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The Rasearch on nvaluation‘ﬂrngram is a Northwest ngicnal ,,1*

- ' Educat ional Laboratdry projeéctk. of raaearch. developmgnt, ‘teating, .

and’ training designed to d;pate new evaluation methodologies - for'
"use in. education. Th) s'docpment is one of a skrles of'papérs and

. reports produced by -pragram. staff, visiting scholats, adjunct

;u scholara, and ‘Broject:gollaborators-+all members.of a cooperative“

network of - collesgues working on the development of'new «»-,_'
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ﬂﬂow do School. districts form policies about the instructional and’

i.{“administrative uses of computers?“ How* do school’ polfcy-forminq\
“fcommittees functién, and -how can their operations be iade more-
4‘effective? These‘and related questions are addressed in this -

' case’ study of onk district'g.initial attempts to_establish policy
‘;about the use of computers in the schools. This.repogpt: Focuses

son the’ operations of . the policy: formation committee, its
compqsition. activities, and products. An -analysis of this case
example is.used a8 a basis for: recommendations about’ how ‘other
districts can-better develop computer policies“

v -

s 4}; , ',‘_, o Nick L, Smlth, Editor
COn ' ’ , Paper and Report Series‘
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~‘,.whe purpose bf thia case. etudy vas £o explore the way one aghool ey

:.Tne dietrict under study, located in a large suburban\araa of the

. district superintendent issued' the announcement and charge to the S

BXECUTIVE AUMMARY . SN AT

C g e L ' \ . \ oot . TR

. ‘\,‘

distriet approached tha gomplexities aurrounding deqinions’about
gomputer uee, By uaing a varlety of ‘driteria, we ware able to
ldentify those fagtoxa whiah faallitata and iphibit edupationnl . ,
change regarding computer uset By studying thia distriot's” A !
afforta, wve hoped to learn about the dynamica of the ahange

. process as thay relate to computer technology. \Aa a rasult, wa

will be better able tq assist other achool districts in

ﬁormulating and implementing their plans for computer uge.’

.
& , ,

~3ﬂtriqtm0haraoteriatice \ A

\ + ) )

!
1

racific 3;rthwaat. servas an overall population of approximately

130,000 wprking class to upper middle-claas citizens, ‘8ince the . -
‘ ;:distribt g major industries are’electronics development\@ng ‘
- production dorporations, its population includes many extensively

. educated ' professional and technical workers. Residenta oﬂ\the e !

o

‘county that includes the diatrict earn the highest median income = . g
in the stata. 'Nearly 20,000 students attend. the .distriot's' 26 ;

. elamentary (grades 1-6)% 6 intermediate (grades 7-9), and 3 high -

schools. * The district is known for’ its leadership in many areas,
including microcpmputer usage. :

.
¢

N
As a result of pressure accumulating‘from several -gources, the ) o

committee on computer. use on May.1l0, 1983. The charge to the \ v
committee had two main parts. The first part called on the oLt
cenmittee to recommend a "three~ to five-year District. computer N\ a
use plan" "compatible with the Board-adopted Iong-range plan.” _\, '
The plan was due "no later ‘than the end of’ November 1983," The'z \
chargeﬁthen went on to set .the: composition of the committee and T

~its.support system. Suggestions from various sources bncreased o
" the size of the team from the 10 named in the superintendent's , . \ « |
. original recommendation to 13. The committee had representatives =\
. of school building and central. office administrators, elementary ‘
‘and secondary teachers, and the community.' External consultants

were hired to provide ongoing technical assistance and to prepare
the committee 8 report. '

The committee members were Selected’in'the spring Ofl1983. ‘The . . 5
¢committee's- ‘first meeting was held on June 20, 1983, and its S
final repott was due at the end of November 1983. In the

vinterim, the committee met on the average of two times a month

except during July when no meetings occurred. Toward the end of’

"this period, it met weekly to consider final drafts of its

report. The final product, Computer ‘Uses « « o Policy Proposals . ' R
and. Action ‘Recommendations, Report and Executive Summary, went . : :

. through several drafts and was 'submitted to the superintendent on o . '} e
 November. 30, 1984k , o . e o //"‘

[ s

e



Whis study made use of most of the devices and materials wirich
atrangthen case atudiea. Thesa ingludas ‘historical dogumants

© ‘and, working drafta of plans; management records (&g, mgeting

minutes and internal doguments)) organimational charts and thp
organisational biographies of partiaipants; timelinepof eventsj
‘and in=depth "intexviewas with partigipanta® in the f&?m of a
survay of committee members' perceptions, .suggestlons; and
comments. The fadts of the“gase study ware gollected through
firat=hand obaervation at committee meetings.and the raview of

~aommittee weeting minutes and other dogumenta.

i , ;
¥ ! o ' . - : ”

Caga Hty

1

Thraa'diﬂﬂarsnt analysesa were oondubted regarding the 1nnoxmathm{

‘aolladted as part of this case atudy. 'One analysis comparad and
contrasted the asuperintendent's charde and the committee's finkl

‘report., It is aevident that the long~ranje plan ocalled for by the '

auparintendent wag not developed. ‘Inastead, a series of ?‘

.polioy=related recoiunendations were presented that foausaed on ¢
" inatrugtional~related computey. use ahd the logistics of computer

use, Whnayement and ooordinutioh. Almost al) of the speaific
racommendations relatad to the topics specified by the

superintendent ware part of the functigna delegated to a proposed -

computer coordination and.support office and related. structures
and/or an interim commi¥tea. These included divisional .

responsibilities, development and maintenance of a plan, staffing

requirements, and incorporation of new technology. ;

» "

A second analysis focused on the committee 8 actual operation
based on observations by the authors. There were.several
recurrent themes that appeared throughout the committee's
deliberations. There was a definite difference of opinion among

. committee members about‘their role in recommending policy, some
for and some against such a role. The views of those who opposed

such a role won out. - A concern with hierarchigqal relationships
rega;ding management and coordination of compiter use tended to
overshadow substantive consideration of administrative uses'of

‘-computers. The process of structured planning is closely related

to the policy: setting theme. Attempts at structured planning
were made throughout the histery of the committee. A larger

, notion of process concerns the timeline of the committee 8 work.

e committee's short ‘timeline, it is not surprising ‘that
dcy recommendations and not full plans were developed.
other 1mportant issues related to the centralization
versus’ decentralization of control were raised during the ‘
deliberations of the committee. One issue was the management of
instructional and administrative computing ‘functions. Other
related concerns . included a district—wide curriculum,
rrequirements for computer literacy among all staff, and hardware-
and software standards.

-~
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A thxcd ﬂnalyaxﬁ wasg in tha form of a ,8uEvey af caommittes
members' awn avaluatiap of the work and their racommendationa fow
_further work. At the gommittea's Fequest, a survey of acemiktes
members was gonducted by the' authars, shortly aftar the final
raport had haan aubmitted to tha supaslntenQQnt‘ Using a
£ive=point seala, respondents indicatyd ths paxgalvad quality of
nine Aspeqts of the committea's. ug:h 1gv; leadership, goals,
nimalina). Responbes to these itema were generally pesitive,
“Phe ovaerall rating of the gopmittea's sugoeas (item 10) was an

avarage of 3.7, again poaitiva, but not averwhalminqu B0, '
Individual icem analyses seem to suggeat an undarouprent of 1ﬁﬂ§’%
‘positivecapinions, differing from thdt\represented by the S ®

positive average catings, Whan askad about "othes [Eeadbaok,"
" pespondents’ comments ranged from; *I turned out welll® to "Thtn
wad Qne Of the moat ﬂnudtrating domnittess I have aarved on.* '
This seems to apitomize the' vardaty of reactiond to the,
committee's eﬁﬁanna that are paflacted in the vatinga of quallity
and overall success and Ln thd respondes to tha opan=endéd ltems,
u ) (. , .. 0 ‘a 0 ',: --
- The wo;k of the comnittaee Wau analyuad from chraa pncupeouivqu.
Conolusions presanted. are baged-qn these findings and on ooncdptn
identified by the authors from the literature on educational
ohange.- These doncepts are tha ones gonsidered important to .
sucoessful innavation, K The findings of this study are grouped .
under two broad teplua._One is the committee rpport and ita
party’ (l.e., the produots of the committee) and the other is the
procens of commictee daliberationa which led to devaloping the
rapol'to

e ) : : :

Of the four areas ralevhnt to school dLstrict computer une, tha
‘committee's report focused directly on two areas and tangentially
on two others. The two with specific recommondationa are
management and coordination of computer use and instructional

uses. Administrative use it tangentially ‘congidered in that the
committee report has two very general recommepdations on this
topic. And, they are more related to district-wide management
information concerns than to personal protossional uges.

Therefote, these recommendations algo. represent the committee's
work regarding the fourth area district-wide, 1nhouse, ‘and ‘
contracted management 1nformation services. ' Y

-The products of the committee in this case study are not the only
things that have an impact on future events, A certain.
expectation regarding change was fostered as much by the actions
of the commiftee;, what it did, what it didn't do, and how things .

“™ were accomplished, as by fhe "recommendations” in the report.

Conclusions regarding the findings of this study can also be
drawn relative to the process of educational change and related

‘" o critical factors. \
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Yhe £irst tep in 4 Managed change process is the clarifisacion

. of issues, From the initial charge to the Einal drakt 9f the

committea's Feport, tas,a;aagnsg Eglated ta diserict gomputer use

planning remained unelsar, The cantsaL adminigtration did aas

present a olear dafipition of these elsmanta 10 its charge £n the

COMmikEea, NOF was the committes successful in clarifying tnea@

glements on. its o ,

OF couras, it may he the case that the cantral adminiatration was

nat alear about the isaues surrounding a change liks computer use
a5 abauk the Atepa in the ehangs proosas, Copsuleancs gan

" provida a graat savvice by providing the administration wieh

rappmmandations regarding the peocessas of ohange that pravide

anouyhl tima for the neoceasary elavification to take plave.

i

he ntma'nquad for wuah inltial ulati:iaa@igu'aﬁguid have bhaap -

inaluded in the averall aohadule, Tn the case of thia commiikaa,
the time baetwaen the June and August meatings should have haan

 devoted to olacifteatlon of the issues sucroundloy compuier uea,

In addition, the central adminlatration ahould.have ppovidad a
framawork for aotion in tha form of guldalinda for ,boliay
dtatamanta and relatad plang, Without the dlreot dndo:nemcnt;ny

the acentral adminiatration, those guidalines provided by the ~ ,’“

gonsultantsd did not hava phe nuceggafy ﬂuthQELﬁY. *

The chmuleclon ot adapcign alta:hntLVus ia . the ng@ond acup 11
the change procegs. Being vepresantative of many yroups’
throughout tha dlstriot. the membars of the committee were thode
best sulted to engage in the polloy analyses needed to davalop
gomputer ude adoption alternatives, At least Four subgroupsa
could have been dcnlgnacad. each one charged with conducting
policy analyais on one of the elemeits related Lo planning fox
district computer use (i.e., instructional unen, administrative
uses, diatriot-wide managamenc {nformation uyniqm, and management
and'coordination of aomputer use). Together with the -initial .
clacification ot the imaues, the gengcation of adoption ‘
alternatives .-is all that could reasonably be expacted over the

" five~ to six-month life of the committee.

Planning for "implementation is the third ntep; This committee
never got to the planning step. If they had, the alternative(a)
adopted as a, result of the previous step would not have been

.refined enough for implementation. If implementation is to be

successaful, it must be structured to help practitioners f£ind
their own subjective meaning of the change. Therefore, the
involvement of those to be affected by a change such as computer
use is critical to planning implementation.- Developing such
plans is another year's .work. And once they are completed, it :

A;wlll take three to five_yeézﬁ to implement them. Unless central
office administratorsg are awa

re of this and are able to separate.
interim activities from long-range plans, frystration and
cynicism are likely to develop.

| L 12
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- The members of the committee in thif& case study worked long and ,

+hard on the issue of computet use. HOwever, what can be learned
. ,from this case study is that the .lack of clarity in regard to the
- ¢content and process of .chanje can lead to incomplete results and .
B the mxsdf&ection of energy. After six months a new committee has
been formed to essentially repeat the work of the oIE‘Eommittee.

e L
[ o

_ Thedgxterature on g@ucational change suggests ‘that the actlve
_ /- knowledge- and “involvement of central office administrators is
. - eritical in’ the..clarification of a problem and in the other steps
' of ‘the.c¢hange probess. By using a problem~solving - -approach to
adoption and by planning ahead for implementation, results can be
“achieved that have the greatest potential. for meeting the needs"
+ of a11 concerned. T 4
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_ exert considerable pressure on school districts to utilize

! r”b : o Introguctioni - R - e
‘ ‘,' . . ' & o ’ _
The purpose of this case study was to explore ‘the way one '

school district approached the complexities surrounding decisions

. about computer use. School districts all‘over the country are
' rapidly adding microcomputers to their stable of instructional

and administrative technology. .With. the advent of low cost/high
power microcomputer systems in the last several years, over half

of the schools in the United States have purchased micrccomputers

;. fo} classroom uUse (Johns Hopkins, 1983, ‘Market Data Retrieval,
‘ 1982). The potential for using computer technology for diverse

purposes besides instruction means that not only’teachers, but -
also: administrators and other suppOrt staff have begun to explore
ways to take advantage of microcomputers in accomplishing their
respective tasks.

Typically, individual microcomputers fall within 3
discretionary budget limitations for administrators in school
buildings and other settinds. Therefore, they are often
purchased in a piecemeal fashion depending on' the preferences of -
a particular user and noggbased on a system-wide perspective as -
is the case with mini-computers or mainframe computer services.
Also, due to their relatively low cost, parents' groups are able-
to purchase one or more microcomputers through fund raising
'activities. In fact, parents and‘the'community.at.large often
microcomputers for instructional and other uses. Unfortunately,
this pressure can often result in fragmented rather than
coordinated purchases.. )

As a result, school districts are faced vith two conflicting
needs. ‘One is the'need to rapidly " computerize"in response to
pressure from all quarters, that is, administrators, teachers,
students, and especially parents/community. The other need is to

maintain control over growth in all areas of computer use by

. coordinating computer services and facilitating compatibility

among. systems were necessary.
e g

-
¢
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.. There are" ‘some very complex choices which have to be made in
Y order for a decision ‘about computer usage to meet the multiple
- needs of a school districﬁf ‘As Oettinger noted in his classic

essay, Run, Compgter, Run- The Mytholggy’of Educationa
Innovation (1969): . n

»

'

Before we allow, ourselves to be dazzled -by new. technology,
‘let us note that,the single most common technological tool of
" education, the book, which is also the most ancient, has. been .
and still is misused (p. 44). - . e

¢
G

/ -
Clearly, the need is.great for schopl districts to be able to
manage such an extensive change as the introduction of computer
technology. S
We know, however, from the- literature on educational change,
that school districts often do, not. manage change well (Hord,
_ﬂuling, & Stiegelbauer, 1985,'Hall, Hord, & Griffin) 1980;
. wBerman, 1980, Bass, 1978; Emrick, & Peterson, 1978; Berman. & -
;=1McLaughlin,-1977; Berman, et al., 1975). This is particularly :
/true in regard to the introductiqp of new technology.
\ The biggest obstacle to the rapid and effective introduction o
of technology into the schools, however, is the structure of
the American school system itself, which, in Oettinger's

-~ words, "“seems ideally designed to resist change.” It
succeeds in combining the rigidity of a military service and

the fragmentation of small business, without either the o .
centralized authority that can make the military move or the -
initiative and flexibility of response of the innovative ‘
_entrépreneur.

(Foreward by E. G. Mesthene, in Oettinger 1969, ‘Po ix-x)

Oftentimes, the resistance to.change is manifested in frustration

and'cynicism. Frustration among adoptors (e.g., adpministrators), o /f“\f

due to the apparent reluctance of practitioners (e.g., staff) to\
implement the adoptors' solution to the’ problem as they see it.’ ﬁ%i
And, cynicism among pr;ﬁtitioners because of the apparent
unconcern of adoptors forithe realities of implementing a given
innovation - (Lighthall, l973). r ,

Change,‘and invparticular district-wide change, does not come
easy.’ While. '[i]ndividual teachers and single schools can bring
about change without the support of central administrators, e o o
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.district—wide change will not happen” (Fullan, 1983, p. 657. As’

.sheing »d, Kane, and Endreweit (1983) ‘note at ‘the end of. their .

 study microcomputer use in § ools. "[tlhe. results suggest

. that the effects of mitrocomputers on education will depend, to,

.large extent, on the socialrand educational conte\\s within which
they.are embedded'(p. 431). T R : -

. By using a variety of criteria to examine how :he school _;.
'district attempted to define its organizational problem and
'develop long—range solutions regarding computer use, we can see
.in’ZOncrete terms those factors which facilitate and inhibit the
.change embodied 'in computer use. By studying this district' l
efforts.awe hoped to learn about the’ dynamics of the change

process as they relate to computer technologyl As a result, we

will be better able to assist other school districts to. formulatefi;

and- implement their plans for computer use.l

a

':search Desi

"as for any histo;ical effort, goodlrecords'and documentation.
make.case studies particularly valuable'.(ﬁoaglin. Light, McPeek,
Mosteller. Soto, 1982, p. 129). Although this ﬁas not a .

.comparative_case study due to the lack of funds for such a study,
and the lack of local school districts engaged in comparable
efforts, it"did haye‘most'of‘the other devices and materials

‘noted by thesefauthors which strengthen case studies. These

M

“include: S
historicalwdocuments and working drafts of plans
management records (e.qg., meeting minutes and -
internal documents)
\ . . /
‘organizational charts and the organizational ,
biographies of participants -
- time-1fe of events oo
in-depth "interviews with participants' in the form
of a survey of perceptions. suggestiOns. and -
comments. . )
» . . [ -~
- ‘
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of course, these devicli were used in addition t the

'first-hand observation of events by the authors. s ch techniques

the complexity of dealin‘ with. computer use on a district-wide

valuaﬁle to other districts a tempting ‘similar efforts. M
" - v . P

v ' . . . [ e e

). ") S » N/ RN . TS
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,Theifglloving queséions formed the basis of this case study:

'\.

' 1." What was this district like? Y
2. 'at'is the' purpose and-coﬂﬁosition of the !
-~ .committee 'charged with develloping a long*range

- ,district computer use plan?t‘ Lo L 1
- 3. What were’ the processes ‘and products associated P
" with the committee s &Tforts?

N B s

4. How might the committee' s processes "and products be
analyzed?‘ » : - .

ol . . o R v
: : ’ : I3

‘A What was the relationship between ‘the_ charge
* to the committee and its final rep&it? : /
,b. How did the committee operate? ‘ )/
cs Bow did comﬁittee Mmembers view the effort?
: [
5. In light of the literature on educational change.
' ~what are the conclusions’that can be reached
regarding these findings which are relevant, foﬁ
this and other districts? ‘. . - v
These questions form the framework for this paper in terms of the
4 &, N

;focus of each major section. - N -

Data Collection and %nalysis

< ..

The facts of the case study were collected through first hand
observation at committee meetings and the review of committee '
meeting minutes and other documents. Analyses of the events and

products associated with the committee were conducted,_to,

iidentify successful and- unsuccessful elements. Three different :

analyses were conducted regarding the information collected as .

 part of this case study. One analysis compared- and contrasted

the superintendent's charge and the'committee's final report, A

o R 1

o

| basis. It is hoped that thevgflso make the case study useful and

Te
.
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't,”conducted of (1) the way the committee reacted to- recurrent

__,——J'——{',‘

L
. .

: L : R . N
. ’ .
~ o

second analysis focused on’ the committee's actual operation,_'

based on observations by the author;t Hégg analyses were

*
themes in its work, (2) the “actual processés of the committee, '

ﬁ and (3), how the cgmmittee dealt with various larger issues which

' faced it. A third analysis.was in the form of a survey of .

committee members own evaluatiod/;f\the committee 's work and R

;ultimately identify the,implicat ons ofvthis_study fof '

e

“ . . ”‘-S . o=

. leadership in many areas including microcomputer usag;. L

general and view a high quality education as'an es-

} their recommendations for further efforts. ) S X

The analysis of both events and products as intended to -

‘a.' .assisting this, and other school districts
' 'planning for the use of computers-

. - '-’V'} ] "J .
b. fu/ther research into the process of planning for .
. computer use. . ,-,_ R : B :

o | . (- .. v
N R : . _ e
' . District Characteristics ’

SN . e ..

« The district under‘btudy, located in a large suburban area of
the Pacific Northwest serves .an overall)population of
approximately 130 000 working class to upper ‘middlefclass
citizens. Since the district's major industries <:F—‘
development and prqduction corporations, it tion includes
many extensively educéted proﬁessional and echnical workers1~
. Residents of the county, which includes the district, earn the
highest median - income in the state. Nearly 20}000 students
attend the, district's 26 elementary (grades 1-6), 6 intewmediate

(grades’ 7-9) , and- 3. high séhools. The. digtrict is known for its

\The district stpatrons are quite supportive of ¢y

ingredient .in their children s lives.‘ -Parents participate
extensivelg in school volunteer programs and°parent '.:\Aﬁ
organizations, as well as. vocally at board meetings and budget
hearings. District officials make a carefully planned and

lectronics v
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g;processing employees. Terminals, printers, and mi

i ade also located in individu

.systems, existingfservices, and

}of system reports._ personnel offic

o Apple, to allow for consistency of’ purchase,,use, and

& A »
- Y
° A

dministrative uses of computers. Th% district owns and

'ter terminals, and prinEers, purchases substantial ser?ip
rom”the statewide infbrmation'gﬁtte\ ﬁpurchases other '

fmisCellaneous computer setvices;-and employs a d tafprocessing
.\ o2

staff.; There is a staff of 12 full—time and 3 halz time data .

roComputers

f/ él schools. »>In the past, an Advxsory

N Commit}ee for Computar Use, comprised of principals and central
Ioffice administrators, made reci:mendations concerning n ' “‘,'
:§ard1ng °

peiational priprities r

'district data pdbcessing. ;‘ o S --.17 ’ ' e

4

Mo
. Besides doing district instructional management computing,

.the central data grocessing computer is linked directly to the .

, statewide informati&n—system viaatelephone, all wing for. remote

job. entry of batched input to the- systzm and output and printing

' pusiness office, ﬁ./

schools' «can ‘al input data to the. statewide information system

.special educat;;? department, ‘high schools, and intermediate

o P -

via on-site terminals. - , - ' ‘_,y~_'»,,

.f In. 1979.. the Wistrict adopted a sinéle microcomputer brand,

] .
maintenance. At present, lSaApple microcomputers fre being used
for hdministratiﬁe purposes by various departments. An estimated
150 Apples have been purchased and are being used in the

‘in vidual schoolé fonvadminfstrative and instructional

“”L ° ﬂl\purpqses« However,”they were purcha/ed with i“dividual building

ey | :)».:.d 6 !‘""\‘* . -

. The other is.the buildingfﬁ.
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o 13 .1 sy em for eacl'v of the . '
proposals wen$&out andfpl_,.' ‘ \;7 ®
o supply Commodore 64's “to B A

. K o o ] “v;.b A ‘
elementary and in '_ediate%schools, and to Alpha Micro for- the 3 _,f“ S “',

T high school systems. The;é{'ere purch ed in°the fall of 19&3 R

»'L’f‘ Some examples of'pa £

A

and current district activity in R o R ~A:‘;a
. . ® TS . -
s relatton to the instruc ional uses of computers appear,in j A A
Figure 1. These activifies clearly put this‘district in the 2 p' : *#

forefront of instru tional computer use.f 'f:'f G : ‘..

BRI e

e al/‘ [ . e . . G .

. The Press for a Computer Use‘Pléﬂ_:ﬁ:- S N -j
A . ’ Co o -
Accordﬁhg to one centmal office administrator, long,range -

3. i
. , i,

. : planning for computer use in the,school distrlct is an“issue that
has- been 'floating toward the top "for a couple of years._" The
needgfor a: coordinated planning effort had been apparent 0 this e

Ko

administrator for two or three years, especially as funding : e i
s 3 SRR '
’became more lhmited and as the district was becoming more an »%’ o o

Q% more yjolved in computer uses and acquisitions witho&t % '

'

coord atlon. This same person initiated a cursory compgter use o e
- needs assessment during the summer of 1982. The superintendent ‘
'learned of this assessmeht and, through 1t, the manager was able

 to- i11ustrate (1) that computer services were being drplicated ; 'A: '\_.
. B

» ) o . . . - _ . : . "
A ‘ ~ , ,
N 0 - , . T S
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[l 1. A early’»ns the 197’-80 sghoo
S T® year, .a dosmittee of teachdrs dnd.
., . . admin strators was- formed to -

L ) : provido some direction for S
e L LR _inst'ruf:tIOnal ca:punr use: . .

‘Since inuxvice cinaea were first
‘offered in. 1979-&0. ‘At ‘least 860

. credit.’ 'In. £all 1983, 20 to' 25.
(_rcoursea taught in"the adistrict,

e ranging from introductory computer
.+ iliteracy to advance_d programming.

A curriculum materials preview
o library currently contains over 200
. ‘software packages that teachers and
C ‘administrators nay examine.’ '

_ - Pour yeai’s ago (1980-81). ‘the.
o . district established its own

E T e 'repair program. RO o

"5IA tenéative elenenﬁuiy school -
. Ccmputer Education Scope and

. Sequence has been developed and- s o

A o currently being revised by the
T .. -district's Cufriculum Steering
oo I Cunmittec. o
) » 6+ A8 Of 1983-84, a Teacher on Special

P ae ¥ Assignment for Computers.in

/ i~ Elementary Schools has been
; appointed at .6 full-time -

quivalent (m).

As of 1983-84. 011 sixth grade
teachers are to tesch a nine-wéek
+ - computer literacy unit to their
.=~ students, some vithout: acceas. to a
'conputer. :

~

ERIC

Aruitoxt provided by Eic:

,teachers ‘have, ngistered ‘to rcceive . '

teachera enroned in each of the 11 .

Ay

R S Flgqre l : :

' Examples of Past . and! Current Distrlctf‘Actlvny

' Relatedato ‘the Instructional
Uses of Computers

. computer equipment uintenance and 7 '

Ca

B ming. II,"
"'« Placement. Computer Science” (a .

.

S

B. A .acher on Specdal Auigment for
Computers in Secondary;Schools ~
(.4 FTE) was also new for the
'Bhtrict‘ in 1983-1984. i

9. Bﬁch of the three high schoola haa '
30—tem1na1, time-share, systems.

and ‘compatible . softvarf packages, -

-including: data basermanagement,

"~ word processing, electronic; ._ .

' spreadaheet, BASIC, Pas’l’l, and a
fun accounting eystem. )

10. In addition, each. high lchool hasi‘
lvptoxintely 12 Apples vith ‘disk
! drives,‘-onitou. anq, printers.

11, Secondary school computer science

course offerings sre copsistent =

‘among all the schools at ‘both’ -
secondary 'leévels. . At intermediate,’
schools, "Introduction to

v

. Computers® and "Programming I® are .’

' offered as e;ectives. High schools.
offer "Programming I® and "Program-
as well as: "Advanced )

ﬂut for this uchool district and’

’ ’l first ‘for any school district in
the. uate.) -

¢ &

s

“12. Zach of the 6 intermediate schools

e

has approximately 12 Apples, plus
12 recently purchuaed Commodore 64
systems. . )

13, Ccnputets'enhance the management of
special.education instruction.:
Staff members maintain a data base.

Pducational Program. goals, as well -
as instructional materials cross-
i referenced to perlonal develcpmentf'
. goals. ",

including  test data and Individual .

Dy,

v . . ' - .
R .o



B Principals especially have

' -
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within the district and (2) that a decentralized data base 1 ‘was e

eroding the central data processing system.”
Cr Members of the district s- budget committee have asked o

repeatedly how much is being spent on computers and related '.)if“

acquisitions and ser!}ces throughout the distrfct. Centfal
office administrators have npt been able to respond beyond

. rbporting direct central data processing costs, which amounted to

$722 000 for the 1983 -84 year. It is estimated that actua&,
overall computer-related dosts(are three times that figure. -,
Further pressure to develop.a comprehensive, coherent plan

has come “from diverse parent. protests to. teachers and o

' administrators ranging from. 'You re spending too much: on . i

computers' to 'The district must devote more attention to and
ensure that all studentsﬁget'time on computers. B Building
administrators and teachers have felt"the need for some official
direction in order to respond to parents and to decide how best
to allocate building funds for computers and related purchases.
\kahted‘to ‘know whether they are going

to’ be able to continue to decide independently upon these

acquisitions or whether the central office alone will dictate and :

‘authorize purchases. meachers await official policy regarding

' instructional uses of computers. - In addition, an independent

consultant contracted .to-analyze. the overall computing~needs

suggested that the district begin a district—wide, coordinated

tstudy of. potential administrative and instructional applications

and develop a longfﬂange plan. , _
Imminent cable Installation in the district, the possibility

of needed expansion of its own céntral computer, concerns of

parents, teachers, and administrators over proliferation of

* computers w1thout clear, official direction, dissatisfaction with

Al )

some external services, and questions about decision making

protocol regarding computer services and acquisitions all seem to .

have reached ‘a peak in the spring of 1983. *
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" Case Study Pocus -

K 1

' This case study focdses on E“f major events and products B
'associated with a committee charged by the superintendent to )
~develop.a long range district computer use plan. As a result of
’pressureigccumulating from several sources, “the district‘ :
suberintendent issued .the announcement and charge to the
_committee‘on May 10, 1983. |

: >
Charge to the Committee ' oo

o L] .

The charge to the committee had ‘two main parts. ‘Phe first

;‘part calls on the committee to recommend a 'three- to fivesyear'

District computer use plan' 'compatible with the Board—adopted

long-range plan. , The.plan was due " no later than the end bf

fNovember 1983.

v

The. general charge also states that '[r]ecommendatiOns will
be developed for prganizational consideration ‘as well as computer

use needs.”. This implies that suggestions for changes in the

E diStrict's organizational structure would be acceptable. A. list

of specific topics to be considered is also included (e.g., ‘
div1sional responsibilities, staffing, data transm1ssion).' The

) commlttee is instructed to- treat administrative and instructional

'uses of computers separately, "but provisions for both will be

o

made within the proposed plan.” ““

The Composition of the Committee

The charge then goes on to set’ the composition of the

‘ committee and its support system (e<g., administration support,

liaison with superintendent and cabinet, technical assistance,

‘outside consultant). Two teachers-on,special assignment for

computers were added'tO'the éommittee‘s membership. 1A further

recommendation was the appointment of a lay representative, a

‘budget committee member who had. been especially vocal in the push

for a coordihated plan. In addition,. at the recommendation{of}

external consultants,idistrict staff without data processing

'ubackgrounds were.appointed to the committee. An elementary-'
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hvlprincipal wgs chosen to serve as committee chairperson.-b
v._‘Suggestions from these various sources increased the size of the
team from the 10 n;med in the superintendent's original Y
recqmmendation to 13, plus the Manésbr of Information and
Auxiliary Services, the Data Processing Supervisor, and

)
4

'consultants contracted to provide assistance to the committee.

.~

Committee Processes and Products e -

The committee members were selected in the spring of l983.

The ‘committ 's first meeting was held on June 20, 1983 and its .
\{inal reporzf as- due on at ‘the end of November 1983. In the.-;i; | '_byf‘
nterim the committee met on the average of two times a month ' .
except during July when no meetings occurred. o
\ The original schedule listed this initial-meeting and then
.seven/meetings from late ‘August to midrNovember. The first five,
‘f.mee ngs were held according to ‘the original schedule (with the’ .
| inszition of a brief workshop ‘provided by the consultants on
September 22.) After that, meetings were held on September 29,
'}:October 6, and lS,.in additioh to _the ‘scheduled’ one on |
" October ll. The October 25 meeting was postponed till October
,28, then cancelled-altogether at “the last minute. The full team
'meeting on November 15 was- not its final one as had been
k fscheduled ‘The group assembled again on November 16, 23, and 28
;to review drafts of the committee s report. ' The consultants and

- the committee met the superintendent's November 30, 1983,

- deadline for a final draft of the committee s report. A
‘meeting—by—meeting summary of the observations of the authors

appears in the Appendix to this report.

Committee ‘Dynamics. Jgontributions of participants at six
team meetings were. tallied in terms of participants'
contributions to team discussions which occurred in; September,
October, and November. No attempt was made in this tallying to
1; report length of individual contributions. No claim is made that:-
' every single contribution was recorded, but.;%i:lting totals do .

give fair indication of the amount of partici ion by individual -

N ]

‘team members. COmmittee members, the number of meetings they S FR
‘ r o »‘ .‘ . - K "4_;‘;‘ ., . . ll.

7
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: Jattended (out of the six at which contributions were. tallied),'

. J - -
and the number of times they contributed are shown in Figure 2. »vv.j
2 Excluding the ch‘irperson, the school district staff who made
ere cbntral office administrators. They

'thé_most contribution
,were also part of the administrative sub-group of. the committee.
>°The lay person worked closely ~Mith this group_in_sub—committee
" discussions. Altogether, this faction of the gommittee (43%).
accounted for 70 perc £ the contributions. The other
sub-group of the oommittee included the instructional

: ‘\

frepresentatives._f, S "-' S 4

. Final Report. The final product, Computer Uses | Te e e Policy L P
Proposals and Action Recommendations, Report and Executive ‘ O
‘ ‘Summary went -through several drafts,and was submitted to the
‘Superintendent on November 30, 1984. o - T .
The report consisted of an’ executive,summary and full
repor The executive summary had a brief introduction and a
_list pf the 11 major recommendations‘of the committee. This

executive summary appears in Figure 3.
report was called an "interim report" since it

C .
containe only policy related recommendations and not budgets or

5

detailed plans for their implementation. ‘It had six sections and

' two appendices as follows.
'l.’g Establishment of the committee SRR ’
.2.". . Background 4 o
3. .* Problem statement S L.
. - 4. !’ philosophy : _ . ’ »
=775, 2Recommendations o o Ce
7\ 6. 1983-84 activities ' ' R -
o Appendix A: Administrative and instructional
. - application areas -
~ Apperfdix B: Process for initiation ‘of hardware.
and software proposals

" .The committee. manager reported'that'the superintendent'
Lo appreciated the work: of the committee. The final report,~
especially the executive summary, was seen as ‘being- quité
helpful. In light of the relatively short timeline, the
superintendent felt that the committee and the consultants had.“
”\dohe‘a‘very satisfactory job. The committee S - recommendations‘
are being considered by the superintendent and plans are being
.f made for the subsequent work of an ngerim committee. L ;-. _
: _ N




BN ‘< e Do o T Figure 2 : ,,:?'
- ' ,Tally of Ccntributions

& ‘ e L f.v;";' f'",, Number ofv E Number of,
o " Member L s " Meetings = Contributions .

v\‘Chairﬁerson ) v":'i ‘ S - :6“;3 SR 5,¢73_:,

Lay Representative S A -‘f{ 51
‘ _Account_ing Man‘age,_;; _ . 5 - ~-45___...._ | ;
rvCoorcinatorrqf'Rroéram‘Evaluation o '1"6_ ": o 43 \,_h
‘l"hDirectOr‘of-Certificated Personnelw'J'"f'feﬁ - - 38

_'Administrator on Special Assignment S 4" h 9 ~ 1.f33

P 2

“;'Data Processing Supervisor L gf]w' 6 o250

: .Teacher on Special Assignment, _ ST : . . L
. Secondary Schools = R 6 ™, . 25

« b .4
}Intermediate\Schcol Principal' 5 : ‘_lQ'Lv:
., Teacher on Special Assignment, : : .
'-Elementary Schools N R 5 ' 17

Manager, Information and
Auxiliary Seﬁ%ices

| :\\Sg;"'Intermediate School Principal“ ‘ ] S o 8
7H19h School Vice Principal ,‘b,‘_ - 5T SR -fuéiﬂ,f_i‘ e
' Elementary School Principal ST SR 5 -"‘Li'-;lf'jﬂ_

- Elementary Schcol Principal; : . > 4 F ;'f' 4

_':Ep s .Totalw 332 - N

M : e ) . ‘ .

N
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Figure 3

R Executive Summary of; the Committee s Report

e . m'rnonuc-rxon T
Based upon the charge made to the committee, a study was ;
conducted and a* report was submitted to the superintendent
containing the procedures ‘used by the: committee, the statement of
e problem, statements of phi'losophy upon which: the
recommendations were based, and a set of 11 recommendations. o
Because the_ length of the, entire report would make it cumbersome

‘to use as a’ -working document, this. executive summary containing
only the recommendations, was prepared. , : o

e
P

S _v._--nscomumnonsr_m

o« : : - :

. The following recommendations have policy implications. o
Carrying them out may require the development of new policy or
the modification of existing pollcy. . , » .

A. Instructlon e I B

"-1.0' * The Schools will have a K~12; computer studies curriculum

to support_the educational philosophy of the District.
The curriculum will include topics.and courses in
]elementary, middle grades, and high schools.

2.0 _ All teachers will be competent in the use of the -
‘ * computer in an instructional setting, including
g selecting" objectives, identifying software, ‘and- managing
™ the use of hardware and softvare. o
.‘,3.0f"‘ Every school will have adequate computer hardware and -

‘ softwarefto support the above curriculum.

4.0 The District’ will establish standards for instructional
.. hardware. For courses where students are expected. to
learn .how to utilize a particular type of software
(i.e., word processing, spreadsheet, etc.) the District
should standardize on the piece of software being used
in schools where these courses are offered. -

R: Administration'

5.0 The School District shall establish and maintain a
- coordinated computer ‘support system to provide
 mahagement information at the district and school levels
and meet the application needs of administrative units
at -all levels. . p
6.0 All administrators and identified teachers and
- . classified staff will be competent in the administrative

'uses of the computer for their assigned responsibili;ies.

T



N Management and Coordination .

7.0 - The District shall establish, ‘as s00n as possible,
-~ gtaff office entitled, 'Computer Coordination and .
L Support Office," reporting to the superintendent. It
SR , - should have an-annual basic budget of $85,000 - $100 000"
o for manager, ‘secretary, and supplies. It ‘shall be
staffed with personnel trained in the areas of
‘instructional . and. administrative uses of computers. The
office shall be responsibIe for developing, monitoring,
and evaluating the computer use plan, and coordinating
and facilitating the use of computers in the District.

8.0 The District shall develop and adopt a computer use plan;‘-

' . o~ ~ “which" will (1) describe .the steps to be taken in-
Do I implementing recommendations 1 ‘through 6 above,

(2) speéify staff respOnsibilities, ‘timelines, and
budget, -and . (3) include provisions for m0nitoring the |
implementation of the plan and evaluating its results.

9.0 - m:.The District will include in its budgeting procedures a
C method for easily identifying computer-related

- e

;'expenditures. These procedures should protect the cost “i#

_d*center manager's- flexibility to determine how funds will
L be Bpent- . o . .
10.0 - There shall be a seven persOn Computer Use Steering
o : Committee established that will serve as the District's
advisory- committee on all issues related to computer
%use. This Committee shall consist of- ‘
: Superinténdent, (Chair) ’ :
B © .., Manager; Computer Coordiﬁation and Support Office o

s (Non-voting) : e
e _ Lay persons (two rep&esentastives) :
J” a P Instruction Division (one representative)
e Business Division (6ne representative) ol

Personnel Divigion (one representative)

)

o D General Recommendations | .'-' : L

' "
11.0 Since timing is critical, and several of the ,
e responsibilities recommended for the manager of the
Computer Coordination apd Support Office should be
implemented soon, i s recommended”that there be an -

Interim Coordination Committee appointed to carry out
those tasks until the manager is’ employed. -This
committee should be -drawn from the present committee,
- vechnd should have the following cémposition: ‘
: One representative from each Division'
- ‘ . . One. secondary principal
' ' One elementary principal

i B N
. . ) o L . : ) ) - .
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._";,;7jf,; ,ngase Study(nnalyses'f- -

The work of the committee was analyzed from three o

L e

' 5 fperspectives. First, the final report and the ‘committee's charge

e
L. R ‘
LT N .
=3 -
2. o

wgre compared and- contrasted. Second, ‘the actual work of the -

;committee was examine in regard to recurrent themes, processes,
_and issues.v Third, a survey of committee members was conducted
’in which they evaluated various aspects of the committee's work .

;v‘and made recommendations for future action. - IREEENY

¢

c he Gharge and the Final Repg

v

‘ The final report to the superintendent developed by the
consultants, as part of their contract with the district,
iembodies one perspective on the attempt of the committee to meet
the superintendent's charge. Figure 4 shows a point-by-point

[ ‘.comparison between each of the major elements of that charge'
| ,’(underlined) ‘and the report. ‘
W ) . From this comparison it is evident that a long~-range plan was
anot developed.- Instead, a series of policy related o
recommendations were presented that focused on instructional N
' related computer use and the logistics of computer use management
: and coordination. Almost all of the recommendations related to
oo _ the topics specified by the superintendent are part, of the
functions delegated to the proposed computer coordination and
support office and/or the interim committee and related-
_'structures ‘o ,

The superintendent issued several subsequent directives in
.conferences_with the team's chairperson. Many of these were.
addressed. ‘Some were not. For ekample, early. in the process

"(June 20 meeting) the superintendent requested that a needs .
assessment address, among other things, skills needed and future
training needs. This was- not accomplished. ‘What was 'conducted

.was a survey of current administrative uses of ali computer
resources. District~wide management information was controlled '

'.by the data processing office and personal professional

) microcomputer uses were intermingled in this survey. - ' a
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Aruitoxt provided by Eic:

1.

3.

o Figure 4 o .
J/\A comparison of the Charge and
' the Final Report

—

~ The ltud! tnm vln dcvel_a_g ucannded thuc to ﬂvc xur m-tuct co@uter use -

lan.'

The committee's nport does not co-prln a long-unge plln. In fuct. u:a
recommendations propose that a plan be developed hy the “Computer Coordination and

» 8uppo:t Ofﬂce.' or by an interim committee in ln_tlclpltlon of the establishment of

the office. - DR - . : .

Tha nco-mended glan v111 be mnt!ble with the Bond-adogted lom-ume gla v

"rhc co-uttu s upo:t oddunu lnd i8 co-pauble \m:h nvoul dlvlllonal lcvel goalu.

s
Recommendations v111 be dovcloped for oman!zat!onnl cons!deutlon: as vell as

: mutet uu needs.
,'rhe ﬂve nco-acndauonl ugud!nq Hlnagnent lnd Coordlnntlon ndduu thll conponent

of the luperlntudent‘- charge. . ‘ _ v

Bpecl!lc top!c- 1_nqlnde= :

divisional respohai:bu.xties: Om ncmendnuon cans tor 2 'Ccuputu COordlnntlon
-and Support Office," a ataff office that will report directly to the superintendent. -
As a staff office, it is removed from any ,one dlvi-!on. but its opeutlona will be.
overseen by the Ccuputc?u Steering lettee vhich will hnvc a tepnlenutlve from

nch dlvlllon. o , e
maintenance of a lanning atatement: Two provisions call for.the new staff ofﬂc'e to
maintain, or continuously monitor §nd: evaluate, compliance with and schievement of
the plan. Responsibilities enumerated for the ptopond ltntlng committee lho deal
vlth ulntcmnce of a planning luteunt. .

A

ltatung regglrement One- nco-aendn:xon deals with lnltlal -tutt :equlunents of

.

the office of management and.support. The ataff needed to prw!da nupport or pertom' .

: dn!n!stutivc md/o: 1nstm=tlonal ‘uses are- not conlldaud.

aequ!s!tlon of ha:dvuu: 'rhough no nco-nndatlonl dul d!uctly with hndvue .
acquisition, one provision advises '!ve:y school will have sdequate hardware and
software to support the curriculum.” Another recommends the’ establishing of
"standards for instructional bardware. A third sets c.plbnltln of the dlst:lct-vlde
- management information system. In the provisions for the new office;, information and ’
guidance on hardnu is specified. Review and approval of computer applications
proposals, ptumbly including hndnu acquhluon. are dclegated to a ltur!ng
m!ttn. , . R

software development: llo ucmnndntlonl deal vlth thll pottlon of the
super 1ntendent'l chatqc. )

' data transmission: s,oveul ptovlliom deal with 1ntegt1ty of, sccess to, and
security of. dlu. as well as its tunnlnlon.

incorporation of new technol H Tho general ptovh!on for a district-wide eonpute:
system calls for a system that is flexible to sccommodate changing peeds. The
proposed staff office is required to provide information and guidance when planned
changes are consjdered. lomcr. no recommendation lpoclucnny Addnun the
.lnwtpouuon of nev tnchnology. . :

means_for approval of cowputer use pr ganl : ’A‘spcclué recommendat ion, pius the
flowchart which appears in the lppendlx. of the committee’s report, specify steps of *

the approval-disapproval ptoccu !or proposals not 1dcnt1ued 1n the long-unge plan.

*Underlining 1nd!cltn an oant ot the original chuge to-the cmlttee. .

P




".'Themes, Processes, and ISSues

N ’.
t

result, the extant of current use and the ?esired future use of

)

these two separate, but reluted, systems ‘was not clearly defined

by. the survey.

-reporteds - PR )
'~ Recommend an acceptable level of computer use and thc
" funding, skills, and future trnining necessary to

. provide it. IR _.‘ . \/D'

- Recoiimend a preferred level. . Indicate how much,each
enhancement beyond -current computer use will cost.

- Develop ways to implement the plan politically over
the long term, i.e., provisions,for feedback from
' teachers to ensure their needs and financially in
,  terms of. anticipated budget gllocations. :

" The committee s report doces not fulfill these directives.

o Several times during deliberations different team members advised

" the team to devise alternate plans. Suych advice, though, was not’
implemented in terms of alternative levels of computer use and
related funding, but rather in regard to alternate organizational

.. . . ' B . K .
. o - . .
. ‘ .
‘

recommendations.

-

~

: The final report embodies committee efforts to meet the

kspirit of the supé'intendent -] charge since it provides the basis

for. long-range planning. That is, it includes pochy related
recommendations for instructional and administrative computing,

' and for the coordination and management of district-wide computer

=3

use. _ . . 4
V The committee did not, however, actually develop a long-range

’ﬁplan, nor did it provide guidance for getting even the
recommendations in place politically or financially. And, it

left to others the financial aspects of budgeting for 1984-1985 -

and beyond.' In order to gain- additional insights about the -

‘ operation of the committee, observations by the authors of the

actual deliberations of the committee were analyzed in terms of
Jrecurrent themes, committee processes, and larger issues. ‘A set
of event-by-event-observations by .the authors

[ S RN

ars in the

“At the September 13 meeting several further directives were

,.v\?



~\fthe consultants provided several models for developing policy,

‘o ) Y‘IJ‘ . .

‘.‘ . , w. N q “_‘.’ Lo . : P ‘ ! l ) .¢.. o
_‘Appendix of this report.‘ Eigure 5 highlights the authors"‘ '
resulting analysis of these’ observations. (: A : L v 1 :

_ Recurrent themes.‘ There were severhl recurrent themes that
.appeared throughout the committee 8 deliberatione including
concerns about (l) the need to recommend policy, and :

(2) hierarchical relationships within the district.c The press to
rrecommend policy ie evident throughout the history of the

committee.: Discussions prior to the first meeting emphasized it,
_ and meeting minutes stress it (e.g., September 23, 1983).
'iHowever, it was "not until September 29 that ‘the team openly ,
discussed their task as one of recommending policy. Even on that
date some members seemed apprehensive and unsure that they ‘should
be recommending policy. For example, the meeting minutes for
that date note that one membér suggested that, 'maybe this
' committee should come to a halt and a representative from the
’_board or the executive council of the district should make a
-policy statement and then the committee came back after the .
" policies are made.” In the end, even though the final’ report
title includes the phrase 'Policy Proposals, pdlicy is used more
in the sense that the recommendations in the reporb-have policy
'implications rather than their being proposed policy statements.
From early in the committee 8 history, central office

'administrative members expressed concern about hierarchical

relationshipp_in the organization s administrative structure

'Irelated to computer use management and coordination. This drew i
',the administrative _group away from the recommendation of a . |
broadly conceived and thoroughly described plan for '

administrative computing. Invcontrast, while the instructional

3

group did develop some general policy goals and activities »

related to these goals. It never got to the mechanics of getting '

_their goals in place politically or financially.-

Processes. The process of ‘structured planning is closely

l

related to the policy setting theme. - The consultants provided
models for structured planning several - times during the committee
deliberations. However, some committee members seemed reluctant

'_.f
. ?

19 32



o ‘Figureﬁs : R
ary of Observations Regarding

. 'Themes,'Prodeases,‘and Issues '
S S " R S,

e

L]

Themes 'i ¥ ' " v o N T " '
. ! ' - ! t . ’

_ e Press to recommend policy - consultants and committee nembers showed concern for

R .~ - policy, the final report containas policy proposals. The inatructional group '

-attempted to generate policy-related goals.
N ) * ] N .

_ i , . -

e Hiararchical -relationships - a concern for, the mechanics of strict-wide .
Fas . management and. coordination usurped the place of a prior concern with the purpose
of such a structure among administrators on the committee: h '

< ]

Processes R A A - R

_'e Structured planning - consultants and some committee members repeatedly suggested
a problem~solving approach, but the first step, problem clarification, did not
v take place. The rest of the ateps were variously followed by different groups. ,
The recommendations regarding the next committee embodies a detailed, structured’
. _ planning process. - P ' o .

S " e Timeline - the first three months of the five-month committee timeline were spent *

=+ - in general preparation. The real work of the committee took place from the middle
- of September to the middle of November, a much too- gshort a time period for- '
. "long-range planning.” , Cod . ‘
Issues . - o - o S e

e Centralization vé:suq‘dedent:ilization

]
'~ _day-to-day operation remains under control of . appropriate division
~ K-12 curriculum . o L R
~ all teachers competent in instructional computer use
_~ every school to have adequate hardware and software
. ~ district standards to be developed regarding generic software . -
% - ) S vcoo:dinated computer management information system R '
- ‘ - ‘all administrators and other relevant staff will be competent in
"t  administrative computer use’ ) -

0 ~+ .=~ one office for management,and coordination-

SN " - pudgeting procedure should facilitate identification of computer

. ., related expenditures while protecting manager's ability to !
A o ‘ - determine how funds are spent o : .
;— - ! ’ v L . [ ) | ,‘é;.

; o ‘e Management information and.administrative computing were 'intermingled -
o an unclear distinction between the two areas led to an insufficient
treatment of either one. - As a result, there are no "gtandards” in the
" recommendation for either administrative or support-related
micgocompute: hardware or software. . . -

s

e How to get plans into place politically, logistically, and fin&ndially

%iihese issues were raised by thg super;ntendent'but not .addressed by

S * the-committee. ) L .
e v o =P ; ' T e . : o
L | - ‘ | ‘ ;
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' to~ adopt’ the models: The rEBult was that the admtg?etrative wf. o
aubgroup ignorad these planning modele and instead devoted all \@i' .
ita energiee to generating solutions in, terms of organizational b o
[ptructure, and relationahipe without ever olearly defining the - ‘;‘J*‘
problem(e) theae vere to addifss. The inetruotional subgroup
adhered much . more cloaely ZB a atruotured planhing approaoh. f
A8 noted in regard to th ‘

Ay

e discussion of the final report and Y
* the committee a oharge, a long-range chputer use plan was not - ...hl

developed by the c ittee. ‘Instead,'the final report embodies ‘_' '\
. the framework for futu;e gtructured_planni_g that 1ooks very much %
1ike the charge to thé original committee., _ ‘ -l f?

W e -
it ‘ A larger notion of process concerns the timeline of the

:*. b o committee's work.} The- first meeting of' the: committee was bn ' PN
| | . June .20, . 1983. At this meeting the oharge to- the members of th.f .;: f“
| study team was simply reiterated and a timeline was set. Furthe}s{,-"

‘deliberations were delayed until August 1983.. The delay until. | i;»

August for the next input session amounted to 40 percent of thf;)i, :f? .

total time the committee had to accomplish its task. ‘As it was,, d

‘the team really began t&' work in earnest. in late: September and .

. was then faced ‘with a deadline only two months away on o “ﬁJ

’_i ' .,VNovember 30, 1984, A number of extra meetings were scheduled to

make up for: this short timeline. This created conflicts bet en

committee work and the ongoing responsibilities of committee g
me&bers, especially school building administrators. Given

~

’ abbreviated time. peridd, it is not surprising tha nly polj'@ g,;jf~“

"recommendations and not full plans were develope | '
‘ ;ggggg. Several important issues related to the E j B ‘f;
‘centralization versus decentralization of control were raised B

ﬁjduring the deliberations of the committee. One -issue was whether

,.“' . the instructional and administrative computing functions should
_ . =

be managed by the ‘same office. This was resolved, in effect, by
the recommendation that a management and support office, with ‘the i
_advice ©Of an interdivisional steering committee, look after the -
district-wide plan once it has been formulated. Div{sions would'
v :retain their rightful control over computer use as it affected
- instruction or administration in general, while the day-to-day
| :v S L o )




e

‘- ) ) : ) . ,
i .
’ : [ 1

_ ‘management of the district'e computer. use plnn would ‘fall to the
Z'oomputer coordination and auppcrt off‘_
'"-committee 8 recommendationc are acoepted, muoh of the control of

It eeema that, if tha

'computer use in the district will rest with ‘the new office and
;the steering committee. e . -

~ The' other recommehdationa that are. also related to the ieaue
of oentralization veraus decentralization are. -summar ized in ,“
Figure ‘S. ‘They concern a district-wide curriculum, computer :
literacy, hardware and software standarda and so.on.

- Summary. Obaervations by the ‘authors of committee activities

. and the analysis of committee meeting minutes brought to’_ight s

several recurrent themes, ccmmittee processes, and 1arger iseues'

~ action.

Which provide another view of the work ‘of the committee. Another.'
: valuable perspective is found in.the committee members opinions
;about the deliberations of the committee and about future

- - : \
. o R . \\
: 9 . o , . o K
Committee-Survey B & - A

Al

-At the committee 8 request, a survey. of committee members was

: conducted by the: authors shortly after the final report had been -

submitted to the, superintendent. . The’ purpose of the ‘survey was -
to gather information directly from committee members, which
would help the district plan for future action. The first set of -

items embodies concepts from the literature bn educational changehl

'which vere identified by the authors as important to the success
_of innovations. Using a five-point scale, respondents indicated o

the: perceived quality of -various aspects of the. committee s work®

’inlregard_to‘these -concepts., The.next set of items on the survey -

included.four'openéended questions. The questions aske
committee members to’ comment on what worked and what didn't work,

to give advice for . the next committee, and to provide any other
' feedback. | e '

' Fourteen of the fifteen committee. members rated the quality Jv

of various. aspects of the committee's work in terms of: goals o

| the committee (item 1, participation in committee meetings

(item QL, leadenehip of the ccmmittee (item 3), decisions made by
: . a : . .. /"

W 2'235 ) 3
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the ommittee (item 4), onganisntion‘oﬁ‘aommittee meatinga

"(1tem 8, relationship among eommihtee embers. (item 6) . dnput of

1nformation to the qommitteae ° (item 7)' timaline of qommittee
activitiea (item §) and the tinal produot (dtem 9) . In the
tenth item they rated the overall Auccess of the committee. For
each item, ‘a rating scale of 1 to 5 was provided where low
numbers {ndicated 1ower ratings of quality and high numbezs
corresponded to higher quality ratinga.

General results, Tha ﬂull ‘survey aummary which appears in

L3

I Table 1 ahows that responses to the survey items which concerned

the quality of the various aspects of the committee were
generally positive. but not overwhelmingly so. In 6 of the first

'9 items the average rati_g fell between 3.5 and 4 2, on the scale

of 1 to 5. The items on goals, participation, leadership,

.;decisions, ‘organization, and the, final report are included in

‘ this group. 'The two items which received slightly lower average
Vratings were those concerning relationships among committee

. members and the timeline of the committee 8 activities, with

average ratings ‘of 3. 2 and 3.3 respectively. The overall rating

" of the committee's success was an average of 3 7, again positive,

*_ but not overwhelmingly so.

Item analyses. Individual item analyses. illustrate the

distribution of ratings. Diversity of opinion is evident 1in the
'fact that two of the items (goals and input) had standard '
"Vdeviations greater than one point on a five—point scale. . Epur

‘other items (participation, decisions, organization, and

relationship) had less'variability,}with standard deviations

B ranging from ‘.82 to .89. 'Items sf(timeline), 9~(final product)

" and 10 (overall success) had standard deviations which ranged

from nearly .7 to T4, Leadership (item 3), with a standard

: ‘deviation‘of .67) had the~most consistent set of ratings.

" The item about decisions made by the- team (#4) is a good
example of another aspect ‘of the distrIBution of ‘responses. In

_this item.there is a clear difference of opinion between the 11
. people who rated it. a 4 (relatively positive quality) and the 3
-who gated it a 2 (relatively negative quality). A similar ‘

?6
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: Committee Survey Summary
3
lov o High .
Quality , Quality Base - No Average Hedian
Goals of - Sl 0 3 3 ‘ & ' M0 2642 4,000
the comittes 0.0  3lo4. 214 28,6 28.6 100.0 1.108
participation 2. 0 2 3 6. 1 14 0 3,571 4,000
1“ Wmitt.' : : 010 1‘.3‘ 31-4 5701 7.1 100-0 0.020'
mestings. - o ) , Co
‘ - : - a £t - oo
. _ Leadership of . o 0 2 1 5 U0
" the committee 0.0 0.0 14,3 '%0,0 35,7  100,0
Decisions made 4 03 "o 1m0 - M o
by the committes 0.0 214 ,0.0 78,6 0.0 100.0 -
Organization of 5. 0 2 3 7. 2 14 0 3.642 4,000
committes meetings - 0.0 1.3 21.4  50.0 14.3 100.0 0.894 .
' Relationship = 6. 1 1 6 6. O M 0 3,214 3,000
smong committee - 7.1 7.1 42.9 42,9 0.0 100.0 . 0.860 f
meambera : _ o . ' L e
fnput of informa- 7. 1 2 - 2 .8 1 M40 3.428 - 4,000
tion to the . . - 7.1 . 14,3 143 87,10 7. 100.0 1,049 . L
comnittee h v ' ’ o o Co
T ' C o ‘
Timeline of commi- 8. 0 2 r 6 . 6 0 14 0 3.285 43.000
~ tee's activities 0.0 14,3 42,9 42,9 0.0° 1000 £ 0.699
she ginsl . 9. 0 1. 2 9. 2 14 0 3.857 4,000
ptbduc!: o * . 0.0 1.1 1‘.3 6‘.3 1‘-3 100-0 ' 017‘2 a
. ‘overall 0. o 1 I I 13 1, 3.692 4,000

Bucéeli ' - 0.0 1.7 23.1 61‘5 7-1 100.0 0.721

(o)
I
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(numbers 1 nnd 2 and § th ouqh 8) , betwsen 3@3 gnd gﬁ§\\{f ¥
respondanta gave ratinga of, 1, 2, or 3, Por axnmple. 109 ihg :

aiqaely at the marginally pogitive ratings os nhe tim?line Qﬁgﬁha
' aommit?e ({tam 8, average raking of 3, N4 a 57/43 BP‘H QF","
Faspanten is  evident, with B ‘'respondenta giving it a2 oE 3, SN
and 6 givinq it a 4. These resulta seem o sugqoat An '
' underourrent of lemn’ poaitivo opinlons amonq thn menhgra of the
inatruqtionnl nub-qroup. di:ﬂering ﬂrom that reprn anud hy the
_ positivu average rntinqn.. : co T s\
Verbatim commﬂarg.‘ The comménpn mnde bv reaponda ke to the -
ﬁour open~ended itgﬁa provide aome}add}tional inaighta to their.- o
attitudes, who omment regarding the1rirut two qupntione ahout’
what did work and ‘what 4id not work ahow that reapondenta A Tz‘f o '/
exproaaed appreciation or' the hard wdbk of the committee's i |
leadership and the other prooedural aapecta of the comnittee's

“afforta, for example, minutes,. visitq, .and aurveye. The
~diveraity in baokground of the &%ﬁmft&ee mdmbers appeared to
result in conflicta ‘which ma explain why(ltem 6 (relationship
among committee members) was’ one of the items with a lower
. quality rating. The charge to the committee 3nd the qoals of the
* committee were eeen by aome as. aspects that 'did not seem to work \
well. ,However, one respondent noted that .the committee seemed,, !
reluctant to»deal with specific implementation plans ‘and budget
which the auperintendent askeﬂ for specifically.. A smaller
committee, clearly defined . issues, better .communication, and a
more efficient use of time eiem to’ be the essence .of the
i? o recommendations to the neyt committee._é:ﬁ ‘ »
Finally, when asked about 'other feedback, respondents'
comments ranged from,"It turned out well" to "This was one of .
-the most frustrating committees I have served on." This seems" to.
epitomize the variety of reactionq\to the committee s efforts
that are reflectedyin the variabiﬁity of the ratings of quality




L ‘ whe work of the eommittes hes besn analy:ed Erom three

| pe:spegtives. In this seotion. conqluaions are presented based
.., on the previously deacribed !indinge and concepts identified by
the authors €rom the 1iterature on sducational ghange a8 . '

important to the sucaess of innovations, \ o

. The findinga of this study may he grouped under two hrosd

topioa, One is’ the committee veport and its pacts (Leouy Lhe
‘ producte of the committee) and the other ls the proceaaea.of tha
‘gommittoe, | L )

L . TJ produg L ‘ . . “" ' L
,‘mhe nuperintendentfs charge and the advice of gonnittes _
members and the'consultants‘cleanly soouaed on the development of
a long-range plan for computer use. However, the report
presented to. the auperlntendent was called an Intarim Report and
contained primarily recommendations “having polioy
implications. It did not include all of the. elements of a plan
(e.g., goals, objectives, activities, timelines, funding). It -
'also did not cover all’ of the topics specified by the . |
'; . superintendent nor did it provide alternatives.. ,
| ' Figure 6 showa a diagram of the elements related to planning '
4 for computer use in a school district. ‘The committee 8 report
focuses directly on two areas and tangentially on ‘two. others.
There are specific recommendations on management and coordination'
of computer use and on instructional uses. AdministratiVe uses
are the focus of only two very general recommendations which are
more related to district-wide management information concerns
than personal professional uses. Therefore, these '
recommendations also represent the committee 8 work regarding
’ district—wide, inhouse and contracted computer services.\\§
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Pigure 6 .

1

_The Elements Related to Planning
* Eor ‘Diaktrigt Computey Use

Management
: +and Qoordination
. - of gomputar usa

~ District-wide,
inhousa and contracted
management information
gervices

Personal, p}ofesgional}
administrative, and
support uses

* Instructional
© use -

27




' '
Management and coordination._ A critical mass: of the

! administrators on the committee decided to wait for. clarification
and specific direction from the superintendent before committing
'themselves .to precise plans or even alternative plans. When “such
’ input U;é not” provided, ‘they- made the typical bureaucratic»~xw»~-3
rresponse of delegating their responsibility to others and in the
effort, proposed adding another layer of administration. That.
is,athe responsibility for developing plans, and for their |
implementation and evaluation, was passed on to an interim
'committee and a proposed Computer Coordinatign and Support ‘,
Office. : - : : -
Fullan (1982) “‘notes that not only do reformers, who are

ypically Central office administrators, make incorrect decisions
“about time, they have "no time perspective 'when it comes to
1mplementation (p. 68).. In the case of this committee, the
"reformers™ chose to ‘ignore timelihes and the means of
implementation altogether s1nce ‘the timeline, budget, and other
details of establishing the office and developing and * .
_implementing a plan was’ left to others. In the face of
uncertainty, they acted by propos1ng @nother layer of bureaucracy
which would make the necessary decisions about computer use for
them.

Instructional use. The teachers and others involved in
. ) . M

»

developing recommendations for instructional use did not'seem to.
.get stalled.by a lack of clarity"or diréction in the charge. 4
This hasibeen because this'groﬁp had previouslyfdeveloped parts”
of a plan for instructional use. In addition, like other
,teachersakperhaps they xere used to accepting such charges at

face value and towsimply proceeding with what they Perceive as

'necessary. Theéundercurrent »of contrary opinion on the survey

?
suggests tension between the ‘adoptors" and the 'implementors,
since their responses seem to %ndicate that they are operating

w1th different expectations.'

Administrative use, Building level adm1n1strators and

administrators of other support services did not have a cohesive

advocacy group on the committee. As a result,'there was no clear
e ) . - 28
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definition of microcomputer uses for general office c1erica1

tasks, nor ‘was the information from the survey: of administrative o

and support uses effectively incorporated into the
7recommendations. Such uses are a 1arge, yvet unaccounted for,_

fsource of microcomputer hardware and software resources in the

district. Not having a clear picture of administrative computing-‘

represents a large gap in terms of district control and

coordination of purchases, use, and support of computer resources. .

District-wide internal‘and contracted management information
services;~;Because,of~the data processing'coordinator's'presence '
‘on the committee, a relatively clear picture of districtiwidev
comput ing resources was provided to the committee. However,
these were not c1ear1y_refiected in the recommendations.
'Instead,'included'under administrative use was a vague
recommendation regarding a "coordinated computer support system
‘to provide management information. Also included was a set of
desirable characteristics for such a system ;ﬁowever, there was
not a sufficient distinction made between the characteristics and

“ purposes of a district:wide'management-information system that

would be controlled by the data processing office and other local -

personal administrative systems. This lack of clarity is evident
in the survey of administrative uses which also suffers from the>
intermingling of these two areas. As a result, neither the
administrative‘nor the district-wide managementfinformation

system uses received the attention they deserve.

The Processes

The products of the committee in this case study are not the
only things that have an impact on future events. - A certain
expectation regarding change is fostered as much by the actions
of the committee, what it did, what it didn't do, and how things
were accomplished, as by the recommendations" in the report.
Figure 7 shows three steps of educational change and other
cr1tica1 factors relevant to the work of a group like the

committee. Conclusions regarding the findings ofmthis study

o -
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'relative to the steé\\in educational change and the critical
tactors are the topic of this section., '

+

?igure‘7
Educational Change Elements

'A. Clarification of issues K
B. -Formulation of adoption’ alternatives
. - C. Development of implmentation plans

A

II. Critical Factors

A, Administrative support and involvement
‘B. - Staff participation
. : o cC. T?@ellnes and evaluation systems
SR - D. Board and community 1nvolvement
E. OuEside ‘assistance’

Clarification)of iSsues.< From the initial charge to the

final draft of the committee's report, the previously described
.- eléments;related to district~computeg‘use planning remained
_unclear{:vThe‘central administration did not present a clear
.'definition of tnese elements in its charge to the committee, nor
was the committee successful in clarifying these elements on its
own, . ‘ . | i
' Of course, it may beﬂthe ease that the central ‘administration
> was not itself clear.abouttthe;issues sutrounding a change like
computer use ot ahout the'Steps in the change process. This.is
where consultants can prov1de valuable assistance by presenting
the administration with recommendations regarding the processes
of change that provide enough time for the necessary
clarification to take place. Impatience to get on with the
change often results in hasty decisions,'unrealistic timelines,
and inadequate logistical support during implementation because
due dates arrive more quickly than problems can be resolved”
. "(Fullan, 1982, P 68). ‘
. The t1me needed for such init1al clarification should be _
included in the overall schedule.. In the case of this committee,

{

the time between June 20 and August 23 could have been devoted to

w
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;clarification of the issues surrounding computer use. At the

August 23 meeting, the cehtral administration could have provided
a framework for action in the form of issues to be addressed\and '

guidelines)for policy statements and related plans. WlthOUﬂ:_

direct endorsement by the central administration, those

guidelines provided by the consultants did not have the necessary

imperative authority. ;'\‘
In addition to providing the frameyork for’ action, the e

central administration must at the very beginning of the change

process define the - roles and responsibilities .of each group of

.actors (i e., teachers and administrators, lay ‘persons, '

consultants, andgcommittee support personnel). In this way all

’ concerned wili become aware of the rules of the game and know

clearly. what the céntral administration expects from them.

Staff soon'realize that they need not take change'serious,
'unless administrators demonstrate through action that they T
should change® (Fullan, 1982, p? 65). At the beginning of the

change process, this means taking an active part in the

~_clarification of the issues surrounding a change such as that

embodied in computer use and in defining the roles and
responsibilities of participants.

The formulation of adoption alternatives.‘ The'members of the

committee are those best suited to engage in the polioy analyses

needed to develop computer use adoption alternatives. At least

four subgroups could have been designated, each ~one charged with
conducting policy analysis on one of the: eiements related to

planning for district computer use - (see Figure 6).

el

Policy analysis involves the following steps:

problem statement

- question development

data collection, analysis and synthesis
generation of adoption alternatives

Each of the. subgroup§ of the committee, working virtually
independently, could have followed these steps. Together with

'the initial clarification of the issues, the generation of

J
adoption alternatives is all that could reasonably ‘have been

. expected over the five— to six-month life of the committee.

- 31
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. and (2) to generate ggestions to guide the analysxs. iConsultants

[ &

" The SUbgroupsfneed‘to'have regular contactFwith relevant

central office administrators in order to (l)‘further clarify

their area of concern in order to develop a problem statement, ' 4

in research design would be. invaluable in helping groups focus

their analysis. This is not'an easy. task, since being able to : ‘ ?
choose problems for analysis ‘that are both 1mportant ‘and feasible ~'7;
"is a_ matter of “experience. and talent rather 'than of formal
procedures' (MacRae, 1979, p. 17). ‘
It is in the data collection: step that others 1n the districtgx t
‘and outside the school district can be.inVolved in the generation
of adoption alternatives. Depending on the area, certain people
may be chosen to provide information about their skill, )
. knowledge, and attitudinal ‘needs regarding computer use. They . )
also may be called upon’to prov1de suggestions regarding adoption

e sy &

alternatives or to critique alternatives once theyrhave been

formulated. Such involvement can help to ckeate*'?feeling of »

. '\
ownership in the alternatives as*well as being a veh1cle for-

communicating the activities "of the comm1ttee. People do not
1necessarily need to be directly involved in the policy analysis
process to feel good about such activities, but they need to feel
informed, to feel that their needs are being considered,. and to
feel that they are being listened to. .

As Fullan states, it 1s not the quantity ‘of participation
that is important,

it is the quality of the planning process which is
'essential.\‘the degree to which a problem—solving

approach at the adoption stage is combined with

planning ahead for implementation (Miles, 1980). The -
quality of the adoption process already sets the stage :
for subsequent success or failure. .(p. 64)

/He goes on to discuss the role of particxpation- ' o .

Indeed, at the adoption phase sheer quantity in
participatory planning can be harmful if it involves -
wasted time, disagreement, unclear needs assessment,
frustrating meetings, and so on, without those involved
having any program involvements to show for their
efforts. If the planning process (regardless of whether
it is participatory) results in a specific,

32"
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high-quality, needed innovation, or in a broad—:;bed
flexible program whose general direction is campa

tible

'w1th‘the needs of the district, it will have been I

" a suf
pract
in wh

ficient: start., More: important for change in
ice, however, is:i >lementat ion-level partici ation
ich decisions areimade about. what does work and

what does not.. (ps 65) W -

e

At the end of the policy analysis process, " each group would

be expect

"alternati

.-component
(2) a éeneral game plan for 1mplementation (Hall and’ Hord,

n.d.). T

central a

Aplans are

ed to have generated a ‘small number of competing
ves that included (l) a philosophy and/or policy

designed to address the problem under coneideration and

hese alternatives could then be considered by the

dministration and selections made before implementation

.developed. -

4

" result of
implementation. 1f implementation is to be successful, it must

3

3

e

and Hord, n,d.) That is, they should include?

the previous ‘step are not yet refined enough for -

be structured to help practitioners find their own subjective

- of those

\

'critical

v,_meaning of the change (Fullan, 1982). Therefore, the involvement

to be affected by a change such as computer use is -

to planning implementation.

Centraltoffice involvement in ‘4mplementation is even more

important.’

The basic point, however, is that. the chief executive
officer and other Kkey central administrators set the

‘conditions for implementation to the extent that they .

show

specific forms. .of support and active knowledge and’

understanding of the realities of attempting to put a
change into practice. To state it most forcefully, the’
administrator affects the quality of implementation to
the extent thit he or she understands and helps to manage
the set of fiﬁtors and the processeS described in this

%

,chapter,. (p. 65)

Those factors and processes include the adoption process, staff

deVelopment, board and community involvement, timeline, and so on.

fmplementation plans should be complete "game plans™ (Hall :

Planning for implementation. The alternative(s);adopted as a

-



Supportive organizational arrangements (e.g.,
policies, logistical and scheduling activities,
staff, funds, roles, facilities, ‘materials, and other
‘resources needed to establish and maintain the %
innovation) ' :

Training-- formal, structured and pre-planned
. activities taken to develop positive attitudes,
'knowledge, and skills.

Consultation and- reinforcement- idiosyncratic,
 problem-specific actions’ targeted at an individual or
 small group' taken to encourage and to assist
‘1ndividuals solve 1mplementation problems.

"Monitoring and evaluation‘ actions taken to gather,

, analyze, and report data about the implementation and
outcomes of a/change effort.

' s

’ .‘°_External communication‘ actions. taken to inform
N and/pr gain support of those external to. the users.

. . » . .
o -'Dissemination* ‘actions’ taken to broadcast :
. R 54:5‘ : information and materials related to the innopation
e v 'S0 that others w1ll be enco&raged to adopt it.
S

'\p7;"? (Based On Hall and ‘Horg, n.d., Figure 1. )

W Y N

-

;431}§§ Developlng such plans is another year s work. - And once they are_

*c?mplet it will take three to five years to implement them.

/; o>

) .
Unless central office administrators are aware of this and are

& able to separate interim activities from long-range plans,

.
W

e g;ustration and cynicism are likely to develop.

. Lah ‘:"A.-_'—'* ) ff T
-t ‘:; ok j. . .v’
L ’ 'Q\ Summ 2 . t

J o 5 ' '
f“.is‘r«m/J Wh %can bealearned from this case study is that the lack. of
;j';" i . clﬁrlty in regard to the content and process of change can lead
| | l tg‘incomplete results and the misdirection of energy.’ After six
.{17,;_i ,5 months - a new committee -has been ermed to essentially repeat the
’bﬁ . ‘; work of the old committee. o

}1' '3 3. The literature on educational change suggests that through

“Ne the active involvement of central office administrators in the

; .'.' .%
,‘if\;%snéf clarification and other steps of the change process, by the use
i of a problem-solving approach to adoption and by planning ahead

for 1mplementation, results can be achieved that have the

;greatest potential for meeting the needs of all concerned..
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P e Summary of Committee Events'and-hssociated Materials -~ ~\

Q

Summaries of individual committee events and associated-' o o :
materials follow. These are based on committee minutes, » o
observers' notes, and materials associated with each event. : oo

f . . . i

- Meeting - June 20 1983

I

* Minutes indicate that team members and the consultant
introduced tnemselves. Chairperson explained the superin-
tendent's charge and relayed recommendat ions that: ‘the
superintendent and assistant superintendent for: business had  made
'in conference with him before the team meeting. ‘These : ¥
recommendations included: = . - . v . . e

- e :Take time to do a thorough Job' time can be extended if
ST , necessary. , , v
SRR ) Provide budget est1mate for 1984-85. R , ‘ 3
L ' ‘e,  Give periodic reports to Superintendent.
e ° Presentation to keep people informed of direction.
' ‘ (Minutes to not make clear who should make presentat1on
to what people on what topic.) - '
e - Person to manage. (Agaln, minutes do not clariﬁ
this means.) . e .
e Needs assessment necessary to. include skills people: in ]
" the buildings need and future training needs. * -

A ‘
. There seemed to hive occurred a lengthy discussion about .
S "monitoring the plan.®™ Minutes for this date include these : "
. discussion points and questions° - ‘

e Do we need one person to keep track of’ d1fferent
- committees' computer-related actions?: o
e We need to build a monitoring and upgrading process into’

the plan.
'Other concerns voiced by comm1ttee members at this meeting S o
,included. . S . e ’ _ C
e Ability to obtain ongoing feedback from the o >
_ ' Superintendent. -
" e .Willingness of superintendent to incorporate into his. ’ i
¢ - office .someone with interdivisional responsibilities.

'e Budgeting and staffing limits upon team's creativity.

3
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. Meeting~- August 23, 1983'

At this meeting the team generated a list of their pers0nal
~ concerns and problems with the’ Superintendent's charge. Each .
' member was to receive a copy of the list, select the, five most
crucial problems, and return it for compilation before the next
meeting.} : "
. ’ ' : .o
The Laboratory consultant presented "The State of the Art in
Computing," a paper prepared for the team, and handed out several
other recently published articles about. instructional uses of
computers in schools. His paper traced trends in hardware and
instructional software development, noted their implﬁcations for.
-education, stressed major planning issues, pointed out generali- :
~ zations about current uses of computers in schools.

The . team discussed making a survey of pr1nc1pals and ‘other

administrators in the district to determine ‘their administrative o

and instructional ‘computer use wants and’ needs.-Two team members

"

: "answer these questions.) The consultant said he would avail
the team of" information about computer use in districts of .
comparable size elsevwhere in qhe nation. —_—
.a. . : . o
s raised at the last
eponsibilities, the
egulation of purchases.
~this meeting's and the
y*would deterdmine a course of

‘One team member brought'"
meeting (June’ 20) regarding. ;
Superintendent's feedback, and.
Committee members were asked to
last meeting's minutes and the gr
action at the September l3 meeting.

N
b

‘ Meetinq,— August 30, 1983 : | 8

District staff members (all of whom are members of the
committee) made presentations about the current status of
computer use in the -district.- Thesé included reports about uses
in secondary schools (mainly emphasizing ‘the new Alpha-micro
gystems), uses in elementary schools, and adm1nistrative uses.
Minutes indicate that the latter presentation concentrated upon a.
number of guestions that need to be addressed, including:.

e Are we going to‘continue with external'service?
'3 Do we need to have data all in one place?
'fo With cable installation and the possibility of

networking, 'should word processors. all be networked or
should stand-alones be approved?

E 38
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dicated they would devise such a survey - S @;j;:*,

ommittee members raised questions about what other districts;;
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,:cbordination among different computers? '; N;

k‘; ' Wwill intermediate service district proposed purchase meet
i ‘ future. needs’ - ,

\
V- -
o v, '

L Meeting - September 13, 1983 ?57

' I .;

Results of a survey of district administrators polling
effective and desired computer uses were distributed.  Six 5
elementary principals responded fand indicated ‘the uses they find

. effective plus additional ones they would ' like to see. Six

secondary administrators and’ nine central office managers -
responded: ‘similarly.. All uses indicated were: ‘administrative
uses, The team member who had - administered the survey explained :
that his next step would be to combine -the effective and

~additional uses. from elementary, ‘secondary, and central poffice’

into a single list, distribute’ it, ask administrators to rate
these uses; and solicit comments in order to get some indication .

“of computer use needs.

A prioritized list of team- members' concerns (from list

' generated in meeting of August 23) was distributed at this -

meeting. These 21 concerns were the subject of a recentr -
conference of the chairperson and- team organizer with the
Superintendent and Assistant Supefintendent for Business._
The Superintendent advised the team to recommend (1) an
acceptable level of computer use and the amount of new money this
level might require, and (2) a preferred level ‘of computer use. . -
He asked that a dollar amount be indicated for each enhancement

- above current level of use'and funding: 1In addition, he asked

for indication of benefits that would accompany each additional:
enhancement. He explained that some increased benefits might be
derived, not from increased funding, but from trade-offs in °*
administrative and'instructional uses, hardware, software, and
staff.  'Staff trade-offs might mean either reduction or position

7redesigns. He' emphasized that the district would not retreat

from the present commitment to computer use.

One team member and the consu1tant stressed that the ‘team
must be realistic about, promising to save money and be clear

_about terms of anticipated benefits (e.g.s staff might not be -

reduced, but test scores might increase)

The Superintendent also emphasized the need for some way of

- monitoring computer-rélateq expenditures until the team's plan is "

completed and implemented. He ‘asked‘for a list of the various
district computer advisory committees operating independently,
He promised to work with the Cabinet ‘to coordinate ‘and monitor
their ‘work while the' team devises their plan.
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Finally, ‘the Superintendent advised the team to develop ways’ -
: . to implement the plan politicallz in the long: term, and- o
' financiallx ‘in the shorter term. For the long term, political
' '~ implementation, he stressed the need to allow for. feedback from
teachers and to ensure that their needs are met.

' When the team organizer had asked' the Superintendent whether Y“
any "new staff" that' the team might.: recommend should be -advisory s
or administrative, he responded, "Your job is to recommend. 0ur"
“Job is to implement and possibly‘restructure jobs." . s

&/’» . This session concluded with a tour of the Data Pgocessing -
Center and decisions to postpone brainstorming until” September 27
and to. 1nsert a philosophy-setting meeting September 29.

.Workshop,- September.22, 1983

pix committee members attended a workshop at the Laboratory.

' ’ The consultant discussed centralized versus distributed data
procéssing and control of computer use and outlined various
configurations of control and processing. He. explained that
technology exists for . .any configuration the district. wants. But, -
first, they have to decide where ‘they want the. power and

‘ _control. Thus, it becomes not a hardware recommendationngut a

‘\:1

- policy recommendation. o, _ -

The d1scussion of d1stributed computing power: 1ncluded the

"‘idea that distributed decis1pn making will accompany it. The °
~..—. .. consultant pointed out that problem solving with the computer can
" be allowed at building s1tes, but distributed computing equipment
must be compatible with central equipment so that district data
bases do not: "deteriorate. Thds seemed to bring to the fore a -
nagging district problem: What are building administrators going
to do if the equipment they already have" in place turn is out to
be incompatible after’ the team has made its recommendations° ,
Concern was expressed over how these adm1n1strators would react. - .

The consultant adv1sed that there will be immediate problemS'
T B convincing those who have already purchased and developed )
J expe;tise with specific equipment that they must go. along with
district recommendations, He added that the district would have '
to decide which administrative processes should be centralized
and which decentralized. He also pointed: out that: different -
machines could be defined as most appropriate for different
. purposes. At some. point the district will ‘need’ to make a systems
analys1s to determine spec1fically what it needs to do with
computers and how  to: do it. . S

1

Similarly, ‘he explained instructional computer purchases
should be made after, needs are determined, but, unlike
administrative computer needs, instructional needs usually vary .
, from building to ‘building, and from level to, level. Committee
members recalled the district's recent hardware purchases that

b
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had’ been based upon such initial instructional needs
identifications and that had resulted in different machines being
purchased for d1fferent instructional levels.v ' .

The consultant explained that software -selection also should,
be based upon instructional needs, identification but will be
constrained/by the hardware chosen. : . K —

The emphasis throughout this session was upon ‘initial policz
setting (centralization.versus decentralization of decision '
making and processing) and needs identification precedlng

.‘configuration design and. hardware selection. The -consultant: and »
at least one. team member" emphasized that a big part of the task. “e

would be recommending pollcy.

Meeting,- September 27, 1983

T

A memo from the Superintendent was distributed listing

"computer-related ahvisory committeés and: explaining that - the'.

Cabinet would coordinate the activities and authorize the -

questionnaire for district administrators to complete. Results

.were antic1pated before the next meeting.‘

© Much d1scussion at this meeting centered around 1ack of any.

_d1str1ct policy statements regarding computer use. Many other

school boards have made these. Many curriculum areas that are

.not considered by patrons to be, nearly as important as computer .
- education (e.g., energy education) ‘have off1c1al School Board

statements. Much work has been done in the district regarding
computer education {(goals and curriculum developed, inservice .
courses offered), but none of these programs are board- '
mandated. Instead, they have been developmental and pilot
programs directed by the instructional office.

A team member reported telephone calls’ received at the
district office from parents inquiring about computers in the .
schools:. They ,range from, "Too much is being-spent," to "Not -

- .- enough attentign is being g1ven. This team member was concerned
- over what and when -to tell parents about computer education :

gu1de11nes and practices in the schools.  This same "team member -
reported that different elementary schools ‘have- different S

computer-related decision making strnctures.' In those schoolsf

where parents are integrally involved, teachers are concerned
because these parents often lackvbackground in educational
techniques.

\

K-S

"decisions of these groups while the committee is preparing its
mreport. Also distributed was a copy.of the computer, services.
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' 'ifinstructional uses at both bu1lding and district levels. *The

Tadministrative computer use until ‘the. consultant inquired about

y_n—line accessibility and about ensuring security of data in an
: _on—line system. , : _

This led to a. discussion of what schools should teach about
and with computers.. One team nember advised, "We' must first -
decide what we want ‘the .final’ product (student) to be.™°’ The -
chairperson concluded that the team would get into this in .
philosophy writing. ' _ :

A discrepancy exists between the Minutes ‘for this date which
state, "It-is not necessary to use computers as vocation '
oriented, " "and the’ observer's “notes which show that one team :
member said, in response to the above advice, 'Everything doesn t .
have to be vocationally oriented. L - L #hn”

The team worked in elementary, secondary, and district office
subgroups supposedly using a format suggested in a premeeting '
conference of the consultant with the team's executive '

- committee. The consultant first briefly described to the whole
- team this: approach to- specifying well—served :and desired computer

uses and steps: necessary to bring desired uses to well—served
levels. “This was to. be done for both admrnistrative and -

consultant: advised that this would enable the team- to generate"‘
goal statements. ' (A sample pPlan for computers in instruction as
well as a planning guide were ‘distributed at this point to team
members by the consultant.’ but little direction for their
application was given.) One subgroup followed the consultant'

.. format fairly closely, another group ‘followed it in part, and the

third group listed many computer uses and simply noted whether :
each was well served or not. ' , S

/
The district offiCe subgroup concentrated only upon

instructional support . services. This prompted the addition of
Yaccess to 1nformat1on on appropriate instructional materials.

After the subgroup meetings, the full team%reassembled.

'; Final discussion, in which only three team members participated,

was’ about "cleaning up" the. district s data base to enhance ‘\‘
"

The.consultant encouraged the team to look to future _.J' ‘
legislative and district changes that might affect administrative

-functions and, thus, have bearing upon computer uses. o

'

Meeting - September 29, 1983 -

-

During review of the last meeting's minutes, one team member "';.

- .~ questioned the meaning of the statement, "A policy statement is

the most important .item to be recommended. ‘The chairperson
explained that, according to research, when the board makes a

- strong statement supporting a program, its implementation will be
- smoother and more coherent. No more discussion occurred on this’

point.
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g . The. results of the" computer uses survey from district
E’administrators were presented. Elementary administrators did not
_seem’ to show clear, -strong needs,. while secondary. principals were‘;

. quite definite and cohesive in showing computer needs. Central

administrators indicated ‘diverse, special areas of interest. ' One R
' administrator on the .team voiced concern that such a -
-'questionnaire ‘was administered to administrators who are not.

. aware of the potential uses of :computers and who ‘may not know

what the different items on the survey mean. However, the
‘chairperson diverted the group s attention from this problem to a

planning model R . R g .

The model had been prepared by the consultant %6 aid in
determining directions desired in administrative and * ,
instructional uses.of computers. He had gleaned most of the _
‘phrases from the subgroup lists of ‘needs and uses generated at

the previous meeting. The l'model" appears in Figure 3.

A team member declared this a fairly traditional model and'
expressed the need for ‘the team to raise the task above the '
technical to the policy level. He presented his own model of
policy. making for computer use by which policies (the rules of
the game) would be set for (1) computer agsisted instruction,-
(2)- the: computer as a subject, (3) administrative uses, and -4

' (4) overall policy overview and guidance. Discussion followed o,.ﬁ“

regarding whether. the team actually should recommend policy and |

) ‘whether any policy they might. recommend would be approved by the
Superintendent and the Board. Several team members’ expressed the :

. feeling that recommending policy was exactly what the team was

expected to do. Finally, .a member suggested ‘they try brainstorm-
ing some policy statements. J!he policy areas, rdther than
statements, that they enumerated,lfollow. (Letters A, B, C, .
and/or D were added later and are keyed to the policy. areas
suggested above. A = overall policy review and ‘guidance;

B = administrative uses; C.- = instrubtion about computers.

D = computer assisted instruction ) ;

3

Where does it fit into the organizational A
structure? (i.e., Who's in charge’)

-_'Instructional'scope‘and sequence. .eb .
- Statement of student outcomes. - - ¢,D

| : ‘ R |

- A,ministrative ‘'uses should promote : ;r B

eﬁﬁic1ency or expand information and .
reporting capabilities.

- ‘Provide ongoind inservice. ‘ R 1
. -»__,‘.. o L Y ’ B . ‘ I
- Commit to office automation and training. A
.~ Develop and maintain integrated data - . .~ A,B,C
bases. -
43
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:Computer'as'subiect matter -

4

Model for Planning Computer Use A g'

Administration Needs

Flexibility to meet varying needs .
Combine information of a variety of types
Quick response

Direct access from site of work
Desire of functions at site of task-

-Accuracy of data (would involve some central control
- ‘as to what data given) : :

Ease of use (i.e., menu driven, etc. )

“Locus of control - B
‘ Coordination and support issues

‘Instruction Needs

- Computer ‘literacy ' R
Computers as an aid to teaching subJect matter y '
- Programming -
el Word processing'
s Subject matter
Computers as support ;n instruction or instructional

) management . g o o - :
‘= MRBO/MAEO - s ~ - S

'~‘L Eps e - R . S

~;”- Library skills- . - o : >

Ianications- What do our- characteristics o
: mean in terms of computer dec1sions° o S

~ Three. areas need to be cons1dered.

-

B. TFacilities - R o
C. Hardware and software . : L S R
Examples are: R - A
_‘ADMINISTRATlV‘E USE .
A, Staff e Inplications
(Characteristics ) -training
=flexibility -acquisition _ :
. -combine information _-someone who knows data base
_f-quick response’ ~ system ' ' ’
-direct access - =etc. :
Facilitieg~/ . Implicajtio'ris',°
_(Characteristics: ) -reconfigure - :
- =flexibility -modify - . .. . 7
' -combine .information ~-update T :
-etc. ' -etc. o0 T e




: - C. Hardware/software " JImplications. . ' i
S - (Characteristics:) . ' =data=based : L
SRR e ' ~data-based software.
. =on=-line va. batched

Y

N R - 5 = S -networking
', INSTRUCTIONAL USE
A. Staff . ; _v. Implications ~
(Characteristics) o -training
B - ¢4~ +. .. =someone who can operate
| . . -7 technology - : v
- v : A ‘: ) ‘ ‘-etc. A ) : “ . v o
B. Facilities" :;: a . Implidatjons o 3
']Characteristifsé) R o -central library. of 'software
T A T - =etc.. . :
- "C Hardware[software ' gglications )
' ‘(Characteristics ) .. .~ratio of stand-alone
' * computers (1: 50) ‘
. '-etc. .
_ : a P N ’;_,;.‘@‘Q;E‘.
- What are procedures of implementation? . A7 S
~ What are the responsibilities of - : A §
1mplementat1on? : g “;
- Develop financial’structure for implemen- A
: tation and‘maintenance of computer system.
- 'Who wlll the system serve? S ’ _A,B;C,b

- District w1ll commit to development and A
__maintenance of a planning process. : '

B Why do we want a system in the first place? A

Two, team members suggested ‘that it was time for the team

to stop 'dodging bullets' and start addressing. sensitive

_.issues. (such as, “Should the. district hire someone to direct .
the system?”) and begin stating what they' think really
should happen regarding computer use. - These two felt that .

" the policy statements they had just generated were too
general. They were almost like "motherhood,” impossible to*

. find tault with. Yet no. other sensitive issues were

" mentionéd; and the topic was dropped by the team at this
point.:. .

Next the. team was to work in three groups-
instructional uses, administrative uses, and control issues
(policy) Those assigned to the latter two groups met
together. ‘:* : = :

E I T 3
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The observer ‘sat with the administrative policy group.
" The group- -discussed: hiring a coordinator of computer use . .
“and establishing a steering committee, organizational . =\
reporting relationship ‘of this coordinator, responsibilities o
of coordinator, membership of steering committee, and its ST
50lationship to other computer committees. Twice’ the
quest iof\!Who will be in control, the coordinator or the
committee?" was ‘asked, but ‘no one respOnded. |
. ) . I o ' &,a
Further d1scussion centered around t financial _
structure for implementation and maintenance of a computer
' gystem. Two attitudes were prevalent: (1) there should be
-a policy precluding people from purchasing data processing
jtems out of funds other than those so earmarked, and (2)-
there should be guidelines within which purchases must be
made, but policy shouldn't infringe upon discretionary use : L
of building funds. , o .

Subgroup Meeting - October 6, 1983
The two subgroups, one addressiﬂg instructional uses and -

the other, toiling with administrative uses and policy, ° ‘

continued their deliberations from the previous meeting.

The administr tive/policy group focused upon how .
decision making for computer uses:and purchases ‘would occur-
‘'with a ‘new coordinator and a new steering committee. One ‘- e
team member forced the. rest to ‘consider’ how and why - dec1sion . h'@?
making with this new- structure would d1ffer from the current . ﬂ

~ situation, i.e., why should. there be a special new structure L
 for decisions that are currently ‘being made in the o , L
'instructional, bus1ness, or personnel diV151ons? Committee N

membe rs. responded ‘that a new arrangement was needed .because - P e
of the large amounts of money being spent on hardware and - JE
software and that a new decision -making approach was . ﬂf,fy;--
necessary to ensure compatibility of - 1nformation transfer = . _;:s'g/
and security of the ihformation. .(No mention was made of . - S
.¢the need to coordinate computing activ1ties ) —_— oo Lo e

Wl SR SRV

The instructional uses group deliberated over - such f_ T

. topics as: calling their curriculum "computér studjes” 3; ':'?gTﬁ:
rather than "computer literacy,” which studies should be .. Ao
required of all students and, which should be optional. LTy
(They decided computer studies should .be for all students in - ;- fl.

' grades K-6 and each student should take one semeste( of . S %i‘?,:“r
computer studies again in grades 7-12.) At this meeting 'l?‘f“f S ;A*ﬁ
they also proposed that all teachers must become competent o s

" in computer use.. I o PR Sy /

_ . A team member presented a, working copy of 'Computer Jff“;ﬂ”“; g
o Literacy Statement,” "Computer_ Literacy Instructional Goals' jgxii'f%‘j'{f
S for [district] Intermediate Schools, ~and a list of o ';311,.:xﬁya\3
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v "secondary level instructional needs, all of Which had bea
S developed previoualy by, a group ‘of teaohers.i..mw“, “ -ni

,'Meeting ~ October 11, 1983 R g

4,'(

area and get -their 1nput,'vthe observbr's notes ind“-
agreed upon, consistent expression of: 'commlttee naeds." . /%
. Rather, there.was sharp disagreemefit on this: point)'iaem;ff Y4
v : Building administrators ‘strongly exprqéaed ai gase for S
' ‘informing principals and teachers of .the’ team's nEicipa 8d, :

Superintendent and for eoliciting feedback fr m peop (-3 in G
the 'uildings -and, 'on_other. cdmmittee < (Buildihg p;lncipais
Yhe- téam reférred tq @robl‘emsqth t’ had deve,loped inc'the’
because recommendat ons ‘had'. not been; mmunicated o ,ﬁ;

R

ugmmittee.)“ A sxngler ant

L Ltle= h' one  of/€hé 'i3concern§\by re'teratﬁng%uhet the
) Eeam dﬁgiﬁiiﬁﬁiave me. toe >t o, thex'dﬁb’”' fOr feedback

?i dfthat. the "usualf. procedur “is to také. e commendations to
the Superintendént first~\daoth subgro f" p'_tedpprogress N

by\this s
philosoph
= ish t e policies.u(J
T tatement;;contains i ronctofy,
- et nealll ilosophigit all‘; .
; 6nd Pagewith, "It fe progosed £'ai o ) One team
Joned that the-team should tually rec mend
' ce-@f”a curriculum commi ttee. The i
x “at GOmputer t;chnology has bec me such?
15| propably be decided at:
ﬁ“ § ‘curricblum is.» Besides, the‘. S

atementa

he - subg 5 i‘s ?Rhilosophy -
toric material thq} iSf o

- Sbecifxc,pollcie conaerning a computer stu&ies |
- urriéulum,pn pages 3 :and 4 were;criticized, clarifled and L
7 g,ffgt‘baaed'upon the beam s criticlsm \nd clarifications., A

o O wasVdropped.« It con: rned the de elopment of o
G T'ﬁAlleg plans for computer u zgp Ftivity calléd for = . i
. };_eVe {ﬁment of a plan whi¢h includ training needs and’ ' )

- iF.stepsy for 1mplementation consistent. wlth ‘the istrict's
v -Pplags None of the recommended activities a
‘ :version of the Interim Report J

iy
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' pdministrative Uses Subgroup: The spokesman, for this
aubgroup tied its work to the charge, saying.they had looked -

at (1) division: reaponsibilitiea, (2). staffing requirementsﬁ

and (3) processa for approval of computer use proposals,
Conaiderable discussion focused upon: authority and.
membership of the proposed -Computer Steering Committeey its

" relationship. to the management and to the.Curriculum

Steering Committee; and the rank authority and reporting

relationship of . the proposed manager., ! . o

' Minutes for this date state,:'Committee felt there is a

need to monitor the monies allocated for the use of ,
computers but control would be retained by managers.™ This‘.
.. observer's notes do not reflect a need commonly felt by the

committee. Instead, there seemed to be strong disagreement
over whether the proposed steering. committee should actually

~allocate money for or merely monitor computer purchases.

- This ‘disagreement was mainly between two committee members

and was not resolved in this meetirig. One of these two
members ma1ntained that’ computer-related (espeCially
softvare) purchases for" instructional programs should go
through the same apPproval process as do‘proposed purchases

for any other instructional program,.and the\computer 4'“;

steering committee should monitor and ensure consistency of
instructional materials. In opposition, the other team r
member held that all computer~related purchases. must be . '

.wapproved and allocated centrally" because "We have to be able»
to know what's being spent for computers and be able to pull
. one number out of the budget.”

b

Although several membe rs stated they still had concern
about the reporting relationships and decision-making
strucgure of the proposed manager and steering committee,
most agreed to. letting two tean members. meet :'with the

'Superintendent and seek his reaction to the proposed

‘ organizational structure. They also/were ‘to see if he wouldg-"7

fagree-to cha ,the proposed steering committee. (The-

| ‘ ittee w0uld be 1neffectual due to the
interdivi
’4 [}

ing - October 19, 1983 T

Sy

This meeting ‘was initiated by an additional report f rom
the Administrative Uses Subgroup. | They were asked to
explain more about their recommendations beyond the

organizational structure that they had concentrated on at

" the last meeting. The. subgroup ) spokesperson reported that

they really hadn't honed in on specific goals, but had .
"floated."” ' Another subgroup member explained ‘that the’

.(system) reqU1rements seemed so clearcut and well - 1dentified
they had' not felt the. need to go into concrete’ details. But.

a third Subgroup nember interjected that they‘had felt the

N 4o
tovy

' ﬁ;iﬁli' 1;." ‘4d‘l S
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district should hava a specific aotion plan with the .
proposed manager as its monitor. ‘Further, this aotiog plan
" ghould address centralization versus: ‘decentralizationy '

tinan al structure, means of reporting money spent for

ter use, and a means of continuing the flexibility of.
cost center: managers, It is unclear when, or if, this
subgroup met since the last meeting, but, judging from the
‘diversity of- members' ‘comment.8, there was no concensus among
them. - The minutes reporting this segment of the meeting do
not reflect any of the comments reported in the observer )
notes regarding this ihteraotion.) :

Word from the Superintendent included.

- He ‘would chair the proposed steering committee but
would vote only in event of a tle. Lo

- There should be no problem with reporting relationships“

. , within the team s proposed ‘structure because there is
good'communication at the administrative level.

- The Steering Committee should not have a board member =

onjit and. should include only one representative from -
s the Instructional Bivision. = .~
KDivisional representatives should init1ally be the
Assistant Superintendents.
- Committee's: report should go to. only the

Superintendent; he would’ inform. others of critical v

issues and obtain feedback.
W L
_ The Superintendent's claim that the problem of reporting
relationships is a 'hollow issue sparked a spirited
discussion among at least four ‘team. members. . Two vehemently
disagreed that it was a hollow isSue. : - ’

4
i ‘ e

, The chairperson outlined on ‘the chalkboard a planning e
' "model he had obtained from the consultant, -but he gave
_little direction--about how to apply it. It included.
I Charge
, II Process - :
..III. Issues/Problems
IV. Plan
’
- Management/coordination , =
Divisional relationships
: Reporting //\ '
i 4 » Staffing ' ‘
B ' Approval process . ‘
* . - ndministrative Applications
. Recommendations from suggested applications
Policy statements o
Strategies , ,
Implementation action
 .Pridrities TS
‘Timeline ST
Cost : S

il T



recommend, he had no ‘specifie !
to discuss each item on the list., .

B ’f'

- Inatruotinal Applioations ,
Recommendations from squested applications
Policy statements o
Strategiles s
Implementation action '
Priorities o
Timeline ‘

_ Cost : B

Subgroups assembled again to continue their deliberations
over recommendations. The observer sat with the :
administrative uses subgroup. ) .

P

Several subgroup members expressed discomfort with the |

,nndel because they didn't care to start with and prioritize

individual ‘applications and then move "back up® in
generality.4 Some wanted to simply state general uses and.

- policies for the interim report and let the proposed steering
. committee deal with specifics.- One member, ‘though; respopded

that he had trouble releasing an incomplete report. At that

f; point a member interjected, "We have as a goal an integrated
- " data system and have talked -about  the things.we want. Those_

are our recommendations.”™ These she listed:

-.flexibility
- integrated access

= quick response
- direct access from site of work
- direct functions at site of task
=~ accuracy and control .of data '
~ storage ‘of data -

- = transparent to user

7 = adequate security

. =-easy to use :
L= timelines : S T

One’ administrator vehemently protested placing such

‘.‘specific objectives in a goal statement. ‘e felt that that
' amounted to getting ‘into the- schematics and configuration of

hardware. But when questioned as to what ‘they should
answer - and reluctantly agreed

_ 8
One interaction that}occurred during the discussion was '

' especially pointéd.. It focused upon "direct access from site
of work." A principal in ‘the subgroup reported that "
_currently access is ‘often by foot or by .phone. A central

. office administrator replied that means of access really

doesn t matter, just as long as there 1is ‘some form of PR
access. ‘The principal maintained that it:does matter,

4 especxally since he assumed they had been talking about
'access via computer. .
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S ‘ .
This same prinoipal vas quite insistent that those. with"
data’ processing: background thoroughly explain all items on
. ‘the liat==those system requirements that had been deaaribed
a8 80 .alearcut and wall identitied at ,the beginning o! the
team mseting..v A .
Another adminletrator brought up networking with the
quecy, "I preshme this is a human activity not a computer .
‘activity?" No one responded to clarify his misunderstanding.

, Mambers of the subgroup agreed that specific strategies
to implement their recommendations were beyond their
capabilities and that these should be left to the proposed
manager and steering committee.

. When the entire team reassembled, membe ra discussed
© (1) trying some prgblem simulations at the October 28 meeting
to see how their proposed structure would work and (2)
setting a timeline to obtain feedback from others “in the .
district. The October .28 meeting was cancelled-and neither
of these tasks was ever accomplished._ o o :

o Meeting - November 15, 1933

A first draft of the team's recommendations dated
November 7, 1983, was sent to team members before the
November 15 meeting.. (At least one’ member, though, had not .
} received the draft prior to the meeting Yoo -
R Several members expressed the desire to see philosophy
" placed closer to the front of the document in order to
provxde initial justifications for the team s recommendations.
aWhen one team member asked the consultant ‘for more detail
" about how the Computer Coordination and Support Center would
function= ‘the chairperson interjected that some members of
the team had developed a model. In fact, three team members
had completely reworked and added to the consultant's draft
.recommendations.. This revision included a recommendation for -
la comp?ter ‘manager (1) to oversee ‘the computer center, which
~was_to. retain the same. organization as the ‘current computer .
. ¢enter: ‘but with staff increased from 13.5 to 22.5; and (2) to
'report ‘directly to the Superintendent. It also included,
besides the recommendations in the consultant's ‘draft: a
process, cOmplete with flow chart, for initiating proposals -
- not identified in the long-range pian; @& recommendation
T specifying the exact budget function numbers to be used for
' computer-related expenditures and what such expenditures
.could consist of; and a recommendation requiring of all
 admipistrators competence in administrative computer uses.,
_Further, appended.to the draft's recommendations for -
\instructional applications were the implementation activities

RIC T e B o




~..that the inetruotionnl uaea auhqroup had 1noluded in ita »
earlier report, ’
- ‘ aeveral team memberp and thh conaultant expreaaed S
) _confusion that the revised draft inoluded ideas’the team had
' not discussed, (The chalrperson replied that the ldeas
: included could be found {n the filnutes,) Attention was
redirected to the consultant's draft at thia point due to
‘ objeotiona to thia reviaed draft. .
Thia meating concluded with deliberations (inoomplete)
over the relationship of the proposed ateering committee to
‘other decision-making groups in the district, ° Thia
discussion included consideration of two additional user
committees as proposed in the draft revision.  The team
agreed these cohmittees would add another bureaucratic layer o
~and complicate degision making. The committee adjourned with
the charge to look at both "drafts" in preparation for
Eurther discussion on November 16. Con :

!
, . A

* Meeting - November 16, 1983

v

-
'

The committee members returned to the consultant's draft
of November 7, 1983, The revised version presented by some
‘committee members at the November 15th meeting was by and-
‘large rejected. The committee members went through the
.consultant's document page by page suggesting changes ‘as they

“f;went along. For example, it was suggested that an executive
‘ gsummary of just the committee's: necommendations be placed
before, the body of the report. A major change wds the ‘
'decision to.omit both dates and budget figures from the list
. of’ activities for. the implementation of. recommendations. The
-;esponsibility for setting timelines and dollar amounts was

‘given to an interim committee that is to be essentially a
smaller. version of - the present committee. :

,///ieeting- November 23, 1983 i?f v_..\

Another ‘draft of - the recommendations was available before

- this meeting and reviewed-at the meeting. Comments focused
'. “on" shortening the. executiﬂ 4summary and on ‘the wording of

g’

various sections.‘ No major revisions were suggested.

Meeting - November 28, 1983

Another version of the. report was distributed prior to
this meeting and was. reviewed at - the meeting.
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‘support office for 1984~1985.ahould ba added

v

_Committee membara' suggestilina and ariticisme ineluded
(1) problem atatement is teo negative and doesn't glve true
ploture of computer use and training in the distriat (a team

~ membar'a volunitary revision appgared in the final report))

and (2) a budget figura for the computer coordination and

L}

(885,000-8100,000 for manager, secratary, and supplies). ‘“

'~_(if§‘“ | .
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