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The Research on nvaluation Program 13 a Northweat Regional '
Educational-Laboratory projeot of reaearch,-development, ‘teating,
and training designed to creata ‘new evaluation methodoloqiea for
. uae in. education. - This document ' is one of a 'seriea of papers and
'-reports produced by program- ataff. viaiting gcholaﬂa, adjunct: v
acholars, and project collaborato:a——all membera of a cooperative N
network of colleaguea workfng on, the development of new C
o methodologiea. ;.f.x ; 4? o 4 R

N
Al 1

How,pan policy analyais procedﬁrea be uged ' to help achool E
dis icts set policy on computer)uae? This report qddresses thqt
ques ion by discuasing the steps in. the policy. formation an
implementation proceaaes, outlining how' policy qnalﬁaia met ods . -
can contribute to the creation of effective policy.

B f I ;,]‘ | ; o Nick L Smith, Editor .
L o .= % .- 4.y Paper and Report Series, . * -
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~;3w mhe punpoae of thia pap?r ia tc explora the uae af poliey }} ;é;
. .analyais aava -toal. Eor aatting computer use. _polioy ina achool
i diatrict."Thdre ara many circumstances thag‘oan faoilitate or

inhibit the aucdess of a chanqe -as extenatve as khe lntroduction;

e

S or wideapreadr oordinated use of computers. Havinq sound
’ infotmation t? qhide decisions in particular situations tan be of

\
great benefit.. Policy analysis is a powerful tool for providing

.;' jgfprmation to decision-makers involved in such a\change as- A

v‘ D L . .
. \ ., “ . =

”‘7% rcomputeﬁ use. . ’ ,g'
L] h ] ! '
Policy analysis fits into a larger change proéess. Fullan in

: ,The Mehninq of Educational Change (1982) ha://for example,

” ‘

:?n ' identified a’ Variety of factors related to the adoption and . | .';“

} t/ implement tion of innovations. The li/t/i: Fiqure 1 is a ‘ ‘ -f?
synthesi of the factors identified/Sy Fullan and other authors. !

‘{ These f;g%ors fall under four/categories, namely,wtﬁe climate for .;?
change,*fhe g@licy context /the change process,.and other: . fi

4
"

|

0

|

‘qgaghéggprocess is policy setting. ‘f . .o |
: &J;b ' ‘A &f ‘ . A‘;: . - . S ) a S )
. . " .& ; . : ., ‘ \ “

T * .° The Climate for Change

. . , .
! " . .
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: ﬂbotoca Inﬂiuenoing che Adoption and _—
implqmencaiion of Change Sugh as the Widewapread

~uoocdipchd Use of Computera’ in ﬂqhooi Diacrtata

[ i '

Ll

: I;' The climate ﬁor Chanqe

.k

t

T [Hxternal fastors |, s
R D. Diatriot ﬁaotopa e g
SR URRR . & The Polioy Context o b

: '
o K

. 'fg. The art of policy aetting g o

. v B.  What is polioyﬁ SN o

v ) 'C. . How to et pol % ‘ "
S 'f v R ¥ G i R

R & 4 8 ;Polioy Analyaia and ‘the Change Process ﬁ" ,f

i R

‘ A. Clarifying problema - igauea - ‘needs (PINS) -

4

g B. Generating adoption- alternativeq . =Y
- C. . .Planning implementation3‘ S
; /. D. Ctitical‘elements oo o ‘i EE

i

; ( 1
o B N Adhinistrative aupport »and involvement
..\ .2, staff participation ;| - S
/ "¢, 3. Timelines and evaluation systemg -
_ r 4. Board and cogimunity- involvementvir L S
Y AT - 1 Outside assiatance B A o
- CoT . i - ,

,le External Factors Include Social Pressure 3 R A\

- - and Funding L ’x . o .,.'iy P = : |
L 4 3Socia1 pressur nay be in the form of 1oca1 parent requests
','w;r or federal or state 1 gislation.~ The reason for considering

y o ,external factors 1% hat they represent a gauge Bf -the importance

i of a change, and indirectly Suggest the general likelihood of its

"i:.( adoption. Microcomputer use is a striking example of a change|

that has both wide—spread and deeply felt importance. Together

with. the subject areas of SC1enCe and mathematics, cOmputer
technology is part of student and teacher related mandates in

e
"y, virtually every state 1n the- nation.. Such mandates focus,on

" teacher preparation and 1nserv1ce,'and student competency and . v

.

graduation ;eqpirements (Education Lommission ‘of the States, “




' Tl : ’ I T
l1903, Boutheqatern negional QounatL flor Wdueatiqnal merovemenco
?jiﬂﬂs, Ghristen. Ko, and qladstnne, oy, 1903) Aome, of thesa
jmsndates Lak@ the ﬁorm of. Lagiaiation. Others qre ulea-and
| raqulations. Infqitner qaae. Lhey pnovida quidence ofs ,?»' o
& cqnsiderabie aoaial pneaaure extqrn&l to aghopl diatriqta. Sy
Individuﬁl parenna and p&rant‘groupa alao exert, oonsiderable

presaure on thqol diatricts. Buoh a strong set of pregsures’

‘?‘ auggeata that the qse of miorocomputera in sohoola will ogour in

one ﬂorm’or another.; Whe question ia, how will it he managed?
Funding ia also a’ ﬁorm oﬂ preaﬁure. go 18 the ‘avallability

foﬁ ﬁree or very law oost maohinea- @hese‘can lead districts in
'cortain directiona. COnsidering auch\sourdes an the Ciliﬁornia
'"Kids can't Wait” program sponaored by ‘dpple Computer, the 1BM

' i;sponsored teacher resource centers, the‘xvailability of

| 'Chapter 1, Chapter 2, and other federal a\d atate funda Eor
"rpurchasing computers ahd the special educat\onal discounts

3 ’

rﬁoffered to schools, it is clear that there are considerable
,"opportunities to get microcomputers. Parents‘ groups arae also 1.
ﬂ-zl'willing ko purchase machines. Such a situatiohkis ‘both a benefit
J‘to the rapid computerization of a district and a threat to the
control over the spread and use of microcomputer§ Again, we seelb
‘that, in the case of computers, there is "funding availabielfrom
such diverse gources that their appearance in schooii is: assured.

' By being -aware. of external pressure accumulating grom several
sources, district administrators can gense topics that\have the

potential for becoming policy issues. District computer use is

- clearly one such topic.,-'.‘ ."" : S _:ﬁ{ "‘\glf.aﬂ "
‘ - e S e
: oL e Lo R . ' * i ‘ A
" Internal Factors Can Help to Direct and Control * =~ =~
*an_Innovation Like Computer Use - " IR

“a

Fullan (1982) noteg two' contrasting district orientations \

. \which have Qifferent effects on the adoption and implementation

:of change. One 1s a problem-solving orientation and the other is

a bureaucratic or- opportunistic ori@ﬁtation (Fullan, p. 50). ' ‘\'

.



uuraauaratfually ariented distriots tand . to adeL innnvatlgnq
hased on swah eriteria as the extent tn whioh. Ehay pravtda

N hupaauoratia gsafety (l,e., add resouroes wlthnnr
requiring h@havtnnal ahange) .

1

]

) reapanaa to external presdurs (in whigh "adoprinn"
may ease the ppasaura)

definad outpuh arltanla whataver 8 p0pu1ar amenﬂ _
leading profesaional peers ia aomatimea Lha . -
determining gritertnn).

(Fullqn, p. 50)

t
M |

SQhool dlstriots that are pwohlam*ocianted ara aharaareriged aa

.. hﬂvlnq fdent 1t {ad laoal’ needn

e ara digaatinfled with axlstinq perﬁnrmanqa C T
o naak out resqurces. ) . ‘ )
[

!

: reapond anthuaiaﬂtiaally to opportunttaa., N
‘ ' ‘;;;‘ _1%: GPullan, o 50) f“ )
Some reaearnh han ahnwn that ‘thara ia high~rocrelatlon e
; _ hetwean prohlem«orientation and tha total numbar of adnpttona
" made’ by a diatrict (Daft and Becker, 1978, cltod {n. iullan.
B.sOb. | o | |
h Another aspect of the internal ‘climate For chanqe concerng
the past history of change in the district. Forvexample, whether“‘
: the‘district 1is known»among its'stafﬁ-and constituency for a
| problem-solving or bureaucratic approaoh to paqt change will have'
an effect on their reaction to future efforts. ]
' In summary, there is considerable positive pressurée for
.computer use 'from- within and outside of most districts. Social
-‘pressure exists nationally, within the state and locally. Funds
- are typically available from sources both inside and outside of
the district. D ' |
| By looking at factors. involved in the adoption/implementation
» gocess,‘we can See-how a district can build a positive image
regarding change by pursuing a problem—solvxng approach to the

>”use.of.microcomputers. An important focus af the problem-solving

S process, when one is addressing as extensive a change 'as computer
| " use, is the,establishment of guiding policy. )

e

>




Typieally distriots have Bﬂllﬂiea on many topied, such as
anarqgy eongarvetiun, studant disnie&;na, and Field trips, hut .
none nn'rqmputer uge, aasauae aof the widarapraad internal and
exterpal pressura for oo putar nge and its potenkial wide~spread
# 1mpaut on a distriot, GLSEKLV ik shnuld he onnsidaraﬂ in the '
' sontext of pnlloy setEing,

the Art 'of Palioy: ﬁertlnq DU ', i

\N : The Formulation 'of pu\lsy is ﬂlsdtlv an art (House, 10ﬂ5)5end
for many boards of eduoation, poliay setking ls mire a maktar of
muddl ing rhrnnqh than a unnﬂrnllad and plannad progass (Lindhlom,
LOBO)., Thlﬁ ia not ro,aay that habit, lntuitlnn and inﬂnmplate
analysls are 1nvn1uahle In pn)lav aatiinu._ Thav ara, ﬁinﬁn

’ pallay pertinq ia° to a gpeav extant a pnligtpel prneeaa and one .
in which it ln not. pnenible ko apealfy all deakutnn 11taxnablveﬂ
nor to pradict ail poeﬂible cnnuequences ot eaqh a)ternnhive
(Vaupel, 1977) . . ‘ -

‘The rqgearch on erfective achoolu and the lmplementation of

L :

1 I '
=innovati0nﬂ ahow, however, that hthnq clear policy that has been .
Y T

arrived- at thrOUQh a systematic Process enhances the chances that

‘the innovation witl be sucbessful. The point ‘of view lmplicit in; -

this paper is that any policy setfing process should provide many:

opportunities for the: intuition and experience of boarad memhers,'

the superintendent, and others to come. to ‘bear On a qiven iasue.

It is clear that no process can he exhaustiVe in terms of the

' issues analyzed ot the implications identified. An important:
ingredient in policy setting ig the detection, assessment and
clarification of issues in order to ensure that, to the extent
possible, time is spent on the most important issues. This is
where EXPEfienC:j\intuition, and limited anarysis come in. That
is,,coupled with experience and intuition limited analysis can
v help to detect, assess, and clarify issues and their ‘reasonably -

'forseeable implications. "The art Of choosing problems that are




+ khearstically signifisant apd f&aﬁ\plﬂ 0 inyestigate iu a attar
o Af guperience and falent rathes than nt farmal p;aceduraa“ '
N (Nauﬂda, 1979, g 1N, : - e
| | The naﬁd;to sat palicy typ;cally raaultq Fram *a pew prablem
. dﬁVlaELQﬂ Erom the presently institntionalized way of dnind
‘ EhiRQ§,“ iHouse, 1983, p. 44). ' For some school Aistricts where
little ar 1o computar Facilities éuﬁrantly gxist mierocopputar
tealnalogy vepresents an entiraly pew prohlem, Other disericts
. which have a lang histoey nf using internal or external data
provessing fanilitias ara;nurtantlv!fauad with the proliferation
AF mioromanpNEers Far hoth Instenation and aiminiserabion, T
thede casey khe diskeink=wide RLU OF migrooomputars rapsuaunta a
abeikingly new faator for 4dmlntaraa£nra k) (nndtdu‘. In eithar
‘»ﬂdﬂa. thave "ara tmpn:ranr ihﬁnna that qhnuld he qdd;gased ‘at tha

'pﬂltny laval,

What 1s g Bolley? - . |
, . . Doy : ' . !zl..‘ B}

Htudlas 96 planned uhangé, the Lmplamentation of Innovatlon,
and orqanlzdgtnhai aavaféb$hnt, ag wall A8 Lhode concerniig
laffeative sahooling, document the lmportance of metting qulding
' prinnip\an, avararching qoala,'nrlpOILﬂv. fall and Hurd (naet)
ln dnnullhtnn the levels “and qnhlﬁVﬂ\ﬂ of uuconuaful “ , .
lnthtvenhlnnﬁ define pnltcy an followst = ‘ .
V A poliay 15 a rule or quideltnq that taflactn or diractn
the ' ‘praceduraea, decialona and ,actionn of an orqnnlzatlnn

and the:individuals wlrhln 1t
(quura 1, p. 1)

. . . i
. o . AN
I bthor words, ntnce policies addraeas naw problema or

‘deviations from existing pollcles, they are the basis for
"directing changes in organizational and individual habitas. ;Ih

fact, a policy has alsq been def ined as "an attempt to'clarlfy

and control the future of human events' (Wolfe, 1982, p. 48).

| . . 4 ) . . .
) ' . . . ° . ) .
. . X
} N ' . : x _ .
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" How to Set Poli'éy'

P A L . o -
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, As noted by wOlfe, "[p]olicy making is not a logicalp» y
1ntellectua1, problem-solving or decision-making process.‘ Policx‘

maklnq,is a socialéprocess" (p. A4, Others have called it a

,Policies Services, 1975):

political process., But, "[t]he process, - fortunagily, can be - ' i

managed” (The Educational Policies Service, 1975, p. 9. »Thefv
following ‘are the steps which can,be used to manage. the polic§
mak ing process (based on Wolfe, 1982, and The Educational

N
i

l.. ‘A PIN (problem—issue—needl emerges, e.g., a group of parents
. claim that' students are not be1ng given adequate computer
education ‘o

B

\

' 2. A poIicy analxsis is conducted, e.g., a study is commissionedf

to'assess the current situation and to project the costs,
staffing, and: necessary‘rules and regulations for a range of
' optlons for prdviding improved- computer education
' ]

3. The board discusses the elements of each optfbn, e, g., the

: implications of a K-12 computer literacy program vs an'
elementary level computer assisted. 1nstruct1onal program vs a
high school computer based job preparatlon program are -
Acon51dered I ' o , : vy

I

4, A draft policy-covering the option(s) chosen is presented to
the board for approval or revision, e.g., the«combination of
a special education computer assisted instruction program o
with a upper- elementary -and junior high computer literacy "
program will be the main stay of the computer educatlon
offering..however, ‘each high school department will .
incorporate microcomputer technology as is appropriate

5. Pub]ic review of the;pollcy is scheduled, e.g., students,
parents,mteachers, and the community at large are given an
opportunity to present their v1ews of the extent to which the
"pollcy represents their idea of computer education '

6. A decision is made to adopt -or revise the draft policy,.e.g.,
in response to input the board decides to begin computer
literacy earlier and to specify a strong link with local

»businesses and industry as part of the hiqh school component

L3

7.. The administration is charged with (1) policy,imolementation
and (2). the evaluatibon of policy impact, e.g., the :
administration through its curriculum and evaluation units
carries out the 1mp1ementat10n and evaluation of the computer
education program.

-

: , , a1 7
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o These steps represent more of a cycle than a llnear, one time°fjv
g process sinde as a result of the evaluatlon of pollcy ‘impact a '-r('
n' new PIN may emerge or at’ any rate the need for rev1s1ons will ”pﬂ*ﬂ
become evident over time. B i : ’ o )' T

—_— R o dfThe Change Procgss ' .
' | -ChanQe'is a process and rot an eVent (Rall and'Hord,'n d. ).f\
In order for. it to be a managed process, a’ systemic framework
'must be used for planning change; Since change in the case of
a such an . exten51ve innovatlon as computer use has distr1ct-w1de
1mp11cations, 1t should be seen.in the context ‘of pollcy
7sett1ng.- Pollcy analysis is the process by which 1nformat10n }s
provided to dec1sion makers, step two of the pollcy sett1ng o
process descr1bed ear11er. The policy analysis process beg1ns
" with the clarification of the problem~issue-need (PIN) that is.
vst1mulat1ng the change. It then moves through various steps to
the generation of adoptlon aiternatlves and to -implementation
plannlng. . o
The cla%lfication of the underlylnngIN will help to br1ng
into focus its complex1ty. With very.complex changes like

-t

computer use, a number of facits emergeﬁfeach;warranting separate
cons1der3t10n. : g : o ; ¥ ‘ -
The adoption phase sets the direction or content of chanqe
(Fullan, 1983, p. 53). The adoption phase "can generate meaning
. or confusion, commitment or alienation, or simply ignorance on
the part of participants and others to be affected by'the change"
(Fullan, p.'53). | . )
Implementation is really a process of further clarification,‘
and the discovery of the meaning of the change on the part of
those who are to put ‘it 1nto pract1ce. Therefore, it .is
important to remember that adoptlon, whether it is by one person
or a representative committee, will result only in a solutionl'
meaningful to those involved in creating it. Steps must be -

included in implementation planning to give practitioners /. .,

o g 14

I



(including%students) a chance to develop their own’ meaning.' The
‘imP°rtant questions/ﬂere are, "What 4is the (relationship between
-jthe adoption process and subsequent: 1mpleantation°ﬁ and, "What -

other factors emerge dur1ng implementation which determ1ne
)

.whether change 1n practice occurs’" (Fullan, p. 53)
In this sg tion the major ‘topic’is the role of policy

e analysis in clarifying the PINs related to computer use and
| generating adoption alternatives and implementation plans. 1In
.discussing these topics, their: relationships, and the infMuence
of such/factors as administrator support and’ 1nvolvement, staff

partic1pation, and the other critical elements (shown as part of
»

¢

’the list of factors in Edgure 1) will be explained as is
vappropriate. ‘ '

q[i

/// ) .
«’The Role of Policy Analysis

/ . The above sequence of events is like that suggested‘by any

A'v7' structured planninq process. It is called policy analysis here -

/ ' because it is intended to facilitate "the choice of the best

B policy among a set of alternatives with the aid oﬁ reason and S
evidence" (McRae, 1979, p. 17). This, in essence, is the role of

policy analysis as intended in this paper.
o - - N
Policy analysis is defined as a generic research activity
within a practical context intended to guide the
systematic identification of reasonable alternative
policy options and their implications relative to
particular problems, issues, needs.

" The stages of policy analysis arevsimilar to-tnose one would go
through in any research project. They include:
1. PIN clarification
2. Question development )
3. Data collection, analysis and synthesis

4. Identification of alternative policy options and /f\g,
their implications : _

~ What makes them special here is the focus on prob
1ssues, an;éyeeds (PINs) for the purpose of formulating policy
options. with other research, policy analysis should be

de51gned and conducted in a way that results, to the greatest

15
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- extent possible, in valid and rellable findlngs. Given the'
.typical t1me am@hresource constraints 1mposed on,policy analyses,'
and the near: impossibillty of 1dent1fy1ng all of the options and

1mplications, the success of)a glven policy an y51s has tod

‘be. judged in pragmatic terms, that is, the extent to wh1ch it was\: '

1nc1uded in the "stream of 1nformatlon used to make a. declsion.

v

1n a particular situation" (Quade, 1977, p.- 22) It does so by.

combining practicaltexpemnence and\common sense" with "formal,

analytical technlques" (House, 1982, p. 44). i' 1w ‘

Clarifying Problem-Issue—NeedsﬂjPINsL

Many times groups faced with a problem-issue?need (PIN) wh1ch
seems to demand change fail to ciprify the PIN before generating
90551b1e solutions (GDN Newsletter, October 1983). As a result,
solutions are accepted or re]ected on the1r own 1n%§in51c merit
and not necessarlly on their relevance to the problem at hand.

By taking the tlme ‘to clarlfv the PINs underlying change, ‘one ‘
takes. the first step in adoption (1.e.k the sett1ng of ‘the o

direction or content of change). This in: turn- forms' the ba51s

€ for 1mp1ementat10n. o o -

PIN clarification 1s espe01a11y 1mportant when there are’ many
problems-issues~needs’ related»to a general topic asﬁis the‘gase
with "computer use," since there are also many differing B
perspectzves in regard to their definition and relative ‘
priority. Hence, there are llfaiy to be different perspectives
on the d1rectlon ‘or content of change and, subsequently, there
.are many_different possible solutions, To know which one(s) to

pursué is not an easy task. The first step in this process.is to

- clarify the ‘PIN under con51deration (i.e., computer use) .

The right balance of central administration and staff

. . ‘
participation is critical in PIN clarification. As Fullan (1982)

‘notes, "[e]ducational adoption never occurs without an advocate, i

and one- of the most powerful is the chief district administrator,

with his or her staff, espec1ally in combination with school

..'l

10 .

T

As Quade notes, "Policy analwsls seeks to . 1mprove decision’ making

lg the PINs with relevant alternative innovations to be :

[



_ og communication
. efore, ‘they are most likely to have access. to the informationf

_leth a small group, one

~ processing, instructional uses, administrative pp@dcations)

-“-j ,'i J o ) v R,
board support oF mandate (p. 45) Numerous studies cited by

e SR P f VAR Y

Fullan, show that the chief district administrator and central R

office staff are an extremely important source of advocacv,
L

" support,’ and adoption of . new. programs“ . 45)._ In order to be.

(5
effective advocates,‘this group has to.

of - thecPIN, i e., q@mputer use.

There are two reasons for spuch a. suggestiqn. First,

v

"[d]lSt;iCt aaministrators and other central office personnel

« o0

- such as coordinators and consultants spend large amounts of time

: at conferences anj/wérkshops'Within onq0ing,professional networks
m

ong their peers“ (Fullan, 1982 p.ﬂ44) \

H

- needed ‘for accomplishing the task of clarification. . - = -

: Second’ external consultants can be host effective in
prouiding speCific assi ance in PIN clarification by workingg
SEBich is already somewhat knowledgeable”‘
about a PIN and which has- deciSion making responsiblity for the
generar direction or content of change. - °;; L '?
Therefore, direct involvement in the first step in policy
analysis for the purpose of adoption (i e., PIN clarification)
should be mited to the chief administrator and key central

personnel Other staff Wlth particular expertise (e, gZ data“‘

should be used”as resources for this group. * L

What to consider. At the beginning of the policy analysis

process, clarification should focus on the areas of computer use

v 4
_ and the PIN clusters ‘shown in Figure 2. lnstructional use and

personal/profesSional administrative and suppont serVice use are
the computer uses'that define the areas that typically occur in a
district. The PINs that may exist relative to these uses fall

into people, organizational, an? technological clusters.

.. : .

Qe.a;clear understanding '

I

P
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. In Flgure 3 is a sample Lf the top1cs thaéemlght fa&l under
O . - ?

;each PIN cluster. Under the people cluster, tOplCS concern f?
o; .-.,1\

"_ffTTEffetttve‘or—personal*feel1ngs, cogn1t1ve:fnowledge, SklllS, arnd

soc1al, 1nterpersonal relatlonshlps. The(organizatlonal cluster

v 3 \ > . I3

1ncludes.topqcs wh1ch 1mp1ﬁge on. d1str1ct management and ‘ q‘f

coordlnatxon, such as,’central1zatlon versus decentralizatlonspf
[N / .
,congrol, fund1ng/resource allocation,'p . ar .

equitable access,“yge, and ouﬂcomes

)

El{l(if, 1]_.jn. _ul' ’p'v. :..

A FuiText provided by Eric !
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RS . PIN Cluster Topics-'ﬁ'” ‘:’- 'M; LT
-. R ' . a . o

2

-

£

affective, personal feelingS‘of adequacy/inadequacy, fear of
personal obsolescence, ' -
knowledge and skills regarding the operation of computers for
e " .specific: purposes AR -, . S ;
social,.interpersonal relatibnships relatéd to computer use7 BN
: .f\ ) ’ o : - e~. ¢ .
'Organizational (management and coordination PINs) ' 3

centralization Vs, decenbralization of contr01 "1\ ' -;t
“equity in. access, use, and- outcomes regarding computer use .
., Planning/timelines - o - .
funding and resource allocation s e gt e
. o x ¥ AR T
Technological (computer,use specific PINs) e S s
o selection, maingenance, service, support :
. equipment: . centra ocessing units, peri erals 2
* software: : locally pr rammed, generic task*specific’ - f_.I:7:,
: facilities'. furniture, Iighting,rpthfd§security of - 7.
] equipment and data L ./ - , e '

“t
W

. ';7"7"‘?. - 4f'f,\'f 'f? B ST -@E? S
Technology with a capital T is such an obVious part of
i microcomputer use that sometimes people and or anizational topics
are not considered Inlfact‘ there are also sole - other, more R
mundane ;technological topﬂqs that should be conSidered in , ".' R
ngddation to" hardware and software acqu1sition and quality, the _
typical technological topics of uppermost interest. These other
o technologﬁcal topics include facilitiesf(rooms, power, lighting,
) i;i air conditioning, furniture), se urity of equipment, software,f‘
? and data, re&:;;ﬁ maintenance, ﬁid service and. support (product
- support and personnel support such as staff development and

inserVice) ' -'-““.'h IR :", ' ’

©

There are also a variety of- sub—topics under the computer use
areasa Figure 4 shows some of(the topics that ‘fall under ‘
;oo instructional use, and personal, profeSSional, administrative and
qupport service use. Computer use dependsﬁon software. 'There

PR B . . . . . ) . . » b .
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S o, .';m Computer Use Areas and Topics

} v § e 'FM t g
Cémuter aSSisted instruction sﬁsglsoﬁtwareégor d:lll and
' ' practlce, tgtorial, and at;on T T

L e EPProblem solv1ng in content’ areas usxng “software’ for word | .

processing, data base. managdmentm spreadsheet ’ 2: .W;

N hter literacy/ mputer SC ,nce-

ap '\1 B ..

Local use (conf1ned to"“;
_.‘D1str1ct—wlde m&nﬁgeme t

enrollmen;, dally/perlod
A meun1zat10n, scheduling, grades

‘tJ.ng’r fest: SCOBlng O
z- ¢ : I A
:,1Catldns. report #riting and other .
oc s 1ng/ calendar schedullng, student \;

~g . . 6 ’.'- ¥

e curr1cu1um ;}terrals center booking, personnel _
‘grlevance ddtay, teacher/subst1tutg 1nformatjon,
,'f1nanc1al forecastlnqv"ma1ntenance, work order f; 5

record keeping; . tranSportatlon mouting, on—11ne'
cash reglsters, enroILment prOJectlons S A

4 L v . s . o ; R s . . K .

@ } el .l ; oo . ;
. 5 . i " . . .

* [ 2 s el * 0

2h b, oo

é,'are essentially three k1nds of programs. One k1nd covers

programmlng languages that can ‘be used to create diher program A
to do spec1f1c tasks (e. g., BASIC,bPascal COBOL 0GO, Fortran,

"yGraphForth) Anbther kind of program 1s the generlc program that L f

_‘addresses a partiéhlar appllcatlon but does so 1n_a general way
~~; (e.g., word processlng, data base management, spreadsheet ;" 4

calculat1on). A th1rd kind -of program 1s very specific to ag‘

)
.

\\\ partlcular task (e. %, account1nq, schedullng d@lll and ,?r ;f »

>

'prdctlce) . -

- ::}" .‘appiications, raphgcs, and progra@mlng :& S

Spec1a1 support uses'i Print shop. order1n9. ;mf' § ’

“h

‘ 8\ R
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QUnder instructional USes ere‘ﬁncluded (1) the use of special

P

JH .'software for computer?aSSisted instructlgn (CAI), 1. e., drlll and v,f
gztip_Practice, tutorials and simulatlons,‘(Z) .the use, of generic s ‘ f»_ )
E@?i ,software 11ke word process1ng,.data base management, spreadsheets"{?
a ‘liand brogramm1ng languages for problem solv1ng in: maﬁy d1fferent ,;<'7j
" content. areas; and (3). Eeaching about. computers, wh1ch 1s often ._P e

. g"called compﬁtef lit risy or, if it is career preparatlon'
A < : ’

' vfomputer sc1ence$ IR f‘» ‘ Ag;ﬁ. : 5 '~w-[= . ._. o
gfl J?nder adm1n1stratnve and support serv1ces use comes many L
J p f'generlc aﬁd spec1f1c software packaqes useful’ for local -~

appl1cat1ons or d1str1ct-w1de ‘management 1nformatlon use.A;The

two major d1fferences between lOcal and d1str1ct-w1de uses are‘

that d1str1ct-w1de ‘uses typ1cally requ1re more soph1st1cated

';programs and such use 1nfers the need for compatiba111ty in - n.ﬁ

[l

hardware and software or at 1east 1n theéﬁule-structure of data;""’f
,'-; Personal, profes51onal administrat1? and support servic use
includes student records {e.9., enrollment, daily/perlod'},
attendance,,1mmun12at1on, schedul1ng, grades and progress fﬁh
report1ng,-test 5cor1ng), off;ce_appllcatlons (e.gn,vword ,
 Processing, calendar scheduling,-student activity accountipg,\u7
‘1nventory), and SUpport serv1ces (e g-, pr1nt shop ordering,
curr1cu1um materials center book1ng, perSOnnel gr1evance data,
. teaCher/subst1tute information, f1nancial forecasting, ‘; ' -
'ma1ntenance work order record keeping,. automated transportat1on
'»rout1ng, food service 1nventory, enrollment projectlons) ’

- of course, how these top1cs are’ manifested as PINs w1ll vary
from district to d1str1ct" ~In order to descr1be a PIN as 1t»?
:.eX\sts, some "flesh" has. to be added to the "bones 'represented
: bY the top1cs as they appear in’ Flgures 3 and 4. The‘purpose'of
the injtial c1ar1f1cat1on of PINs is to prOV1de an impresslon-
1St1c picture of PIN clusters related to. the"areas of computeru
use. Add1tional clarity will be atta1ned when pollcy analys1s
'vtechn1ques are used to generate alternat1ves and to plan

1mplementatlon.




In: defining computer use, the clarif1cat1on step can help

8

;f5?l§istr1ct admin1strators get an 1m959551°n15tlc picture’ of the'V;tt‘:
'iritkppINs. For- examp}e, several kinds of people,'1nclud1ng students,
' ‘.teachers, and parents, may have PINs related to. 1nst;uct1onal

L:iuses.; That 1s, 1ndiv1dually and in. groups they potent1ally have
'“:;g&' problems-1ssues/needs that are rela%ed to personal feel1nqs,:

”knowledge, skllls, and interpersonal relat1onships-~ ‘A s1tuat1on

;-' «

. Jay. exist when parents raise the. issue of student computer AN
. Assue . e

o 1iteracy. vhelr assumptzon is- that students have a need to learn

‘ about computers.v The problem is that teachers do not have the -

o knowledge and sk1lls to teach th1s top1c.‘ Therefore,~they feel
1nadequate and can eas11y get defens1 "when confronted wath sUCh
> »q‘demands. From an organ1zat1onal per pect1ve, it may be the case

-that decentral1zat10n 1s occur1ng as'ind1v1dual schools f1nd the
funds and resources to offer computer l1teracy.~;h problem of
1nequ1ty 1s therefore ar1s1ng 1n the d1str1ct” In add1t1on, the.

- ma1ntenance .and support of the. equ1pment be1ng purchased is . -'

: becom1ng an 1ssue. The po1nt of th1s example 1s to show that \
PINS in one’ cluster can be linked to those’ in. other clusters.

One way to gain 1nformatlon about potent1al PINs 1s to have
kknowledgeable people in the d1str1ct develop pos1t10n papers

s addre551ng each cell in the computer use/PIN cluster matr1x in.

-

F1gure 2. From theSe papers a three-po1nt summary can be drawn f-b“"

focusing Qn (1) th1ngs that are not now PINs, (2) those th1nqs

that are*PINs, and (3) those th1ngs that are unknown.,'

[

, Question'DevélOpment

By closely exam1n1nq those items that are PINs, or that are.
unknown, a- set of quest1ons can be formulated to focus the pollcy
'.analysls. For example, typically of high concern to’ d;str1cts '
are ?élicy issues regardihé curriculum impact,_courseware .
-development and'evaluation, teacher traininq,-and-equity (Rampy, -
'Wh1te and Rockman, 1983;  Rockman, 1984; Rockman, Wh1te and . Rampy,

1983)- These,are represented HP the,example given in the last.

Y
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‘section reqarding intertwined PINs. They might be reformuladed

e . . - . . . I

L " into the’ follow1ng ser1es of questions: '

.
-

- How should we define computer literacy in. our. school
,distr1ct° T PR -

& = - L
- = What knowledge and skills should our teachers have 1n o
. order to teach computer 11teracy° PR T

~ How can we 1nsure that, all students rece1ve the1r fa1r‘-’ .
share of computer literacy training? e
: ¢ : S

'.«\ "

- “*-_What hardware and software do we need to@prov1de a'“
' »* computer literacy proqram? : "’*

B

. = How can an. image of'a d1str1ct'commitment to computer‘
~ literacy %e presented while ma1nta1n1ng local bu11d1ng
. flex1b111ty in the’ actual provision of. 1nstruction°

. 1] -
. ¢ e

‘mhere aren of course,, many other questibns subsumed by'these
-~ four. - And, different districts will generate d1fferent sets of
_quest1ons.' Embodied in the questions should be the constra1nts‘
fthat th_superlntendent and key ‘staff feel that the d1str1ct is
working under,  For example, in many, districts 1t is essent1al to
balance a d1str1ct-w1de curr1culum which demonstrates a d1str1ct
- comm1tmént to ‘computer use with local bu11d1ng flexibility - in
1mplementing the curr1culum.. Such a constra1nt is reflected in
the last question in the above 11st.

The Important point is that the supervisor and key staff
should be the ones who generate-this initial set of‘general '
questions® because in $0 doing they provide direction to other
staff reQarding the important PINs. And, they thus help to
insure that they will receive 1nformation from subsequent steps

- of the policy analys S process that 1s meaningful to them in
»setting the d1rection and content of change. : ' '

H

Data Collectfon, Analys1s and Synthesis o _’V' ST

l

The actual task of de51gninq and 1mplement1nq data
collection, analys1s, and synthesis procedures will most likely
‘be delegated to school distr1ct personnel’ (e g.; a district
evaluation un1t) or to an outside consultant. The specific

.procedures used will depend on the nature of the question(s)

Coe




’force may do its own. content analysis”of computer literacy

,adoptionlalternatives.._- ‘ o L )

’
¢

'i‘division person may be given responsibility for pulling together

V_a task fcrce to address the questions listed earlier., The task

4

| &

curricula from other districts.f Jﬁf,“.~ - ' ﬂ *5"
Based on this cdﬂkent analysis, the task force may. generate a

variety of patterns. These may be shared with other teachers and

administrators in the district to gain input on (l) preferences o

1for a particular pattern, and . (2) knowledge and skill training

needed to implement a given pattern. Once this input is

collected and analyzed, ‘a technical expert might be ‘called in to

identify hardware and software requirements related to each

, pattern.‘ This information would then be synthesized into E SR

Identification of Alternative Policy Options
and Their Imglications

Because policy setting is a social process, it is i portant
to maintain open communication all during the policy analysis

process, so. that people know what is happening and why. This

will assure them that their points of view are being considered,.
" and they will know what to expect. from the adoption process. (lt
}might be worthwhile to circulate alternatives and/or hold an: open

meeting to discuss them be re ‘decisions are’ made as is suggested

in the policy setting steps on pages 5 and 6. This will set the

. stage for planning the implementation of those adoption

T

alternatives which are . selected. I
In discussing the essential characteristics of the adOption

phase of planning change, Fullan (1982) states

lt‘ls the guality 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 . S
subsequent success or failure (P 64) '

.r.addressed and the'resources'available._ For example, a\curriculum ,

4‘)}




",'[Ehllan goes on to_discuss'the role of'participation=r

| "Indeed, at the adoption phase sheer gquantity in-
. participatory- planning can be harmful if it ipvolves
wasted time, disagreement, unclear needs, assessmentu
frustrating meetings, and so on, without those involved
“having any Program: involvements to show for their . .
“efforts. If the’ planning process (regardless of whether
participatory) results in a specific, high-quality,
needed innovation, or in a broad-based flexible program
. whose general direction is compatible with the.needs of
- the district, igfwill have been a sufficient start. More
.important for change in practice, however, is’ . '
'__Egementation-level;pgg&}&iBéEiQﬂ in which decisions are
- made about Rhat does work and what does not (p. 65). '

.Adoption is. most successful when the chief district officer and
f'7key administrators are directly involved As a result of the :
- policy analysis procedures Just—illustrated, adoption .

o glternatives can be brought to this group for decisions. - The
'options presented might include pollCY statements and
implementation implications. e

POlle statements. The Education Polic1es Service of the
_ National School Boards Association has a series of illustrative

'policy statements covering many different topics. A polfcy

" statement patterned after them may be as foliows: f““\\ix

C
o Computer Literacy - . ,
The Board recognizes the importance of. developing
computer literacy among the students of the district and
% - the instructional staff. In order to provide.a: - -
. comprehensive, equitable, and appropriate'computer’
Iiteracy program in the district, the Board authorizes
L the administration to:

l( establish a district-wide computer literacy
curriculum that allows for local building flexibility

2..3prov1de the necessary staff development so that
- teachers and others are able to implement the _
L curriculum : _ . : _ _ o,

LR 7coordinate the selection and purchase of hardware and -
' software in a. cost-effective way, consistent with
-_-'district procedures of fiscal accounting and reporting

..lé;» monitor the implementation of the curriculum to
“'+ ' insure the equitable distribution of learning
: opportunities and outcomes.' : ,




<A1ternative statements could ‘be developed to reflect the options

',generated as a. result of the data collection step.: jlur'

'Implementation implications. Detalled 1mplementation'_;

lannlng is not the role of policy analysis. However,<f
understandin the major elements of 1nterventions “should help

planners and policy makers in developing and ma1nta1n1ng an

overview perspective of the total prOCeSS (Hall and Hord, n. d., < ///ﬁ-
p. 27) One major element which follows policy setting is the' :
general descriptionwof a "game plan.‘ﬂ A game plan should contain
-_suffic1ent detail tq quide subsequent elaboratlon of the . S
components listed 1n_gigure 5., However, the detailed rules,:
'}.guidelanes, strategies,‘actlons, and’ tact1cs embod1ed an thei
'“components should be left to those who, fdr example, w1ll be‘ L
d1rectly 1nvolVed 1n 1mplementat1ng Ehe four sub-parts of the - ce
'above policy statement on computer literacy.uy_ - ‘
HoweVer, superintendent and key staff support remains_'ﬁ &

‘cr1t1cal As Fullan (l983) states, “[1]nd1V1dual teachers andAJ

s1ngle schools can bring about change w1thout support oF centr?
adm1n1strators, but d1strict-w1de change w1ll not happen (p‘i

' y365) _ The h1story of 1nnovation in a d1str1ct provades the ;
l backdrop for current change, - Staff soon come to realize that

unless central adm1n1strators demonstrate through action that

‘%&*'they should change (Fullan, 1983, p. 65), they need not take

change seriously. Fullan summarizes this s1tuation as follows~'

'The ‘basic point, however, iSﬁthat.the,chiefvexecutive
officer and other key central administrators set the
conditions for 1mplementat10n to the extent that they '
show ‘specific’forms.of support and active _knowledge and _
understanding of the realities of attempting to put'a .
change ;nto practice., To state it most" forcefully, the

- administrator affects the quality of implementation to
the -extent that he or she understands and helps to manage

the set of - factors and the processes descr1bed in this -
chapter (p. 65) 7’_5 X S

Those factors and’ processes 1nclude the adoption processraztaff

‘, development, board and commun1ty anolvement t1me11ne,

1nformatlon systems and so on. . [P

20
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‘initial planning 'fof impiementation._) Direct, involvement in thia
stage'of ‘the chanqe procees can show‘apecificusupport for @and
- active knowleége and understanding of the realities of attempting
to put.a change into practice" (Fullan, 1982, P. . 65). In doing
"u}so, the superintendent and key staff can take an important atep
in insuring the ultimate success of a change like district-wide -

computer use.: S I
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- ‘initial plann jng fof impiementation._ Direct, involvement in thia
stage'of ‘the ‘change procees can show‘apecificusupport for @and
-~ active knowleége and understanding of the realities of attempting
to put.a change into practice" (Fullan, 1982, P. . 65). In doing
"ufso, the superintendent and key staff can take an important atep
in insuring the ultimate success of a change like district-wide -

computer use. T A
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