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Background:

With the Connecting the Schools project the district had become wired with 4 computers in each classroom connected to the Internet.  Recently the Governor had announced that the district was going to be receiving 76 more computers.  In the few days following the announcement some of the comments that the administration was hearing were: 

“I don’t know how I am supposed to use 3 more computers in my room. I don’t use the ones in there now except to check my email”.  

“What a waste of space.  I don’t have room and I know I won’t use them much anyway”.

“I hope they don’t put them in my room.  They belong in the computer lab.”

“This is great.  I am not sure how I am going to use them, but with 26 students in the class, I ought to be able to find a use for them.”


The administration was frustrated about the comments being made as this was a fantastic bonus to the district raising their student to computer ratio to 1:5, which he/she would liked to see lower, but it was better than what it had been.  As he/she was pondering how to deal with the comments he/she remembered on of the goals of the districts technology plan.

Section I: Statement of the Technology Goal/Objective:

Goal 4: Create staff development programs to assist staff in becoming competent users of technology applications and creative designers of technology infused learning activities.

a. effective use of hardware and software

b. effective use of established network for communication and productivity

c. use of technology in the delivery of curriculum, instructional and classroom management and record keeping.

With this in mind he formed the following committee to see if there actually was a problem and to identify what that problem was and as an end result solve the problem.

Section II: Problem Solving Team

Elementary Principal

District Curriculum Director

Technology Coordinator

Two Elementary Staff

Two High School Staff

These people were asked to attend a staff meeting in order to discuss the additional computers and what the best way to train teachers to integrate the technology into their curriculum areas and utilize them to the best of their abilities.

Section III: Flowchart
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Generating Phase:

During the first meeting the principal began by questioning the group using a technique called perception sharing as to how they thought the computers could best be utilized within the individual classrooms.  During this questioning time he/she was asked questions such as "“What do you think about having more computers in the classrooms?”; “How is it going to affect your teaching within your classroom?”; “What have others been saying regarding the addition of computers to their room?”  Once all the key members had a chance to voice their thoughts and opinions, they were asked to write down their ideas and perceptions of the situation. Out of this activity, it was found that a problem did exist with teacher training in the area of integration of technology into curriculum areas.  The group stated the problem as follows.

Problem:  

What staff development programs are going to be the most beneficial to the staff in becoming competent users of technology as well as infusing technology into their curriculum?

Once the group had determined the problem, popcorn brainstorming was used to generate ideas on how to get teachers to use the new computers positively within their classrooms and therefore what type of teacher in-services should be offered.  All ideas were encouraged and recorded using individual post it notes.  Each person was given a pad of post it notes and was asked to record any thought they had in conjunction with teacher inservice in regard to the new computers.  The post it notes were stuck to the blackboard in the meeting room
.

Comments found on the post it notes:


Word Processing


Don’t take too much time


Enhance Lessons


Curriculum Integration


Multimedia


Digital Cameras


Fix Windows Problems


Internet Use in the Classroom


Lesson Plans


Takes too much time – how to make it take less


Spreadsheets


Data Bases


Scanners


Hold during the school year


Hold at the school – not miles away


Software - what is available


Get new software – Don’t’ like what we have

Once the ideas were generated they were organized into an affinity diagram after a group discussion to clarify them and to remove the duplicates.

. 

Affinity Diagram

Curriculum Integration
Basic Troubleshooting
Software
Time
Uses

How to integrate computers in
Windows
No time to preview
Too long
word-processing

Creating lesson plans
Printers
What is available
Should be held during school year
databases

Does it enhance

lessons
software
How to use what is available
Have to travel to far – should be held at school
spreadsheets

Waste of time 

Don’t like what is available

Multimedia

Takes too much time



Internet





Digital Cameras





Scanners







The group discussed the diagram and decided that some research needed to be done on how area schools were handling teacher training in these areas and a process called information sharing used with the group.  One of the elementary teachers had a good friend who had presented at the TIE conference the last couple of years regarding curriculum integration.  She volunteered to talk to her friend.  

The network administrator said that he/she would compile a list of software available to the staff members as well as age levels for the software and have it available.

One of the high school staff members volunteered to do some research on peripherals and report back to the group.  This left the area of troubleshooting.  The principal agreed to find out what was available in this area.  The group decided that this research could be done within a month so that they could share the information at the next meeting. 

When the group met again they had the information gathered that they were responsible for.  Each person shared with the group what they had found out.  Once everyone had shared with the group, they prioritized which issue was the most important to address first.  Ranking was used to do this.  Each member of the group ranked the issues from what they thought was the most important issue to deal with during in-services highest to lowest with 5 being the highest using a process called light voting.

Person
Integration
Troubleshooting
Software
Time
Uses

Curriculum Director
5
1
4
2
3

Technology Coordinator
3
5
4
2
3

Elementary #1
2
1
5
4
3

Elementary #2
4
1
3
5
2

High School #1
3
5
2
4
1

High School #2
4
3
5
1
2


21
16
23
18
14

The data was then put into a Pareto Chart for the group to analyze the data.
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In viewing the chart, the group found that software ranked highest with the majority of the group, with integration ranking second. After much discussion the group felt that both issues could be addressed at teacher inservices since the group obviously felt both were a high priority.

Teacher inservice was planned addressing these two issues for right before school starting.  In order to measure the data, it needs to be measured over time.  Since the in-service has not been held yet the run charts cannot be developed at this time.  The group is anxious to hold the in-services and evaluate the data gathered.  The data that they intend to gather will focus on how well the teacher in-services helped the teachers to integrate technology into their curriculum and how effective the in-services were as a whole.  They hope the run charts looks similar to the following.


[image: image3.wmf]Level of Satisfaction

0

5

10

15

Series1


Once the teacher in-services are held and over the group plans to meet again to discuss the data and run through a process called plus/delta.  It is a process whereby the group will identify the positive (plus) items that went well and the negative (delta) items that need to be changed for the upcoming year.

Problem-Solving; System and TQM Tools:

Problem solving is a system and it needs to be an organized system.  It can be simple or more complex as in my example above.  There are two stages to the system.  First of all a problem has to be identified by a group of people involved.  That is key – one person cannot identify the problem or solve the problem.  It needs to be done by all people involved.  Once the problem is identified then it needs to be solved using a systematic approach.  One such approach is the TQM process.  Through the use of these tools, the problem then can be solved in a manner that is acceptable to the group as a whole.  It is important to remember that once the problem is solved it needs to be evaluated to see if the process worked and what changes if any need to be made.  

Why I used the TQM tools that I did:

Perception Sharing:

Perception sharing was used to help identify whether or not a problem really existed in the eyes of multiple people within the school and was not the perception of just one person.  The team as a whole was asked for their opinion and their perceptions on the issue.    Using this helped to identify whether or not the problem was actually a problem.

Popcorn Brainstorming:

Popcorn Brainstorming was used to get ideas on what issues to address during inservices.  It was a chance for a lot of ideas to be thrown out onto the table for everyone to think about.  It is a good way to generate ideas quickly from a group and to get a broad range of ideas.

Affinity Diagram:

This was an organizational tool.  It gathers large amounts of information and groups it according to categories.

Information Sharing:

The group had a large amount of information to gather and bring back to share with the group as a whole.  It made sense to divide the research up amongst the group and have them report back their findings.

Light Voting:

This was used to help prioritize the categories of teacher in-service that the group identified that needed to be addressed.  With each member voting and then the data analyzed, the group could make a decision on what to address. Putting it into a chart helped the group members to identify the key points that needed to be addressed.

Run Charts:

It is important to have a means of analyzing the data collected and run charts are one way in which to do this.  The data needs to be analyzed so that changes can be made to the process if need be.

Plus/Delta Activity:

It is important to identify what worked and what did not work in the process.  This activity helps the group to identify this so that they know what to change for the next year.

Examples of Data Collection:

Included within document.

Plus Delta 


To analyze what went well and what needs to be changed for net year.
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		Person		Integration		Troubleshooting		Software		Time		Uses

		Curriculum Director		5		1		4		2		3

		Technology Coordinator		3		5		4		2		3

		Elementary #1		2		1		5		4		3

		Elementary #2		4		1		3		5		2

		High School #1		3		5		2		4		1

		High School #2		4		3		5		1		2

		Total		21		16		23		18		14
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