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About This Guidebook
Students live in an on-demand, technology-dependent
world. They learn differently and approach schoolwork
differently than students did even a few years ago.
This impacts learning, and some school districts are
addressing students’ need to get answers instantly, to
communicate as they learn, and to create information
and share it with others. With 1:1 computing and wire-
less Internet access, students are able to learn in an
environment where technology brings subjects to life
and where students can own their learning environ-
ment and are so engaged that learning is meaningful.
Establishing this new environment for such learning
takes careful planning and consideration. We hope that
the information in this guidebook provides you with
useful advice, best practices and practical strategies. 

While the success of any plan depends on individual
goals, environments, planning, and personnel, certain
strategies and ways of thinking emerge as universal.
We address these issues in this guidebook to help cre-
ate and implement an effective 1:1 initiative. In simple
terms, the issues are planning, leadership, funding,
infrastructure, professional development, instruction,
evaluation, and sustainability. 

Establishing well-defined goals and objectives is one
of the most important components in implementing
an effective 1:1 computing program. The key as you
begin the goal setting process is to focus around stu-

dent learning and aligning your technology policies
and instructional supports with them in mind. We
hope that the advice in this guidebook provides you
with useful guidance, best practices and practical
strategies. 

Students and Technology 
To anyone born within the last eighteen years, tech-
nologies such as cell phones, laptop PCs, and MP3
players are staples of life. They’ve never known a
world without technology such as, video games, email,
and instant messaging. News reports and studies con-
firm that the media habits of today’s youngsters are
very different from that of their parents and teachers.
They’ve been called digital natives, who automatically
accept new technologies as their own, while adults
are digital immigrants who have to adapt to new tools
and new ways of doing things.

According to the 2005 Pew study Teens and the
Internet, 87% of teenagers use the Internet. 51% of
them say they go online daily. 84% report owning at
least one personal media device: a desktop or laptop
computer, a cell phone or a Personal Digital Assistant
(PDA). And 44% say they have two or more devices.
45% of teens have cell phones and 33% are text 
messaging. 75% of online teens — or about two-thirds
of all teenagers — use instant messaging. Going to
Junior High seems to be the tipping point when many
teens who were not previously online get connected.
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While about 60% of the 6th graders report using the
Internet, by 7th grade, it jumps to 82% who are
online. From there, the percent of users for each
grade climbs steadily and reaches 94% for eleventh
and twelfth graders.

What do teens do online? According to the Pew study,
these are the percentages of teen Internet users who
do the following online:
• Send or read email 89%
• Go to websites about movies, TV shows, music

groups, or sports stars 84%
• Play online games 81%
• Go online to get news or information about current

events 76%
• Send or receive instant messages 75%
• Go online to get information about a college, 

university, or other school they are thinking of
attending 57%

• Look for news or information about politics and the
presidential campaign 55%

• Buy things online, such as books, clothing, or 
music 43%

• Send or receive text messages using a cell phone 38%
• Look for health, dieting, or physical fitness informa-

tion online 31%
• Look for information about a job online 30%
• Look for religious or spiritual information online 26%
• Look for information online about a health topic

that’s hard to talk about, like drug use, sexual
health, or depression 22%

Schools and Technology in the
21st Century
Technology and technology-empowered students are
here to stay. Schools can either capitalize on young
people’s affinity for technology or fail to engage them
in learning and be perceived as more and more irrele-
vant. Logically, without technology, schools will not be
able to prepare students for an
increasingly technology-driven
world of the future. 

Thus technology-empowered
learning is a requirement for any
education institution to be an
effective school. Learning for the
21st Century, a report from the
Partnership for 21st Century
Skills, explains how schools 
can best prepare students to 
succeed; it focuses on six key

elements of 21st century learning that rely on 
technology as tools.

The report challenges schools and policymakers to
expand their focus beyond students having basic com-
petency of core subjects to their understanding the
content at much higher levels. It proposes that stu-
dents need to know how to think critically, apply
knowledge to new situations, analyze information,
comprehend new ideas, communicate, collaborate,
solve problems, and make decisions. It stresses the
need to incorporate information and communication
technologies into education from the elementary
grades up and use experiences that are relevant to
students' lives, connected with the world beyond the
classroom, and based on authentic projects. The
report recommends moving beyond standardized test-
ing as the sole measure of student learning; balancing
traditional tests with classroom assessments to
measure the full range of students' skills, and using
technology-based assessments to deliver immediate
feedback.

1:1 Computing Defined
Over the years, the question of how many computers
per student or per classroom has emerged as a pivotal
issue. Advocates for different perspectives agree that
technology-enabled learning is important and the
question is really one of available funds. The ideal is
1:1 computing, an environment in which students use
computing devices, such as wireless laptops or tablet
pc computers in order to learn anytime and anywhere.
Yet, the focus is not on the technology.  It is about the
paradigm shift in how instruction is delivered and the
spark that is created in students that provides a new
sense of enthusiasm and ownership in their learning.
In today’s global economy, most adult workers use indi-
vidual personal computers; they collaborate on projects
but do not share computers.  Student learning improves
when they too have anytime, anywhere access.
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“ Usually such overwhelmingly positive results 
like this aren’t seen for three or four years
out.  Clearly, our 1:1 computing program is
doing what it is designed to do for our school
children – enhance student learning and
achievement in core academic subjects.”— Bruce Montgomery

Director, Michigan's Freedom to Learn 1:1 program



According to Lessons Learned About Providing
Laptops for All Students, a report by the Education
Development Center (EDC), “One-to-one computing
environments are different from what one traditional-
ly finds in most school settings because they offer all
students and teachers continuous access to a wide
range of software, electronic documents, the Internet,
and other digital resources for teaching and learning.”
It’s all about access to information, engaging students
and encouraging them to take responsibility of their
own learning.

Goals for 1:1 Programs 
1:1 computing addresses many challenges in education,
which makes it attractive as a strategy. Each district
will develop its own goals during the planning process,
but some common goals for 1:1 programs are:
• To improve equity of access to technology
• To improve the quality of learning
• To institute and support best practice in 

technology integration
• To improve student learning of content
• To institute formative assessments and 

differentiated instruction
• To increase performance on standardized tests
• To improve student ability to become lifelong learners
• To prepare students for the world of work
• To improve the home-school connection

What Works
Early research shows that 1:1 computing produces
impressive results. In several of these studies, researchers’
findings indicate that 1:1 computing provides greater
access to resources, information, and up-to-date
instructional content for more students and families
as well as increases student motivation, engagement,
interest, organization, and self-directed learning.
Educator benefits were found to increase professional
productivity, encourage greater collaboration, and
improve home-school communication.

More recent 1:1 computing initiatives point to improve-
ment in student attendance, academic rigor, individu-
alized instruction, cost savings, and Adequate Yearly
Progress (AYP) goals. In Las Cruces, New Mexico, for
example, the district has developed new technology-
based curriculum units in math, science, English and
social studies. Student attrition was reduced by 50
percent in the historically worst performing schools.
They improved community outreach and enrolled
more at-risk students. Patricia Miller, former Director
of Technology says, "Technology is helping to increase

the rigor of our academic program, and at the same
time, stimulate curiosity and more interest among
students in completing their education."

In Floresville, Texas, teachers have developed new
skills in using technology and as a result, students are
receiving more individualized education. The district’s
goal of student-centered learning is taking place in all
classrooms. According to Melissa Ramos, Executive
Director of Technology, “The 1:1 solution has proven to
be ideal for our educational purposes and delivers
excellent total cost of ownership for the district at the
same time."

In Michigan’s statewide 1:1 program, attendance
increased and student test scores improved as part 
of AYP goals. In January and February 2005, schools
took the standardized MEAP (Michigan Educational
Assessment Program) test, following the implementa-
tion of the 1:1 program in the fall of 2004, providing
initial data on the effects of the program. Results
from the tests show:
• In Bendle Middle School, proficiency on reading MEAP

scores increased from 29 percent to 41 percent for
7th graders and from 31 percent to 63 percent on
8th grade math scores.

• In 2004, Leland Middle School students were 53
percent proficient in MEAP writing, six percentage
points above the state average of 47 percent. This
year they moved to 87 percent proficient – a jump of
34 percentage points – and well above the state
average of 53 percent.

• Across the Eastern Upper Peninsula ISD, student
proficiency on standardized tests has increased in
both science and math in just one year: science from
68 percent to 80 percent and math from 57 percent
to 67 percent.

• Nearly all middle schools in the Flint school district
are participating in 1:1 program. Some of the most
powerful and positive results have been found in
reading and math scores. This year, 7th grade read-
ing scores jumped from 29 percent to 41 percent
and 8th grade math scores increased from 31 percent
to 63 percent.

“Usually such overwhelmingly positive results like 
this aren’t seen for three or four years out, says
Bruce Montgomery, who runs the program.  “Clearly,
the 1:1 program is doing what it is designed to do for
our school children – enhance student learning and
achievement in core academic subjects.” 
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In Chapter 1 we mentioned the need to set goals. It is
also important that districts begin their journey into
1:1 learning by carefully designing a roadmap.  This
roadmap will help them get from where they are to
where they want to be and realize those goals. Typically,
this process involves analyzing the current situation,
formulating strategies, and planning for implementa-
tion. Here’s a warning: Launching a 1:1 program is not
easy. Implementing it is harder. It is worth the struggle
because an effective 1:1 program can revitalize a
school and transform the lives of teachers, students
and families. Careful planning is essential. A solid plan
will help districts initiate and sustain the program.

Taking the First Step
Analyzing your current situation is an important first
step. In order to address 21st century needs, schools
have to engage in continuous renewal and improvement.
Like corporations, schools are institutions that have
to reinvent the way they do business in order to keep
up. Reasons why may include lack of student achieve-
ment, especially in math, science, and engineering;
decreasing student engagement in traditional forms
of learning, and the need to prepare students for the
21st century workforce and global economy.
Technology is important. 

Where do you start?  There are a number of tools that
schools can use to evaluate the existing situation. For
example, a SWOT (Strengths, Weaknesses, Opportunities,
and Threats) analysis can help pinpoint the areas that
need attention. Strengths and weaknesses are inter-
nal to the district and opportunities and threats are
external factors. An educational SWOT analysis would
help planners decide where the organization stands
and what it needs to do to reach its goals.

Your analysis should focus on successes and
resources, note areas that need improvement, capital-
ize on new strategies that can come from changes in
such things as technology, local policies, and funding
sources and flexibility, and determine how to avoid
pitfalls. A planning team would use this tool to decide
where the organization stands and what it needs to
do to reach its goals. The Mindtools and Education
World Web sites provide more information on doing a
SWOT analysis.

The technology planning process is your road map for
implementing the technology that a district needs.
Technology policies and goals should be aligned with
instructional objectives, standards, and assessments,
and the results should lead to better student achieve-
ment. Combining the technology planning and instruc-
tional components with help you achieve you district’s
goals for student learning.

According to the EDC report cited in Chapter 1, “…a
comprehensive, systemic approach is needed if the
initiative is to achieve the desired goals.” According
to the National Academies of Science, "A view of a
system requires understanding the whole in terms of
interacting component subsystems, boundaries,
inputs and outputs, feedback, and relationships.”
Components that interact include teaching, learning,
administration, and finance.

As part of the process of creating systemic reform,
districts must develop processes to initiate, implement,
and sustain change. Because everything is related,
changing one factor may impact another. Factors to
change include:
• Creating the technical capacity 
• Building public, political, and professional support 
• Developing policies that are capable of promoting

and sustaining reform 
• Providing adequate financial resources
• Conducting meaningful evaluation 

Systemic thinking helps planners find the relationships
among structures and identify how they interact.

Technology integration should happen along with
planning for school improvement, budgeting and
implementation. With a systems approach, districts will
integrate technology goals with goals for curriculum
and instruction, student achievement, school governance
and professional learning if they are to prepare students
for the 21st century and global competition. To ensure
adoption and implementation, each step of the planning
process should include teams that involve all stake-
holder groups (and yes – even students!) in meaningful
planning activities and decisions.  

Dixie Conner in Education World’s “Utilizing the Matrix
Format to Create Effective Planning Documents”
writes, “If school districts are going to meet the dual
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challenges of No Child Left Behind legislation and
budget cuts, future district-wide planning documents
need to contain well-organized action steps; steps
designed to reach curriculum and professional devel-
opment goals and to meet the needs of every child,
teacher, administrator, and parent the district serves.
In other words, planning documents need to be both
usable and effective.”

To accomplish that end, district planners can create
user-friendly and practical formats such as a matrix
to simplify the process. A matrix format allows dis-
tricts to see clearly — on a single page — where they
want to be in 3-5 years, and to visualize the steps
they need to take to get there. In addition, a matrix
can be set up to demonstrate alignment among all
planning documents, resources, funding sources, and
state and national requirements. Factors to consider
for each goal include:
• Objectives 
• Activities and benchmarks
• Monitoring and evaluation
• Timeline
• Person Responsible
• Budget
• Alignment to other planning documents

Examples of matrix-formatted planning documents
that districts have used successfully are available at
Education World.

Goals and Strategies 
Technology planning for a 1:1 program can serve as a
catalyst for planning a school or district’s comprehen-
sive school reform initiative. With any large-scale
investment, districts have to identify their primary
goals. For example, a 1:1 program would support the
goal of increasing student learning and achievement
by creating student-centered environments where
youngsters can reach beyond the classroom walls for
information, expertise, and resources at anytime and
from anywhere. Note that the goal is not simply to
implement a 1:1 program; rather, the goal is to
increase student performance by creating student-
centered environments.  The distinction is subtle yet
important. 

One way to approach goal setting is for planners to
list five to ten goals that they have in place and what
results they want to see in each year for the foresee-
able future. For example, a goal of increasing student
achievement should specify by how much and over
what time frame and include what measures will be
used to determine if goals are achieved. In addition,

since accountability at all levels is critical, goals must
be set for students, teachers and administrators. For
example, goals can include:
• Students - to become self-directed learners
• Teachers - to create 

student-centered, 
constructivist classrooms

• Administrators - to provide support for the changes
in climate, culture and expectations that will emerge
with a school world that is fundamentally different
from traditional practice.

According to the EDC report mentioned in chapter 1,
“Policymakers’ goals for laptop initiatives include
increasing economic competitiveness, reducing
inequities in access to computers and information
between students from wealthy and poor families, and
raising student achievement through specific inter-
ventions, such as improving students’ understanding
of algebra through the use of education software.
Other reasons cited for supporting laptop initiatives
include improving classroom culture, increasing 
students’ engagement, making it easier to differentiate
instruction according to students’ needs, and solidifying
home-school connections.”   

Individual districts will determine the goals that best
suit their needs. As an example, the goals for 1:1
teaching and learning of the Michigan 1:1 computing
program are in the sidebar below along with the find-
ings on progress in achieving the goals.

Once goals are established, school leaders and planning
teams will develop five to ten specific objectives that
related to each goal. Objectives answer the questions,
“What are you going to do to achieve the goal?” and
“What do you want to accomplish?”  The action plan
specifies who is going to do it, when, and with what
resources. Compiling the list of action items in a
matrix makes them easy to understand and monitor
progress.

Below is an example based upon 
Dixie Conner’s matrix approach

Goal 1: Ensure that students, parents and staff have
convenient, appropriate and equitable access to the
uses and tools of technology to improve student
learning both during the school day and after school
hours at all sites.

Below is an example based upon 
Irving Intermediate School District’s 
Long-Range Plan for Technology 2004-2007
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Objectives
Implement Alignment
a 1:1 pilot in to other
sixth grade Activities/ Monitoring/ Person planning
classrooms. Benchmarks Evaluation Timeline Responsible Budget documents

End of Yr. 1 All sixth Teacher Annual Curriculum General School
Prepare grade participation Complete Director fund/other Site Plans
teachers teachers in PD and June grant 2006
through achieve their level of 2006 sources
professional technology expertise
development. integration in 1:1
standards techniques

Professional Development Goals
Goal #2: Ensure educator professional development
is ongoing, standards-based, and of high quality. 

Objective #1: Provide 30% of the day towards time
for staff to learn about technology integration. 

Budget Amount: $700,000 

Teachers need: 
- A variety of methods and ample opportunities to

develop their own technology-related competencies 
- To know how to effectively integrate technology into

the learning environment
- To collaborate with others and share best practices 

Administrators need:
- To model technology 
- To help teachers plan for effective use of the 

available tools

To summarize, the steps in the planning process are:
1. Conduct an environmental scan.
2. Conduct a SWOT analysis.
3. Form planning teams.
4. Define the mission and vision.
5. Establish goals and objectives.
6. Define strategies and specific action plans for

achieving the objectives.
7. Format the plans in a matrix (really, a project plan).
8. Establish the monitoring and evaluation process

(discussed next).

Source
Person(s) of Funds/ Formative Summative

Action Items Responsible Timeline Resources Evaluation Evaluation

1. Establish All Staff Ongoing Time to Learning Educators will collaborate
online learning share communities with others electronically
communities ideas are created, Number of hits
anytime, listservs Number of job alike
anywhere. courses created

2. Provide Director of Ongoing Tech ITSs conduct Number of hours provided
technology Inst. Tech., Allotment training at at each campus
training Tech campuses Evidence of technology
that is job Coordinators, on specified being used in the 
embedded. ITSs topics classroom

3. Provide more Asst to the TBA Two days District Teachers have more time
time for staff Supt Staff of student calendar is to learn and collaborate
development Dev. Coord. instruction changed to with colleagues
through the IISD Board provide two
district more days 
calendar. for teacher 

training, waiver 
submitted 
to state



Monitoring and Evaluation
How do you measure the outcomes of these goals? 
In this era of accountability for results, it is important
to monitor any new program’s progress and evaluate
outcomes. Careful attention to monitoring and evalua-
tion is critical to building success and replicating best
practices. As part of the planning process, participants
should identify an evaluation team that will determine
what will be measured and how. Evaluators will look at
such outcomes as teachers’ instructional techniques,
students’ learning activities and degree of engagement,
professional development needs, and impact on student
achievement. Establishing measurable benchmarks
prior to the program’s implementation allows for a
stronger and clearer “before and after” evaluation.

Both qualitative and quantitative measures are needed
to determine success. For example, observing classroom
performance provides a picture of student engagement
and use of technology and shows how teachers imple-
ment new methodologies. Using participant surveys
and assessing students’ skill development after the
introduction of technology provides data that determine
participant acceptance and student improvement. The
use of control groups can provide additional evaluation
of program success. 

Evaluations of 1:1 programs can also include a Global
Descriptive study that examines the implementation
and outcomes. Such a study would include observa-
tions of instruction; perceptions from key stakeholders,
and analyses of high stakes test scores to examine
the extent to which the program goals are being
attained. For example, the Center for Research in
Educational Policy/Educational Innovations (CREP/EI)
at the University of Memphis is using multiple data
sources for its Global Descriptive Study of the 1:1 
computing program in Michigan. An example of a 
similar study by CREP/EI can be found in Deborah
Lowther and Steve Ross’ 2003 paper, Influences of
Using Laptops in the Classroom. One additional study
is at the University of Memphis and another at
Ubiquitous Computing.

A Quasi-Experimental study could provide a more
intensive and controlled investigation using scientifi-
cally based research methods. This study would 
gather in-depth information regarding the impact of
the program through tools such as interviews and
questionnaires that look at technology integration as
well as school climate. Randomly selected students
would also complete technology related performance
assessments.
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How Michigan’s 1:1 computing program is meeting
its goals.

GOAL 1: Enhance student learning and achievement
in core academic subjects with an emphasis on
developing the knowledge and skills requisite to
the establishment of a 21st century workforce.

FINDING: Student scores on the MEAP increased
after their participation in the program. Results
identify 1:1 as the reason for this increase.

GOAL 2: Provide greater access to equal educa-
tional opportunities through ubiquitous access to
technology.

FINDING: 1:1 computing program primarily serves
urban and rural schools that are designated high
need on both academic and socioeconomic criteria.  

GOAL 3: Foster effective use of the wireless 
technology through systematic professional devel-
opment for teachers, administrators and staff.

FINDING: After spending for devices, the greatest
proportion of funds is devoted to a four-phase, 
four-year professional development program for 
all teachers, administrators, and technology staff.

GOAL 4: Empower parents and caregivers with 
the tools to become more involved in their child's
education.

FINDING: Web-based applications allow parents
and caregivers to follow and monitor student
progress, homework and assignments online. 

GOAL 5: Support innovative structural changes 
in schools and sharing of best practices through
the creation of human networks among program
participants.

FINDING: Professional learning roundtables for
teachers, administrators and technology personnel
foster connections and sharing of best practices
and troubleshooting and are leading to comprehen-
sive school reform. 

Goals & Results
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Another, equally important assessment component
would be the teachers’ use of a classroom level forma-
tive assessment tool with students. Assessments would
measure student improvement of state curriculum
standards and grade level benchmarks. The evaluation
would gauge teachers’ use of formative assessments to
measure students’ progress and adjust teaching and
learning strategies accordingly.  

In Michigan, for example, teachers use Scantron’s
Assessment Connection™, which is tied to Michigan’s
Grade Level Content Expectations and Curriculum
Framework. Teachers have access to scientifically
based questions that are tied to standards for class-
room level assessments.  Instruction is then tailored
according to students’ group and individual data.

Research Results 
Michigan’s 1:1 teaching and learning initiative, 1:1 
computing program, is engaged in implementing these
evaluation measures and has partnered with the
Center for Research in Educational Policy/Education
Innovations (CREP/EI) at The University of Memphis
for evaluation. Preliminary results indicate a measure
of success in reaching each of the goals identified
here. See the sidebar for details.

Results in Walled Lake, Michigan were positive as well.
Wayne State University and the University of Memphis
conducted a three-year study on the effectiveness of
learning activities, technology usage, writing achieve-
ment, and problem-solving ability. Benchmark assess-
ment and MEAP scores were analyzed. The Year 3
evaluation of the laptop program was structured

around six primary research questions that focused
on classroom practices, student achievement, and
student behaviors and attitudes. Results of this study
suggest positive impacts of students using laptop
computers as learning tools. However, students who
had continuous access to the laptop computers in 1:1
programs had significant advantages over students
who only had classroom access to laptops from a
mobile laptop cart.

Anecdotal Measures of Success
By Patricia Miller

Anecdotal information also provides insights into the
benefits of a 1:1 computing program. District schools
collect and maintain such data as attendance, free/
reduced lunch participation, ethnicity, home language,
GPA and specific course grades. In addition, they can
use observational assessment tools such as a rubric
to evaluate student competence with technology. For
example, students in Fort Sumner Municipal Schools
in New Mexico used a rubric of Basic Student Skills
Continuum in Technology that was keyed to ISTE’s
National Educational Technology Standards (NETS). 

Teachers of grades K-8 assessed student skills in
word processing, spreadsheet, Internet, productivity
and communication tools, multimedia, and database
skills. For example, they noted at what point students
mastered each of the following skills. More information
is available online.
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Grade Level Internet Skills Date Mastered

K-2 1. Knowledge of “netiquette”-acceptable use on the Internet and District 
Acceptable Use Policy (AUP) agreement

2. Access Internet browser
3. Access web pages using Favorites or a hyperlink

3-5 4. Conduct simple searches
5. Conduct complex searches
6. Save text or graphics from web pages
7. Copy/Paste text or graphics from web pages
8. Use information accessed on the Internet in integrated learning projects
9. Knowledge and adherence to copyright laws

6-8 10. Evaluate credible Internet resources (Information Library)
11. Know correct annotation of Internet resources within a document or 

presentation



Another important step in implementing any new
change-generating program is to evaluate your education
landscape and each major aspect of the system that
exists. Considering all of the components that affect a
successful implementation and getting buy-in for the
program from all stakeholders can be one of the biggest
challenges in creating a 1:1 learning program. Many 
factors are involved and they may vary from district to
district. Common factors that make up the education
landscape are leadership, technology readiness, staff
readiness, and community support and understanding. 

Evaluating the Status Quo
The process of evaluating the status quo includes look-
ing at infrastructure and people’s readiness to change. If
the technical infrastructure can’t handle new demands,
plans have to include how to upgrade it. If the individuals
who are needed to make change happen are not ready
to implement new ideas, technologies, or other aspects
of change, planners must design effective and worth-
while staff development to prepare them. If current
funding levels won’t support new programs, planners
must find strategies to get those funds allocated. 

Evaluating the key areas of leadership, technology,
teachers, the community, and funding are important
before creating a 1:1 plan. Change happens only when
everyone and everything are ready. Michigan’s 2003-
04 1:1 computing program School Readiness Rubric
(see page 13) is an example of a rubric that can be
used to assess these areas as part of your planning
process.

Leadership
The second step is to anticipate change and get 
buy-in for the program from all stakeholders. These
stakeholders might also include the school board and
community. Schools face a variety of challenges and
opportunities in trying to implement any new program.
Behaviors will need to change and leadership must be
encouraged at all levels. For example, 
• Teachers will need to adapt and change their 

teaching styles. 
• Administrators will need to provide the support,

time and resources for teachers to prepare. 
• Technology staffs will need to make the infrastructure

work consistently and reliably.  
• School board members and Superintendents will

need to establish policies regarding Internet access,
student responsibility, insurance, data management
and back up, and security. 

• Parents and community members may need to fund
technology programs and policies. 

• Districts will need to implement sophisticated database
management to monitor and support academic progress.

Technology Standards for School Administrators
states, “Comprehensive implementation of technology
is, in itself, large-scale systemic reform and leadership
plays a key role in successful school reform.” The
standards below suggest the role for administration in
enhancing learning and school operations by using
technology. These are the traits of effective leadership.

I. Leadership and Vision:
Educational leaders inspire a shared vision for com-
prehensive integration of technology and foster an
environment and culture conducive to the realization
of that vision.

II. Learning and Teaching:
Educational leaders ensure that curricular design,
instructional strategies, and learning environments
integrate appropriate technologies to maximize 
learning and teaching.

III. Productivity and Professional Practice:
Educational leaders apply technology to enhance 
their professional practice and to increase their own
productivity and that of others.

IV. Support, Management, and Operations:
Educational leaders ensure the integration of technol-
ogy to support productive systems for learningand
administration.

V. Assessment and Evaluation:
Educational leaders use technology to plan and imple-
ment comprehensive systems of effective assessment
and evaluation.

VI. Social, Legal, and Ethical Issues:
Educational leaders understand the social, legal, 
and ethical issues related to technology and model
responsible decision-making related to these issues.

3. The Education Landscape 
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For more specific information and direction on leader-
ship, please see chapter 4.

Technology Readiness
A technology readiness assessment examines the
existing infrastructure demonstrated technology
capabilities against new program goals, technology
requirements, and expansion plans in order to deter-
mine the level of sophistication of the current system
and its needs for future growth. Steps include:
• Determine the real needs for technology 

infrastructure now.
• Evaluate the ongoing needs.
• Evaluate staff capacity
• Get estimates from outsourcers on system upgrading

and maintenance.
• Clearly communicate system status and needs.

Over the years, most schools have purchased 
technology for classroom and office use. It may have
been a carefully planned investment or a hodgepodge
of computers and peripherals that were needed for
specific purposes at any given time. Through eRate
funds, many districts have wired the schools for
Internet connectivity but may not have the complete
network to support it. Assessing the current technology
infrastructure is key to planning. Some components
will be useable; some will need updating or replacing.
The backbone network itself, if it exists, may need 
an overhaul. 

Planners should assess the technology infrastructure
to see how close each school is to being ready on
Internet bandwidth, the network, network support,
and end user support. Only after that information is
known can planners decide what technology is needed
for the future. Optimal criteria would be:
• The building has a dedicated T-1 connection or

greater to the Internet & has unused bandwidth
capacity sufficient to provide 100 Kbps per new
wireless device.

• At least one free or unused functional Ethernet port
exists in more than two thirds of the building’s
instructional rooms and the network has the capacity
to add additional computers.

• The average response time to network problems in
the building is one day or less.

• The building has at least one trained and qualified
person available whose primary responsibility is to
assist teachers and students with technical end user
support issues.

For more specific information and direction on networks,
please see chapter 9.

Principal Readiness
In individual school buildings, where educators often
feel isolated and unconnected to decision-making, any
large-scale change creates a sense of unease. In a
school district that is planning for technology integra-
tion, school building leaders, the building principal in
particular, must anticipate and prepare themselves
and those who report to them to accept change
gracefully. His or her leadership skills have a direct
impact on the success of the program. Planners
should evaluate principal leadership skills in the 
following areas:
• Promoting cooperation among staff
• Promoting a sense of unity among staff
• Developing a shared understanding of purpose
• Developing a shared vision of what the school could

be like
• Supporting a climate and culture for change
• Supporting teachers to take risks
• Communicating with staff, parents, students, and others
• Providing professional learning opportunities for staff
• Providing feedback, involvement and troubleshooting
• Creating opportunities for teacher to teacher training

and support 

Teacher Readiness
Teachers are crucial to implementing technology 
integration and new methods of teaching. Without
teacher buy-in, the learning environment does not
change. Developing teacher readiness is important 
for the classroom changes that occur with true 
technology integration. Steps include:
• Determine a reasonable timeline. 
• Identify a small cadre of teachers interested in

expanding and integrating technology in their 
classrooms.  

• Provide a series of developmental professional
learning experiences for these educators.  

• Focus on technology integration 
• Establish the expectation for teachers to practice,

communicate with others, and self-evaluate  
• Use these teachers’ classrooms as laboratories 

for a pilot
• These teachers become trainers within their buildings

There are resources to identify teachers’ readiness 
to use technology in the classroom.  Following are
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sample rubrics from My eCoach that teachers can use
to assess their readiness. The first chart below helps
determine teacher comfort level in using technology.
The second chart helps determine teacher readiness

to integrate technology and use new pedagogies. Both
will help planners design professional development.
Other rubrics are available at Discovery School.

Teacher Technology Assessment Rubric

12
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II. Integration of Technology in Core Curriculum (Current Level____ Preferred Level___)

Level 1 Level 2 Level 3 Level 4 Level 5 Level 6

I have my I have I use my I have reviewed I am interested My students
students go to programs on computer the curriculum in creating create exciting
the computer computer(s) in connected to and found exciting projects that
lab or library the classroom a TV or technology curriculum expand the
on their own. that students projector to resources that involves curriculum. I
The computer can use, but present that enhance and motivates collaborate with
teacher or they are used projects and it. My students the students. other teachers
librarian as a stand- demonstrate are using I have seen (critical friends)
supervises alone program programs. My technology what other that teach the
them. I have and as a students are as one more teachers in the same subject 
not included supplement using tool that is in same grade so we are not
technology to the technology the classroom. and subject reinventing the
as part of the curriculum. for writing I have found area are doing wheel. I have
curriculum. When my projects. I use ways to adapt with technology formed

students go to interesting technology to as part of the partnerships
the lab, they software fit the curriculum. with companies,
are working on programs, curriculum I have invented agencies, or
a project that internet sites, and align with new strategies parents that
the computer and support state or of using see new ways
teacher materials as district content technology as of teaching
developed. part of the standards. part of the and learning.

curriculum. curriculum.

I. Basic Computer and Technology Use (Current Level____ Preferred Level___)

Level 1 Level 2 Level 3 Level 4 Level 5 Level 6

I am aware of I do simple I am I realize I use I explore,
the technology tasks on the comfortable technology technology evaluate, and
available but computer using can affect with my use digital
do not use it. as long as technology, student students as an information for
I am they do not but I still ask achievement instructional my work and
uncomfortable overwhelm me. for help. I use and the tool. play. I share
with the I can use a technology curriculum. Technology student work
thought of computer if for my I can manage is just like a and enjoy
using someone sets written and the technology, pencil or a collaborating
technology. it up for me oral paper, and files book. I use with colleagues.

and is available communications I create. new ways of I am learning
to support me and personal I have started enhancing the from my 
if there are use. using curriculum students.
problems. technology with

with my technology.
students.
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Community Support and
Understanding
For any program to succeed, let alone one as complex
and expensive as a 1:1 program, all stakeholders must
be involved in the process of determining what to do
and how to do it. They must reach consensus, which is
usually defined as meaning general agreement and
the process of getting to such agreement. Building
consensus means getting participants to agree and
resolving any objections in order to reach the best
decision. This involves everyone being flexible and
accepting compromise. When consensus exists, all
participants will promote the plan. 

Before they begin, stakeholders should understand
the consensus-building process they will undertake.
Some guidelines for anyone managing this process
are:
• Establish trust among the participants.
• Make sure everyone understands the issues.
• Everyone’s ideas are valuable and all should 

contribute.
• Disagreement is good but flexibility is important to

reaching agreement.

Using consensus-building strategies leads to getting
buy-in for the program from all stakeholders. The
process involves specific steps:

• Agree on goals for the project.
• Define the decisions the group must make.
• Brainstorm solutions.
• Define pros and cons of the alternatives.
• Make the decisions.
• Analyze forces for and against implementation.
• Put in place the best strategies to achieve the goals.

Building support for any program within the education
community involves issues that school districts are
used to. Use the questions below to evaluate how well
your district involves the education community:
• Is there an executive committee comprised of state

leaders, including the governor’s office, the evaluat-
ing organization and top level management? 

• Is there a statewide professional learning core 
team made up of state organization representatives,
technology and education leaders and education
associations? 

• Is there an advisory committee that includes univer-
sity faculty, school superintendents, intermediate
school district representatives, regional educational
media coordinators and other school personnel?

• Is there a regular system of communication with
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Planning for the Future
Basic components of the planning process include the
following issues and questions for the team to consider
on the road to getting buy-in from all stakeholders.

Issue Questions

Vision Where are we now and where do
we want to be in the future? How
do we get there? How will we
know that we are successful?

Leadership Who are the teacher, administra-
tor, technology and community
leaders of this initiative? What
are the obstacles/challenges?
What are the opportunities

Funding What is the total solution?  What
is the true total cost of owner-
ship?  How will we pay the total
cost now and in the future?

Implementation Where will we start?  What is the
best strategy?  Should we start
with teachers first? Should we
pilot the program in one grade
level or even in one classroom?
How will we expand the program
to all students?

Professional What initial professional develop-
learning ment is needed?  How will we

time it? What ongoing opportuni-
ties for professional growth will
teachers, IT staff, counselors, and
administrative support need?
How will we share best practices?

Situational How will implementation of a 
awareness 1:1 initiative impact the culture,

climate, budget, community, 
relationships of the school and
district? What are the pros 
and cons?

Communication Who are our key stakeholders?
Are we clearly informing them
about the plan? Do we have 
buy-in from everyone including
parents/caregivers, local commu-
nity leaders and associations?

Evaluation What metrics do we have defined
to evaluate the success of the
program?  What systems do we
have in place to identify future
adjustments that may need to be
made to the program?



Who Should Be Involved

Stakeholders from every interest group should be
included in the planning process. Anyone left out will
find reason to undermine the results.

■ School Board
■ Superintendent’s cabinet including

curriculum/instruction and technology personnel
■ Parents/caregivers and students
■ Teachers and all staff
■ Local community and media outlets
■ Business and industry partners
■ State or federal elected officials or education agencies
■ Funding agencies (those giving grants or sponsorships)

Means of Communication

Various communication means are available for school
districts to use to promote change, including: 

■ The district’s and schools’ web sites (This is a critical
source of information in today’s technology based
world.  We have found that very few schools that are
implementing one-to-one programs maintain well-
designed or informative web sites on their programs). 

■ Newsletters
■ Local newspapers
■ Listserv or other virtual discussion areas
■ School open houses and community forums
■ Press releases

Communication Plan

these groups and the wider community to share
progress on issues?  

The local community is very important and may be
critical to ongoing funding and support issues. To
evaluate how well the community is ready to work
with planners, schools and districts can ask themselves
the following questions:

• Are families included as participants in district 
decisions, governance, and advocacy through
PTA/PTO, school councils, committees, and other
parent organizations?

• Is there a history of including families in school 
decisions through school councils, committees, and
other parent organizations?

• Is there an existing collaboration with the larger
community to meet with and get and integrate input
from parents and students, businesses, local agencies,
and others who are community leaders? 

• Is their a communication plan in place that articulates
your plan or what goals the plan with achieve?  Does
the communication plan include followup to the
community on the success of the project?

Funding
All public school districts have different funding circum-
stances.  Yet all have the same funding sources: local,
state, gifts, and grants. Maximizing these resources is
challenging, particularly when most schools are locked
into contracts that use a substantial proportion (as

much as 90% in some districts) of budgets for teacher
and staff wages and benefits.  Even so, some districts
have found ways to fund 1:1 programs by acquiring
new revenue streams or redirecting existing resources.
The first step is to analyze the current budget to
identify what portion is currently being spent on 
technology and where priorities can be shifted to
result in additional funds being available for technology.
The second is to determine what the real costs of
implementing a large-scale technology program 
will be. Then the district can find ways to increase
technology budgets or find funds from elsewhere to
leverage for technology programs. 

An excellent strategy for evaluating costs is to use 
a tool developed by The Consortium for School
Networking (CoSN) to determine the Total Cost of
Ownership. CoSN’s Taking TCO to the Classroom 
project provides school leaders with tools to help
them estimate the costs involved when they build a
network of computers and wire their classrooms to
the Internet. "Ownership" in this context includes all
of the costs associated with using and maintaining
networked computers, no matter whether a school
district owns or leases them. TCO traditionally also
includes calculations of costs that may not turn up in
a budget, but that can still have an impact on school
district operations--for example, when teachers must
take time out of their day to address their own tech
support problems. Please turn to Chapter 8 for more
information about funding.
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In the previous chapter, we stressed the importance
of leadership and provided basic guidance.  In this
chapter, you’ll find more specific advice to help as you
plan for a 1:1 program.  An effective leader is someone
who commands respect, takes ownership and respon-
sibility, has expertise and experience, and who can
provide guidance and direction and inspire others to
change. Someone who is going to lead a 1:1 program
would need additional skills such as: 
• Has a clear and strong belief system that is clearly

articulated
• Has a knowledge base on 1:1 computing and its 

relationship to curriculum and instruction
• Keeps teachers and principals informed on the latest

1:1 literature, research
• Challenges the status quo and takes responsibility

for achieving results
• Has a positive attitude and inspires teachers and

principals to believe they can accomplish the goals 
• Creates the environment for success:  Establishes

lines of communication; a system for input that
includes teachers and principals in the decision
making process; a system of procedures to ensure
that problems are solved in an efficient manner

• Knows when to push folks forward and knows when
to pull back

• Isn’t afraid to make decisions and make them happen 

Change is essential to implementing school reform,
improving student achievement, and integrating tech-
nology. Real change is systemic; this means thinking
about the systems at work in a district – policies,
processes, services, information, and technology. 

According to the National School Boards Association’s
Education Leadership Toolkit, “Systemic change is a
cyclical process in which the impact of change on all
parts of the whole and their relationships to one
another are taken into consideration. In the contexts
of schools, it is not so much a detailed prescription
for improving education as a philosophy advocating
reflecting, rethinking, and restructuring.”

An educational leader will work with stakeholders
throughout the system to create a vision of what they
really want the system to look like and accomplish.
The following components represent the essential
ingredients for leaders in building a 1:1 program.

Building the Vision
A leader asks stakeholders to decide what they want
for the district’s education in the future. This vision is
a statement of values that must address the district’s
mission and goals, describe outcomes, be practical
and specific, and reflect the best thinking and judg-
ment of the community. A vision for 1:1 computing
requires knowledge of the research on technology
integration and the effect it will have on the system,
especially on curriculum and instruction. Too often
technology is offered as a solution that, in and of
itself, will raise student achievement. A leader must
guide planners to develop realistic expectations and
plans to achieve them. Some ways that a leader can
provide this guidance include:
• Examine the literature/research on 1:1 computing to

create a realistic framework regarding expectations.
• Create goals and expectations based on the research. 

4. Leadership in Action
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• Learn how to help teachers create technology
enhanced lesson plans.

• Create time for teachers to develop technology-
enhanced lessons in the context of the curriculum.

• Visit schools that are experienced in 1:1 computing.

Managing Change 
A leader creates the structure for stakeholders to
evaluate the current situation and identify strengths
and weaknesses, target priorities for improvement,
establish plans to address these priorities, measure
success, and make revisions accordingly. Everyone
wants to succeed and fear of failure is a big issue in
schools. An administrator must practice a leadership
model that demonstrates he or she knows when to
push and when to back off.  He or she should practice
a model of high expectations and high support, which
is a model of what we want employed in the classroom.
Strategies include:
• Structure a meeting schedule that allows teachers

to address all concerns from instructional to 
classroom management.  

• Be prepared to offer immediate support.  
• Learn from districts with experience to help anticipate

problems and seek input on issues where the answer
isn’t clear.  

• Practice high visibility.  
• Visit classrooms often.  
• Make it safe to take risks by praising and encouraging.

Managing change is challenging. While people who
are positive and receptive to change see the benefits
and are eager to begin, others have difficulty and are
recalcitrant. A careful leader will work with those
who are reluctant to change to overcome their fears
and encourage them to take the necessary risks.  A
leader can:
• Listen to and acknowledge different points of view.  
• Expose invalid excuses. 
• Solve problems. For example, if there are not enough

outlets, provide power strips.  
• If instructors don’t know how to build a lesson, 

provide examples and release time to visit more
experienced teachers’ classrooms.

Leadership exists at many levels. From district staff
to classroom teachers, some will accept the vision
more eagerly and become leaders in their own right.
Since entering into a 1:1 computing environment
requires a new way of doing business, everyone
involved needs ongoing support and encouragement.
Leaders must be willing to continually challenge the
status quo and foster the belief that positive results
will occur if everyone continues to work towards the
vision. Strategies include:  
• Expose tentative teachers to classrooms where the

model is working.  
• Let skeptical participants see the enthusiasm of

teachers and students who have embraced change.  
• Create situations where peers recognize problems

and help address them. 
• Be positive; don’t let negativity get you down. 
• Be attentive; be visible and listen. 
• Be supportive; meet reasonable requests. 
• Keep focused on the goals.
• Follow up! 

Changing the Culture
Stasis is comfortable. Many people believe that the
ways in which they’ve done things has been fine up to
now, so why change. A process called Force Field
Analysis is one way to overcome resistance to change.
It identifies potential obstacles within the culture – in
anything from back office to classroom procedures –
and finds strategies to address each area of concern.

In this process, participants identify the processes
that are targeted for change and evaluate the forces
for and against implementing change. In situations
where negative forces are more powerful, participants
address the issues and find strategies to decrease
anxiety of those against and reduce the negative
forces, starting with items that are least resistant to
change. From there, they develop strategies to
strengthen the positive forces for change and find
solutions that those against it will accept. Together,
they translate these strategies into action plans and
develop ways to evaluate the results. 

To implement a 1:1 program, districts should consider
the most important factors and how they affect the
success of the program. Force Field Analysis is one
strategy for evaluating the forces for and against
change that results from implementing any new strat-
egy. By understanding these forces, planners can find
ways to make the forces for a decision stronger and
reduce opposition. The process includes:
• Make two columns to list the positive and negative

forces.
• List a score from 1 to 5 for each to indicate the

strength of each force.
• Decide which forces are strongest.
• Decide which positive forces can be made stronger

and which negative forces can be reduced.
• Find strategies to accomplish both or modify the

decision. 

Staff Development
Transforming classrooms requires leaders to commit
the time and money needed for professional develop-
ment. Even when teachers are willing to use new tools
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and new methods, they need ongoing instruction and
support. 1:1 computing can transform classrooms into
constructivist student-centered learning environments.
Teachers need strategies to replace lectures and
whole group methods. It is not enough to just provide
technology lessons. Leaders must develop a compre-
hensive staff development program that offers teachers
time to learn - after school, released time during the
day, weekend retreats, summer programs, and online.
Leaders who are thinking of the future understand
that teachers also need opportunities to discuss the
curriculum, technology integration, and the best
instructional practices that will result in improved 
student learning. In addition, it is important for lead-
ers to include themselves in professional development
so they can be familiar with technology and with the
program they are asking their staff to deliver.

Classroom Management and
Technical Support
1:1 classroom looks very different from a traditional

environment and brings with it new management
issues and challenges for teachers. Even though the
benefits far outweigh the problems, teachers need
strategies for coping with emerging management and
technical issues. School leaders have to plan for their
support. Adequate professional development can
assist teachers and provide them the tools to manage
this new classroom environment successfully.  Most
important is making sure that there is technical sup-
port and that equipment works properly when teach-
ers and students need it. In addition, district leaders
must make sure that strategies are in place so that
students know what good behavior looks like. 

Strategies for success can include:
• Make sure there is adequate power.  
• While newer laptops have longer battery life, it is a

good idea to equip each classroom with ample surge
protected power strips.   

• Provide multiple printers or allow printing from any
printer in the building. 

• Create an Acceptable Use Policy
• Use filtering software
• Provide a list of relevant and acceptable Web sites

for students to access as a part of the lesson.  
• Reinforce the idea that the current discipline policy

applies to technology infractions too.
• Have a building procedure for how re-imaging occurs.
• Have loaner laptops (if possible) for students to use

while their laptop is being re-imaged.
• Have a policy in place that students can only use

software that the school or district loads.  

The IT department, the operations department, the
building principals, technical support staff, and teachers

must work together to develop plans for potential
problems prior to program implementation. A proac-
tive approach to addressing these concerns at the
outset will alleviate later problems.

Communication and Input 
Education leaders have to set up a system that estab-
lishes clear lines of communication and input before
implementing a 1:1 computing program. Stakeholders
must be able to address areas of concern such as 
curriculum integration, technical issues, and classroom
management. Without the sense that someone is 
listening, the people who feel left out will become
obstacles to achieving the desired outcomes.  

There are several ways that leaders can prevent 
this from happening. First, they can set up regularly
scheduled meetings to address ongoing and new issues,
provide insight into general dynamics and emerging
problems. Leaders must be prepared to provide imme-
diate support for problems and concerns.  Second,
leaders should use e-mail regularly because it provides
an opportunity to foster collaboration and team spirit.
Leaders can share successes, engage people in prob-
lem solving, invite stakeholders to related events, and
ensure that problems are addressed immediately.
Finally, it is essential that the all stakeholders be
informed about progress on a regular basis. 

Monitoring and Sustaining
Change
Entering into the world of 1:1 computing carries with 
it many responsibilities and challenges.  The results,
however, are powerful and will energize the school
system. District leaders should prepare participants
that a system for monitoring and evaluating will be in
place and there are systems for regular assessment.
Some strategies are:
• Use the research to inform decisions for goals.
• Create rubrics for each goal and monitor through

survey, teacher observation, and hard data such as
problem solving task, written work, attendance, 
and GPA.

• Hire outside consultant or evaluator to research
goal implementation and to evaluate progress 
on goals.

Reporting these results to the school community
including the media is a powerful way of growing 
support for the initiative. Success breeds success.
Once teachers experience the benefits of having a 1:1
environment, they will be the best advocates of and
leaders for change to others. 
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The goal of technology integration is to use technology
seamlessly in the classroom so that the technology
itself is invisible in support of learning a standards-
based curriculum. Employing technology provides a
variety of new ways to learn, and in the process, fosters
independent thinking, problem solving, and collabora-
tive learning. Students can test scientific theories
with simulations, find ways to prove ideas with multi-
media, and collect environmental data with hands-on
experiments. They can use the Internet to experience
the world through virtual field trips and find informa-
tion to prove almost any point of view. They can 
exercise their creativity with art, writing, and music
software and more. All of these opportunities mean
using technology as a tool to promote content learning.

As we’ll see in Chapter 7, professional development is
the key for educators to learn how to implement tech-
nology in their day-to-day teaching and curriculum.
Training is essential because it helps them understand
how technology supports learning and how to use
technology. 

Supporting a standards-based curriculum with tech-
nology involves learning what tools work best in
which situation, creating lessons, and monitoring their
effectiveness. All must be learned. Many districts find
that arranging professional development workshops
that provide instructional support to help teachers
hone their technology integration skills is just as
important as employing technical support staff to
troubleshoot equipment and answer technical questions.

Professional development classes provide templates
and support materials, help teachers understand
which technologies to use and when, model lessons,
offer lists of resources, and give teachers time to
learn, practice, and give constructive feedback. The
goal is to provide a learning environment for teachers
that enable them to use technology effectively in
their classroom whether they are creating new lesson
plans or converting existing plans.  As an interim step
to confidence in employing technology, teachers can
use the North Central Regional Technology in
Education Consortium’s, Scoring Guide for Lesson
Plans That Use Technology Resources in evaluating
lesson plans that use technology.

Managing the New
Environment  
As you can imagine, using technology in the class-
room changes the classroom structure, operation, and
management. Teachers learn to become a “guide on
the side” rather than a “sage on the stage.” Getting
there involves changes in philosophy and practice. In
addition, in a 1:1 environment, because students have
access to tools and online resources, teachers need
assistance adjusting to how they organize their class-
rooms and make assignments. Three categories of
adjustment where teachers will need the specific 
professional development assistance are classroom
management, student management, and time 
management.

Classroom Management 
Managing a classroom that has technology requires
advance planning. Classrooms with laptops require
even additional planning because of their mobility. As
an outgrowth of professional development, teachers
need to plan for change. They can participate in 
workshops and online courses. They can access online
professional development resources. They can observe
and talk to teachers who are already using technology
in their classrooms. They can join online discussions
to gather ideas from teachers outside of their school
or district. They can explore answers to questions
such as:

Technology use:
• How will laptops be used to differentiate instruction? 
• How will students engage in research and create

presentations and reports?
• Will students work on whole and/or small group lessons?
• How can teachers manage laptops in the classroom?  

Daily schedule:
• Will students use technology only when directed? 
• Will students use technology on a daily basis or just

for special projects?
• Will students have access to their laptops all the time?
• Will laptops really facilitate and/or enhance learning?

In examining classroom management issues, teachers
should consider both laptop carts and individual 
student laptops. Since laptop carts are generally a
shared resource within a building, certain procedures
need to be in place to ensure all computers are 
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user-ready. For example:
• Create rules for laptop distribution and storage.
• Make certain all laptops are connected to the power

supply and fully charged.
• Make certain all laptops in the cart stay together in

the same room.
• Sign up ahead of time for adequate access.

Remember a laptop cart is a shared resource.

A 1:1 laptop initiative requires specific strategies
including: 
• Providing a recharging center for laptops that need

immediate charging.
• Providing backup laptops in case of missing or 

broken laptops.
• Setting up a procedure for sharing laptops when

none are available. 
• Infusing alternative offline activities.

Teachers must set expectations and model appropriate
use of laptops prior to classroom application. Therefore,
the most important strategy is to create classroom
guidelines in laptop etiquette. These guidelines should
be clear and concise in how you expect students to
use their laptops on a daily basis. Teachers may use
the following guidelines as an example. 
• Bring your laptop to class every day. 
• Every cell phone, PDA, pager and laptop volume

should be set to mute or off when coming to the
classroom.  

• Laptop batteries should be fully charged before
coming to class.

• Laptop may not be opened until told to do so.
• Hold your laptop with two hands when removing

from case and carrying. 
• Bring your laptop to class in sleep mode to avoid

long boot-up times.
• You may not be engaged in unauthorized communi-

cation or entertainment during instruction and/or
test/quiz.

• Shut down laptop only when given permission.

These guidelines can address school wide use or be
tailored to meet specific classroom needs. Although
not listed, consequences for inappropriate behavior
should be developed as well. By and large, the guide-
lines should provide the foundation for a smooth 
transition in the consistent and appropriate use of
laptops in the classrooms.  

Student Management
Setting expectations by using guidelines is an 
important step to management but there are other
strategies to consider as well. The purpose of using
laptops is to improve learning, and teachers can keep
students focused and on task. Some of the strategies
to use include:  
• Use your laptop as a presentation tool to review the

purpose, roles, goals and outcomes of the lesson
before using the laptops. 

• Set expectations and times according to each lesson
and project When students know what outcomes are
expected, they are less likely to stray off task. Use
tools such as graphic organizers to define roles,
responsibilities and tasks. 

• Create a help system that students can use when
they have questions or need assistance. Common
objects such as a piece of construction paper or 
a sticky note can be useful as flag signals. For 
example, a green flag could signify “Everything is
okay.” while a red flag could signify “I need help.” 

• Move around the room to monitor progress and
answer questions.  

• Require students to lower laptop lids to a 45-degree
angle for any direct instruction or to show when
they have completed assignments. 

• Use a simple participation assessment system such as
a checklist or rubric so that you can grade desirable
behaviors in staying on task and working cooperatively.
Students respond more when they feel they are being
evaluated for on task behaviors. 

• Create a sign off sheet or checklist for each project-
based lesson so that you can monitor progress easily
while keeping students on task. 

You can find specific examples of these management
tips, strategies and guidelines as related to schools
and districts by conducting Internet searches. For
example, you find an assortment of online graphic
organizers at EduPlace and S.C.O.R.E.. In addition to
these strategies and the classroom guidelines, each
school district should have policies and procedures
that outline what is allowed for staff, students, and
parents at school and even at home. Some districts
have separate copyright, acceptable use, and Internet
safety policies.  

Acceptable Use Policy 
A district’s Acceptable Use Policy (AUP) establishes
the rules for how technology is to be used throughout
the district and should include student responsibilities
so that teachers have further direction on appropriate
student behavior, guiding their students, and enforc-
ing the district rules. In developing an AUP, districts
should include administrators, teachers, parents, and
students in the planning process. More information 
is available at Education World. In preparing such a
document, some items to address include:
• Who can use the district’s network and what users

can access and from where 
• How users (staff, students, parents) should behave.
• Filtering provisions to address pornography, obscen-

ity, materials and individuals harmful to children
• Monitoring of online activities of staff and students
• Protection of the safety and security of minors
• Prevention of unauthorized access
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• Rules for what is authorized use and dissemination
of personal information

• Rules for consent – who has to sign before access is
allowed

Copyright Policies 
A district’s Copyright
Policies should guide
teachers and students 
in what the law allows.
Teachers should be able
to implement fair use
regulations and students
should be taught to
understand intellectual
property rules both for
printed and online 
materials. Articles and
quizzes on copyright
are available on 
techlearning.com.

Parent
Orientations 
Teachers can do just so
much in helping students
to learn the new rules
that having technology
requires. Parents must be
informed and trained as
well. Getting parent buy-
in about the appropriate
use and maintenance 
of the laptops helps 
students behave 
appropriately and at the
same time, prolongs the
life of each computer. 

Time
Management
Making good choices
leads to effective time
management. Teachers
have to determine what
their students need to learn for each assignment.
Then they choose the best way to provide the 
material and the best way for students to learn it. 

They can begin by enhancing lessons with technology.
They start by identifying the objectives of a lesson
and looking for ways to infuse technology into activi-
ties. For example, if students were writing an essay by
hand, they could use word processing instead. Better

yet, if students were using a spreadsheet to record
data, they could use the same tool to create a graph
or chart displaying the data. Teachers can look at
what traditional classroom tools they can substitute
with technology and what offline activities would be
performed better online?  This process leads to better

time management.
Technology is enhancing
accepted activities and
improving them in the
process.  

Looking at technology-
based activities, teachers 
can locate online projects
such as hotlists, hunts
and WebQuests that
already infuse technology
within the lesson while
providing all the lesson
resources, templates 
and assessment. These
projects are often
teacher-created and offer
a tried and true option in
using effective activities
and projects. As the
result, this saves time in
creating such technology-
based experiences for
their students. A good
example of such a
resource is Bernie
Dodge’s WebQuest Page.
This site contains
inquiry-based projects
that have been developed
by teachers as well as
training and teacher
materials.

In addition, using laptops
affords teachers the
opportunity to give form-
ative assessments and
get immediate feedback
and tailor student assign-
ments to match what
they still need to know.

This saves teachers’ time in creating only necessary
lessons and students’ time in targeting what they
need to learn. 

As technology use becomes increasingly interwoven
in lessons and instructional units, it becomes increas-
ingly important to measure student progress using a
variety of tools. In addition to summative and forma-
tive tests, teachers should have rubrics, portfolios,
and other assessment tools to gauge not only how

Internet Safety Policies 
A district’s Internet Safety Policies help guide 
students to use online resources appropriately. 
In addition, conditions must be met that comply
with the Children's Internet Protection Act (CIPA)
that went into effect in 2001. All schools receiv-
ing discount rates for Internet access, service, or
connections through the eRate program have to
comply with rules on:

■ Minors' access to inappropriate
materials on the Internet or
World Wide Web 

■ Restriction of access to material
deemed 'harmful to minors' 

■ Plans to monitor minors'
Internet use at school 

■ Safety and security for minors
when using email and other
forms of electronic communica-
tion such as Instant Messaging 

■ Unlawful online activities 
committed by minors such 
as 'hacking' 

■ Unlawful disclosure, use, or 
distribution of personal 
information about minors



well students are using technology, but also how well
they are learning subject matter. In turn, this will 
provide feedback that can be used to improve future
technology integration. Teachers can access a variety
of these tools online. For example, rubrics, checklists
and quizzes are available from 4Teachers.org. 

Technology isn’t a cure-all for today’s educational
woes, but it does make student learning more 
effective and efficient if used properly.  Therefore, 1:1
computing programs should include:
• Curriculum standards and learning objectives that

are specific and focused by which technology drives
the learning through integrated lessons. 

• Technology use that leads to students learning new
information with new tools and methods.

• Guidelines and strategies that deal with effective
classroom and student management.

• Technology that enhances and expands learning
opportunities.

• Projects that lead to analysis and synthesis of 
information. 

• Students creating knowledge and intellectual projects.
• Assessment that includes students’ use of technology.

Student Training
While young people today are certainly more 
technology-savvy than in earlier generations, often
they need guidance in using technology for learning.
Teachers can begin with skills that support laptop use
and then the specific technology skills and software
to use in the curriculum. In short, it means laptop
training, basic skills training and software applications
and tools training. First, when students receive their
laptops in the 1:1 programs, they need to know the
basics of how to maintain and take care of them.
Schools that provide students with basic training 
on how to take care of their devices have fewer 
problems with breakage. In addition, getting a better
understanding of the operating system and file 
management will give students the foundation in
understanding the laptop’s capabilities and in using
the laptops in a learning environment. Some of the
basic skills may appear as follows: 

LAPTOP SKILLS 
• Operation of the laptops

° Features and functions

° Operating system
• Care and maintenance of the laptops

° Handling

° Cleaning

° Batteries
• Management of files

° Organizing files on local drive

° File sharing via
— Networks and wireless network

— Infrared beaming
— Email

ISTE’s Technology Foundation Standards for All
Students (NETS) include six categories for addressing
necessary technology skills:
1. Basic operations and concepts
2. Social, ethical, and human issues
3. Technology productivity tools
4. Technology communications tools
5. Technology research tools
6. Technology problem-solving and decision-making tools

Teachers can then help students learn the specific
software applications and tools within context. For
example, they may want to teach students to track
changes in Microsoft Word as they revise an essay.
The software can include productivity tools such as
word processing, spreadsheet and database, desktop
publishing and presentation tools, graphics and design
applications such photo editing, drawing, and web
design. In addition, teachers can include showing how
to use the Internet for research and communications.

Technology training should be within the context of
performing activities and projects as “just in time”
learning and not as a stand-alone experience. There
are various web resources such as Atomic Learning
and LearningElectric.com that offer tutorials and how-
tos. Some companies provide online support. For
example, Microsoft supports the Office Suite.  

A teacher modeling the appropriate use of technology
gives students meaningful examples and experiences
that they can apply. Some websites that provide 
technology and tech integration skills and strategies
include WebTeacher, Microsoft Tutorials, Microsoft
How-to Articles and Internet4classrooms.com. 

Teachers can identify the ongoing skills that students
need to know by asking themselves:
• What things do you hear student asking for? 
• What activities in the classrooms appear to need

more hands? 
• What can students do that the class and/or 

school could use? 
• What areas of technology expertise do your 

students possess?

The goal of technology integration is to use technology
in the classroom so that it becomes a tool to help 
students learn new things in new ways and prepare
for the future. Yet it is a catalyst for greater change.
Employing technology affects the classroom’s structure,
operation, and management and requires new skills –
both for students and educators. The next two chapters
address the content and teacher preparation for 21st
century education.
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As we mentioned in Chapter 5, technology integration
is the use of new tools to support existing curricular
goals and objectives. Teachers use technology in 
different ways to enhance instruction and support
student learning of required curriculum areas. Because
students are technology-savvy, they are eager to use
technology to learn. Teachers offer these tools so that
students become more engaged in acquiring the skills
they need.

Technology and Content
Standards Alignment
The International Society for Technology in Education
(ISTE) believes that “To live, learn, and work success-
fully in an increasingly complex and information-rich
society, students must be able to use technology
effectively.” They developed standards to guide edu-
cational leaders in recognizing and addressing the
conditions for effective use of technology to support
Pre K-12 education. They state, “Within an effective
educational setting, technology can enable students
to become:
• Capable information technology users 
• Information seekers, analyzers, and evaluators 
• Problem solvers and decision makers 
• Creative and effective users of productivity tools 
• Communicators, collaborators, publishers, and 

producers 
• Informed, responsible, and contributing citizens

To help educators achieve these goals, ISTE developed
national technology standards that describe what K-12
students should learn and what teachers should be able
demonstrate. Their Technology Foundation Standards
for All Students describe what students should know
about and be able to do with technology. They worked
with professional organizations to develop models for
using technology in the content areas. They also
developed Connecting Curriculum and Technology to
provide curriculum examples of effective use of tech-
nology in teaching and learning. Lessons are available
from a searchable database.

Two additional documents are in progress. Educational
Technology Support Standards will describe standards
for professional development, systems, access, and
support services essential to support effective use of
technology. Standards for Student Assessment and
Evaluation of Technology Use will describe means of
assessing student progress and evaluating the use of

technology in learning and teaching.  

Lesson Planning and
Integration Assessment 
Implementing technology-infused lessons and activities
isn’t an innate skill for educators. Thus professional
development must include resources to develop 
effective models. In addition to using ISTE’s lesson
database mentioned above, some ideas to encourage
teachers to use technology effectively are available 
in an article on techlearning.com. These include:
• Review content standards so teachers can make sure

the topic meets what they are supposed to be teaching.
• Model several lessons with student examples, 

including some simple lessons so teachers are 
not discouraged or afraid to jump in. 

• Show teachers how to find rich, relevant and 
appropriate resources. 

• Provide templates, support materials, and a 
mentor or coach. 

• Team an early adopter with a teacher new to 
technology so the excitement rubs off. 

• Give teachers lots of hands-on time to practice, 
plan and reflect on what they learned. 

• Feed them and provide incentives such as prizes 
and stipends. 

• Provide "talk time" so teachers can share what 
they learn. 

With limited time and opportunities, teachers can also
turn to online courses, tutorials and how-to guides to
help them keep their skills up-to-date and to find
resources and lesson plans that infuse technology.
Resources include
• Teacher Tap
• Staffdevelop.org
• Concept to Classroom
• Discoveryschool.com’s Lesson Plan Library
• Kathy Schrock’s Guide for Educators
• Thirteen Ed Online
• AOL@School
• Internet4classrooms
• Filamentality
• Trackstar

While developing and delivering quality instruction,
teachers need to gauge the extent to which technolo-
gy is making a difference in student learning in core
competencies. Consequently, there should be ongoing
assessment of the effectiveness of technology for
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learning to inform planning, teaching, and further
assessment. For example, the North Central Regional
Technology in Education Consortium’s Learning with
Technology Profile Tool helps administrators and edu-
cators compare instructional practices with a set of
indicators for engaged learning and high-performance
technology use. For each category, there is a descrip-
tion of the indicators and examples that fall along a
continuum that districts can use to evaluate their 
current status. Indicators of engaged learning include
vision of learning, tasks, assessment, instructional
models, learning contexts, grouping, and teacher 
and student roles. Indicators of high-performance
technology: access, operability, organization, level of
engagement, ease of use, and functionality.

Formative Assessment and
Differentiated Instruction
While standardized tests determine student, school,
and district success, recent efforts to help students
do well include using formative assessments, which
assess how students are learning during the course of
the year, week or day. Armed with information from
the formative assessment, teachers can adjust
instruction and materials and make changes. 

Teachers use several tools for formative assessment.
These include observation, classroom discussion, and
analysis of student work, including homework and
regular tests. In a formative assessed environment,
student can take tests and get immediate feedback on
how they performed.  There are applications in the
market place that provide 100% participation and col-
laboration during instruction.  With these applications,
teachers can gauge the pace of the instruction with
real time student feedback. There are also many free
online tools that help teachers easily create a variety
of formative assessments. Some include:
• QuizStar
• RubiStar
• 4Teachers.org
• Kathy Schrock’s Guide for Educators

Adjusting lessons and using this information to fill 
in the gaps between the students learning style and 
performance involves differentiating instruction,
which is based on the beliefs that students differ in
how they learn, classrooms that are not “one size fits
all” are more effective, and students must be able to
make meaning from subject matter. A differentiated
classroom offers students different ways to learn 
subject content, make sense of ideas, and demon-
strate learning. Teachers have many ways to provide
instruction that is targeted to specific groups of 
students.  Using 1:1 computing for this purpose makes
it easier for teachers to assemble and assign materials
and then assess progress. Strategies, lesson plans,

content-based sites and resources are available online
from the Association for Supervision and Curriculum
Development and Edutopia. 

Digital content such as video, Web sites, Email,
threaded discussions, databases, streaming video,
videoconferencing, primary sources, software, and
interactive games can play a role in professional
development, especially in the form of videos of best
practices, interactive experiences and threaded 
discussions that provide a community of learning in
which teachers to interact and collaborate. In addition,
teachers can also find tutorials, templates, Web-based
lessons, student guides, handouts, rubrics and links
to resources. There is almost too much to deal with
and the task of finding the best resources can be
challenging. Districts can make the process easier 
for teachers by:
• Collecting existing materials and resources that 

support curriculum 
• Aligning content and technology standards to the

curriculum 
• Finding resources that supplement and enhance the

curriculum 
• Creating sites and resources aligned to curriculum

and standards 
• Modeling how to utilize these resources as part of

the curriculum

There are numerous supplemental content providers
that provide resources and lessons based on state
and federal standards.  This helps and can help 
eliminate a great deal of the internal legwork.

Though printed textbooks are not going anywhere,
anytime soon, publishers have started to introduce
digital textbooks into the education market, which 
can provide certain advantages over the traditional
publishing. 

• Students find the presentation more engaging; they
can turn pages with a digital button, bookmark pas-
sages, search the textbook, and look at information
across chapters rather than linearly. 

• Teachers can focus assignments and link to other
resources. 

• Administrators can reduce costs 
• Publishers can add recent events and provide 

regular upgrades to the content 
• The need to carry heavy books from class to class 

is reduced or eliminated

As discussed earlier, teachers need support in order
to adapt to change. Professional development should
help them integrate technology into their classrooms
by showing them how to use technology, providing
ways in which it supports instruction, and helping
them to employ these methods as classroom practice.
The next chapter addresses these needs. 
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Professional development is crucial to an effective 1:1
computing initiative. It includes preparing teachers to
use technology to support standards-based teaching,
student-centered learning, and using more effective
strategies to reach today’s “wired” students. The 
goal of technology integration is to use technology
seamlessly so that the technology itself becomes a
transparent and integral tool to teach core curriculum.  

Professional Development
Goals
The Association for Supervision and Curriculum
Development (ASCD) outlines six goals for effective
professional development in Design Your Professional
Development Program: Where to Start:
• Directly focused on helping to achieve student learning

goals and supporting student learning needs
• A collaborative endeavor - teachers and 

administrators work together in planning and 
implementation (of what?...the professional 
development or rolling out the 1:1 program?

• School-based and job-embedded
• A long-term commitment
• Differentiated
• Tied to the district goals

In addition, ASCD identifies five areas of focus.
Professional development programs should take into
consideration a district’s organizational needs, but
research and best practice show that for continuous
improvement, they should focus on the following 
categories and the connections among them: 
• Instructional leadership
• Instructional practices
• Assessment
• Curriculum development
• Understanding the learning process

Creating the Plan
Planning for effective professional development begins
with assessing the skills and abilities that educators
have in using technology and integrating it into their
classrooms. Districts can’t put in place a program if
they don’t know where they need to go. One place to
begin is by using NCREL’s Self-Assessment Tool for
School Leaders. Once a district has found its strengths

and weaknesses, it can create the plan. An article on
techlearning.com identifies 10 steps to Effective
Professional Development Plans. These steps are:
1. Develop a professional development subcommittee

as part of the school technology committee. 
2. Demonstrate some examples of how technology

can be used in the classroom. 
3. Use multiple needs assessment instruments that

follow the NETS Teacher Technology Standards
(ISTE) and that identify comfort level and attitude
about technology, basic technology use, and level
of integration. 

4. Design individual learning plans (ILP) compiled
from the data collected from each teacher. 

5. Identify the leaders at your site who can provide
expertise. 

6. Create a list of on-site learning opportunities with
goals, objectives and outcomes. 

7. Share a list of off-site and online learning 
opportunities. 

8. Build in time for grade-level or department meetings
to plan and correlate standards with technology;
develop activities, projects and lessons that include
technology, classroom management strategies, and
assessment instruments. 

9. At staff meetings, share successes as well as
expectations not met. 

10. Continue with ongoing planning and re-evaluating
where you are and where you want to be. 

11. Create teach the teacher programs or mentor 
programs that provide on-going support.

Evaluating the Plan
A professional development plan is only as good as
the extent to which it addresses the district’s needs.
Before they implement the strategies, planners can
evaluate the items against the goals for integrating
technology into teaching and learning. The North
Central Regional Technology in Education Consortium
developed Guiding Questions for Technology Planning
that leaders can use. These are:
1. To what extent have we developed a professional

development plan that addresses the skills teachers
will need to integrate technology into the curriculum? 

2. To what extent have we budgeted sufficient monies
for professional development and support for 
teachers and instructional staff that will increase
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both their knowledge base about technology and
their understanding of engaged, authentic learning? 

3. To what extent have we projected monies for 
professional development and technological 
support for school staff over a sufficient time 
period (e.g., five years)? 

4. To what extent do our board of education and 
community members understand and support our
professional development plan and its budget? 

5. To what extent have our teachers, building principals,
and other staff had input into determining the type,
content, and length of professional development
necessary to integrate technology throughout
their instruction? 

6. To what extent does our professional development
plan address how technology can accelerate and
enhance learning for special needs students (e.g.,
economically disadvantaged)? 

In addition, districts should plan to provide teachers
with opportunities for collaboration, home access to
technology, a focus on the connections between the
curriculum goals that teachers know and ways in
which technology supports them, and a supportive
environment for change.

Comfort Levels
Adults react to innovation in stages. The chart below
identifies stages and how they present. For more
information about these stages, read this Professional
Development QuickTips on techlearning.com. 

Findings of a 2004 NetDay survey of teachers point
to growth in capacity and attitude over the years.
The major findings were:
• Teachers understand and value the impact that

technology has on their professional duties, and on
their students.

• Teachers’ professional use of technology closely
mirrors students’ use of technology for schoolwork.

• Teachers are active technology users in their 
personal lives – just like their students.

• Teachers have distinct ideas on how the use of 
technology within education can be enhanced and
want to be more involved with local and national 
discussions on technology.

• Defying conventional wisdom, older teachers are as
comfortable and fluent using technology as their
younger colleagues.

• Teachers that “walk the talk” have the strongest
views on the value of technology within education.

Teacher Productivity
One of the biggest challenges for teachers is finding
the time to complete everything they already do, let
alone learn to use technology and effectively inte-
grate in into the learning environment Teachers get
excited about technology when they see the benefits
of not only increasing learning in the classroom but
also saving time and increasing their own efficiency.
Key components of the professional development plan
can include teaching them to use basic applications
like word processing, databases, and spreadsheet to
help them keep track of information, find specific data
when they need it, and better identify and track their
students’ progress. This provides the foundation to
teacher’s comfort level with technology and basic
applications.

Integrating Technology into
Everyday Instruction  
Teachers need the proper skills and tools to propel
their knowledge and teaching through technology.
Integrating technology into the classroom effectively
can mean the difference between increased test
scores vs. limited achievement growth.  Teachers need
to walk out of professional development sessions 
with lesson plans that help incorporate collaboration, 
content integration, and project-based learning.
Though there are several modes to deliver this train-
ing, teachers often prefer that the initial training be
provided face-to-face.  It provides the environment
where teachers can ask questions, collaborate with
their peers, and learn from others. 
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Awareness May know or not know about the 
technology, but is not ready, even if has
access to it

Informational Aware of the technology, wants to learn
more, and may ask lots of questions
before jumping in

Personal Uses technology for personal use and
may ask WIIFM (What’s In It For Me?).
May have general anxiety about using
technology beyond personal use

Management Uses technology regularly but has 
trouble finding and organizing files, 
folders, and programs

Consequence Looking for ways that technology will
impact student learning

Collaboration Interested in using technology as a 
collaborative tool with students and
other teachers

Refocusing Willing to share and teach other 
teachers how to use technology with 
students



In many districts, there is a cadre of trainers whose job it is to help teachers learn to use and integrate technology.

Below is advice from Technology & Learning magazine on doing the job effectively. For more tips, check out tech-

learning.com’s Professional Development QuickTips.
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1. Be aware of your reluctant

learners. 

Be sensitive to each learner’s

beliefs and needs without being

judgmental.  

2. Keep it real. 

Develop all learning opportuni-

ties around projects, standards,

and goals that are part of their

curriculum.

3. Get your administrators 

on board. 

Successful programs have 

supportive administrators;

include them in professional

growth opportunities

4. Don't touch the mouse. 

Explain the processes and step

back; resist the temptation to step

in and show them how to do it.

5. Form study groups. 

Follow up professional develop-

ment sessions with study groups

for educators that meet ongoing

needs for acquiring new knowl-

edge and skills.

6. Provide other opportunities 

for teamwork. 

Teachers tend to be isolated.

Encourage those who teach 

the same grade level or subject

area to develop curriculum 

collaboratively.

7. Establish mentors. 

Identify those who can mentor

teachers, model good technolo-

gy-supported instruction, and

provide practical advice.

8. Support the mentors. 

Provide each mentor with a

coach or support system.

9. Use technology to nurture 

the learning community. 

Use online discussions to

encourage ongoing conversation

about issues raised during pro-

fessional development sessions.

10. Vary the tools for online 

professional development. 

Use threaded discussions, e-mail

forums, and Web archives as well

as online chat, instant messaging,

videoconferencing, and collabora-

tive workspaces as appropriate.

11. Don't rush online learning. 

Combine online with face-to-

face learning until people get 

to know one another and build 

a mutual set of goals for a 

learning community.

12. Market your professional 

development. 

Promote upcoming events and

do follow up to be sure teachers

know what is available and why

they need it. 

13. Say cheese. 

Videotape all staff development

activities for assessment and

feedback.  

14. Show what's available. 

Make sure teachers are aware 

of available and emerging 

technologies that could support

them in the classroom or for

personal productivity.  

15. Build a library of resources. 

Develop a technology binder,

Web site, or video collection 

with sample lessons, support

materials, tips, and practical

ideas.

16. Offer just-in-time tutorials. 

Create or use existing step-by-

step how-to tutorials in print,

videotape, or online so that

teachers can get the information

they need when they need it,

17. Make yourself available. 

Use e-mail and personal visits 

to check in with the educators

you coach or mentor.

18. Create summer learning 

experiences. 

Provide summer institutes 

when teachers have the time 

for hands-on experiences, and

encourage sharing, playing,

experimenting, and learning. 

19. Aim for the right ratios. 

The smaller the group, the easier

it is for the mentor or coach to

focus in on individual learner

needs. Workshops: 12-15 learners

per trainer. Coaching: 1-3.

20. Share what works. 

Have teachers create electronic

portfolios of work, ideas, and

reflections to share in study

groups and online.

Tipsfor Professional Developers



The first step is to assess participants on technology
skills and comfort level, level of classroom integration,
and teaching and learning styles by using direct
observation and surveys. Some online survey services
are at Quia and Zoomerang. 

Identifying teacher skills will lead to grouping for 
specific objectives. These groups would fall into the
following stages and objectives. 

Stage 1 Users will:
• Probably not use technology
• Send students to outside sources such as a 

computer lab for technology instruction
• Use classroom computers for stand-alone drills

Objectives are to overcome their fear of computers
and learn basic computer and Internet skills.

Face to face sessions could include:
• Orientation to their operating system
• Basic file management
• Basic application training

Stage 2 Users will:
• Probably use technology in limited ways
• Use basic applications such as word processors with

their students

Objectives are to master basic applications as needed
to teach content and complete tasks and to use the
Internet for lesson planning. Face to face sessions
could include:
• Bringing application skills up to an intermediate level
• Introduction to online lesson plans, teacher tools,

and curriculum sites such as
• TeacherVision.com
• Teach-nology
• AOL@School

Stage 3 Users will:
• Probably have begun to connect technology to 

curriculum
• Use technology to create materials and present content
• Set up learning environments for students to complete

Objectives are to recognize and understand the role
technology plays in transforming classroom-learning
environments.  

Face to face sessions could include:
• Advanced searching techniques
• WebQuest development
• Managing collaborative and cooperative technology

based projects

Stage 4 Users will:
• Design opportunities for student inquiry
• Probably manage collaborative and cooperative

technology group projects
• Use non-traditional assessment tools effectively

Objectives are to create their own technology-based,
learning environment. 

Face to face sessions could include:
• Problem-based learning
• Online Learning Portal

Focusing teachers time on those skills that they as
individuals haven’t mastered completely, and providing
just-in-time access to classroom-ready resources, can
have immediate impact on classroom practices. 

In developing local or state professional development
plans, it is useful to examine other professional devel-
opment plans. 

Real change can take a few years in schools rich with
technology, and even longer in schools with less.
Professional development can shorten the learning
curve and return on investment. The important thing
to consider is that professional development lies
along a continuum—from learning discrete skills, to
developing fully integrated lessons, to transferring
those skills to new technologies and new methodolo-
gies like project-based learning. It is an on-going need
that will reap many rewards.

Professional Development
Strategies
People learn in different ways. Some will want ongoing
face-to-face workshops and sessions while others will
prefer using online resources in the privacy of their own
homes. Since the ultimate goal is to improve teaching
and learning through technology-enhanced lesson
plans, the key is in supporting the teachers that need
the continued support some ways to do this include:
• Schedule time to meet with teachers in their classrooms. 
• Observe classroom setup and teaching practice. 
• Discuss curriculum plans with teachers. 
• Create a lesson using technology and model it. 
• Observe them teaching the lesson. 
• Provide feedback and design another lesson with them. 
• Establish a mentor program where teachers can help

and learn from each other.
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School districts are challenged to meet higher academic

achievement goals and provide technology for student

improvement and to increase administrative efficiency

with funding sources that are less predictable, stable,

and recurring than in the past. In general, school

budgets are earmarked for fixed expenses and a mere

10-20% of general operating funds remain to pay for

supplies, outside services, and technology. Schools

and districts have had to be more creative than in the

past to keep their initiatives going. Some of these

strategies are below.

Once the decision makers in a district decide on a

plan to implement 1:1 computing, they have to look

closely at how they will pay for and sustain it. School

districts prefer funding sources that are predictable,

recurring, and without risk of reduction or deletion.

With today’s tight budgets, most funding beyond basic

operating dollars is soft money. This chapter’s mission

is to help you identify and leverage funding sources

for technology. Schools receive money for technology

is the following areas:  Federal funds, state funds, and

local bonds.  

Federal funds reach school districts in the form of

block grants through State educational agencies (SEAs)

to local educational agencies (LEAs) and public schools

with high numbers or percentages of low-income 

children. Under No Child Left Behind, states and

school districts have flexibility in how they use federal

education funds. For example, it is possible for most

school districts to transfer up to 50 percent of the

federal formula grant funds they receive under the

Improving Teacher Quality State Grants, Educational

Technology, Innovative Programs, and Safe and Drug-

Free Schools programs to any one of these programs,

or to their Title I program, without separate approval.

This allows districts to use funds for their particular

needs, such as assessment, improving teacher quality,

and technology.  

One of the major sources of technology funding in 

the last few years has been Title II, Part D: Enhancing

Education Through Technology Program (EETT). Its

primary goal is to improve student academic achieve-

ment through the use of technology in schools. It is

also designed to assist students in crossing the digital

divide by ensuring that every student is technologically

literate by the end of eighth grade, and to encourage

the effective integration of technology with teacher

training and curriculum development to establish 

successful research-based instructional methods.  Under

EETT, the U.S. Department of Education provides grants

to State Education Agencies (SEAs) proportionally

based on their share of funding under Title I, Part A.  

Districts can use other Department of Education

funds for technology by showing how technology

addresses NCLB mandates. For example, the various

titles in the law focus on specific areas such as

improving instruction in high-poverty schools and

ensuring that poor and minority children meet chal-

lenging state standards (Title I, Part A), K-3 reading

assessment and instruction (Title I, Part B), improving

teacher quality (Title II, Part A), technology integra-

tion (Title II, Part D), innovation (Title V), and formula-

based state grants for assessment (Title VI, Part A).  

Flexibility written into the law provides districts with

the option of allocating and combining funds from

various Titles to address priorities. Approval for tech-

nology expenditures is most likely when the technolo-

gy is tied to NCLB goals. For example, you can use

NCLB funds for technology if your goal is to develop

assessments linked to state standards, especially in

reading and math, for disadvantaged students, to

improve teacher quality, to enhance technology inte-

gration, or to develop innovative programs that will

improve student achievement.

Other federal funds are available for technology, both

from the Department of Education and other agencies. 

• The Individuals with Disabilities Education Act

(IDEA) provides funds for the educational success of

children with disabilities. 

• The Guide to U.S. Department of Education

Programs and Resources provides an overview of all

Department of Education programs authorized and

funded under federal law. 

• For potential Education Department grant programs
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and new awards, read the Forecast Of Funding

Opportunities. 

• Other agencies offer grants for educational programs

in their target area and many allow technology 

purchases.  The Grants.gov Web Site provides infor-

mation about programs that give federal funds to

education from agencies other than the Department

of Education. 

State Technology Funds
The U.S. Department of Education provides EETT

grants to SEAs. States may retain up to 5 percent of

their allocations for State-level activities, and must

distribute one-half of the remainder by formula to 

eligible local educational agencies and the other one-

half competitively to eligible local entities. To help

schools fund technology programs, most states have

either re-directed Title II Part D funds to specific

statewide or regional projects (Eg. Michigan and

Texas) or have simply transferred the competitive

part of the Title II Part D funds to eligible school 

districts on a competitive basis.

Local Bond Levies
Issuing a bond means that a locality is going to sell

shares in a particular project to raise money for the

project. People or organizations that buy the bond

expect to be paid back for their investment through

dividends as well as, after a time, cashing in the bond.

A bond is a written promise that the borrower will pay

back a specified amount with interest at a fixed-rate to

the lender at a certain time in the future.  The interest

is usually paid in equal time frames, which are

described on the bond.  For school districts, interest

payments are generally paid twice a year with some 

of the principal, or the base amount borrowed, paid

annually.  Issuing bonds enables a school district to:

• Borrow large amounts of funds usually at a relative

low interest rate compared with borrowing from a

bank 

• Specify the time frame for the borrowing (usually

for a long period - legally up to 40 years) 

• Determine within limits the amount of annual 

payments 

• Design other factors to tailor the bond issue to the

district's needs

When voters say yes to a bond issue, they are agree-

ing to underwrite that bond. Districts levy local taxes

to repay the principal and interest on the bonds. 

Issuing bonds is a complex procedure that requires

using financial advisors, underwriters, school district's

counsel, and bond counsel (attorneys versed in tax

and other implications of bond financing).  A series of

financial documents including a Preliminary Official

Statement (POS), similar to a prospectus in the private

sector, are prepared and circulated to the potential

buyers.  The state also needs to approve the bond

sale.  Ultimately, the school board is responsible for

incurring either bank or bonded debt. The voters must

be convinced that this is a wise investment.

Local communities often get technology funds through

issuing long-term debt such as bonds; winning grants

and, less often, financing hardware, software, and 

networks with operating dollars from local and state

property, sales, and income taxes. Federal initiatives

such as the eRate help districts establish local area

networks and Internet connections.

Technology Financing
Technology financing, or leasing, has become popular,

and districts have a choice of two options. With a

straight lease, a district pays for equipment for a

specified time and then returns it. With a lease/

purchase, the district either owns the technology or

purchases it for a very small residual amount at the

end of the contract. Financing imposes fiscal restraint

as it limits expenditures to agreed-upon amounts and

maintains a three to five year refresh cycle. Banks,

local and state government pools, computer hardware/

software manufacturers, and underwriters are sources

of lease financing opportunities. 

The advantage of financing is being able to acquire the

technology without paying the full purchase price at

one time. For districts not issuing long-term debt,

financing allows them to make payments from the gen-

eral operating budget over periods generally extending

from 36 to 60 months. At the end, they either own the

equipment or begin a new cycle with new program for

new equipment. Administrators and boards often find

these regular, periodic payments allow for better cash

flow planning, a predetermined technology refresh

cycle, and are easier to approve on an annual budget

cycle. Given the pressures on district budgets, financ-

ing is a viable option unless the interest rate imputed

in the periodic payment is substantially higher than

30

8. Financial Issues and Funding Sources

SPECIAL SECTION OF TECHNOLOGY & LEARNING

H
O

M
E



the interest rate the district can earn on its operating

funds. This option also provides an effective approach

to having upgraded equipment refresh as old leases

expire and new leases are established.

Philanthropic Grants
Foundations, corporations, and non-profit organizations

may also be a good source of financial assistance for

technology in schools and districts, especially in the

form of grant programs. While each organization has

unique priorities, districts should write proposals that

address those priorities specifically.  In general, phil-

anthropic entities are interested in providing start up

funds for initiatives that are clearly focused, internal-

ly supported and financially sustainable. A good place

to start investigating this source of funding is the

Foundation Center (http://fdncenter.org). 

Parental Purchases
In many districts, school leaders are turning to parents

for support and funding. While fund-raising for special

projects for a school or district as a whole has always

existed, a new model is to ask parents to purchase

technology for their children. Since many children

have their own or have access to stereos, televisions,

DVD, CD, MP3, and game hardware and software, the

thinking is that some parents can purchase computers

and related student edition software for student

learning which lower technology costs to the school.

There are trade offs to this option. If parents purchase

different devices, the school is left supporting multiple

platforms.  Schools can minimize this exposure guid-

ing the parents to purchase a specific brand and model.

Some schools work with manufacturers to secure a

group price that the parents can take advantage of. 

Creative Strategies
School districts have to think strategically and look

for creative ways to fund their priorities. Many find

that money is out there if they know how to look for

it, create it, or borrow it.

CURRENT BUDGET

Districts are beginning to look at technology costs as

part of ongoing budgets. While in the past, the initial

start-up costs were funded from grants or special

funds; districts then have to plan for ongoing expenses.

District leaders should make sure that technology

costs become a line item in the general operating

budget. This should include costs for:

• Repair and replacement of equipment such as 

laptops, printers, servers, access points, and other

hardware.

• Replacement of supplies such as paper and print

cartridges.

• Provision to add new software for instructional,

business and technical uses.

• Staff development for trainers, release time, and

materials.

• Technical support staff.

Including technology as a line item is both practical

and symbolic.  From a symbolic point of view it con-

veys a commitment to technology and affords it the

same status as athletics, band, and transportation.

From a practical standpoint it allows for long term

planning.

COMBINING FUNDS

In the past, technology and curriculum directors 

didn't often have discussions about curriculum, but

because they now need to leverage funds, they talk

about technology in terms of meeting academic 

priorities. District plans for the No Child Left Behind

law must align technology with curriculum, and funds

can be combined as well. For example, districts can

create a 1:1 program purchased through funds for

reading improvement so that each child can receive

individualized reading instruction.

PARTNER WITH BUSINESS

Asking businesses to help schools is fairly common

practice, but some districts have honed their skills to

a very profitable result. Some manufacturers having

programs where they will match equipment or money

donated to the school. These type of programs help

provide additional dollars that stretch the technology

budget.  

Building trust over time with both local businesses

and the vendor community can solve challenges for

both. For example, employers need a workforce that

has 21st century skills. Forming a partnership to 

provide technology to local schools helps students

prepare to become effective employees. Results can

include businesses providing donations of money 
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or equipment, hiring student interns, and provide 

technical experts to install, troubleshoot, or assist 

in other ways.

FORMING CONSORTIA

Large school districts have an advantage in dealing

with vendors: because they buy so much, they can

demand the best price. A strategy for small districts

is to form consortia that can negotiate as one entity

for better prices and services or even serve as a pur-

chasing cooperative. A consortium can also manage

network services and technology training for small

school districts. For those looking to create a consor-

tium, information from existing ones will help. In

Minnesota, TIES offers technical services, student

information and administration, systems software

support, transportation, and learning and technology.

For some districts, the Washington School Information

Processing Cooperative serves as the districts’ appli-

cations service provider and runs the student infor-

mation, financial data, and Human Resources systems.

LOCAL FOUNDATIONS 

Competition for grants is fierce and often limited by

conditions such as location, economics, or purpose.

Another way to acquire funds for technology is to

connect with a foundation that's more closely tied to

local priorities. For example, some districts meet with

local company foundations to discuss targeting their

giving efforts to educational technology. Districts can

also create a nonprofit foundation that can do major

cohesive fund-raising for large-scale initiatives such

as 1:1 programs.  

Other districts find other strategies to add technology

for students. Some additional ideas are engaging in

entrepreneurial activities like cell tower rentals, facili-

ty naming rights, and beverage contracts to reduce

reliance on their general fund budgets. These strate-

gies often result in additional resources to pay for

technology.

Total Cost of Ownership
Understanding the finances of a district and the funds

likely to be available for funding a 1:1 program is the

first step. Before allocating amounts for specific parts

of the program, districts must analyze the total cost

of technology ownership – for that year and well into

the future. While evaluation the Total Cost of Ownership

(TCO) has been a business strategy, school districts

are now undergoing the same process. 

Districts use TCO to determine the costs of implement-

ing and maintaining computers and networks. These

costs include hardware/software technology costs,

direct labor provided to support a computer network

infrastructure and the more elusive soft costs

incurred by computer users in training and dealing

with system issues, downtime and other technology

overhead issues.

A TCO analysis can become an important part of

ongoing technology and budget planning. Determining

overall technology cost can help education leaders

conduct the most comprehensive assessment possible

to determine how well they are managing their tech-

nology infrastructure. This analysis will help school

leaders understand how to budget more wisely to

manage their networks and technology initiatives for

the long term. 

In addition, because of No Child Left Behind Act 

mandates, school districts are now in the process 

of reviewing their technology plans with an eye to

demonstrating the impact that technology improve-

ments have on academic achievement. The TCO Tool

can help school leaders make the case that the dollars

they are spending on education technology are well

spent. This kind of analysis is likely to gain credence

with education policy-makers, whether they are 

members of local school boards or members of 

legislative bodies. 

While gathering and analyzing the computers, network

and other cost elements may seem straight forward

to the casual observer, technology industry research

and advisory firm Gartner, Inc. has identified about

1,900 cost elements throughout an enterprise that

make up these cost elements. Fortunately there is

some relief for school leaders when it comes to 

collecting and analyzing all of this data.

The Consortium for School Networking (CoSN) 

and Gartner, supported by funding from the US

Department of Education have developed a web-based

K-12-specific TCO tool, in which the number of data

elements have been consolidated to about 150 input

data fields. While the data collection effort still

requires a focused effort, most users feel that the
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learning and discovery is well worth the effort. This

online TCO Tool is a vendor-neutral, free resource

available to help schools and districts manage their

computer networks in a cost-effective way. When

school leaders input their data, the TCO Tool 

automatically calculates metrics that can then be

evaluated in comparison to the high and low numbers

that were calculated for eight case study districts.

This web-based tool, along with full documentation

and eight TCO case studies, is available online at

www.classroomtco.org.

Armed with a real understanding of the technology

costs, school leaders are better equipped to deter-

mine what direction their technology plan should 

take them and to budget accordingly.

Factors
The concept of the Value of Investment (VOI), takes

into account both ROI factors (including staff produc-

tivity) and qualitative factors in comparing the relative

value of proposed technology projects. These factors

can include:

• Operational Efficiency – effect on TCO, including

indirect labor costs 

• Project Risk  – Probability of the project meeting

educational or financial expectations 

• Educational Fit – The relationship between 

curriculum and technology 

• Technology Emphasis – Alignment with the school’s

objectives 

• Equity – helping to provide equal access to learning

for all 

• Time on task, absenteeism, standardized testing,

graduation and college entry percentages 

• User Satisfaction and Staff Retention  

• Teacher Proficiency  

• Impact - percent of total population affected  

• Scalability – fit with district long range plan

• Providing 21st Century Skills

• Solution Quality and Vendor Support  
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The Value of Technology
Investments 

Understanding the full range of costs 

associate with technology assists school

leaders in budgeting for the future. Measuring

the potential benefits of proposed projects

against these costs provides a comparative

financial Return on Investment (ROI). Adding

likely student achievement measures and 

risk assessment processes provide the most 

comprehensive measure of evaluating 

proposed projects.

The ROI focuses on the value compared to

the cost of proposed projects. For example,

for projects that are intended to reduce school

or district costs, ROI is a way to prioritize.

Both initial and ongoing costs are measured

against the benefits over the useful life of

the project. However, ROI is only a partial

solution. Since the “business” of schools is to

education, the bottom line for school districts

is student academic success. There are some

measures such as time-on-task, attendance

and test scores that districts can review for

the impact of technology investments.


























