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I. Overview
The Local Education Agency (LEA) of Pender County Schools (PCS) is located in the southeastern portion of North Carolina and is bordered by seven counties as well as two natural borders: the Atlantic Ocean and the Cape Fear River.  Pender County spans almost 900 square miles, composed largely of forest and farmland, with a strip of coastal access.  Pender County Schools serves about 6,700 students in its 12 schools, including 3 high schools: Pender, Topsail, and Heide Trask.  Heide Trask High School, the pilot site for this change management plan, has a total enrollment of 500+ students and 40+ staff members.  If successful at Heide Trask High School, this change management plan will be disseminated to the rest of the high schools in the Pender County School System.  

II. Problem
The North Carolina Standard Course of Study, the Pender County Strategic Plan, and the Pender County Technology Plan all require the use of computer technology to enhance and extend learning at all grade levels. Pender County Schools’ Strategic plan, adopted in 1999, states that technology furthers the goal of sustaining high student achievement by promoting “mastery of basic skills and development of critical thinking and problem-solving abilities.” Also, technology provides heightened interest and motivation. To increase the participation of the community and family in schools, technology “is the ultimate vehicle for communication with the community and the family.” Additionally, technology resources available in schools can help bridge the digital divide, both during and after school hours. The county plan also encourages the use of technology to attract and retain quality teachers, administration, and staff, where technology “increases productivity, brings worldwide experience and expertise into the classroom, and stimulates interest in learning.” 

Despite all these stated goals and benefits, the advantages of Internet technology are being underutilized. High school teachers involved with writing and communication skills, including those teaching Journalism, would like to incorporate student, teacher, and school Web pages into their teaching. However, the current policy of the Pender County Board of Education is to contract Web access through Schoollink, a provider of Internet services to schools, whose approach to Web page building is a fill-in-the-blanks type of Web page construction that is neither intuitive nor flexible, making the kind of creative use desired by educators difficult if not impossible.  Interviews with teachers and administrators indicate that it is extremely difficult for staff and students to design, develop, and maintain original websites, hence underutilizing this powerful teaching tool. It also undermines efforts by teachers to create Web pages meant to inform parents of school assignments, expectations and class events. The primary performance impact of the current situation on students is an inability to effectively learn Web-publishing capabilities and many of the supporting skills required such as: web design and development software utilization, policies and proper use regulations, keyboarding, graphics, and Web page writing. A significant side effect is diminished communication for students, staff and parents.

 A change to Web-based servers within the high schools would amend this situation by allowing students and staff to use standardized Web production tools to produce and publish Web pages, and to learn real world Web design skills while improving expository, descriptive and narrative writing skills to bring schools in compliance with the strategic plan. At the same time it would ease the job of producing staff Web pages to provide the school and local community with an effective means of communication.

Implementation of our proposal will meet the stated desires of educators and students while effecting compliance to external demands on the schools for student performance, including:

· NC Technology Competencies for Educators 
#12.3 Use computers and other technologies effectively and appropriately to communicate information in a variety of formats on student learning to colleagues, parents, and others.
#12.7 Incorporate the use of media and technology for teaching where appropriate, and use a variety of media communication tools.

#14.3 Demonstrate knowledge through practical application of social, legal, and ethical issues related to technology.

· Pender County Schools Educational Technology Plan 2001 – 2005
Expand and update school web sites on a regular basis and encourage their use by staff, students, and parents 
Begin offering educator-created online course supplements and entire courses to students.

· The Basic Education Program for North Carolina's Public Schools
The learner will use a variety of computer technologies to access, analyze, interpret, synthesize, apply, and communicate information.

They will then communicate and share the results through telecomputing, desktop publications, and multi-media productions.
III. Proposal

The proposal is to change current technological infrastructure of school by installing a Dell server to host Web pages and to configure this hardware to serve as a portal to the Web for the staff and students of Heide Trask High School. The proposal also addresses the training required for full utilization and maintenance of this system. Once successfully implemented at Trask High School, the proposal aims to expand the innovation to the other Pender County high schools. 

The change management team has selected the Unfreeze-Change-Refreeze model to guide our planning of this innovation. This innovation is the replacement of an existing technology with a new one. It does not require a restructuring of the overall environment of the schools. Those who do not make use of the innovation will not be inconvenienced by it.  Once the change is implemented, business will proceed as usual, but with a higher degree of opportunity for affected students. Therefore, the implementation will require an unfreezing of the present mindset toward Web page construction in the schools, the change to a county-hosted Web server with consequent training in its use, and then the refreezing should occur naturally as users become comfortable with the new approach. 
The immediate effect of this proposal will be to Heide Trask High School. The change will require training of teachers and students in Web page development. Along with this will come training in the responsibilities of publishing on the Web, which include understanding of copyright laws, intellectual property laws and netiquette. Once the innovation is successfully implemented at Trask High School, the proposal will expand to other schools, requiring adaptations in the wider Pender County School System. The county currently contracts with Schoollink for their Internet access. Before a system-wide change can take place, this contract must be ended or amended. In addition, more training will be required as more teachers and students become involved in the change. Servers will also have to be purchased and configured as Web servers.

This innovation will be planned and executed with the help of a team of knowledgeable and interested people from the school and community. The team will consist of:

Randy Richardson, Principal, Heide Trask High School, Administrative advisor
Carolyn Wright, Media Specialist, Heide Trask High School

Gregg Kochakji, Technology Trainer and Teacher, Heide Trask High School


Training coordinator

Martha Gilroy, Teacher, Heide Trask High School

Daryl Martin, Teacher, Heide Trask High School

Angie Parker, Technology Hardware Specialist, Pender County Schools, Hardware, NetWare advisor

Student to be selected from School Advisory Board, Student input

Community Member, School and community liaison 

Parent from School Improvement Team, Parent representative
IV. Current Technology Resources
In order to plan and implement this change, an analysis of all related technology, personnel and facilities resources has been done based on available data, interviews with appropriate staff and administrators, and potential user skills surveys. 

Technology inventory

The system has adequate hardware resources to support the change. Each school has a local area network (LAN) connected to the LEA’s wide area network (WAN), which links all schools and the central office through T-1 lines. All schools have Internet access throughout permanent buildings. The county high schools are connected to the North Carolina Information Highway. In Trask High School, there are two CPU labs with twenty or more new Dell CPU’s in each, at least one CPU in each classroom, ranging in age from one to three years, at least three high speed Internet connections in each classroom, at least one Internet connection for each office, and eight additional CPU’s in the library. Software will be required to outfit the server for its role. Software for the individual Web page creators is available through the Netscape Composer program, which comes packaged free with Netscape Navigator, available on all school computers. The Pender County budget allocates $60,000 per year in server maintenance, upgrade, and replacement.  The funding may come from this source to buy the web-based server that is required if feasible. Because of the budget problems on the state and local level, funding may be problematic. A grant may be the most viable solution to funding.

Personnel resources

In order to evaluate skills and attitudes of personnel, a self-assessment survey was distributed to all staff (43 teachers and 2 administrators) and interviews were conducted with several individuals on staff who would be key stakeholders and/or beneficiaries of this new capability.

The results of the technology skills survey designed to assess teacher competency in a variety of computer skills from 28 respondents, are noted In Appendix #3. They indicated varying degrees of competency dependent on specific applications with 50-75% of respondents rating themselves at level 3 competency or above on all applications. Network use and Ethical use were among the highest ratings due primarily to a recent mandatory workshop. Web page authoring competencies were enhanced because every member of the staff was required to attend a web page development training session.  If they did not attend, they were required to sign a form stating that they had the skills or understood the concepts presented. The web page development occurred using the Yahoo Geocities Page Builder web-based software.  It allows users to develop web pages in a simple format. The web pages that were developed are housed on Yahoo’s Geocities Web site. Skills/Concepts that were taught in this workshop, and that all staff members possess, in reference to the web development interface used include:

· Establishing an index page as well as new pages

· Making links within a web site and to addresses on the WorldWideWeb

· Adding text to web pages

· Adding graphics to web pages 

· Formatting text

· Formatting graphics 

· Copying/Pasting to and from web pages

· Updating/modifying existing web pages

The interviews indicated a generally positive attitude towards this change although some resistance exists from the non-communications related teachers (e.g. math) who would be using Web development for their own teacher Web pages as opposed to teaching Web publishing skills to students. The administration is very supportive if funds can be obtained for hardware and additional teacher training.

Facility

Trask High School was designed with Internet utilization in mind. All classrooms have five to eight T-1 network connections as well as SVID connected cable TV for displaying computer programs for class presentation. There are two computer labs fully wired for Internet access, and administrative offices also have T-1 connections.

V. Compliance with Standards, Policies and Guidelines.

Web publishing enables numerous users (students, teachers and administrators) to create Web pages, which are ultimately available to the world via the Internet. This ability brings with it the important need for knowledge of and compliance with legal, ethical, and procedural policies and guidelines. Many of these policies are in existence at the local, state or national level, while others are being developed by Pender County Schools. The Change Management Team includes several individuals involved with development of these new policies and guidelines. In complying with current and new policies, specific attention will be focused on the assurance of conformance with accessibility, security, ethical and legal, and acceptable use policies, both federal and local.

Accessibility

As a member of a public school system receiving federal funds, all published Web pages at Trask High School must meet the requirements of the Americans with Disabilities Act of 1990 and Section 508 of the Rehabilitation Act of 1998.

Security  

All Web pages must ensure the privacy of personal information about students as required by the Child Online Privacy Protection Act.

Ethical and Legal
Pender County Schools’ policy requires that all Web pages adhere to federal Fair Use and copyright laws.

Acceptable Use Policy

All Web pages posted to the Internet by teachers and students must comply with Pender County Schools Acceptable Use Policy.

The Policies and Guidelines Chart (appendix # 4) outlines the topics, related policies, and user groups affected.

An integral part of the technology change plan will be to ensure understanding of and compliance with all policies, which will be accomplished with review and training for appropriate user groups, either through direct training (administrators, teachers) or nested training (teachers to students). At the completion of training all users will be asked to attest to their understanding of the policies and their willingness to conform to them. In addition, safeguards will be put in place, including review of all pages before being published to the Web, and limited accessibility to the server by means of password protection as set forth by the technology administrators.

VI. Summary of Needs Analysis:
Recently-constructed Trask High School is an excellent pilot program location for this project as it is fully networked and well equipped with updated personal computers throughout. Installation of a new network server will achieve maximum benefit in a short time with most of the limited spending devoted to staff development. Teachers and students will benefit significantly by the filling of an expressed and competency-driven need for the skills and abilities to design, develop, and maintain integrated Web pages.

Significant training of administrators and teachers will be required relative to:

· Upgrading basic computer skills (NC Advanced Tech Standards).

· Utilizing web page and related software (currently equipped with Netscape Composer).

· Demonstrating policies and guidelines especially related to proper use and security. 

Aside from this training and the initial capital expense for hardware, the creation of a full-time network administrator/computer specialist position to replace the current part-time technology position is the only other major required expense. It is expected this change would achieve rapid diffusion if implemented correctly as interviews and survey indicate a strong desire for these skills and capabilities especially among a young faculty group of innovative new technology adapters.

Critical Needs Summary

	
	Current
	Needs

	Hardware
	LAN server
	Web server (WAN)

	Software
	In-house server software only
	Server configuration software for Web.

	Network
	Novell network run through T1 lines
	

	Personnel
	
	Training

· Computer applications related to web page publishing.

· Web page publishing software.

· Ethics and proper use. 

Additional Personnel
Full time Computer/network Administrator


Appendix # 1: Technology Inventory

	CPU
	Drive
	RAM
	Processor
	Platform
	Hard Drive

	Model
	
	
	
	
	

	Dimension 8100’s
	CD/CD-RW
	256
	Pentium 4
	Windows XP/2000
	19.1 GB

	Dimension 4400’s
	CD/DVD
	512
	Pentium 4
	Windows XP/2000
	18.5 GB

	Dimension 4100’s
	CD/DVD
	256
	Pentium 3
	Windows XP/2000
	18.6 GB

	Dimension 800’s
	CD-Rom
	127
	Pentium 2
	Windows 98
	9.54 GB

	Optiplex 240’s
	DVD/CD-RW
	256
	Pentium 4
	Windows XP
	18.5 GB


1.1  Hardware

1.2 Software
Staff /Teacher CPU Configurations

	Educational Management
	Productivity
	Communications
	Network

	A+ Learning Systems*
Reading Plus*
Accelerated Reader*
STAR Reading Software* 

CMS Gradebook

	Microsoft Office Bundle:

· Word

· Access

· Excel

· Publisher

· PowerPoint

· Accessories

Microsoft Accessories:
Paint, calculator, etc.


	No contained/configured e-mail program. Teachers rely on Internet-based e-mail (Yahoo, Hotmail, etc.)
	Novell Server Login (LAN)

Internet Explorer 


*Server-based programs

Student CPU Configuration
	Educational
	Productivity
	Communications
	Network
	Security

	A+ Learning Systems*
Reading Plus*
Accelerated Reader*
STAR Reading Software* 

CMS Gradebook
	Microsoft Office Bundle:

· Word

· Access

· Excel

· Publisher

· PowerPoint

· Accessories

Microsoft Accessories:
Paint, calculator, etc.


	No contained/configured e-mail program. 
	Novell Server Login (LAN)

Internet Explorer
	Deep Freeze
(This program does not allow changes to be made to the settings of the CPU and does not allow files to be saved to a CPU’s hard drive. The CPU automatically resets every night back to pre-determined settings.)




*Server-based programs
1.3 Network Configuration

	Server type
	Software
	Cable 
	Other equipment
	Equipment connected

	Dell
	Novell v.4.83
	T1
	Hubs, routers
	All school computers


1.4 Facilities Inventory

	Classrooms
	5-8 T1 Connections
	Cable TV
	SVID connection from teaching station to TV
	Access to media management system.  All media (videos/DVD’s) are shown from library and broadcast on closed circuit TV to school classrooms.  Teachers have access to this system via the Internet.



	Offices
	Two or more T1 connections
	
	
	

	CPU Labs
	Hubs that route to T1 line.
	
	
	


Appendix # 3 Personnel Survey and Results

The following is a copy of the survey administered to teachers and students to learn the present level of competence. The numbers in the right column were not a part of the original survey. They were added to report the number of responses for each level.

Teacher Self-Assessment Technology Survey- ANONYMOUS
*Please return completed survey to Mr. Kochakji’s box Friday, 2/28/03, before the end of the school day.

Please judge your level of achievement in each of the following competencies. Circle the number which best reflects your current level of skill attainment. (Be honest, but be kind.)  This tool is to help measure the effectiveness of our training program, and to help you do a self-analysis to determine the areas in which you should continue to learn and practice.

I. Basic computer operation 

	Level 1


	I do not use a computer.
	0

	Level 2


	I can use the computer to run a few specific, preloaded programs. It has little effect on either my work or home life. I am somewhat anxious I might damage the machine or its programs.
	3

	Level 3


	I can set-up my computer and peripheral devices, load software, print, and use most of the operating system tools like the scrapbook, clock, note pad, find command, and trash can (recycling bin). I can format a data disk.
	10

	Level 4
	I can run two programs simultaneously, and have several windows open at the same time. I can customize the look and sounds of my computer. I use techniques like shift clicking to work with multiple files. I look for programs and techniques to maximize my operating system. I feel confident enough to teach others some basic operations.
	15


II. File management 

	Level 1


	I do not save any documents I create using the computer.
	0

	Level 2


	I save documents I've created but I cannot chose where they are saved. I do not back-up my files.
	4

	Level 3


	I have a filing system for organizing my files, and can locate files quickly and reliably. I back-up my files to floppy disk or other storage device on a regular basis. 
	21

	Level 4
	I regularly run a disk-optimizer on my hard drive, and use a back-up program to make copies of my files on a weekly basis. I have a system for archiving files that I do not need on a regular basis to conserve my computers hard drive space.
	3


III. Word processing 

	Level 1


	I do not use a word processor, nor can I identify any uses or features it might have which would benefit the way I work.
	1

	Level 2


	I occasionally use the word processor for simple documents that I know I will modify and use again. I generally find it easier to hand write or type most written work I do.
	0

	Level 3
	I use the word processor for nearly all my written professional work: memos, tests, worksheets, and home communication. I can edit, spell check, and change the format of a document. I can paginate, preview and print my work. I feel my work looks professional.
	16

	Level 4


	I use the word processor not only for my work, but have used it with students to help them improve their own communication skills. 
	11


IV. Spreadsheet use 

	Level 1


	I do not use a spreadsheet, nor can I identify any uses or features it might have which would benefit the way I work.
	2

	Level 2


	I understand the use of a spreadsheet and can navigate within one. I can create a simple spreadsheet that adds a column of numbers.
	16

	Level 3


	I use a spreadsheet for several applications. These spreadsheets use labels, formulas and cell references. I can change the format of the spreadsheets by changing column widths and text style. I can use the spreadsheet to make a simple graph or chart.
	9

	Level 4


	I use the spreadsheet not only for my work, but have used it with students to help them improve their own data keeping and analysis skills.
	1


V. Database use 

	Level 1


	I do not use a database, nor can I identify any uses or features it might have which would benefit the way I work.
	1

	Level 2


	I understand the use of a database and can locate information within one that has been pre-made. I can add or delete data in a database.
	13

	Level 3
	I use databases for personal applications. I can create an original database - defining fields and creating layouts. I can find, sort and print information in layouts that are clear and useful to me.
	14

	Level 4
	I can use formulas with my database to create summaries of numerical data. I can use database information to mail merge in a word processing document. I use the database not only for my work, but have used it with students to help them improve their own data keeping and analysis skills.
	0


VI. Graphics use 

	Level 1
	I do not use graphics in my word processing or presentations, nor can I identify any uses or features they might have which would benefit the way I work.
	4

	Level 2


	I can open and create simple pictures with the painting and drawing programs. 
	8

	Level 3
	I use both pre-made clip art and simple original graphics in my word-processed documents and presentation. I can edit clip art, change its size, and place it on a page. I can purposefully use most of the drawing tools, and can group and un-group objects. I can use the clipboard to take graphics from one application for use in another. The use of graphics in my work helps clarify or amplify my message. 
	7

	Level 4
	I use graphics not only for my work, but have used it with students to help them improve their own communications. I can use graphics and the word processor to create a professional looking newsletter.
	9


VII. Multimedia use 

	Level 1


	I do not use multimedia (PowerPoint), nor can I identify any uses or features it might have which would benefit the way I work.
	2

	Level 2


	I can navigate through a pre-made multimedia (PowerPoint) program. 
	8

	Level 3
	I can create my own multimedia (PowerPoint) for information presentation. I am able to use navigation buttons, sounds, dissolves, graphics, and text fields in my multimedia presentations.  I can use an LCD projection device to display the presentation to a class.
	7

	Level 4
	I am able to assist/teach students how to make their own multimedia (PowerPoint) presentations.  I also incorporate the use of multimedia (PowerPoint) in my teaching as a tool for information presentation. 
	11


VIII. Network use 

	Level 1
	I do not use on-line resources available in my building or on the internet, nor can I identify any uses or features they might have which would benefit the way I work.
	0

	Level 2
	I understand that there is a large amount of information available to me as a teacher that can be accessed through networks, including the Internet. With the help of the media specialist, I can use the resources on the network in our building.
	2

	Level 3
	I use the networks to access professional and personal information from a variety of sources including networked instructional software programs and the World Wide Web. I have an e-mail account that I use on a regular basis. 
	21

	Level 4
	Using telecommunications, I am an active participant in on-line discussions, can download files and programs from remote computers. I use telecommunications with my students.
	5


IX. Student Assessment 

	Level 1


	I do not use the computer for student assessment.
	1

	Level 2


	I understand that there are ways I can keep track of student progress using the computer. I keep some student produced materials on the computer, and write evaluations of student work and notes to parents with the word processor.
	5

	Level 3
	I effectively use an electronic grade book to keep track of student data and/or I keep portfolios of student produced materials on the computer. I use the electronic data during parent/teacher conferences.
	19

	Level 4
	I rely on the computer to keep track of outcomes and objectives individual students have mastered. I use that information in determining assignments, teaching strategies, and groupings.
	3


X. Ethical use understanding 

	Level 1


	I am not aware of any ethical issues surrounding computer use.
	0

	Level 2


	I know that some copyright restrictions apply to computer software.
	6

	Level 3
	I clearly understand the difference between freeware, shareware, and commercial software and the fees involved in the use of each. I know the programs for which the district or my building holds a site license. I understand the school board policy on the use of copyrighted materials. I demonstrate ethical usage of all software and let my students know my personal stand on legal and moral issues involving technology. I know and enforce the school's technology policies and guidelines, including its Internet Acceptable Use Policy. I have a personal philosophy I can articulate regarding the use of technology in education.
	18

	Level 4
	I am aware of other controversial aspects of technology use including data privacy, equitable access, and free speech issues. I can speak to a variety of technology issues at my professional association meetings, to parent groups, and to the general community.
	4


Appendix # 3: Organization Chart for Trask High School


	4.1 Policies Currently in Effect

	
Topic
	Users 
	Source
	Web Address

	Outline of NC required Teaching Technology Competencies
	Teachers
	NCDPI and NETS
	Standards Page

	Student Technology Competencies 9-12
	Students

Teachers
	NCDPI
	Computer/Technology Skills Curriculum 9-12 Goals

	Web Site Guidelines
	Teachers
	Pender County
	Teacher Created Web Site Guidelines for PCS

	Acceptable Use Guidelines
	All
	Pender County
	Electronic Communication

	Copyright laws and the Fair Use Guidelines
	All
	Pender County
	Copyright and fair use guidelines

	Copyright laws and the Fair Use Guidelines
	All
	NCDPI
	Copyright in an Electronic Environment

	NCDPI web site disclaimer model
	Staff
	NCDPI
	NC Copyright and Legal Information

	Children’s online protection guidelines
	All
	Pender County
	Children’s privacy guidelines

	Hardware and Network purchasing recommendations
	Admin
	NCDPI
	Suggested server purchasing criteria
 IRM technology standards

	Contingency Planning for Disaster recovery-Guidelines
	Admin
	NCDPI
	Disaster recovery guidelines



Appendix 4: Related Policies and Guidelines
4.2 Policies Being Developed
Source: Pender County Schools
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