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Educational Technology Integration


A Proposal to Conduct an Instructional Technology Audit and Strategic Technology Plan for the Garrison Union Free School District
In response to the Garrison Union Free School District’s expressed interest in strategic technology planning services, Sun Associates is pleased to present a proposed scope of services for the district.  We believe that our expertise in educational technology strategic planning, technology program evaluation, the research and application of classroom technology proven practice, and our client-centered approach towards creating unique and relevant strategies will bring tremendous value to Garrison's efforts.

Sun Associates, an educational program evaluation and planning firm, specializes in designing customized evaluation and assessment procedures to evaluate and assess the impact of educational technology on teaching and learning.  Our work centers around a process which combines practice profiling, the development of indicators of success, and the creation of data collection procedures which are to be used to perform a formative progress evaluation of a school or district’s educational technology initiative. 

In accordance with Garrison’s expressed interest, we have proposed a scope of work to review and profile the district’s ability to effectively utilize technology as a tool for managing, administering, and facilitating teaching and learning.  This evaluation assessment will produce a set of findings and recommendations that the district can then use as a basis for developing a long-range strategic plan for technology infrastructure, administrative technology, professional development, and other supports for the instructional use of technology. 
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Framing the Task

In our discussions with the district Superintendent, Sun Associates has developed an initial understanding of what Garrison’s needs are with regard to strategically positioning instructional technology as a tool for administration, teaching and learning.  The following four points represent our broad summary of these needs:

· Garrison needs a comprehensive picture of the current use of technology as a tool for administration, teaching and learning.  This picture must encompass the variations in technology use between buildings, the variety of systems and processes in use, and must focus primarily on the use of technology to support Garrison’s core mission.

· The district needs to understand how the current technology infrastructure is (or is not) impacting student and teacher technology use.

· The district needs to understand how technology integration is implemented within its different programs and what the student and teacher impact is of different strategies at these different levels

· The district needs to develop clear objectives for how technology can best support its administrative functions both now and into the foreseeable future.

The technology audit proposed in the following sections will address all four of these basic needs as well as provide more general findings that will help paint a comprehensive picture of how technology is used and perceived by Garrison’s teachers, administrators, and students.

Then, with a formal presentation of the audit findings, Sun Associates will initiate work with a committee of district stakeholders to facilitate the development of a three-year strategic technology plan.  This plan will provide a strategic framework for Garrison’s instructional and administrative technology implementation (including curriculum alignment, professional development, infrastructure, and budget implications). 

Process and Deliverables

1.
Independent Review and Report

Our proposed work with Garrison will start with an outside, independent, review of Garrison’s technology implementation effort.  Elements to be reviewed are:

· The degree to which instructional technology tools are integrated within the instructional environment

· Teacher uses of technology for professional productivity

· Staff uses of technology for administrative purposes

· Adherence to local, state, and national standards for student and teacher technology integration (e.g., ISTE NETS standards, NYSED recommended technology skills, etc.)

· Technical infrastructure efficiency and capacity

Sun Associates will develop and implement a data collection, analysis, and reporting process which will produce a report detailing Garrison’s “current standing” on each of these five areas of analysis.  Further, we will offer initial recommendations as to how any of these areas might be augmented or improved to bring Garrison’s status up to par with current “best practice” as defined by our experience and the current literature in the field of educational technology.  The first step in this work is data collection.

On-site data collection traditionally occurs by Sun Associates sending several external evaluators into the client’s district/environment to observe classes, interview teachers/administrators, and to conduct focus groups.  These activities constitute our on-site data collection efforts. In addition, we would find it useful to conduct a district-wide survey of faculty, staff, and administrators.  In the case of Garrison, given the very small size of the district, the on-site data collection will take no more than days (with two of our staff in-district) and can be scheduled to occur in September, 2012.  Note that samples of the evaluation instruments commonly used by Sun Associates can be found online at www.sun-associates.com/eval/data.html  In consultation with district staff, we will create new and unique instruments for Garrison.

· Surveys – We will conduct an online survey all teachers, administrators, parents and student-service staff in the district. This survey will be designed to solicit information on how technology is currently being used to impact student achievement and improve teacher productivity.  We will work with the district to structure the survey administration effort in such a way as to encourage the greatest response rate possible in the time available.  A sample survey can be viewed at www.sun-associates.com/eval/samples/teacher1204.html  This is indeed simply a sample and our actual survey(s) would be focused on the actual questions, topics, and audiences defined by our work with the district.

· Focus Group Interviews --  Focus groups are intended to gather in-depth data from a sample of teachers and administrators.  In this case, we are proposing that we conduct at least three distinct focus groups – two for teachers and one for parents. We will work with the district staff who are overseeing our efforts to develop selection criteria for these groups.  Focus groups are intended to literally "focus" our examination of teacher/administrator as well as parent beliefs and attitudes related to technology use, services, goals, and outcomes.  

· Classroom and Building Observations -- Our team of external evaluators will visit each of the district’s schools and will spend time observing teachers and students working in classrooms and the computer lab as well as administrative staff performing their duties. Our goal is to get a first-hand sense of how Garrison’s offices and classrooms are organized with regard to student, teacher and administrator access to and use of technology.  We are not looking for special technology “events.”  Rather, we want to view a typical day in Garrison’s classrooms.  

An important overall point concerning our data collection is that a Sun Associates evaluation project never relies on a single data source such as surveys.  Rather, we design a data collection strategy which has the optimum chance of capturing the big picture of how a project's goals are being achieved within its community of participants.  All data, regardless of source, is summarized and reported in tabular and text format.  We provide a summary report for each data source.  Where tabular data exists, we will conduct a range of statistical analyses on the data (as necessary) and also supply raw data to the client for their own use/analysis.  Instruments developed (such as surveys) become the property of the District to use again as desired.

At the conclusion of our collection period, the resulting data will be summarized into a data analysis report which will represent the “report” deliverable of the audit component of this proposed work.  This report will highlight our findings in each of the four focus areas and will provide commentary on those aspects of Garrison’s technology effort that are exemplary as well as those that could use improvement.  Sun Associates will present this report to the district by mid-October, 2012.

In summary, the deliverables from this portion of our work are:

1.1
Approval and scheduling of data collection procedures and documentation of data collection guidelines for Garrison’s review

1.2
Observations in classrooms and offices throughout the District 

1.3
Conduct focus groups – teachers/program staff, parents and administrators

1.4
Administer online survey(s)

1.5
Data analysis and compilation of audit data summary report

2.
Review and Report Evaluation Findings

The major thrust of Sun Associates’ technology evaluation work is an effort to help educational clients articulate their original vision and teaching and learning goals into viable evaluation priorities and questions.  In other words, we help clients answer the question “What difference is all this technology making in terms of teaching and learning?”  In Garrison’s case, we will help the district assess current performance around a number of facets (e.g.,. the five suggested above) within a framework of Garrison’s goals for educational and administrative technology.

Sun Associates staff will work with Garrison’s administrative staff and other curriculum/instruction staff (as directed and/or desired) to review in-depth the findings from the technology audit.  Through a conversation which we will inform and facilitate, we will work with the district to develop a set of strategic priorities for technology implementation.  These priorities will then form the basis for updating Garrison’s long-range strategic technology plan and a framework for formative evaluation of the technology program. 

Deliverables from this process are:

2.1
Facilitated discussion – with staff chosen by the district – that compares the evaluation findings with Garrison’s strategic goals for technology implementation

2.2
Written recommendations matrix cross walking the five areas of examination 

3.
Technology Planning

Based on the data and recommendations from the audit, Sun Associates proposes to facilitate the creation of a strategic technology plan for Garrison.  Sun Associates will provide facilitation, guidance, editorial assistance, and expert resources to the district throughout its technology planning process.  This process will result in a technology plan (with associated budget) that can truly guide Garrison’s technology efforts over the next three years.  This framework plan will contain the following sections:

· Introduction, establishment of need (this is in large part the audit report)

· Vision

· Data on current status/inventory of technology within the district
· Strategic goals and objectives for instructional as well as administrative technology

· Action plans (first year detail, two years summary)

· Technology professional development strategic plan

· Roles and responsibilities for instructional and administrative technology implementation and support

· Evaluation framework

· Budget

· Other sections/information as deemed necessary by the district
Sun Associates will work with a district-wide technology planning committee – appointed by the Superintendent -- to complete this strategic technology plan during the Fall of 2012.
Specific Planning Activities

Sun Associates will focus its work on the facilitation of a series of a face-to-face technology planning committee meetings (see following table) with consulting time in-between.  Sun Associates will work to kick-off and provide high level advice to Garrison’s technology planning committee, and then to facilitate each successive committee meeting through the life of the initial planning process.  When the initial 3-year plan document is complete, Sun Associates will coordinate the presentation of this plan before the district’s Board.

Please note that beyond that for the Kickoff meeting, the dates in the following table are approximate and not firm.  Firm dates for future meetings will be established at the kickoff meeting.

	Date
	Agenda Items

	October, 2012
	Full day “kickoff” meeting, full committee

· Orient committee to planning process, timeline, etc.

· Review current status data (“audit report”) 

· Create vision statement

· Brainstorm goals

· Create goal statements (with related performance indicators)

	November, 2012
	Half day meeting, full committee

· Finalize goals

· Begin work on action plans (including infrastructure and professional development)

	November, 2012
	Subcommittee meetings as necessary

· Develop action plans

	December, 2012
	Full day meeting, full committee

· Finish and synchronize action plans

· Finish infrastructure plan

· Finish evaluation plan

· Roles and responsibilities (staffing) text

· Draft budget

	December, 2012
	Assigned to various committee members with Sun Associates support

· Assemble full draft of plan

· Distribute final, full draft to entire committee by late December

	Early January, 2013
	Half-day meeting, full committee

· Review final, full, draft

· Changes, corrections, additions

· Approve final budget

· Assign responsibilities for Fall, 2012 Board meeting presentation

· Wrap up final draft

· Make copies

· Prepare presentation

	January, 2013
	Board presentation of final plan document


Kickoff Meeting

Sun Associates will facilitate a full-day planning meeting (9 to 3pm) for the district in October 2012.  This meeting will focus on the following topics:

· Current Status – Results (findings and recommendations) from the September “audit”

· The Big Picture – How a strategic technology plan can effectively support technology as a tool for  improving student achievement

· The Process of Technology Planning – “How to” create an effective technology plan

· Creating Vision – Crafting an meaningful and productive District-wide vision for technology 

· Drafting Goal Statements

By the end of this meeting, the district committee will have developed a draft vision statement, a process timetable for creating the rest of its technology plan, and will have brainstormed initial goals for the focus areas (e.g., curriculum, professional development, etc.) of the plan.

Plan Formation

Per the series of meetings described above, Sun Associates will facilitate the creation of Garrison’s full technology plan.  Sun Associates will not create the plan in a vacuum without the direct involvement of district staff.  Rather, we will guide and support the work of the committee members who actually author the plan.  This support will include reviewing and editing all work product, providing constructive feedback (editorial and content) to authors, and assembling/editing the final plan document.  

Sun Associates staff will facilitate all committee meetings.  Garrison staff will be responsible for arranging for meeting logistics (space, food when necessary, etc.) and for notifying and reminding committee members of the meetings.

Deliverables from the Technology Planning portion of this work will be:

3.1
Planning committee kick-off meeting (same meeting as 2.1, above)
3.2
Monthly meetings to create and draft plan sections.  Facilitated by Sun Associates.

3.3
Presentation of final plan to the School Board (or other body as desired)

Summary

In summary, Sun Associates will work with the Garrison to create and implement an educational technology evaluation and strategic plan creation effort which has the following features: 

· The District will receive a comprehensive review of the key aspects of its current technology implementation effort.  This review will be organized around five key areas of examination and will include recommendations for modification of existing systems and processes to align the district’s technology efforts with accepted “best and proven practice” in the educational technology field.

· The results of the audit will be reviewed with the district within the context of a facilitated discussion designed to surface a series of strategic priorities for technology implementation. 
· The findings and recommendations of the technology audit will form the basis for a three-year strategic technology plan.  This planning work will be facilitated by Sun Associates and will involve the work of a committee of district stakeholders.  The end result of this will be a completed plan by the end of the 2012 calendar year.  This will enable Garrison to go into the next annual budget planning process with a clear, strategic, technology plan.
Timeline
Based on an anticipated start date of August 2012, we propose the following timeline for deliverables. Please note that this schedule would need to be adjusted and approved by Garrison staff prior to the initiation of any Sun Associates work.  Hence, the following is estimated and is designed to be illustrative of the approximate amount of time necessary to complete the proposed work.

	Step
	Description
	Dates

	Data Collection and Audit Report Preparation

	1.1
	Approval of data collection procedures; scheduling visits, etc.
	8/12

	1.2
	Conduct observations 
	9/12 

	1.3
	Conduct focus groups
	9/12

	1.4
	Administer online survey
	9/12

	1.4
	Data analysis and compilation of data summary report
	Early 10/12

	Facilitated Discussion and Gap Analysis

	2.1
	Facilitated discussion of audit findings (1 day meeting)
	10/12

	2.2
	Recommendations matrix
	10/12

	Finalization of Report and Strategic Recommendations

	3.1
	Technology Plan Kickoff Meeting  (same meeting as 2.1)
	10/12

	3.2
	Technology planning committee meetings (to create plan)
	10/12 – 12/12

	3.3
	Delivery and presentation of final plan
	12/12 (1/13 presentation)


Budget
In our proposal for creating and facilitating Garrison’s evaluation process, we have attempted to keep costs to a minimum by streamlining the number of visits and working days required for Sun Associates staff to be on-site.  Our proposed costs for each of the three process steps is as follows:

Step
Description









Cost

1
Data collection, procedures, analysis, and data reporting 

(4 staff days total)






        
           $3,000
2
Development of strategic recommendations matrix and report

(1 staff day total) 







                750
3
Facilitation of and Support to GARRISON Technology Planning Committee

(6 staff days total)







             4,500

Total = $8,250
Please note that the above total cost is inclusive of all travel and all other expenses necessary to conduct this work.  Also please note that Sun Associates virtually always works under fixed-price contracts.  Our commitment – contractually and practically -- to the client is that we will complete the project deliverables to their satisfaction at a price determined at the start of the contract.  It is not our practice to work at an hourly or daily fee as we do not feel that this is compatible with our project-focused orientation.

Finally, note that due to Sun Associates’ collaboration with the Lower Hudson Regional Information Center (LHRIC), this work is “aid-able” through the district’s CoSer with the RIC.  If this is of interest to Garrison, details can be obtained by contacting LHRIC.
Staff

Sun Associates employs a team approach to project staffing.  Our staff includes individuals with a wide range of skills related to the use and integration of instructional technology within classroom environments.  In a project such as that proposed for Garrison, we will assign several lead evaluators and then use additional staff in supporting roles (mostly related to data collection and analysis).

Sun Associates' Qualifications for this Project

Sun Associates specializes in designing plans and procedures to evaluate and assess the impact of educational innovations on teaching and learning. These innovations can relate to changes in teaching practice, curriculum, or teaching/learning tools.  A key element of our work is to take schools and districts beyond their current strategic plans and into an area where they can begin to assess their progress in meeting the vision and goals of these plans. In the very specific area of program evaluation for funded projects, we work with projects to focus their goals, define evaluation questions, collect data, and to create formative/summative evaluation reports.

Our work centers around an authentic assessment process which combines practice profiling, the development of indicators of success, and the creation of data collection procedures which are in turn used to perform a formative progress evaluation of a specific initiative. 

MassCUE Evaluators Professional Development Program

www.sun-associates.com/masscue
Sun Associates has designed and currently facilitates the MassCUE Evaluators program.  The program provides district leaders and instructional technology decision-makers with tools and techniques for assessing the impact of local technology initiatives. Specifically focused on the use of technology to support 21st Century learning, MassCUE Evaluators helps districts maximize their investments in technology through a process of local data collection and analysis, and ultimately the creation of strategic plans for curriculum integration of technology.
U.S. Department of Education Teaching American History (TAH) Projects

www.sun-associates.com/taheval.htm

In our TAH evaluation and project development work, we bring a strong background in program evaluation combined with expertise (both academic and classroom-based) in U.S. History. We are not simply evaluators, but we are historians and history teachers. This combination of process and content knowledge has proven to be a significant asset to the 14 TAH projects with which we have worked.

Evaluation and Planning Support for LHRIC Districts

www.lhric.org

In partnership with the Lower Hudson Regional Information Center (LHRIC), Sun Associates provides evaluation (technology audit) and technology planning support to LHRIC member districts in Westchester and Rockland Counties in New York.  Services include the creation of district-wide technology audits and facilitated discussions on how to leverage the results of these audits into revised goals and actions for instructional technology implementation. Recent clients include White Plains, Ossining, Nyack, Mt. Pleasant, and Hastings school districts.
Creating 21st Century Classrooms Project – Vermont State Department of Education
vtcite.com/book/export/html/3016

Sun Associates is the external evaluator of a statewide project to develop teacher skills in the use and integration of Web 2.0 tools and other new media to support 21st Century learning. Now in its third cohort of teachers, evaluation work includes formative and summatively assessing teacher professional development, project management, and the actual classroom implementation and student learning impacts of the project work. Over the course of the next year (2010 – 2011), Sun Associates will observe and collect data from the approximately 70 teachers currently implementing the project in their schools across the state.


Long Range Planning and Program Evaluation Support to the U.S. Virgin Islands Department of Education 
Sun Associates has created strategic plans and conducted multiple territory-wide evaluations of technology integration and implementation in schools and classrooms across the U.S. Virgin Islands. This unique environment allows us to address simultaneously issues typically associated with remote rural areas (e.g., isolation and poor communication) and intensely urban areas (high poverty, decaying school infrastructure, etc.). During the 2009 – 2010 school year, we have written the current territory-wide technology plan, both local district long-range plans, and have conducted a building by building assessment of effective teacher technology use.

State-wide Technology Plan and Local District Evaluation Planning

www.sun-associates.com/alsde/alwork.html

Sun Associates provided support to the Alabama State Department of Education in the creation of its 2007 – 2012 state technology plan and subsequent creation of a new approach to local technology evaluation.  This work included providing consulting services to the state planning committee and State Education Agency staff, a pilot project with five districts (2006), 12 districts (2007 – 2008), and an additional 12 districts in 2008-2009 to create unique local level technology assessment procedures and to build local district capacity for the State of Alabama.
Title IID Evaluation

www.sun-associates.com/eval/evalservprof.htm

For a number of years, we have engaged with a large number of Title IID and A.R.R.A funding recipients around the issue of external program evaluation.   We also work with all Northeast states to develop resources and approaches to address US Department of Education guidelines for Title IID evaluation.
Other Evaluation Projects

· Meta-Evaluation and Program Support for the Corporation for Public Broadcasting’s (CPB) American History and Civics Initiative – Working with the WGBH Interactive, the Program Manager for CPB’s AHCI initiative, Sun Associates is providing meta-evaluation support to both phases of this $20 million initiative.  The AHCI initiative has funded seven projects that use new and interactive media to support K-12 American History and Civics education.  Sun Associates is working (in conjunction with WGBH Interactive) to guide the individual project evaluations to utilize common metrics for measuring the projects’ impact on student learning.
· Pilot Project Evaluation for PEM Vanishers – Sun Associates provided external evaluation for a multimedia interactive educational activity produced by the Peabody Essex Museum in Salem, MA.  This pilot involved test data from over 300 users of the PEM Vanishers activity and resulted in a detailed assessment of the educational value of this new resource.

· Vermont LEAD-IT Evaluation and Training – Sun Associates is engaged in a two-year Title IID project with 12 Vermont school districts, the Vermont Institutes, and the Vermont Department of Education.  Our work on this includes general program monitoring as well as the facilitation of local district technology plan evaluation training.  In a model similar to our work with Alabama, we are piloting a new statewide model for local evaluation of technology plan implementation and technology’s impact on teaching and learning.
· DesignLab Project Evaluation – As part of a collaboration between the University of Massachusetts-Lowell School of Engineering and a dozen local school districts, the DesignLab project is a state-funded STEM Pipeline grant.  Sun Associates provides comprehensive impact and outcomes-based evaluation for this initiative.
· Technology Audit and District Plan Facilitation for Newton (MA) Public Schools – Sun Associates has conducted a district-wide technology integration audit for Newton Public Schools during the 2006-2007 school year.  Follow-up work includes facilitation of local planning work with the ultimate goal of producing a new five-year strategic plan for the district.
· Field-Based Data Collection for the Northeast and Islands Regional Educational Laboratory’s (NEIREL) Long-Range Study on Literacy – Sun Associates is working with NEIREL and its partners AIR and CAST to implement a two year study of technology-based literacy interventions.  This study is built around a quasi-scientific research methodology that compares the efficacy of Thinking Reader to other non-technology-based literacy interventions.
· A Technology Audit of Brookline (MA) Public Schools – Sun Associates conducted a district-wide audit of the technology program of the Public Schools of Brookline.  The report  from this work helped inform Brookline’s program review of instructional technology.
· Program Evaluation for the Northeast and Islands Regional Technology in Education District (NEIRTEC) -- Sun Associates provided program evaluation for this five-year, seven state, technology technical assistance project funded by the U.S. Department of Education.
· “Meta-Evaluation” for Massachusetts Department of Education’s Title IID – Sun Associates works with the Massachusetts Department of Education to organize a “meta-evaluation” of the department’s entire Title IID program.  This work involves providing support to approximately 40 separate, district-based, projects and the creation of a summary report detailing the outcomes/impacts of the Title IID effort.

· Preparing New Teachers 2 Project -- Sun Associates provided program evaluation for the NH Department of Education's three-year PT3 Catalyst Project.  This was a $1.2 million per year project that involved all 14 institutions of higher education in NH.

· St. Louis (MI) Public Schools Technology Evaluation – formative evaluation of technology’s impact on teaching and learning.  This project is a pilot for ultimately developing evaluation projects 11 districts in this Central Michigan educational service region.

· Katonah-Lewisboro (NY) Schools Technology Evaluation - formative evaluation of the impact of technology on student achievement and teacher behavior in the district.
· Evaluation of Lexington (MA) Public Schools Technology Plan Implementation – evaluation of the impact and effectiveness of professional development initiatives to develop teacher technology skills and technology infused curriculum. 

· Evaluation of Cambridge (MA) Public Schools’ Technology Staff Development Process – evaluation design and implementation of the district’s “design team” approach to technology staff development.  Additional components included examination of district-developed curriculum activities and student technology proficiencies.

· Assessing Technology's Impact at the Classroom Level, Fayette County (KY) Public Schools -- creation and implementation of an evaluation design framework to examine technology's impact on student achievement and teacher productivity. 

· Project Evaluators for the Development of a Systemic Improvement Protocol and Product Catalog – summative evaluation for an NSF-funded project to create a rating and review protocol for systemic reforms arising from state systemic initiatives (SSIs).

· Project Evaluation for Co-nect Schools’ Comprehensive School Reform Grant – in partnership with Rockman et al., Sun Associates has designed and implemented the program evaluation for this large, multi-year, CSR grant.  Work involves profiling Co-nect’s services and documenting the effectiveness of this program at the local school level.

· Evaluation of USVI Technology Literacy Challenge Fund Grant Implementation – working with Learning Innovations at WestEd, Sun Associates profiled the work and documented the impact of three years of federal TLCF funding in the 38 schools of the U.S. Virgin Islands Department of Education.  Findings have been used to design new programs and procedures for technology allocation in the Territory’s schools.
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