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Part 1: Innovation Configuration Checklist

1A: For the CBAM project I chose the SMART Board as the topic of my research. Our school has a few SMART Boards available to teachers. Some teachers have been assigned a SMART Board for long term use in their classrooms. Other teachers have to sign up to use boards that are passed around by grade-level chair persons. Because there are limited quantities of SMART Boards in the school this poses unique problems for the teachers who use them. 

Before writing up the configuration checklist I went online to view different models and set ups for SMART Boards on the SMART Technologies website. Some of the links I visited are listed below:

http://www2.smarttech.com/st/en-GB/Products/SMART+Boards/Front+Projection/600+Series/Default.htm" http://www2.smarttech.com/st/en-GB/Products/SMART+Boards/Front+Projection/600+Series/Default.htm

http://www2.smarttech.com/st/en-GB/Products/SMART+Boards/Front+Projection/600i+Series/" http://www2.smarttech.com/st/en-GB/Products/SMART+Boards/Front+Projection/600i+Series/

http://downloads.smarttech.com/media/flash/tours/600itour.htm" http://downloads.smarttech.com/media/flash/tours/600itour.htm

The new 600i series looked like a possible next step for our school if they were to begin installing SMART Boards in every classroom. This style minimizes shadows by mounting the projector just above the board. 


1B: After viewing some ideal set ups online, I went to one of the computer teachers to view her set up and took notes on her classroom arrangement. Here were some of my findings:

	Wires are tacked down to the floor with plastic covers.

There is a rug on the floor of the children to sit on when viewing the SMART Board. It is marked with numbers for them to sit on so everyone can see.
There is minimal light control. The “room” is a computer lab in the library area and the “walls” are made of portable bulletin boards. Upon asking, she did say that she can turn off the lights in her section but does not usually need to. 
Student computers are arranged in a U-shape around the room, so that most can see from the computers if they were asked to follow along at their seats. 
	The wiring in the room is mostly retractable, removable power outlets that hang from the ceiling. This is a recent renovation to the building to try and solve power needs problems in the older buildings.

In addition to this informal inventory of her room, I also attended a Technology Committee meeting in September. During this meeting they discussed how to handle the limited numbers of SMART Boards as well as other issues. Some of the conclusions to the meeting included:

	Some teachers have been assigned SMART Boards for special programs. The computer teachers have been given SMART Boards. One 3rd and one 5th grade class were selected to pilot a program in which each student was given a laptop. These SMART Boards will not be moved.

The remaining SMART Boards were divided up amongst the school buildings. There are six buildings: the main building, Sure Start building, Kindergarten building, 3rd grade building, 4th grade building, and 5th grade building. 
All buildings were given at least one SMART Board with the exception of the Sure Start Building. The main building received 3 because of the number of teachers in that building. 
These boards are expected to be shared by the teachers who work in the buildings. They will be managed by Department Chair Persons who will allow other teachers from their grade level to sign up and use them.
Pens and cables for the SMART Boards often go missing because they have been moved between classes and shared in the past. 
The technology department does not have enough money to buy new pens at this time. 
It is likely that some of the pens were accidentally “packed out” when many of last year’s teachers transferred to new schools, and therefore are probably lost for good. 
From now on, department chairs will keep a checklist with the SMART Board and hold teachers who borrow it accountable for all parts. It was suggested that the Smart Board pens and wires be kept in a re-sealable bag on the back of the board.

From these observations and the research on the SMART Technologies website, I constructed the following checklist:



1C: Innovation Configuration Checklist
Innovation: SMART Board

component
optimal
acceptable
unacceptable
Projector Location
The projector is mounted above the board as in the SMART 600i model to minimize shadows.
The projector is mounted or positioned in such a way as to minimize shadows. 
The projector is neither mounted, nor positioned in a way that can minimize shadows. 
Wiring
Wires do not interfere with walking space because they are enclosed in the wall.
Projector connections are appropriately secured and do not interfere with walking space.
Wires are in the way making it difficult or dangerous for the presenter and students to walk or use the board.
Board Location
The SMART Board is a permanent fixture in the room and is mounted to the wall.
The board is not mounted to the wall but remains in the room at all times. It is not moved too often to minimize wear and tear.
The board is shared between multiple users who have to roll it down the hall or between buildings. The board receives significant wear and tear and suffers undue stress that will shorten its life span.
Board Markers
The SMART Board markers are all accounted for and are monitored closely by the user.  The board belongs to only one class.
The board is shared between users but a system is in place to keep track of the markers, such as returning all markers to a re-sealable plastic bag that is hung on the back of the board.
There is no accountability for the board markers and parts frequently go missing. 
Lighting
Classroom lights are dimmable and windows have shades that can be drawn.
Classroom light switches are accessible but not dimmable and shades can be drawn. 
No light controls are accessible. Shades are in poor condition or cannot be drawn so light enters from windows.
Equipment Set Up
The SMART Board is set up and ready to go before the students arrive. Equipment was tested in advance.
The SMART Board is ready when students arrived. Testing was done as they came in. 
The SMART Board was not set up before they arrived and no testing was done.
Interactivity
The teacher invites students to come up and use the board. Many students get a chance to use it and the class appears engaged.
The teacher invites some students up to use the board. The class seems interested and engaged.
The teacher mostly lectures to the students and uses the board themselves. Students watch the teacher. 

Part 2: Data Collection


Interview Checklist

The following Interview Survey was made from the above chart and given to two SMART Board users at the school, one of the computer teachers and one of the media specialists.

SMART Board Use Survey

	Projector Location

a. The projector is mounted above the board to minimize shadows.
b. The projector is mounted or positioned in such a way as to minimize shadows.
c. The projector is neither mounted, nor positioned in a way that can minimize shadows.

	Wiring

a. Wires are in the way making it difficult or dangerous for the presenter and students to walk or use the board.
b. Projector connections are appropriately secured and do not interfere with walking space.
c. Wires do not interfere with walking space because they are enclosed in the wall.

	Board Location

a. The board is not mounted to the wall but remains in the room at all times. 
b. The board is a permanent fixture in the room and is mounted to the wall.
c. The board is shared between multiple users who have to roll it down the hall or between buildings. 

	Board Markers

a. The board is shared between users but a system is in place to keep track of the markers, such as returning all markers to a re-sealable plastic bag that is hung on the back of the board.
b. There is no accountability for the board markers and parts frequently go missing.
c. The board markers are all accounted for and are monitored closely by the user.  The board belongs to only one class.

	Lighting

a. Classroom lights are dimmable and windows have shades that can be drawn.
b. Classroom light switches are accessible but not dimmable and shades can be drawn.
c. No light controls are accessible. Shades are in poor condition or cannot be drawn so light enters from windows.

	Equipment Set Up

a. The board was not set up before they arrived and no testing was done.
b. The board is ready when students arrived. Testing was done as they came in.
c. The board is set up and ready to go before the students arrive. Equipment was tested in advance.

	Interactivity

a. The teacher invites some students up to use the board. The class seems interested and engaged.
b. The teacher mostly lectures to the students and uses the board themselves. Students watch the teacher.
c. The teacher invites students to come up and use the board. Many students get a chance to use it and the class appears engaged.


Checklist Interview 1 Computer Teacher

After interviewing one of the computer teachers using the checklist, I concluded that the computer teacher is fairly evenly spread across the optimal, acceptable and unacceptable ranges. Some of the aspects of the equipment configuration are not entirely in her control. Our school is quite large and her computer “room” is not a real room, rather an enclosed computer lab whose “walls” are made up of movable bulletin boards. Therefore, she is limited on what the school can and will provide her as far as accommodations are concerned. 

The projector ranks in the “unacceptable” range because it is not mounted or positioned in a way that can minimize shadows. This problem was observed during her lesson when the students had to move their bodies so that they did not block the projector. The SMART Board is not mounted either, but unlike other SMART Boards in the school it belongs only to her and does not leave her lab. Therefore, she ranks in the “acceptable” range because her board does not have to be moved from place to place. Because the board belongs only to her and she is accountable for the wires and board markers, her situation is “optimal.” Most teachers in the school must share SMART Boards and because they change hands so often, loss of expensive accessories happens often.  

Her projector connections were “acceptable” because they were secured to the floor with rubber strips and did not create a tripping hazard for the teacher or the students. Because her lab is not a real “classroom” this presented some unique lighting problems. However, her lighting was still “acceptable” because she did have control over the lights in her area of the media center. When turned off, the remaining light in the room did not interfere with the operation of the projector or SMART Board.  

When I arrived for the observation, her equipment was set up and ready to go. She had also tested it before the students arrived, so her set up procedures were in the “optimal” range. 

During the class, the students did not get a chance to use the SMART Board and she even admitted that they rarely do, therefore, she fell into the “unacceptable” range as far as interactivity is concerned. However, in some cases, such as with the younger students, this may be more of a question of whether such “interactivity” is developmentally appropriate for their motor skill level. In that case, the fact that the students seemed very interested in what she was doing, and seeing them successfully mimic her actions during their independent work time, would lead me to believe that at their grade level, this was an “acceptable” amount of interactivity.


Checklist Interview 2 Media Specialist

The second teacher that I interviewed is one of two media specialists at our school. The media specialist is one of the teachers who frequently must share boards with other faculty members. In fact, it was decided at the technology meeting that the media specialists are ultimately responsible for inventorying most technology equipment at the beginning and end of the school year. This particular media specialist is very technology savvy. However, her sharing situation has put her mostly in the “unacceptable” range as far as equipment set up and care is concerned. 

In her case, because the SMART Board and projector are frequently borrowed, the projector is not mounted in a way that can minimize shadows and falls into the “unacceptable” range. Because the board and projector are frequently signed out by other teachers, her wires have not been secured to the floor the way the computer specialist’s were. Therefore, the wires are a tripping hazard and fall into the “unacceptable” range. Likewise, because the board is shared, it must be rolled around the main building frequently. Parts also go missing often because of the sharing. This makes the situation “unacceptable.”  

Lighting is something that she does have control over and because the lights are accessible but not dimmable, she falls into the “acceptable” range for lighting. (Note: I do not believe any classroom in our school has dimmable lights, but it would be nice).

As far as equipment set up is concerned, the media specialist falls into the “optimal” range because she is sure that when she has a SMART Board lesson prepared, that she has set up the equipment in advance and tested it. 

Finally, the media specialist ranks in the “acceptable” range for interactivity because she allows students to come up and use the board themselves. However, like the computer teacher, she did admit that she mainly lets the older students use the SMART Board


Observation

I observed one of the computer teachers using the SMART Board during a class period. The class was a 1st grade class. 

The children sat on the floor facing the SMART Board which was in the back of the room. They sat on a carpet facing the board and the projector was on a movable cart just above their heads. This caused some minimal shadows when the kids were getting settled and they had to adjust themselves so that they were not interfering with the picture. 

The teacher was doing a demonstration of the Kid Pix program. The lesson for the day was “Arctic Adding.”  She began by asking the children about the temperature of the Arctic and related it to popular movies they might have seen, such as “Happy Feet.” Afterwards she used the SMART Board to begin demonstrating the tools they will need to make their picture. First, she carefully drew a line across the picture for her water and filled it in. She drew a second line across the top marking the horizon and filled it in for the sky, reminding them to make sure their line touches both edges so that their fill color will not “leak.” The white space in between was the snow. 

The kids watched her as she pointed to the various tools and “clicked” them with her finger. Even as she was demonstrating it became clear that the SMART Board can be a “picky” device, sometimes stamping two Arctic animals instead of just one. Later she explained that it is hard for the Kindergarten and first graders to use the SMART Board themselves because they have difficulty with the touch sensitivity. The children have trouble dragging and “clicking” with their fingers. 

The end product of the lesson was to be a picture with Arctic animals stamped on its landscape. At the top, the 1st graders were asked to stamp one of each animal they chose and then count how many of each animal was in the landscape below. They were to draw an “=” sign and write the number in with their mouse. After they were all done, the students were asked to write their first name with the mouse and print out the finished picture. (The teacher explained that saving to the network drive is too complicated for the kindergarten and 1st graders and both computer teachers decided that they would reserve that for 2nd-5th graders only). 

After the demonstration, the children went back to their seats and began to mimic what they saw using their own computers. The teacher turned the projector so that it faced the front of the room and the students were able to view her finished sample on the overhead screen on the wall. This screen (unlike the SMART Board) was easily viewable from any seat in the room. The students then made their own pictures and the teacher went around offering help and graded them on their work. Most students finished before the end of class and had the opportunity to play some educational computer games while they waited for their classmates to finish.


Part 3: Stages of Concern Interview

Face to Face With a Computer Specialist

I spoke with one of the Computer Specialists about her use of the SMART Board in class. She said that she mainly uses it for internet lessons. Often she uses it with the website “Brain Pop.” 

One of her concerns while using the SMART Board is that the younger kids really enjoy it, but have difficulty using it themselves. She said that they have trouble with the touch sensitivity. Since they are young they lack the motor skills that they need to hold their finger steady against the board and drag their fingers to click and move objects. 

The advantage of using the SMART Board is that the kids can see what you are pointing at instead of looking for the small mouse pointer. She said this really helps the younger kids follow along better. 

In addition, she said the Kindergarten and first graders seem to pay more attention to her is she does her demonstrations on the SMART Board. When it is time for them to work at their own seats, most of the kids know what to do right away and need minimal assistance, (I observed this first hand during my in-class observation). She said lesson presentations with the InFocus on the overhead screen never seem to work quite as well with the little ones. 

Another challenge she spoke of was when the kids use it, is they tend to forget that you need to stand to the side in order to use it. The young ones especially, want to just stand right up in the middle and try to use it. (This is a problem that might be remedied by mounting the projector differently, such as with an overhead fashion).

She said that the older kids enjoy the SMART Board, but she’s found that using just the InFocus machine on the regular overhead screen works just as well. The advantage of that approach is that the students can follow along from their computers and still see the screen from where they are sitting. 

Because the SMART Board is in the back of the room and the overhead screen is in the front of the room, the projector must be turned around in order for her to switch from using the SMART Board to the screen and vice versa. This makes set up difficult because every time she turns the projector around, the must calibrate the SMART Board. When the children are sitting on the floor, she said they sometimes bump the board on the way into the classroom or they may bump into the projector’s moveable cart. If it gets moved even a tiny bit during the lesson, then the whole thing must be reset. Therefore, she said the board can often complicate lessons because of the set up problems. She also noted that the little kids often like to make shadow puppets in the projector light. All of these problems may be minimized or eliminated if the school would mount the projector and the board for her. 

When planning lessons, she said that she spends a lot of time testing to make sure the equipment and the lesson will work. However, when she began using the board she said it did present her with some new challenges. Getting the children to sit quiet and be still was hard at first. Especially, since they can easily knock the board or the projector out of sync. 

She feels that the SMART Board has a lot of potential but when she began using it she felt as though there was little or no support. She had to largely figure things out for herself and she mentioned that if one of the ETs had not been there she would have been “lost.” Her connections are difficult to work with because she needs to connect up her monitor, InFocus and SMART Board and leave them all plugged in at the same time. In order to do this, she needed a special adaptor that she said was not listed in the set up instructions. So, she was, “not sure the average person would figure that out.” Even after the help she had last year, she said it took her about an hour to recall the set up procedures when she came back to school this year. 

Overall, she felt that she could, “live without” the SMART Board. Many times the board complicates lessons. This mainly had to do with room set up problems. As it was discussed previously, SMART Boards must be shared at our school. Although the computer teacher fought to have one in her room full time, the school still has yet to mount the board and the projector for her. She is hoping to get this accomplished by next school year. 

Based on the interview the computer specialist seems to mostly be in what Hord would call the “Personal” and “Management” stages. In the Personal Stage, she expresses some concern with her own ability to use the SMART Board and recognizes some conflicts within the structure of the environment she works in, such as the fact that she feels that using the SMART Board would benefit the students but she does not receive much support from the organization in its implementation. She is having some Management Stage problems as well such as how to best adjust classroom management procedures, i.e. getting the kids to sit still, in order to use the projector. Also, as indicated later in her Levels of Use Interview, there are some time management and scheduling problems involved that hinder her exploration time as well as the possibilities for collaboration.


Face to Face with a Media Specialist

Overall the media specialist felt very positive about the SMART Board. She said she is very confident in her ability to use it. She also felt the SMART Board was good for students, noting that it is still a relatively new innovation and that they students are very likely to see them more and more often in the future. They, themselves, may need to use one on their own someday. So she felt that giving them exposure to SMART Boards will only be beneficial for them.

She agrees that the SMART Board has the ability to enhance teaching lessons about library materials. However, she said it does not enhance every lesson and feels that in some cases, trying to incorporate it into the lesson can be more trouble than it is worth. Like the computer teacher, she explained that especially with younger students the SMART Board can complicate lessons. Her experience was that the younger children sometimes have difficulty using the SMART Board themselves. But she feels the SMART Board engages the students. 

She felt strongly that the SMART Board positively influenced student learning. One example she gave was her lesson on how to use “Library World” the online catalogue. She said that using the SMART Board makes teaching this lesson much easier. She also said that the SMART Board enhances “boring” lessons such as “rules and procedures” by making it possible for the students to participate in a “memory game” that she developed using Power Point. She linked library vocabulary words to definitions and allows students to come up and try to match them in pairs. 

She believes the students really love using the SMART Board, though she admits that she only uses it with 3rd-5th grade. When asked if she felt it was possible for the younger kids to use it, she said that she felt 1st and 2nd could handle it “with a lot of training.” However, she said she was not sure if it was “worth it” because you probably would spend more time learning how to use the SMART Board, than learning library skills. 

She did feel that the younger children benefit from seeing the SMART board being used. The modeling she does now will help them use it later once they develop the motor skills they need to make the board function properly.

Even when the older kids are using it, she said that sometimes they have problems because the board or the projector gets moved and then the touch sensitivity is off. This goes back to the set up problems that the school has as a whole. If the school had more money for more permanent set ups, they may be able to eliminate that kind of problem. 

Another problem she spoke of was the fact that some classroom teachers use the board often in their classes and some do not. Therefore, some kids have learning gaps in their knowledge about how to use a SMART Board. Because the school is a military school we have a lot of movement in our population. Some students, who have been at our school a long time, may have learned how to use a SMART Board. But those transferring in from other places, such as Europe, may or may not have had any in their schools. She hoped that even if the kids never get to use them in their own classrooms, that they will be exposed to them at least a few times when they come to the media center. 

She feels that the SMART Board should only be used with lessons that work well with it and feels that not every lesson can be delivered successfully with a SMART Board. One example she gave was a lesson that some librarians like to do in which students are given some images of books on the screen and they have to drag them to appropriate locations on the screen to sort them. Although the whole group can see it being done at the same time, she said she personally would prefer if the kids actually had their hands on the books. However, she said cheerfully that it might just be a “librarian thing.”

The media specialist rarely has difficulty using the board and does not often need help troubleshooting problems. She said that she is the type who will “fiddle” with it until she figures it out. However, she does feel that if she ever did need support, that the ETs would be glad to help her with her problems. 

When asked “What could be improved?” she said that she would love to see the projectors and board mounted so that the kids cannot block the light with their hands or accidentally move the projector or board. Ideally, she felt that projector wires should be concealed in the walls to prevent them from becoming tripping hazards. She also would like to see more responsibility with the parts and pieces for the boards.

The media specialist appears to mostly be in what Hord would call the “Consequence Stage.” The media specialist is confident in her own operation of the board and seems to know how to develop new activities for it. She focuses on maximizing student learning and performance and seems to recognize when changes need to be made. As with the computer teacher, time and scheduling as well as lack of innovation participants make collaboration difficult at this time. 


Part 4: Level of Use

Level of Use Interview Computer Teacher

The computer teacher mainly uses the SMART Board with her youngest students, Kindergarten and first grade students. The SMART board is mostly used by her for demonstrations because the younger students lack the motor skills needed to utilize the board. Unlike the media specialist she feels that the InFocus projector by itself is enough for the older kids. 

The computer teacher feels that she is not using the SMART Board the way it was intended to be used. She said she does not feel adequately trained to utilize its maximum potential. She elaborated saying that she is largely self-taught as far as the SMART Board is concerned. She first saw it at the FETC conference a few years ago (a yearly technology conference sponsored by DoDDS Pacific). At the conference she saw some demonstrations, but she said she still has “only barely scratched the surface” of all the programs and software that the board comes with. 

She said what makes experimentation hard is the lack of portability. She cannot take the board home to try things out, and the school does not currently have any laptops available for her to use at home to try out the software. The conference was only a 2 hour “course” on how to use it. She said her planning periods often get filled up with lesson planning, so there just is not enough time to get everything done. 

She mentioned asking other teachers to come by and look at it. She wanted to show the music teacher a music program that comes with the board. However, again, planning and collaboration time are sometimes hard to come by. Specialists who teach the same subject are given similar planning periods. Because he is a music teacher and she is a computer specialist, they do not share common planning times. In-service days are usually filled with school improvement planning, and there is little time left over for teachers to just share what new things they are trying in their classrooms. 

The computer teacher seemed to be well informed about the potential uses of the SMART Board. However, it sounds as though she rarely uses these programs and admitted that she does not take advantage of all that the board has to offer. 

She has established a sort of routine in her classroom and seems to know how to adapt some lessons to the board. She cited lack of time to experiment as one of the problems she has and therefore does not plan lessons around the use of the board. Rather, she retro fits old lesson ideas and just uses the board to help present them in a slightly new way. 

She wants to collaborate with other teachers but just does not feel as though she has the time.  She recognizes that more could be done with the board but seems to feel unable or too busy to explore new options. 

Based on some of her concerns, it sounds as though the computer teacher is in what Hord would call Mechanical Use, Level III the “state in which the user focuses most effort on the short-term, day-to-day use of the innovation with little time for reflection. Changes in use are made more to meet user needs than needs of students and others. The user is primarily engaged in an attempt to master tasks required to use the innovation (Hord).”

The computer teacher expressed a lot of concern about not being adequately trained or supported with new technology. Because lesson planning takes up so much time, she often feels as though she does not have time for experimentation or exploration by herself. She is thinking of ways to improve her use of the board but does not feel as though she has the time to implement some of these new ideas. Part of the problem is the basic set up of her room.  As of right now, having to move the projector around poses a large problem for her. She said that having the SMART Board mounted near the front of the room, instead of storing it at the back, would help alleviate some of her set up issues and would eliminate some of the technical problems she has. 


Level of Use Interview Media Specialist

When interviewing the media specialist about the SMART Board it was determined that the teacher and the students are the primary people who use the SMART Board. Just as the computer teacher determined the SMART Board was too difficult for younger students to use by themselves, so too did the media specialist. As mentioned in the interview, the media specialist said that she primarily allows older students (3rd – 5th graders) to use the SMART Board.

The media specialist seemed very confident in her ability to use a SMART Board. She said she was never nervous about using one. She does not feel “intimidated” by technology and is “not afraid to give it a shot.” The media specialist also spoke fondly of a professor in her master’s program who had one in his classroom and used it often. Therefore, she was exposed to how one could be used before she ever had to use one on her own. However, she never received any direct training on the innovation from the organization.

The media specialist showed a lot of confidence and knowledge about the innovation when she was interviewed. She seemed to feel secure in her ability to develop successful and engaging lessons with the SMART Board. The media specialist also had a lot of knowledge about how to set up, maintain and troubleshoot the SMART Board. 

She showed a great deal of reflection because she could recognize when the SMART Board was not a suitable teaching tool for a particular lesson. She also expressed what her ideal set up situation would be, such as embedding all the wiring in the walls and having a personal SMART Board that does not need to be shared among a wide range of users. 

She discussed ways in which she varies her SMART Board lessons. Rather than always doing demonstrations, such as with teaching the “Library World” online catalogue, she also develops interactive games for the students to present subject matter. This shows that she is not simply following a routine, but trying to impact the students with memorable interactive experiences. 

Based on the interviews that were conducted, the media specialist shows considerable knowledge about how to use the innovation as well as a strong routine for utilizing it in her lessons. 

The media specialist appears to be in what Hord would call Refinement, Level IVB the “state in which the user varies the use of the innovation to increase the impact on clients within their immediate sphere of influence. Variations in use are based on knowledge of both short-term and long-term consequences (Hord).” 

The media specialist is still working on her own in the implementation of the SMART Board. Even her partner, the other media specialist, does not use it nearly as often. So, there currently is not much collaboration amongst faculty members regarding the use of SMART Boards in the classroom. Therefore, she is not likely combining efforts with other teachers just yet. However, by the variety of her lessons and presentation of media on the SMART Board, she shows an interest in finding ways to really impact the learning of her students. 

By not limiting herself to simple demonstrations and coming up with interactive lessons, she shows a desire to at least expose her students to the SMART Board even if their classroom teachers are not comfortable using it. As she said in her interview, even if the kids never get to use them in their own classrooms, at least they will be exposed to the SMART Board when they come to the media center. 


Conclusions

While talking with the teachers at our school, it became clear to me that their level of use is somewhat stunted by the organization for which they work. These teachers have been presented with a difficult sharing situation and this limits how well the technology is cared for and the frequency in which some of them may use the SMART Boards. Because of the large staff size (over 70 teachers) and the limited resources, and the lack of organizational slack to purchase more at this time, the school cannot provide the teachers with ideal set up situations such as: a SMART Board for every class or mounted projectors. 

Teachers may want to use the technology but sometimes may have to wait for others to finish with it. Because the technology is not always easily accessible, many teachers may feel that it is too much hassle to borrow a board, and set it up for one lesson or a few short days. Not having boards that are accessible daily also diminishes the number of lessons that teachers write for the boards and reduces the amount of collaboration that can take place among faculty members using this innovation.

Once the board is returned, there is always the possibility that parts may be missing. Wires and other connections may get damaged because they are frequently moved around and the boards themselves will see some deterioration because of the way they are treated. 

Another problem that was discussed was the fact that there are not enough demonstrations or training in new technology. The computer teacher expressed frustration that the Education Technologists are sent every year to technology conferences several times during the course of the year. Many classroom and computer teachers are never given the opportunity to attend these conferences. She said, 

“No wonder teachers never want to use anything! We have no shortage of materials, but we never get any quality training. They talk about buying more SMART Boards and other equipment, but what for? When we don’t get to see how they can be used, people just give up. You can’t blame people for wanting to go back to paper and pencil! Even us computer teachers, only use about 20% of the programs we have because we just don’t have the time to explore them and we never had any training on them.” 

Right now, it seems as though many new pieces of equipment in the school are only being used by those who are “adventurous.” People who are not afraid to experiment on their own will probably be the most successful at implementing new innovations that the school invests in. This leads to a situation in which the innovators are the only ones who are trying out the new things, and the laggards, seem content to stick with “pencil and paper.” This is partly the change agent’s fault because they failed to establish a good rapport with their clients, as indicated by the comments the computer teacher made to me during her interview about her training frustrations. This is a large failing of the overall organization. The organization seems to focus on purchasing the innovation but not on the people who will use it. This is evidenced by the fact that the media specialist received all her training outside of the organization while the computer teacher was given what she felt was an inadequate, short demonstration of the innovation during an organization sponsored training session. This limits how successful the change efforts will be.

Both of the teachers I interviewed expressed a desire to see SMART Boards and projectors mounted to minimize or eliminate problems such as exposed wires or students making shadow puppets during the lecture. However, at this time it is not always possible to make such accommodations and still allow all faculty members equal access to the limited resources. In the future the school should work towards giving teachers more time to share and collaborate on new innovations in their classrooms. Sometimes it seems that during in-service days too much emphasis is placed on “paperwork” and “data” and not enough time is spent allowing the teachers to be excited about their jobs. 

