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Abstract 
 

This study investigated the role of the Campus Instructional Technology 

Specialist working in a one-to-one computing environment in Northwest ISD, a large 

school district in the suburbs of Houston, Texas. This position oversees the campus-based 

technology professional development for teachers. Qualitative, case-study methods were 

used to gain a better understanding into the responsibilities of five Campus Instructional 

Technology specialists, the strategies they used to help teachers teach in a one-to-one 

computing environment, and the enabling factors and barriers to instructional support 

perceived by the Campus Instructional Technology Specialists. Data were collected 

through interviews and document analysis.  

The results indicated that the Campus Instructional Technology Specialists’ role 

was divided into four areas of responsibilities supporting the Sugar and Holloman’s 

(2009) framework: instruction, technical, analysis, and leadership. Both formal and 

informal professional development opportunities were seen as vital to the success of the 

program including: one-on-one support, PLC support, trainings, follow-up support, and 

just-in-time support. Because the Campus Instructional Technology Specialists 

established themselves as technical experts, teachers approached them with technical 

issues, and the Campus Instructional Technology Specialists put processes into place to 

assist teachers. The Campus Instructional Technology Specialists worked daily with 

teachers to help them choose the best tools to support the curriculum. In addition, the 

Campus Instructional Technology Specialists emerged as leaders on their campuses. 
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There were several enabling factors to instructional support as perceived by the 

Campus Instructional Technology Specialists including working with a partner and their 

PLC, working with school administration, working with content instructional specialists, 

their character traits, and a working infrastructure. Challenges to instructional support 

included learning the position, technical challenges, teacher turn-over, teacher belief 

systems, and bureaucracy. 
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CHAPTER 1 

INTRODUCTION 

 
“The personal computer is used to amplify human potential. It is an intellectual 
laboratory and vehicle for self-expression that allows each child to not only learn what 
we’ve always taught, perhaps with greater efficacy, efficiency or comprehension” 
(Stager, 2013). 
 
 Today’s students have grown-up surrounded by technology. They spend their 

time using cell-phones, texting, playing video-games, tweeting, listening to digital music, 

and surfing the Internet. There is no doubt that technology is a necessary component 

needed in education to make learning relevant and engaging for these digital natives. 

During the opening decade of the 21st century, there has been growing interest in placing 

a computer in the hands of every student to support this type of learning. “The decreasing 

costs of the hardware, combined with the lighter weight of the laptops, are all making 

such initiatives more feasible to implement on a broad scale” (Penuel, 2006, p. 329). 

School districts across the United States have invested billions of dollars in educational 

technology with the hope of transforming education. In general, the main goal of these 

one-to-one computing efforts is to provide an instructional setting that meets the needs of 

21st century learning.  

Background 

The Texas Long-Range Plan for Technology states, “Students can expect higher 

performance and deeper engagement in academic, real world endeavors by accessing 

digital tools and resources available twenty-four hours a day, seven days a week (24/7) 

appropriate to individual strengths, needs, and learning styles” (Texas Education Agency, 

2006). This vision of an education system where students have access 24/7 to relevant 

technologies, tools, resources, and services for individualized instruction is the genesis of 
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many one-to-one initiatives across the state of Texas. Not only do one-to-one initiatives 

afford students access to online resources, but they also allow students to use information 

to collaborate, construct knowledge and provide solutions to real-world problems (Texas 

Education Agency, 2006). 

Several interchangeable names have been given to laptop programs, such as one-

to-one computing, 24/7 access, anytime-anywhere learning, and ubiquitous computing. 

Regardless of the name used, schools are exploring both the benefits and the challenges 

when students use laptop computers in the classroom (Rockman, 2003). As many as 33 

states have schools implementing one-to-one computing programs (Lei, Conway, & 

Zhao, 2007). While the details of these one-to-one computing initiatives are defined by 

their own individual institutions (Penuel, 2006) they share common characteristics. 

William Penuel, Senior Researcher at SRI's Center for Technology in Learning, describes 

three core features common to a wide variety of one-to-one initiatives:  

(a) they provide students with use of laptop computers loaded with productivity 
software; (b) they enable students to access the Internet through schools' wireless 
networks; and (c) they focus on using laptops to help complete academic tasks 
such as homework, tests, and presentations. (p. 331) 
 
As more and more districts make the shift to one-to-one computing, it is important 

to note the instructional changes that can occur with these learning initiatives. ISTE’s 

publication, 1 to 1 Learning: Laptop Programs that Work (Livingston, 2009), discusses 

benefits of ubiquitous computing for students, teachers, and campuses as shown in  

Table 1. 
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Table 1 

Benefits of One-to-One Learning 

Student Benefits 
 

• Helps students improve technology and information process 
skills, preparing students for higher education or a job in our 
technology-driven global economy 

• Provides crucial support for constructivist instructional practices 
and motivates students to become self-directed learners 

• Helps students stay organized and on track with schoolwork 

Teacher Benefits 
 

• Can help teachers become more adept and confident in using 
education technology for planning, teaching, and communication 

• Can provide teachers with 24/7 access to curricular resources that 
encourage and support the development of richer lessons 

• Helps teachers communicate more frequently and effectively with 
students, parents, and colleagues 

Campus Benefits 
 

• Can improve both student attendance and school engagement 
• Can improve student performance in all curricular areas 
• Improves home to school connections  
(Livingston, 2009, p. 66-74) 

 
With the expansion of technology in the classroom, it is important to have 

instructional support on campus. When a school is implementing a one-to-one computing 

initiative, there are high expectations for teachers to integrate the technology into their 

classrooms. In order for the current teaching force to be successful, it needs support from 

someone who can serve as a guide as well as support changing technologies (Marable, 

2011; Plair, 2008). One of the best practices of one-to-one schools includes adding 

technology support at the campus level to provide instructional support and professional 

development (Livingston, 2009). Districts that are one-to-one recognize the need for 

effective staff development as well as for just-in-time learning in the classroom. Because 

teaching is a demanding job, a technology specialist can serve an important role in 

supporting the immediate technology needs of the teacher. The hope for one-to-one 

schools is that there will be more teacher buy-in for adopting innovative strategies when 
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using in-house support that focuses on helping teachers integrate technology into their 

teaching (Livingston, 2009).  

When Northwest ISD, a large school district in the suburbs of Houston, Texas, 

prepared for their one-to-one computing initiative, they created the position of a campus-

based technology specialist, which they termed Campus Instructional Technology 

Specialist, or CITS. This position provides ongoing, job-embedded professional 

development to teachers with an emphasis on using student tablet computers to support 

teaching and learning. Examining the role of the CITS on the one-to-one campuses in 

Northwest ISD was the central focus of this study. 

Purpose 

The CITS in Northwest ISD have been provided a unique context in which to 

conduct professional development. Being a campus-based professional position, the CITS 

were not only aware of the personal needs of the teacher, but also the administrative 

objectives for instruction and teacher development. Having the proximity to their teachers 

afforded by being based at the schools allowed the CITS to make important decisions 

about how they supported their teachers and shaped professional development on their 

campuses. This study describes in detail the role of the CITS in the district. Specifically, 

it focuses on the types of support given to teachers. Understanding this role and the 

decisions behind professional development from the perspective of each technology 

specialist and from campus to campus provides useful information for the district as more 

schools are added to the endeavor in this particular district. This study also adds to the 

research base regarding technology specialists working in a one-to-one computing 

school.  



5 
 

 
 

Research Questions 

Three questions framed the research of this study. 

• What is the role of the Campus Instructional Technology Specialist in a one-to-

one computing environment? 

• What strategies are used by the Campus Instructional Technology Specialists to 

help teachers teach in a one-to-one computing environment? 

• What are the enabling factors and/or barriers to instructional support as perceived 

by the Campus Instructional Technology Specialists? 

Significance of the Study 

Earlier research has analyzed the responsibilities of the technology specialist in 

traditional schools with computer labs (Frazier, 2003; Lesisko, 2005; Moursund, 1992) 

and other studies have shown that the technology specialist can function as a change 

agent (Strudler, 1996; Wagner, 2004). What the literature base has not established is an 

in-depth description of the duties of technology specialists in a one-to-one computing 

environment. This study contributes such detail to the literature in this area.  

This research report focuses on the role of the Campus Instructional Technology 

Specialist in Northwest ISD, including the strategies used in technology professional 

development, as well as the enabling factors and barriers to instructional support as 

perceived by the CITS. The findings are of interest to school districts considering 

establishing one-to-one contexts, and specifically to Northwest ISD as they move more 

campuses one-to-one. This study also provides information for the CITS as to how to 

support staff technology integration and facilitation. 
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My Role 

It is important to clarify that my role in this research study was one of researcher; 

however, I also shared a unique closeness to the research context in that I was employed 

as a CITS in Northwest ISD from 2008 to 2012. It was my intention through this research 

to report the stories of the other Campus Instructional Technology Specialists—my 

former colleagues. One might conclude that my personal interaction could color my 

interpretation of the data, however it was my goal to use my own perspective as a 

strength in analyzing the data – an inside perspective on the operations of these 

professionals. Having been employed as a CITS allowed me to have a better 

understanding of the content at hand, and further, it aided in my understanding of 

comments made by participants. In many ways, I was able to use my inside knowledge to 

help interpret their story, which is often not possible as an outsider. Every effort was 

made to approach the data objectively and critically in order to maintain a valid and 

reliable research process.  

Definition of Terms 

The following terms are defined by the researcher as listed for the purposes of this 

study. These terms are derived mainly from the review of the literature as well as from 

the researcher’s own experience. 

• Campus Instructional Technology Specialist (CITS): An individual who is in 

charge of the implementation and integration of technology for teaching and 

learning at a campus level. This term is sometimes shortened to technology 

specialist. 
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• District Technology Teacher: This is a unique term used by the district and is an 

individual that is in charge of the implementation and integration of technology in 

the district. This person is assigned to several campuses within the district.  

• Educational Technology (Ed Tech): The department in this particular district that 

handles the instructional uses of technology. This department is made up of 

district technology teachers. 

• eInstruction: A classroom performance system that engages and assesses students 

in learning.  

• IT (Information Technology): The technology department that handles the 

hardware, network, and wireless technologies. 

• Just-in-Time Training: A method of providing support when it is needed.  

• One-to-one computing: Refers to the level at which access to technology is 

available to students and teachers (Bebell & O’Dwyer, 2010). Often used 

interchangeably with 1:1, 24/7 access, anytime-anywhere learning, computing, 

and ubiquitous computing. In this study it specifically refers to one Tablet PC for 

every teacher and student at the one-to-one campuses within Northwest ISD.  

• One-on-one: This term is used to describe when a CITS works individually with a 

teacher.  

• Professional Learning Community: A group of administrators and teachers 

working together collaboratively that focuses on school improvement. 

• Reimage: This is the process of wiping all data from a computer’s hard-drive and 

restoring the device to an original state. 
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• Tablet PC: A laptop that comes with a stylus and has the capability of writing 

directly on the screen.  

• Staff Development: Professional training to improve and develop the knowledge, 

skills, and effectiveness of teachers for their own benefit as well as their students 

(Frazier & Bailey, 2004). 

• StarBoard: An interactive whiteboard that provides a hands on experience.  

• Traditional Classroom: The classroom most recognized as exhibiting teacher-

directed content, a well-defined structure, and seating in traditional rows. 

• Technology Integration: Combining technology with other specific content 

resources so that a whole range of appropriate tools is used to help students reach 

each learning goal (Bitter & Pierson, 2005). 

• Ubiquitous Computing Environment: An environment where K-12 teachers and 

students have access at school (and preferably home) to portable and connected 

computing capability. This term is used interchangeably with 1:1, one-to-one, 

mobile-computing, and anytime-anywhere learning (Keefe & Zucker, 2003).  

 

 
 
 
 
 
 
 
 
 
 
 
 
 

 



 
 

 
 

CHAPTER 2 

 

LITERATURE REVIEW 

The purpose of the present study is to explore the role of the Campus Instructional 

Technology Specialists (CITS) in a one-to-one computing campus. This chapter begins 

with a review of the literature on laptop initiatives, looks at the historical perspective of 

the use of laptops in schools, discusses the district-wide and state laptop computing 

initiatives, highlights the benefits of teaching and learning with laptops, shares the 

challenges of laptops, and concludes with a look at the effectiveness of laptop initiatives. 

It next introduces the concept of Technological Pedagogical Content Knowledge as a 

framework for meaningful technology-integrated teaching. The review then discusses 

technology support with a historical glimpse of professional development, quality 

professional development, and a look into technology professional development support. 

The literature review concludes by examining the instructional technology specialists’ 

responsibilities and their changing role.  

Laptop Initiatives 

Since the turn of the century, a growing number of school districts have provided 

laptop computers for students and teachers (Zucker & McGhee, 2005). It is estimated that 

one out of every four schools in 2006 were in the process of moving to a one-to-one 

computing environment, which was not a possibility for many schools just a few years 

before (The Greaves Group & The Hayes Connection, 2006). With the reduced costs of 

digital technologies, computers are finally as equally available as other educational 

resources (Zucker, 2008).  
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A growing number of schools districts such as Henrico County, VA; Cobb 

County, GA; Talbot County, MD; and Irving ISD, TX have committed to using laptops to 

enhance learning. Entire states such as Maine, New Hampshire, and Michigan have 

adopted state-wide initiatives involving laptops to support teaching and learning (Keefe 

& Zucker, 2003). Although many laptops are relatively new and studies are still in 

progress, research has shown educational benefits from the use of laptops, predominantly 

with respect to increased student motivation (Bebell & Kay, 2010; Lowther, Ross, & 

Morrison, 2003; Zucker & McGhee, 2005) and the creation of more student-centered 

classrooms (Argueta, Huff, Tingen, & Corn, 2011; Bebell & Kay, 2010; Marable, 2011; 

Zucker & McGee, 2005).  

Historical Perspective of Laptop Programs 

While laptop initiatives have extended throughout the United States over the past 

10 years, the first pioneers of using laptops in the classroom were the Australians. The 

world’s first classes utilizing laptops for instruction launched on Monday, February 12, 

1990 at the Methodist Ladies’ College (MLC), a private girls school in Australia 

(Johnstone, 2003). This vision of empowering students with their own learning device 

was the work of one principal who appreciated learning with and from students (Stager, 

2000). 

This original laptop school set an example for many schools worldwide even 

though the idea of ubiquitous computing was not a new idea. The inspiration for the first 

generation of laptop schools came from educator/philosophers Dewey, Piaget, and 

Papert, (Stager, 2000). In the mid-1960s, Seymour Papert suggested that students use 

computers for learning. He predicted that computers should be a tool as common as a 
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pencil (Johnstone, 2003). In his memo, “Twenty Things to Do with a Computer,” Papert 

(1971) states, “If every child were to be given access to a computer, computers would be 

cheap enough for every child to be given access to a computer” (p. 40).  

Since the Australians first started using ubiquitous technology, many have tried to 

replicate their innovation, including Microsoft, who after visiting Methodist Ladies’ 

College quickly tried to adapt the Australian conditions to American conditions and 

began the Anytime Anywhere Project (Johnstone, 2003). This high-profile study that 

began in 1996 gathered information during their second year of the study from 144 

teachers and more than 450 students involved in the program. Part of their research 

included student and teacher interviews and simulated problem solving tasks (Rockman 

et al., 1998). They found that laptops changed teaching and learning. They reported: 

• laptops extend the school day; 

• increased student collaboration; 

• a shift to more project-based learning; 

• writing of higher quality; 

• improvement of research skills; and 

• less time lecturing by teachers. 

A number of other district-wide and state laptop initiatives from 2000-2010 have 

paved the way for continued research including Henrico County Public School System, 

Maine’s Learning and Technology Initiative, and Texas’ Technology Immersion 

Program.  
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District-Wide and State Laptop Computing Initiatives 

Henrico County Public School System in Virginia launched its teaching and 

learning laptop initiative in 2001. By 2008, approximately 31,000 teachers and students 

in 22 secondary and 48 elementary schools were given a laptop (The Abell Foundation, 

2008), making Henrico the largest district in the country implementing a one-to-one 

program in its middle and high schools (Zucker & McGhee, 2005). Henrico County 

invested over $50 million into its one-to-one learning program from 2001-2008 (The 

Abell Foundation, 2008). A 2005 evaluation reported an increase in student and family 

access to resources, teacher professional productivity and collaboration with other 

teachers, and increased student engagement, motivation, and self-directed learning 

(Zucker & McGhee, 2005).  

The Maine Learning Initiative is the largest, most high-profile, statewide one-to-

one computing initiative giving laptops to all 7th and 8th grade students and teachers in 

Maine beginning in 2002. Nearly $100 million has been spent on this initiative to date 

(The Abell Foundation, 2008). Many researchers have chronicled this initiative reporting 

that students are more motivated to learn; teachers are more effectively helping children 

achieve Maine’s learning standards; and students are acquiring twenty-first century 

technology skills. Early on Maine identified the importance of ongoing professional-

development to the success of the program (The Abell Foundation, 2008).  

The Technology Immersion Project (TIP) from 2003-2008 centered on an idea 

called “technology immersion.” This program involved a combination of educational 

hardware and software, electronic curriculum and assessments, professional 

development and technical support resources to campuses in 23 different school districts 
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around Texas (Argueta, Huff, Tingen, & Corn, 2011). The major goal of TIP was to 

increase the academic growth of students by engaging campuses with technology 

(Arguetta et al., 2011) and reduce the gap between economically advantaged and 

disadvantaged students (TEA, 2009).  

Benefits of Teaching and Learning with Laptops 

 “One-to-one computing,” according to Bebell and O’Dwyer (2010), “refers to the 

level at which access to technology is available to students and teachers; by definition, it 

says nothing about educational practices” (p.6). One-to-one initiatives vary in dollars 

spent, specific goals, and the number of students involved, but there are several benefits 

that have emerged as a result of the implementation of one-to-one computing programs.  

Windschitl and Sahl (2002) reported that when laptops are used in the classroom, 

students are more frequently engaged in problem-based learning. In laptop classrooms, 

the environment can be transformed so that students are working collaboratively on 

projects and focused on their own work versus their teacher’s work. Windschitl and Sahl 

concluded, “Not only is the teacher decentered as the focus of classroom activity, but the 

classroom itself can be reconfigured by portable technology, ‘places and spaces’ for 

learning can become more fluid with laptops” (p. 170).  

In a laptop classroom, the presence of laptops forces teachers to rethink their 

instructional goals. The teacher has an opportunity to be a facilitator rather than an 

expert. Learning occurs with and from students, and teachers model this process. These 

shifts in roles represent a change in a traditional classroom setting because the students 

might know more than the adults (Johnstone, 2003). While teachers might instruct less in 

front of the classroom, students can potentially learn more. Rockman et al. (1998) 
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reported that teachers felt that laptops allowed students to express themselves more 

creatively. Many teachers noted that their classrooms became more student-centered, 

where students directed their own learning, and teachers were more of a facilitator to 

students. Having ubiquitous technology places more of the responsibility of learning on 

the student. Teachers have the ability to integrate technology completely into instruction 

and extend the school day. Students can use their laptops for homework and projects at 

home. 

Laptops provide a personal space for exploring and can create more real-life 

experiences (Mortensen, 2011). In addition, with the convenience of laptops, students can 

use software or other tools to engage in discovery and create excitement about learning in 

the classroom as well as outside the classroom (Mortensen, 2011). Students can be more 

informed decision-makers and direct their learning (Penuel, 2006). For example, instead 

of studying the functions of the body, students work in a simulated lab learning human 

anatomy. Using this type of technology where students are engaged in their learning can 

help build knowledge.  

Challenges with Laptops 

It takes time to reach a student-centered environment in which laptops can 

provide. There is evidence that teacher attitudes and beliefs about technology influence a 

program’s success (Bebell & O’Dwyer, 2010; Penuel, 2006; Zucker & McGhee, 2005). 

Case studies of teachers in laptop programs have shown that teachers’ beliefs about 

students and the role technology plays impacts how laptops are integrated into the 

classroom (Bebel & Kay, 2010; Windschitl & Sahl, 2002).  



15 
 

 
 

Windschitl and Sahl (2002) concluded from their study of classrooms in a laptop 

computer school, “the availability of technology was neither a necessary nor a sufficient 

condition to affect pedagogy” (p.201). In this study, the researchers followed the 

activities of three teachers over a two-year period as they learned how to use laptop 

computers in the classroom. Although all of the students in the study had their own 

computers, two out of three teachers observed failed to use the technology in ways that 

changed their teacher-centered pedagogy. In this case, the technology did not initiate a 

teachers’ movement toward constructivist instruction. It was only one teacher’s belief 

system and use of technology that prompted the constructivist classroom. This teacher’s 

dissatisfaction with teacher-centered pedagogy and beliefs in student-centered activities 

motivated her to experiment with project-based learning with the laptops. She saw it as 

an extra incentive in the classroom to help support collaborative student work. The other 

two teachers exhibited more teacher-centered activities. They had a difficult time 

conceptualizing how laptops could play a role in supporting learning.  

 In a study of one-to-one computer use in mathematics and science in Henrico 

County, several other barriers were revealed that influenced laptop use in addition to a 

teacher’s belief system (Zucker & McGhee, 2005). These barriers can make the one-to-

one implementation more difficult for teachers. They include: “laptop durability, battery 

life, students coming to class without laptops, management and discipline issues around 

laptops, and time” (p. 24). 

Effectiveness of Laptop Initiatives 

 There are a number of critical factors that make a one-to-one program successful 

including “adequate planning, stakeholder buy-in, and strong school and district 
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leadership; but the most important factor of all is the teaching practice of instructors” 

(Stansbury, 2010, para. 1). Teachers are an important reason for the success of integrating 

laptops into the classroom. Bebell and Kay (2010) evaluated the Berkshire Wireless 

Institute, a one-to-one pilot program that gave laptops to all students and teachers across 

five public and private middle schools in western Massachusetts.  

It is impossible to overstate the power of individual teachers in the success or 
failure of 1:1 computing. It is critically important to appreciate the pivotal role 
that classroom teachers play in the success of 1:1 computing. Looking across all 
of the available data, it is clear that teachers nearly always control how and when 
students access and use technology during the school day. In addition, teachers 
must make massive investments in time and effort to adapt their teaching 
materials and practices to make the 1:1 environment effective and relevant. (p.48) 
 
Given the complexity of implementing a one-to-one program and the importance 

teachers play in the success, on-going professional development has been reported as a 

critical piece of one-to-one implementation (Bebell & Kay, 2010; Bebell & O’Dwyer, 

2010; Mortensen, 2011; Weston & Bain, 2010). Not only do teachers need help with the 

technical skills, they also need help integrating technology into the curriculum. A 

research study by William Penuel synthesized findings from 30 different one-to-one 

initiatives and found extensive teacher professional development was a factor in 

successful implementations. He identified three features of professional development 

(Penuel, 2006) that benefit teachers. First, formal professional development needs to 

focus on helping teachers integrate technology into their instruction. Second, content or 

integration specialists are needed to help with this process. Third, it is critical for teachers 

to have opportunities to help each other as well as engage in planning together (Penuel, 

2006). This next section focuses on supporting technology integration.  
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Technological Pedagogical Content Knowledge (TPACK) 

Teaching is a “complicated practice,” and teaching with technology can be even 

more challenging (Koehler & Mishra, 2009). Because of this complexity, integrating 

technology into teaching requires a different approach to understanding. As discussed in 

Koehler and Mishra (2009), there is “no one best way to integrate technology” (p. 62). 

Koehler and Mishra explain that “at the heart of good teaching with technology are three 

components: content, pedagogy, and technology” (p. 62). This concept of technological 

pedagogical content knowledge or TPACK refers to teachers who possess content 

expertise, the ability to employ teaching strategies with their content, and the skill and 

ability to use a variety of technology tools and resources in meaningful ways (Mishra & 

Koehler, 2006; Pierson, 2001). This framework helps in understanding why integrating 

technology has been challenging for teachers for so many years. A teacher must not only 

possess content, pedagogy, and technical knowledge, but they must understand how they 

all work together. The total package for 21st century teaching strives for not only an 

understanding of all three types of knowledge but a commitment to putting that 

knowledge to work in the classroom (Mishra & Koehler, 2006). In order to see these 

fundamental changes with teachers, professional development must situate teachers in the 

intersection of content, pedagogy, and technology to engage in meaningful technology-

supported teaching (Borthwick & Pierson, 2008). 

If teachers are going to change the way they teach with technology, then the 

challenge is how to improve upon their instructional strategies for technology integration. 

As previously mentioned, the educational technology field has agreed on the framework 

of TPACK to describe the meaningful use of teaching and learning (Borthwick & 
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Pierson, 2008; Mishra & Koehler, 2006). This framework is based on Shulman’s (1987) 

work in which he discusses the importance of content knowledge and pedagogy 

knowledge working together. The addition of technology knowledge to content and 

pedagogy knowledge is what is referred to as the “total package” for 21st century 

teaching (Thompson & Mishra, 2007-2008). Borthwick and Pierson (2008) reviewed 

several models of educational professional development programs that demonstrated 

long-term success and found that not only was TPACK present in these programs, but 

that TPACK can be “strengthened with a frame of reflection, inquiry, collaboration, and 

sharing.” (Borthwick & Pierson, 2008, p. 208). 

 

Figure 1: The TPACK model framed by Reflection, Inquiry, Collaboration, and Sharing  

Teachers must have time to reflect on how technology is changing teaching and 

learning. They must engage in inquiry about their own practice to identify what is 

working in regard to student learning. They must collaborate with other teachers working 

together and not work in isolation from one another. Lastly, teachers must share in their 
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learning, which gives them reason to engage and also helps more novice teachers change 

in their technology vision (Borthwick & Pierson, 2008). 

Technology Support and Professional Development 

Effective use of technology in the classroom is dependent on the technology 

support available to teachers (e.g., Marcovitz, 2000; Ronnkvist, Dexter, & Anderson, 

2000; Strudler, Falba, & Hearrington, 2005). As defined by Ronnkvist et al., technology 

support encompasses a broad array of resources for teachers. These resources include, but 

are not limited to the presence of a support staff, personal help and guidance, professional 

encouragement and professional development (2000). Providing technology support to 

teachers is essential to a teacher’s development; however, “understanding technology is, 

at most, half the story of curriculum integration,” as stated by Wenglinsky. “The other 

half is understanding the curriculum and how instructional practices other than 

educational technology fit in” (p. 28).  

Professional Development  

Emerging during the 1970s, providers of in-service education were primarily 

institutions of higher education (Donnelly, Dove, & Tiffany-Morales, 2002). 

Unfortunately, this was not a feasible option for many educators due to costs. 

Historically, professional development is one in which teachers have attended classes or 

workshops that have focused on content unrelated to individual teacher’s classroom 

needs (Guskey & Huberman, 1995). Professional development began with the idea of a 

one shot workshop and has since moved through many models. Since the 1970s, a large 

body of literature has evolved regarding the practice of providing professional 

development to teachers (Darling-Hammond & McLaughlin, 1995; Donnelly et al., 2002; 
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Guskey & Huberman, 1995) and the roles technology plays in professional development 

(Borthwick & Pierson, 2008; Mishra & Koehler, 2006; Martin, Strother, Beglau, Bates, 

Reitzes, & Culp, 2011).  

With the passing of NCLB, there has been tremendous pressure to provide high-

quality professional development in order to improve student achievement (No Child Left 

Behind, 2001). High-quality refers to professional development that directly improves 

teacher practice by a focus on improving student learning (Archibald, Coggshall, Croft, 

& Goe, 2011; Wei, Darling-Hammond, Andree, Richardson, & Orphanos, 2009). In the 

National Comprehensive Center for Teacher Quality’s research and policy brief (2011), 

five characteristics of high-quality professional development include: 

• alignment with school goals, state and district standards and assessments, 

and other professional learning activities including formative teacher 

evaluation; 

• focus on core content and modeling of teaching strategies for the content; 

• inclusion of opportunities for active learning of new teaching strategies;  

• provision of opportunities for collaboration among teachers; and 

• inclusion of embedded follow-up and continuous feedback. (p. 3) 

Professional development typically refers to teacher learning that takes place in a 

workshop, conference, or other formal type of event. However, professional development 

can also take the form of more informal-learning experiences, such as discussions among 

colleagues, independent research, observing colleagues at work, or other types of learning 

from peers (Mizell, 2010). Whether formal or informal, professional development 

opportunities are vital to encouraging teacher technology use, as they allow teachers to 
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share strategies for teaching, to collaborate on projects, and to collectively reflect on their 

practice. To be most effective, professional development programs need to shift from 

being considered an extra duty in a teacher’s job responsibilities to being considered 

essential to everyday work life (Bredeson, 2003). And, although it is beneficial for 

professional development to be activity-centered, as opposed to lecture-based, especially 

when working with technology, these experiences should be tied to real practice and 

student learning.  

One method of providing opportunities for professional development, specifically 

aimed at developing new teacher strategies and teacher collaboration, is through 

professional learning communities (PLC). Professional learning communities are defined 

as, “Educators committed to working collaboratively in ongoing processes of collective 

inquiry to achieve best practices in teaching and best practices in learning” (DuFour, 

DuFour, Eaker, & Many, 2006, p. 4). A professional learning community is an example 

of learning by doing as described by Fullan (2005). 

Capacity building...is not just workshops and professional development for all. It 
is the daily habit of working together, and you can’t learn this from a workshop or 
course. You need to learn it by doing it and having mechanisms for getting better 
at it on purpose. (p.69) 

 
 The goal of a professional learning community is typically to engage in dialogue 

about best practices that lead to increased student achievement. The focus of a PLC then 

centers on student learning, with teachers identifying what is expected of students to learn 

and how they will know when learning is achieved. There are six characteristics essential 

to a professional learning community: shared mission, vision, values, and goals; 

collaborative culture; collective inquiry; action orientation and experimentation; 
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commitment to continuous improvement, and results orientation (DuFour & Eaker, 

1998).  

Professional learning communities can provide opportunities for teachers to 

support each other as learning occurs to change practice; however, it takes commitment 

from all parties involved, especially in carrying out the operations within the PLCs. 

While this seems like an attainable task, several dilemmas can prevent professional 

learning communities from working in the manner in which they were originally meant to 

be implemented. Feger and Arruda (2008), in a literature review of professional learning 

communities for The Education Alliance, gathered a list of challenges faced by 

professional learning communities. They found that school context impacts teacher 

learning. Larger schools struggled to create a solid sense of group identification (Stoll, 

Bolam, McMahon, Wallace, & Thomas, 2006). Frustrations can also evolve when 

teachers are not trained properly on how to work successfully as a group (Wells & Feun, 

2007). Also, tensions arise when teachers have differing views on how they are able to 

change their practice, whether in a group or individually (Kennedy, 2005).  

Other criticisms of PLCs carried out in school contexts were identified in a study 

examining school reform on teachers’ knowledge communities (Craig, 2009). Craig 

conducted a three-year longitudinal study following the implementation of adding a staff 

developer to a workshop approach to reading and writing. What started as a positive, 

changing practice turned into, “teachers’ growing frustration with what was happening 

overall in the school building with respect to the newly defined administrative roles and 

the emphasis on common assessment” (p. 611). The teachers defined community as well 

as professionalism differently from their administration.  
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In this study, we clearly see that teachers’ KCs [Knowledge Communities] as  
organically lived fit neither with the theoretical concept of PLCs as 
bureaucratically conceived nor with the narrow definition of the high-quality 
teacher as the one who is expert in his or her content area contained in the NCLB 
Act. (p. 616) 

 

Professional Development for Technology Integration 

 Traditionally, technology professional development has focused on teaching a 

specific set of skills, but there is a shift away from teaching teachers isolated technology 

skills to develop how teachers can use technology tools to support students’ learning. 

This can be seen in the National Educational Technology Standards for both students 

(ISTE, 2007) and for teachers (ISTE, 2008), where the emphasis in both has shifted from 

the learning of discrete individual technology skills toward a more global perspective of 

twenty-first century skills for learning (Borthwick & Pierson, 2008). The Partnership for 

21st-Century Skills provides a framework for skills needed for all students to function in 

our global economy. While the initial list of 18 skills were overwhelming for teachers, 

the Partnership narrowed and simplified the original list of skills to the most important 

for comprehensive technology use in K-12 education – “four Cs” that focus on skills that 

students should master to be prepared for their future: critical thinking and problem 

solving, communication, collaboration, and creativity and innovation (NEA, 2010). 

The role of the Technology Specialist 

Knowing the complexity of teaching with a TPACK perspective, along with the 

continuous cycle of changing technologies available to teachers and students, Plair (2008) 

recommends the need for a “knowledge broker who can provide a different level of 

professional development to support traditional forms” (p.70). She explains that teachers 

need an “intermediary” who can sort through technology resources and be able to explain 
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to teachers in a way that improves student learning and productivity. She calls for a new 

phase of educational technology professional development after teachers have attended 

the workshops and know the fundamentals (Plair, 2008). One approach that has been 

employed to help influence technology-using teachers is to hire technology specialists at 

the school level.  

The technology specialist is the person who blazes a trail for technology in the 
school or district and understands how all the hardware, software, policies, and 
procedures fit together in the big picture of the school’s or district’s technology 
plan. (Frazier & Bailey, 2004, p. 20) 
 
The technology specialist position can be termed by any number of titles from 

district to district, including technology specialist, technology coordinator, technology 

mentor, technology integration specialist, and knowledge broker to name a few (Lesisko, 

2005; Plair, 2008; Sugar & Holloman, 2009; Wagner, 2004). Regardless of the title, 

though, the responsibilities and issues that people in this position face are usually similar. 

For the purpose of this study the term technology specialist will be used for consistency. 

Moursand (1992) conducted one of the first studies about the role of the 

technology specialist, focusing on how this role impacts the use of computers in 

education. He found specific skills needed for becoming an effective technology 

specialist:  

• dedication to education; 

•  knowledge of the educational system, including good teaching skills; 

• strong communication skills; and 

• solid technical knowledge. 

These general skills have not changed much in the past twenty-five years but the 

definition of the position is expanding beyond a set of technical skills into one that 
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comprises the importance of the technology specialist’s role within the school system. 

Frazier (2003) reports: 

The technology coordinator plays a vital role in the leadership organization of a 
school district. The technology coordinator must be prepared to assist in directing 
and supporting all aspects of technology use in the operation of the district. The 
technology leader is in a position to help set the vision and direction for how 
technology can be used in teaching and learning, the support of technology in 
administrative applications, and the planning and budgeting for effective use of 
technology in the district. (p.72) 
 

Most schools rely on the technology specialist to help teachers with the knowledge and 

skills to use new technologies as well as the higher-order learning skills to integrate 

technology. The technology specialist also helps establish and sustain the vision for 

technology within the school or district.  

Responsibilities of the Technology Specialist 

Frazier and Bailey’s book, The Technology Coordinator’s Handbook, describes a 

number of areas of responsibility that comprise the technology specialist position (2004).  

Table 2 

Responsibilities of Technology Specialist 

• Troubleshooting 

• Server maintenance 

• Budgeting 

• Technology planning 

• Buying/maintaining educational software 

• Instructional technology research 

• Creating/updating website 

• Staff development 

• Curriculum integration 

 
Sugar & Holloman (2009) compared this list to several other lists of technology 

specialist responsibilities (Picciano, 2005; Twomey, Shamburg & Zieger, 2006) and 

determined four main categories of expected responsibilities of a technology specialist: 
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instruction, technical expertise, analysis, and leadership. They found that the technology 

specialist has “multiple roles in a given day” that influence teaching and learning (Sugar 

& Holloman, 2009).  

Ronnkvist et al. (2000) noted the difference between instructional and technical 

support. Instructional support was concerned with pedagogies and the different ways to 

implement instructional strategies in the classroom. Technical support, included tasks 

involving all aspects of technology, such as the operation and troubleshooting of 

hardware and software, which are not essentially connected to the instructional uses 

(Ronnkvist et al., 2000) It has been documented that technology specialists provide more 

technical support than instructional support to teachers integrating technology (Strudler et 

al., 2005). Often times the reality for many technology specialist includes being the 

“electronic janitor” instead of the technology curriculum leader (Reilly, 1999). This can 

occur when school administration does not have a clear vision for the technology 

specialist role, or they expect a single technology specialist to take charge of everything 

related to technology (Frazier & Bailey, 2004). In order to avoid these types of problems, 

the technology specialist must have an idea of how they want to move the school forward 

with technology.  

The Changing Role 

A longitudinal study conducted by Strudler, Falba, and Hearrington (2005) 

revealed that integrating technology successfully can be complex. Strudler et al. followed 

elementary technology specialists over the course of six years. Data were gathered via 

questionnaires, interviews, and focus groups and then compared against those of 

Ronnkvist, Dexter, & Anderson (2000), who used the same Technology Specialist’s 
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Survey (Becker & Anderson, 1998). Results showed that schools with technology 

specialists feel effective in their job, but due to high demands spend more time on 

technical tasks than on instructional (2005). Over the course of the study, their desire to 

focus on curriculum and staff development remained constant, but they had difficulty 

balancing the role based on the technical tasks needed.   

The goal, then, is to establish an efficient solution for providing technical 
maintenance and support so that coordinators have sufficient time to pursue the 
“higher order” goals of providing staff development, curriculum consulting, and 
follow-up support. (p.12) 
 

 The job responsibilities of the technology specialist are evolving beyond technical 

support and training. Ausband (2006) investigated the job responsibilities of technology 

specialists in relation to curriculum work through individual and group interviews, 

shadowing, and document analysis. This qualitative study showed that technology 

specialists perceived their job responsibilities as being related to the curriculum. Themes 

related to curriculum work included curriculum and instruction, technical expertise, 

program management, coordination, and communication (Ausband, 2006). The barriers 

that stifled the technology specialists’ effectiveness included the organization of the 

district, exclusion of the technology specialists in the decision making process, and 

communication problems between district curriculum personnel and the technology 

specialists (Ausband, 2006).  

 In a study examining the role of a campus technologist in diffusing innovation, 

Melendez (2009) found that the campus technologist position has evolved from a 

professional developer to working in three specific roles as a pedagogy specialist, content 

specialist, and a technology specialist. Using interview and survey data the researcher 

found that the innovation level was achieved with the support of the campus technologist.  
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Simmons (2011) conducted a qualitative, phenomenological case study to see 

how technology specialists successfully select and plan for the implementation of new 

technologies in schools. Through survey and in-depth interviews, themes emerged 

highlighting the success of the technology specialists including working with school 

administration to gain their commitment, helping teachers to integrate technology based 

on curriculum needs, delivering effective training, and providing comprehensive support. 

 In recent literature the current responsibility of expected leadership emerges as an 

important role for a technology specialist (Smith, 2011; Sugar & Holloman, 2009). In an 

attempt to understand the relationships between technology specialists and school 

administration, Langran (2006) conducted a mixed-methods study in a school district in 

central Virginia. Results of the study indicated that the technology specialists within the 

district vary greatly between schools. With the proximity to teachers and principals, 

technology specialists have the potential to act as change agents (Langran, 2006). The 

principal’s role is important in building schools that effectively integrate technology. 

Both the technology specialist and the principal shared several characteristics as a 

technology leader including “communication, supporting teachers to use technology, 

building leadership in others, and having a clear vision regarding ways in which 

technology can support learning” (Langran, 2006, p. 178). 

Summary 

 The literature that supports this study includes laptop initiatives, Technological 

Pedagogical Content Knowledge (TPACK), technology support and professional 

development, and the role of the technology specialist. The next chapter is the Methods. 

 



 
 

 
 

CHAPTER 3 

METHODS 

The purpose of the present study is to explore the role of the Campus Instructional 

Technology Specialist (CITS) in a one-to-one computing environment. This study sought 

to build and expand on the previous literature regarding the role of the technology 

specialist in a traditional school setting to speak specifically to the role of the technology 

specialist in a one-to-one computing environment. A qualitative field approach was used 

to investigate the role of the Campus Instructional Technology Specialist (CITS) working 

in a one-to-one computing environment. This chapter will outline: the research design, 

setting, selection of participants, data collection, data analysis, validity and reliability, 

and limitations of the study. 

Three research questions guided this study: 

1. What is the role of the Campus Instructional Technology Specialist in a one-to-

one computing environment? 

2. What strategies are used by the Campus Instructional Technology Specialists to 

help teachers teach in a one-to-one computing environment? 

3. What are the enabling factors and/or barriers to instructional support as perceived 

by the Campus Instructional Technology Specialists? 

Research Design 

To gain insight into the role of the Campus Instructional Technology Specialist, it 

was important to examine the stories told from each technology specialist’s perspective. 

This need suggested the use of a case study approach so that the CITS had an opportunity 

to reflect on their experiences and converse about the factors that influenced their
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decisions. Delving into understanding the role of the CITS and the strategies used to help 

teachers provided insight into the enabling factors of instructional support as well as the 

challenges in preparing teachers working in a one-to-one computing environment. 

According to Merriam (2009), a case study is a single entity; a unit in which there 

are boundaries that can ‘fence in’ what is going to be studied. Earlier research has already 

shown that the technology specialist can function as a change agent (Strudler, 1996; 

Wagner, 2004). What the literature has not established is how technology specialists are 

functioning in a one-to-one computing environment. This study examined the CITS 

working in a one-to-one computing environment, specifically how they provided 

instructional support as well as their specific strategies used.  

Setting 

Northwest ISD (pseudonym) is a large district with approximately 47,000 

students located in the far NW part of Houston, TX. It encompasses approximately 88 

square miles. There are a total of forty-three schools including five high schools, nine 

middle schools, twenty-eight elementary schools, and an early childhood center. 

Recognizing that “anytime, anywhere” access to powerful productivity tools and digital 

resources is a key to any 21st century learning program, Northwest ISD implemented a 

one-to-one computing program to support learning and instructional needs.  

The district’s goals have always been to promote innovative instructional 

programs and provide equal access to tools needed by students. Prior to its one-to-one 

implementation, Northwest ISD established a baseline of technology for schools and 

classrooms, called the Technology Baseline Standard Initiative (TBSI). This initiative 

placed a projector, a document camera, a student response/assessment system 
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(eInstruction), an interactive whiteboard (StarBoard) and four networked student 

computer workstations in every core content classroom in the district. Along with this 

initiative included teacher professional development that focused on the effective use of 

these tools. 

Funding for the one-to-one computing program was established through 

successful bond elections in both 2004 and 2008. This election secured the appropriate 

funds to place one-to-one computing at all high schools and one intermediate school. The 

district began their transition to a one-to-one computing environment in 2006 with the 

distribution of Tablet PCs at a new, school of choice high school. The school was 

selected because of its small size. Approximately, 180 Tablet PCs were distributed the 

first year. The following year, the district opened a new intermediate campus as a one-to-

one campus with 1400 Tablet PCs deployed. Since the implementation of the first two 

schools, the program has extended to three other high schools in the district with 

approximately 14,000 students taking part in the one-to-one computing program. The 

district plans to add another high school in fall of 2013.  

There were many conversations involving community leaders, students, teachers, 

administrators, and parents that helped define this one-to-one vision for the district. 

Although Northwest ISD was not a participant in the Technology Immersion Project 

(TIP), they took an entire team which included school administrators, teachers, IT, and 

other key personnel to visit one-to-one schools in the TIP program to learn what to apply 

to their own program. 

The implementation of a one-to-one computing program in a school in Northwest 

ISD involves a three step process that includes: 1) the installation of a wireless 
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infrastructure at each campus; 2) teacher Tablet PC distribution and extensive 

professional development, starting one year prior to students’ receiving their Tablet PCs; 

and 3) distribution of student Tablet PCs and progressive changes in instructional 

strategies. On-site repair centers are established on every one-to-one campus with 

technicians. The number of technicians is dependent on the size of the school; larger 

campuses can have up to three technicians. Technicians troubleshoot and solve technical 

issues. If tablets cannot be fixed, students are issued a replacement tablet. The district 

provides district storage space for data to be stored securely. 

The district researched many devices including laptops and tablets. They wanted a 

solution for students to use in all content areas every day and every class period. They 

decided on the use of a Tablet PC because of the use of the stylus for math and science 

classrooms. The addition of a stylus gives students an extra tool to be producers in the 

classroom. Devices are stored in a custom case designed specifically for the tablet. Tablet 

PCs are issued to students for the entire year. For the purpose of this study, the device 

will be referred to as a tablet. 

 

Figure 2: Tablet PC. 
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Selection of Participants 

The school district was chosen as a convenient means to collect data because it is 

the district in which the researcher worked. Further, the district was an attractive research 

context as it is one of the largest districts in the state of Texas with this particular type of 

one-to-one computing initiative. Patton (1990) explains that the power of purposeful 

sampling lies in selecting information-rich cases for in depth study. Five Campus 

Instructional Technology Specialists were selected as participants working in one-to-one 

campuses. There were two additional CITS at another high school, but they were not 

included because their campus was not yet one-to-one. The participants were well known 

to me, the researcher, because we worked closely together from 2008-2012.  

The CITS were initially informed about the study by a personal telephone call 

after approval from the district as well as their building principal. I discussed the scope of 

the project and answered questions, and then asked if they were interested in participating 

in two interviews to discuss their experience as a CITS. I explained that participation was 

completely voluntary. Then we decided on a time to meet individually to review the 

human consent form and complete the first interview. During our first meeting, I 

informed them that all personal names as well as school names would remain 

confidential, and pseudonyms would be used for the district name, school names, and 

technology specialists in any writing resulting from the study. The following pseudonyms 

replaced their real names, and all documentation identifying them with their real name 

was kept separate from their interviews to ensure anonymity. 
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Table 3 

Participants 

School CITS Years in Position Years in  

Education 

Athens High School Duke 5  9 

Baker High School Kasey 4 ½ 15 

Baker High School Lily 4 ½ 14 

Davis High School Vanessa 3 13 

Cook Intermediate School Tom Less than 1  13 

 

Data Collection 

Data were collected in the form of interviews and documents. Data were collected 

during the six month period from June 2012 through December 2012. 

Interviews 

 
Two individual interviews with each participant took place during the course of 

the study. These interviews were semi-structured, loosely guided by an interview 

protocol (see Appendix A), but also allowed for redirection according to each 

participant’s inclination to share information and ask questions. The first interview took 

place at a private, mutually agreed upon location. I met with Duke and Tom on their 

respective campuses in their private offices, and I met with Vanessa in another private 

office within the district. Both Lily and Kasey preferred to be interviewed at their home 

because school had just let out for the summer. These interviews lasted approximately 

one hour. The second interview was a telephone call and was scheduled with the 

participant through email towards the end of the fall semester. This interview lasted 

approximately 30 minutes. The interview protocol for the second interview was designed 

to advance developing theory and patterns emerging from the first interviews, as well as 
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to confirm themes from the first interview. Both sets of interviews were audio-taped, 

transcribed, and given to the participant as a member check to assure accuracy of 

information. 

Document Review 

 The CITS met at least once a month for a professional learning community 

meeting. An agenda and some meeting notes were typed online in a private wikispace 

hosted within the district which I have permission to view. The purpose of the wiki was 

to keep topics focused during the CITS’ meetings. Agenda items were added by the CITS 

as well as the Assistant Director of Media and Library Services who led these meetings. I 

printed and reviewed these archival data on the CITS’ wiki in an effort to better 

understand the pertinent topics of conversations discussed, which reflect the types of 

activities that are relevant in their daily work. The documents provide further details into 

the responsibilities of the CITS. 

Data Analysis 

Both the interviews and document data collected were analyzed qualitatively, by 

coding transcripts and field notes through a process of repeated readings. Coding is the 

process of organizing data into categories by reading through the data and assigning 

codes. First, themes are identified within the data through a process called open coding, 

and then the themes are grouped together in a process called analytical coding (Merriam, 

2009).  

Interviews 

The transcribed excerpts from the interviews were numbered. I began the coding 

process by reading a transcript and writing notes, comments, and questions in the margins 
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while keeping in mind my research questions. Merriam describes this process as having a 

conversation with the data (2009). After reading through the transcript, I then went back 

over my marginal notes to group comments that seemed to be alike or recurring through a 

process of analytical coding (Corbin & Strauss, 2007). After multiple readings of the 

transcript, I compiled a list of these groupings/themes on a separate piece of paper that 

was attached to the transcript.  

I continued this process with the next set of data highlighting the themes from the 

previous transcript to see if they were present in the next set. I also added new comments 

and notes in the margin as they emerged. With each new set of data, I confirmed or 

disconfirmed the groupings. I continued to compile a list of the groupings/themes from 

the second interview on a separate piece of paper that was attached to the transcript. I 

continued making a list of important themes/codes (see Appendix B) and attaching it to 

each transcript. Once I fleshed out some tentative findings from all of the data, I 

organized and grouped my themes/codes based on the focus of my research questions 

into a master list using Microsoft OneNote. I included original identifying codes such as 

the participant’s name and line numbers of the excerpt. Through this process I attempted 

to understand the meaning of the data that were translated into assertions about the role of 

the CITS working in a one-to-one computing environment (Maxwell, 1996). 

Documents 

 Twenty-three agenda entries from the CITS’ wiki were printed and each agenda 

item numbered. I analyzed the agenda items by reading each agenda, identifying a theme 

or code for each item listed on the page. After reading the agendas, I then used Microsoft 

OneNote to organize and group items based on the themes. I copied and pasted each 
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agenda item into OneNote into the section identifying the category. Four main themes 

emerged from the documents: instruction, technical, program management, and LMS 

search. Because of the length of the agendas and to further analyze the data, I then printed 

my OneNote notebook and organized my themes into additional categories by cutting and 

pasting topics and reorganizing agenda items (see Appendix C).  

Research Tools 

Interviews were recorded using a digital voice recorder. These files were saved to 

a computer and transcribed into a Word document. Transcripts were printed for initial 

coding and then excerpts were numbered by hand. Once all data were read, highlighted, 

and coded, I used the program Microsoft OneNote to create a master list of themes. 

Microsoft OneNote is an electronic notebook that allows for easy note-taking, organizing, 

reorganizing and searching of notes. I created a notebook titled data analysis, a section 

for each theme, and a page for each participant. Using this tool made it easy to rename 

and reorganize my data as I was refining and revising through my analysis.  

 

Figure 3: OneNote. 

Validity and Reliability 

Merriam (2009) cautions that researchers need to be able to rely and trust the 

results of any educational study. Three areas of trustworthiness were (a) internal validity, 
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(b) reliability, and (c) external validity. Several strategies were used in order to enhance 

internal validity. Triangulation, or using multiple data sources, was a key methodology 

employed in this study to strengthen reliability and internal validity (Merriam, 2009). 

Data gathered through interviews and documents allowed the researcher to corroborate 

the evidence of the study to enhance the validity of the findings (Gall, Gall, & Borg, 

2003). Data was checked from one source against other sources to validate the 

information (Lincoln & Guba, 1985). The participants were then given access to the data 

throughout the study to check for accuracy.  

Reliability deals with replication. Within the qualitative research paradigm, 

reliability in the traditional sense is not possible. One would not expect the same results 

from a replicated qualitative study. Lincoln & Guba (1985, p.288) suggest thinking about 

“dependability” or “consistency” of the results obtained from the data. “That is, rather 

than demanding that outsiders get the same results, a researcher wishes outsiders to 

concur that, given the data collected, the results make sense--they are consistent and 

dependable” (Merriam, 2009, p.220). External validity refers to generalizability, which is 

not necessarily the intent of qualitative research. Merriam (2009) suggests that external 

validity can be thought of in “terms of the reader or user of the study” (p. 223), which 

means it is up to the reader to determine the study’s generalizability on their own. It was 

my goal to provide enough description so that the readers can compare their own 

situation with that of this research study.  

Limitations of the Study 

There were several limitations within this research study. First, it was not the 

intention of this qualitative case study to make extensive generalizations but to give a 
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report that allows the reader enough information from which to generalize findings to his 

or her present context (Merriam, 2009). Second, the main data collection instrument is 

the researcher, who was also a colleague to the participants. As a participant-observer, 

my goal was not to reveal my personal opinions, but analyze the data and report the 

descriptions of my participants. Last, the process of data analysis was an inductive, 

generative, constructive, and a subjective one (Lincoln & Guba, 1985), yet this limitation 

can also be seen as a strength in this methodology. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 
 

 
 

CHAPTER 4 

FINDINGS 

 This study’s purpose is to understand the role of the Campus Instructional 

Technology Specialists (CITS) working in a one-to-one computing environment in 

Northwest ISD. This study also provides a look into the strategies the CITS used to help 

teachers teach in a one-to-one computing environment and the enabling and disabling 

factors to instructional support as perceived by the CITS. The findings presented in this 

chapter are reported in a case study format beginning with the participant with the most 

experience in the district (see Table 3). The responses from the interviews are organized 

loosely into categories to better understand the data from the participants’ own 

perspectives and from case to case. The chapter will conclude with a document analysis 

of the CITS’ PLC meeting agendas. 

Athens High School 

Athens High School is located in the most northern part of the district. It opened 

in 1982. The school is the largest in the district with approximately 4,100 students and 

250 teachers and is comprised of grades 9 through 12. As of 2012, it was the 7th largest 

high school in the state. Athens High School implemented the tablet program in the fall 

of 2008, and Duke was hired the spring before the initiative. After my first interview with 

Duke, he transferred to another high school in the district that will be transitioning to one-

to-one in the fall of 2013. For the purpose of this study, I will be reporting on Duke’s role 

while working at Athens High School. 
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Duke 

Personal History. Duke has been a Campus Instructional Technology Specialist 

for approximately five years. His teaching career began as a 5th grade teacher in a 

neighboring school district where he taught for two years. He was hired by Northwest 

ISD and taught both 6th and 7th grade science at an intermediate school before being 

encouraged to apply for a CITS position by a district technology teacher who noticed his 

creativity in integrating technology into his classroom instruction. 

 During his first teaching job, Duke had a microphone that he would wear around 

his neck and his voice would project with speakers. He felt that was pretty “high-tech” at 

the time, but when he moved to Northwest ISD he realized what it meant to really teach 

in a technology-rich school. “I had a projector, which I did not have previously, a 

computer, StarBoard, and eInstruction, all of those things.” The teacher who held the 

position before him had written a grant and won 13 desktop computers several years 

prior. These computers were dusty and sitting in the corner, but when the opportunity 

arose for the computers to be upgraded, Duke took the initiative to make sure they were 

updated. He then set up the upgraded computers as work stations in his classroom. 

Having these workstations changed the way that Duke taught. Instead of lecturing, his 

lessons were more learner-centered, where Duke was simply “facilitating the learning.” 

He would present a mini-lesson for a short amount of time, go over any classroom 

instructions for the day, and then students would work through the project at hand. 

Having access to a large number of computers gave Duke the flexibility to be more 

creative with his lessons. Duke believes that “technology integration is making 
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technology seamless in your classroom. It’s just how you accomplish the task of 

teaching.” 

 Outgoing and talkative, Duke often starts conversations with a joke. He has a fun 

sense of humor and can often lighten the mood by his quick one-liners. He is always 

smiling, and the teachers he works with not only appreciate but welcome his friendly 

approach. He is smart and works fast. Working with multimedia is one of his interests, 

and he has an eye for making interesting videos. For example, one of the first videos he 

created as a CITS was a video highlighting how teachers can take their tablets off of the 

docking station to the printer. At the time, many teachers would print from their desk, 

walk to another part of the building for their print-out, and realize it did not print. Duke 

created a video with entertaining music and custom speed effects in Movie Maker to 

portray how teachers could carry their tablets to the printer. The video provided humor to 

teachers highlighting an often frustrating task, and it also was “a fun way to present a 

solution” to their problem.  

 Duke has a passion for his job and truly loves conversations about the future of 

technology in education. He uses technology in all aspects of his life and is self-taught in 

most areas. For example, he wanted to learn Photoshop, so he Googled videos to teach 

him what he needed. He wanted to learn Google SketchUp better, so he redesigned his 

kitchen using the program and then began the carpentry on his cabinets. Curious as to 

what is the best online website builder and the pros/cons between them, he created a 

website with several of the leading web builders to find out which one he prefers. 

Duke feels that there are two main skills essential in being a technology specialist:  

You need to be able to work well with people, set them at ease, make them feel 
comfortable, and let them know that you care. That needs to be expressed in 
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everything that you do. Secondly, you have to be very adaptable to the next thing 
down the line. Because if your skill set is such that you have mastery over a 
certain set of tools and you get thrown another set of tools, you’re not able to 
adapt and it becomes difficult. 
 

When discussing the characteristics a technology specialist should have, he first mentions 

humility. “You’re dealing with teachers who are potentially behind in a lot of areas, and 

there could be some people who could develop a sense of superiority that you have to be 

really careful not to exhibit.” He also feels it is important for the technology specialist to 

show he cares about the teachers. The technology specialist not only must be in and out 

of their teachers’ classrooms, but actually develop a relationship with them, and convince 

teachers that they can trust and count on him. 

In the beginning, I was developing relationships and setting myself up as the 
expert with technology. I’m developing a friendship, a relationship with 
teachers….I’m a person that they can count on to talk about this or that. 
Essentially a teacher is going to take responsibilities upon themselves to figure 
things out, but if they know that I have expertise in something and they feel 
comfortable, they will ask me those questions. I want to be the person they email 
or call.  
 
Activities and Responsibilities. Duke’s day often begins before arriving in the 

school building. Conversations about presentations, projects, testing, and other 

technology topics can occur with staff in the parking lot walking into the building. Upon 

entering the building, the ninth grade administrator is always in the main hallway and 

usually has questions or a project that she would like to discuss with Duke. Being a one-

to-one technology campus means that the school relies heavily on technology for 

communicating with students through the learning management system on a daily basis; 

this includes calendar events, school announcements, and class voting. Duke helps 

administrators and staff in completing these tasks.  
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In 2011, the school built a ninth grade wing where Duke’s office is located. 

Previously, his office was located off one of the main hallways near the entrance of the 

school where he shared space with the other math and science specialists. When the new 

building was complete, the ninth grade principal gave the technology specialists as well 

as the math and science specialists their own offices near each other with a conference 

room to use for trainings. Now he is located in the ninth grade building, but frequently 

walks the campus several times a day helping and meeting with teachers. Once arriving 

to his office, the first thing Duke does is check his email and calendar. He explains that 

he checks to see major events or meetings that are going on in the day, with whom he is 

scheduled to meet, and what teachers with whom he needs to check. He strives to 

anticipate needs before problems occur and to not wait until someone contacts him, but to 

check on teachers regularly.  

I think we see the greatest benefit or the most appreciation from our teachers 
when we’re there before they even experience a problem. That is what really sets 
us apart. So many times I’ve walked into a classroom and they say, “I was just 
about to call you. Or I was just about to email you.” 
 

This requires Duke to stay organized and know what activities or projects teachers are 

doing ahead of time. Duke refers to checking on teachers as “making rounds.” He 

describes making rounds as walking around being physically present in front of teachers. 

When teachers see him they usually have a question they need to ask, but it also provides 

an opportunity for teachers to discuss upcoming lessons. Duke tries to make rounds 

several times a day touching base with a handful of different teachers.  

Most of Duke’s time is spent either working with teachers or preparing for 

working with teachers whether it is individual, in a PLC, or in a training. Typically, he is 

prioritizing what tasks need to be taken care of immediately and what tasks might allow 
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more time to be completed. In addition to the daily tasks, he is “always trying to achieve 

overarching long-term goals.” This includes having conversations with school 

administration, the other CITS, and the math and science specialists to think through new 

and different ways to use technology. He also spends time researching new technologies 

and new ways to incorporate technology as well as ways to try to showcase those to the 

staff. Duke not only believes it is his job to help teachers integrate the technology into 

their lessons but to continually provide a vision to his campus for innovative uses of 

technology.  

When first hired, Duke explained that his attention was strictly on teachers. The 

main focus was getting teachers to really think about the curriculum and incorporating 

the tablets into the classroom. Once students had their tablets it was important to support 

them as well. His experience the first few years opened his eyes to make sure that 

“everything works.” 

We’re really trying to support what students are experiencing and trying to help 
them…Looking back on it, I felt like we were prepared…But you can’t, I mean 
it’s hard to prepare...There are always things that we’re experiencing… 
 
Athens High School has a repair center, so when there are hardware-related 

issues, students take the tablet to the repair center for a reimage of the device or to get 

another tablet. Duke describes his support with students as more software-related, helping 

students when they are working on a project; however, he does have to troubleshoot 

periodically.  

 Duke appreciates being campus-based. He feels his proximity to the work in the 

classroom allows him to offer the type of support that teacher’s need teaching in a one-to-

one environment. He enjoys meeting one-on-one with teachers and generating ideas. The 
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teacher will share the curriculum that needs to be taught, and Duke will help add creative 

ways to cover the curriculum.  

I find time and time again that we have some excellent teachers here. We have 
great teachers who have great ideas, and they just need ways to have them 
expressed. I’m helping them accomplish those ideas in ways that a poster board 
would never do. 
 
For example, a math teacher wanted to create a review in his class. With the help 

of Duke, they were able to create four review activities for students to work in small 

groups in which they rotated through different stations. One station was an interactive 

website, one was an interactive StarBoard activity, another was an eInstruction game, and 

the last was a DyKnow Vision station. The classroom was rearranged for the lesson, and 

Duke found an extra projector for the class for the activity. Duke describes the enjoyment 

of being able to “see all of the pieces of the puzzle come together to provide engaging 

activities that were heavily learner-centered.”  

Working to support a lesson idea can take several visits with the teacher. First, 

Duke will have an initial meeting with the teacher to plan and share ideas. Second, Duke 

will stop by the classroom to offer the teacher support while he/she is teaching the lesson. 

Sometimes, the teacher will ask Duke to come for the first two to three periods to make 

sure everything is working correctly or to model the technology part of the lesson. Last, 

he will follow up after the lesson to discuss how it went and what might need to be 

changed. The more time he spends with a teacher, the more successful the project is. Of 

course, there are not enough working hours to implement this model with all teachers, but 

he certainly tries to offer as much follow-up support as a teacher needs. Duke believes the 

most transformative classrooms are the ones where he has been able to work with 

teachers one-on-one.  
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Some of the best times is when a teacher comes to us and says, you know  
what…I want to use this piece of software. That teacher is not concerned about 
hours, they’re not concerned about what format it takes, they want to do this in 
their classroom and they ask can you help. That’s some of the times I think we’ve 
seen some of the greatest professional development.  
 
Duke emphasizes the importance of trying to work closely with school 

administration. Earlier in his position, he only met with school administrators 

periodically as needed. There was always an open door policy but there was not a set 

meeting time. Duke would frequently email to schedule a meeting to discuss ideas. He 

describes the relationship as somewhat “laissez-faire.” 

They have entrusted us with certain tasks; tasks that they might not even fully 
understand. But essentially they have delegated those responsibilities to us, and 
then we sort of work that out. Then any meetings that take place are more of a 
debriefing and we sort of keep them in the loop.  

 
He further explains that the school administrators have so many things that they are 

responsible for that they need someone who is “in the know” when it comes to 

technology needs. They need someone who is going to filter out all “of the noise of the 

issues” and all of the different scenarios and be able to say, “Here is what needs to 

happen on our campus. Here’s the direction we need to go to get to this phase.” Duke 

believes his role is to help administrators set expectations for campus goals, and hope that 

administrators will keep the teachers accountable to those expectations. 

Duke attends instructional meetings with the administration and other specialists 

every week. Being present in those meetings allows Duke to hear math and science 

content conversations as well as “get his foot in the door helping overall goals” of the 

school. It also allows him the opportunity to offer support to the leadership of the school. 

Duke is thankful that all of the specialists on his campus are appreciated by teachers and 

teachers feel “they are essential and they help.” 
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Duke meets with PLCs and finds it is a valuable time to focus on the curriculum. 

Because of the size of the school and the organization of teacher schedules, PLCs meet 

after school one day a week. This time constraint allows Duke to attend PLCs on a first 

come, first served basis. In the past, teachers would ask him to join them when they need 

help with specific project ideas. However, with the big push on data over the last few 

years, he has seen a decline in his interaction with PLCs on the assigned day.  

 Duke works with the learning management system (LMS) on a daily basis. 

Northwest ISD implemented Angel Learning in 2008, and it is a critical piece of the 

district’s one-to-one program. Duke, like the other technology specialists, is the go-to 

person for all questions from teachers, administrators, counselors, students, and parents. 

He manages LMS for his campus. This includes helping teachers set up their courses and 

community groups. He is in charge of the main campus community group, and he tries to 

model best practices within his group as well as when he is working with teachers. For 

example, instead of just writing calendar events in the group he uses content links so 

teachers and students can go directly to the content from the calendar. While this seems 

like a simple task to accomplish, it has taken much time for teachers to understand the 

importance of organizing their content online. “The learning management system is the 

skeleton of the classroom. It is the springboard for everything, whether it’s accessing the 

calendar or accessing content.” Duke helps teachers with their course design so that 

students can access work quickly and efficiently. He is always analyzing if there is a 

better way to do things. He feels over the last few years he has developed some best 

practices for teachers with LMS.  

In terms of LMS, we’re responsible for keeping up with the overall group at our 
campus. We have a large community group in which everyone is a part, so we 
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manage that. Also, we troubleshoot issues that occur. Whether it’s teachers who 
are having issues with an assessment not working correctly, or a submission that 
was not showing up in a drop box, or checking the activity reports of a student 
who claims that they took a quiz. We do all those kinds of things with it. Also, I 
think we’re constantly gearing our minds towards modeling. We try to set up our 
group such that teachers can see that, and then model what they see there for their 
own use. We’re constantly trying to find better ways to do things. 

 
Strategies for Supporting Teachers. Duke expresses the importance of ongoing 

professional development in a one-to-one campus. Traditionally, teachers sign up for 

courses, attend trainings, and earn credit for the classes they attend. Unfortunately, he 

feels with traditional professional development there is rarely follow-up communication 

with teachers to see if the teachers apply what they learned in the professional 

development session. Being assigned to a campus gives Duke the luxury of following up 

with teachers. Duke describes trying to get beyond seat time work for teachers. “I am 

concerned about student engagement and them [teachers] utilizing what they’ve learned.”  

In order to ensure teachers are utilizing technology, Duke implements a number 

of different types of learning opportunities. Duke offers classes bi-monthly on campus. 

Teachers can attend these optional trainings during their conference time or after school 

depending on their schedule. Over the last few years he has tried several ways to set up 

the classes. The first year of implementation he offered classes twice a week every 

Tuesday and Thursday. Unfortunately, there were two main challenges in the beginning. 

First, keeping up with the rigor of offering trainings twice a week but also keeping up 

with the demand of teacher’s needing help took a toll. Duke and his partner would 

alternate with one another teaching while the other was responding to teacher’s needing 

help. Second, although there was often a good turnout, attendance wasn’t great. Because 

Athens High School did not open as a one-to-one campus, like the other first two schools, 
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there were many skeptical teachers, and they weren’t sure they wanted to put forth the 

time and effort to learn new technology. Duke continued to offer classes but also needed 

to find new ways to get teachers to really think about innovative uses of technology, 

reminding them along the way that he was there to help them. One of the ways that he 

approached the need for communication was to begin a weekly newsletter:  

One of the cool things about the newsletter was that we tried to set it apart from 
what most teachers got in their mailbox. We set it up in Microsoft Publisher. We 
created colorful handouts. I believe there was some Photoshopping going on with 
us in white water rapid scenarios. It was basically just a newsletter telling teachers 
what’s going on, what to expect, and here are some things to be trying and things 
like that. I think we did it on a weekly basis if not monthly. But it was good. It 
was a chance for us to get in their inbox and get used to our messages. 
 
The response to the newsletter was well-received. It made teachers laugh, and 

Duke thought that he was onto something. Each week, the newsletters had a different 

focus and quickly became the current talk around campus. The primary purpose of the 

newsletter was to tell teachers of the campus happenings and offer links to resources; 

however, it became a better forum to showcase examples and get teachers thinking and 

talking about innovative uses of technology. 

While the newsletters made a great first impression. Duke found that teachers 

would file the newsletter away and occasionally go back to reference it. It became one-

sided and Duke wanted a forum for teachers to respond and collaborate as well. He tried 

discussion forums in LMS, and it was a great way to model to teachers how to use the 

discussion forums, but it still required the teacher to login, click on the campus group, 

and navigate to it. Teachers are busy, and he wanted a place where teachers could access 

with just one click. He also wanted the ability to make a quick change or add information 

without having to send multiple emails out at a time. In addition, because the campus is 
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so large, it was common for teachers to catch Duke in the hallway and share information 

with him. Most of the time, the topic was something already covered in a class, in an 

email sent out, or in the newsletter. He needed a more efficient way of streamlining the 

information but also referencing it when questions were asked. He created a blog and 

titled it Little Bird, encouraging teachers to “check often and to let others know that a 

Little Bird told them.” 

Little Bird provides updates, training dates, teacher discussions, celebrations of 

teacher successes, and opportunities for teachers to share what works in their classroom. 

It was designed to be an online environment where teachers could feel comfortable 

getting help. Duke felt the response was extremely positive from teachers. They would 

often thank him for various posts on the blog and when teachers would email with a 

question he would send them a link back from the blog.  

Duke is able to reach a large group of teachers at one time with his blog. He 

tracks usage by looking at Google Analytics.  

I always feel in terms of percentages the one thing that I do that affects the most 
teachers is definitely the blog. I think that was huge when we started that. We 
have a large number of teachers actually click on the links we send out and look at 
the information. That’s pretty huge, especially because we were doing posts that 
were very pertinent to what teachers needed. 
 

The blog posts have been a time saver for Duke. It covers topics from basic how-to 

questions to classroom examples of integrating technology. When he has repetitive 

questions from teachers, he can resend the link to a post that has the instructions with 

screen shots or screen record videos. For example, he still receives questions frequently 

about the clone setting in the display properties. Because teachers are so dependent on 

their tablets, they take their tablets with them everywhere and the clone setting does not 
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always apply when they place the tablets back into the docking station. “I quickly send 

the link out to the post about the display properties or teachers look it up themselves.” 

Teachers can look up information when they need it or when they have time. Duke notes 

that “this might not be transformative but it’s the just-in-time support that the teachers 

need.” 

One part of the blog that received attention was the celebration videos. In an 

effort to celebrate some of the great things that his teachers were doing and highlight the 

ways that technology was transforming teaching and learning, he created a series of 

videos about three minutes long highlighting a handful of teachers. He interviewed the 

teachers as well as videotaped the students during the lesson. For example, Duke wanted 

to highlight a teacher’s experience using Movie Maker in Biology.  

Students had to teach a certain topic, and they needed to have videos associated 
with them. We went on United Streaming and downloaded some of their videos. 
Then the students would take those videos and mute them and then do their own 
voiceover and associate video footage with their information. I think that was one 
of the funniest and most beneficial projects that I really saw because it was so 
content rich. It was so technology savvy and students really enjoyed it. And, we 
had some really good products. 

 
In another video, Duke wanted to capture a Senior English class. In the past, the 

class would write a 20 line rhymed couplet in the form of Chaucer’s Canterbury Tales. 

The students selected a modern pilgrim giving a very physical description just like 

Chaucer did with his pilgrimage. Instead of just writing the poem, students created a 

multimedia project using Windows Movie Maker or Photo Story. Students were more 

engaged, and the teacher found the poems were better with technology. Students enjoyed 

recording and listening to their voices. Duke incorporated one student example in his 
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video where the student actually wrote the couplet, created original music, and sang his 

lyrics in the project.  

Duke found that these videos were powerful examples and a great way to 

celebrate some of the wonderful ways teachers were utilizing technology. Teachers could 

view them at their own convenience, and it did not require them to leave their classroom. 

It also sparked teacher conversation and prompted teachers to ask Duke how they might 

replicate something like that in their own classroom. They generated “quite a bit of buzz, 

for not only our campus, but also for the district. Some of those videos were used in the 

National School Board convention.”  

Enabling Factors and Challenges. When asked what helps him be successful in 

his job, he responded, 

I think it is a couple of things. One right off the top of my head is the best 
situation has been the partner that I’m working with. It’s beneficial having 
another CITS on campus who is going through the same struggle…So that’s one 
of the things that helps me get through and then also the sharing of 
responsibilities.  
 

He continues to explain, 
  

The second thing that determines success is a reliable IT. We can train as much as 
we want. We can have the greatest projects in the world, but if don’t have a 
reliable network, a reliable system, the best tools available, then it all sort of falls 
short. During the first couple of years for instance with LMS, even this year, if the 
product is not working as it should, it causes issues. So, I’m not bringing this up 
in a negative way. What I’m saying is all the times that we’ve been really 
successful is because we have some great infrastructure that’s working really 
well. 

 
Duke spends a good portion of his time seeking out his own professional 

development. He participates in webinars and finds it “refreshing to hear other people 

talking about ways to engage students.” He also finds collaboration with the other CITS 

is “vital and seeing what is being successful at the other campuses, what is not being 
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successful, and being able to grow from that experience.” Duke feels he learns best by 

sitting down with a topic and working with it. In referencing the LMS review process, he 

states, “I learned more just going through it myself than going to any of those trainings.” 

He wishes that there were more upgrades to some of their tools. “We’re still using 

Microsoft XP. We’re still in Office 2003.” He follows up with excitement that they are 

moving to Office 2007 soon. 

Duke admits he has high expectations for his campus and would like to see the 

teachers continue to strive for better uses of technology. Sometimes this is difficult to do 

because “teachers have more and more responsibilities placed on them each year, and 

they are not able to devote as much time as they would like.” Those teachers feel as 

though they are in survival mode and mentally cannot take on anything else. The most 

challenging aspect to Duke is when he is talking through a concept or idea in a training or 

in a PLC meeting, and “he gets a sense or feeling that a teacher is not going to be 

utilizing anything” that is discussed. Duke explains, 

If you’re potentially doing something that’s not utilizing technology, that’s 
rocking their socks, keep doing that….By no means do we want to change it, but 
we are just showing you another tool. We should all be looking to excel in what 
we do, and this is just one of those ways that you can excel in your classroom. It’s 
talking through that. But at the end of the day you have certain teachers who are 
not very satisfied with where they are and they are complacent in that way. And 
that’s where we would hope administration would then try to take up the ball and 
encourage them in the right way.  
 
Another challenge for Duke is the high turnover from year to year. He has had up 

to fifty new teachers in a given year.  

The turnover of teachers is pretty significant. I mean we have about a quarter of 
the campus having new people coming in, and that’s new to the district or a new 
subject. We have a lot of new people.  
 



55 
 

 
 

It is difficult being a new teacher in general, but being a new teacher in a one-to-one 

setting is even more challenging. Teachers have an abundance of technology to learn, and 

Duke tries to stagger training sessions throughout the first semester thinking through 

what are the most important topics. He also needs to be in their classrooms offering 

support. It is a challenging process balancing the needs of new teachers while continuing 

to support returning staff.  

 Duke also might have taken on too much responsibility with school 

administration, which in turn has allowed them to become complacent with their own 

learning. He wants to offer help when school administrators ask, but knows the 

importance of them learning tasks for themselves. 

In our position we want to be helpful, so we’re going to be as helpful as we can. 
But part of that helpfulness might also be detrimental to the overall success of the 
administrators. 
 

In the beginning days, Duke’s school administration did not know quite what to do with 

him. They were supportive, but there was not a road map to follow that said this is what 

needs to happen on the campus. While this made it a little difficult for Duke to get 

started, it also allowed him the flexibility to be creative with the ways that he could 

support teachers. If he worked in a more rigid environment, he might not have the 

freedom to try to step out of the box when trying to reach teachers.  

Baker High School 

Baker High School is located in the southernmost part of the district. It is the 

second oldest high school in the district opening its doors back in 1979. The campus has 

approximately 250 teachers and 3,500 students. Baker High School is unique in how the 

school is organized. The school is separated into nine academic houses. A house is 
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broken down into a smaller learning community. This type of organization allows 

students to have their core content teachers located together in a section of the building 

which decreases disciplinary issues. Teachers meet with their departments, their teams, 

and also as a house once a month. Lily and Kasey are the two CITS on this campus, and 

they work closely together.  

Kasey 

Personal History. Sweet and kind, Kasey has a warm and welcoming way about 

her. During her 11-year teaching career, she has taught in both elementary and 

intermediate grades. Because of her interest in using computers in education she went 

back to school and received a master’s degree in Instructional Technology before 

becoming a CITS. Technology has always been something that peaked her interest. She 

liked working with computers and found herself continually playing with different 

programs. She also liked the idea of having another professional avenue in education.  

She believes that technology integration should not be isolated skills. She explains 

that it is not learning how to use a specific program but more of using those skills within 

the curriculum. “A student might be researching a unit by going online, pulling research, 

placing that information in a multimedia project. It’s not used in isolation but integrated 

into all aspects of the lesson as needed.” 

She has been in the current position of CITS for four years. She finds enjoyment 

working with teachers and has a way of making teachers feel at ease. Teachers frequently 

visit her office stressed, and she immediately calms them with her caring personality, 

really listening to their needs and questions. She wants teachers to feel important and 

supported no matter how small or large the task. Kasey is valued and appreciated on her 
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campus as her colleagues at her school voted her outstanding professional support staff 

for the 2012 school year.  

Kasey feels that in order to perform at this position well you have to have people 

skills. In her opinion it takes customer-based skills working with teachers and sometimes 

even trying to sell them on the use of technology. Organization is also important because 

of working with so many programs and projects at one time. She describes how a CITS 

needs to be intrinsically motivated. “A technology specialist needs to be willing to 

experiment and willing to explore on their own.” She further explains that this position 

“requires an adventurous spirit to go out and step outside the box to try new things.” She 

finds there is little guidance in this role, and it takes a person that is a real self-starter.  

  Activities and Responsibilities. Kasey begins her day checking her calendar in 

Outlook to see if she has any planned appointments already set up with teachers. If she 

has a meeting with a teacher or is presenting to a class, she prefers to go back to review 

the topic they are discussing to make sure she is prepared. If she is conducting training, 

she prepares for that training by setting up equipment and reviewing the content briefly. 

Kasey is organized and prepared. If she has a moment of downtime, which is rare, she 

researches new technologies online, trying to enhance her knowledge, and come up with 

new ideas for her teachers.  

  Kasey’s office is centrally located, and she shares an office with 10 other 

specialists. The math, science, ELA, and social studies specialists are housed in the same 

office to increase the collaboration among the content specialists and the technology 

specialists. This is a new location for Kasey. She enjoys sharing office space with the 

other specialists because it increases collaboration. Kasey has had several offices 
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throughout the building. Her first office was in the Career and Technology wing. It was a 

nice space, but it was not a convenient location for teachers to reach her. She was then 

moved to a small room off of the main entrance. The office was in a much better location, 

but it was very difficult to find the space to meet with teachers or hold classes. Teachers 

would stick their heads in the door if they had a question, but it was not the easiest room 

for them to sit down and hold conversations. They reserved open classrooms or the 

teaching theater for trainings or meetings. After requesting a larger space to hold 

trainings, school administration gave Kasey and her partner their own classroom with 

enough space where they could hold classes and also meet in small groups. She misses 

the convenience of having their own space for working with teachers, but she is making 

the best of the circumstances. 

We are back to reserving a classroom in the building. We have an official staff 
development training room that is always open. In order for teachers or people to 
use it they have to reserve it in advance. That’s what we are doing.  
 
There are many administrators with whom she works on campus, but she reports 

directly to the administrator assigned to Curriculum and Instruction. Kasey feels 

supported by her administrator on campus. She explains that they do not have a set time 

to meet, but she talks on the phone with her or meets face to face at least two to three 

times per week so there is continual communication. The effort to communicate regularly 

is mutual. If Kasey has a question that comes up in a PLC meeting or meeting one-on-one 

with a teacher, she will go directly to her administrator, and she will do whatever she 

needs to do to help. Also, the administrator will contact Kasey with any ideas she might 

have concerning technology and professional development.  



59 
 

 
 

Kasey is occasionally given directives by the school administration to meet with 

teachers who are struggling with the technology. School administration will contact her 

when they see a teacher really struggling.  

We’ve done that in the past where we meet with a specific teacher once a week 
for several weeks at a time or as much as needed. We’ve gone in and taught 
lessons with that teacher to give them an idea how to use the technology in the 
classroom…just kind of hold their hand through that entire process.  
 

The school administration has set expectations and while they allow teachers a growth 

period, it is ultimately up to the teachers to eventually meet those expectations. If they are 

not able to meet those expectations the teachers will usually leave or retire.  

  Conducting training classes is an important part of Kasey’s job. Kasey offers 

trainings once a week all day for forty-five minute blocks. Teachers can attend during 

their conference periods. She does occasionally offer after school trainings but attendance 

is not as high.  

We offer training once a week and it might be something that teachers have 
questions about or it might be something that we’ve been recommended by our 
administrators to focus. Or it might be something that we think is a great topic 
that teachers aren’t aware of and we want to introduce them. 
  

  These classes are an expectation set by her school administrator; although, Kasey 

has the freedom to choose the topics. These classes range from the specific how-to’s of 

software to classes that focus on more transformative uses of technology. Because 

teacher’s time is so limited in a school day these short classes are meant for teachers to 

practice spending more time with the technology tools, see classroom examples of 

technology integration, and collaborate with other teachers in other content areas.  

  Working with new teachers is also a large part of Kasey’s job, especially during 

the first semester of employment. Before staff development week starts Kasey will have 
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an “out of the box training” introducing the basics of working with the tablet to those new 

teachers. They will receive their laptops and initial training. Then there are many after 

school trainings in the beginning of the year for new teachers. 

We’re busy those first few months after school with trainings every Tuesday and 
Thursday with just trying to get them comfortable using the software. And again, 
we do offer to come into classrooms to help them if they need assistance. We 
have handouts on how to specifically upload a file or how students are going to 
submit a drop box submission to the teacher. We are just getting them as 
comfortable as possible. It’s hard though….Our campus has the highest turnover 
in the district. It’s difficult to balance between those returning teachers and new 
teachers.  
 

  Many of these classes involve teaching how to access district resources, how to 

use the gradebook, how to get their courses set up in the learning management system, 

how to utilize the classroom monitoring system, and other beginning software application 

uses. Because there are so many new teachers this year she had to divide each class into 

several different groups and repeat each class three times. She explains, “These classes 

are hands-on and really need to be capped at about twenty-five teachers per class.” There 

is a high learning curve for teachers entering a one-to-one campus.  

  Kasey works with PLCs weekly. She is assigned to 10 PLC groups, and they meet 

at least once a week. She tries to attend the majority of the meetings. Working with PLCs 

helps Kasey build relationships with teachers, and it allows her to provide relevant 

technology ideas as the team is discussing curriculum. In addition, she can quickly 

answer on the spot questions. There is an expectation that Kasey will be there. When she 

walks in it is just as she is part of the team. There are times when they will ask her to 

come and present over a specific topic and other times that there is so much on the 

agenda that they ask at the end of the meeting if she has anything to add. The main 
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benefit of being present at these meetings is the opportunity to quickly add technology 

ideas when discussing the curriculum. Kasey states: 

For example, if I am meeting with our U.S. History team and they are looking at 
World War II and maybe using Google Earth, I can go show them how to find 
specific location and battle sites on the spot. Or, if they need to come up with 
some quick and easy re-teaching ideas, I might bring up fast grade lessons in 
eInstruction. 

  
  Of all the support she gives teachers, Kasey finds the individual support the most 

beneficial as well as an opportunity to develop more transformative uses of technology. 

It’s not officially written down as professional development. They’re not getting 
credit in hours, but that’s where I think they feel the most comfortable in their 
environment. Meeting one-on-one…they’re not feeling threatened by others. They 
can ask questions, and we can really talk about how it relates to their content area.  

 
  Working one-on-one with teachers also gives the opportunity to work more 

creatively with teachers. Kasey describes working with one teacher, who can often be 

forgetful about basic tasks, but she can be really successful at using technology.  

I have to say that I guess she has memory lapses because she forgets pretty basic 
tasks. She’s one that we’re happy to hear from…But she is stepping out of her 
comfort zone, and she had her students at the end of the year create math dubs. 
They were using the flip camera and Movie Maker, and creating math songs with 
math terminology.  
 

In this example, the teacher did not guide the students using Movie Maker. The teacher 

had the understanding that the students were already familiar using Movie Maker in 

other classrooms. She guided them with the creation of the song. Kasey was proud of the 

teacher feeling comfortable enough to take a leap of faith doing this project.  

  Kasey’s day is very structured. Between trainings, meetings, and PLCs, Kasey 

works through an appointment-type, “first-come, first-served schedule.” She does receive 

calls or emails, asking for troubleshooting help, or trying to help with a crisis that may 

have come up. If she is not in the middle of teaching or working one-on-one with a 
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teacher, she immediately tries to help. Sometimes this includes troubleshooting hardware 

such as when a teacher’s projector is not working, the eInstruction receiver is not picking 

up, or the StarBoard isn’t working properly, to name a few. Most of the troubleshooting 

relating to hardware she does is quick and easy where she can get in and help very 

quickly. In the early days, helping troubleshoot was how she got her foot in the door. It 

was something she could do to earn a teacher’s trust. When she is doing those little things 

she isn’t able to focus on the instructional focus of her job and that concerns her; but even 

more concerning for her is the idea that a teacher and a classroom is at a standstill 

because of something small and tedious. She explains, “With being a one-to-one campus, 

we are not talking about being a technology specialist in a computer lab. Every student 

has a tablet.” When weighing the importance of the situation, in her eyes it is vital for 

instruction to continue.   

  Strategies for Supporting Teachers. One of the first things that Kasey along 

with her partner did when they were hired was to start a newsletter to the staff. It is a way 

that they get important information out and to remind teachers to think about technology. 

The newsletter is called Technology Tidbits and includes upcoming class dates, links to 

resources, tips and tricks, links to tutorials, highlights great work by teachers, and 

occasionally includes a quirky picture to make teachers laugh. The newsletter is an 

opportunity for Kasey to get in each teacher’s inbox. Teachers might not always respond, 

but she is told by teachers that they save them to reference them later.  

  When it comes to her training classes, Kasey tries to vary class times on different 

days so that if someone has a conflict on one specific day they are not always left out. 
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Also, she sends an email out after each class, thanking teachers for their attendance, 

sending out additional resources, and offering to come to their class to help.  

After each training we’ll send out an email thanking the teachers for coming, 
sending out the handout of what we cover, and we do give them that opportunity 
or offer our service to come back one-on-one if they need a 
refresher….Sometimes we have teachers take us up on that offer and the other 
times they’re pretty comfortable with it, so they’re okay on their own.  
 

 Kasey and her partner will take turns teaching classes. This allows for someone to 

always “be on deck” to help with immediate needs, respond to emails, or help facilitate if 

there is a large crowd.  

  Another strategy that Kasey wishes they would have started earlier is being 

assigned to actual content areas. Kasey meets every week with the math and social 

studies PLC groups.  

We have done this for two years now; we’ve been on the campus for four. The 
first two years we were going here and there meeting teachers. But I think by 
being placed in specific departments, we really get to know the teachers in those 
specific departments better. Sometimes it’s hard if teachers are not coming to our 
trainings.  

 
 Kasey uses the time whether in a training or in a PLC to continually try to build 

relationships with teachers. Kasey finds that the more comfortable teachers are with her, 

the easier it is to discuss lessons and technology. She wants teachers to feel they can trust 

her. 

  Every year Kasey and her partner sit down with their school administrator and 

plan a technology focus for the following year. Her administration is always saying, “We 

are doing good, but it’s time to bring it to the next level.” Kasey explains that they strive 

to improve upon previous years. This year the focus is on multimedia and using 

multimedia projects to measure student success. One year the focus was using StarBoard 
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and eInstruction for formative, ongoing assessments. Another year it was using DyKnow 

as a collaboration tool to interact with students. School administration prefers that Kasey 

provide a full day of training over the summer to jump start the effort. Attendance is 

usually high. She has found that her staff prefers a six hour class because they can come 

in for one day and get their exchange day credit; however, the “teachers are wiped out 

when they leave.”  

Generally, whatever the focus is the administrators will start to look for that 
specifically during their walk-throughs. If an administrator sees someone 
struggling, they will point out that teacher to us so we can meet with them one-on-
one.  

 
  Enabling Factors and Challenges. Kasey is thankful that she is supported by her 

school administration.  

We definitely have our curriculum and instruction administrator that really 
supports us. She is behind us every step of the way. If she even sees a scowl on 
our face she asks, what do you need? What do you want? What can I do? That 
really helps to know that she’s there to support us in all of our endeavors.  

 
  Having a partner is also a strength in this position, and Kasey could not imagine 

doing it on her own. The varied requests from teachers and administrators strengthen her 

partnership to balance ideas. “It’s hard keeping up with 250 employees if not more, and I 

just can’t imagine having to manage it alone.” 

  Kasey also leans on her own PLC. She finds it a source of comfort to hear issues 

on the different campuses, how to handle situations, and how problems are resolved. 

Even though the campuses work differently, it helps to hear that information and see 

what she can try to apply at her own campus.  

  One of the challenges Kasey faces is taking on tasks that do not necessarily relate 

with her role in supporting technology integration. She doesn’t mind helping in other 
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areas, and likes that others depend on her, but it can be a little frustrating when she has 

other duties she needs to get accomplished.  

 Right now we are administering the EOC re-test for those 10th grade or 9th  
grade students who were not successful last year. In the past, we’ve also had to 
pack and unpack all of the EOC testing materials for the state.  

 
She further explains that she is often called on to set up technology equipment around the 

building. It is frustrating for Kasey since they have three technicians that could do some 

of these types of tasks, but she puts a smile on her face and does what is asked. In her 

eyes, educators wear many hats, and it is her job to do what it is asked of her. 

  Another issue that is challenging for Kasey that doesn’t directly affect her but 

affects the overall success of the implementation is students not bringing their tablets. 

 It’s hard to get past that hurdle. The teachers want to do the lessons. They want to  
have a one-to-one focus, but our students just aren’t bringing the tablets to school. 
So you’ve got teachers that are coming up with two different lesson plans for the 
same lesson, so those with and those without the computers that are paper-based 
copies.  
 

  Teachers turn to Kasey for advice in the situation. Kasey listens to the teachers 

and tries to be a support. She encourages them to not make alternative assignments. In a 

traditional classroom, coming to class prepared means coming with a pencil and paper. In 

a one-to-one environment, being prepared means bringing the tablet charged to class. 

Creating alternative assignments enables students to continue to not bringing the tablet. 

Unfortunately, teachers feel that if they don’t make copies then students fail. Then the 

teacher is getting called in because of the failing students. It is a cyclical pattern. 

  The stability of the learning management system has been another challenge for 

Kasey. Sometimes the LMS issues are simple user errors. For example, a teacher will 

forget to unhide an assessment, and the students can’t see it or a teacher copies a file to 



66 
 

 
 

an incorrect location. In these types of situations, she can use the administrative tool from 

wherever she is in the building and quickly change settings as long as she has a computer. 

Teachers make these mistakes because they are often working too quickly. Other times 

the situation becomes a little more complicated. The biggest issue this past year is 

working with the secure assessment browser. Occasionally, “assessments do not save 

properly and students get timed out,” so she helps teachers see if any assessment data can 

be retrieved by going into pending items. In this specific situation, there is nothing that 

she can do to help but offer encouragement to the teacher. Kasey submits a help desk 

ticket including as much pertinent information as possible and waits for a response from 

IT. IT then tries to duplicate the scenario, but if it can’t be fixed it is then forwarded to 

Angel Learning. Kasey feels the frustrations felt by the teachers when they are really 

using the LMS program, they have the know-how, but they are still receiving those error 

messages. Teachers are doing what they have been taught, trying to use the instructional 

tools provided, and the program is just not working correctly. 

  Like most educators, Kasey struggles with having enough time in the day to 

complete all of her tasks. To add to her already busy schedule, Kasey’s campus created a 

new character education class. The class is 30 minutes long and there is a campus wide 

lesson presented during this time. Kasey is in charge of a class along with all of the other 

teachers. She is the teacher of record. Kasey is also in charge of developing a technology 

lesson once a week for her campus; however, she is struggling with the schedule of the 

class. Because she doesn’t have a typical schedule like a teacher, she has to “stop what 

she is doing and run to class. I teach for 30 minutes, and then I go back about my 
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business to do what I’ve been doing.” It is one more thing that she has to add in an 

already busy day.  

Lily 

Personal History. Lily entered the field of education after working in the 

business field for a year. She went back to school to get her degree in elementary 

education. Her ten year teaching career includes teaching both the fourth and fifth grades. 

She has always enjoyed using technology with her students and at a previous job had the 

opportunity to use a class set of laptops for several projects. She also gained experience 

when teaching and participating in professional development opportunities. She was 

chosen to attend a couple of curriculum trainings and then to follow-up and train teachers 

at her campus. Lily was a teacher in Northwest ISD before becoming a technology 

specialist. She loved using eInstruction and StarBoard and both were an integral part of 

her classroom. She believes that technology plays a huge role in the direction of 

education. Lily is currently working on her masters in Instructional Technology.  

Lily is a people person. She can easily talk to people and make them feel 

comfortable which she feels is an important part of this job. She strives to put teachers at 

ease and to let them know that she is there to help them. It is important to Lily to boost 

their confidence and that the teachers trust her. She continually tries to build relationships 

with teachers in an effort to give the best support possible. She also takes pride in being a 

good listener and hearing what teachers have to say. She explains, ‘I think you have to be 

open to hearing teachers, not only the positive things but obviously the negative, and not 

to take things personally.” Teaching is a tough job, and she understands their need to 

vent. Part of what she tries to do is to steer teachers back into a positive state of mind. 
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 Lily enjoys her job. Some days she feels like a sales person showing teachers 

how technology can be beneficial in the classroom, what teachers can do with it, what 

students can do, and what they can produce. Not all teachers want to incorporate 

technology so she tries not to take things too personally. She has learned to develop a 

thick skin which allows her to do her job a lot easier.  

Activities and Responsibilities. Lily begins her day checking her email. Usually 

there is an email from a teacher who needs assistance or has an emergency. The 

emergencies might be a projector or computer not working right or something that they 

are using in class that isn’t working correctly. It is important to Lily to help teachers with 

these emergencies because teachers spend so much time preparing their lessons 

incorporating the tablets. Lily spends the majority of her day either in team meetings, 

teaching technology classes, or meeting one-on-one with teachers.  

 Lily works with all of the science and English/Language Arts teachers. When 

these teams have meetings, which is at least once a week, she attends those meetings or 

as many as she can. This also includes all grade level meetings which keeps her 

extremely busy. During this time they are planning their lessons or looking at data. She 

sits and listens when they are discussing their curriculum and offers assistance or ways to 

incorporate the technology. Every now and then they will ask her to present a topic but 

the majority of her time is spent as just another team member in the group, offering 

suggestions when applicable about ways they can incorporate technology with the 

curriculum. There have been a couple of instances when meetings are scheduled at the 

same time. Lily also reports that these meetings can sometimes conflict working one-on-

one with teachers in the classroom. After discussing this concern with her assistant 
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principal, they both agreed that her primary focus is to provide that support in the 

classroom.  

There’s been a couple of times when PLCs have been scheduled at the same time 
and I’ll just alternate….Really our primary focus is to be in the classrooms with 
the teachers and helping the teachers in teaching a lesson or just acting as a safety 
net. The principal agreed our prime position is to be in the classroom. If a teacher 
wants me to help her with a Photo Story that takes precedent over being in an 
English I team meeting. I’ll let the team leaders know I can’t make it.  
 
The campus also has weekly specialists’ meetings. This meeting is comprised of 

the technology, math, science, and ESL specialists along with one of the curriculum and 

instruction assistant principals. This time is discussing weekly topics and other important 

campus topics. It is helpful to Lily to be able to listen and be a part of the conversation; 

however, sometimes she feels it is more or less her just listening. She explains, “I feel 

that our roles are so much different than the [other] specialists. They are getting more into 

the coaching, how to coach teachers, and work with those teachers where we don’t 

necessarily do that.”  While Lily is assigned to science and Language Arts for PLC time, 

she still supports 250 teachers and staff. Recently, they started changing the format of this 

meeting to include doing a book study during this time, and they are studying the book 

Seven Strategies of Assessment for Learning by Jan Chappuis. They are breaking into 

groups to give a review of each chapter. The other specialists are going into classrooms 

and modeling lessons focusing on lesson framing, and Lily is not involved with that. She 

explains that they are getting into the informal assessments and the feedback portion of 

the book. Of course, technology plays a large part in what teachers use for the informal 

assessments so she is doing more in guiding teachers with these assessments using 

eInstruction, LMS, and sometimes even DyKnow. 
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 During the first year of being one-to-one, her principal requested that she and her 

partner do one weekly training every week. She meets with her assistant principal to 

discuss these trainings and the assistant principal approves them. Sometimes teachers 

request topics and other topics are chosen by what she feels teachers need at that time. 

She tries to vary the types of trainings that the teachers need being in a one-to-one 

environment. For example, she might focus on various instructional features within LMS 

and DyKnow, useful online resources, and multi-media type projects. She spends a lot of 

time preparing for trainings.  

Our handouts are what we show the teachers in our training and it’s very step-by-
step with pictures. This is just so our teachers, if they ever need assistance or they 
forget how to do something, they can go to LMS and pull up our training 
handouts. It will basically walk them through the steps on what they need. 
 

 These classes are hands-on, and Lily would rather have her teachers participating in the 

lesson versus focused on taking step-by-step notes. She sends out a thank you email to 

attendees after each training class with links to resources and handouts. Classes during 

conference periods last about 45 minutes. Even though it is a short amount of time, it can 

be a powerful time for teachers to ask questions, participate in technology activities just 

like their students do, and plant a seed for project ideas. An important part of these 

trainings is the opportunity to show both teacher and student examples so that teachers 

can have a clear understanding of how they can actually use it in their classroom.   

 Troubleshooting is a part of her daily duties. If the problem is not fixed, teachers 

will not use the technology. Lily finds that many teachers know how to fix many of the 

issues.  

We don’t want them to be frustrated by the technology. We also want them to 
know that they do have the campus support. We do have three tech guys that do 
fix the technology, but we feel it’s important for us to help them….We feel that 
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teachers have a relationship with us and when they call on us, we’ll be there to 
help them. The good thing is a lot of them know how to fix the issues. They know 
the little tips and tricks now to do that themselves. We make it a five minute rule. 
If I cannot get it fixed within five minutes, then I’ll have them do a help ticket. 
 
Strategies for Supporting Teachers . Lily was not always assigned to the science 

and Language Arts PLC. During the 3rd year of implementation, Lily and her partner 

discussed how difficult it was trying to meet with all core content teams. Her assistant 

principal suggested the focus of content areas because both Lily and her partner were 

feeling spread thin. She was finding it difficult to get to know all of the teachers. When 

they divvied up the responsibilities, she was able to focus on attending more meetings. 

Being present at these meetings allows her to help in the lesson planning. It also helps her 

to really get to know the teachers on a personal level, be able to work more closely with 

them, and learn the content better. She feels it’s easier for her keeping up with two 

content areas rather than four. 

 A strategy that helps Lily support teachers is to personally attend content specific 

professional development. Lily takes initiative to try to attend trainings that are relevant 

to her teachers. She also stresses that the content is what drives instruction. 

I went to a writing workshop and it was all online, which was great for me, so 
when my ELA teachers are asking me about the website for the writing I know 
where to go. So that was beneficial.  
 

She continues, 

Yesterday I went to a Pearson training. It was a supplemental science one. That 
was great for me to go to so when the teachers have questions, I know how to 
answer… We have to understand the content and other things that the teachers are 
doing. I think it’s good for them to see that we’re learning as well. 
 
Another strategy that Lily uses when teaching classes is to model other 

technology uses that are not the topic for the class. For example, in an online resources 
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class over the summer, Lily decided to model the use of DyKnow Monitor while teaching 

to help facilitate her class. Many of the teachers had already received DyKnow trainings, 

but Lily and her partner wanted to use some of the Monitor features. Instead of the 

teachers typing in their URL, she shared the URL with them through DyKnow. Lily 

describes how impressed the teachers were even though they know how to use the 

feature. She explains, “Using it in an actual classroom setting was more powerful to 

them.” Later in the class the teachers were doing an SAT vocabulary activity with Visual 

Thesaurus, and she shared teacher’s monitors as they answered questions and explained 

their diagram so the class could see their project. This further helped with collaboration 

in the class because teachers could see what was being discussed. “Teachers loved it 

because they all have to teach vocabulary at some point.” Often times, teachers can get in 

the habit of using DyKnow Monitor for strictly classroom management situations. In this 

example, Lily wanted them to experience it again from an instructional standpoint.  

 Other resources were used in the class. The purpose of the class was to remind 

teachers of district resources that they might have forgotten or maybe just haven’t used 

yet. Lily said she surprisingly enjoyed it, and it turned out to be one of her best classes. 

“It wasn’t that I showed them anything really new. It was just that I showed them a 

couple of new things to do with it as well as try to incorporate other programs in the 

class.” 

Lily helps teachers with creativity when given the opportunity. Lily was working 

with one teacher in particular who was frustrated. She needed to review with her students, 

but the teacher was having a difficult time keeping them engaged. 

We have a couple of IPC teachers, Integrated Physics and Chemistry, where her 
students were just getting kind of bored with what’s going on. She had to review 
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for a test, and she needed some ideas….After talking to her we decided on doing a 
MindPoint Quiz Show. The day before I met with her after school, and we went 
through it. I showed her how to operate it, and just to make her feel better she 
wanted me to come in first period with her the next day. I said that’s great.  

 
She continues to explain,  

 
I came in first period, 7:25 in the morning, and her students were 
dragging….They weren’t engaged. So she explained that today we’re going to 
play a game and of course they are still kind of dragging. She opened it up and 
divided them into two teams: Team A and Team B, and they moved. Team A was 
on one side and Team B was on another side….We started with question one and 
the students had their eInstruction clickers. You could tell as the game started 
progressing they became more and more engaged. Their heads were lifted off the 
desk. They actually became competitive with each other they were really neck 
and neck the whole time… 
 

She adds, “It was an eye-opener for the teacher because several times she said to them 

that they were going to get it right, and then she realized, 50 percent of the class missed 

it.” Lily further explains that the lesson happened at the right time. The teacher had some 

“fantastic re-teaching moments.” Students were engaged. Lily helped the teacher during 

first and second period and then the teacher felt confident enough to continue on the rest 

of the day. The teacher felt empowered by the technology lesson and confided in Lily, “If 

we just had paper and pencil and they answered the questions, he wouldn’t have been 

able to identify which ones he missed.”  

 Lily helps support teachers by being a “safety-net” or an extra pair of hands in 

their classes. She will go into teachers’ classrooms for a period or two. She tries not to 

exceed more than two periods because it is important that the teachers want to learn. Lily 

enjoys this time with the students. She misses being in the classroom sometimes and feels 

it is fun to go in and have the kids respond to her. She finds “that because it is somebody 

different, the students seem to pay attention better, too.” Lily describes this interaction as 

a co-teaching effort. The teacher is still interjecting when needed because she is in 
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charge. It is important to Lily to re-enforce the teacher as the “content expert and not take 

the power away from the teacher." Lily appreciates this co-teaching dynamic. “I think it 

works perfectly when we’re both in there together.” 

 Lily reflects on using this strategy the first year she was employed. Even before 

tablets were distributed, she focused on working one-on-one with teachers with the TBSI 

equipment. She had a large group of teachers that had their TBSI equipment, went to the 

initial trainings, but did not use it. It was an easy case of out of site and out of mind for 

the teachers. Her initial thoughts were, “If they are not using eInstruction and StarBoard, 

how are they going to use the tablets?” After meeting individually with teachers she 

followed-up with classroom visits.  

It was very nice that we had that full year prior to the roll out because we got 
them more comfortable working with technology. They didn’t have anybody like 
us on campus to help them. 
 

Once she started working with teachers using the TBSI, it was a natural transition to start 

talking about the tablet and what types of things will benefit the students in their classes. 

Once the tablets were distributed, she found herself helping teachers even more in the 

classroom.  

What really changed was we were in the classroom more helping the teachers. A 
lot of teachers pictured how it looked, but until they actually had the tablets, they 
really didn’t have an idea of what to do, what’s going on, how it’s going to look.  
 

 Lily admits that it is interesting to see where teachers are with their use of 

technology. She has learned to never assume a teacher’s skill level. There is a new 

teacher on her campus fresh out of college, and she hates computers and prefers paper 

and pencil. When Lily happened to show her USA Test Prep, she fell in love with it. “It 

kind of opened the door for her once she saw that, and now she has moved onto other 
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things.” Finding the right tool at the right time that is relevant to their lessons allows the 

teachers to see the value in how it can benefit their class.  

Enabling Factors and Challenges. Lily appreciates the support of her school 

administrator in regards to trainings, especially in the summer time. All of her teachers 

have to attain six hours of technology training and her administrator always recommends 

teachers come to Lily’s trainings. Lily states that summer trainings are always full 

because teachers know they are going to get something that they need to have. 

Her partner is also an important part of getting her job done successfully. They 

include each other on all email communication to keep each other in the know with 

teachers as well as teams. She also depends on the other CITS as a resource.  

I think we really need each other….I can’t imagine each teacher individually 
doing their own thing. They meet at least once a week, go over lesson plans, and 
what they’re doing with each other. I think that’s equally important with us.  

 
Supporting new teachers is a big challenge for Lily. She compares each year like 

the first year of distribution but with less preparation. This year they had around 70 new 

teachers. She finds it difficult for new teachers coming into a one-to-one environment. 

Other teachers have had a full year of preparation to ease into the one-to one program, 

but new teachers are thrown very quickly into the environment.  

I hate to say all teachers because we’ve had some new teachers that have taken off 
with it and cannot imagine not having computers. But I think for some teachers it 
takes longer than a year to get them where they need to be…. We still have some 
teachers that have a long way to go. 

 
If Lily could change anything it would be to make the technology work perfectly. She 

struggles because certain components with the learning management system do not 

always work correctly.  
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For example, when links don’t work correctly and certain files don’t work 
correctly, it’s a program problem. It could be a server problem….The most 
frustrating thing is when the technology doesn’t work, and I’m trying to sell it to 
the teacher to have them use it. A lot of teachers, if they try two, three, or four 
times and it is still not working the way it should, give up on it and that’s sad. 
You don’t want it to come to that.  

 

 Lily explains the difficulty of tablets staying in the hands of students. She feels it 

is probably more of a problem that is specific to her campus, but she knows other 

campuses have experienced this problem in the past. Students get their tablets taken up 

for misuse or playing games. When the tablet requires a reimage because of student 

mistreatment, they have to pay a small fifteen dollar fee to get it back. To high schools 

students, it is not worth paying for so they simply don’t pay the fine. Lily hopes that 

something in the near future will be done to prevent this from happening. She is hoping 

that school administration will implement a policy that will insure tablets not be removed 

from the hands of students even for disciplinary type issues.  

Davis High School 

Davis High School is located at the southernmost part of the district. It is a high 

school program of choice. Students come from the other four main high school campuses 

in the district, and they must apply for admission. The school focuses on academic basics; 

getting through high school and earning course credits. The school is composed of at-risk 

students who otherwise might not graduate from high school without this type of 

environment. Some of the students are dropouts who are giving graduation one more 

opportunity and other students are on the verge of failing. The application process begins 

with an email sent out to principals, teachers, and counselors at the other high school 

campuses asking them to consider students who might benefit from the program. 

Counselors at their home school recommend they apply as an intervention to keep them 
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from dropping out. Students have to complete an application, get school signatures, and 

then interviews are scheduled after school during the school year and also during the 

summer time. Davis High School began as a one-to-one program in the fall of 2006. 

Because of its small size and unique culture, it was a good starting place for the district as 

the first one-to-one campus.  

Vanessa 

Personal History. Vanessa’s position differs from the other Campus Instructional 

Technology Specialists. Her title is Instructional Media Coordinator. This position is a 

combination of CITS and librarian. She has been in this position for a little over three 

years. Before being an Instructional Media Coordinator she was a classroom teacher on 

her campus for almost four years so she has the experience of teaching in a one-to-one 

classroom. She has a deep passion for the students on her campus, and wants to see them 

succeed. She recently accepted a position as a Program Coordinator for Library Services 

at another location within the district but still works with the one-to-one campuses. 

Vanessa has a Language Arts background. She taught English, journalism, 

theater, speech, and drama in grades nine-twelve. She began her career in the business 

sector working in newspapers. She received a degree in corporate communication in 

business but then quickly received her alternative certification when she decided she 

wanted to teach. She has a real passion for teaching and for the students in her school. 

She believes technology integration means “to use the technology resources available to 

get more out of the educational environment.”  

We know that our kids and our parents, and our teachers and administrators for 
that matter, are all plugged in at home. It’s a matter of making school just as 
plugged in as the rest of the world around them, but in ways that really benefit the 
educational program. 
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Vanessa recently received her master’s in Educational Administration, and when 

looking into programs she chose an online program so that she could have the experience 

of taking courses online. She wanted to experience “what it was like to be a learner who 

only got instructions via the computer” and be able to relay that information to her 

students.  

I wanted to sit through classes online and either love them or hate them or say 
that’s a good idea…So it helped me to prepare my kids for college…because 
online degrees are so appealing for so many people. I needed to have a good idea 
of what, at least one was like… I felt like that helped me be a better teacher. 
 
Two important skills that she finds important in this position include being able to 

listen and observe. “You have to have the ability to work with different people and 

diffuse what can become highly frustrating situations. You have to be able to stop and 

think through and synthesize a situation and then work towards a solution.” She finds that 

being able to “really listen to teacher’s needs, even if they are not expressed as needs,” is 

an important part of her job.  

Activities and Responsibilities. Vanessa is the second person who has served as 

a CITS on her campus and helps around 20 teachers. Vanessa’s office is located in the 

library which is the central hub of the campus. When entering the school, visitors see the 

large, comfortable space with couches and tables as well as shelves of books behind a 

glass wall. Vanessa’s office is located in a private office in the back of the library but 

with windows so she can see out and monitor the area. The library becomes a “one stop 

shop” after school for many students doing tutorials or online classes. She describes it as 

a comfortable place where both students and teachers can come and get help or just have 

some quiet work time. 
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Students begin their day in the cafeteria with a character education class while 

eating breakfast. Buses are delivering students from other home campuses from across 

the district. Because the district is so large, students arrive at staggered times.  

Basically, teachers present different topics over the course of the year. We have 
looked at computer etiquette and safety. They have looked at job interviewing 
skills. There were all kinds of different things we did during red ribbon week to 
help all around. Things that didn’t tie directly to an English class or a social 
studies class but that were part of the character education as full social 
development of the child and the school. 
  

It is also a time of encouragement where students recommit to a new day. Each day 

brings a new opportunity, and the time before school is to help each student start off a 

new day with a positive start. The principal and teachers are committed to helping these 

students succeed. 

A typical day for Vanessa begins by starting up all of the library computers and 

getting the library ready before the character education time. Vanessa frequently helps 

kids get into their lockers if they forget their keys. Students have the ability to store their 

tablets in lockers since some of the at-risk students do not feel it is safe to take their 

tablets home. In the past, students have had family members damage their tablets or have 

found items go missing such as their stylus. “Storing it in their locker is a way for the at-

risk student population to be prepared for school” as well as take care of what they have. 

Vanessa then runs a standard library report for every book that is coming due on her 

campus and starts running late notices.  

There are some days that she cannot make it to the library first without a teacher 

stopping her in the hallway needing something. She tries to check in with the teachers on 

a daily basis usually in the morning to make sure they are okay or to see if they need 

anything. It is rare for her to make a loop through the halls without a teacher asking her a 
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question. She catches them at the right place and time and she is able to assist them. She 

feels this type of help might not necessarily be generated by an email. When the teachers 

see Vanessa, it sparks a thought or question that might have been on their mind. This type 

of conversation typically begins with, “I was working with this at home and it would 

really be neat if I could do it with my class. Do you know of any way that I can do that?” 

She enjoys the invitation to help find the right tools or find an innovative way to add to 

the curriculum. It’s an opportunity to “exchange ideas as well as grow ideas,” and that 

works well especially when trying to create projects that engage students.  

Vanessa’s campus holds staff meetings twice a week after school. One meeting is 

always focused on discussing students and their individual needs. The other meeting is 

focused on the curriculum. Because the technology is such a big part of the curriculum, 

the curriculum meeting is when Vanessa gets to help teachers plan with technology. She 

uses this time to gauge the progress of the group. The teachers often come prepared with 

questions and have time to generate ideas together. She tried creating technology sessions 

on Wednesday afternoons but her teachers were more reluctant to add one more day out 

of their schedule. “What we did at the campus was to build in some of the technology 

learning into those existing two staff meetings.” She further explains, “We tried it but it 

just kind of encroached more on the teachers’ time than it benefited them. So that wasn’t 

a good fit at the time.” If for some reason technology training was scheduled outside of 

those assigned times the principal would cancel one of the staff meetings to help ease the 

teachers’ schedule during the week.  

There is a mutual collaboration between Vanessa and her principal when it comes 

to the technology vision of the campus. Professional development ideas are based on the 
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needs of the staff as well as the data from a district technology survey. Vanessa and her 

principal review the assessment data keeping in mind the district initiatives to decide on 

professional development for the campus. The principal often asks Vanessa, “I see so and 

so is doing this on another campus, what do you know about that and how would that 

work for our campus?”  

Since the campus is small, the principal makes the district T60s mandatory. A 

district educational technology teacher comes several times throughout the year to 

present a topic to their campus. The topics this past year were titled: Visual Learning: 

Manipulating Graphics, Visual Learning: Visual Communication of Data, and Visual 

Learning: Graphics and Instruction. 

We made the T60s mandatory for our campus because we were so small, and 
because if it was good for one, we probably all needed to at least have a refresher 
in it. Even if it wasn’t something we were learning brand new, generally, 
everybody took a little something away that they hadn’t thought of before. Even 
with a really tech savvy crew...I always felt and I think my boss did too, she hated 
the feeling of teachers complaining that they already knew this stuff, which can be 
a common complaint with district set professional development. But in the same 
sense it was important to both her and me that we were going to tow our own line 
because that adds value and credibility to what our staff does. 

 
Vanessa feels fortunate that there has been very little turnover since she was hired 

as the media coordinator. There was one new teacher who came at the semester break and 

she was able to work with her every day after school. The principal hires teachers with 

the expectation that they will use the technology. “If they weren’t tech savvy enough, 

she’d pick up on that and they probably wouldn’t be selected as a finalist for that 

position.” They have to be people that learn the technology easy and embrace it. Teachers 

also use each other as a resource. Vanessa explains that the staff is a close knit group and 
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they work really well together. Teachers work with Vanessa with technology, but they 

also rely on each other when they need help.   

Vanessa spends time everyday troubleshooting. A teacher will email for help, and 

Vanessa will go to the class without interrupting instructional time and work with a 

student or group of students. For example, a student might be having difficulty logging 

into their email account or maybe they had trouble uploading an assignment into LMS 

because they did not convert it to the right file type. She refers to this as giving lots of 

customer support daily “to make sure that nothing was inhibiting a student’s ability to 

move forward with the assignment or with whatever they’re doing.” If there are any 

down resources it is important to Vanessa to start the process of notifying IT so they can 

get it back up quickly.  

Vanessa is in charge of the library and manages classes coming in and out to 

check out books or do research. She also started a reading club with students and 

participated regularly with students to encourage reading. Toward the end of the year she 

was in charge of managing the Education2020 online classes. Her role in these classes 

was to be a facilitator and to make sure students were progressing in their work.  

Strategies for Supporting Teachers. Being present in the after school meetings 

allows Vanessa to hear teachers discuss upcoming lessons and curriculum and gives 

Vanessa an opportunity to provide innovative uses for the technology. In her mind it 

becomes an “exchange of ideas.” Teachers discuss content and Vanessa can offer creative 

uses.  

She also works one-on-one with teachers. She explains that for one unit she had a 

teacher who was struggling with a hard-to-reach 9th grade group. They were doing a 
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Romeo and Juliet unit and decided to do a literary analysis using a blog. The teacher 

provided online resources such as video and original text but was able to change how the 

students interacted with it by essentially creating an online “reading response journal” 

which made it a more engaging lesson.  

Vanessa uses problem solving skills in helping teachers rethink lesson ideas given 

the teacher’s current tools available to them. She had a teacher who was looking at 

several online programs that would help her create quizzes and reviews. The teacher was 

not concerned as much about the money as she was if she was going to be blocked from 

the district’s Internet filter. Vanessa was able to remind her that she could use ink flash 

cards, a program on the tablet.  

When she realized that she had ink flash cards and could set up a library of 
geometric images that the kids could copy into the flash cards that were part of 
the basic image, that added value she didn’t know she had. 
 

In another situation, a teacher needed a new idea for a review so by showing her the 

program Quizlet, she “freshened” up the lesson. When working with teachers and the 

technology tools they choose, Vanessa stresses that “it’s always dependent on the lesson 

and the objective and what it is the teacher wants the kids to have.” 

Vanessa is cognizant of the time allotted to technology professional development 

on her campus. She finds that teachers are more apt to work new ideas into their 

classroom when presented with short chunks of information.  

With the neediness of the [student] group an hour didn’t always work, so what we 
try to do is package it down into chunks. Here’s 15 minutes that we could throw 
into a meeting and then it was a little more powerful for the group. If we could 
find ways to email out the help so that teachers can work with it, whether it was at 
home or first thing in the morning when they were fresh, or at the end of the week 
once they had finished everything else and they wanted to spend 20 minutes doing 
this, that worked well. It kind of depended on the need of our campus. 
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She elaborates further,  

I really think that 15 to 30 minute chunks for that mature user group, that mature 
teacher in a one-to-one setting. When I say the mature teacher, not necessarily 
someone who has been teaching forever but who has been teaching in the one-to-
one setting and really understands how using the technology best fits their 
curriculum. 
 

Teachers want information quickly and easily when they need help “where it’s almost a 

listing of the command clicks by numbers, or in a short video that they can watch over 

and over again.”  

Enabling Factors and Challenges. Vanessa feels supported in her job. After 

working for six years on her campus, she has developed a strong relationship with her 

principal and respects her leadership. She leaves administrative decisions to her principal, 

and her principal knows that she will be professional in her position as a CITS. She 

explains, “I usually have a pretty good feel of what we had coming and what we needed 

to do, and sometimes I could see problems she didn’t know to think about because she 

was worrying about other things.” Vanessa further explains that over time she could 

present big picture ideas which helped in working collaboratively with her principal in 

finding solutions for their campus. 

Being a teacher first on the campus has helped Vanessa earn the trust of her 

colleagues. Proving herself as a teacher among the teachers helped her step into the role 

of CITS. They trusted her with the at-risk population. “They knew I understood the big 

picture, and they knew I was going to fight for what was best for the technology and 

instructional programs where our kids got what they needed.”  

Vanessa found that her position as both the librarian and technology specialist 

allowed her to be an “easy support person from several different angles.” She would like 
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to see the role of the technology specialist and librarian work more collaboratively in the 

future. She explains, “I really hope that you see multiple people in this position so they 

can really collaborate together so that teachers have more than one place to go for help.” 

 Continuing to grow professionally also helps Vanessa in her job. She attends both 

technology and library related conferences. She also attends district trainings and reads 

professional journals online and in print form. She attributes learning new information 

from her teachers, tech team, librarians, and the CITS, and appreciates the sharing of 

information.  

A frustration that Vanessa feels is consistent across all of the one-to-one 

campuses includes teacher’s ability to check what students can access online. Under the 

current Internet filter, teachers and students have different rights. A teacher does not have 

the ability to login as a student to see if they have access to a website. Often times, 

teachers will send students to a link but the students are blocked due to how the website 

is categorized. Vanessa understands the need for the categorization, but feels there is a 

need to find some type of solution if the district is going to continue to separate login 

credentials and levels of access. When this happens, “it allows teachers to create a caveat 

where they can create an excuse for not using the computers”, and it is that “negativity” 

that Vanessa does not like to see on her campus.  

A barrier early on was showing teachers how to use their time more effectively. 

Teachers needed time to realize the more “instructionally focused they are and the more 

engaging they make their lessons…that helps to take care of the classroom management 

piece.” Teachers needed time to “think through the instructional strategies that would 

keep the technology from becoming a toy and keep it as a tool.” 
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Cook Intermediate School 

Cook Intermediate is the only intermediate school currently one-to-one in the 

district. The school, grades six through eight, opened in the fall of 2007 as a one-to-one 

campus. The school was designed to incorporate personal learning communities at the 

different grade levels. PLCs are comprised of academic teachers working together to 

provide unique experiences. The schedule is set up so that all of the teachers who teach 

the same grade and content can have their conference together so they can meet and plan. 

When the school opened, teachers were hired with the understanding that they would 

integrate the tablets into their instruction. The classrooms were designed with the one-to-

one environment in mind, including the furniture purchased so students can move easily 

into groups. 

Tom 

Personal History. Tom is the newest technology specialist in the district. He was 

hired in the spring of 2012. He began his career in education teaching science and social 

studies in grades six, seven, and eight. After a few years of teaching, he went back to 

school to get his master’s degree in school administration. Tom found a love for using 

technology in his classroom early on in his career. He worked at a charter school with 

minimal resources where he didn’t even have textbooks. He was able to acquire a few 

computers, and the computers became his only resource for students. He kept using 

technology, and he was learning and exploring which helped his skills develop. An 

opportunity came about where he met with someone from Discovery Education, and he 

ended up showing them some activities that he was doing in the classroom. Before Tom 

knew it he was working with Discovery Education and then eventually NetTrecker 
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traveling the country presenting at conferences and various school districts. Tom thought 

it was a great opportunity to see different uses of technology first hand across the 

country. 

 Tom is excited to be back in K-12 education and working with students again. He 

has a real passion for teaching. Right before he left for the private sector, he was creating 

multimedia presentations and embedding video which he describes “was a big deal ten 

years ago.” His students were also using Netscape Composer to create websites. Since he 

left, so many new technologies have emerged, and he is excited to get the opportunity to 

use these technologies and help teachers create new ideas. He is also enthusiastic to be at 

a one-to-one campus. He visited many schools in the last few years and he has never seen 

this type of one-to-one computing implementation. The schools he visited had technology 

with large computer labs or rolling laptop carts, but this is his first experience with tablets 

issued to students for the year.  

 Tom has a strong vision of how technology should be used in the classroom. He 

describes it as not using technology for technology’s sake.  

It has to be integrated in a way that enhances the curriculum, making it more than 
what it is without it. It’s another tool, another way to do it and sometimes it can 
enhance and do things that you can’t achieve without using technology. It 
becomes greater than the sum of its parts and that’s what we are looking for. It’s 
finding that transformative thing that takes education and transforms it into 
something much more, so much more effective than it currently is.  
 
Tom would eventually like to get back into the classroom. He is not sure if it will 

be later in his career, but he enjoys interacting with students, and he is good at it. He 

easily builds rapport with students but also enjoys teaching adults; he likes the ability to 

add more humor when teaching adults. 
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Dressed professionally in a suit every day, Tom has a warm, welcoming air about 

him. Tom states, in his words that “a technology specialist needs to be an approachable 

individual, almost unassuming.” In his eyes, a technology specialist should be able to 

present and talk to people and not make teachers feel pressured to integrate technology. 

It is a matter of building trust with teachers so that they will come to him for help when 

they need it, but also feel comfortable when he wants to try a new idea. Tom is not an 

administrator or an evaluator which he finds helps him in his technology endeavors.  

Our job is to try to lead by example, to try to find something that might be worth 
it for them to take that leap into technology…and to peek their interest, and get 
them into the pool. First a toe, then the foot, then the knee…and eventually we’ll 
get them in there swimming around. 
 
Activities and Responsibilities. Because Tom was hired in the middle of the 

spring semester of 2012, his first semester was a little difficult for him finding a normal 

routine or a routine that he thought was similar to the other CITS. With any new job there 

is a learning curve, and Tom found himself trying to play catch up learning some of the 

programs and find his way around on his campus. He jokes that his “teachers gave him a 

day to acclimate, and then by the second day they were calling on him for help.” On his 

second day of duty he was asked for help with several programs that he had never seen 

before; but because of “his inclination towards computers, he was able to help 

troubleshoot their problems.” He explains that the teachers at the time knew the programs 

better, but he was able to use problem solving and critical thinking and he was able to 

help them.  

Tom knows his job is not a troubleshooter, but troubleshooting inevitably seems 

to be part of his day. He troubleshoots LMS issues, file conversion issues, Microsoft 

Office issues, and problems working with multimedia. He tries to be smart about it. If it 
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is a quick fix, he uses the opportunity to explain to the teacher why there is a problem and 

how to fix it. If it requires more time then he puts in a help desk ticket to IT. Sometimes, 

there is “no rhyme or reason why things happen”, and he doesn’t mind sharing to his 

teachers that he does not know why some things happen. He states, “What I am trying to 

do is teach them that they can do this too. It really is more about attitude.” When 

modeling troubleshooting, he is showing them a strategy of problem solving so that 

teachers will learn how they can work through problems logically. 

In their normal everyday lives and with everything else they do they are problem 
solvers. They’re critical thinkers. They’re smart people. But when the technology 
hits them, they don’t know what to do. 
 

He helps scaffold the teachers, so that they feel more comfortable with it as well as know 

what to do when they encounter problem because in this environment they will 

eventually run into difficulties. 

Technology is a finicky thing. It can work every time one hundred times in a row, 
but then the one hundred and one time for some reason it doesn’t do the same 
thing it is supposed to and that’s when I can come in and help. 
 
Tom is pleased that in the short amount of time that he has been there that 

teachers have come to him for help with project ideas. Sometimes teachers email him to 

set up appointments to meet but other times they just walk into his office and explain that 

they have a particular unit coming up and ask if they can brainstorm ideas. For example, 

a teacher was planning an upcoming unit on catastrophic events. After asking many 

questions about the topic and the curriculum and discussing what the teacher wanted the 

students to learn, Tom suggested having the students make their own documentaries. 

Because catastrophic events are very visual it seemed like a natural fit. 

I went through the process of showing her how to use Movie Maker with which 
she was unfamiliar. She knew a little, and then I showed her how to take some of 
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the video from Discovery Education because it is editable by copyright. They 
allow you to do it, so I showed her how to bring it in, and mute the audio to the 
video so the kids could not listen to it…Then she uploaded it all to LMS.  
 

The students then have a library of good professional video footage for their projects 

from which they can edit and create their own work and record narratives just like a news 

reporter. The teacher created a multimedia library of video, hours of different videos. 

Students then had to use their research and notes to align their content with the video 

footage.  

So, if then the video was pointing to the eye of the hurricane, they had to 
recognize from their notes as being the eye of the hurricane. They had to then be 
able to discuss that in the video clip….And so there is a little application there, a 
little higher order thinking skill. 
 
Tom feels one of the biggest challenges for teachers using technology is with 

creativity. He expresses that teachers see programs but are just not sure how to use them 

in the classroom, and it’s his job to help them create a vision. It’s the creative part of 

figuring out how to use it in the best way that really peaks students’ interest and allows 

for a more effective teaching tool.  

Some technologies are straightforward like NetTrecker. It’s like a mini-Internet 
within an Internet. There is a lot you can do with it and it’s pretty straight 
forward. But then you get things like DyKnow Vision, and teachers wonder how 
do I integrate that into my class. That’s where I come in. We are the experts with 
how to be creative with it. 
 

And when the teacher comes up with something extraordinary Tom wants to make sure 

other teachers know about it. After asking around his campus, he found a teacher who 

was one of the leaders of DyKnow Vision on his campus, and he asked if he could 

observe her. The teacher was extremely receptive to Tom coming into her classroom. “I 

was blown away by the way she was using it in a Language Arts classroom, and just the 

way she created this communication…with the students was really interesting in 
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discussing this book.” It is important to Tom to now carry it forward to his staff so that 

other teachers might know what she is doing in her classroom. He plans on utilizing this 

teacher in one of his trainings or possibly have her lead a training.  

Tom manages the learning management system for his campus. He adds content 

to the group for teachers and administrators; he also creates polls and surveys for 

students. He is becoming more familiar with the various components of the program. He 

is still not familiar with everything it can do, but with time feels confident he will learn 

all of the intricacies of the program. 

Teachers use it [LMS] as a means to communicate with their students… It gives 
the teachers the ability to communicate…through drop boxes and the calendar and 
to be able to upload documents and resources like we were talking about with the 
videos and created a library online of that media…So, it’s a way for teachers and 
students to interact in a way that I think before was not really available.  
 
Tom works with PLCs as well in one-on-one relationships with teachers on a 

weekly basis. This is an expectation set up by administration, and teachers know that 

Tom will be at most of their PLC meetings. He delayed attending these meetings until he 

was comfortable getting acclimated to his new position. Once he started attending 

regularly, he was able to put faces with names and get to know the teachers better and 

“help with ideas.” He tries to attend all of the PLC meetings, but it is time consuming 

with 12 meetings a week, which can take up a good portion of his time. He sits in on the 

meetings to listen and provide support when needed. Sometimes those ideas are 

welcomed and other times they aren’t. The idea for Tom is to share ideas as they come to 

him, and then let the teachers decide. 

Tom works well with his school administration and the administrators have high 

expectations for technology use. He meets formally twice a month with school 
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administration, counselors, and other key personnel to discuss important topics including 

technology related issues, but he also meets with them on an as needed basis during the 

week. Tom feels school administrators trust him to take on a leadership role with 

technology. “They value my opinion, thankfully.”  

During the fall semester, he spent a lot of time working with his new teachers. 

“They all went to trainings, but none of it stuck. I’m helping them with their grades, their 

lesson planner, using LMS, all of that stuff.” One particular teacher is extremely sweet, 

but has difficulty remembering how to do things. He feels it is almost as if she has a 

mental block. “I can show her how to do something ten times, and she’ll come up and 

ask, ‘Remember that thing you showed me? How do you do that? ’” She repeatedly 

apologizes to Tom, but he replies patiently, “That’s what I am here for. I just appreciate 

that you’re coming to me with the desire to do this.” He is extremely proud of her 

improvement. They worked together on her summative evaluation and came up with a 

lesson using DyKnow to interact with art. She was drawing three dimensional objects and 

a light source on DyKnow Vision panels and students were practicing shading using 

different art techniques such as crosshatching to those objects. She was able to share the 

student’s panels from her tablet so that the class can see what they were drawing which 

created a great class discussion.  

Strategies for Supporting Teachers. When Tom provides professional 

development, he tries to not focus on a specific program or skill, but how to incorporate it 

effectively into a lesson. During a staff development he had the opportunity to model 

small group instruction or digital learning centers to his staff. He used sixth grade Social 

Studies as an example and took the three monotheistic religions as his topic. He created 
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digital learning centers in the library for teachers to rotate through. One station was a 

Google Earth station where he embedded video about Mecca, the Wailing Wall, and the 

Holy Sepulchre. Teachers had to find these places using Google Earth, watch a video, 

and login to a discussion forum in LMS. The second station was a StarBoard activity 

where he wrote a narrative about the three religions. Teachers had to read the narrative 

for comprehension, and then use the StarBoard to do a Venn diagram activity sorting by 

three religions and responding critically to what they read. Some of the ideas overlapped 

and the teachers had to negotiate where they were alike. The last station was a MindPoint 

quiz show which used eInstruction clickers in a game type format.  

 The purpose of this professional development session wasn’t to teach a specific 

tool, but for the teachers to experience a lesson as students would experience it and for 

the teachers to leave with an understanding of how digital learning centers might work in 

their classroom. He explains this digital learning center activity can also be used to 

encourage differentiation. He explains that in a classroom, the teacher can create a fourth 

station where they pull students in for individual help as others are reviewing in small 

group instruction. During this class, the group of teachers and Tom discuss how the 

StarBoard is perfect as a center and how it’s not just to present lessons. Students can 

work on an assignment and the teacher can send a small group off to do a StarBoard 

interactive lesson for ten minutes and then rotate them back to the assignment.  

The very next day Tom had several teachers asking for help in setting up their 

classroom to try this activity. One teacher went home and wrote up a narrative about the 

human body, and he guided her in creating the StarBoard activity with the Venn diagram. 

It was rewarding for Tom to see the teachers who got the concept and felt it worthwhile 
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to incorporate into their teaching. Tom felt it was a great opportunity to remind the 

teachers of the powerful use of the interactive whiteboard. 

Tom cautions that there is not just one technology that all teachers are going to 

love. Teachers will “gravitate to different things and become the local expert.” He has 

some teachers that are experts at DyKnow and others that love eInstruction. Most 

teachers use a little of everything, but some find certain tools more interesting than 

others. “I think the idea is to create that buffet from which they go in and pick and 

choose. What you’ll find is that teachers who are not interested will see something in the 

buffet that they like.”  

Over the last few years, Tom’s campus has developed a unique program, called 

100 Model Classrooms, that allows teachers the opportunity to grow professionally by 

visiting other classrooms during the school day. The premise is that in order for teachers 

to teach differently, they must be trained differently. This program allows teachers to 

visit other teacher’s classrooms and see the instructional strategies as well as instructional 

technology tools that other teachers are using. This program creates an opportunity for 

teachers to share successes as well as foster support among teachers. The idea came about 

through collaboration with Cook’s administration and the previous technology specialist. 

They decided that they wanted their staff development to reflect the changes that they 

want to see in the classroom. They wanted a place where teachers of all content areas 

could give ideas and accept assistance cross-curricular from each other but also increase 

awareness of how students are learning in other classrooms.  

Teachers in the program have two roles. They either volunteer as a model 

classroom or they are selected on a rotating basis to be participant observers. A teacher 
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will volunteer as a model classroom. The participant observer teachers will visit the class, 

observe, and participate as if they are a student in the class. This allows the participant 

observer to experience all aspects of the lesson including pedagogy, classroom 

management, and the effective use of technology. Teachers sign up to attend as 

participant observers. Following the lesson, teachers are asked to reflect on what they 

learned using a private, campus wiki. Both the model teacher and participant teacher 

observers respond to the following questions. 

1. What did you learn? 

2. In what other ways might the technology be beneficial for my students? 

3. Reflect on ways you can reinforce the content from today’s model lesson in 

your classroom.  

 Tom’s role within the 100 Model Classroom is more of a facilitator. His job is to 

offer assistance with the model teachers in planning their lesson or with anything else 

they might need. Since the program was in place before he was hired, he thinks he will 

play a larger role this year with managing the schedule, managing the wiki in an effort to 

help the principal, and continue to help develop model lessons with teachers. He explains 

the response to this program has been very positive. Teachers appreciate the ability to 

experience new ways to utilize technology as a student as well as build relationships with 

teachers outside of their own department.  

Enabling Factors and Challenges. Tom is getting to know the other CITS and 

using them as a resource when needed. He already feels comfortable sharing technology 

professional development ideas with his school administrators. Because his school 

administration has set expectations for technology on campus, teachers understand Tom’s 
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role and they expect him to be present at PLC meetings. Tom’s personality also helps him 

in his position. His problem solving skills and desire to explore new ways to use 

technology helps in his ability to work well with teachers. 

Even though Tom has only been at the school for a short time, he finds that one of 

the challenges that he faces is how to take the technology use to the next level. He has 

teachers that do a wide variety of projects and assignments, but he feels some have grown 

complacent. In the beginning, it was new and different, but he feels it’s not really new 

and different anymore.  

It is just as easy for teachers to grow complacent with technology as it is without 
technology. For example, the teacher produces a lesson, and they like it and it 
works for them. It was ground-breaking when they did it and everybody wanted a 
copy of it, but now they have repeated the lesson for several years. 
 

Tom has high expectations for his teachers and wants to raise the bar, but he also knows 

that his school’s reality of technology is other school district’s dreams.  

It’s easy to take it for granted. We had a site visit the other day from another 
school district, and these people came in and walked around our school, and they 
are visiting teachers who weren’t hand-picked. We didn’t tell them to do 
something special on this day…. It’s a normal day for them [the teachers]. They 
[the visitors] were just blown away saying it is exciting what you guys are doing. 
 
A majority of his teachers have already put the time and effort into teaching in 

this environment, and he wants to continue to encourage them to be innovative and 

creative. One avenue that Tom feels would reinvigorate teachers is having access to more 

online tools. The district’s filtering system doesn’t allow for students to access some tools 

that require a login. He essentially feels “that someone has removed a lot of tools out of 

my toolbox.” There are free online educational tools that teachers would be excited to use 

in the classroom. For example, he would love students to have access to the You Tube for 

Schools so that they can embed video into Google Earth. “There are also many online 
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web generators where students can create websites, and I can really envision my Texas 

history team doing some creative projects with Weebly Education or something similar 

with their curriculum.” He can always find other programs and tools to use, but there is a 

“coolness factor” with online multimedia websites. Tom hopes that students will have 

more access to online multimedia websites in the future. 

 Tom has found that teachers are ultimately the ones who decide what and how 

they will teach. Trying something new can be a lot of work, which makes teachers 

skeptical. Tom can suggest ideas to teachers but there is no way to hold them accountable 

to do what he suggests. He can encourage them, help plan lessons, and offer support 

during those lessons but at the end of the day, teachers are the ultimate decision makers 

of their instruction.  
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Document Analysis 

This section presents the results of the documents analyzed for this study. 

Twenty-three agendas from the Campus Instructional Technology Specialists’ (CITS) 

monthly professional learning community (PLC) meetings were analyzed. These agendas 

along with meeting notes are stored online in a district wiki. The wiki is a private, 

collaborative space used to record meeting topics as well as organize information 

regarding ongoing projects. A new page is added in the wiki for every meeting, and 

agenda items are added throughout the month by the CITS and the Assistant Director of 

Media and Library Services, who leads these meetings. As stated in the wiki, the purpose 

of this type of organization is so that “discussion topics are focused and that 

conversations are not buried under the sheer mass of our inbox.” Meetings are held at the 

CITS’ campuses as well as in the district’s instructional center, and the CITS and the 

Assistant Director took turns acting as a recorder adding notes as topics are discussed 

during the meetings. 

In analyzing the documents, I read and re-read the agendas identifying a code for 

each item listed. I then used OneNote to organize and group items based on four broad 

themes of instruction, technical, program management, and LMS search that emerged. 

Because of the length of the agendas, I printed my notebook and cut and pasted topics 

into additional categories within each theme. Table 4 shows the themes and categories of 

the CITS’ PLC agenda items. It is important to note that some agenda items listed on the 

wiki might not have been discussed because of lack of time. Topics that were not covered 

were occasionally added to the next meeting’s agenda. 
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Table 4 

Categories of PLC Agenda Items 

Themes Categories 

Instruction 
documents 

Discussing professional development 

Modeling effective technology integration 

Participating in campus walk-throughs 

Implementing district initiatives 

Supporting district curriculum resources 

Creating student tablet camp 

Sharing new resources 

Technical 
documents 

Reviewing tablet image 

Identifying software problems 

Working with the Internet filter 

Communicating LMS issues 

Planning processes and best practices 

Program 
management 
documents 

Managing LMS  

Piloting and implementing DyKnow Vision 

Piloting and implementing Assessment Browser 

LMS search 
documents 

Developing LMS criteria 

Researching LMS products 

Participating in LMS webinars 

Evaluating LMS products 

 

Instruction Documents 

 The CITS PLC agendas reflected time focused on instruction. Professional 

development was listed almost every month in the agendas. There was also evidence of 

topics related to technology integration ideas and ways to model examples of technology 

integration on CITS’ campuses. The agendas included explanations of campus 
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technology projects and how to capture these projects so that other campuses can benefit. 

The agendas also showed that the CITS participated in classroom walkthroughs to visit 

classes outside of their own school with guiding follow-up questions. 

There were agenda items relating to other district initiatives including T60’s, 

technology in 60 minutes, and the Tech Liaison program the CITS supported. Supporting 

district curriculum as well as sharing new resources was also evident during the PLC 

agendas. Other district guidelines referenced during this time included the protocol for 

requesting campus professional development, using lesson planner, attending district 

professional development, and completing district surveys.  

An interesting product that was conceptualized during this PLC time was the need 

for an engaging student resource for tablet camp. The agendas referenced the CITS’ 

process creating tablet camp, a student-centered resource placed on the tablet image for 

students, new teachers, administrators, and counselors. The CITS held a tablet camp 

summit and designed an interactive PowerPoint that engaged students through the basic 

knowledge and skills needed to be successful on a one-to-one campus. They used the 

wiki to store ongoing versions of tablet camp so that all of the CITS could add notes. 

These tutorial topics included: file management, LMS 1, LMS 2, digital note taking, 

OneNote, DyKnow Vision, and troubleshooting.  
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Figure 4: Tablet Camp.  

Technical Documents  

 Agenda items discussed that were technical fell into the following categories: 

tablet image and function, communicating LMS issues, working with the Internet filter, 

identifying software problems, and planning best practices. Technical issues were listed 

in the agendas, and key personnel from the IT department were noted as being present 

during this time to help discuss these issues. The CITS listed problems that their teachers 

and students were experiencing on their campuses, and there were notes of updates and 

responses on these issues from IT. 

 There was also evidence that IT worked with the CITS when discussing the tablet 

image. The CITS requested the addition of tablet camp, OneNote files, specific desktop 

shortcuts, and Internet favorites be placed on the tablet. IT added these items for the 

CITS. The CITS also reviewed the image along with other district personnel during the 

summer to test software prior to the image being loaded on the tablets. 

 LMS technical issues were also listed in the monthly agendas. Categories related 

to LMS technical issues included performance, working with the student information 

system, assessment reliability and security, version updates, accessibility, and backing up 
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course materials. The CITS related issues with the system during this time with IT, who 

then communicated with Angel Learning to try to resolve some of these issues. An 

outcome noted was the need for Angel Learning to replicate specific problems in order 

for the issues to be corrected. The CITS shared screen recordings of problems as they 

occurred to forward on to Angel Learning. An interesting note in the wiki was that a 

couple of the issues forwarded onto Angel Learning by the CITS were corrected in their 

service pack updates to all of their clients. 

 Agenda items referencing the Internet filter focused on two main topics. First, the 

correct protocol for getting websites unblocked. The CITS completed a request online in 

a district forum. The Assistant Director of Media and Library Services then conferred 

with the instructional officer to get approval. If the instructional officer did not approve 

the website, then the CITS tried to find alternative websites that were available. Second, 

different login rights for teachers and students were occasionally problematic. Teachers 

had different rights than students, and sent students to sites that were blocked. The CITS 

requested the need for teachers to have a student login to test website availability. 

 The CITS discussed preferred operational practices with the tablet during their 

monthly meeting. An example listed in the agendas was the problem of students placing 

their tablets into standby mode instead of shutting their device down. Because of this 

practice, not all tablets were receiving district updates. The CITS were asked to 

communicate to teachers and students the importance of shutting down the tablets daily. 

They also discussed ways to remind students to back up their work weekly including a 

recurring calendar appointment in LMS. Other practices noted in the agendas included 
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cleaning out and organizing district server space and the importance of scanning flash 

drives for potential viruses on campuses.  

Program Management Documents  

 In analyzing the agendas, it appeared the CITS managed several programs on 

their campuses. They were in charge of instructing teachers how to use the learning 

management system (LMS). This included helping teachers in preparing, organizing, and 

administering their courses. They advised teachers on how to use basic content items 

such as folders, files, pages, links, drop boxes, surveys, and discussion forums. There was 

also evidence they progressed on their campuses to teachers utilizing more advanced 

features such as embedding content through the html editor, releasing content through 

agents and actions, and using an interactive rubric to provide feedback to students. The 

CITS guided teachers with administering online assessments and best practices for 

keeping those assessments secure as well as using the item analysis to evaluate the 

students’ performance. The CITS also worked with teachers on differentiating instruction 

through the use of teams.  

 The agenda items also revealed the CITS involvement in piloting and 

implementing DyKnow Vision on their campuses, which is a collaboration tool used by 

teachers to share and record content, assess learning, and interact with students. The 

CITS led the installation of the program, training, and integration into classrooms starting 

with a few hand selected teachers leading to the full implementation throughout their 

campuses. The CITS reported the progress of the implementation as well as the types of 

training and examples of innovative uses on their respective campuses in the wiki. 
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Agenda items also referenced evaluating the success of implementation as well as 

discussions on how this tool is impacting instruction.  

 Lastly, the CITS were in charge of the installation, testing, and evaluation of an 

assessment browser on their campuses. It was discussed by the CITS during the meetings 

that the security of assessments within LMS needed to be increased. The result of these 

conversations prompted the CITS to identify a custom browser, compatible with the 

current LMS that would lock students into it until they submit for grading. With the help 

of district personnel, the program went through software review quickly. The testing 

began on one campus, with five teachers before opening it to the rest of the school and 

then to the other campuses. The CITS documented status updates within the wiki agendas 

to keep each other informed of their progress.  

LMS Search Documents 

 Agenda items also focused on an LMS search. The district’s current version of 

LMS has an end date, so the CITS researched and discussed future LMS options in their 

monthly meetings. The CITS developed a set of criteria with which each LMS system 

could be compared focusing on content, assessments, course management, and ease of 

use. They also developed a list of non-negotiable features that must be present in an LMS 

solution for the district. The CITS participated in webinars for each potential LMS 

product, sometimes answering questions for the presenters prior to the webinar. They also 

developed test courses within each product in order to successfully evaluate them. These 

evaluations were documented within the wiki and stored for the Assistant Director of 

Media and Library Services to access at a later date.  
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Summary 

 The role of the Campus Instructional Technology Specialist has been analyzed 

through interviews and document analysis. This chapter revealed the activities and 

responsibilities, strategies, and enabling factors and challenges on a case-by-case basis. 

Participants are finding creative ways to help teachers construct engaging instruction in a 

one-to-one computing environment. They share similar goals, but their school 

environment does influence how they accomplish their many tasks.  

Examining the data revealed that the CITS’ role has expanded beyond instruction. 

The CITS’ work involves a technical component which is more than just troubleshooting 

problems. They communicate topics regarding the tablet, software, the Internet filter, and 

help plan processes that help sustain the one-to-one program. The CITS also spent a large 

portion of time supporting the learning management system for their campuses. They 

helped develop criteria in search for a new learning management system and 

communicating the needs of their campuses in identifying a new program. Table 5 below 

provides a summary of some of the strategies the CITS used to support the vision of the 

district.  

 Chapter 5 presents a synthesis of the information, discussion, and suggestions for 

further research. The researcher’s role within the study context is also included. 
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Table 5  

Participant Summary Data   

CITS Campus Summary Data 

Duke Athens High 
School 

Incorporated newsletter and blog into professional 
development 

Created celebration videos to highlight how technology 
was transforming teaching and learning 

Engaged in continuous follow-up with teachers 

Kasey Baker High School Incorporated newsletter to drive vision of technology 

Assigned to math and social studies PLC teams and 
attends most meetings 

Worked with school administrator and partner on yearly 
technology focus 

Lily Baker High School Incorporated newsletter to drive vision of technology 

Assigned to language arts and science PLC and attends 
most meetings 

Modeled additional technology tools in her classes to help 
create vision for teachers 

Vanessa Davis High School Used weekly after school curriculum meetings as 
opportunity to gauge teacher technology use and 
opportunity to support teachers 

Used problem solving approach to rethink lessons with 
teachers 

Implements small chunks of information to teachers  

Tom Cook Intermediate 
School 

Modeled technology rich lessons such as digital learning 
centers 

Facilitated 100 Model Classroom approach 

Focused on helping teachers use tools creatively 

 

 

 



 
 

 
 

CHAPTER 5 

DISCUSSION 

The purpose of this study was to examine the role of the Campus Instructional 

Technology Specialist (CITS) working in a one-to-one computing environment in 

Northwest ISD. A qualitative, case-study design approach was used. Data were collected 

in the form of two individual interviews of each of the five CITS, as well as document 

analysis of agendas from the CITS’ professional learning community (PLC) meetings. 

Chapter 4 provided a rich description, case by case, of the role of the five CITS, the 

strategies used by the CITS to help teachers teach in a one-to-one computing 

environment, and the enabling factors and barriers to instructional support perceived by 

the CITS. This final chapter will synthesize the results of the study while presenting 

answers to the research questions. Findings will be presented by drawing threads across 

all of the CITS work and presenting topics that are shared by most or all of the 

participants. The chapter will then offer conclusions based on the work of the CITS and 

recommendations for further study. 

Research Question Findings 

 In analyzing the data, themes emerged consistent with Sugar and Holloman’s 

work which described four main categories of responsibilities of a technology 

coordinator: instruction, technical, analysis, and leadership (2009). This framework 

proved to be a useful tool in explaining the trends I saw in my own research. While all of 

the CITS’ main priority was instruction with an emphasis on transforming teaching and 

learning through the use of the technology, there were other responsibilities that were 

carried out by the CITS that impacted the success of the one-to-one program.  
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Sugar and Holloman’s framework was used as a guide in answering my first two research 

questions.  

1. What is the role of the Campus Instructional Technology Specialist in a one-to-

one computing environment? 

2. What strategies are used by the Campus Instructional Technology Specialists to 

help teachers teach in a one-to-one computing environment? 

The CITS’ role was divided into the four main areas supporting the Sugar and 

Holloman’s (2009) framework: 

• Instruction, 

• Technical, 

• Analysis, and 

• Leadership. 

The sections below define the role as well as give insight into the strategies used in that 

role.  

Instruction 

The success of a one-to-one program relies on the ability and comfort levels of 

teachers to effectively integrate laptops into learning. With so much at stake, considering 

funding and student performance, teacher training and support must be included as part of 

a one-to-one initiative (Holcomb, 2009). The CITS offered many types of support, 

varying in formats in an effort to meet the needs of all teachers. Both formal and informal 

professional development opportunities were seen as vital to the success of the program 

including: one-on-one support, PLC support, trainings, follow-up support, and just-in 
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time support. Table 6 provides a summary of instructional support given by CITS in this 

study. 

Table 6 

Instruction Role 

Instruction Strategy 

One-on-one/ 
PLC support 

Focused on specific content, pedagogy, and technology 

Worked collaboratively to develop engaging lessons 

Identified teacher technology level and needs 

Personalized support to teacher(s) needs 

Conversed on most applicable technologies to support district 
curriculum 

Offered creative solutions 

Trainings Provided trainings based on needs (frequency varied between 
campuses with smaller campuses offering less formal trainings) 

Encouraged teachers to practice technology and add tools to their 
toolbox 

Focused on engaging learning activities 

Provided many levels of technology trainings 

Used trainings to keep up with new teachers as well as teachers 
outside of core PLC 

Follow-up 
support 
  

Arranged multiple visits with teachers for planning, implementation, 
and evaluation of the lesson 

Emailed to check on teachers 

Provided additional resources to teachers 

Co-taught lessons or provided a support system in class for teacher 

Dropped in to check in with teacher 

Just-in-time 
support 

Made rounds to check in with teachers 

Emailed support as needed 

Created newsletters and blogs 

Created screen-record videos 

Being in the right place at the right at the right time 
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One-on-One and PLC Support. When asked where they felt they made the most 

impact with teachers, the CITS reported that they made the most progress helping 

teachers working one-on-one and in PLCs than more formal types of training, such as 

organized group sessions. It was during these individual times, discussing curriculum 

with teachers, that they were able to offer advice on the most applicable technologies for 

the lesson in a reasonable time frame. It also gave them an opportunity to know how each 

teacher approached instruction so they might scaffold the teacher’s learning. Vanessa 

explained: 

I think there is tremendous power in working in a whole group with everybody 
because people knew who was checking in next to them. If people knew 
something new or suggested a new approach to something, you could tell by the 
interactions with the group who the people were who were going to take off and 
run with it. I could also tell who I would need to come back and follow-up with in 
a more one-on-one setting.  
 

Vanessa continued, 
 
From that whole group, we were able to really kind of develop some teacher 
leaders with different areas of knowledge. Within the staff itself, teachers knew 
who they could go to. I can tell you with those who were slower to adopt 
technology practices or slower moving with their use of technology in the 
classroom, the one-on-one time is where they learned to feel really comfortable 
about it and learn that the little things could sometimes produce big results. That 
was absolutely invaluable with the more slow adopters. 
 

Both Tom and Lily felt that they made the most progress working equally with PLCs and 

one-on-one with teachers. Tom thought it was a “hybrid” of both areas. Lily was able to 

focus “on the content” and give them “more personalized one-on-one time versus having 

30 teachers in a room training all of them.” Duke stated that working with PLCs was a 

good start but it was the one-on-one support that helped transform teachers.  

I think you can start in the PLC. I think that a fire can be initially lit in the PLC 
where the group has come together, whether it’s peer pressure, whether it’s the 
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acknowledgement from their peers that this is a good idea. I think we start in the 
PLC, but we look for it to continue. 
 

He continued, “It’s the one-on-one. It’s meeting with them specifically saying, what are 

you wanting to do and let’s start trying to get you there.” Kasey also reported that she felt 

she made the most progress with teachers working one-on-one.  

They’re not getting credit in hours, but that’s where they feel more comfortable in 
their environment. Meeting one-on-one, they’re not feeling threatened around 
others. They can ask questions and we can really talk about how it relates directly 
to them and their content area, as opposed to making general broad statements.  
 
Meeting with teachers individually helped the CITS focus on specific content, 

pedagogy, and technology. The teachers provided the expertise in their content while the 

CITS reciprocated with expertise in technology and pedagogy. Since the CITS think and 

plan as a classroom teacher, this dynamic worked well, and they were collaboratively 

able to develop engaging lessons. Duke found that “the more interaction he had with the 

project, the more success” he had with teachers. 

Trainings. Formal technology workshops were a component of the professional 

development offered by CITS; although the CITS felt formal workshops did not make the 

most impact on their teachers. The frequency of formal technology classes offered varied 

between campuses. Kasey, Lily, and Duke offered technology classes weekly and bi-

monthly, respectively. Tom and Vanessa offered technology classes as needed. Formal 

trainings encouraged teachers to carve out time to practice technology skills, add new 

tools to their technology toolbox, and plan for technology integration. The CITS tried to 

vary the days during the school year as well as offer multiple classes over the summer to 

be courteous to teacher’s schedules. Some of these classes focused on what skills the 



112 
 

 
 

teachers needed to know but with a focus on creating engaging learning activities from 

different content areas based on the district curriculum. 

 One-to-one campuses have an expectation of using the technology every day and 

every period. The CITS provided trainings based on teacher requests as well as created 

topics they thought worthwhile to their staff. They offered trainings on all components of 

the learning management system from course design and management to online security 

of assessments; basics of using DyKnow as a classroom management tool to creating 

interactive sessions with DyKnow Vision. The CITS tried to break down the content into 

exactly what the teachers needed to know to make the technology more accessible. The 

larger campuses used trainings as a means to keep up the pace with new teachers as well 

as an opportunity to meet with teachers who were outside of the core content PLCs. 

Kasey explained the importance:  

It allows teachers to come to us because our PLCs are just with the core content. 
That leaves our fine arts, athletics, and those teachers that don’t see us on a daily 
basis. We’re still reaching out to the whole staff. Even some of our trainings are 
geared towards the whole staff including secretaries, counselors, and so forth…I 
think it’s good, too, because we have such a high teacher turnover. We had about 
70 new teachers this year. They’re still learning all of the different programs and 
applications. There’s just so many. You do need those weekly trainings for those 
teachers. 
 

Kasey continued, 
 
Even teachers that have been here, maybe a couple of years, always need a 
refresher. The programs are always updated; like our StarBoard changed and that 
threw off a lot of teachers. Even though it’s still the same operations, they [the 
tools] are just in different places. 
 
Follow-up support. It was evident that follow-up support was interwoven into 

everything that the CITS did whether it was a follow-up email, physically checking up on 

a teacher, or sending out additional handouts and resource links. It was crucial that this 
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follow up support was timely. All of the CITS acknowledged they spend time in 

conversations helping teachers develop ideas creatively, but those conversations are only 

the beginning part of the process. The CITS make an effort to be in the classrooms 

supporting the teacher when implementing those ideas. This might be leading the class, 

co-teaching, or just “being an extra set of hands.” The CITS recommended only allowing 

a couple of periods at a time leading a class, and then encouraging the teacher to take 

control.  

  Just-in-Time Support. The CITS provide just-in-time support daily. Often times, 

the CITS being physically present in front of a teacher, in a meeting, or walking down the 

halls prompted relevant questions. Duke, Vanessa, and Tom described making rounds 

through the campus as a way to provide the just-in-time support that teachers needed. 

Other just-in-time support by all of the CITS was given through email, newsletters, or 

blogs. Because the CITS worked diligently in developing relationships with teachers and 

creating an environment of trust, the CITS felt being available to offer this type of 

support was critical to the overall success of the program. 

The CITS work towards not only showing the value in technology but promoting 

a vision of engaged learning. It was apparent that all of the CITS encouraged creativity 

on their campuses, which was a common theme within their role of supporting 

instruction. With the many tools available to teachers, the CITS helped teachers to infuse 

these tools creatively through conversations that helped teachers fit curriculum with 

innovative technology ideas. Koehler and Mishra (2009) call for teachers to “develop 

skills to look beyond most common uses for technologies reconfiguring them for 

customized pedagogical purposes.” These researchers further explain that “TPACK 
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requires a forward-looking, creative, and open-minded seeking of technology use, not for 

its own sake but for the sake of advancing student learning and understand” (p.66).  

The concept of changing students from being recipients of information to 

producers of information takes time and it is a continual journey. The CITS recognized 

that teachers have to continually transform their lessons and be risk-takers. Duke stated: 

In my mind, the transformative factor is not just that classroom that does the same 
thing every time out. It’s that teacher who is actively trying to find new ways to 
utilize all the research that is available to them. It’s transformative in the sense 
that the teacher is now a new teacher, and they get things done in new ways as 
well.  
 
If teachers are being asked to change their teaching practices, then it only makes 

sense that the ways teachers are supported changes too. The CITS made an effort to find 

new, creative ways to bring professional development to teachers through newsletters, 

blogs, email communication, and discussion forums. They also realized the advantage in 

facilitating classroom teachers to lead professional development. There was power in 

seeing a one-to-one classroom in action. By the CITS recording video and posting online, 

encouraging teachers to lead professional development sessions, and organizing 

classroom visits to see it in action, they provided relevant learning opportunities for 

teachers to conceptualize the one-to-one classroom and think about how different 

strategies would apply in their own classroom. A positive, unintended outcome was the 

boost of morale these types of activities provided teachers. It boosted the self-esteem of 

the teacher leaders as well provided an opportunity for teachers to see different types of 

attainable, engaged lessons. It was also an opportunity to further build the relationship 

between teachers and the CITS, which prompted additional technology conversations.  
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Technical 

  Every one-to-one school within the district has their own repair center with 

technicians. The technicians support the network as well as the devices; however, with 

the large number of tablets issued, it was inevitable that CITS spent some of their time 

troubleshooting technical issues. The CITS were in multiple classrooms every day and on 

the “front lines” working with teachers and students. They saw firsthand how the network 

as well as the hardware and software functioned. Teachers and students rely on a solid 

infrastructure as well as reliable hardware and software, and when it was not working as 

it should, the CITS reported these issues. Table 7 summarizes the technical roles 

performed by CITS in this study. 

Table 7 

Technical Role 

Technical Strategy 

Troubleshooting 
technical problems 
 

Modeled solutions to teachers and students when possible 

Encouraged teachers to submit help desk tickets 

Set time limits when working on technical tasks  

Created written and video tutorials with troubleshooting tips 

Made resources easily available for teachers to access quickly 

Evaluated and gathered information to explain need for 
pedagogical purposes to IT 

Communicated larger campus technical issues for teaching staff  

   

  The CITS put processes into place to help teachers with technical support. When 

given the opportunity, the CITS tried to frame this support so that teachers can learn and 

also show other teachers and students. Technology is not perfect, and teachers will 

experience technical issues at some point, and teachers need to have the knowledge base 
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to know when a problem can be fixed or when that problem needs to be sent to IT. The 

CITS placed limits when it came to the time they gave for troubleshooting. If a problem 

could not be fixed within a couple of minutes, they encouraged teachers to put in a help 

request and for students to go to their repair centers. 

 Because the CITS established themselves as technical experts, teachers 

approached them with these technical issues. In an effort to make better use of their time, 

they created step by step tutorials as well as video tutorials with troubleshooting steps. 

The CITS made these resources easily available to teachers so that they can access them 

at school or outside of school. In these types of situations, the CITS were able to help 

teachers quickly so that the teachers could return to focusing on their instruction and 

minimizing teacher frustration. Plair (2008) describes that in critical time of need, 

teachers often reach first to the person that is skilled in pedagogy and content, not just 

technology.  

 The CITS also encounter software-related technical problems which required 

time researching, evaluating, and gathering information. This type of troubleshooting 

required the CITS not only be experts with the software but be able to explain how and 

why the teacher was using the software from an instructional point of view to appropriate 

IT personnel. The CITS created screen recordings with detailed explanations of problems 

from student and teacher’s perspectives to help provide a better understanding of larger 

technical problems. For example, in one situation the ‘print to DyKnow’ feature, which 

allowed teachers and students to print or transfer content into a DyKnow notebook where 

students could engage collaboratively with the material, stopped functioning. When a tool 

stops working, teachers feel “crippled” by not having the functionality that they have 
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relied on in the past. In this example, the CITS continued to work with IT. Teachers do 

not have time to continually report larger issues; all of the CITS agreed that they speak on 

behalf of their campuses to try to resolve ongoing issues by following up with 

conversations with IT. 

Analysis 

The analysis role is not one that was easily identifiable, but it was inherent in 

everything that the CITS did. This “analytical hat” (Frazier & Bailey, 2004; Sugar & 

Holloman, 2009) was evident when the CITS worked daily with teachers helping them 

choose the best tools to support the curriculum. Table 8 summarizes this role for these 

participants. 

Table 8 

Analysis Role 

Analysis Strategy 

Evaluate one-to-
one program 

Created tablet camp resource for students 

Identified need for monitoring software 

Evaluate LMS Evaluate and continually manage program 

Identified custom lockdown browser 

Piloted and implemented browser 

Researched LMS products 

Developed essential criteria for program needed for district 

Evaluated LMS products 

 

Because the CITS were in classrooms working closely with teachers and students, 

they were in a position of evaluating the effectiveness of the one-to-one program on their 

campuses. For example, a presumption early on in the one-to-one program was that 

students would automatically acclimate to using the tablet and its programs. There was an 
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initial tablet camp day during the beginning of the year that included teachers giving the 

expectations of using the tablet. This proved to be a problem with new students who 

entered the school district mid-year. The CITS assessed the needs of these students and in 

an effort to help teachers made the decision to create a student resource to be placed on 

the tablet image to help students learn the how-to’s of the tablet.  

Another example of this “analysis hat” was when the CITS recognized that the 

security of assessments within the LMS needed to be increased. The CITS identified a 

custom browser that would lock students into the assessment until they submit or turn it 

in for grading. They piloted and implemented this assessment browser on their campuses 

as well as other programs, such as DyKnow Monitor and Vision on their campuses. 

 The CITS were heavily invested in helping with the LMS search for the district in 

hopes of leading the district to a better working product. The district’s current product 

had an end date, and a new tool needed to be selected. The CITS developed a list of 

criteria that were essential components of what teachers need in an LMS for the district. 

They participated in LMS webinars which required them to create test courses ahead of 

time. They researched and evaluated various LMS products from an instructional 

standpoint and communicated these results to the appropriate personnel. 

Leadership 

 Leadership is a crucial component in the success of a one-to-one program, and the 

CITS emerged as strong, important leaders on their campuses. Sugar and Holloman 

identified “nine highly-intensive and interpersonal characteristics of leadership: corporate 

vision, communication, problem-solving, servant leadership, facilitating, resource 

management, systems thinking, development of others, and student centeredness” (2009). 
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These leadership characteristics were at the heart of everything the CITS demonstrated. 

Table 9 summarizes these nine characteristics for the CITS in this study. 

Table 9 

Leadership Role 

Leadership Strategy 

Corporate vision Worked with school administration to plan professional 
development opportunities 

Promoted technology on their campuses  

Involved teachers in professional development opportunities  

School 
communications 

Worked with many stakeholders within system including 
school, IT, campus repair centers, administration, teachers, 
students, and other district personnel 

Resource 
management 

Helped teachers with all technology software and resources for 
their campuses 

Managed LMS for their campuses including helping teachers 
prepare courses, create content, back up courses, and 
communicate updates and changes within the program 

Managed DyKnow Monitor and Vision for campus 

Servant leadership Helped teachers in times of crisis with projector issues, 
Internet issues, software problems and LMS problems  

Systems thinking Anticipated needs for teachers everyday 

Categorized tasks into manageable lists 

Focused on both short-term and long-term goals 

Problem solving Helped design engaging with teachers 

Planned professional goals for campus 

Modeled strategies for teachers to become critical thinkers 
with technology 

Facilitating Aided school administration and teachers with appropriate 
support as needed  

Supported teachers in classrooms during lessons 

Development of 
others 

Invested time in building relationships with teachers 

Developed processes to meet individual teacher needs 

Student centeredness Promoted student learning by helping teachers create engaging 
learning experiences 

Created tablet camp 
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Corporate Vision and School Communications. If a one-to-one program is to 

be successful then all of those involved with the school must understand the one-to-one 

vision including administrators, teachers, counselors, secretaries, students, and parents. 

The CITS worked hard in developing the one-to-one vision on their campuses as well for 

the district. They worked with their school administration to plan professional 

development opportunities and then promoted these opportunities to their colleagues. 

This included recruiting teachers to help participate in professional development whether 

leading or allowing the CITS to video them as examples. They were visionaries for their 

schools, and they played a key role in how they communicated that vision in the district.  

 As reported by Sugar and Holloman (2009), “A technology coordinator’s day is 

full of communication – both electronic and verbal, and these conversations allow for 

both teaching and leadership” (p.70). This appraisal seemed to hold true for all of the 

CITS in Northwest ISD. The CITS worked with all stakeholders within the one-to-one 

program, and they tried to create a communicative environment between their 

administration, IT, teachers and other district personnel.  

Ongoing communication with administration was extremely important to the 

CITS. They valued working with the school administration. The CITS helped with 

technology expectations and looked to administration to hold teachers accountable. On all 

campuses, school administrators relied on the CITS in helping make campus decisions 

regarding technology. Meeting regularly both formally and informally with 

administration helped build a vision of technology goals. The CITS noted there was more 

buy-in support from teachers when administration articulated their expectations for 

teachers.  
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The CITS were an important communicator to the IT department concerning what 

was working well and what needed to improve on their campuses. This included their 

campus repair centers as well as district level IT. This relationship with IT has evolved 

with ongoing communication working together to make the program successful. IT 

participated in some of the CITS’ PLC meetings. The CITS tried to explain why things 

needed to happen from an instructional perspective, and IT explained what they were 

experiencing from a technical standpoint. This collaboration was important; even if there 

was not an immediate solution. It allowed the CITS to see different systems at work and 

have a better understanding so they could then communicate back to the teachers, who 

appreciated staying informed. 

  The CITS took pride in making themselves available to communicate to teachers 

face-to-face, through email, or a telephone conversation. This communication was often 

to help teachers in a crisis, plan or reflect on a lesson, assist teachers during class times, 

or just offer words of encouragement. Because the CITS were classroom teachers, the 

focus of conversation was first on the content at hand and the curriculum outcome and 

then how the technology might be used to support the learning.  

Resource Management and Servant Leadership. The CITS managed resources 

for their campuses including the classroom monitoring system and learning management 

system. The learning management system was a critical piece of the one-to-one program, 

and the CITS emerged as leaders on their campuses taking on this responsibility. This 

included helping teachers with course design as well as how to combine pedagogy with 

technology when using content items within the program such as discussion forums, 

surveys, poll, and assessments. They guided administrators, teachers, and students in all 
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components of LMS from getting their courses ready at the beginning of the year to 

backing up work at the completion of the year, guiding creation of teacher and student 

community groups, and communicating program updates. They were a driving force in 

teachers using the system in their classes even in spite of all of the technical problems the 

teachers encountered with the system. The CITS also managed the classroom monitoring 

system, guiding teachers in creating courses.  

The CITS demonstrated a servant leadership role and helped teachers, 

administrators, and other staff “in times of crisis by coming to their rescue” (Sugar & 

Holloman, 2009). A few examples of this role mentioned by the CITS were as basic as 

helping with a projector, a StarBoard not connecting properly, or a teacher having 

Internet problems because their wireless was turned off. Other types of more complicated 

examples included adding students to courses who were dropped, correcting images 

missing from assessments, or finding online assessments that were not submitted 

correctly in LMS, to name a few. The CITS treated each problem equally important 

because they all ensured teachers could continue with their lessons and be successful with 

their use of technology resources. Tom explained, “I found that teachers were less prone 

to frustration and irritability in trying new ideas” when teachers could count on him for 

this type of leadership. 

Systems Thinking and Problem Solving. With the complexity of the one-to-one 

program and the CITS’ many responsibilities, they applied a systems thinking approach 

to their daily routine. They each started the day anticipating needs for teachers and 

categorizing their tasks into a manageable list. Kasey and Lily alternated teaching on 

training days to anticipate the needs of teachers. Vanessa and Duke made rounds in the 
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mornings to check in on teachers. Tom also prioritized his time depending on his daily 

routine. When they were not meeting with teachers, they were planning for meetings or 

for trainings. They were also focused on long-term goals for their campuses and the steps 

needed to achieve those goals. 

The CITS were engaged in problem-solving tasks daily. Each CITS was an 

important problem-solver on his campus. It was evident that the CITS took time with 

their staff to help them work towards solutions. This might be in planning lessons with 

teachers, planning professional development goals with administration, or helping with 

technical issues. For example, Vanessa recommended students create a blog for a literary 

analysis of Romeo and Juliet. Kasey suggested using Gizmos when teaching slope in a 

math classroom. It wasn’t just about solving the problem, but modeling strategies to 

empower the teachers to become critical thinkers with technology as well. This was 

apparent in Tom’s discussion with teachers concerning the engaging ways to use 

StarBoard. Teachers relied on the CITS because they could count on them in a time-

efficient manner. As one teacher told Duke, “Something that takes me an hour or two 

hours to figure out, I can call you up on the phone, and you can answer it right then.” 

Facilitating, Development of Others, and Student Centeredness. These last 

three leadership tasks were inherent in the role of the CITS. They focused on facilitating 

and moving their campus forward in the one-to-one initiative. In order to do this 

successfully, they had to get to know their colleagues. For example, Duke helped 

facilitate with the teacher so that the math review digital stations would be successful. 

Lily helped her teachers with eInstruction in their classrooms. All of the CITS worked 

with their PLCS to offer guidance when needed and applicable to lessons.  
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Developing an understanding for teacher needs took time invested in building 

relationships with teachers. Once the CITS knew teacher needs, they were then able to 

develop ways to meet individual teacher needs whether that was helping teachers in their 

personal productivity, learning software, or integrating technology into their lesson. Tom 

worked diligently with his new teacher for her to be successful in integrating DyKnow 

Vision for her yearly evaluation. Duke expressed concern with what happens with 

teachers after their trainings and the continual need for follow-up for trainings to be 

successful. 

Finally, the goal of the one-to-one program in Northwest ISD was focused on 

increased student learning. The whole premise of the initiative was for students to not be 

recipients of information but producers of information in this digital age. The CITS 

promoted this emphasis on student learning by helping teachers create engaging learning 

experiences. They also supported students as seen in the creation of tablet camp or when 

helping students to produce successful projects. 

3. What are the enabling factors and/or barriers to instructional support as 

perceived by the Campus Instructional Technology Specialists? 

Enabling Factors 

There were several enabling factors to instructional support as perceived by the 

CITS including working with a partner and their PLC, working with school 

administration, working with content instructional specialists, their character traits, and a 

working infrastructure. 

Working with a Partner and PLC. Duke, Lily, and Kasey shared that having a 

partner in this position was extremely helpful. Duke explained, “In addition to the sharing 
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of many responsibilities, having another CITS on campus that is going through the same 

situations that I can talk with and brainstorm ideas with…The synergy that exists is really 

great.” Tom and Vanessa, being the only CITS on their respective campuses, looked 

forward to the monthly meetings to be able to share in this type of collaboration with the 

others. All of the CITS not only valued their PLC time with each other but deemed it a 

necessity to work through ideas and issues on their campuses.  

Working with School Administration. Another enabling factor for the CITS 

was working with administration to help provide technology leadership. Being included 

in conversations with administration helped the CITS define overall technology goals on 

their campuses as well as help keep them informed of all ongoing and upcoming issues 

and projects. Some of these relationships did not happen easily, and the CITS had to 

work for that time with administration. Even in times when it was challenging, the CITS 

persevered because they knew administrative support was essential for effective 

instructional leadership. The CITS appreciated when their school administration set the 

expectation that the CITS would be present in the PLC meetings and when 

administration set schedules so that the CITS could attend multiple meetings. Kasey, 

Lily, Vanessa, and Tom were all able to meet with PLCs weekly due to a convenient, 

campus schedule. Kasey and Lily’s administrator went a step further and provided a 

structure that assigned them to specific content areas so that they were able to meet with 

all core content teachers weekly. It also helped to have school administration that 

listened to the CITS’ experiences. Vanessa explained, “She [the principal] was very 

open to the suggestions that I had just like the rest of the staff. She was willing to listen 

to everyone before saying let’s move forward with this.” 
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Working with Content Specialists. The CITS work closely with content 

specialists on their campuses. Since the CITS work with all content areas on their 

campuses, they frequently rely on them for advice pertaining to curriculum. Duke, Lily, 

and Kasey meet at least once a week formally with their content specialists. Their offices 

are also in close proximity to the other specialists which prompts content related 

conversations. The CITS all agree that content is the driving force when working with 

teachers. Attending content related professional development also helps in their ability to 

support teachers. As Lily mentioned it gives the CITS “more credibility with the 

teachers” when teachers see them attend content specific trainings. They also frequently 

utilize resources in the online curriculum for the district as well as seeking the advice of 

district technology teachers.  

Character Traits. The CITS’ personal character traits were enabling factors to 

the support they were able to provide. They exuded confidence in their position, but 

presented themselves as being humble. They were strong listeners, trying first to 

understand and hear what teachers had to say before offering ideas and solutions. They 

also motivated the teachers, and encouraged teachers to take risks and to not be afraid of 

obstacles. The CITS were organized but quick to adapt to different situations. What set 

these CITS apart from other types of instructional support was their back-door approach. 

They were not demanding and took the time to get to know teachers’ personalities and 

their teaching strengths which helped in the way they were able to communicate with 

each other. For example, they used their PLC meetings and one-on-one time with 

teachers as an opportunity to develop relationships. While they were there to help support 

the teachers with technology, they were also creating a foundation of trust to be able to 
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dialogue about technology ideas. Creating an environment where teachers trusted the 

CITS was essential in their teachers’ growth with utilizing the tablets. 

Working Infrastructure. Finally, the CITS agreed that when the infrastructure 

and tools were working in a way that allowed teachers to implement what was designed, 

it made their job easier. While they experience many technical problems; they also 

experience successes with teachers on a daily basis. As Duke described, “these successes 

occur because of the many structures put in place to support the one-to-one computing 

environment.”  

Disabling Factors 

Challenges to instructional support as perceived by the CITS also existed. These 

challenges included learning the position, technical challenges, teacher turn-over, teacher 

belief systems, and bureaucracy. 

Learning the Position. The first challenge that all of the CITS encountered was 

simply coming into the position. With any new job, there is a learning curve but in this 

specific context they not only had to learn their job, but also build relationships with 

teachers and administrators. Tom, having just been hired, was facing this challenge. 

Kasey stated, “There really is no handout or a manual that says, you do x, y, and z.” 

Vanessa, who previously was a teacher on her campus, also found learning the position 

challenging. “Much of this job is to jump in there and learn it…Everybody can tell you 

what it’s like…but until you are doing it, you don’t exactly know.” They also had the 

immense challenge of learning and managing the learning management system for their 

campuses. This was not an easy feat, but the CITS relied on each other.  
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Technical Challenges. The CITS encountered technical challenges. There were 

components of the learning management system that did not function correctly within the 

district. The CITS worked closely with IT to negotiate best workaround solutions for 

problems that could not be resolved and communicated these workaround solutions to the 

teachers. They also came across occasional problems with specific software on the tablet 

image. Also, the CITS felt limited by the Internet filter in the district and not having the 

ability to use some of the online multimedia websites. They understood the need for 

better Internet security as the district has grown in the one-to-one program, but 

questioned if there might be a way to categorize websites so that more web resources 

were available for teachers and students. In addition, they verbalized the need for an 

easier way for teachers to check what students were able to access.  

 Teacher Turn-Over. Duke, Kasey, and Lily struggled with the amount of new 

teachers each year. With such a high turnover, there simply was not enough time in the 

day to work with all new teachers at the level they desired. Before going one-to-one, 

teachers had a full year to prepare for this change, but new teachers did not have the 

luxury of this time. They had to learn how to use the tablet, the gradebook software, 

LMS, the classroom monitoring system as well other technologies such as eInstruction 

and StarBoard. In addition, they had to learn the complexities of how to teach in a one-to-

one classroom. The CITS tried to simplify this overwhelming process for new teachers by 

breaking down critical skills and steps for teachers. 

Teacher Belief Systems. Duke, Kasey, Lily, and Tom encountered teachers that 

resisted the tablets. They found it difficult to be able to change teacher’s beliefs about 

teaching and what technology can do; although, that was an over-arching goal for all of 
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the CITS. Kasey stated, “We have some fantastic teachers that cannot imagine not having 

the tablets, but I’ll be honest, we have some teachers that still don’t want the tablets.” The 

CITS trained and supported teachers but also realized the importance of teachers 

believing in teaching with technology. Duke further explained: 

Our role is to support. We often times think that it’s our role to make  
transformative teachers, and it’s really not. Our role is to support transformative  
teachers. The teachers themselves need to have that motivation to become that  
kind of teacher. 
 
Bureaucracy. Another barrier a few of the CITS faced was the bureaucracy of 

going through the proper channels to be heard and discovered it actually hindered 

communication in some instances. As one CITS explained, “Hitting roadblocks with 

people who don’t really understand the need or the purpose is one of the most difficult 

things that we experience. That lack of knowledge that some people have on certain 

things is detrimental.” The CITS acknowledged the importance of following district 

procedures, but it was time intensive to inform all of the appropriate personnel in order to 

achieve a solution or result. In some cases, a chain of written communication, such as 

email, phone calls, or sometimes even video examples were necessary to help with this 

process. The CITS, being on the front lines with the teachers, were persistent in keeping 

district personnel, who were not involved in the day-to-day tasks of the schools, informed 

of procedures that were not working as intended. Communication is essential in a one-to-

one computing program, and the CITS spent time acting as an intermediary pushing 

forward the needs of their teachers and their campuses.  

Student Buy-In. Kasey and Lily experienced difficulty with students bringing 

their tablets to class. In some situations, students forgot them and in other instances they 

were taken up because of a disciplinary issue. This hindered the ability for teachers to 
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teach their lessons. In addition, it added additional stress for teachers to duplicate 

instructional materials. Lily mentioned that other schools experienced this barrier but 

eventually were able to move forward through school administration’s leadership.  

Discussion and Implications for Schools 

The five CITS in this study were dedicated professionals who appeared to be 

committed to helping teachers’ successfully teach in a one-to-one computing 

environment. Analysis of the data provided some insight in defining their role in this 

endeavor. While their main focus was to support the role of instruction on their 

campuses, the data suggest these responsibilities also included a technical, analysis, and 

leadership role. 

 Taking an in-depth look at these four main roles of the CITS, it becomes even 

more apparent that like many educators, the CITS are professionals who are juggling 

numerous duties in a given day. All of these roles are equally important to the mission of 

the schools in which they work, which places the CITS in a perpetual state of trying to 

balance their priorities without letting one area drop or fall apart. This study illuminates 

the types of stresses the CITS experience. How best is their time spent working, whether 

one-on-one or as a group as the unit? Are they teachers or are they technology support? 

Are their skills in lesson planning valued? Are they agents of technology or agents of 

education? It is apparent that at the heart of their job is role conflict. 

 Role conflict is prevalent in the home, within families, and even within religions. 

It occurs because of the many demands placed on individuals in this day in age. The 

phenomenon is common among working professionals who are pulled in many 

directions, but especially among leaders within organizations (Catano & Stronge, 2007; 
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Normore, 2003). It has been documented that role conflict or strain can occur among 

department chairs, school principals, and also coaches (Kruskamp, 2003; Narmore, 2003; 

Richards & Templin, 2012). This finding holds true with technology specialists. 

The Campus Instructional Technology Specialists are living day to day, trying to 

provide organizational structures to improve their campuses (Horng & Loeb, 2010), but it 

is a difficult position. As Smith states (2011), “Technology leaders must overcome their 

own barriers while aiding teachers in overcoming their own set of barriers to achieve a 

technology infused learning environment for the students of today” (p. 109). The Campus 

Instructional Technology Specialist position is a multi-dimensional, messy role, but in a 

sense, it has to be. And it requires the right kind of person who can handle the amount of 

stress placed within their role.  

Clear understanding of this complicated position is vital for school leaders so that 

they can manage role conflict for their instructional technology support staff, recognizing 

at all times the multiple roles of this position. School leaders and Campus Instructional 

Technology Specialists need to work closely together to negotiate and manage these tasks 

and the expectations surrounding them. Creating goals and evaluating those goals with 

school leaders will help in this endeavor. There might never be “one right answer but 

instead a collection of answers, each specific to a context” (Guskey & Huberman,1995, p. 

117). Guskey & Huberman describe finding an “optimal mix” in regard to technology 

and professional development practices. They further explain, “Contexts, like the people 

who shape them, are dynamic. They change and adapt in response to a variety of 

influences” (p. 117).  Because of the unique culture of a one-to-one setting and also 

rapidly changing technologies, it is inevitable that the CITS experience conflict because 
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of the sheer multidimensionality of their job. Among mitigating factors that influenced 

the role of conflict within the day to day duties of the CITS, three emerged in the analysis 

of this study as having key implications for schools: school culture, school size, and the 

degree of technology integration.  

School Culture 

As Peterson stated, “Every organization has a culture, that history and underlying 

set of unwritten expectations that shape everything about the school” (2002). School 

culture played an important role in how the CITS were implemented. Davis and Cook 

opened as a one-to-one campus which made the one-to-one transition easier. Athens High 

School and Baker High School did not open as one-to-one campuses. They were 

established schools with much history, and there were many teachers who questioned and 

doubted going one-to-one. During this difficult time the CITS focused on innovative 

classroom teachers and sharing their positive stories. Part of the CITS’ job in the 

beginning was “restructuring or shaping the culture” and creating a positive environment 

(Peterson, 2002). Occasionally, all of the CITS still encounter a small group of teachers 

that do not share in the attitudes and beliefs about technology. The teachers have their 

own ideas of what constitutes good teaching, and it does not include technology. These 

types of teachers require patience, and they need to see real examples of technology at 

work. Given situations like these, the CITS make it a mission to try to convert them to a 

technology using teacher by becoming an ally in their teaching. By having a positive 

outlook, the CITS play a large part in reshaping the culture on their campuses (Fullan, 

2002). Duke explained: 

If I was going to make an analogy of what a CITS is to a campus. I think it is a 
cheerleader to a football team; that we are on the outside. We are not in the game, 
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the football team being the teachers. We are not actually playing and we are not 
the coach. So we are not giving the orders, but we’re doing our best to get the 
team moving forward. Occasionally, we jump in there and we’re asked to step 
out, both in the coaching and in the playing role (laugh), but you know, it’s 
interesting. Because a lot of time we just...want to win the game! 
 
Successful one-to-one computing requires that leaders model or demonstrate what 

they expect from teachers and students (Mortensen 2011). Some of the CITS’ 

administrators attended trainings while others did not. Some went over and beyond in 

creating structures to support the PLC time by creating teachers’ schedules so teams can 

meet together conveniently. Also, administrators who decide on technology goals and 

help design and participate in innovative professional development opportunities for their 

campus, such as Cook Intermediate’s 100 Model Classrooms, send a positive message to 

the staff. The choices these administrators make can greatly impact the dynamic of their 

school culture.  

School Size 

School size also impacted day-to-day tasks of the CITS. Davis High School was a 

small campus with approximately 20 teachers and 200 students; Athens High School had 

approximately 250 teachers and 4,000 students. While the type of work the CITS did was 

similar and equally challenging, the large school population put the CITS in a differing 

work schedule. For example, Tom had 12 PLC meetings scheduled in one week that he 

tried to attend. Lily and Kasey had up to 10 PLC meetings weekly to attend which often 

required prep work; they taught an advisory type class every day; and they had their 

weekly technology training to lead. This does not include any meetings with teachers 

individually or classroom implementation time. They had a constricted schedule which 

did not allow for walking the halls to even check on teachers. In addition, their campus 
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has the highest annual teacher turnover in the district; which required a large amount of 

new teacher trainings and support. While Duke’s campus scheduled PLC time at the same 

time once a week, he spent a large portion of his time meeting individually or finding 

alternative times to work with teachers as a group which was challenging with 250 

teachers on his campus. 

The number of new teachers each year causes the most concern. Northwest ISD 

followed the protocol recommended by most research for teachers to have their tablets a 

full year prior to implementation. This was a great plan for the teacher population five 

years ago when first implementing the program. Over the years, both the teaching and 

administrative staffs have changed. The CITS focus each year on their new teaching 

group; first, by deciding on critical trainings, and second, by spending classroom time 

helping them, but this is a difficult challenge with the number of new teachers. Because 

content level teams work so closely together due to their PLC work, this means the new 

teacher is encouraged and expected to know and use all of the tools very quickly. In 

addition, they have other classroom tools such as eInstruction and StarBoard that are 

expected to be of use.  

The Degree of Technology Integration 

 Northwest ISD made a commitment to transforming teaching and learning 

through the use of technology. This is apparent in the district’s commitment and 

dedication in providing ubiquitous technology to provide engaging learning experiences. 

Because of their unique one-to-one computing initiative, the role of conflict is intensified 

and more extreme for the CITS in this district than it might be for professionals in similar 

positions in districts who have a more traditional technology configuration. However, 
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these conflicts would most likely hold true for technology specialists working with 

teachers with one to two computers in their classroom because of the desire to prepare 

students for the global society in which they live. 

Whether working in a one-to-one environment or another type of technology 

environment, professional development should be dynamic and changing based on the 

needs of the staff. As teachers learn to shift in integrating technology into their 

classroom, so must their professional development practice. Technology specialists need 

to develop relationships so that teachers feel supported through the change process. 

Professional development principles such as modeling strategies, on-going support, 

follow-up support, experimentation, and collaboration (Little, 2006; Mizell, 2010) were 

evident in the CITS’ work, but they did not come without conflict. It took time to develop 

safe and positive norms to put forth this type of professional learning.  

Recommendations for Future Research 

Based on the results of this study, there are several areas for additional research. 

1. To further elaborate on the responsibilities of the CITS, it would be helpful to 

research how much time is spent on the tasks performed by the CITS within 

each role. How much time per week do the CITS spend on instruction, 

technical, analysis, and leadership? 

2.  The leadership efforts of the school administration are a critical piece of the 

one-to-one computing environment. Additional investigation is needed into 

how school administration is providing ongoing leadership and promoting a 

vision for their staff, as well as how the relationship with the CITS is 

cultivated.  
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3. Additional research examining innovative ways beyond traditional training to 

provide professional development is needed, so that teachers might be able to 

earn professional credit hours using these types of methods. 

4. A study investigating and observing the CITS’ work with teachers who 

emphasize critical thinking as well as higher-order thinking skills integrating 

technology into their teaching might shed more light on how to achieve higher 

levels of integration.  

5. More research needs to be conducted on why some teachers are still not 

embracing technology to engage their learners. All teachers employed in the 

one-to-one campuses are hired with the expectation to integrate the tablets, but 

yet there are still a small number of teachers that are resisting the movement 

in Northwest ISD. 

My Role in the Study Context 

 In the summer of 2012, I left my position of Campus Instructional Technology 

Specialist to fulfill my long-time academic dream. It was my intention through these case 

studies to report the stories of my former colleagues in examining the role of the CITS. 

Having personally known the participants, it was refreshing to have the time to listen to 

their voices about how they perceived their position. They appear to truly care for helping 

teachers to move in the direction of transforming teaching through technology. Having 

served in this role, I know from experience that it is not always an easy task, yet they 

work towards the goal every day with a positive attitude and vision to share with their 

faculty. 
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It is important to highlight that my relationships with the CITS allowed them to 

open up more to me than they might have with an outside researcher. This is especially 

true with Duke because we worked together on the same campus. My closeness to this 

context aided my understanding of their comments. I was able to customize questions 

based on the direction of our conversations. In some instances, I could predict what they 

would say. For example, when Kasey and Lily explained the stresses of students not 

bringing their tablets and the problems it caused teachers, I could relate to their story. 

Two years prior, my campus had experienced the same situation. During this process I 

was able to confirm my data but at the same time provide empathy for my participants. I 

made a conscious effort to faithfully collect data and allow each participant to speak their 

truth. Conducting an honest study was always on the forefront of my mind, and I used my 

inside knowledge to the best of my ability to present accurate results. 

I also had access to meeting notes through the CITS’ wiki. Because I was present 

for these meetings, I knew the context of the agenda items. An outside researcher would 

have a difficult time understanding and organizing the amount of data.  

 Having worked in this context, I can say that my findings about these participants 

match my own perceptions of the work I did. Technology specialists engage in multiple 

responsibilities that influence teaching and learning (Sugar & Holloman, 2009). Working 

in a one-to-one setting, these five CITS performed most of these roles on a daily basis, 

sometimes multi-tasking multiple responsibilities in a day. From the outset, it was easily 

identifiable to recognize the instructional and technical roles the technology specialists 

filled, but both analysis and leadership emerged as critical components in their 

professional work. This is significant as the CITS in this particular school district do not 
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attend leadership training, but rather learn on the job skills in dealing with leadership 

matters (Sugar & Holloman, 2009). Some of these leadership skills possessed by the 

CITS have evolved because of their respective administration’s willingness to make a 

concerted effort to work collaboratively with them on a shared vision, while other 

leadership qualities have evolved because of intrinsic motivation to be the best they can 

in their position. 

 As I am standing on the edge of a new academic career, I’ve learned from my 

colleagues to never give up, and to treat ‘challenges’ as learning opportunities. Through 

meaningful collaboration with the CITS as well as teachers, I’ve learned that the “whole 

is greater than the sum of its parts.” Working as a team, whether as an entire school, a 

teaching PLC, or my own PLC provides opportunities to share in creative ideas and 

solutions. Creativity, within a one-to-one context, is essential to develop.  

Conclusion 

 With the decreasing costs of tablets and with the popularity of mobile devices, 

more districts will be more likely to institute similar computing environments in the 

future. The findings of this study will help to define the Campus Instructional 

Technology Specialist role in this setting, the strategies necessary to succeed in this 

position, as well as the enabling factors and challenges that will be faced. The one-to-one 

computing environment is a complex system, and the role of the technology specialist is 

relatively new. However, the work done by these specialists has made a lasting impact on 

the implementation of the one-to-one program in Northwest ISD. 
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Initial Set of Questions of Interview Questions for: 
 
The Role of Campus Instructional Technology Specialists in a One-to-One Computing 
Environment. 
 

1. How long have you been in this job?  

2. What’s your educational background? (degree, school attended) 

3. What teaching experiences have you had prior to working as an instructional 

technology specialist? Subject/grade level? 

4. Is this your first position teaching adults?  

5. When teaching in the classroom did you ever have the opportunity to use 

laptops?  

6. What does technology integration mean to you? 

7. Can you tell me about your experience integrating technology into your teaching? 

8. What are your strengths in working in this position? 

9. Do you think you have any weaknesses or challenges in performing this position?  

10. Can you walk me through a typical day?  

11. What have been some of your professional development endeavors? 

12. How do you meet with your teachers? Do you initiate most of the time? Do you 

meet regularly during PLC (professional learning community) time? 

13. Can you give one example of a teacher you helped design or deliver a technology 

enhanced lesson? 

14.  Can you describe a situation where you felt really positive in helping a teacher? 

Can you describe the situation? 
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15. Have you encountered a situation where you struggled in helping a teacher (s)? 

How did you remedy the situation? 

In addition to the questions listed above the researcher will also prompt for more 

detail by saying: 

Could you tell me more about… 

Can you explain what you mean when you say… 

When you mentioned…   

Wrap up: 

Is there anything else you would like to tell me about your role as a technology specialist 

that we haven’t already covered?  
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Original Codes: 

• Background • Modeling 

• Characteristics  • Trust 

• Strategies  • Expectations 

• Challenges • Technical 

• Enabling factors • Just-in-time 

• Leadership  • One-on-one 

• Students • Troubleshooting 

• Professional Development • Creativity 

• PLC • One-on-one 

• Trainings 

• Communicate 

• Engaged  

• Support 
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EXCERPT OF ONENOTE DATA ANALYSIS 
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