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With more than 10 years of experience in staff development in our middle school, it's fun to reflect on the who and how of
learning

A 6th grade teacher excitedly rushes into the media center reciting a list of things her students are going to do; science
teachers involve their students in multiple information technology projects each year, and in mid-summer, teachers have
already scheduled the media center and labs for September. These success stories show how solid, ongoing staff
development efforts help ensure that a school receives a good return on the investment made in technology.

The learning process has been "sideways, bubbly, and chaotic," but we have succeeded! With more than 10 years of
experience in staff development at our middle school, it's fun to reflect on the who and how of learning. Studies show that
teachers require three to five years of training and experience to progress from the beginning stage of technology use to
the integration and application stage. Eighty hours is the minimum training time needed to complete the ful!l cycle. As
we've progressed, it's become predictable to see how teachers fit the patterns of early adapters, moderate users, heavy
users, resisters and technophobes.

Early Adapters. A teacher with bundles of enthusiasm and energy was among the first to use early technologies such as
Print Shop and word processing. She is typical of others who have quickly adapted to each new technology that has come
along and is now excited about her own Web pages and use of the network. Early adapters tend to be driven by their own
curiosity and do not always need convenient access to technology or someone to help them.

Moderate Users. These are teachers who were perhaps not the first to use technology, but now are interested. Some of
them have changed teaching assignments and want to change how they teach. One example is a former football coach and
physical education teac!her. When he made the curriculum switch he often joked about how he was the kind of guy who
would be slow to learn and often requested my help; with his open mind and positive attitude, he has learned quickly and
adapted superbly to teaching something quite different than what he taught for more than 20 years. He takes almost every
appropriate staff development class and is always ready for new ideas. He epitomizes "you can teach an old dog new
tricks," illustrating how the years of teaching experience usually do not have much bearing on technology use. Moderate
users frequently attend staff development classes, do well with encouragement and support, and see the need to learn
more.

Heavy Users. Folks who fall into this group harness the power of technology for both personal productivity and teaching;
most have home computers. Many of them were early adapters who have progres!sed from learning "how" to applying
and integrating. They have a high comfort level with technology, curriculum, and change. A number of our teachers
provide multiple technology-based learning activities for their students and use technology to create multimedia
instructional projects. Among them is a well-traveled social studies teacher whose students completed five projects
involving technology last year. Power users such as these are usually the first to receive upgrades as we rotate
hardware&emdash;a process that is generally accepted as fair.

Resisters. You know these people. They always have an excuse: lack of time or philosophical or pedagogical opposition.
They may attend mandated training sessions or provide a few experiences for their students, but show little other interest.



One of our resisters angrily rejected technology until the Internet came along. Like many others, he finally saw something
he though!t made sense. Since our approach is "work with the living," we feel it is best to let time take its course.

Technophobes. Reluctant technophobes often joke about their ineptness, are afraid to try simple tasks for fear of breaking
something, but will eventually catch on if something catches their eye. We are noticing that productivity tools such as
grading software or e-mail will grab the attention of people who are afraid. Instant success and encouragement are the best
incentives.

A Grassroots Approach

Effective staff development can happen with relative ease if media/technology specialists, administrators and others take
an aggressive, energetic approach toward staff development. Few schools do enough&emdash;not enough time, money or
support, ed!ucators report. However, our successful grass roots approach has made a difference, and a brief history shows
it's possible for others who may just be beginning the journey.

Our training efforts began in 1986, the year our large middle school acquired its first lab and the early adapters were eager
to move forward. Classes included using drill-and-practice software, word processing, databases, and CompuServe. Staff
development funding provided substitutes so teachers could attend classes during the day.

Some teachers resisted and one die-hard even went home sick at noon the day he was to attend an afternoon workshop.
Attendance was low and we struggled with less than ideal technology, but we persisted and captured the interest of a
handful of teachers. Before long Winona was recognized as an early leader in developing a cadre of teachers using
technology in the curriculum. Our district staff development director !was impressed and our staff began offering a
handful of district-wide classes in the summer.

Change accelerated when we restructured from a grade 7-9 junior high to a grade 6-8 middle school in 1989. Research
about educational change shows that change happens more slowly as you progress to higher grade levels; elementary
teachers adapt to change the quickest. Among the teachers who chose to move to the senior high were the non-technology
users. The middle school acquired an influx of elementary teachers who were eager to provide new opportunities for their
students in a school considered technology rich by 1989 standards. Special classes were held&emdash;and are still
held&emdash;for 6th grade staff since these teachers are responsible for introducing many new technologies to hundreds
of students each year.

Staff Training Models

More progress occurred in 1993. We began using textbook money to purchase classroom technology. Staff development
was included in the project cost. Costs included hiring substitutes and paying instructors for after-school classes. That year
we also acquired our first full Macintosh lab. Teachers and I designed staff development curriculum materials for the
English and social studies teachers we expected to use the lab. We developed "how-to sheets," student activities, and tools
to help teachers have a successful experience.

Teachers who were expected who use the lab received a letter from the principal asking them to attend 20 hours of
training in August. This model continues to be used to encourage attendance. Another incentive introduced in the 1990s is
a requirement for 10 hours of individual or small group staff development that meets one of the school's goals. Many
select technology classes.

Our biggest continuous effort is a series of after school and summer classes. Skill classes are offered after school; daytime
classes have a more specific curriculum focus such as "Integrating Technology in the Math and Science Curriculum." One
informal class provides time for people to spend a morning exploring resources of their choice and developing units that
integrate the technology. Last year we offered 44 classes and 85 percent of the people who preregistered attended. Before
classroom technology had been so widely available, only about 50 percent of the people who preregistered for classes
actually attended.



Our principal audience is our own teachers, but classes are open to all district employees, substitutes, and parent
volunteers. Such participation is welcome as it helps build support. We try to be practical, striving for i!mmediate success
and classroom application. Our goal this past year was to move beyond introductory classes with the exception of "newer"
technologies such as making Web pages and using the in-school network.

Celebrating Success with Technology

What began as a series of 12 classes for middle school staff in 1994 became a series of 25 classes in 1995 and 50 classes
in 1997 (and 1998). CST is sponsored and paid for by the district. All district employees and educators from neighboring
districts are invited. We also encourage university students who student teach in the district to enroll.

'97 CST proved highly successful. Most of the 175 individuals who attended registered for multiple classes. Classes
reflect the growth in staff expertise and increased interest in curriculum integration. "Searching Electronically!lquote and
"Designing Integrated Lessons" were popular classes in 1997; two years ago, they would not have been. People are
transferring their excitement about the Internet to related skills technologies. Statewide graduation standards and district
curriculum realignment are also influencing increased interest in technology.

Secrets of Success

Since our teachers like to learn from their peers, our teachers and administrators do the teaching about technology. All
classes are held in school labs and media centers. Equipment shuffling is kept to a minimum. University credit is an
option.

Technical Support. An informal version of staff development is "just-in-time" support and quick service with technical
questions. Media secretaries have taken on expande!d roles as technical support staff. A middle school classroom teacher
has a few hours each day to help staff with technology. This one-on-one approach helps teachers who for one reason or
another have not participated in formal classes. And peers may not appear as threatening or "techie" as media/technology
staff.

Networking. "Techie" folks increase their own knowledge by socializing after hours and pursuing technology as a hobby.
Many of our teachers are very willing to share and help others well beyond normal responsibilities, an example of how
exemplary technology users are most likely to teach in an environment of technical and collegial support.

Policy Plans. Staff development programs need governing documents. Ours are the district's technology plan adopted in
1995 and its annual updates; 1989 board-approved learner! outcomes for media/technology; and 1991 board goals
addressing information literacy, resource-based teaching and access to technology. As board-approved documents, they
provide credibility and a rationale for training. As noted when the technology plan first was presented to the school board,
"This district is four years behind documented goals."

Funding. Our funding is not generous. We spend far less than the common recommendation that staff development
should equal up to 30 percent of a district's technology budget. But by using our own staff to provide instruction, we can
make a small budget go far. Instructor salaries average less than $50/class during non-school hours. If a class is offered
during the school day, the cost averages $400 for substitutes. The CST '97 cost $3,600 for professional brochures,
secretarial assistance, supplies, and payment for the chair! and instructors. Snacks were donated by PTAs and vendors. ar

The cost to the district is less than $7 per person per class. CST is open to non-district teachers for a fee of $20 per class;
fees are kept low to encourage teachers to pay for the classes themselves if their district's staff development funds cannot.
CST'97 income was more than $1,300 and will be used to pay for substitutes so teachers can have a solid block of time to
work with technology.

New Challenges



We've succeeded, but are far from done. The major task ahead is increasing staff development that moves more teachers
beyond the "how to" and into the integration of technology usage. The goal is to ensure that all students in all grades have
equal opportunities. We also must more strongly and more firmly address the relationship between technology and the
new Minnes!ota graduation standards, especially those that specifically address student use of information technology.

Simultaneously, we need to address the issues of mandatory training and accountability. Trends show that more states and
districts are mandating training as a condition for technology funding, but the issue has yet to be resolved in our district.
Our approach, with a gentle push from administrators, is generally effective, but we have to decide if training will be
mandatory. Most administrators do expect teachers to use technology, but training is not uniformly encouraged or
required.

High attendance at staff development classes is our strongest support for continuation and growth. With the momentum
started, people have come to expect even more. Our efforts show that while a media or technology specialist working in a
large school canno!t teach all the students, he or she can reach every teacher. With the support of administrators and other
teachers, one or two people can make a difference. Our efforts are energetic but realistic with a focus on starting small,
working with the living, and getting technology to the people that use it! You can too! Just do it!!!
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