Facts and findings on the combined technology reviews for the 
Alameda Unified School District.
Between May and December 2006, four sets of documentation were generated as a result of surveys and interviews with end users, staff, parents and other district stake-holders.  The following report and PowerPoint presentation combines Technology Service’s findings with the additional reports and makes associated suggestions in the areas of staffing, equipment upgrades, communications, network and enhanced services.  

“The IT Department does not fully understand the educational goals of the district.”
“Wait times of a month or more are not uncommon.”
“A significant percentage of the district’s equipment is obsolete.”
“There is a general user dissatisfaction and lack of responsiveness from IT.”
“A lack of consistency, collaboration, problem solving and responsiveness to needs.”
You’ve heard these several times before: from FICMAT, from outside reports, and now from Technology Services.  Alameda Unified School District has a problem with its Technology Department.  It is not a catastrophic problem; and for the most part, it is not even a problem unique to Alameda.  School Districts all across California and the Nation are all coming to grips with this education technology paradigm.  Educators are being driven to utilize technological innovations in their goal of providing an education to their students.  While education is being managed by educators, state and federal departments of education are being managed by politicians and business people who want “more data.”  Both of these groups have unrealistic expectations of districts, and technology usage. 
 Several of the documents have focused on the Technology Services reporting structure with the thought that if your technology department is managed on the business side of the house, you tend to focus on those things that support the district’s business functions; such things as student information, CBEDS, e-mail, CSIS and the current federal NCLB program.  By default, that view implies neglect of the educational needs of the sites.
The underlying problem, however, had never been which side of the house you work for; but do you have enough staff and resources to support all your potential customers?  In Alameda’s case that answer has been no.  For over six years Alameda’s technology usage and level of complexity have grown, but support staff has not.  Compounding this lack of staff was a department that knew too little of technology and even less of education.  The results - a hodge-podge of technology, networks, equipment, software and processes - that have landed us right in the middle of thousands of unhappy customers (district technology users).
Not all is doom and gloom.  By the District’s request for these reports and the initial organizational changes, they made a decision to identify and correct those issues that will have a positive effect on the greatest number of students and support the greatest number of end users.  You will notice that I did not say the greatest number of teachers.  The correct technology done correctly supports all users, classroom: administrative and support.  From the elementary student typing ABC’s to the Business Dept user looking for the PII reports; from a teacher communicating electronically with a parent to Human Resources accepting an online application.  Technology is a support function that crosses all organizational lines.
This report and accompanying recommendations are for remediation and improvement of the existing environment.  It identifies major operational and procedural issues and outlines an 18 month plan to resolve these issues and set Technology Services back on the path of educational technology support.  Long term strategies regarding replacement and upgrading of equipment, 
( other than recommendation #2 for upgrades to under performing equipment ) software and additional services should be addressed as part of the Educational Technology Planning process.  Where costs are noted, these are for the 18 months covering the remainder of the 06-07 school year and the 07-08 school year.  All costs are one time with the exception of additional staff.
The Report:

Compiled from multiple studies, the issues, concerns and suggested improvements are listed and explained in the following pages.
Following the concerns and issues, are recommendations that will:

· improve the overall support level for IT
· build trust and rapport
· align technology with all of its users

· provide a stable and reliable infrastructure
· implement a technology roadmap for future requirements

· meet state and federal requirements

· empower end users
This list is broken down by levels of importance; high, medium and low; and later whether it is personnel or process orientated.  To be a high level of importance the item (or something very similar) was listed as a major concern in all reports.  A medium was listed in the majority of responses. A low was listed by only a few respondents.
High importance:

· Help Desk / develop and staff

· Additional tech support personnel /  only one available

· Service level agreement  /  what are the expectations

· Login policies and limitations  /  streamline and make simpler

· Upgraded work stations  /  too old and too little memory

· Technology Steering Committee  /  help define and set technical direction

· Wireless access vs. hard wire  /  no design or engineering / goals and priorities
Medium importance

· Teacher on special assignment  /  train and assist teachers

· Training plan  /  develop and implement necessary training

· Lack of communication  /  users don’t know who, why or when

· Password policy  /  students and other users – too cumbersome and restrictive

· Printers and other peripherals  /  users need to be able to add or change

· STCs  /  reorganize and give rights and tools to be successful

· Web Pages / District integration and consolidation of web services

Low importance

· Software based  management tools  /  centralized diagnostics and change control

· Donation policy  /  do not take junk

· Spam and content filtering  /  no consistency, no real request for changes

· Implement VPN (virtual private network)  /  some want access from home

· Evaluate platform policy  /  some Macs in some areas is not a bad thing

· WEB Presence  /  no consistency who owns and manages, who is responsible

· Response times slow or unreliable  /  redesign and engineer the WAN/MAN

Additional considerations:

· Several single points of failures for staff  /  no cross training or backup of staff

· What if someone leaves or is out for a long duration

· Mixture of various network components /  no standards
· Over two dozen makes and models of computers and network equipment

· Several schools have learned to go around Technology Services

· Time and resources to support sites still comes from district dollars
· Consistent set of issues and problems across the district

· Response times, reliability and repair
· No real implementation of previous Ed Tech plan  /  it is a living contract
· Need to make and support realistic goals for Ed Tech

· Requirement for grants and other funding

· Technology focus  /  what about Business, HR, Food Service, MOF, Libraries

· How to support other departments with limited resources
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	MEDIUM

Teacher on special assignment  /  train and assist teachers

Training plan  /  develop and implement necessary training

Lack of communication  /  don’t know why or when
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Recommendations:
1. Develop realistic staffing plan in conjunction with the Districts Strategic Plan and Educational Technology Plan.   ( on-going costs )
(estimated costs for 2007-08   - $210,000)

(estimated costs for 2008-09   - $280,000)
a. As soon as possible, staff one additional site tech support.

This will effectively double the staff available to support classrooms, media centers and labs at the school locations.

b. As soon as possible, create the position of Help Desk Analyst (tech support) and staff accordingly.

This position will provide several support functions.


i.   provide phone support for routine help / trouble calls from the users.

     ii.   cross train with the student information system and the server support positions and provide back up services for both of these single points of failure.

iii. as necessary this position can provide site-based services during times of vacations, staff development, or high use periods.

c. As soon as possible, create the position of Teacher on Special Assignment and staff accordingly.  This position will 

i. Work with teachers on technology strategies and training

ii. Help secure grants and other funding sources

iii. Assist planning and implementation of the District’s Ed Tech Plan

2. Upgrade existing computer hardware and software   ( one-time costs )
(estimated costs for 2006-07   - $150,000)

(estimated costs for 2007-08   - $200,000)
(estimated costs for 2008-09   - $200,000)
a. Lack of memory

b. Downgraded software

c. Older processors

d. Video problems / no real thought as to what functionality was needed

3. Develop a communications and feedback plan with the end users and all support functions
(estimated costs for 2006-07   - $10,000)

(estimated costs for 2007-08   - $10,000)
(estimated costs for 2008-09   - $10,000)
a. Technology Steering Committee

i. Develop policies and procedures for technology 

ii. Develop service level agreements and expectations

b. Reorganize site technology contacts ( STCs )

i. Train and give rights to support their sites

ii. (will work closely with 1.c.)
c.   Utilize web and e-mail to communicate and inform all interested parties

4. Develop network plan (see 1.b.)    ( one-time costs )
(estimated costs for 2006-07   - $50,000)

(estimated costs for 2007-08   - $125,000)

(estimated costs for 2008-09   - $125,000)
a. Future of network with AP&T  ( 09-10 school year )

b. Implement standard hardware and software

Currently have one of everything, lots of incompatibles and issues

c. Redesign AP&T network,  make two rings, or,  make mesh network

d. Fix the wireless network 

Never designed, no real plan to implement, cumbersome and over-equipped

e. Fix the wired network

5. Provide value added services    ( one-time costs )
(estimated costs for 2006-07   - $25,000)

(estimated costs for 2007-08   - $25,000)

(estimated costs for 2008-09   - $25,000)
a. Teacher on special assignment  ( see 1.d. above )
i. Work with teachers on technology strategies and training

ii. Grants, funding, planning

b. Develop and implement VPN for remote access

c. Develop and implement training program

d. Develop and implement unified web / internet / mail presence

e.   Develop and implement content and spam filtering policies and if necessary  .  .
      associated hardware and software
Technology is no longer a “nice to have” or a “we’ll see if we can find the funding”.

Technology, in the classroom and in the district, has become as mainstream as white boards and textbooks (even more-so now days as the whiteboards are connected to a computer, and your textbooks are becoming electronic readers).  Every major grant now has a technology component as part of the implementation program and as an evaluation component.  School site plans require a technology component.  New materials adoption includes and expects a high use of instructional technology.  Food services and the National School Lunch Program require electronic reporting and support.  Technology is an integral component of CSIS, CBEDS, R-30, SNORE, Perkins, NCLB and the list goes on and on.  

It is now necessary for the leadership of the Alameda Unified School District and the Board of Education to fund and staff the Technology Services department to meet the needs and expectations of its users and those who depend upon it for their information and functional support.
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