
AGENDA 
 
 

REGULAR SCHOOL BOARD MEETING 
 
 

GADSDEN COUNTY SCHOOL BOARD 
MAX D. WALKER ADMINISTRATION BUILDING 

35 MARTIN LUTHER KING, JR. BLVD. 
QUINCY, FLORIDA 

 
 

April 23, 2013 
 
 

6:00 P.M. 
 
THIS MEETING IS OPEN TO THE PUBLIC 
 
1.   CALL TO ORDER 
                                                                                       
2.    OPENING PRAYER 
 
3. PLEDGE OF ALLEGIANCE 
 
4. RECOGNITIONS 

 
ITEMS FOR CONSENT 
 
5. REVIEW OF MINUTES – SEE ATTACHMENT 
 

a. March 26, 2013, 3:00 p.m.  – Student Hearing 
 
b. March 26, 2013, 4:30 p.m. – School Board Workshop 

 
c. March 26, 2013, 6:00 p.m. – Regular School Board Meeting 
 
d. April 2, 2013, 3:00 p.m. – Student Hearing 

 
e. April 9, 2013, 4:00 p.m. – School Board Workshop 
 
f. April 17, 2013, 1:00 p.m. – School Board Workshop 
 
g. April 18, 2013, 10:00 a.m. – School Board Workshop 

 
ACTION REQUESTED: The Superintendent recommends approval. 
 

6. PERSONNEL MATTERS (resignations, retirements, recommendations, leaves of 
absence, terminations of services, volunteers, and job descriptions) SEE PAGE #5 

 
 a. Personnel 2012 – 2013 

 
  ACTION REQUESTED: The Superintendent recommends approval. 
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 b. Staffing Plan for 2013 – 2014 - SEE PAGE #7 
 
  Fund Source: N/A 
  Amount: N/A 
 
  ACTION REQUESTED: The Superintendent recommends approval. 
 

c. 2013 – 2014 Calendars – SEE PAGE #11 
 
  Fund Source: N/A 
  Amount: N/A 
 
  ACTION REQUESTED: The Superintendent recommends approval. 
   
7. BUDGET AND FINANCIAL TRANSACTIONS 
 
 a. Budget Amendment Number Eighteen – SEE PAGE #15 

 
Fund Source:   110 (General) Funds 
Amount:          $-94,880.00 
 
ACTION REQUESTED: The Superintendent recommends approval. 

 
 b. Budget Amendment Number Nineteen  - SEE PAGE #27 
 
  Fund Source: 420 Federal Funds 
  Amount: $98,905.00 
 
  ACTION REQUESTED: The Superintendent recommends approval. 
 
8. AGREEMENT/CONTRACT/PROJECT APPLICATIONS 
 

a. Purchase Order Honeywell Contract - SEE PAGE #35 
 

Fund Source: Capital Improvements Fund 
Amount: $34,540.82 
 
ACTION REQUESTED: The Superintendent recommends approval. 

 
b. Purchase Order for Race To The Top Fund-  SEE PAGE #37 

  
  Fund Source: Race To The Top Fund 
  Amount: $35,260.32 
 
  ACTION REQUESTED: The Superintendent recommends approval. 
 

c. Purchase Orders for Federal Programs – SEE PAGE #39 
 

Fund Source: Title I Part A, Title I School Improvement, and ARRA Title I 
School Improvement 

 Amount: $35,258.65 
 
 ACTION REQUESTED: The Superintendent recommends approval. 
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d.       Purchase Order for School Web Hosting – SEE PAGE #43 
 

Fund Source: General Fund 
 Amount: $25,872.00 
 

  ACTION REQUESTED: The Superintendent recommends approval. 
 

e.      Professional and Technical Services – SEE PAGE #46 
 

Fund Source: Federal Programs 
Amount: $131,897.33 
 
ACTION REQUESTED: The Superintendent recommends approval. 

 
f.      Letter of Agreement with Gollahon Financial Services, Inc. – SEE PAGE #61 
 

Fund Source: Capital Projects Fund 
Amount: Base Fee $18,000; Variable Fee per $1,000 borrowed over $4 

million $1.00; and separate fee for proposed $1.1 million bus 
loan $8,500 

 
ACTION REQUESTED: The Superintendent recommends approval. 

 
g.      Insurance – Property for 2012 – 2013 – SEE PAGE #70 

 
Fund Source: Capital Improvements Fund 
Amount: Net Change for this Fiscal Year $2,667.00 
 
ACTION REQUESTED: The Superintendent recommends approval. 
 

9. STUDENT MATTERS – SEE ATTACHMENT 
 

a. Student Expulsion – See back-up material 
 
Case #57-1213-0071 

 
ACTION REQUESTED: The Superintendent recommends approval. 

 
 b. Student Expulsion – See back-up material 
 
  Case #58-1213-0071 
 
  ACTION REQUESTED: The Superintendent recommends approval. 
 

c. Student Expulsion – See back-up material 
 

Case #67-1213-0071 
 
ACTION REQUESTED: The Superintendent recommends approval. 

 
d. Student Expulsion – See back-up material 

 
Case #69-1213-0231 
 
ACTION REQUESTED: The Superintendent recommends approval. 
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10. SCHOOL FACILITY/PROPERTY 
 

a. Transportation Department Roofing Project - SEE PAGE #77 
 

Fund Source: Capital Outlay 
Amount: $36,423.00 
 
ACTION REQUESTED: The Superintendent recommends approval. 

 
b. Installation of Sonitrol at George Munroe Elementary - SEE PAGE #80 

 
Fund Source: 379 
Amount: $9,004.00 
 
ACTION REQUESTED: The Superintendent recommends approval. 

 
c. Spot Survey for Havana Elementary School/Havana Middle School Merger – 

SEE PAGE #84 
 
Fund Source: 379 
Amount: $14,950.00 
 
ACTION REQUESTED: The Superintendent recommends approval. 

 
11. EDUCATIONAL ISSUES 
 
 a. Pre-K – 12 Adopted Courses – SEE PAGE #87 
 
  Fund Source: N/A 
  Amount: N/A 
 
  ACTION REQUESTED: The Superintendent recommends approval. 
 
ITEMS FOR DISCUSSION 
 
12. CONSIDERATION, PROPOSAL, AND/OR ADOPTION OF ADMINISTRATIVE 

RULES AND RELATED MATTERS  
 

a. Approval of School Board Policy 8.40 – SEE PAGE #159 
 
  Fund Source: N/A 
  Amount: N/A 
 
  ACTION REQUESTED: The Superintendent recommends approval. 
 
13. EDUCATIONAL ITEMS BY THE SUPERINTENDENT   
 
 a. ETO Service Summaries – SEE PAGE #164 
 
 b. MGT of America – SEE PAGE #183 
 
14.      SCHOOL BOARD REQUESTS AND CONCERNS 
 
15.      ADJOURNMENT 
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Ms. Kathy Brooks, Partner  March 22, 2013 
2123 Centre Pointe Blvd. 
Tallahassee, Florida 32308 
P: 850.386.3191 
F: 850.385.4501 
kbrooks@mgtamer.com 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

GADSDEN COUNTY SCHOOLS 
TECHNOLOGY REVIEW  
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EXECUTIVE SUMMARY 

In November 2012, Gadsden County Schools (GCS) contracted with MGT of America, Inc. (MGT) to 
conduct a Technology Review. This section provides the methodology used to conduct the study and the 
commendations and recommendations based on findings.  

METHODOLOGY 

This section describes the methodology MGT used to prepare for and conduct the technology review for 
GCS. Throughout our practice, MGT has established that successful school district technology reviews 
must: 

 Follow a common set of review guidelines tailored specifically to the district being evaluated. 

 Be based upon a very detailed work plan and time schedule. 

 Specifically take into account the unique student body and demographic environment within 
which the school district operates. 

 Identify the existence, appropriateness, and use of specific technology-related objectives. 

 Include and analyze administrative and instructional technology operations. 

 Include analyses of the efficiency of work practices. 

 Identify exemplary practices as well as needed improvements. 

 Include the infrastructure, network, and IT security, and identify older hardware and software 
(i.e. legacy applications). 

 Document all findings and present straightforward and practical recommendations for 
improvements, qualifying the cost savings and cost impacts. 

 Be conducted by professionals who are not only experienced in conducting management and 
performance reviews as consultants, but who understand the areas of administrative and 
instructional technology. 

REVIEW OF EXISTING RECORDS AND DATA SOURCES 

During the period between project initiation and the beginning of the onsite review, MGT 
simultaneously conducted many activities. These included identifying and collecting existing reports and 
data sources containing recent information related to the various administrative functions and 
operations to be reviewed in GCS. 
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MGT requested a number of documents from GCS. These included, but were not limited to, the 
following: 

 Current Long-range technology plans. 
 Organizational charts. 
 Technology budgets. 
 Technology training plans. 
 Technology initiatives. 
 Equipment replacement policy. 
 Disaster recovery plan. 

MGT analyzed the limited data available and used the information as a starting point for requesting and 
collecting additional data during the onsite visit. 

EMPLOYEE SURVEYS 

To secure the involvement of central office administrators, principals/assistant principals, GCS teachers, 
MGT prepared and disseminated three online surveys in November 2012. Through the use of 
anonymous surveys, administrators and teachers were given the opportunity to express their views 
about technology in the district. These surveys were similar in format and content to provide a database 
for determining how the opinions and perceptions of central office administrators, principals/assistant 
principals, and GCS teachers, varied.  

Staff were given from November 13 through December 9, 2012 to respond.  The response rates for the 
three surveys were as follows: 100 percent of central office administrators participated; 52 percent of 
principals/assistant principals returned a survey, while only 36 percent of teachers participated. MGT 
uses a statistical formula to set an acceptable return rate in order to declare that the survey results are 
“representative” of the population surveyed. In the case of GCS, response rates for the teachers were 
below this standard. 

The survey results may be found in Appendix A of this report. Specific survey items pertinent to findings 
in the functional areas MGT reviewed appear in Chapter 1. 

CONDUCTING THE DIAGNOSTIC AND FORMAL ONSITE REVIEW 

A diagnostic onsite review was conducted on November 7 and telephone interviews were conducted on 
November 2. Several key administrators and the Board Chair were interviewed in order for MGT to 
understand their concerns related to technology in the district. 

MGT conducted the onsite review during the week of November 26, 2012. Interviews, focus groups, 
school observations, and data reviews were accomplished during this period. Interviews and focus 
groups were provided to appropriate administrators, all technology department staff, principals, 
teachers, and the outsourced technology network contractor.  

School site visits and observations included:  

 Chattahoochee Elementary  
 Crossroad Academy 
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 East Gadsden High 
 Gadsden Central Academy 
 Gadsden Elementary 
 Gadsden Elementary Magnet 
 Gadsden Technology Institute 
 Greensboro Elementary 
 Gretna Elementary 
 Havana Elementary 
 Havana Middle 
 James A. Shanks Middle 
 St. John Elementary 
 Steward Street Elementary 
 West Gadsden High 

OVERVIEW OF FINAL REPORT 

MGT’s final report is comprised of one chapter and one appendix.  Chapter 1.0 presents the results of 
the Technology Review. Findings, commendations, and recommendations are presented for each area 
reviewed.  

Appendix A presents the results of the MGT-administered survey of central office administrators, 
principals/assistant principals, and GCS teachers. 

COMMENDATIONS 

Detailed findings for each commendation for exemplary practices appear in Chapter 1.0. The following 
are the commendations for which GCS is recognized: 

COMMENDATION 1-A The Career and Technical Education program follows a five-year 
replacement plan for computer equipment servicing their programs. 

COMMENDATION 1-B GCS has taken steps to measure the effective use of instructional learning 
system software and to reduce future software costs. 

RECOMMENDATIONS 

This executive summary briefly highlights efficiency issues in GCS. The detailed recommendations for 
improving operations may be found in Chapter 1.0. Recommendations for improvement included in this 
report are as follows:   

RECOMMENDATION 1-1 Advertise and fill the position of Director of Technology.  

RECOMMENDATION 1-2 Reorganize the operation of the department into three distinct areas of 
responsibility: Instructional Media and Technology, Data Processing, and 
Network and maintenance services.   

RECOMMENDATION 1-3 Contract with a consultant to review the current level of E-rate funding and 
to assist in the district application for E-rate funds. 
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RECOMMENDATION 1-4 Establish a Technology Planning Committee that meets on a regular basis 
as outlined in the existing technology plan. 

RECOMMENDATION 1-5 Establish specific short term goals for each major project underway with 
measureable goals, timelines, and funding requirements. 

RECOMMENDATION 1-6 Develop a communication plan to keep all district staff informed of the 
status of projects and planned implementations. 

RECOMMENDATION 1-7 Consider contracting with a vendor through a competitive bid process for a 
review and documentation of the network infrastructure. 

RECOMMENDATION 1-8 Develop a plan to install wireless network access in all schools. 

RECOMMENDATION 1-9 Establish a standard configuration for technology in classrooms and media 
centers for elementary, middle and high schools. 

RECOMMENDATION 1-10 Develop a five-year computer replacement plan to replace older 
technology. 

RECOMMENDATION 1-11 Reduce the inventory of classroom inkjet printers by utilizing the network 
capabilities of the school based duplication devices. 

RECOMMENDATION 1-12 Re-evaluate the decision to use separate products for Student Information 
System (SIS) and the shared tool for Human resources/Finance. 

RECOMMENDATION 1-13 Create a cadre of technology trainers using existing teachers and staff. 

RECOMMENDATION 1-14 Provide additional professional development opportunities for teachers 
and staff through after hours training. 

RECOMMENDATION 1-15 Explore opportunities for the delivery of online professional development 
within GCS. 

RECOMMENDATION 1-16 Remove old, non functioning computers from schools. 

RECOMMENDATION 1-17 Redefine technology support liaison positions at each school. 

RECOMMENDATION 1-18 Implement a policy requiring all requests for technology repair services to 
be entered into the help desk system. 

RECOMMENDATION 1-19 Consider purchasing a more robust issue reporting and tracking system for 
technology support and repair. 

RECOMMENDATION 1-20 Establish a standard for an acceptable level of service for technology 
support issues. 

RECOMMENDATION 1-21 Complete repairs for technology under warranty by warranty service 
providers. 
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RECOMMENDATION 1-22 Consider certification of technicians as warranty service providers. 

RECOMMENDATION 1-23 Establish and communicate an efficient process for evaluation of web 
content access requests. 

FISCAL IMPACT 

Based on the analyses of information obtained and from interviews with GCS personnel; GCS surveys; 
district documents; and first-hand observations during the review, the MGT team developed 23 
recommendations, three of which have fiscal implications.  

As shown in Exhibit 2, full implementation of the recommendations in this report would generate net 
costs of $253,300 over a five-year period. It is important to note that costs and savings presented in this 
report are in 2012 dollars and do not reflect increases due to salary or inflation adjustments.  

EXHIBIT 2 
SUMMARY OF ESTIMATED FISCAL IMPACT 

 
To ensure that all the recommendations raised in this assessment are evaluated for implementation, 
MGT suggests that GCS convene a Committee or Task Force and conduct periodic meetings so that 
updates and discussions with the Board will be meaningful and demonstrate significant implementation 
accomplishments. 

For the administration, the first step in a successful implementation process is the assignment of one 
staff member to oversee the implementation process, report progress to the Board, and act as liaison to 
the Board when questions or concerns arise. This person should be trusted by the Board and the staff, 
possess good organizational skills, and have the ability to work well with individuals from all areas of 
GCS. 

CHAPTER REFERENCE 

ANNUAL SAVINGS (COSTS) TOTAL FIVE 
YEAR 

SAVINGS 
(COSTS) YEAR 1 YEAR 2 YEAR 3 YEAR 4 YEAR 5 

CHAPTER 1:  TECHNOLOGY ASSESSMENT 

Rec 1-11 
Reduce the inventory of classroom 
printers by utilizing network duplication 
services. 

$4,000  $4,000  $4,000  $4,000  $4,000  $20,000  

Rec 1-15 
Explore online professional development 

($1,300) ($500) ($500) ($500) ($500) ($3,300) 

Rec 1-17 
Support Liaison positions for technology 
in schools ($54,000) ($54,000) ($54,000) ($54,000) ($54,000) ($270,000) 

CHAPTER 1 TOTAL SAVINGS/(COSTS) ($51,300) ($50,500) ($50,500) ($50,500) ($50,500) ($253,300) 

GROSS SAVINGS $4,000  $4,000  $4,000  $4,000  $4,000  $20,000  

GROSS (COSTS) ($55,300) ($54,500) ($54,500) ($54,500) ($54,500) ($273,300) 

TOTAL FISCAL IMPACT ($253,300) 
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Next, each recommendation in the report could be assigned to an individual. Assigning someone to the 
recommendation does not commit GCS to implementation.  Rather, it makes one individual responsible 
for researching the recommendation further, and reporting to the administration and the Board as to 
whether the recommendation provides an option that is practical, feasible, or implementable as written; 
whether the costs or savings outlined in the recommendation are realistic; and whether there are 
alternative implementation strategies that will achieve the same goals in a more palatable manner. 

Assigning an individual does not mean the individual must do everything it takes to implement. Rather, 
it means that the individual will oversee the efforts of everyone involved in the implementation process, 
report progress back to the implementation project manager, and assist with presentations to the Board 
on items requiring Board approval. In those situations where recommendations cross departmental 
boundaries, it is even more critical to assign the task to someone with the authority to cross those 
boundaries to thoroughly research the option. 

GCS may wish to consider the formation of teams to address functional areas, such as, staffing, 
implementation of software, or help desk. Team meetings may provide support to implementation team 
members. A team can generate a level of excitement and an environment for creative thinking, which 
leads to even more innovative solutions. Once the issues have been assigned to individuals, a method to 
monitor and follow up needs to be established by the Board and Superintendent. 

Based on experience, this methodology should, at a minimum, contain the following elements: 

 Periodic (weekly, monthly) checkpoints or meetings of implementation team members to discuss 
progress. 

 Decision points where the Superintendent and the Board give additional guidance or direction to 
individual team members. 

 Monthly reports to the Board and Superintendent concerning findings and progress. 

 A system for tracking the savings and benefits derived from implementation.  

 Regular, open two-way communication with the public and media. Public recognition for 
successful implementation efforts may very well be one of the best ways to ensure continual 
progress. 

The completion of these steps will help GCS facilitate the technology strategic plan addressing all 
recommendations upon finalization of this report. 
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1.0 TECHNOLOGY MANAGEMENT 
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1.0: TECHNOLOGY MANAGEMENT 

This chapter presents commendations for effective and best practices relating to the use of 
administrative and instructional technology in Gadsden County Schools (GCS) that may be of value to 
other districts. Recommendations are presented to improve operational effectiveness or reduce costs. 

The sections of this chapter are: 

1.1 Organization and Staffing 

1.2 Technology Planning 

1.3 Infrastructure, Hardware, and Software 

1.4 Professional Development 

1.5 Technical Support 

BACKGROUND 

Florida school districts are required to provide data to the department of education (DOE) through 
specific guidelines.  These are outlined in the Information Database Requirements Manual through the 
Florida DOE website. 

In order to be eligible to receive E-Rate discounts on telecommunication services, the district must have 
a state-approved technology plan that meets guidelines outlined in the Essential Components and E-
Rate Plan Criteria also available on the Florida DOE website.   

Other applicable laws that address technology issues include: 

 Family Educational Rights and Privacy Act (FERPA) -

 Children's Internet Protection Act (CIPA) - Requires that 

 Federal law that protects the privacy of 
student education records. 

K-12 schools and libraries in the United 
States use Internet filters and implement other measures to protect children from harmful 
online content in order to receive certain federal funding. 

MGT found several areas of concern that were raised frequently through interviews and survey 
responses.  These included: 

 The need for increased communication. 
 The lack of computer support in schools. 
 The quantity of older outdated technology. 
 Website filtering. 

These concerns are addressed through the findings and recommendations in this chapter. 
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CHAPTER SUMMARY 

MGT of America, Inc., reviewed the organizational planning, infrastructure, professional development, 
maintenance and repair support, and management as they relate to technology. 

GCS had a significant number of older computers located in classrooms. MGT observed that these older 
computers were typically not used because of slow or sporadic functionality.  This was a result of the 
district replacing and upgrading computers in labs in all schools to prepare for state mandated online 
testing. As lab computers are replaced, often the older models are moved into classrooms. No data was 
available that indicated the actual number of these older computers located in classrooms; however, 
MGT observed a range from two to four computers in many classrooms. 

GCS has installed an interactive whiteboard and projector in many classrooms within the district.  These 
are located on various walls in classrooms with ceiling-mounted projectors. It was evident through site 
visits by the MGT team that the devices were used by teachers.  Installations in some schools were 
incomplete at the time of the onsite visit and some whiteboards were not connected to a needed 
computer, which is required for use. 

At St. John's Elementary, the whiteboards were partially mounted, projector mounts had been installed, 
but no projectors or wiring had been installed. 

In 2010 and 2011, GCS received School Improvement Grants that funded the purchase of iPads, carts, 
interactive whiteboards, student response systems, and some upgraded computer workstations in four 
schools. 

There are Career and Technical Education (CTE) programs in each high school and middle school in the 
district.  These programs have updated computer labs as a result of a five-year replacement plan in 
effect for the CTE programs.  

Commendable practices noted in the chapter include: 

COMMENDATION 1-A The Career and Technical Education program follows a five-year 
replacement plan for computer equipment servicing their programs. 

COMMENDATION 1-B GCS has taken steps to measure the effective use of instructional learning 
system software and to reduce future software costs. 

Recommendations in this chapter include: 

RECOMMENDATION 1-1 Advertise and fill the position of Director of Technology. 

RECOMMENDATION 1-2 Reorganize the operation of the department into three distinct areas of 
responsibility: Instructional Media and Technology, Data Processing, and 
Network and maintenance services. 

RECOMMENDATION 1-3 Contract with a consultant to review the current level of E-rate funding and 
to assist in the district application for E-rate funds. 

RECOMMENDATION 1-4 Establish a Technology Planning Committee that meets on a regular basis 
as outlined in the existing technology plan. 
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RECOMMENDATION 1-5 Establish specific short term goals for each major project underway with 
measureable goals, timelines, and funding requirements. 

RECOMMENDATION 1-6 Develop a communication plan to keep all district staff informed of the 
status of projects and planned implementations.  

RECOMMENDATION 1-7 Consider contracting with a vendor through a competitive bid process for a 
review and documentation of the network infrastructure. 

RECOMMENDATION 1-8 Develop a plan to install wireless network access in all schools. 

RECOMMENDATION 1-9 Establish a standard configuration for technology in classrooms and media 
centers for elementary, middle and high schools. 

RECOMMENDATION 1-10 Develop a 5-year computer replacement plan to replace older technology. 

RECOMMENDATION 1-11 Reduce the inventory of classroom inkjet printers by utilizing the network 
capabilities of the school based duplication devices. 

RECOMMENDATION 1-12 Re-evaluate the decision to use separate products for Student Information 
System (SIS) and the shared tool for Human resources/Finance. 

RECOMMENDATION 1-13 Create a cadre of technology trainers using existing teachers and staff. 

RECOMMENDATION 1-14 Provide additional professional development opportunities for teachers 
and staff through after hours training. 

RECOMMENDATION 1-15 Explore opportunities for the delivery of online professional development 
within GCS. 

RECOMMENDATION 1-16 Remove old, non functioning computers from schools. 

RECOMMENDATION 1-17 Redefine technology support liaison positions at each school. 

RECOMMENDATION 1-18 Implement a policy requiring all requests for technology repair services to 
be entered into the help desk system. 

RECOMMENDATION 1-19 Consider purchasing a more robust issue reporting and tracking system for 
technology support and repair. 

RECOMMENDATION 1-20 Establish a standard for an acceptable level of service for technology 
support issues. 

RECOMMENDATION 1-21 Complete repairs for technology under warranty by warranty service 
providers. 

RECOMMENDATION 1-22 Consider certification of technicians as warranty service providers. 

RECOMMENDATION 1-23 Establish and communicate an efficient process for evaluation of web 
content access requests. 
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1.1  ORGANIZATION AND STAFFING 

MGT reviewed the organizational charts provided by the school district, as well as conducted interviews 
with staff and end users, and visited school and district office sites to determine the current status and 
effectiveness of technology staffing. 

FINDING 

Organization and staffing levels are insufficient for effective management and support of existing 
technology levels and projects currently in progress. 

Due to recent changes in the director position, an interim director has been assigned those duties. 
Exhibit 1-1 lists staffing in the Media and Technology Services Department for GCS. 

EXHIBIT 1-1 
CURRENT STAFFING LEVELS 

DEPARTMENT OF MEDIA AND TECHNOLOGY SERVICES 

POSITION FULL TIME STAFF 
CONTRACTED 

VENDOR 
Director (Interim) 1  
Systems Support Specialist 1  
Maintenance/Repair Technician 4  
Programmer 1  
Instructional Trainer 1  
Instructional Television 1  
Clerical Support 1  
Network Support  1 
Video Repair/Smartboard Installation  1 

Source: GCS Media and Technology Services, verified through interviews, 2012. 

Based on the existing organizational chart shown in Exhibit 1-2, several positions are vacant and the 
duties are being carried out by existing staff members.  The district organizational chart for Media and 
Technology Services currently lists 16 positions including the director. 
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EXHIBIT 1-2  
MEDIA AND TECHNOLOGY SERVICES ORGANIZATION CHART 

Instructional Materials and Media/Technology Services 
(Instructional Technology & Information Technology Services) 

 
Source: GCS Organization Chart, 2008-2009. 
*Most current information available.  

MGT found that staff members did not have a clear understanding of their responsibilities and often 
were called upon to assist others.  No formal cross training of staff had been established leading to a 
void when staff members are absent or assigned other duties. MGT also found a lack of documented 
standards and procedures for routine tasks.  Many of the office procedures are paper-based and, 
therefore, difficult to monitor.   

The department maintains a software-based help desk system for online collection of reported 
technology issues; however, no staff member is directly responsible for monitoring the system.   

Network support is provided by a contractor that is based at the district office and is contracted for a 40 
hour week. The contractor also manages file servers, assists in the set up and installation of other 
software systems, as well as operation of the telephone and library systems.  This results in limited time 
for documentation or communication to other staff members. 

Computer repair and maintenance is provided by four full-time repair technicians assigned to the district 
office.  They report daily to the district office before servicing schools.  MGT found minimal oversight of 
the daily routine with no established procedures or goals for the level of service provided. 
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In addition to the routine operation of the department, several projects are in the implementation 
process and are listed in Exhibit 1-3.  These projects are managed by the existing staff. 

EXHIBIT 1-3 
CURRENT TECHNOLOGY-RELATED PROJECTS 

PROJECT 
COMPLETION 

STATUS 
Migration from ZENWorks 7 with Edirectory to ZENWorks 
11 with Active Directory 

60% 

Migration from the Athena library circulation system to 
Destiny 

90% 

Migration from our currently student system TERMS to 
the Skyward student system 

15% 

Installation of Safari Montage 20% 

Installation of Enterasys wireless in 2 schools 50% 

Migration from Netmail to Google mail 70% 

Migration from Data Director to Performance Matters 75% 

Source: GCS Media and Technology Services Department, 2012. 

The Finance and Human Resource data functions for GCS are provided by The Panhandle Area 
Educational Consortium (PAEC) as a contracted service.  The Finance/Human Resources Department has 
elected to convert to FOCUS in the future, a product under development by PAEC in partnership with 
their member districts.   

RECOMMENDATION 1-1 

Advertise and fill the position of Director of Technology. 

This position is essential to the effective management and operation of the technology services provided 
to GCS. By advertising the vacancy, the district will be able to select the most qualified applicant for this 
position. This position is currently established as part of the existing organizational structure. MGT has 
provided sample position descriptions to assist GCS with this effort. These are located in Appendix B. 

The district has assigned these duties to an interim director from existing staff. The interim director was 
the coordinator of data processing within the Media and Technology Department prior to the 
assignment.  

Since this position is responsible for the instructional implementation of technology, ongoing support of 
technology and all data services as well as state and federal reporting, a desirable applicant would have 
experience in an educational setting and knowledge of educational data systems.  The candidate should 
posses the ability to build and organize a team with a high level of productivity and efficiency by 
developing and training staff in current technology processes. The job of director requires management 
skills and the desire for continuous improvement of customer service. 
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RECOMMENDATION 1-2 

Reorganize the operation of the Media and Technology Services Department into three distinct areas 
of responsibility: Instructional Media and Technology, Data Processing, and Network and 
Maintenance Services. 

This structure is consistent with many other districts and clearly identifies responsibilities. Exhibit 1-4 
identifies the suggested structure.  

In reviewing the current management structure and through staff interviews, it was difficult to establish 
clear lines of responsibility.  Often, it was necessity or lack of action that prompted staff members to 
perform a task. It appeared that many of the routine processes were undocumented or unavailable for 
review.  A structure such as the one suggested here assigns responsibility for certain technology 
functions within the district so that stakeholders and senior leadership will know which area should 
address certain issues. 

Within the department it is the responsibility of the director to make sure that each of the three 
coordinated areas has annual goals, projected budgets, and the resources they need to carry out action 
plans. They should be able to document and track progress toward reaching those goals.  It was evident 
that there were numerous initiatives underway within the department.  It was not clear, however, that 
they were being coordinated in a way to adequately assess their progress.  

EXHIBIT 1-4 
SUGGESTED MEDIA AND TECHNOLOGY SERVICES REORGANIZATION 

 
Source: Created by MGT of America, Inc., 2013. 

This structure identifies specific areas of responsibility, oversight, and accountability.  
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FISCAL IMPACT  

Since this organizational structure represents a reduction from the current organizational chart by one 
position and the filling of currently vacant positions, GCS should be able to accomplish this at no 
additional cost.   

FINDING 

E-rate application is a complicated process that requires a significant level of detail and knowledge to 
ensure that GCS receives as many funding discounts as possible.  Other school districts utilize consultant 
services as a way of maximizing funding and ensuring full compliance with the federal guidelines.  
Department staff currently complete all of the necessary forms while trying to complete their normal 
duties. Due to the recent vacancy at the director level, the department has limited experience in the E-
rate application process.  

RECOMMENDATION 1-3 

Contract with a consultant to review the current level of E-rate funding and to assist in the district 
application for E-rate funds. 

This recommendation will ensure GCS that a professional with proven E-rate experience is assisting the 
district. The use of an E-rate consultant serves two functions. First, they can review the current E-rate 
filing to make sure all of the federal guidelines are correctly followed.  School districts are randomly 
audited and have been required to pay funds back to the federal government for errors ranging from 
improper use of funds to clerical errors.  Secondly, an E-rate expert consultant can look at current plans 
and make suggestions, based on experience, on methods to receive additional funds through added 
discounts that are not being accessed. 

FISCAL IMPACT  

The cost of consultant services varies by the size and scope of the discounted services.  Many charge a 
flat fee, while others use a sliding scale. It is likely, though, that the cost of such services would be less 
than the additional funds that may be generated because of the expertise that a professional with 
proven E-rate experience would have when assisting the district. 

An indirect cost savings would be in reduced staff time required to accomplish the application process. 

1.2  TECHNOLOGY PLANNING 

A comprehensive technology plan is required for the coordinated acquisition, implementation, and 
support of technology in a school district.  Funding levels for technology have decreased and it is nearly 
impossible for a school district to implement technology initiatives in a single year.  Technology plans 
should be focused on providing a learning environment built on a foundation of access and support. 
They should include goals that are specific, measurable, and supported by the initiatives in the district. 
Technology plans should address specific needs of the schools and involve stakeholders in the 
development of the goals, objectives, and desired outcomes. 
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GCS has a school board-approved technology plan in place, as required to be eligible to receive E-Rate 
discounts on telecommunication services. The plan must meet guidelines outlined in the Essential 
Components and E-Rate Plan Criteria also available on the Florida DOE website.   

FINDING 

The GCS district technology plan is not communicated to stakeholders and is not used as a guide for 
technology implementation.   

Through interviews and observation, MGT found that most district staff and school based personnel had 
limited or no knowledge of the technology plan. No evidence was found that would indicate that 
stakeholders were involved in the development of the plan. Specific actions outlined in the plan are not 
currently followed. While the technology plan outlines specific goals and objectives for each goal, there 
are no benchmarks or measures of success indicated other than those quoted from the District Strategic 
Plan. 

A survey of stakeholders indicated that 32 percent of district administrators, 50 percent of school 
administrators, and 32 percent of teachers felt that they had input on long-range technology planning.  
Exhibit 1-5 shows survey responses from GCS. 

EXHIBIT 1-5 
SURVEY RESPONSES 

Our school district requests input on the long-range technology plan. 

 

 

 

 

 

 

 

Source: MGT of America, Inc. survey results, 2012. 

RECOMMENDATION 1-4 

Establish a Technology Planning Committee that meets on a regular basis as outlined in the existing 
technology plan. 

The committee should review and revise the technology plan, assist in the establishment of annual 
goals, and monitor the progress in meeting those goals. It should also represent stakeholders by 
including both district- and school-based staff.  
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As referenced in the Florida DOE technology planning guidelines, developing a technology planning 
process that involves stakeholders can assist a district in establishing appropriate guidelines, standards, 
and policies in the acquisition and integration of technology into the learning environment.  A 
comprehensive plan is essential to dealing with the challenges and opportunities for funding that arise 
throughout the year. 

According to The International Society for Technology in Education (ISTE) technology standards, 
administrators should engage in an ongoing process to develop, implement, and communicate 
technology-infused strategic plans aligned with a shared vision. 

The implementation of this recommendation should increase the percentage of personnel having input 
into the district’s long-term technology plan.  

FISCAL IMPACT 

This recommendation can be accomplished with existing resources. No additional costs are required. 

FINDING   

The Media and Technology Department does not have established annual goals nor an operating budget 
established for routine operations.  

Through interviews with district staff and school visits, MGT found that many technology initiatives were 
underway in the district.  However, there was no evidence that these projects were organized in any 
measurable way.  Timelines were vague or nonexistent and no clear planned budget expenditure was 
evident.  It was unclear which projects were considered a priority and no documentation was available 
that identified measurable progress.   

RECOMMENDATION 1-5 

Establish specific short term goals for each major project underway with measureable goals, 
timelines, and funding requirements. 

By establishing and communicating goal oriented project documentation, the district can monitor 
progress and establish priorities for staffing.  Greater communication about progress and needs will be 
available for all stakeholders. This is consistent with industry standards as outlined by the Information 
Technology Infrastructure Library (ITIL) project management process. 

FISCAL IMPACT 

This recommendation can be accomplished with existing resources. No additional costs are required. 

FINDING 

There is insufficient communication to stakeholders about the current status of major technology 
initiatives in GCS. 

Lack of communication and the need for more communication between the technology staff, other 
departments, and schools was consistently listed as a major concern by all of the stakeholders 
interviewed by MGT.  
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There was no regular communication evident and a review of the department website shows no 
updates or project status. There was some communication available through the help desk software; 
however, since many of the issues are not included in the system, no formal communication about them 
is available to affected users.  

The district does not use social networking tools to disseminate information.  There is also a video 
broadcast studio located in the district office that is currently being used for storage.  From input 
provided by personnel, this studio had previously been used to broadcast updates from the 
Superintendent.  

An example of a lack of communication causing a disruption in schools is the recent conversion to 
Microsoft Office 2010. This occurred during the summer months when school was on summer break. No 
communication to schools was provided that the conversion was taking place.  As a result, when 
teachers returned to school in the fall, they were unable to open files created in the previous version. 
This was reported by several staff at different times during the MGT visits. 

RECOMMENDATION 1-6 

Develop a communication plan to keep all district staff informed of the status of projects and planned 
implementations.  

The communication plan should use existing websites as well as traditional newsletters, bulletins, and 
other media.  GCS should also explore the option of using social networking tools for communication to 
staff members.  Other school districts in Florida use services such as Twitter and Facebook as additional 
communication tools. 

This is consistent with practices and benefits outlined in the ITIL guidelines.  According to ITIL, 
communication is an important part of quality.  When new system

FISCAL IMPACT 

s are developed or existing ones 
further developed, all participants must be kept informed of the current status of development, the 
potential impact on existing services, and the planned testing and associated training. 

This recommendation can be accomplished with existing resources. No additional costs are required. 

1.3  INFRASTRUCTURE, HARDWARE, AND SOFTWARE 

Access to technology is a requirement for any organization to function today.  District leadership must 
have accurate and timely access to data to manage the efficient operation of the school system.  
Teachers must have access to information about their students and to instructional content and tools to 
deliver instruction to students who are increasingly immersed in a world that uses technology every day.  
Data and communication networks are the essential element that ties technology and people together. 
State requirements for online testing raise the stakes for school districts to provide reliable and 
adequate network connectivity. Increasing demands on the teacher to provide a learning environment 
that addresses all of the Common Core Standards requires reliable technology with sufficient power and 
speed to function in the time restraints of the classroom. 

Page  205  of   238



GCS has local area networks in place in all schools connected to a larger district-wide network through 
fiber optic and copper cabling. Total bandwidth available to the district is reported to be 100 mb/sec. No 
data was provided indicating the available bandwidth at each school. The Media and Technology 
Department recently upgraded switches to increase reliability of the network.  GCS has several 
conversion processes underway including migration to Active Directory for network management and 
Google Mail Services for district e-mail.  

FINDING 

There is inadequate documentation available for the support and management of the network 
infrastructure. 

It was evident that all network support and management was under the direction of one individual 
contractor in GCS. There was no documented evidence of a complete overview of the network structure 
or status of the individual nodes. The Media and Technology Services Department has installed Novell 
ZENworks in some computers.  That product can inventory and track computers on the network; 
however, it does not function in computers with insufficient memory. GCS schools have many 
computers on the network that are reported to MGT as unusable due to lack of memory and slow 
operation. 

The lack of documentation can impact the network operation in the event the single network manager 
becomes unavailable.  While the level of expertise of network management seems to be at a high level, 
ongoing support is reduced to a trial and error method due to the lack of documented procedures.   

RECOMMENDATION 1-7 

Consider contracting with a vendor through a competitive bid process for a review and 
documentation of the network infrastructure. 

This process will give GCS a complete analysis of the connectivity at each school and district site as well 
as make recommendations for efficient operation and improved reliability.  It will give management the 
data it needs to make budget projections on future needs. The documentation will also assist future 
troubleshooting when network issues arise. A full description of each device on the network will assist 
inventory control, future upgrade planning, and physical security.  

FISCAL IMPACT 

Costs associated are undetermined.  Some costs may be reduced through bidding and internal staff 
time.  Some diagnostic services may be offered by local telecommunication providers. Reduced staff 
time for support will be a direct savings as a result of this recommendation. 

FINDING 

Recently acquired technology is under-utilized in classrooms. 

Chattahoochee Elementary School, George Munroe Elementary School, East Gadsden High School, and 
West Gadsden High School received School Improvement Grants (SIGs) that included the purchase of 
additional computer equipment, interactive whiteboards, and Apple iPads for the schools.   
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MGT did not observe the iPads in use in any of the schools where they were located. iPad carts were 
observed at East Gadsden High School, but were located in the Media Center storage area as shown in 
Exhibit 1-6. When asked about their use, it was indicated that they were in the process of having a 
software update.  

EXHIBIT 1-6 
IPAD CARTS 

Source: MGT, November 2012. 

Schools indicated that they used the iPads for website access; however, only two of the four schools 
where iPads were purchased have a functioning wireless network. It was reported that the wireless 
access in those two schools is not reliable in all classroom areas. 

RECOMMENDATION 1-8 

Develop a plan to install wireless network access in all schools. 

The plan should include a thorough evaluation by site of the location and quantity of needed access 
points. Priority should be given to the four schools receiving the SIGs. 

Wireless network access is a necessary element for use of new technologies.  The 2012 K-12 NMC 
Horizon Report lists mobile devices, handheld devices, and tablets as the top three technologies most 
likely to impact education within the next year. The report is endorsed by ISTE as well as the Consortium 
of School Networks, both recognized as leading industry organizations. 

Wireless network access to printers and other devices can reduce future wiring costs and allow for the 
expansion of networks in locations where wiring is prohibited or not cost effective. 

FISCAL IMPACT 

The cost of installing managed wireless network access varies by site.  Once a plan has been developed, 
including a projected timeline, funding sources can be explored. 

FINDING 

Access to modern computers is not equally distributed in schools in the district. 
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MGT visited schools, interviewed personnel, and reviewed asset reports to determine the distribution of 
technology in schools.  Exhibit 1-7 shows a summary of computer distribution based on the current 
asset report for computers purchased after July 1, 2009.  

EXHIBIT 1-7 
COMPUTERS AT SCHOOL SITES LESS THAN FOUR YEARS OLD. 

SCHOOL ENROLLMENT 

COMPUTERS 
PURCHASED SINCE 

7/1/09 STUDENTS : COMPUTER 
Carter Parramore/Hope 204 46 4.43 

Chattahoochee Elementary 238 77 3.09 

East Gadsden High School* 933 300 3.11 

Gadsden Central Academy 37 12 3.08 

Gadsden Elementary Magnet 205 32 6.41 
George Munroe Elementary 716 127 5.64 

Greensboro Elementary 434 111 3.91 

Gretna Elementary 383 50 7.66 

Havana Elementary 590 107 5.51 
Havana Middle* 220 67 3.28 
James A. Shanks Middle* 600 101 5.94 

St. John Elementary 325 6 54.17 

Stewart Street Elementary 646 74 8.73 

West Gadsden High* 529 213 2.48 
Crossroad Academy 390 52 7.50 

    District School Total 6,450 1,375 4.69 
Source:  GCS asset report, 2012. 
* Includes computers located in CTE labs. 

An accurate inventory of older computers was not provided.  It was observed that the majority of 
upgraded or newer computers found in schools were located in labs used for Integrated Learning 
Systems, such as Successmaker, or in the CTE computer lab.  Most teachers had one computer used for 
the interactive whiteboard, access to instructional content, and teacher productivity tools. Because of 
the unreliability and slow operation of classroom computers, MGT observed students using these 
teacher computers as well.  It was observed and verified during interviews that many of the older 
computers were not used due to the extended time that it took to start them up every day and their 
general unreliability. During site visits, it was observed that many of the student computers did not 
work. While most schools had at least one or two in the classroom for student use, as many as 50 
percent no longer functioned and have not worked since the beginning of the school year. Several 
stakeholders stated it was due to the migration over the summer and now there is not enough memory 
to run the computers.  

The computers that were working took very long, for the most part, to boot up. This was observed in 
several cases and, after waiting for over 20 minutes in a lab at Havana Middle School, the computers 
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were still not ready to be used. This delay is too long and students may miss half the class just waiting 
for the computer to boot. 

There is no standard configuration for classroom computers in GCS. 

GCS has no computer replacement policy or plan; however, MGT found that the CTE program was 
following a replacement policy for computer labs serving their programs. 

RECOMMENDATION 1-9 

Establish a standard configuration for technology in classrooms and media centers for elementary, 
middle, and high schools. 

By establishing a standard configuration, GCS can distribute technology on a more equitable basis.  The 
standard can be followed as new funding becomes available serving as a guide for schools and program 
managers. Without standardization, it is difficult to adequately budget for acquisition, replacement, and 
support of these technologies.  Standards are followed in other districts, such as Sarasota County 
Schools (FL), through their replacement plan. 

FISCAL IMPACT 

This recommendation can be accomplished with existing resources. No additional costs are required. 

RECOMENDATION 1-10 

Develop a five-year computer replacement plan to replace older technology. 

A documented replacement plan can be part of a recurring budget and act as a guide for spending new 
funds as they become available. This established regular schedule communicated to stakeholders treats 
each school equally.  The replacement plan should address those configurations identified in the 
standard technology configuration.  Replaced computers should be removed from inventory through the 
surplus process, then used for parts, or distributed to schools that have yet to be part of the 
replacement cycle. 

An exemplary example of an innovative replacement plan is one used in Sarasota County Schools. It will 
result in every school-based computer being under warranty when fully implemented.  

FISCAL IMPACT 

This recommendation can be accomplished with existing resources. No additional costs are required. It 
can be implemented as part of the planned future technology purchases. 

FINDING 

The CTE program has state of the art computer labs in all middle and high schools in GCS. This program 
offers career exploration to students served in those programs. CTE has been following a five-year 
schedule of replacement.  MGT observed these labs being utilized consistently in the schools and often 
were the most updated equipment available. This replacement effort is consistent with best practices 
and, in some cases, exceeds districts that follow a longer replacement cycle due to budget constraints. 
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COMMENDATION 1-A 

The Career and Technical Education program follows a five-year replacement plan for computer 
equipment servicing their programs. 

FINDING 

Printers located in classrooms were found to be unused due to lack of supplies. 

MGT observed stand alone inkjet printers located in most classrooms that were connected to a 
computer for teacher use.  It was reported through interviews and survey data that due to lack of ink 
cartridges the teachers had to either use another teacher's printer, or share ink cartridges between 
classrooms. They then print one copy and carry it to the duplicating machine. 

Schools have at least one IBM Bizhub networkable copy duplicating machine installed.  Some schools 
have more than one of these devices.   

RECOMMENDATION 1-11 

Reduce the inventory of classroom inkjet printers by utilizing the network capabilities of the school 
based duplication devices. 

This recommendation will improve the efficiency and management of printing documents.  The 
networked printers can document use as well as reduce paper by duplex printing capabilities. School 
principals interviewed were open to this recommendation and in some cases indicated that they have 
requested this action.  

FISCAL IMPACT 

This recommendation will reduce costs by reducing the quantity of inkjet cartridges purchased. 

Actual savings will vary, but a conservative estimate of savings based on 100 classrooms purchasing two 
cartridges a year (1 color, 1 black) would be approximately $4,000 per year or $20,000 over five years.  

RECOMMENDATION YEAR 1 YEAR 2 YEAR 3 YEAR 4 YEAR 5 

Reduce the inventory 
of classroom inkjet 
printers by utilizing the 
network capabilities of 
the school based 
duplication devices. 

$4,000 $4,000 $4,000 $4,000 $4,000 

FINDING 

GCS contracted a study of instructional software programs currently licensed or purchased.  The study 
determined which software was most effective and used within the district. 
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COMMENDATION 1-B 

GCS has taken steps to measure the effective use of instructional learning system software and to 
reduce future software costs. 

By reviewing the software used in the district for instruction, the district can reduce its expenditures for 
software that is deemed unnecessary. This practice can be replicated and be of value to other school 
districts. 

FINDING 

The Student Information System (SIS) and the HR/Finance systems planned for the future are disparate 
systems. 

GCS is in the process of converting the SIS from TERMS to Skyward.  GCS indicated that the software 
system was purchased though a formal bid, though no documentation of the process was provided to 
MGT upon request. According to documentation, within a two-month period, separate purchase orders 
to two different vendors for a new SIS were made. Exhibit 1-8 lists the purchase order information.   

EXHIBIT 1-8 
PURCHASE ORDERS FOR SIS UPGRADES 

DATE PO NUMBER SERVICES PURCHASED AMOUNT 

4/23/2012 182677 
CrossPointe SIS  
Through 2013 

$166,525 

6/11/2012 182858 
Skyward Student 

Management Suite 
$183,185 

Source:  GCS, 2012. 

The purchase order to CrossPointe was apparently cancelled.  It is evident that further evaluation may 
be necessary to avoid potential issues in the future. 

Skyward software provides web based access to student data, a parent portal, and an online grade book 
for teachers. The Media and Technology Services Department meets via a telephone conference call 
approximately once a week to verify the status of the implementation. It was reported by staff that the 
migration was proceeding as planned, though no formal documentation or checklists were available.  A 
projected calendar was provided to MGT. Training to be provided to GCS staff is part of the purchase 
agreement and included in the calendar. The projected changeover to Skyward is Fall 2013. Extensive 
training is scheduled for Summer 2013. 

The HR/Finance Department contracts with PAEC for data services. The department indicated that they 
are satisfied with the quality of services currently provided.  They have also contracted with PAEC to 
provide an upgrade to services to the product under development by PAEC referred to as FOCUS. 
Limited data was available since the product is still under development.  Several staff at GCS indicated a 
concern that the SIS and the HR/Finance system were disparate systems.  

With the implementation of performance based evaluation systems that rely on student performance 
data as part of the evaluation process, it is important that these systems communicate data seamlessly. 
This is currently an issue that causes errors when new hires are entered into the HR system before 
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classes can be assigned. Since this involves two separate systems at the present time there have been 
reported delays in the process. 

RECOMMENDATION 1-12 

Re-evaluate the decision to use separate products for SIS and HR/Finance. 

Reducing the number of disparate database systems could result in more efficient operation of the 
school district.  While cost is one aspect of the evaluation process, functionality, professional 
development, support, and future use are just as important to consider. A complete cost/benefit 
analysis should be reviewed by both the HR/Finance Departments and the Media and Technology 
Services Department. The decision should also involve participation by the Technology Planning 
Committee. 

A reduction in the quantity of disparate databases streamlines the operation and redundancy in an 
organization and improves the efficient operation of the district. An indicator of best practices according 
to the Office of Program Policy Analysis and Government Accountability (OPPAGA) is that independent 
databases are effectively managed to provide reliable and accurate data and ensure efficient operations.  

FISCAL IMPACT 

A fiscal impact cannot be determined at this time. Additional costs may be encountered by selecting a 
different product, but efficiencies would be gained for years in having both areas incorporated into the 
same software application.  

1.4  PROFESSIONAL DEVELOPMENT 

Professional development is a required element for the effective use of technology.  While all pre-
service college of education programs offer courses in technology, ongoing training is needed in specific 
software and specialized hardware implementations.  Without adequate training, technology is often 
unused or used ineffectively in the classroom.  

FINDING 

GCS offers minimal professional development opportunities to staff and school based personnel.  

Data made available to MGT included a listing of technology trainings offered during the 2011-12 school 
year.  Exhibit 1-9 shows the trainings that were listed. No attendance records were provided upon 
MGT’s data request. 
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EXHIBIT 1-9 
PAEC/GADSDEN COUNTY COURSES  

COURSE TITLE 
2011 Gadsden Educational Technology Conference 
Autism Endorsement: Assistive/Instructional Technology (PAEC) 
East Gadsden High: Implementing Technology with IPADS 
Teaching with Technology 
Technology 101: Using SMART Products in the Classroom 
Technology for Classroom Teachers: Greensboro Elementary 
Technology Integration Training 2012 
Technology Integration Training George Munroe Elementary 

Source:  GCS Media and Technology Department, 2012. 

During the Summer of 2011, GCS conducted the Gadsden Educational Technology Conference where 
teachers were invited to attend a week-long conference. Vendors presented training on their products 
to attendees. The intent was to provide a “train the trainer” environment.  No follow-up was provided 
as to the effectiveness of the training.  Based on interviews with teachers and staff, MGT found that, in 
some cases, attendees did provide fellow teachers with follow-up training at schools; however, this was 
not consistent among schools. 

The Media and Technology Services Department has one instructional trainer assigned. Since August 
2012, the trainer has had the responsibility for planning professional development as well as supporting 
the ILS systems.  This dual role resulted in the trainer spending approximately 25 percent of her time on 
training content not related to ILS software support. 

The need for additional professional development was reported frequently by staff interviewed by MGT 
and was cited as a possible reason some equipment such as student response systems, interactive 
whiteboards, iPad carts, and Macbook carts were not used regularly or integrated into classroom 
instruction.  The need for training on Microsoft Office products was conveyed through interviews by 
staff members and school-based personnel.  Exhibit 1-10 shows survey response data collected by MGT. 
As shown in this exhibit, 34 percent of teachers did not feel that adequate professional development 
was offered and 53 percent of administrators agreed with this lack of training for technology.  
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EXHIBIT 1-10 
SURVEY RESPONSES 

Our school district provides adequate technology-related staff development. 

 
Source: MGT of America, Inc. survey results, 2012. 

Training set for teachers and staff related to the Skyward SIS installation has been scheduled for 
Summer 2013.  Exhibit 1-11 shows the schedule of activities for August 2013 and additional training is 
scheduled for September. These training activities are provided by Skyward as part of the 
implementation process. 
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EXHIBIT 1-11 
SKYWARD IMPLEMENTATION SCHEDULE AUGUST 2013 

DATE TRAINING DATE TRAINING 

1 
8:30 a.m. – 3:30 p.m. 
Special Ed/ESE Training 
Conversion Clean-up/Data Entry 

14 
8:30 a.m. – 3:30 p.m. 
Attendance Training for Office 
Staff – Group B 

5 
9:00 a.m. – 12:00 p.m. 
Health Training on Training 
Environment 

15 
8:30 a.m. – 3:30 p.m. 
Attendance Training for Office 
Staff – Group C 

6 

8:30 a.m. – 3:30 p.m. 
Special Programs Training 
8:30 – 11:30 – ELL Data Entry 
12:30 – 3:30 – All other Special Programs  
(home school, title 1, 504, career/tech, migrant) 

27 
8:30 a.m. – 3:30 p.m. 
Grading Training - 
Transcripts/FASTER 

7 
8:30 a.m. – 3:30 p.m. 
State Reporting Training/Surveys 

28 
8:30 a.m. – 3:30 p.m. 
Grading Training - 
Transcripts/FASTER 

8 
8:30 a.m. – 3:30 p.m. 
Special Ed/ESE Training 

29 
8:30 a.m. – 3:30 p.m. 
Graduation Requirements 

13 
8:30 a.m. – 3:30 p.m. 
Attendance Training for Office 
Staff – Group A 

  

Source: GCS, Department of Media and Technology Services, 2012. 

RECOMMENDATION 1-13 

Create a cadre of technology trainers using existing teachers and staff. 

Training should be an ongoing event in the school district.  As new employees are hired or existing 
employees change roles, training should be available for them to enhance their skills and perform their 
required duties. Once identified, these trainers can assist in the development of courses needed by 
instructional and support staff.   

RECOMMENDATION 1-14 

Provide additional professional development opportunities for teachers and staff through after hours 
training. 

Courses can be offered after hours using a combination of school labs, district office labs, and 
potentially, labs located at the Gadsden Technology Institute, which currently does not offer evening 
programs.  

Providing effective professional development is consistent with ISTE technology standards for 
administrators that state "Educational Administrators promote an environment of professional learning 
and innovation that empowers educators to enhance student learning through the infusion of 
contemporary technologies and digital resources." 

Some education grants require that a portion of funding must be spent directly on professional 
development. The Elementary and Secondary Education Act (ESEA, the "No Child Left Behind Act") has 
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included in its support for technology the requirement that 25 percent of the funds be devoted to 
training and professional development. 

FISCAL IMPACT 

Funds for stipends paid to trainers and participants should be allocated as part of the budget process.  
All technology implementations should address professional development as part of the purchase 
process. Due to these grant funding practices, no additional funding is required by the district.  

RECOMMENDATION 1-15 

Explore opportunities for the delivery of online professional development within GCS. 

Through the use of web-based Learning Management Systems (LMS) such as Moodle, GCS could create 
and manage online courses for staff.  In addition, GCS is in the process of installing Safari Montage, a 
digital content on demand delivery system that can be used to provide just in time training to staff. 

These systems are currently in use in other school districts and have shown to be highly successful in 
districts such as Sarasota, Hillsborough, and Palm Beach. 

Online courses can be made available to staff during non-work hours.  The lack of available release time 
for training was reported to MGT during site visits and interviews. 

FISCAL IMPACT 

Additional funding would be required for staff time to develop course content and for stipends paid to 
course instructors.  Online courses can have a higher instructor to student ratio and can therefore 
reduce costs over traditional face-to-face training.  Some software such as Moodle is free but requires a 
fileserver.  Existing hardware resources can be used to provide a fileserver during any pilot phase. 

Online courses through products such as Moodle can be developed as self-paced, with self-grading 
assessments requiring a minimum of moderator time. These would allow for a contracted pay formula 
for instructors.  For a 30 hour participant course (estimated time to complete), estimated costs could be 
calculated as: 

 Development: 40 hours at $20 per hour: $800 (one time cost since course is reused after 
development). 

 Course proctor/moderator for up to 30 participants: $500 (flat fee). 

A total cost is estimated at $3,300 for 150 participants, or $22 per participant, per course.  

ONLINE COURSE YEAR 1 YEAR 2 YEAR 3 YEAR 4 YEAR 5 

Participate in online 
courses for 
professional 
development 

($1,300) ($500) ($500) ($500) ($500) 
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1.5  TECHNICAL SUPPORT 

Ongoing support is an important part of any technology implementation. Without adequate and timely 
support, technology often goes unused. When technology is supported, teachers can integrate it into 
their teaching and students can depend on it to actively participate in the learning environment.   

GCS employs four full-time repair technicians to support all schools and offices.  In addition, high schools 
have one additional unit assigned to the school to assist in the support of technology.  MGT found that 
the additional unit at East Gadsden High is currently vacant. Funding for the additional support is 
provided as part of the SIG. 

Many of the schools have a full-time computer lab proctor that assists in the school-based computer 
labs. GCS staff indicated that a single point of contact had been established at each school for the 
purpose of collecting technology repair issues at the school.  A list of these individuals was not available 
when requested; however, it was reported to be either a lab proctor or the media specialist in most 
cases. 

Network support is provided by a contracted employee who works a 40 hour week and is located at the 
district office. Along with typical network operation support, he also manages and supports other 
technology services.  Exhibit 1-12 lists some of the tasks currently assigned to the network support 
position. 

EXHIBIT 1-12 
LIST OF RESPONSIBILITIES FOR OUTSOURCED NETWORK SUPPORT 

Admin for All Domain Controllers (DNS, DHCP) Google Apps Migration and Implementation 
Internet Access Admin for All File Servers 
Content/Web Filter Administration Admin for All Print Servers 
Admin for All Phone Systems Antivirus Server Admin 
Build And Maintain All Wireless Networks Create, Test and Distribute All Network Applications 
Maintain and Configure All Switches and Routers AS400 TERMS Client Access Connectivity 
Computer Based Testing Help Desk Maintenance and Programming 
Server Administrator-Mail, Spam Filter Active Directory Implementation 
User Account Creation and Maintenance Phone Support for Field Technicians 
Windows 7 Migration, Configuration and Testing Support for Network Applications 

Source: GCS Network Administrator, 2012. 

GCS maintains a district warehouse for temporary storage of new and outdated hardware.  As new 
hardware is delivered, asset numbers for inventory are assigned before delivery to schools.  Delivery to 
schools is carried out by the repair technicians either individually or as a group.  MGT could find no 
evidence of how the status of new technologies ordered and received is communicated to schools. 

FINDING 

The process to remove non-functioning computer equipment for disposal is inefficient.  

Equipment waiting for surplus is collected from schools and stored in the warehouse.  Exhibits 1-13 and 
1-14 show examples of the surplus equipment.  MGT found several instances where stacks of computers 
were in schools waiting to be removed. School staff reported many of these had been there from as long 
as several months to a year. 
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EXHIBIT 1-13 
WAREHOUSE COMPUTERS TO BE DISCARDED 

 
Source: MGT of America, Inc., Nov. 2012. 

EXHIBIT 1-14 
COMPUTERS AT EAST GADSDEN HIGH SCHOOL 

WAITING FOR REMOVAL 

 
Source: MGT of America, Inc., Nov.2012. 

RECOMMENDATION 1-16 

Remove old, non functioning computers from schools. 

Stacks of older outdated technology located in schools send the wrong message to the public. It can be 
perceived as the schools having more technology than they need. It can send the message that 
personnel are not taking care of the technology. GCS should establish a schedule for pickup and 
complete this task as soon as possible. 

FISCAL IMPACT 

GCS currently receives funds from the recycling company used for disposal mitigating any additional 
expenses for additional staff time. 

FINDING 

Support for existing technology in schools in inadequate and inefficient.  

Through interviews, observation, and survey responses MGT found that the lack of technology support 
was a major concern from stakeholders. Each repair technician is responsible for up to four schools that 
are not necessarily geographically assigned. It was reported that technicians report to schools no more 
than once a week.  Due to a reported high absentee rate, many schools go without services for as much 
as two to three weeks. There appears to be a lack of oversight or direct accountability for the level of 
service provided directly to schools.  MGT found computers located in schools that do not function, and 
reportedly had not functioned in some cases the entire school year. In the case of Stewart Street 
Elementary School, in one lab the majority of computers were not working and have not been 
operational for three years according to administrative staff and teachers running the lab. 

Technology issues are reported through an online system referred to as help desk. MGT found that as 
few as 50 percent of the actual issues are reported in this manner with the remainder reported on paper 
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lists handed to the technicians directly. Data provided by GCS indicated that of the 99 open issues listed 
in the help desk report, only 13 were less than one week old while 32 were more than one month old; 
however, this list did not include all items as indicated by personnel and an aging report for these items 
older than 180 days was not available on the current help desk system.  

Warranty repairs are completed directly by the GCS technicians even though the district purchases 
onsite warranty repair. 

Exhibit 1-15 Shows results from the survey of stakeholders. It shows only 32 percent of district 
administrators, 57 percent of school administrators, and 46 percent of classroom teachers feel that 
adequate technology support is provided. 

EXHIBIT 1-15 
SURVEY RESPONSES 

Our school district provides adequate technical support. 

 
Source: MGT of America, Inc. survey results, 2012. 

RECOMMENDATION 1-17 

Redefine technology support liaison positions at each school. 

Technology support liaisons should be a supplemented position through stipends for extra hours, or 
provided release time from their current duties where feasible.  The Media and Technology Services 
Department should provide additional training and establish competencies needed for this position. A 
complete list of responsibilities should also be established. 

By training these personnel in trouble shooting and basic network operation support they can be 
directly responsible for some of the routine maintenance procedures and end user support.   

School-based support is used in a variety of ways by different school systems. The size of the school 
district and funds available directly impact the implementation used. GCS has an internal example of an 
effective approach to support.  James A. Shanks Middle school uses their media specialist in this 
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capacity.  As a result, the teachers reported a much higher level of satisfaction during the MGT site visit.  
Some of the repair functions are completed by the media specialist who maintains a parts supply as 
shown in Exhibit 1-16 that were recovered from damaged, surplus computers. 

EXHIBIT 1-16 
PARTS SUPPLIES AT JAMES A. SHANKS MIDDLE SCHOOLS 

 
Source: MGT, America, Nov. 2012. 

FISCAL IMPACT 

Costs associated with this recommendation include stipends for support liaisons. Estimating a $20 
hourly rate results in providing as much as twice the support provided at schools for slightly more than 
the cost of adding one employee at the district office. The fiscal impact does not include fringe benefits 
as that amount was not provided by the district.  

Example of a cost estimate would be: 

SCHOOLS HOURS PER WEEK EST. HOURLY RATE NUMBER OF WEEKS 
TOTAL ANNUAL 

COST* 

15 5 $20 36 $54,000  

* Excludes benefits.  

RECOMMENDATION YEAR 1 YEAR 2 YEAR 3 YEAR 4 YEAR 5 
Support Liaison 
Positions 

($54,000) ($54,000) ($54,000) ($54,000) ($54,000) 

RECOMMENDATION 1-18 

Implement a policy requiring all requests for technology repair services to be entered into the help desk 
system. 

This recommendation will increase accountability and allow for greater oversight of technology repair 
services.  When local issues are reported by paper, resources may be improperly allocated to adequately 
service schools.  
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This is consistent with best practices used by other school districts and institutions. Accurate data will 
assist GCS in determining future support requirements and staffing. 

FISCAL IMPACT 

This recommendation can be accomplished with existing resources. No additional costs are required.  

RECOMMENDATION 1-19 

Consider purchasing a more robust issue reporting and tracking system for technology support and 
repair. 

Currently, repair issues are not tracked by asset number.  A more robust system can offer a greater level 
of data reporting to assist in the management of personnel resources and help reduce future issues 
through preventive maintenance.  A more complete reporting system can include automated 
notification and escalation capability for tickets open longer than a specified time.  Systems in use by 
other districts include both internal systems and outsourced help desk services. 

FISCAL IMPACT 

Costs associated would be determined after evaluating different systems. 

RECOMMENDATION 1-20 

Establish an acceptable level of service standard for technology support issues 

Each reported issue to the tracking system should be assigned a priority by an agreed upon standard. 
Once established, a required minimum response time should be followed and responsible parties should 
be accountable for meeting that level of service. The district office should be responsible for assigning 
the priority and monitoring progress. 

An example of an outstanding implementation is one underway in Sarasota County Schools.  Critical 
priority issues are sent via instant message to field techs.  They must respond within a specified time 
and close the help desk ticket.  Those are monitored by management and used to evaluate the 
effectiveness of the support personnel.  Lower priority items are given a longer completion time. This 
way, technicians spend their time in the most efficient way solving the most critical issues first. GCS 
could contact Sarasota County Schools to assist with implementation.  

RECOMMENDATION 1-21 

Complete repairs for technology under warranty by warranty service providers. 

MGT found that district technicians currently visit a school less than one day a week.  This causes a 
minimum delay of two weeks when replacement parts are needed.  The current warranty purchased for 
computers includes a two-day onsite response for repairs.  This increases the service provided to schools 
while reducing the technician workload. Responsibility for reporting warranty repair should be part of 
the support liaison duties. 
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FISCAL IMPACT 

This recommendation can be accomplished with existing resources. No additional costs are required and 
will allow for greater efficiencies within the district.  

RECOMMENDATION 1-22 

Consider certification of technicians as warranty service providers. 

By completing warranty repair services the district will receive funds back from the computer vendor. 
This is consistent with other school districts that provide their own warranty repair services. The 
presence of trained certified repair technicians will increase the productivity and efficiency of support 
services.  

FISCAL IMPACT 

Costs associated with the certification process vary by vendor.  Some districts have negotiated 
technician certification training as part of a purchasing agreement, which is recommended for GCS. 

FINDING 

Operation and functionality of the Internet filter currently in place is not meeting the needs of district 
staff and school based instructional personnel. 

MGT received feedback from stakeholders at every level and on numerous occasions indicating that 
they were not able to access needed web-based content.  They expressed frustration with the process 
to unblock access to web content.  It was suggested that users are not properly trained or were not 
following procedures.  MGT was not provided with any written documentation of established 
procedures for reporting filter issues.  Requests for unblocking web content were found in the help desk 
issue report, but many were listed as open for more than two weeks. 

During school visits it was a common theme that too many websites were being blocked. Internet access 
was not available all of the time and when an attempt was made to access state required curriculum 
guidelines, work books, and current events (which are needed for secondary and the alternate school), 
the websites are blocked. 

RECOMMENDATION 1-23 

Establish and communicate an efficient process for evaluation of web content access requests. 

This recommendation will result in a clearly communicated procedure to be followed by staff and 
teachers.  It is consistent with ITIL standards of communication and level of service provided to clients. 

In communicating such a process the following should be addressed:  

 List the steps necessary for access to the Internet including proper login procedures. 

 Include a listing of the criteria or rules used to determine if a site is blocked. 
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 Provide an online form (e-mail or helpdesk) for a review of a site (this also can be used to report 
sites that are not currently blocked). 

 Review and respond to all requests within an advertised time period. This should be within 24 
hours with a goal of same day service. 

 Establish an appeal process for requests that are not acted on within the agreed time. 

FISCAL IMPACT 

This recommendation can be accomplished with existing resources. No additional costs are required.  
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APPENDIX A 
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APPENDIX A 

MGT uses a statistical formula to set an acceptable return rate in order to declare that survey results are 
“representative” of the population surveyed. In the case of Gadsden County Schools, the response rate 
for teachers was below their standard while central office administrators along with principals/assistant 
principals met the standard.  

Exhibit A-1 shows the response rate by classification of those responding to the web-based, anonymous 
survey. 

EXHIBIT A-1 
RESPONSES BY CLASSIFICATION 

 
Source: MGT of America, Inc. survey results, 2012. 
Note: Teacher response rate was not adequate to meet “representative” status. 
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Exhibit A-2 shows responses by GCP when asked if the district provides adequate technology-related 
staff development.  

As shown: 

 Principals/assistant principals agreed strongly with this statement. 
 53 percent of central office administrators did not agree. 
 34 percent of teachers that responded disagreed. 

EXHIBIT A-2 
OUR SCHOOL DISTRICT PROVIDES ADEQUATE TECHNOLOGY-RELATED STAFF DEVELOPMENT 

 
Source: MGT of America, Inc. survey results, 2012. 
Note: Teacher response rate was not adequate to meet “representative” status. 
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Exhibit A-3 shows the responses for the three groups when asked if GCS requests input on the district’s 
long-range technology plan. 

As shown: 

 Only 3 percent of central office administrators agreed. 
 Half of principals/assistant principals agreed. 
 Of the teachers responding, 32 percent agreed. 

EXHIBIT A-3 
OUR SCHOOL DISTRICT REQUESTS INPUT ON THE LONG-RANGE TECHNOLOGY PLAN 

 
Source: MGT of America, Inc. survey results, 2012. 
Note: Teacher response rate was not adequate to meet “representative” status. 
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Exhibit A-4 shows the responses by the three groups when asked if the district provides adequate 
technical support. 

As shown: 

 Only 32 percent of central office administrators agreed. 
 57 percent of principals/assistant principals agreed. 
 46 percent of teachers that responded agreed. 

EXHIBIT A-4 
OUR SCHOOL DISTRICT PROVIDES ADEQUATE TECHNICAL SUPPORT 

 
Source: MGT of America, Inc. survey results, 2012. 
Note: Teacher response rate was not adequate to meet “representative” status. 
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Responses when asked if one had adequate equipment and computer support are shown in Exhibit A-5. 

As shown: 

 69 percent of central office administrators responded favorably. 
 71 percent of principals/assistant principals agreed. 
 47 percent of teachers that responded agreed. 

EXHIBIT A-5 
I HAVE ADEQUATE EQUIPMENT AND COMPUTER SUPPORT TO CONDUCT MY WORK 

 
Source: MGT of America, Inc. survey results, 2012. 
Note: Teacher response rate was not adequate to meet “representative” status. 
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Exhibit A-6 shows the responses of the three groups when asked if administrative computer systems are 
easy to use. 

As shown: 

 58 percent of central office administrators agreed. 
 71 percent of principals/assistant principals agreed. 
 49 percent of teachers that responded agreed. 

EXHIBT A-6 
ADMINISTRATIVE COMPUTER SYSTEMS ARE EASY TO USE 

 
Source: MGT of America, Inc. survey results, 2012. 
Note: Teacher response rate was not adequate to meet “representative” status. 
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Exhibit A-7 shows the responses of the three groups when asked if technology is effectively integrated 
into the curriculum in the district. 

As shown: 

 Only 26 percent of central office administrators agreed. 
 71 percent of principals/assistant principals agreed. 
 60 percent of teachers that responded agreed. 

EXHIBIT A-7 
TECHNOLOGY IS EFFECTIVELY INTEGRATED INTO THE CURRICULUM IN OUR DISTRICT 

 
Source: MGT of America, Inc. survey results, 2012. 
Note: Teacher response rate was not adequate to meet “representative” status. 
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APPENDIX B 
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APPENDIX B 

EXHIBIT B-1 
TECHNOLOGY DIRECTOR JOB DESCRIPTION 

NORTHWEST ALLEN COUNTY, INDIANA 
12 SCHOOLS 

 
Primary responsibility of the Technology Director is to provide for the planning and implementation of technology 
to improve teaching, learning, communication, and school management. 
A. Technology Director shall guide the district in the implementation of technology. 

 Meet with NACS stakeholders to evaluate current programs, assess needs, and prepare for future 
implementations. 

 Lead the district Technology Committee in designing the technology plan to guide district technology and 
meet state requirements. 

 Stay current with trends in education and technology to make recommendations for the direction of 
district technology. 

B. Technology Director shall manage the budgets used for technology purchases, including Capital Projects 
Funds, grants, building projects, and other funds. 
 Guide responsible purchasing for all technology related items. 
 Maintain clear records for accountability and auditing purposes. 

C. Technology Director shall oversee the technology infrastructure to facilitate communications. 
 Guide the technology department to ensure stability for local, wide, and regional area networks. 
 Prepare for expansion of the network where convergence of other systems becomes feasible and 

beneficial to the district. 
D. Technology Director shall oversee the training of NACS staff in the use of technology. 

 Coordinate instruction and documentation for the effective use of technology. 
 Coordinate instruction to encourage integration of technology into the curriculum. 

E. Technology Director shall oversee the data management needs of the district. 
 Guide the standardization of data entry for the student information system, data warehouse, and other 

district databases. 
 Guide the accurate submission and extraction of data for district, state, and federal reporting. 

F. Technology Director shall oversee the management and maintenance of the district web site. 
 Guide the creation of web pages to accurately represent the district. 
 Coordinate procedures for timely updates to all web pages. 

G. Technology Director shall supervise all personnel within the technology department. 
 Manage immediate supervision of members of the district technology department, including hiring, 

supervision, and evaluation. 
 Assist building principals with the hiring, supervision, and evaluation of building technology personnel. 

Source: Northwest Allen County Schools, 2013. 
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EXHIBIT B-2 
SAMPLE JOB DESCRIPTION 

DIRECTOR OF TECHNOLOGY 
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EXHIBIT B-2 (CONTINUED) 
SAMPLE JOB DESCRIPTION 

DIRECTOR OF TECHNOLOGY 
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SAMPLE JOB DESCRIPTION 

DIRECTOR OF TECHNOLOGY 
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SAMPLE JOB DESCRIPTION 

DIRECTOR OF TECHNOLOGY 
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EXHIBIT B-2 (CONTINUED) 
SAMPLE JOB DESCRIPTION 

DIRECTOR OF TECHNOLOGY 

 
Source: Northfield Public Schools, 2013.  
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