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There are many ways that schools and systems choose to implement change. The focus of this paper is a comparison of a situation I have experienced to the Concerns-Based Adoption Model (CBAM). I must preface this by saying that though I understand the administration's reasons for the decisions they made, I still have bias based on my perspective as a teacher, so this will color my comments and evaluations of the implementation I experienced. I have had the pleasure/misfortune of going through a situation very similar to the one described in our textbook.

For the purposes of this paper, I will use pseudonyms for the school system, superintendent, local school, and principal that I worked for at the time. The system will be referred to as Pine County. The superintendent will be referred to as Dr. Data. The local school will be referred to as Hornet Elementary, and the school principal will be referred to as Dr. Middle.

Pine County Schools had been under the supervision of the same superintendent for more than a decade, and the superintendent decided to retire. Upon his retiring, a new superintendent was hired and brought with him several new staff members who he had worked with at other schools and systems. Within a few months, Dr. Data, the new superintendent, began to implement many changes in the name of "technology". 


When Dr. Data was first hired, teachers and staff were apprehensive because teachers are opposed to change in general (with just a few exceptions). Once Dr. Data began to roll out various components of his new technology and student achievement plan, the apprehension grew at an alarming rate.


Dr. Data and his new staff made plans to purchase and use various software programs to track student progress and provide instruction, remediation, and differentiation. Over a period of one year, teachers were expected to use these new programs on a daily basis in the classroom. To the teachers at the time, the changes were too many, too fast, even though the programs all have merit and can be beneficial to both students and teachers. 

CBAM Principle 1 states that "Change is a process, not an event." To the administration, this year-long rollout seemed like a process. To the classroom teachers, it seemed like an extended event (maybe even a nightmare) that would never end. Principle 2 states that "Change is accomplished by individuals." Though the decisions were made by administration, the individuals who had to actually experience the change were the teachers. This made many teachers resentful of the new administration. Principle 3 states that "Change is a highly personal experience". At first this principle seemed to be experienced by every teacher, but after a period of time, the administrators were affected in ways they hadn't considered or anticipated. Principle 4 states "Change involves developmental growth." Despite the teachers' resistance, they did grow over time and come to see some of the values offered by the new program implementation. Principle 5 states "Change is best understood in operational terms." The new administration made it clear that they believed all of the new software was going to increase teacher productivity and raise student test scores. At first, teachers did not agree, but over time, most of them were able to see and admit that their old methods for data collection were not as effective as the new ways. Principle 6 states that "The focus of facilitation should be on individuals, innovations, and the context." This principle was especially true at the time, because the focus was on these things.

All principles were addressed, whether positively or negatively. Though administration did have the best intentions with their new plans, the fact that many new programs were introduced so quickly caused the teachers to feel forced into situations they weren't equipped to handle. Principals were put into awkward situations because they had to explain numerous times the benefits of the programs and the requirements being asked of the teachers.

The first program that was implemented was called Infinite Campus. Infinite Campus is a database that can be accessed online. It tracks personal student information, including enrollment history, emergency contacts, class schedules, grades, and attendance. It has a parent component that allows parents to log in to check student progress in classes. Teachers complained about having to take attendance online daily, but once they got used to it (the process takes less than three minutes depending on computer/Internet speed), they appreciated it. However, they were, and still are, less than thrilled about the grade book component of Infinite Campus. 


Grades must be entered at certain times so that when report cards are printed by the school office, all grades will be updated. Occasionally a parent will check a child's grades online and will question why they have so few. This requires the teachers to enter grades almost daily, rather than entering them all in their hard copy grade books on weekends as some have been accustomed to doing for years. It took a period of about two years for teachers to really learn all components of this program and appreciate what it is capable of doing. This is much longer than Dr. Data anticipated.

The second program that was implemented was called Thinkgate and is accessible online to members who have login rights. Thinkgate has many components, one of which is a location for curriculum guides that teachers must follow throughout the year. Groups of teachers worked during one summer to re-vamp the system's curriculum guides in each curriculum area and the enter these into Thinkgate. All classroom teachers were expected to access those guides and follow them. Then teachers were required to enter their own lesson plans in the Thinkgate database. Through the software, these lesson plans were linked to the curriculum guides so that any Pine County teacher who was working on the same standard had access to other teachers' lesson plans. 


This idea was a good one, and administrators envisioned teachers sharing and utilizing other teachers' lesson plans and ideas. What actually happened was a year of complaints and questions about the new lesson plan format required by the software. The program itself was extremely slow at first, and teachers reported spending five hours just to enter one lesson plan. The developers of the software were called to Pine County several times to work out bugs and make the software run faster. Teachers also questioned the format of the lesson plan itself, because it was different from the format they had previously been required to turn it. At Hornet Elementary, teachers had not been required to turn in lesson plans for several years. They were especially resentful because they now had to turn in multiple lesson plans every week. Even the most experienced teachers had forgotten how to write a lesson plan in detail, and the new plans had to contain elements of Learning-Focused lessons, which made them much more lengthy than any lesson plans the teachers had written before.

While teachers were still reeling from having to utilize two new software programs for their professional organizational skills, Dr. Data announced that they would be required to have students work in yet another new program:  Classworks. Classworks is a program in which students work according to grade level standards. Teachers were required to work out a way to allow all students access to this program during a given week, even though classrooms generally had five computers each. Teachers were also required to log in to Classworks and check student progress and give extra instruction as prescribed by the data results of Classworks. Finally, Classworks has a data collection component that sent results to the Pine County BOE Office so that student progress could be monitored from there. Teachers were again resentful of the new responsibility, even though it had the potential to assist with raising student scores and improving student learning. Teachers were afraid of the reporting aspect and how closely individual student results might be monitored or construed by the Pine County office. Individualized student plans for special education students and other students with special needs were not taken into consideration when the data was analyzed. This seemed unfair to the teachers with those students.

At the beginning of these new changes, there were two very different points of view and stages of concern. The Pine County administration was very optimistic and excited about all of the new data they would get and the resources they were providing to the teachers. The teachers were very apprehensive and questioning about the usefulness, the time to be spent, and the benefits they would get from these new programs. As time passed, these concerns became more personal. Teachers began to write letters to the editor of the local newspaper in opposition of the changes. Parents became aware of the tensions between the local schools and the new administration. Teachers felt that their teaching styles were being attacked because they were being required to do so many things differently than they had ever done them. The tensions eased a little over time, but have not completely disappeared. The changes made at the beginning of Dr. Data's term as Superintendent served to build mistrust and fear rather than the excitement and sense of shared responsibility that he wanted.


Teachers were told over and over by the administration, "We wish that we could have spread this out over a longer period of time, but we want to see the greatest benefit for the students NOW." The administration believed they had the students' best interests at heart, and the teachers believed that the students had been reduced to mere numbers reported to the state department of education.  A process that should have taken several years to allow the teachers to go through all of the Levels of Use was compacted into two years (at the most). Levels 0-III were experienced within a month's time with each new program introduced to the teachers. Level IVA (routine) was experienced perhaps a month later, and level IV-VI are being experienced now in the third year of use of these programs, even as more new software is being introduced.


I wish that I could say that after the implementation of these three programs, things got better in Pine County. They did, to some extent. Teachers became more familiar with the programs and began to see the benefits to both themselves and to their students. Teachers are now at Level IVA (routine) or IVB (refinement) of the Levels of Use. Pine County administration is at Level VI (renewal).  However, the new data technology changes have not stopped. Just this year, Pine County has seen the addition of two more software pieces that are supposed to help differentiate and remediate to raise those failing or borderline students to grade level. Stages of Concern by teachers fluctuate between self-concern stages 1 and 2 (whenever new programs are introduced) to stage 3 when dealing with programs that were introduced at the beginning.


Teacher comments have changed over time. Originally they were silent, because teachers did not have enough information to ask questions. Then there was a tentative, "What were we doing before that was so wrong? Why are we making all these changes?" This shifted to, "What does this mean I will have to do differently?" This shifted to, "How much time will this take?" and "What good is this going to do for me?" Then there was a change to "How is this going to help my students?" Also often heard was, "Just what is Dr. Data and the Pine County BOE expecting of us?" The comment that is expressed most often now is, "Oh, no, not another program we have to use," which is said with much resentment. Only time will tell if all of these new initiatives pay off.
