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Full integration of the Intouch program undoubtedly requires successful understanding of the program goals and the philosophies behind it. The teachers are expected to provide the information and deal with the outcomes on a daily basis, such as correspondence that results from informed parents and students.  Fullen (2001) recognizes four factors that influence change.  These factors are need, clarity, complexity, and quality.  I will evaluate the teachers’ support and understanding of the innovation and their willingness to deal with the implications based on these four factors.  To accurately capture the beliefs and actions of the teachers, a survey was disseminated that asked a variety of questions related to the need, clarity, complexity and quality of the program. Approximately 10% of the teachers representing various departments responded to the survey.  I will attempt to analyze their responses and evaluate the degree and extent that change is taking place.  What is being promoted is increased collaboration between students, parents, and teachers in an attempt to increase student achievement.  However, after reading the responses of teachers, I feel that the “big picture”, in other words, the reason behind the change as well as expected outcomes are still vague and not well understood.  

Need

The decision to implement Intouch was directed toward the teachers by a single decision 

authority- the principal.  Obviously he felt there was a need and potential benefits, but this was not a shared decision. The philosophy and goals behind the implementation were not clearly communicated before the decision was made.  Fullen states that “the main leadership dilemma at the initiation phase is whether to seek majority agreement before proceeding versus being assertive at the beginning” (Fullen, 2001, p. 66 ).  Obviously the latter was chosen.  In fact, when teachers were asked to comment on this topic, one teacher remarked “No, they (philosophies and goals) were not fully communicated prior to use; if I recall, the principal alluded to the program the year before it went into effect.”  Another teacher comments “I don’t know, I was not involved or informed.”   Nevertheless, there was minimal resistance from the teachers.  Maybe this is due in part to the perceived simplicity of the integration- simply updating grades to the server.  However, the “simplicity” of the project is deceiving.  There are many implications that have arisen as a result of this implementation.  Many of these implications are just beginning to become clear to the teachers involved. The philosophy behind implementing Intouch is viewing it as more than just a communication tool, it is believed that increased involvement by parents and the ease of accessing information will increase student achievement.  

When teachers were asked whether they believe there is a link between ease of obtaining information and student achievement, an overwhelming 70% believe there is a connection, but they have differing opinions on how it affects achievement.  One teacher remarks that the real connection lies with whether or not the motivation of the student is intrinsic (self motivated) or extrinsic (parent pressure).  Another teacher’s opinion reflects this “Yes, I have seen immediate results and have heard students talk about having to stay consistent because their parents will know if they slack off.”  Another teacher remarks “It provides parents with more timely feedback so that intervention can take place as soon as it is needed.”  A view from a teacher with an opposing viewpoint states that “No, it is unrealistic for any teacher to provide weekly progress reports and be up to date with their grading on a daily basis.  It seems to take away responsibility from the student for maintaining accurate records”.   Another opposing view states “No, I believe that parents and students who care about their grades will find out their grades anyway.  Students and parents who don’t care won’t suddenly start caring if the grades are accessible from the computer.”  

It is clear from the reactions that teachers were not given ample opportunity to discuss the innovation beforehand and do not understand the reasoning behind adopting the program.  Fullen states that often the need is not apparent at the beginning, but as the implementation continues, the need often becomes more clear (Fullen, 2001).  Fullen also states that “projects with greater definition and more specific implementation support strategies do better at impacting student achievement” (Fullen, 2001, p. 55).  According to results produced by the Rand Change Agent Study, identification of a need linked to selection of a program is strongly related to successful implementation (Fullen, 2001, p. 75).  Is the program meeting a perceived need?  According to the survey results, an overwhelming majority of teachers remarked that there is not a need for increased communication between parents and teachers.  They believe that the “active” parents are already communicating and that our school has provided adequate resources.  One teacher reported “I believe the need for increased communication is between the parents and their children, not the parents and teachers.”  

Clarity

Clarity is also a crucial component of change.  Fullen states that “even when there is agreement that some kind of change is needed, the adopted change may not be at all clear about what the teachers should do differently” (Fullen, 2001, p. 76).  When teachers were asked if they were aware of what was expected of them in order to fully implement Intouch, all reported that they were clear on their responsibilities.  I wonder however, if what is really occurring is a “false clarity”.  Fullen discusses false clarity and basically defines it as change being interpreted in an oversimplified way (Fullen, 2001).  When teachers were asked what changes or modifications they have undergone in their daily routine to successfully implement Intouch, a variety of responses were received.  Mainly they included updating grades daily and grading more frequently.  There were no remarks addressing more deep- rooted change.  In other words, the teachers view their part as merely keeping the information current in a timely manner.  They don’t view their responsibilities on a larger scale.  For example, none of the teachers surveyed suggested taking active roles in communication.  They did not suggest that they take time to help inform parents of ways that they can use the information provided from Intouch to help their child succeed.  One teacher did remark that “Parents need an introduction and a little training on the most effective way to check grades.”  This teacher did not mention that parents can initiate behaviors that ensure they use the information in a way that can ensure their child’s success.  

Complexity

The complexity of the innovation involves not only changing behaviors, but on a larger scale changing beliefs.  In other words, teachers are not only expected to update grades on a continual basis to allow for current, up to date information, but if real change is going to occur, they also need to have a shared vision and understanding of why providing this information will possibly lead to increase student achievement.  As Fullen states, teachers need to have “an understanding of the big picture and one’s place in it” (Fullen, 2001, p. 78).  In many cases the innovation is seen merely as a communication tool alone, and is not seen as having a significant effect on student achievement.  In fact, when asked if teachers view the Intouch innovation as either a communication tool, a tool to increase student achievement, or both, 50% of teachers reported that the Intouch program is just a communication tool, 10% believe that it is a tool to increase student achievement, and the remaining 40% believe it is a combination of both.  In some cases, the teachers believe the innovation hinders the student’s path to success by reducing the amount of responsibility placed on the student.  Although the teachers’ all agreed that students are more successful when there is active collaboration between parents and teachers, most (70%) believe that it is the sole responsibility of the student to keep track of their progress.  This leads me to infer that teachers comply with providing the updated information, but see their responsibility as ending there.  

Quality

To ensure that Intouch is being implemented school-wide, it is constantly monitored.  Fullen states that “when adoption is more important than implementation, decisions are made without the follow-up or preparation time necessary to generate adequate materials” (Fullen, 2001, p. 79).  In this particular instance, the innovation has sufficient follow up and preparation.  All but one of the teachers surveyed believe that Intouch allows for information to be disseminated more efficiently than would be possible without the program.  They all believe that they have the necessary resources and time to fully implement the program.  In addition, teachers are reminded on a weekly basis to upload grades to the network.  There is a sense of urgency behind the reminders and a strong implied tone of importance.  

The quality of feedback actually occurring between parents, teachers, and students as a result of integrating Intouch remains to be seen.  At this point in time, I believe this quality of feedback various between teachers and is directly related to their philosophy and understanding of the potential benefits of the Intouch program. 
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