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Preface and Disclaimer  
The Joint Ed Tech Review Program, sponsored by CUE and CETPA, provides a unique 
blend of experience for school districts. CUE, as the ISTE, SETDA and iNACOL affiliate for 
California and Nevada and the producer of the Google Teacher Academy and CUE 
Rock Star Teacher and Admin Camps, has a unique and deep perspective for what 
students and educators need in their classrooms. CETPA provides information, industry 
partnership, advocacy, and legal resources for the IT Professionals working in schools. 
CETPA is uniquely qualified to find IT Professionals to evaluate your organization’s 
infrastructure. 

The JET Review Team assessed the school infrastructure as it relates to academic needs 
at district school sites. The team assessed all the MDF and IDF cabinets, server rooms, 
as well as observed and reported on the use of tech in classrooms via EdTech Rounds.  

A JET Review is not an audit. A JET review is centered around conversations with many 
stakeholders to create an actionable list that maximizes the edtech investments that 
districts have already made.  

For Petaluma City Schools, the JET review team consisted of two Lead Learners who 
visited the district office and four school sites over two days. 

• One Senior Level K-12 Technology Professional - tasked with reviewing the district’s 
infrastructure and network systems and collaborating on the final JET report.   

• One Senior Level Educational Leader - tasked with coordinating Ed Tech rounds data 
collection, moderating the various stakeholder groups and collaborating on the final 
JET report.  

Disclaimer: The contents of this report contain information that is true and correct based on the data 
provided by the school district. The recommendations and actions are suggestions based on this 
information and are not intended to be the only solutions available. This report should be used as the 
basis for ongoing conversations and processing of district needs and visions, among all district 
stakeholders, with the goal of improving the use of technology and 21st pedagogy in all classrooms. 
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Review and Report Process 
Over a period of two days, the JET Review team interviewed a wide variety of 
stakeholders, including teachers, students, administrators, and certificated and 
classified support staff. Each group was given a survey to complete, and focus group 
interviews were conducted with stakeholder groups at each school site and the district 
office. 

Names and site locations were purposely not gathered from the stakeholders. Instead, 
results were sorted by job description and/or stakeholder group. The results of the 
surveys are displayed in charts and included at the end of this report. The team visited 
four schools - one high school, one middle school, and two elementary schools.  Time 
constraints precluded the opportunity to visit all District schools, so Petaluma staff 
selected schools that they felt would be as representative of the district as a whole as 
possible. The team also visited with staff at the District office, including cabinet level 
leadership, and with the IT department. 

For each stakeholder group, following a brief interview / focus group session, participants 
were asked to complete a survey. On the survey, in addition to generalized, selectable 
text boxes (based on a Likert scale) asking questions about the district’s technology use, 
stakeholders were asked three open-ended questions including a question about the 
District’s readiness for Common Core and 21st Century learning, a “challenge 
question” (something that could be a large task for the district), and an “opportunity 
question” (something that could be easy for the district to implement), as well as general 
comments about the state of educational technology within the District. 

The team visited 48 classrooms and labs, randomly selected, throughout the district. In 
each classroom, a JET Review team member conducted an EdTech Rounds Review 
comprised of two main areas:  

• Use of educational technology by teachers 

• Implementation of the 4Cs concepts in the lesson delivery, as it pertained to the 
use of educational technology.  

The goal of the EdTech rounds was to make a random sampling of classrooms and note 
what is in place and in use at the time of the visit, providing data which can be used to 
reflected on the use of educational technology as a whole. It is important to note that 
these random visits provide a snapshot of activity in the selected classrooms and 
represent what was happening during a small slice of the school day. Taken as a whole, 
the randomness of the visits, during all hours of the school day, provide a gross 
representation of the upper or lower level of educational technology use, but should not 
be considered a definitive picture of everything that is happening in the District. 

All of the raw data from the EdTech rounds, interviews and surveys is attached to this 
document. 
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JET Review Team 

Joe Ayala 
Director of Operations, Union School District, CETPA Certified CTO, CUE Lead Learner 

Mike Vollmert, Ed.D.,  
Director of Technology (retired), Rio School District, CETPA Certified CTO, CUE Lead 
Learner 

*As members of this study team, these consultants were not representing their respective employers 
but were working solely as independent contractors for CUE, Inc. 
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Executive Summary  
Given the ever-increasing rate of change being experienced in the world, the need for a 
different vision regarding educating our students has become paramount. Traditional 
approaches to teaching and learning are becoming increasingly obsolete, because we 
can no longer predict with any degree of accuracy the body of knowledge that will be 
required of our students when they leave our school system, be it for college or career. 
What we do know, based on numerous research studies, is that students will be required 
to be more flexible and adaptable, work increasingly in collaborative groups, be able to 
think critically and assimilate new and varied information in various contexts to create 
meaning, and be able to effectively communicate new ideas in multiple ways. In this 
context, classrooms need to be seen as connected to the outside world, where 
collaboration between students, as well as teachers, is not restricted by the walls of the 
room or the boundaries of the school or the district. Further, the teacher’s role shifts from 
being the disseminator of content to the facilitator of learning, working with students to 
develop learning and reflective skills to help them become capable, independent 
learners. The focus of the work in which students engage needs to be based on inquiry, 
where projects that provide them the opportunity to struggle with solutions to real-world 
problems are the starting point, and standards and content are woven in as one 
component of the learning whole. This requires a paradigm shift for most schools. 

In interviews with the District Leadership Team, Petaluma clearly has a vision for pushing 
towards this shift in paradigm. District Leadership articulated a clear picture of what they 
envision for building future-ready classrooms where students are engaging in their work 
utilizing the 4Cs- collaboration, communication, creativity, and critical thinking. Overall, 
they said, the goal is to graduate effective communicators and critical thinkers. Aware 
that teachers need ongoing professional development and support, leadership noted that 
teachers are ready for it, and hungry to grow in terms of their use of technology in the 
classroom. 

While the district is proud (rightly so) of being 1:1, specific mention was made of moving 
towards deeper and more innovative uses of the devices in the classroom, moving from 
the Substitution phase of the SAMR Model to higher levels. The District has adopted 
Google Apps (now called GSuite), affording students and teachers a common productivity 
platform that enhances and supports opportunities for collaboration and creativity at very 
low cost. All teachers have been issued mobile devices, affording them the opportunity to 
work anywhere, any time. Concern was voiced that district Leadership may not be getting 
an accurate picture of how well the technology program is moving forward, and different 
feedback is sometimes heard from different groups throughout the district.   

From observations of the technology available to students and teachers, coupled with 
conversations with District Leadership, it is clear that Petaluma is poised for a 
revolutionary shift towards a 21st Century pedagogy, focusing on student-centered 
inquiry and the potential for deep learning centered around the 4C’s. Observations of 
classrooms, and conversations with students and teachers, however, indicate that there 
is work to be done in transferring the District vision into practice.  Almost universally, 
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classrooms were teacher centered, and use of technology was not being used in 
conjunction with the 4Cs.   

Observations of the district infrastructure showed that the network is in good shape, and 
appears to be maintained in an acceptable manner. Comparing conversations of IT staff 
and those of students and teachers indicate that some adjustments, and probably an 
increase in overall network bandwidth is necessary. Universally, students and teachers 
complained about the internet filter as being too restrictive, and the JET team concurs - 
conversations about the level of filtering need to take place with the goal of making the 
filter much less restrictive. The wireless network, which equipment-wise is in good shape, 
needs some adjustments as well to provide better overall service to students and 
teachers.    

The JET Review team determined five main areas for growth. 

*Note: the five areas are in no particular order, they are all of equal importance. 

Growth Area One:  

Seeing and understanding the new pedagogy. 

The district’s vision of graduating effective communicators and critical thinkers requires a 
shift from traditional classroom practices to  21st Century pedagogy.  Articulating a vision 
for 21st Century teaching and learning is a new and exciting challenge, and 
conversations about how this changes and impacts students, teachers, and classrooms 
is something that needs to be discussed at all levels, and with all stakeholders, both 
inside and outside the District.  It is also a relatively new area for discussion, something 
that doesn’t appear to be on the radar for most teachers.  Understanding and embracing 
this vision is probably easiest if district leaders, teachers and site administrators can see 
it in action by visiting other school districts who have moved in this direction.  Visiting 
districts that have examples of student-centered classrooms would be extremely 
valuable. The visits would then be followed up with discussions and professional 
development activities for teachers and administrators related to 21st Century pedagogy 
and the 4C’s, along with designing and implementing inquiry-based lessons and projects 
in the classroom.   

Growth Area Two:  

Network adjustments to maximize access and learning. 

The network appears to be well- equipped with the hardware and bandwidth to 
accommodate a 21st Century pedagogy, but configuration in some areas appears to be 
problematic. The JET team believes an audit of the network configuration, starting in 
each classroom’s WiFi Access Point and working back through IDF’s, MDF’s, etc. all the 
way out to the internet will show some hidden choke points that, once eliminated, will 
afford the minimum 5 MBS per user that is needed for an inquiry-based classroom.    
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Growth Area Three: 

Adjust the internet filter. 

For all but the most enterprising few, nothing kills innovation like impediments over which 
there is little or no control. In virtually every interview session, students and teachers 
pointed out the web filter as an area in need of improvement. Universally, examples were 
given of instances where the filter was clearly inhibiting learning. It was apparent, also, 
from conversations with teachers that they have essentially given up on the idea of 
finding new and relevant resources for use with their classes - if the sites are blocked, 
they revert to old teaching patterns and basically put the computers away. Teachers 
would identify resources for students, only to find out that inside the District network 
those sites (although clearly educationally appropriate) were blocked. Students at every 
school complained about not being able to research topics effectively because of the 
filter. Additionally, the consensus from teachers was that the time it took to have a site 
unblocked was far too long, and teachers have basically stopped requesting.   

The JET Team is sensitive to the pressures faced by the Board, District Leadership, and 
administrators when students do, on occasion, access a site that may be deemed 
unacceptable in an educational environment. Conversations about finding the 
appropriate level require clearly stated goals, making sure that students have been 
taught about acceptable use and understand the consequences for misusing both the 
technology and their access to the internet at school, and making sure parents are aware 
of both the level of filtering and the reasoning behind what sites are allowed to be 
access, and what sites are being blocked. Contacting other districts and discussing how 
they have approached their internet filtering policies and practices would be highly 
beneficial in developing an overall filtering protocol for Petaluma. 

Managing internet filtering is always a balance - maintaining CIPA compliance is in reality 
a very low bar for web filtering. Most districts filter at a much higher level than what CIPA 
requires because of the desire to prevent access to educationally inappropriate 
websites. Too often, however, setting the filter at a setting that attempts to block 
everything that might be deemed inappropriate results in hampering the use of the 
internet for educationally appropriate purposes. When educationally appropriate sites are 
blocked, especially at a level that is inhibiting effective use of the web as a resource, it is 
clear that the filtering level is set too high. Relaxing the web filter in general, and 
developing a rapid-response plan for unblocking specific, educationally appropriate sites 
will provide immediate results in terms of use of the internet as a resource for students 
and teachers. This will take some conversation about finding the appropriate level, which 
should include teachers, administrators, and IT leadership. It will also take modifications 
to the existing filter, or conversations about a new filter if the existing one can’t be 
managed in a desirable fashion. Finally, it will take a team of people with an 
understanding of the classroom and pedagogy (generally not IT staff - perhaps 
instructional coaches or similar site ed-tech leadership), who have the access and 
authority to decide on short notice about the appropriateness of specific web resources 
to be able to unblock or block sites within a very short-notice timeframe. This last part 
will necessitate a communication tool such as the support ticket system or other means 
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of communication so that classroom teachers can get a site addressed as quickly as 
possible.  

Growth Area Four:  

Comprehensive professional development. 

Moving from a traditionally teacher-centered, information based classroom to a student-
centered, inquiry based pedagogy is a huge paradigm shift for most teachers. This move 
is counter to their experience as students, their training in credential programs, and their 
work over the past decades in schools. Yet it is the shift that is necessary, because the 
world our students are entering is vastly different than the one that existed just a decade 
or two ago. The difference is primarily related to access to information. Information was 
scarce twenty or more years ago. Today, our students live in an information rich world. 
This means the teacher no longer has to be the source of all information. 

In that light, districts cannot overcommit to professional development. The design of that 
professional development, however, should reflect the design of the classroom 
envisioned in a 21st Century world. Student-centered classrooms demand teacher-
centered professional development. A teacher-centered professional development 
program should be built around inquiry and driven by the goals and visions of the district. 
It should be individualized and ongoing, not limited to specific days allocated for all 
teachers to attend PD events. It should recognize that teachers lie on a spectrum where 
there are some who are fully engaged in the goals and visions and are already 
experimenting with new ways of designing their learning, and there are some who have 
little or no comfort with technology, the internet, or 21st Century pedagogies.  

A PD program that includes aspects of skill enhancement (use of GSuite tools and other 
software applications, for example), pedagogical work (building inquiry-based lessons, 
shifting from traditional grading to rubrics, moving to student-centered classrooms), and 
collaboration (expanding the classroom outside the traditional walls of the classroom, 
school, or district, and teachers developing their own professional learning networks) 
requires a different mind-set than traditional approaches to professional development. 
Ultimately, the model for teacher and staff professional development should match the 
student-centered, inquiry based pedagogy of the classroom. 

Growth Area Five: 

Use TCO (Total Cost of Ownership) as the guide for the refresh model. 

In the relatively near future, Petaluma will be faced with needing to purchase new 
student devices to replace the existing iPads. The approach to this refresh should weigh 
multiple factors into the decision about what devices to purchase. The first factor is that 
a single device may not be the right one for everyone. In conversations with students and 
teachers at the elementary schools, the use of iPads appears to be well received (albeit 
the lack of a keyboard was a fairly universal complaint). At the middle school and high 
school, however, the iPad does not appear to be meeting the needs of students, to the 
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point that many students reported they rarely or never use them in class, and the lack of 
a keyboard is a significant barrier to much of what they envision using the device for. It 
may be that the device chosen for various grade levels may not be the same across the 
district. 

Regardless of the device, however, the issue of cost cannot be ignored. In fact, the 
resources available to purchase devices is one of the most significant factors involved in 
the decision. Having, therefore, a clear vision of what the devices are to be used for, and 
what specific activities teachers and students at various grade levels envision should be 
used to define the type of device (tablet, Chromebook, PC, etc.) that best meets the 
needs. Next, finding the best device, and the lowest Total Cost of Ownership (TCO) 
possible, becomes paramount. Determining TCO entails not only the initial purchase 
price, but costs for configuring, distributing, and inventorying the devices, as well as the 
ongoing costs for maintaining the devices. Maintaining devices often entails ancillary 
costs for things like cases and protective covers, costs of insurance and warranties, etc. 

Petaluma JET Review December 2017  |  Page !  of !10 30



Tiered Action Areas 

TIER 3 

Tier 3 includes actions that are free or have minimal financial impact. Tier 3 Action Areas may 
include policy changes, procedure changes or a combination of the preceding to affect rapid, 
impactful changes for stakeholders. 

3.1  Relax web filter settings 

No area of discussion was more universal than the issue of appropriate educational sites being 
blocked by the web filter. The Team heard it at every school site, from both teachers and students, 
and it was usually the first thing mentioned when we asked about things that are frustrating. Half of 
the teachers we talked to, and 60% of students reported a neutral or negative opinion of the filter 
settings. Lack of access to YouTube was mentioned by numerous teachers and students. In short, 
the Team noted that the filter is the biggest impediment to innovation and forward movement in the 
district, in terms of assimilating 21st Century pedagogies into the daily work of students and 
teachers. The JET Review team suggests two steps, both following a deep discussion of the District’s 
vision for use of the internet.   

First, approach the discussion about the level of filtering from the standpoint of lowering the 
threshold of blocking sites to the point that requests come more frequently for sites to be blocked, 
rather than sites to be unblocked. This discussion must include classroom teachers and 
administrators, and include conversations about how to address the issue of students visiting 
potentially inappropriate sites.   

The issue of inappropriate use of the internet, including visiting websites inappropriate for 
classrooms, is a behavior and classroom management discussion, not a technology discussion. 
Observations of student-centered classrooms in numerous districts has demonstrated significantly 
lower incidences of students being off task, visiting inappropriate websites, etc. Protocols for 
addressing inappropriate behavior can be used as teachable moments for students, and 
consequences can be levied by developing a Green / Yellow / Red protocol, where students are in a 
Green (or highly reduced filtering setting), and only get placed in Yellow or Red (a much more 
restrictive setting) if their behavior deems this necessary. The recommendation would be to explore 
how the iBoss filter can be restructured in this manner. At the same time, setting the categories 
needs to be examined and restructured, if possible, so as to not block such a high number of 
educationally appropriate sites. 

As an ongoing practice to make sure the filter is not stifling the educational process, the JET Review 
team recommends forming a standing committee with student, teacher, site and district 
administration, and IT representatives. This committee should meet fairly frequently initially (perhaps 
monthly), but ultimately will need to meet only two or three times per year. The agenda should be to 
discuss how the filter protocols are working with respect to facilitating, as opposed to inhibiting, 
educationally appropriate internet access, and how that balances with a level of filtering of 
inappropriate sites that provides an overall level of comfort for stakeholders. The emphasis here is 
that while IT assumes the responsibility for operationally configuring the internet filter, students, 
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teachers, and administrators provide the definitions and make the decisions as to what the settings 
should look like, and what sites should or should not be blocked.   

The second aspect of reworking the filter is the development of a method to significantly improve 
response time to unblock sites. This entails two components. First, there needs to be a team of 
individuals, ideally with classroom experience, who can serve as a “quick reaction force” and handle 
requests as close to immediately as possible. Identifying one or two teachers at each site, or 
assigning the ability to unblock sites to a site administrator, would make it possible for teachers to 
get sites unblocked (or blocked) more quickly. The “quick reaction force” team members would need 
to be provided appropriate access to the filter and the training necessary to unblock (or block) 
individual websites, adjust categories, etc. The development of a Google Doc or other reporting 
system, shared by all individuals who have access to filter changes, would provide an ongoing record 
of requests for sites, rationale, and the date/time when the site was unblocked or blocked. This 
record, with requests to unblock or block sites and the action taken would be a main source of 
information for the standing committee to use in discussions about the filter. Once a system is put in 
place, teachers then need to be notified about how to request changes to the web filter regarding 
particular sites. Initially, it is likely that the number of requests will be high, but over time the 
demands for adjusting the filter will decrease to the point that a different model of monitoring and 
adjusting the internet filter could be more appropriate. 

3.2 Adjust the Wireless Access Points for Better Access  

The U.S. Department of Education’s Future Ready Schools blueprint in 2013 recommended a 
minimum internet connection for each student of 1 megabyte per second (MBS). That should, today, 
be 5 or 10 MBS. At every school site, students and teachers reported that they generally had wireless 
access, but there were frequent occurrences of being dropped from the network, being timed out of 
websites, or not being able to access the internet. The most likely cause of this is that the wireless 
access points are defaulted in terms of client access, meaning the first few clients get all of the 
bandwidth, and subsequent clients get less and less until ultimately clients can’t get any access at 
all. The wireless network should be configured such that any one client is limited to 5 or 10 MBS of 
bandwidth, leaving plenty of bandwidth available for an entire class to get onto the network. It also 
means that access points need to be configured and properly balanced so as to not interfere with 
adjacent access points. The default setting for the access points maximizes their range, but this 
often creates interference with neighboring classrooms. The power setting of each access point, 
therefore, typically needs to be lowered so that it covers only the classroom in which it is installed. 
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COST  
$0

CHALLENGES  
Identifying the members of 
the team who would adjust 

the filter settings

TIMELINE  
Spring 2018

EXPECTED RESULTS  
Improved access to 

educationally appropriate sites, 
much quicker response to 

requests to adjust filter settings 
regarding websites.

https://tech.ed.gov/wp-content/uploads/2014/11/Future-Ready-Schools-Building-Technology-Infrastructure-for-Learning-.pdf


 Given the overall nature of the network, we do not believe this requires a significant investment in 
equipment, but will require adjustments in configuration settings for switches and access points to 
prioritize and manage traffic. It may be beneficial, however, to consider expert consultants to help 
with the reconfiguration, or at lease to talk with the vendor’s technical support staff. 

3.3 Change the Technology Committee to the Learning & Innovation Committee 

There’s much in a name change, both practically and symbolically. The current Technology 
Committee is comprised of representatives from across the district who come together to discuss 
technology. Shifting the focus of this committee to learning and innovation doesn’t eliminate the 
conversation about technology, it focuses it. The real district goal with respect to classroom 
technology is using it to enhance learning and shift to a 21st Century pedagogy. Adjust the goals and 
vision of the committee to that.  Include not only teachers, but site principals from elementary, 
middle, and high school, as well as district office members from leadership and curriculum and 
instruction. The agenda for each meeting should be set by a small team of administrators and 
teachers, and should consist of relatively equal parts discussions about pedagogy and technology. 
Sub-committees should be tasked with researching other schools and districts that are doing 21st 
Century inquiry-based work, and bringing that back. Members of the committee could then be the 
first group to test these ideas in their classrooms and report back to the committee. Part of the 
agenda should still be allocated to technology, but the discussion should be prioritized and limited to 
discussions of issues. Informational items can be put on a website, along with minutes from each 
meeting and reports f various sub-committees. 
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COST  
$0

CHALLENGES  
Assuring the expertise is 

available within the IT 
staff, or identifying 
outsource / training 

possibilities for adjusting 
and maintaining optimal 

configuration of the 
wireless network.

TIMELINE  
Spring 2018

EXPECTED RESULTS  
Students and teachers will have 
ubiquitous, on-demand access 

to internet resources regardless 
of the number of users 

accessing the network, and 
won’t experience being dropped 
or unable to access the network 

in a classroom setting.

COST  
$0

CHALLENGES  
Recruiting and maintaining 
the right members of the 

committee - 
administrators, teachers, 

and staff who are 
committed to the district’s 

vision of 21st Century 
learning.

TIMELINE  
Spring 2018

EXPECTED RESULTS  
Conversations shift from issues 
focused on technology to issues 

focused on pedagogy and 
infusing technology into the 

learning.



3.4  Visit existing 21st Century Schools 

There are numerous schools and districts across the state that have embraced and implemented 
this new model for teaching and learning. Finding schools and districts in surrounding areas, 
including the Bay area should not be a problem. Having teachers and administrators see student-
centered learning in practice would be a tremendous way to move the vision of the District forward. 
The district should identify two or three districts, and send a contingent of teachers and 
administrators to visit these places. During the visits, Petaluma staff should observe classrooms, 
watching students and teachers. The District could use the membership of EdLeader21 as a 
resource for finding nearby districts. Union School District in San Jose, or Rio School District in 
Oxnard, both members of the EdLeader21 group, are possibilities. 

3.5 Faculty / Board Meeting Showcase 

Set aside time at each faculty meeting to showcase various uses of technology in the classroom, 
focusing on activities that promote the 4Cs and effective tech integration, and three or four times per 
year do a presentation at the School Board meeting.   

For faculty meetings, recruit progressive teachers to try a new technique using technology in the 
classroom with students and share it. For example, have a teacher use Quizziz, Socrative, Kahoot or 
a similar program and share the results at a faculty meeting. Have a teacher use Google Docs or 
Google Classroom for a writing project, and share the results. Invite a Kindergarten or 1st Grade 
teacher to explore the GAfE4Littles website, and try one of the activities there, then share the 
outcome with staff. Invite a teacher to set up student blogs with their students using Blogger, 
KidBlog, Edublogs, or a similar tool. Have students write a daily blog, reflecting on what they are 
learning and how they are learning, and share how this worked with staff. Use these small 
experiments as the basis for discussions about infusing technology into the 4Cs in the classroom. 
Have teachers explore the use of Math 360 concepts, Frayer and Iron Chef models for student-
centered learning activities and share them with their colleagues.   
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COST  
Minimal - transportation 
(depending on distance 
travelled could include 

meals and lodging), subs 
for teachers.

CHALLENGES  
Contacting schools and 

scheduling visits.

TIMELINE  
Spring 2018  

Fall 2018

EXPECTED RESULTS  
Seeing examples of schools 

using student-centered, inquiry-
based 21st Century Pedagogies 

will provide teachers with 
numerous examples and 
professional contacts to 
increase the use of those 

practices in the classroom.

http://christinepinto.com/gafe-4-littles-pln/
https://www.blogger.com
https://kidblog.org/
https://edublogs.org


At the Board meetings, recruit exemplary teachers from various schools to showcase how they are 
integrating technology and 4Cs / student-centered work into their classrooms and talk about how 
that is shifting their classroom culture.   

3.6 Leverage existing expertise / resources for user support - “Techsperts / Champions” 

The district no longer has TOSA positions to provide site-level support for teachers. An alternative, 
lower-cost model to provide a level of educational technology support to teachers is to allocate some 
funding as a stipend to one or more tech-savvy teachers at each site who are willing to spend some 
extra time at school working with teachers. Depending on the local situations, these teachers could 
be allocated pupil-free time during the day, or work after school to help other teachers with using 
various technologies in their classrooms. It should be noted that these teachers should not be called 
on to service support tickets, fix technology, and help with Level-1 tech support issues. Their job is to 
assist in integrating various technologies and teaching strategies into the classroom by helping 
teachers learn. 
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COST  
$0

CHALLENGES  
Identifying pioneer 

teachers willing to try new 
things and share 

outcomes.

TIMELINE  
Fall 2018

EXPECTED RESULTS  
Movement towards the district’s 

vision of student-centered, 
inquiry-based work using 

technology. Less dependence on 
textbooks or the teacher as the 
sources for information, more 
engagement and more timely 

feedback via free tools like 
Kahoot, Quizizz, Socrative, 

CommonLit, etc.

COST  
Variable - depends on 

number of Champions and 
amount of stipend. A 

single Champion at each 
site (including charters) at 

$2500 = $32,500.

CHALLENGES  
Recruiting and supporting 
each Champion - this is a 

person who enjoys 
innovating and sharing 
and supporting fellow 

teachers and is willing to 
put in the time to do so.

TIMELINE  
Fall 2018

EXPECTED RESULTS  
Leverages the support available 
for students and teachers, helps 
push the vision of 21st Century 

Learning by seeking and 
supporting teachers interested 

in trying new ideas and 
techniques in their classrooms. 

Over time, the amount of 
student-centered, inquiry-based 
work in classrooms will increase, 
and the collaboration will spread 

amongst more and more 
teachers.



3.7 Consider a new support ticket model. 

The existing support ticket system does not appear to provide any provision for monitoring or 
evaluating how the current support system is working. The JET Team recommends a support ticket 
system that includes reporting and monitoring capabilities. Anecdotal evidence, based on focus 
group conversations and the Stakeholder Surveys is inconclusive, but mention of slow response on 
various types of support vary both with school site and the nature of the issue. While no district has a 
level of staff to provide response times that would make everyone happy, numerous people 
mentioned that they understood, given the level of staffing, why it might take longer for support 
requests to be addressed. However, empirical data in this area is necessary to make informed 
decisions about a number of facets of the complicated issue of support. First, providing reports to 
district and site leaders on the number for support requests, the amount of time needed to address 
them, and the nature of any potential holdups can focus resources on a number of areas, including 
adequate levels of spare parts and devices, where those parts and devices are needed, what levels 
of training may be necessary for support staff to address new or frequent issues, and, ultimately, 
whether adequate staff is available for the level of support being requested, or whether the 
deployment model of existing staff is appropriate. Second, patterns in the types of support requests 
and the nature of issues cropping up can indicate where training and professional development 
might be appropriate, whether or not existing devices and equipment are meeting demands (are 
projector bulbs and projectors failing frequently, indicating the potential need for replacements with 
new projectors or flat panel monitors?), and whether or not various pieces of equipment are costing 
more in support than they are providing in utility. 

3.8  Activate Gmail for Students 

The JET Review team noted that gmail for students is limited to within 
the school district. We recommend it be activated outside the district, at 
least for older students. Email is a part of life for everyone in a technology-rich world, and students 
need to be taught how to use it appropriately, and to have it available when necessary for 
communication, and authentication and access to the myriad of web applications available to them. 
In conjunction with providing students access to their gmail accounts as part of GSuite, a committee 
of teachers and administrators (and perhaps students) should be formed to discuss the concerns 
and issues surrounding it. Numerous school districts throughout the state give students access to 
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COST  
Likely minimal, being the 
difference between the 

cost of the existing system 
and the new one.

CHALLENGES  
Initial configuration, 

training of support staff 
and end-users on how to 

use the new system.

TIMELINE  
Fall 2018  

Winter 2019

EXPECTED RESULTS  
Providing feedback and 

reporting at all levels of the 
organization will get everyone on 

the same page in terms of 
expectations for support, having 

empirical data on existing 
equipment functionality, and 
support conversations about 
adequacy of existing levels of 

support and future needs.



their Gmail accounts, including Union School District in San Jose (contact Andrew Schwab), Fairfield-
Suisun in Fairfield (contact Tim Goree), and Rio School District in Oxnard (contact Jarkko Mylarri).   
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COST  
$0

CHALLENGES  
Incorporating existing 

cyber-safety curriculum to 
include student 

appropriate use of email 
accounts.

TIMELINE  
Spring 2018

EXPECTED RESULTS  
Students will have access to 

email for use with Google 
Classroom and communication / 
collaboration with teachers. Over 

time, students will develop 
collaborative skills to 

communicate with other 
students and agencies outside 

the school district.



TIER 2 

Tier 2 Recommendations may require significant funds and are considered longer term capital 
projects. 

Please heed the chart below when designing any kind of change, innovation implementation or 
rolling out new tools or curricula. Note that only 15% of any group is ready for a new idea in any 
setting. Districts should pilot and support the Innovators and Early Adopters, give them time to adopt 
and master the new element and then be available to assist the majority and laggards over a period 
of time: 

 

2.1  Develop a Comprehensive, Ongoing, Teacher-Centered Professional Development Program 

“Learning and innovation go hand in hand.  The arrogance of success is to think that what you did 
yesterday will be sufficient tomorrow.” - Terry Pollard 

Ms. Pollard was a jazz pianist prominent in the ‘40s and ‘50s, recognized as one of the finest players 
of her time, although she was frequently overlooked by her more famous male counterparts. She 
never stopped innovating and trying new things. Her spirit of continuous learning is a perfect model 
for building a professional development program to support the district’s vision of graduating 
effective communicators and critical thinkers, and the spirit of her quote can be a guiding principle. 

Recognizing that not all teachers are emotionally and technically in the same place with respect to a 
vision of 21st Century learning, it is not effective to develop professional development in a traditional 
“one size fits all” format. Opportunities for learning and growth need to be available to meet teachers 
where they are. Further, professional development needs to incorporate not only the opportunities to 
learn, but the ability to research what’s at the forefront in an ever-changing landscape of teaching 
and learning. Some teachers - the innovators - can be recruited to research, try, and model 
successes. Some teachers will see what these innovators have done and want to try it, knowing that 
it worked in a colleague’s class. Some teachers will be reticent (especially early on) to change what 
they feel has been successful for them over the years. Recognizing this, the District can differentiate 
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the professional development program to include a component focused on innovation and learning 
about ideas new to the district regarding 21st Century Learning, and tailor offerings for all teachers 
based on where they are. 

The JET team recommends the District develop a multi-year PD plan for teacher excellence and 
innovation with three elements.  

Element 1 - Lighthouse Model 

These might be the same teachers who are part of the Learning and Innovation Committee, or they 
might be different, but these teachers are willing to innovate and experiment. They would be provided 
resources in time and funding to attend conferences, visit schools, and bring back ideas that are 
consistent with Petaluma’s vision and working elsewhere. Upon returning, they would be expected to 
try these ideas in their classroom and share their findings - at faculty meeting showcases, perhaps, 
or during full-day PD scheduled throughout the district, or simply by publishing what they’ve learned 
and offering to share during an ad-hoc after school session. The key is they would be expected to 
make their work visible. This model stems from work done by Baltimore City Schools superintendent 
Dallas Dance. Dr. Dance calls his idea the Lighthouse School Concept, explained in this short video. 
In Dr. Dance’s model, entire schools are involved in the innovative process, and this has been 
demonstrated to work well. On a smaller scale, the model also works (especially in smaller districts) 
by identifying individuals or groups at each school, who are then charged with being the 
“lighthouses” for the district, to push the innovation and move the district forward. 

Element 2 - Teacher-Centered PD 

Just like students being in student-centered classrooms, teachers need to be involved in teacher-
centered professional development. With the goal of building 21st Century classrooms, the topics 
available to teachers need to be about integrating tech into the classroom (learning about tools and 
approaches for integrating devices into the curriculum, using the SAMR model as a basis for 
discussion), about moving towards a student-centered classroom (Project Based Learning, Inquiry-
Based Lesson strategies), and about shifting the role of teachers from content disseminators to 
learning facilitators, increasing the work students do to include reflection as a continuous process in 
understanding their learning. 

The JET Team recommends structuring district PD days to be “mini-conferences”, with multiple 
sessions on multiple topics, facilitated by experts both inside and outside the district, and allowing 
teachers to choose what sessions best meet their needs. From time to time, there’s a topic that all 
teachers need to visit. Schedule that topic multiple times through the day, such that all teachers can 
attend a session there, but still have agency to choose other topics. 

To leverage PD opportunities throughout the school year, initiate a gamified Professional 
Development model available to all teachers. (An example of a gamified PD platform can be seen on 
the Alludo Learning website). Examples of districts utilizing a gamified PD program include Palm 
Springs Unified, San Jacinto Unified, Union School District, Grenada Elementary School District, Las 
Virgenes School District, Oak Park School District, and Rio School District.   

Through the game, teachers would be free to explore whatever components at each level they felt 
were most applicable or most interesting to them. To “level up” in the game, they would need to 
complete a minimum number of tasks in several areas (developed by the District to support the 
vision and goals of a future-ready, 21st Century classroom). These areas might include 21st Century 
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https://www.alludolearning.co


Pedagogy, various technology tools, collaboration with other teachers (both within and outside the 
district), etc. Playing the game would be completely voluntary, but could be used as an incentive for 
other things, such as committee memberships, conference opportunities, etc. Some districts provide 
incentives (T-shirts, conference registration, classroom swag, etc.) for completing each level of the 
game. Build the game through the Learning & Innovation Committee. 

Element 3 - Administrators 

Professional development for administrators must be part of the vision as well. The Team 
recommends sending all Principals to professional development events that focus on 21st Century 
pedagogy as a great first step, followed by developing a gamified PD program, similar to the one for 
teachers, highlighting technology skills and tools from an administrator's viewpoint, as well as 21st 
Century pedagogy. 

2.2 #GoOpen Textbooks for High Schools 

Consider #GoOpen Resources and minimizing textbook purchases wherever possible. The first 
reason for developing open resources and moving away from textbooks is pedagogical. Instead of 
purchasing textbooks, use some of the funding (allocating the remainder to the fund for refreshing 
student devices) to pay teachers to collaborate on developing resources and inquiry-based materials 
for each subject area. This will promote a move towards the student-centered, future ready vision of 
the district in an expeditious manner. 

The second reason is economical. A high school textbook for students can typically cost $200, with a 
teacher’s edition being around $500. Considering that each student would need as many as 5 
physical textbooks, plus a class copy that stays at school - supplying traditional textbooks to students 
can easily run into hundreds of thousands of dollars - and most of the student work will be in the 
form of consumables or binder paper. The United States Department of Education Office of 
Technology  supports districts seeking to use free and excellent resources like Khan Academy, 
CommonLit.org, CK-12.Org and Kahoot.it in classroom settings. The savings can usually support the 
device refresh budget.  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COST  
$8,000 - $10,000 for Alludo 

gamified PD platform 

$5,000 - $10,000 per 
Lighthouse teacher (for travel, 
conference, equipment, etc.) 

Some funding for PD days, 
depending on needs to pay 

outside facilitators, supplies, 
etc.

CHALLENGES  
Funding, recruiting 

“Lighthouse” teachers, 
selecting the optimal events, 
monitoring classroom change, 

disseminating results to all 
staff, building the PD Game 

for teachers and 
administrators.

TIMELINE  
Build PD games -  

Spring / Summer 2018 

Structure Lighthouse model, 
identify teachers -  

Spring 2018 

Roll out new PD model -  
Fall 2018

EXPECTED RESULTS  
Dramatically improved 

classroom pedagogies and 
teacher leadership, improved 

collaboration, rapid assimilation 
of multiple skills and strategies 

directly applied to the classroom 
on a teacher-centered basis.



TIER 1 

Tier 1 recommendations will result in significant organizational impact across all stakeholder groups, 
regardless of cost. Typically lead at the Superintendent or cabinet level. 

1.1 Establish a long-term funding model for technology 

Petaluma’s commitment to providing a device for every student and teacher is a source of pride for 
the district and community, and an indication of a vision for providing the necessary tools for 21st 
Century learning. With inevitable wear and tear, and changes in operating systems and software 
(eventually rendering old processors obsolete) the best the District can reasonably hope for with 
mobile student and teacher devices is about 4 years before they will need to be replaced. The 
funding to handle this replacement needs to be built into the District budget as a line-item annual 
expense. Devices are no longer a luxury, they are a commodity, a tool, on par with textbooks, utilities, 
and supplies.   

The current market for a student device, whether it be a Chromebook, tablet, or Laptop PC, is around 
$300 per device. This provides a highly serviceable, robust and durable unit that will meet the needs 
of most students. For high-end computing (art, video production, CAD/CAM design work), specialized 
labs should be built as needed. Amortizing the $300 cost over four years results in budgeting $75 
per student per year. 

Selection of devices is paramount, and should be done with a wide variety of stakeholders involved 
in the decision making. Critical, though, is to begin the conversation about device selection with clear 
articulation of District goals and how devices are to be integrated into the curriculum. Define as 
clearly and specifically as possible what students will be doing with the devices, then determine the 
best device type. As a final step, with a keen eye towards Total Cost of Ownership, select two or three 
vendors, test their devices, and make a final selection. This process typically takes a year, so it 
should be conducted in the year prior to the last year of the lifecycle of the current devices, providing 
ample time to make a selection, plan a rollout, and perform the refresh of devices. 

Office staff should not be excluded from this process. Many are more comfortable with desktop 
computers, which may be more applicable to their work, but they, too, have finite life spans and need 
to be replaced on an ongoing basis. 
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COST  
Potential savings. At the high 
school level, a full range of 
textbooks (5 classes) can 

cost over $2,000 per 
students. Spending half that 
on teachers to develop the 

resources saves $1,000 per 
student, with incrementally 

increased savings in 
subsequent years.

CHALLENGES  
Identifying teachers to 
develop the materials, 
scheduling time for the 

teachers to work.

TIMELINE  
Summer 2018  

Ongoing

EXPECTED RESULTS  
More student-centered, inquiry-

based work for high school 
students, more use of 21st 

Century pedagogies by teachers.



1.2 Utilize eRate to leverage funds for bandwidth and network improvements. 

Network equipment has a longer lifespan than computers, but firewalls, switches, and access points 
will eventually need to be replaced. Likewise, as the District moves towards more and more 
classrooms incorporating devices into 21st Century learning, additional internet bandwidth will be 
needed. Currently, the District has a 1 gigabit (GB) connection to the internet (through the County 
office of Education), with 150 MB to the secondary schools and 50 MB to elementary schools. Some 
of the ancillary schools have a 10 MB connection. Despite the current perception that utilization of 
bandwidth is low, the District should avoid having bandwidth be an impediment to teachers and 
classrooms moving forward. Therefore, bandwidth should be calculated based on a minimum 
allocation of 5 MB per student and teacher. For example, for 7500 students and 300 teachers, 
providing 5MB per user means the district ultimately needs 39,000 MB, or 39 gigabytes (GB) of 
bandwidth to assure every user the recommended minimum. Internal infrastructure needs to be 
scaled accordingly. This won’t happen overnight, however, and increases in bandwidth and 
infrastructure upgrades should be phased over a number of years. As utilization in classrooms 
increases, stay ahead of the growth with upgrading to a 5 GB connection, eventually moving that to 
10 GB, etc. The cost, especially after eRate discounts, is not that high. 

Lastly, utilize an eRate consultant to assist in the process. Regulations are constantly changing, and 
in recent years have become more complex, to the point that tasking a staff member with this is not 
practical. A consultant working with the District will assure that all the regulatory stipulations are 
met, and the District is getting the maximum discounts for internet connectivity possible. 

1.3 Search out collaborators 

Collaboration is a powerful learning tool, both for individuals and organizations. Explore and join (as 
appropriate) organizations that facilitate interaction with other districts sharing a 21st Century 
Learning vision. Organizations such as EdLeader21 have districts across the country with similar 
visions about 21st Century learning, and can be a great resource for addressing the myriad 
challenges associated with making the changes the District envisions. District and site leadership 
need to develop their professional learning networks along these lines, contacting and engaging with 
like-minded leaders. Exploring offerings from organizations like CUE, Buck Institute, Edutopia, or IDE 
Corp. can also be an avenue for connecting with other districts and people with experience helping 
districts with this journey. 

1.4 Incorporate the Technology Plan into LCAP 

One historical aspect of technology that doesn’t fit with a future ready vision is that it has somehow 
been treated as a separate entity in schools. It used to be that students went to a lab and engaged in 
technology essentially as a thing in itself. Today, technology is the portal through which students 
access information and create and communicate about their learning. It’s a tool. But it’s a relatively 
expensive tool, one that has to be incorporated into conversations at all levels in terms of pedagogy 
and resources. Moving the technology plan into the LCAP brings the conversation about technology 
into the conversations about learning, instead of making it a separate idea essentially outside the 
general planning for resources and direction that the LCAP entails. Petaluma might consider, over 
time, moving in this direction. 
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Conclusion 
The JET Team is pleased to provide this professional review, critical data and evaluation, 
and recommendations to assist Petaluma City Schools in moving forward towards 
achieving its Educational Technology, Professional Learning, and student goals. Every 
journey is rife with challenges, hiccups, and victories. Keeping a clear vision of the end 
goal, and engaging in dialogue at every level is the key to success. Our hope is this 
document provides some impetus and ideas for those conversations. 

JET Review Team 

Joe Ayala 

Mike Vollmert, Ed.D. 

      

*As members of this study team, these consultants were not representing their respective employers 
but were working solely as independent contractors for CUE, Inc. 
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Survey Results   
According to a 2010 study — the American Management Association, 
the AMA 2010 Critical Skills Survey — the “Four Cs” will become even 
more important to organizations in the future. Three-out-of-four (75.7 
percent) executives who responded to the AMA survey said they believe 
these skills and competencies will become more important to their 
organizations in the next three to five years, particularly as the economy 
improves and organizations look to grow in a global marketplace. Additionally, 
80 percent of executives believe fusing the “Three Rs” and “Four Cs” would 
ensure that students are better prepared to enter the workforce. According to these managers, 
proficiency in reading, writing, and arithmetic is not sufficient if employees are unable to think 
critically, solve problems, collaborate, or communicate effectively. It is clear that the “Four Cs” need 
to be fully integrated into classrooms, schools, and districts around the country to produce citizens 
and employees adequately prepared for the 21st Century.”  

From, “Preparing 21st Century Students for a Global Society: An Educator’s Guide to the “Four Cs””, NEA.org 

During EdTech Rounds, reviewers noted the types of observed activities in which students were 
engaged and related them to the 4Cs as used in classes. Activities observed that would not count as 
tech use of the 4Cs, included: taking notes from a document camera, typing an essay by oneself, 
doing a canned online activity, and general research. 

Examples of 4Cs activities: engaging in the writing process of an essay or slide deck in Google as a 
group, making different pages on a web site or slide deck  collaboratively, “live commenting” on 
essays by teachers, students completing Frayer models or researching together to answer multi-part 
questions, teachers using tools like Socrative, GoFormative or Microsoft Forms to gather live student 
responses on problems or discussions, and students using Minecraft or CodeAcademy to be able to 
create their own representations of academic content and mastery. 

The results below should not be interpreted as “success” or “failure”, rather they should be seen as 
an opportunity for educational leadership and training to truly enhance the classroom experience for 
all of Petaluma’s students.  
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Evidence of 4C’s in the classroom: 

 

Key Stakeholder Survey Data 

Data gathered in surveys is accompanied by comments and insights from the JET consultants 
regarding trends and patterns observed. The results of the survey, along with summarized tallies, are 
available here. Notes from both JET team members taken during the Focus Group sessions is here. 

Participation by stakeholder group.   

• Certificated  
• Classified 
• Site Administrators 
• Students  

The charts on the following pages show the responses to each of the questions on the survey.  

Note: Individual comments can be seen on the survey results spreadsheet, referenced above. 
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Deep & Meaningful Use Partially Present Somewhat Present Not Present

2%
9%
4%
85%

6%
4%
4%
87%

4%
9%
6%
81%

6%
2%
4%
89%

COLLABORATION  
VIA TECHNOLOGY

CREATIVITY  
VIA TECHNOLOGY

CRITICAL THINKING  
VIA TECHNOLOGY

COMMUNICATION  
VIA TECHNOLOGY

https://docs.google.com/spreadsheets/d/1CdnTVJ-cFwQtLRluGUHZTOGuC4btxAuOmzvfvxDo9Y4/edit?usp=sharing
https://docs.google.com/document/d/11JT2yIakV8E5Gpq_DNbv_-i6pmrLvL3rbpTd9qjD840/edit


Students were asked 5 questions and asked to answer based on a 5-point Likert scale:  
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Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

Our student devices work well.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

We have good wifi speed.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

Our content filter keeps me safe and 
allows me to get where I need.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

I have access to plenty of apps and 
online tools.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

My teacher uses technology to allow me to 
create, collaborate and work daily.



Adults were asked 10 questions, and were asked to rate each with the same 5-point Likert Scale: 
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Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

I feel our EdTech (wifi, network access, 
devices, apps) is up to date.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

My staff device (laptop, desktop) works 
well and is very functional.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

Our student labs or classroom carts 
work well.
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Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

Professional Development is effective 
and well planned.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

Our internet filter is effective.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

Certificated staff has access to 
adequate wifi and bandwidth to teach 

effectively.
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Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

IT support staff responds timely.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

District IT staff is adequately staffed.

Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

Our Tech support comes primarily from 
the IT Dept.
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Strongly Agree Agree Neutral

Doesn’t Apply
Disagree Somewhat Disagree

Our Tech Support comes primarily from a 
site based person.
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