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Hello, I’m Jason Borgen, 
Program Coordinator for TICAL.  
As a former teacher and site 
tech of a middle school, I found it 
difficult to quickly implement 
software school and/or district-
wide.  We know this can 
sometimes take all year and the 
software can be out-of-date by 
the time implementation is 
complete or, the software is not 
installed in the most appropriate 
places.  The Software and 
Information Industry Association 
designed a toolkit to help you 
implement software in an 
effective and documented way.  
The toolkit can be access from 
the link on this slide or you can 
search the TICAL website for 
“software implementation.”  This 
presentation will walk you 
through the significant aspects of 
the 55-page toolkit.   
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What is the Toolkit?
• Method used to implement software

• Consistent process for all new software

• Applies to both instructional and administrative 
applications

• Seven component process

 

The toolkit can be defined in a 
various number of ways.  It 
contains comprehensive 
information on implementing 
software products.  It is a very 
consistent process for all 
software that is being introduced, 
on large or small scope.    The 
toolkit applies to both 
instructional and administrative 
software with some main 
differences.  For example, 
administrative applications 
involve organizational change for 
adults while instructional 
applications extend to both 
adults and students.  The toolkit 
is set-up with seven major 
components which are very 
similar to the components used 
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when implementing any new 
program. 
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Why Use the Toolkit?

• Helps to make better use of software products

• Highlights the importance and impact of implementation

• Provides educators with practical tools

 

The era of standards has 
brought us to a level of being 
more accountable for our work 
as educators with the same goal 
in mind– increase student 
achievement.  We are presented 
with a wide range of software 
options, but this toolkit will help 
in making better use of these 
products your school or district 
invest in.  The toolkit also 
highlights the importance of 
implementing software as well as 
the impact it has on an institution 
including transitions from one 
product to the other and trainings 
of the new product.   
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How is software defined?

• Meets specific tasks.

• Are used both on and off site.

• Are installed on any device or used via the world 
wide web.

• Includes a wide variety of digital content

 

In the case of the toolkit, 
software is broadly defined to 
include a wide variety of 
applications that, 1. meet 
instructional, curriculum, 
assessment, classroom 
management, and enterprise 
level administrative tasks. 2.  Are 
used in the classroom or school 
office, and are accessed offsite, 
such as from home or a mobile 
device.  3.  Are installed on a 
computer or other device and 
accessed on local or wide area 
network, or hosted by a third 
party and accessed online. And 
lastly, 4.  Include a wide variety 
of digital content, ranging from a 
electronic version of printed 
material to multimedia, 
interactive, and adaptive 
courseware. 
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The Seven Component Process

1. Determine objectives and obtain stakeholder buy-in

2. Integration planning
3. Logistics planning

4. Delivery and installation of software
5. Professional development

6. Implementation monitoring and software support
7. Program evaluation

 

The toolkit’s seven components 
are methodical and can 
correspond to any new program 
introduced whether it is 
technology-based or not.  Along 
with the seven components 
introduced in the toolkit there are 
also two appendices found— a 
timeline model for software 
Implementation Planning and the 
Software Implementation 
checklist.   
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• Define vision, purpose, and high-level goals 

• Objectives

– Instruct/motivate students
– Expand Curriculum

– Train teachers

– Streamline Administrative Functions

• Stakeholders—whom are the users?

– Administrators, teachers, students, parents, specialists in 
curriculum, technology and assessment, business mangers, 
business functional staff, etc.

1.  Determine Objectives and 
Obtain Stakeholder Buy-in

 

An effective project begins by 
defining its vision, purpose, and 
high-level goals which is the 
theme behind component 
number one of the 
implementation process.  Ensure 
there is transparency amongst 
all stakeholder.  The institution’s 
objectives should be clear as 
well– software can serve a 
multitude of purposes such as to 
instruct or motivate students, 
expand the curriculum, train 
teachers, or streamline 
administrative functions.  The 
software selected might be able 
to promote many objectives, but 
the success of the software will 
only be evaluated by a select 
few.  You must initially identify 
those significant objectives.  Do 
you know the stakeholders 
immediately involved?  
Depending upon the purpose the 
software will serve, you must 
invite all appropriate 
stakeholders to assist in defining 
component number one– An 
instructional program will affect 
administrators, teachers, 
students, parents, and various 
educational specialists. 
 



 

http://www.portical.org/Presentations/borgen/#toolkit 

Slide 7 

Ó2007 Santa Cruz County Office of Education

Stakeholders

 

Each component in the toolkit 
includes an example of a 
Planning Form which is provided 
as a way to document the 
implementation process.  You 
can click on any of the examples 
in this presentation to access a 
“blank” planning form.  If you 
notice, this planning form relates 
to component number one, 
Identifying Objectives and 
Stakeholders.  As mentioned 
previously, the three significant 
pieces to this step are creating a 
Vision, Purpose, and High-Level 
goals. 
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2.  Integration Planning
• Planning Factors

– Learning standards and needs

– Teaching methods, classroom organization, 
assessment and learning materials in place

– Administrative software:  Business processes, 
regulations, materials, staffing structures, and 
accountability measures

• Logistics
– Relationship between existing conditions and new 

software

 

Prior to implementing a software 
program, one must keep in mind 
the value of the software as well 
as the processes involved in 
implementation.  These two 
items must work hand-in-hand.  
Planning factors to keep in mind 
during the process are the 
learning standards and learning 
needs, current teaching 
methods, the organization of 
classrooms and other learning 
spaces used, the daily 
instructional schedule, 
assessment methods for the 
area of learning, other 
technology-based programs 
used by the students for similar 
purposes, and non-technology 
learning materials available to 
the students.  If the software 
serves administrative functions 
then you should keep in mind the 
current business processes, 
regulation, materials, staffing 
structures, and accountability 
measures.  In regards to the 
logistical process, one must 
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communicate the relationship 
between the new software and 
conditions that already exist.  For 
example, what will be the effect 
of moving students back and 
forth from the computer lab to to 
the classroom? Or, how will the 
new Student Information System 
affect the work schedules of the 
office staff?  Be sure you use the 
checklist to ensure proper 
planning has taken place. 
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Integration Factors

 

In this planning form example, 
Lincoln Middle School lists the 
current pedagogy used in the 
classroom and corresponds 
each practice with how the new 
software will be used to ensure 
strategies are not lost during the 
implementation of the new 
software.  Click on this planning 
form to access a blank form to 
use. 
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3.  Logistics Planning

• Leadership

• Communication procedures
• Task organization 

• Readiness of staff, equipments, and facilities
• Technical support

• Software use
• Program evaluation

• Budgeting

 

The logistical planning stage will 
ensure the right decision are 
made to guide the 
implementation project.  
Assigning a leader to the project 
is essential.  This person will 
take full responsibility to oversee 
and carry out the project.  This 
person will also need a team 
depending on the size of the 
project. The logistical plan is also 
referred to as the Work 
Breakdown Structure or WBS.  
The WBS must be carefully 
broken down into specific tasks 
that are needed for the 
implementation. The team 
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assigned to the project must 
keep in mind the communication 
procedures with the vendor and 
other stakeholders, who is 
responsible for and how each 
task will be carried out and what 
needs to be done to prepare the 
staff, equipment, and facilities for 
the new software—you will see, 
one of the planning forms 
provided is an example of a staff 
survey to quickly identify 
readiness.  Depending upon staff 
readiness the team must identify 
technical support that will be 
needed,  how the software will 
be used, how it will be evaluated, 
and assuring there is funding for 
the entire project. This planning 
is essential so be sure you 
obtain the checklist so nothing 
gets missed. 
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Readiness

 

There are two key planning 
forms for this step.  One is the 
Technology Readiness survey 
which is a matrix of the existing 
technology in each classroom.  
The other planning form is the 
comprehensive WBS in which 
each task is listed and the team 
member is assigned a task and 
an appropriate date to complete 
the task. 
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• Organization

– Receive a full listing of components
– Set aside a staging area

– Ensure computer availability 
• Documentation

– All procedures of installation
• Awareness

– Publicize and inform all users

4.  Delivery and Installation of 
Software

 

Delivery and Installation should 
be clearly defined on the Work 
Breakdown Structure.  The team 
member responsible should 
receive a full listing of product 
components to be shipped.  This 
person should also have a 
staging area set aside once 
packages are received and 
make sure the computers and 
peripherals needed for 
installation will be available on 
the scheduled day.  The 
procedures involved in 
installation should be 
documented by the vendor with 
copies given to the appropriate 
contact of the team. A checklist 
of the procedure should be 
supplied and reviewed prior to 
installation.  This is essential for 
effective troubleshooting in the 
event of a problem.  Lastly, be 
sure all stakeholders of the 
software are aware of the 
installation process and updated 
regularly until the installation is 
complete.  Use the checklist to 
ensure nothing is missed.  
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Installation of Software

 

In this planning form, each area 
where the software will be 
installed is listed along with the 
dates of each significant step of 
the delivery and installation 
process.  Click on this example 
to print out a blank planning 
form. 
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• Background orientation on design and purpose

• Operational training

• Technical training for supporting staff

• Schedule follow-up sessions after initial training

5.  Professional Development

 

We all know professional 
development is essential to 
create an effective program. 
Professional Development 
regarding new pieces of software 
can be delivered by local 
professional development 
providers or vendor 
representatives. Begin with a 
review of general technology use 
or the curriculum and 
instructional practices on which 
an instructional application is 
based. There are three main 
steps to professional 
development following this 
preliminary step.  First, a 
background orientation on the 
design and purpose of the 
software must be provided.  For 
instructional applications, the 
recommended instructional 
strategies and how the software 
can be integrated with other 
classroom activities should be 
discussed.  The second piece of 
training provides all users 
operational training, for instance, 
how users can navigate through 
the various screens the program 
offers. The third and final step of 
software professional 
development provides technical 
training to those persons 
responsible for supporting the 
software’s operations.   All 
trainings must be ongoing in 
order to promote long-term use 
and internalization by staff.  
Some best practices the toolkit 
suggests are training work 
groups together, review what 
staff already know, make the 
outcomes clear, mix the 
presentation with hands-on 
exercises, use practical 
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examples, and schedule follow-
up sessions 2-3 months after the 
initial sessions.  As you begin 
the professional development 
step, use the checklist to be sure 
nothing is left out. 
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• Monitor Formative Information

– Delivery to each location and station
– Installation at each location

– Scheduling all users for trainings
– Collection of evaluation data

• Users
• System

• Vendor

6.  Implementation Monitoring 
and Software Support

 

The most crucial step of 
implementing software is of 
course, the actual 
implementation process.  In this 
stage, it is  essential that all 
events are monitored to insure 
adherence to the plan and 
schedule as well as to address 
problems that may arise.  The 
coordinator responsible must 
create procedures for checking 
the progress of the entire team 
keeping in mind much of the 
information collected is formative 
and can be used to make 
changes throughout the process.  
The program management team 
should meet regularly to discuss 
this data. Items that must be 
monitored are the delivery of 
software to each specified 
location, software installation at 
each of the locations, completion 
of training and professional 
development, and collections of 
the information found during the 
evaluation procedures from the 
users using the software, the 
implementations process itself, 
and the vendors.  Metrics should 
be used during evaluation to 
ensure data can be quantified.  
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Be sure you systematically use 
the checklist. 
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Monitoring and Software Support

 

This planning form is an all-in-
one comprehensive sheet to 
ensure all software and 
hardware is delivered and 
installed.  As well as 
documenting the person 
responsible for each task and 
the dates each significant event 
occurred. This form also 
provides users with a matrix to 
assist in the evaluation.  If you 
notice Lincoln Middle Schools 
were very close in meeting their 
goals. 
 

Slide 17 

Ó2007 Santa Cruz County Office of Education

• Implementation Success and Results Success

– Formulate the judgment to be made 
– Formulate questions necessary to make the judgment

– Determine information needed to answer the 
questions

– Choose the methods needed to collect the information

– Determine the criteria to apply the information

7.  Program Evaluation

 

Evaluation of any program is 
essential for any improving 
institution.  This plan should be 
created during the logistical 
planning stage to ensure clarity 
and to define success of the 
program.  There are  five major 
steps of designing an evaluation. 
First, formulate the decision to 
be made which addresses two 
questions: How close the actual 
implementation followed the plan 
and how close the actual results 
were to the objectives? Second, 
formulate questions necessary to 
make the decision.  Some good 
questions to ask are Did the 
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implementation match the 
vendor’s recommendations? 
Was the program on schedule?  
Did all stakeholders receive what 
they needed?  Was the proper 
training provided? Did the 
expenses remain within the 
budget? Questions relating to 
results could be Did students’ 
scores improve? And did 
students show signs of 
increased motivation?  After 
these questions are determined, 
the third step is determining the 
information necessary to answer 
those question such as surveys 
and test scores.  Once the 
information is decided the fourth 
step is choosing the methods 
necessary to collect the 
information such as using excel 
spreadsheets to gather the data, 
and finally determining the 
criteria to apply to the collected 
information in order to answer 
each question, for example 
defining success as 60% of 
students grades improved.  
Multiple judgments and 
questions will usually provide 
higher accuracy.  Prior to the 
initial launch of the program, 
create hypothetical results to 
determine reactions of the 
various stakeholders so 
adjustments can me made when 
needed.  Use this checklist to 
ensure all evaluation procedures 
are being followed.   
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Evaluation

 

This evaluation planning form is 
set-up in a basic manner– the 
significant piece of the 
implementation is listed and the 
planning is compared to the 
actual execution of the task or 
item.  Click on this sample to 
access a blank form for you to 
use. 
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Conclusion
• Software implementation is a joint commitment

• Differences exist between ideal and actual outcomes
• Working relationship must exist

• SIIA Software Implementation Toolkit-Full Version
• Software suggestions from TICAL members

 

Software implementation, when 
done correctly, can be very 
useful in improving an institution. 
Using the SIIA toolkit will 
ultimately assist you in 
implementing software in an 
extremely effective and 
systematic manner.  This 
process must be done jointly 
with the vendor and 
stakeholders, one must realize 
that the actual results can be 
very different from what was 
planned, and  there must be 
many staff members involved in 
the process.  This presentation 
will lead you in the right 
direction, but you should also 
use the toolkit itself to become 
more acquainted with the 
process.  Visit TICAL to locate 
various pieces of software that 
have been used and/or improved 
by other administrators to help 
you save even more time!   
 

 


