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Abstract
The purpose of this article is to identify the role of instructional design leadership in the
implementation process of instructional technology into learning materials. This role is actually
one of leading change to overcome barriers to the implementation of technology. A brief
description of instructional technology and the barriers of implementing it are followed by an

argument for evaluation and elaboration on the role of a leader during change.
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Leading Instructional Technology Implementation

The job of implementing instructional technology is one a leader needs to give
considerable thought to and plan accordingly. Implementing instructional technology is a
change process that has barriers to overcome and requires evaluation to monitor the technology’s
effectiveness in the instructional design. Leaders of instructional design therefore need to be
well versed on the process of change to help successfully implement new instructional
technologies into learning materials.

Defining Instructional Technology

The definition of instructional technology can be interpreted differently by whoever is
using it in their curriculum. Instructional technology can include; software, applications, and
computer based learning modules (Weston, 2004). Weston further breaks applications down to
include modules, curricula, simulations, games, hands on activities, presentation software, and
other task specific programming. Boles (2011) lists hardware and the internet in addition to
software as necessary instructional technology for the classroom. Mitchell (2011) includes e-
learning, remote devices, and personal devices in the definition of instructional technology.
Instructional technology for this article will be considered as any digital form of communication
or tool used to enhance the learning environment.

Barriers to Instructional Technology Implementation

Identifying the Barriers

When looking to implement technology into the classroom it is important to identify what
barriers may be in place that would prevent a smooth implementation. According to Weston
(2004) the barriers can include; access, cost, support, organizational politics, technological

incompatibility, and instructor resistance. Mitchell (2011) supports Weston by stating that
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college professors identify costs and a lack of understanding of how to use instructional
technology as barriers to implementing instructional technology as well as a lack of time to learn
how to use the instructional technology. Adams and Ivonov (2015) also list caution and
economic difficulties as barriers to the implementation of instructional technology despite a
demand for consistent improved achievement and remote accessibility. Hall (2010) elaborates
that barriers of instruction technology implementation also include the process of successfully
implementing it on a wide scale and bridging the gap between learners’ personal technology use
and expectations of instructional technology. It is the role of the instructional design leader to
identify these barriers and work to overcome them or work with them.

Another type of barrier for the implementation of instructional technology is instructional
designers do not always have the benefit of knowing how the technology they incorporate into
the curricula will work with the instructional environment (Weston 2004). According to Weston
extenuating circumstances can lead to the instructional technology being used differently than
intended. Extenuating circumstances can include a shortage of the needed devices, a
misunderstanding of how to use the technology, or a modification in the use of the technology to
fit the needs of the class. Keeping in mind these types of barriers will help instructional design
leaders to use flexible technology applications in the curricula.

Overcoming the Barriers

According to Weston (2004) identifying motivational factors such as benefits for
instructors and learners as well as creating a culture strong with technology will enable leaders to
help overcome the barrier of resistance. Mitchell discussed the importance of carefully planning
the use and implementation of instructional technology to avoid barriers that could lead to a

failed or ineffective implementation. The planning should include thoughts on how the
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technology will be used currently and how it will evolve as well as identifying what is
understood as instructional technology and how it should be used by all of the stakeholders of the
instructional technology implementation (Mitchell, 2011). Harding (2010) describes how
imagination can be used when a leader is faced with the barriers of change. Overcoming the
barriers of implementation is only one of many steps in the implementation process.
Implementation

Instructional technology needs to be used for successful implementation of interactive
and engaging curricula. In her article Boles highlights the usefulness of instructional technology
in the classroom by explaining how different forms of instructional technology can be used when
it meets the needs of the learners. Internet allows learners access to more current materials than
printed textbook, visual representations of the material, and even interactive lessons and games
about the material according to Boles. The internet can be supplemented with podcasts and
presentation software by allowing the instructor to pre-record lessons in formats that the learner
can use outside of the classroom. These materials can also serve as a supplement to traditional
lectures and classroom activities (Boles, 2011). Boles further explains how instructional
technology and interactive materials can help to motivate learners into learning about topics that
may first seem uninteresting or intimidating. Another advantage of instructional technology is
the value it adds to the assessment process by creating an assessment environment that is as
interesting and interactive as the materials itself is stated by Boles.

The first consideration for instructional design leaders in the implementation of
instructional technology is to identify what technology is necessary to accomplish the goals of
the instruction. At the same time instructional design leaders need to avoid incorporating more

extravagant or expensive technologies that are not effective or efficient in achieving the goals of
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the instruction. Mitchell (2011) outlines the pitfalls of not properly identifying which technology
will meet the needs of the instruction to include unnecessary expenditures and ineffective tools
for learning. Kuyatt, Holland, and Jones (2015) support Mitchell by explaining that the
implantation of technology will not necessarily create an increase in learning outcomes.

Another consideration for instructional design leaders is the implantation process and
maintenance of the instructional technology. Emery and Stone (2013) have identified a series of
steps that help in the successful implementation of technology. First, it should be tested both on
a small scale and on a larger scale to identify any issues that could come up in using the
technology. Second, train stakeholders on how to use the technology. Third, complete a soft-
launch where users can have an alternative method for learning should the instructional
technology not performs the way it was intended. Fourth, review and incorporate the feedback
from users in improving further implementation of the instructional technology. Fifth, continue
to launch improved versions of the instructional technology that have been upgraded and updated
after analyzing the feedback from the previous version of the instructional technology. These
steps require a variety of evaluation techniques to insure the implementation process is
successful.

Evaluation

Evaluation takes on different forms and provides different types of information that can
be used in the implementation of instructional technology. Kuyatt, Holland, and Jones (2015)
stress the importance of evaluation of the implementation of instructional technology as a means
for leaders to identify the effectiveness the technology has had on improving learning outcomes.
Bullock and Ory (2000) noted that evaluation often takes forms including: test scores, surveys,

interviews, and observation. Another form of evaluation, field testing is a formative evaluation
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that provides valuable feedback on how the instructional technology will function in the
classroom (Weston, 2004). Bullock and Ory discuss that there is not a single form of evaluation
that is more effective than the others and many evaluations tend to be multifaceted using more
than one evaluation form to compile a representative understanding of the whole.

Using a variety of evaluation methods can help instructional design leadership view
diverse aspects of the implementation of instructional design. Bullock and Ory (2000) propose
that single forms of evaluation leave components of implementation left unaccounted for thus
providing a limited understanding of the scope of the impact the implementation of instructional
technology has. In his article Weston discusses the importance that the evaluation determines if
the technology has been implemented and what it looks like. Context of implementation can
then be used as a form of summative evaluation to revise the implementation process as a whole
while formative evaluation is used to measure and revise during the implementation process
(Weston, 2004). During the evaluation evaluators should look at more than just the
implementation of instructional technology and how it helps to achieve learning goals.
Evaluators should also look at the functionality of the instructional technology to help fix any
programming issues that could prevent the instructional technology from performing at an
optimal level according to Weston.

Research in the implementation of instructional technology has led to the application of
specific models that can outline the advantages of the technology. Hobart and Dawson (2008)
reviewed several e-learning instructional models and discovered that research models can be set
in place as a framework that can be used for the execution and management of the
implementation of instructional technology.

Leading Change
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Leading the implementation of instructional design should be considered leading a
change in processes for the instructional institution. Change leadership is a role that has been
taken on by instructional designers with the incorporation of instructional technology in learning
materials (Ensminger, Surry, Porter, & Wright, 2004). In their article Moran and Brightman
state that change management is a process of managing people through change rather than
managing the change itself. Managing people through the impacts on their “purpose, identity,
and mastery” (Moran & Brightman, 2001, p.1) is the key to successfully guiding people through
change. Stanleigh (2013) looks at the resistance to a change as people being resistant to being
changed.

Moran and Brightman (2001) elaborate on purpose by explaining that people need to
have a purpose and helping them identify their role in the change process will provide them the
purpose they need to proceed with the change. To help people identify their purpose in the
change process Zimmerman (2004) recommends that the organization’s beliefs and values are
well outlined, communicated, and all stakeholders are involved in defining the organizational
vision. Zimmerman’s recommendation supports Moran and Brightman’s thoughts of a leader
outlining and sharing the organizational goal while supporting the individual in identifying their
role in the change process. Stanleigh (2013) states that specific goals and anticipated results of
the change will help provide purpose while Edmonds (2011) describes these goals as ground
rules that set a clear path for the change.

Change can also cause a person to lose their identity within the organization, therefore, a
leader needs to help people maintain and evolve their identities as it relates to the change (Moran
& Brightman, 2001). To accomplish the evolution of identity a leader should help set

expectations, identify the persons place in the organization, and encourage peer support
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(Zimmerman, 2004). Stanleigh (2013) describes peer support as team work where the goals of
the change and roles of the stakeholders are clearly defined to prevent any conflict through the
change process. Emphasizing the connectivity in the organization will help maintain
communication and collaboration, a key component of team work, according to Edmonds
(2011).

People confronted with change fear a loss in the mastery of their role in the workplace.
A leader needs to help establish and communicate how they are going to be educated, trained,
and assisted through the learning process to a mastery level to ensure the sense of security job
mastery provides people (Moran & Brightman, 2001). Zimmerman (2004) supports the ideas of
Moran and Brightman by explaining that training is an essential component for planning change
in addition to having the right tools to implement the change. Training on how to manage people
through the change process is also an important part of any change (Stanleigh, 2013).

Fear itself is another opponent to change and fear of the unknown is a common reaction
to the thought of change. Stanleigh states that often fears stem from previous change attempts
that have failed. Leaders need to demonstrate commitment and positivity toward change to help
guide people through their fears of the unknown (Stanleigh, 2013; Edmonds 2011). Zimmerman
identifies the use of accountability as a possible contributor to the fear of change therefor leaders
need to use accountability processes in a supportive rather than a punitive manner. Moran and
Brightman (2001) recommend that leaders create an environment where experimentation and
failure are allowable to an extent to help encourage people through the change to prevent a fear
of new accountability from overshadowing the benefits of the change. Leaders who remain calm
through the more difficult times of change will also help to alleviate the fear that people will

develop during the change process (Zimmerman, 2004).
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Instructional designers and leaders of instructional design need to have an understanding
of the change process to be effective in leading the change of implementing instructional
technology into learning materials. Ensminger, Surry, Porter, and Wright (2004) indicate that the
change process is a culmination of multiple theories, models, and strategies. Everett Rogers (as
cited by Ensminger, et. al, 2004) lists five steps of change; establishing an awareness of the
change, establishing an opinion of the change, choosing how to respond to the change,
participating in the change, and review the outcomes of the change. Moran and Brightman
(2001) describe a change cycle consisting of four steps; possess an understanding of the
situation, identify and plan accordingly for the expected outcome, recruit others to assist in the
change process, and monitor the outcome. In their work Ensminger, et. al, identify several
models that follow the same cyclic pattern of understanding, developing, implementing, and
evaluating the change process. It is important for instructional designers and leaders to
understand this basic pattern regardless of which model they choose to follow through the
change process.

Conclusion

Implementing instructional technology into learning materials can be challenging for
some designers and instructional design leaders. There are often a variety of barriers to the
process that must be overcome before and during the implementation process. The implantation
process is one that requires specific planning and quality evaluation both during and after the
implementation to ensure a successful launch of technology. Because the implementation of
instructional technology into instructional materials is often a change in the current methods of
instruction it is important for instructional designers and leaders of instructional design to be

leaders of change. The role of leading instructional technology implementation takes a leader



LEADING INSTRUCTIONAL TECHNOLOGY IMPLEMENTATION 11

who understands the current educational process and can see the potential outcome of the
change. That leader then needs to communicate and support the stakeholders through the change
process of implementing new instructional technology. At every stage of the implementation
process the instructional design leader also needs to evaluate the implementation process to
determine the effectiveness of the instructional technology on the learning outcome and modify

the implementation as needed to ensure the best results.
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