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Hilton Central School District One-to-One Initiative 
Device Decision Analysis Report 

 

Problem Statement 

Hilton Central School District needs to provide the most impactful devices for 1:1 and shared student 

personal technology.  

 

Introduction 

 

In 2012, the Hilton Central School District began a one to one technology implementation that has grown 

to encompass nearly three thousand students and staff. The implementation began in three 5th grade 

classrooms at Village Elementary School and has systematically grown to include all students and staff 

from 5th through 10th grade. The program will continue to grow over the next two school years until it 

covers all students from grades 5-12.  

 

The district currently uses iPad as our device of choice. In the four years since we distributed our first 

iPads, the instructional technology landscape has transformed dramatically. There have been significant 

changes in both the iPads and the systems that manage them.1 Outside of Apple, comparable devices have 

taken strides to compete for a larger share of the educational market. Given this rapid transformation, the 

Learning Through Technology department believed it was our responsibility to take a step back, review 

our objectives, and ensure that we are providing the technology that best meets the needs of our student 

body.  

 

We used the 2015-16 school year to do just that. Starting in June 2015, the department began an eight 

month research process that included gathering and synthesizing data from a wide array of sources, 

including over three hundred Hilton students, one hundred staff members from several departments, 

neighboring school districts, and numerous other technical and instructional resources. 

 

The final recommendation and the subsequent decision are intended to cover the district until the year 

2020, at which time we plan to follow a similar process aimed at doing what is best for school district 

students and staff.  

 

The final recommendation for providing the most impactful device for 1:1 and shared student 

personal technology is to adopt Chromebook as the District 1:1 device and augment our shared 

inventory with Chromebook.  
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1 Beasley, 2013. Accessed from: http://9to5mac.com/2014/02/26/apple-introduces-significant-changes-to-ios-for-
education-and-enterprise-programs/  

http://9to5mac.com/2014/02/26/apple-introduces-significant-changes-to-ios-for-education-and-enterprise-programs/
http://9to5mac.com/2014/02/26/apple-introduces-significant-changes-to-ios-for-education-and-enterprise-programs/
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Stakeholders 

 

The one to one implementation (and the devices that accompany it) is a true district initiative. The 

following list of stakeholders includes groups that are impacted by this decision on device provision. The 

decision will impact what is taking place in the instructional realm, both in the classroom and larger 

program. It will also impact what is taking place in other areas of the district, including the technology, 

business, and staff development offices.  

 Students 

 Teachers 

 LTT Staff 

 District and school administration 

 Business office staff 

 Parents and community members 

 

Objectives 

 

The following objectives are framed by the mission, vision, and core beliefs of the school district. In 

addition, the identified 1:1 objectives were created by a subcommittee of HCSD stakeholders, including 

the former Superintendent and LTT Director.  

 

 Meet the identified HCSD 1:1 goals - http://www.hilton.k12.ny.us/info/1-1%20Initiative.htm  

 Increase transferrable skills (critical thinking, collaboration, inquiry etc.) 

 Device is compatible with major district platforms (365/GAFE) 

 Maintain or decrease current 1:1 budget 

 Teachers support the alternative 

 Device is compatible with online testing 

 Device allows an efficient/streamlined initial setup process 

 Device is easy to support (tech and instruction) 

 Maintain or decrease current repair/replacement rate 

 District administration supports the alternative 

 

Comparative device 

 

During the spring and summer of 2015 the department researched other alternative 1:1 devices. After 

reading current literature and conversing with other school districts we decided to use Chromebook as an 

alternate device for comparison.  

 

Why Chromebook? Hilton has been integrating Google Apps for Education (GAFE) into our instructional 

program for many years. Chromebooks are "purpose built" to work seamlessly with GAFE.2 

Chromebooks are also very intuitive and user-friendly. There is a relatively small learning curve to get a 

Chromebook integrated into instruction, especially since a large portion of our students and staff are 

familiar with GAFE and the features that come with it.  

 

From a management lens, the Chrome admin console is very streamlined and easy to use, as is the 

Chrome store. This is where we can access new content. Technically, the devices require very little 

maintenance. The setup and time from being off in a student's backpack to operational on the desk are 

minimal.   

                                                           
2 Schaffer, Dian. (2015). 3 Reasons Chromebooks are Shining in Education. Technological Horizons in Education, 

42(3). 

http://www.hilton.k12.ny.us/info/1-1%20Initiative.htm
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Since the inception of our 1:1 program four years ago Chromebooks have taken extraordinary strides in 

the instructional technology realm. Late in 2014, Chromebook actually overtook iPad as the most 

frequently used 1:1 student device in the United States.3 This is driven largely by the advantages laid out 

above, which our conversations with other school districts confirmed, but also largely by price. 

Chromebooks cost roughly 40% less than iPads.  

 

Alternatives 
 

We decided to consider four alternatives for this device analysis. These alternatives are consistent with 

the HCSD vision and mission yet remain financially feasible. In addition to responding to the problem 

statement, the alternatives are intended to satisfy as many of the objectives as possible.  

 

1. Maintain status quo 

 This alternative would require no change in the provision of personal technology. We 

would continue to provide iPads for all students in grades 5-12, replacing the device once 

in 9th grade.  

2. Adopt Chromebook as the district-wide 1:1 device 

 If implemented, we would provide all 9-11 students with a Chromebook in 2016-17, 

repurpose the current HS iPads to our 5th graders, and continue the rollout schedule from 

there, providing Chromebook to all 5th and 9th graders annually.  

3. Adopt Chromebook as the 1:1 device for high school students only 

 This would be the same as alternative 2, only the Chromebooks would be provided to HS 

students only. Students would get an iPad from grades 5-8. The reason for including this 

alternative is that we have heard (informally) that the nature of high school work lends 

itself to a keyboard. The students write more research papers and longer documents in 

high school.  

4. Adopt Chromebook as a shared cart option only. 

 This alternative would not provide any Chromebooks as 1:1 devices, however it's feasible 

that through our research we uncover that Chromebooks would be an appropriate device 

to augment or replace a portion of our shared laptop inventory.  

 

With regard to the alternatives, two things became very clear early in the research process. First, teachers, 

students, and support staff all value consistency and simplicity with regard to instructional technology 

implementation. Second, it was evident that Chromebook’s central features offset many of the primary 

stakeholder concerns regarding shared technology (i.e. boot time, log in process, battery life). Regardless 

of the 1:1 decision, it is apparent that augmenting our shared technology inventory with Chromebook will 

enhance instruction.  

 

Research Methods 

 

 Literature Review - Obviously we are not the first district to implement a 1:1 initiative. We 

examined scholarly journals, trade journals, other articles, and resources from other school 

districts to gather best practice and also how 1:1 impacts that.   

 

                                                           
3 Kosner, A., 2014. Google Unseats Apple in US Classrooms. Accessed from:  
http://www.forbes.com/sites/anthonykosner/2014/12/01/google-unseats-apple-in-u-s-classrooms-as-

chromebooks-beat-ipads/#7a881f7e4a13  

http://www.forbes.com/sites/anthonykosner/2014/12/01/google-unseats-apple-in-u-s-classrooms-as-chromebooks-beat-ipads/#7a881f7e4a13
http://www.forbes.com/sites/anthonykosner/2014/12/01/google-unseats-apple-in-u-s-classrooms-as-chromebooks-beat-ipads/#7a881f7e4a13
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 Chromebook pilot - To test Chromebook in our district, we ran a structured pilot that consisted of 

seven teachers and over 300 students. Teachers applied to be a part of a ten-week session. When 

selected, teachers were given a cart of Chromebooks to integrate into their instruction. To be as 

representative as possible we selected strong applications from teachers at grades one, four, five, 

and 9-12. Some of these teachers and students had 1:1 iPads before, some did not.  

 

o As part of their agreement for participating in the pilot, teachers agreed to be interviewed 

and for a focus group to be conducted with at least one of their classes. The interviews 

and focus groups were facilitated by LTT staff.  

 

 Interviews and focus groups - To obtain a variety of perspectives we conducted interviews with 

many people, including district administrators, technical staff, and teachers. We held focus groups 

with both elementary teachers and secondary teachers who taught students with and without 1:1 

iPads. Any teacher in the district had the opportunity to participate in a focus group. Groups were 

facilitated by LTT staff.  

 

 Surveys – We distributed surveys to Chromebook pilot teachers and students, as well as the rest 

of the teachers and students in the district. All district teachers and students had the opportunity to 

fill out at least one survey to share their experience and opinion.  

 

 Cost analysis – Costs were described in terms of resource use and expenditures. The total annual 

cost estimate for iPad was included on one table and the total annual cost estimate for 

Chromebook was included on another.  

  

Predicted Effects 

 

In order to predict the effects of each device on the identified objectives, qualitative data from all 

interviews and focus groups were gathered, synthesized, and coded. They were then compared to the 

identified objectives. There were roughly twelve hours of interview and focus group data; this is a very 

brief summary of the relevant, device-specific information. * Survey data was synthesized and included 

below the qualitative data.  

 

*There was a great deal of valuable information about 1:1 instruction and the objectives that was 

discussed during the interviews and focus groups. The device-specific information was prioritized in this 

project.  

 

Objectives 

 

1. Meet the identified HCSD 1:1 goals - http://www.hilton.k12.ny.us/info/1-1%20Initiative.htm  

 iPad 

 Teachers generally indicated that iPads were working to meet our identified goals. 

Students are participating in more student-centered activities, students are creating 

projects and products, they enable students to move at their own pace, and students are 

more independent. They are working on the iPads at home as well.  

 Chromebook 

 Pilot classes were not allowed to take the Chromebooks home, however each 

identified strong belief that they would successfully extend learning beyond the 

classroom walls. They identified an ease of collaboration and ability to work within 

GAFE as evidence of student-centered learning.  

 

http://www.hilton.k12.ny.us/info/1-1%20Initiative.htm
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2. Increase transferrable skills (critical thinking, collaboration, inquiry etc.) 

 iPad 

 Teachers spoke to the fact that students are working together through the Google Apps 

suite, FaceTime, and email. Generally, when the iPads are working well they enable 

teachers to build these skills in students.   

 Chromebook 

 Pilot teachers and students responded positively to this question. They identified 

many examples of students working collaboratively on projects, also citing examples 

of giving real-time feedback and formative assessment as students were working on 

assignments in class.  

 

3. Device is compatible with major district platforms (365/GAFE) 

 iPad 

 Teachers and students identified many glitches of iPads working with GAFE. The 

main issue was that users need a separate app for most features of the suite. Often 

times the use of so many apps causes glitches. It has improved this year, but there are 

still problems using GAFE on iPad. Office 365 data was relatively inconclusive, as not 

many teachers had used it on their iPad.  

 Chromebook 

 Pilot teachers and students responded very positively to this question regarding 

GAFE. They expressed that work within GAFE was extremely efficient on 

Chromebook. None of the pilot teachers had used their Chromebook with Office 365.  

 

4. Maintain or decrease current 1:1 budget 

 There is a predicted costs section included with this analysis. Chromebooks are 

significantly less expensive than iPads. Specifics and a three-year cost projection are 

detailed below.  

 

5. Teachers support the alternative 

 iPad 

 The majority of teachers offered cautious or limited support for iPads. They were 

willing to put up with the technical and management glitches to achieve the 

instructional outcomes. Some teachers identified a content-specific connection to the 

iPads, specifically music and special education.  

 Chromebook 

 The pilot groups’ interview and focus group data mirrored the survey data in that 

they were very supportive of using Chromebook both as a shared and 1:1 device.  

 

6. Device is compatible with online (computer-based) testing 

 iPads are compatible with the coming NYSED computer-based testing. We would need 

to provide a wired keyboard to use them.  

 Chromebooks are compatible with NYSED computer-based testing  

 

7. Device allows an efficient/streamlined initial setup process 

 iPad 

 Teachers and LTT both noted that iPad setup is cumbersome. There are a lot of steps 

to ensure the iPad is operational. Each student/family needs to create their own 

account, which hinders the setup for 5th grade students. They also need to install a 

proxy certificate and associate their Apple ID with our volume purchase tokens.  

 Chromebook 
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 Both teachers and LTT agreed that the Chromebook setup was very easy, both from 

the administrative management lens and the classroom teacher lens. There is little 

setup aside from enrolling the device in our GAFE admin console. Students identified 

that they were comfortable and familiar with their GAFE credentials enough that they 

needed very little support getting their Chromebook ready when they first got it and 

also each day.  

 

8. Device is easy to support (tech and instruction)  

 iPad 

 Both teachers and students identified significant problems with the management of 

iPads. They were dubbed “glitchy” by both groups and the descriptions of the 

difficulties were cumbersome. The LTT department echoed these issues, as the setup 

period for iPad took up a significant portion of the first couple weeks of the school 

year for both LTT and teachers. The issues lay mostly in the fact that Apple requires 

individual Apple IDs for each student.  

 Chromebook 

 Similar to the data for objective 7, Chromebooks have proven very easy to support 

throughout the pilot. The Chrome store is quite compatible and students can view 

content without being able to download it. From an instructional lens, there is 

research that needs to be done regarding some common features that teachers are 

used to using on an iPad, such as annotating.  

 

9. Maintain or decrease current repair/replacement rate 

 iPad 

 We have come a long way over the past four years with the repair/replacement rate for 

our iPads. This is largely due to the purchase of more protective cases. As we phase 

out older devices with less protection, the repair rate should decrease. 

 Chromebook 

 Out of the 90 Chromebooks in the pilot program, we have had to perform three key 

replacements and one screen replacement. There are no cases on the Chromebooks at 

this time. It is also important to note that at this time the Chromebooks are not 

traveling home with the students.  

 

10. District administration supports the alternative 

 Administrators were largely supportive of any device that supports our needs. The device 

was a far second to the instructional and managerial outcomes.   

 
Survey Results 

 

All HCSD students and staff had the opportunity to fill out a survey. Surveys were distributed via email 

and the Cadet Tech blog, including the Chromebook pilot students and staff. Survey questions were 

directly related to the identified objectives. Copies of the survey results are included as appendices to this 

report. 

 

In general, survey results showed relatively positive support for the iPads. There were slightly mixed 

results when it came to efficiency and management of the device. Both student and staff pilot participants 

showed strong support that Chromebook would meet the identified objectives.  

 

Participation 

 566 students 

 61 teachers 
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Notable survey data:  

 76% of students identified having a keyboard as necessary or absolutely necessary to complete 

their school work 

 75% of students were open to exploring another HCSD 1:1 device 

 84% of pilot students (135 total) agree or strongly agree Chromebook met their instructional 

needs (69% iPad) 

 67% of staff were open to exploring another HCSD 1:1 device 

 100% of Chromebook pilot teachers favored adopting Chromebook as the district device 

 Results and comments on several questions indicated that Chromebook was the simpler of the 

two devices to manage and effectively integrate into instruction  

 

Predicted costs – annual (2016-17 through 2018-19) 

 

Based on the available information, the following tables detail the annual predicted costs for each of the 

devices if they were chosen as the HCSD 1:1 device, or alternatives 1 and 2. The expected costs for the 

other alternatives would be based on these cost tables.  

 

iPad 

 

 

 

                                                           
4 Trusted Reviews, “iPad Air 2: Battery Life and Verdict”, Accessed from: http://www.trustedreviews.com/ipad-air-

2-review-battery-life-and-verdict-page-6 

 

Ingredients Description Price per unit/hr. Total Annual 

Cost 

Personnel 

Requirements 

   

Seasonal interns Unbox, put cases on, record serial numbers, label 

devices (50 hrs.) 

$9 $900 

Computer Techs Initial software setup plus ongoing 

maintenance/repairs (~238 hrs.)4 

$27 (inc. benefits) $6,426 

Subtotal   $7,326 

Materials & Supplies    

Devices ~351 (average of grades 5-11) x 2 grade levels $459 $322,218 

Cases ~351 (average of grades 5-11) x 2 grade levels  $50 $35,100 

Misc. materials (repair, 

replacement accessories) 

various various $14,000 

Subtotal   $371,318 

Total Cost   $378,644 
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Chromebook* 

 

*This calculation is for Chromebook only. The actual annual cost would be slightly higher for the first 

two years given that we would still have a population of iPads in the district that will need 

repair/maintenance.  

Final Recommendation 

The final recommendation was made by systematically analyzing the collected data. This structured 

model involves clearly stating a problem, identifying objectives that align with District goals, designing 

and investigating alternatives that address the problem, determining stakeholders and inviting them into 

the process, completing a cost analysis, and making a recommendation to the Superintendent and Board 

of Education.  

The problem statement for this analysis originated through an examination of the HCSD institutional 

context and the window of time since this decision was last examined. Hilton maintains that it is a 

progressive district, both instructionally and technologically. After gathering and synthesizing all of the 

data, each alternative was compared to the identified objectives to determine which had the highest 

likelihood of meeting them.  

                                                           
5 Dell, Product specifications, Dell Chromebook 11, accessed from: 

http://www.dell.com/us/business/p/chromebook-11/pd?oc=cacb003 

 

Ingredients Description Price per unit/hr. Total Annual 

Cost 

Personnel 

Requirements 

   

Seasonal interns Unbox, put cases on, record serial numbers, label 

devices (50 hrs.) 

$9 $450 

Computer Techs Initial software setup plus ongoing 

maintenance/repairs (~140 hrs.)5 

$27 (inc. benefits) $3,780 

Subtotal   $4,230 

Materials & Supplies    

Devices ~351 (average of grades 5-11) x 3 grade levels $299 $314,847 

Licensing ~351 (average of grades 5-11) x 3 grade levels $24 $25,272 

Cases ~351 (average of grades 5-11) x 3 grade levels  $25 $26,325 

Misc. materials (repair, 

replacement accessories) 

various various $3,000 

Subtotal   $369,444 

Total Cost   $373,674 
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A notable theme that surfaced early and often in the data were the values of simplicity and consistency. 

Because alternative three consisted of two separate 1:1 devices for the district, it was eliminated due to its 

lack of consistency.  

By far, the most data came through the lens of the 1:1 device selection (alternative 1 & 2). As such, the 

cost analysis was conducted using that lens. In addition to being less expensive for the district, the data 

showed that adopting Chromebook as the 1:1 device for the district was more likely to meet the identified 

objectives, enhance consistency, and address student and staff concerns including providing a keyboard, 

minimizing distractions, and streamlining initial setup and management.  

In addition, Chromebook’s primary features offset many of our shared technology limitations, including 

boot time and battery life. Based on this information, augmenting our shared technology inventory with 

Chromebook will enhance instruction. 

As such, we recommend that alternative two, adopt Chromebook as the district-wide 1:1 device, best 

meets the objectives associated with providing the most impactful personal student technology. We also 

plan to augment our shared technology with Chromebook carts as appropriate.  

Notable themes, takeaways, and next steps 

 

 We have a fantastic group of open-minded teachers. 

 We are using Google Apps for Education as our main instructional platform. Nearly all comments 

on collaboration and efficiency started with GAFE.  

 We need to address the needs of certain populations that iPad works great for. This is especially 

true for our special education population, who utilize text modification and speech to text features 

of the iPad extensively.  

 We need to address our authentication system for accessing the Internet on 1:1 devices 

 We need to address the printing capabilities of our 1:1 device 

 We need to decide on a systematic and structured rollout plan that will cause the least amount of 

disruption and provide the most support for our transitioning students and staff.  

 Our teachers value simplicity in technology. They want to focus their efforts on instruction and 

minimize the distraction and management pieces of the instructional technology devices.  
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Appendix 1: HCSD 1:1 Initiative Device Rollout 

 

 


