Suggestions for a Teacher Leader Who is New to the MLTI

Based on: Successful Strategies for MLTI

http://www.MaineLearns.org 

Welcome to the Maine Learning Technology Initiative, Maine’s one-one computing initiative, a world leader in the innovative and effective integration of current technologies into classrooms and communities.

Teacher leadership has been an important feature of the MLTI from the start. It has been a formal component of the project since before the first statewide rollout in the fall of 2002.  From the selection of the first nine Exploration schools in the spring of 2002 teacher leaders have been key.  Below is the job description established early in the MLTI.

Teacher Leader Job Description

Some teachers move faster than others in appropriating the philosophy and/or the methods offered by MLTI. We expect these teachers to play a leadership role in the school, and we are giving high priority to setting up mechanisms to help them develop the requisite skills. Each school designates a “lead teacher” (a classroom teacher with influence power) that has the respect and confidence of their own colleagues in the classroom.

The “Requisite skills” will concentrate on the following:

· Leadership skills: this includes skills, knowledge, and sensitivities relevant to moderating discussion and decision-making, as well as some familiarity with different types of governance structures in schools and other organizations.

· Grasp of issues in Change: some knowledge of the history of school reform movements, managing change strategies and the prevailing resilience to change.

· History of the Integration of Technology: Insight regarding issues surrounding the link of learning and technology, including some experience in discussion of controversial issues and the negative literature.

· Content and Assessment: An appreciation for the richness and diversity of content accessible through technology, and the power of technology to both broaden the methods of instruction and the modes of assessment.

Other qualities: 

· advocate and communicate for and about the program

· vision for the use of technology in education

· change agent – risk taker

Job Description:

· Work collaboratively with the building principal to build capacity

· Keep project focused on teaching and learning within the context of real classrooms.

· Act as contact person for notification of learning opportunities.

· Collect baseline data in the building including strengths, needs, potential problems and local resources. Help staff analyze data to make decisions.

· Support colleagues by providing information, mentoring, cognitive coaching, modeling and facilitating meetings and problem solving around project

· Focus on this project for a period of at least one year.

· Develop a culture of discussion of relevant issues –“ Schools that learn are schools that talk”.

· Work with school administrators, technology coordinators and other school system personnel in implementing the technology deployment with a sensibility to the status and needs of the teachers

· Understand the demands and constraints of being a classroom teacher.

Below you will find the list of topics identified as critical components in a school as it works to effectively implement one-to-one technology integration.  Following each is a brief explanation of the principal’s role in implementing these strategies in order to assure a healthy approach to the Maine Learning Technology Initiative. For an annotated list of resources around “Successful Strategies for MLTI,” head to MaineLearns.org where each strategy is linked to supporting resources, including many from Maine schools.

Vision and Goal Setting

· Vision – This is not about a “technology vision,” or even an “MLTI Vision.”  The vision discussed here is for the future of your students.  Our experience has shown the importance of a school community working together to develop a shared vision of what it sees its students doing some ten years out, and then planning the kind of school experience that will best prepare them for that future. Technology-rich environments and engagement in real, community-based projects consistently arise in the generation of the kind of experience that will best prepare the children. 

· Question to ask: “What is our shared vision for our students, and what role can the MLTI play in supporting progress?”

· MLTI Teacher Leader’s role: The MLTI Teacher Leader will be an active participant in this process, but should not facilitate it.  This is a time for “even footing” for all teaching staff.  In this way the results can be owned by the entire staff and be a document that will guide decisions into the future. Once the vision has been created, the MLTI Teacher Leader will continually check back on it to make sure decisions and actions are moving the school in the direction they have visioned.  For a description of this process and supporting documents, see the annotated list of Successful Strategies for MLTI on MaineLearns.org 

· Fears and Hopes – Like any major change effort, the arrival of one-to-one computing evokes great hopes and great fears.  Far too often the hopes are highlighted exclusively, and the fears are allowed to stay below the surface.  And when fears stay underground, they have a nasty way of popping up from time to time to sabotage efforts at all levels.  The activity described here is when all members of the school community are asked to write down their fears and hopes for a public sharing, with an understanding that there are no “unacceptable fears” or “unrealistic hopes.”  These fears and hopes can then be organized into categories and dealt with in an appropriate manner.

· Question to ask: “What are teachers most fearful of around the MLTI, and what are their greatest hopes?”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader will participate in this process, and might co-facilitate it with the rest of the MLTI leadership team.  Because the teacher leader is well connected to the teaching staff, their involvement in the process will create a level of trust that is so important.  A document describing this activity in detail is available through the annotated list of Successful Strategies for MLTI on MaineLearns.org

Leadership

· Hold regular meetings with the leadership team – The leadership team, made up of at least the principal, teacher leader, technology coordinator, and librarian, must meet regularly.  Other potential members include students and parents.  Our experience has shown us that in schools where the group does not meet on a scheduled basis, even where the meetings are held, but on an, “as needed basis,” the MLTI does not become a “part of other school efforts.”  In order to keep the one-to-one effort front and center as a resource for school improvement, the leadership team needs to act collaboratively.  It is critical that the principal be the leader of this team of leaders – delegating responsibilities and requesting opinions of course, but always making sure that the team is acting in a way to help the school achieve it’s vision.  Because the MLTI has technology in its name, we have seen a tendency on the part of some schools to assume that the tech coordinator should be the key leader.  This is not true, and in fact has shown to be ineffective in supporting effective integration of the MLTI devices to support all learners. Equally ineffective is expecting the teacher leader to be responsible for the impact MLTI involvement has on school improvement.

· Question to ask: To the teachers - “How is the MLTI going in your classroom? What support or help do you need?”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader is the voice of the teacher in this setting.  It is their responsibility to look at technical issues through the teachers’ lens, and to speak clearly and honestly about what he or she sees.  Because the MLTI is a teaching and learning project and not a technology project, the MLTI Teacher Leader must work hard to not allow the technical voices to drown out the teacher voice.  While ultimately it is the job of the principal to assure a balance of input, it is critical that the MLTI Teacher Leader not be afraid to speak up. 

· Review the job description of the Teacher Leader – MLTI Teacher Leaders have, in practically all cases, taken on this job because they are believers in the power of one-to-one computing, and they are willing to work to make sure the school takes advantage of that potential.  Unfortunately we have too often heard Teacher Leaders bemoan the fact that they lack the administrative authority to assure that all teachers use the power of one-to-one computing to support all learners, yet feel they are ultimately responsible. Only the principal can, for instance, ask teachers to create professional goals in their curriculum areas that include technology integration as a strategy for improvement. The primary responsibility of the teacher leader is to be a communication facilitator between the MLTI and the building staff as well as being a general advocate for making best use of the current technology.

· Question to ask: To the MLTI Leadership Team: “How can we work together to make the MLTI a success in supporting progress towards our vision?”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader should be aware of the job description as included above, and while not feeling limited by it, be sure that they are clear about the support and assistance they need in order to help all teachers take advantage of the power of the MLTI to support every student. Probably most critical is their being a constant advocate for the program; always looking for ways it can help the school achieve its mission, and communicating those possibilities to all members of the school community.

· Develop a matrix of skilled folks within the building – This is closely tied to the MLTI Teacher Leader & MLTI Leadership Team discussions above.  A primary goal in a one-to-one school must be to spread ownership for the success of the project, and ultimately, of course, for the success of the school. So as you get to know the school and the people who make up the school community, pay attention to who is taking advantage of the MLTI in which way.  There will probably be a recognized iMovie expert, someone who prefers to have the digital projector live in her classroom, and someone for whom the graphing calculator in PASCO’s DataStudio has become an indispensable tool in their mathematics or science classroom.  And don’t limit your search to teachers, as there will be students and office staff with specific skills as well as community members.  This listing will go a long way towards your helping to facilitate the establishment and utilization of a healthy human network, as you say things like, “You know, Ellen was using spreadsheets with her kids last week – why don’t you stop in and ask her exactly why she was doing that before you jump in?”  

· Question to ask: “I love the way you are using AppleWorks database with your reading logs.  Would you mind if Sally and Bill asked you to show them how it is working?  They’ve been intrigued by database, but haven’t seen a real “on the ground use” for it yet.”

· MLTI Teacher Leader’s Role: Teachers know what other teachers are doing, and because of this the MLTI Teacher Leader is in a key position to help build this catalog of “resident experts.” Make sure that your school is not simply collecting data on if the devices are being used, but rather the invaluable information about how the devices are being used! As this listing of users and how they are changing the methods and tools they use to support student learning grows, the MLTI Teacher Leader is the point person in making use of it to connect teachers who are ready to move ahead with teachers who have already begun.  Be sure to be aware both of folks who are on the “expert list” as well as folks who are not, and look for areas of expertise from all users to grow a sense of school-wide, unavoidable progress.

Professional Development

· Encourage teachers to attend the Content Meetings in their areas – MLTI Content Meetings are held twice a year – fall and winter/spring – at locations around the state.  Professionally facilitated, these sessions are designed to meet the current needs of MLTI teachers.  And because they are evolutionary in nature, teachers should be encouraged to attend twice yearly if at all possible.  This can be a challenge for small schools, but the returns have been proven worthwhile throughout the history of the MLTI.  One of the most valuable components of the MLTI Content Meetings is the chance for MLTI teachers to share their ideas and needs with their peers, and by organizing the meetings around content areas or other curricular needs it is assured that there will be grounds for conversation.

· Question to ask: “Which one of these Content Meeting descriptions look like the best match for your needs?”

· MLTI Teacher Leader’s Role: Being out of the classroom is never easy for a teacher, but the value of the MLTI Content Meetings makes attendance worthwhile.  The MLTI Teacher Leader lacks the administrative authority to make attendance mandatory, but should work to find ways to encourage individuals and teams to attend regularly.  Not only do participants come away with increased technical skills and integration ideas, they are also better connected to the MLTI human network, knowing who to reach out with when they need help in a certain area.  When you know a teacher has been to an MLTI Content Meeting, it might make sense to try to find a time and a way for that teacher to share what they have learned so as to leverage the results to support everyone.

· Provide time for techno shows, teacher sharing and problem solving Because one of the great strengths of the MLTI is teacher creativity and effective innovation, it is not logical to limit the sharing of these ideas to MLTI Content Meetings.  Techno Shows are brief (5 minute) demonstrations of a technology tool, resource, or integration at the beginning of a regular staff meeting.  By keeping these focused and short, they often help teachers catch a glimpse of something that makes sense to them, as well as identifying the person who could help them learn more. These should not be routinely delivered by the tech coordinator or the MLTI Teacher Leader, but rather by other staff who have found a way to use the iBooks in an effective integration.  Other opportunities for teacher sharing and problem solving can be in Team Meetings or a half-day when teachers are asked to set up a station where they can demonstrate how the MLTI is being used in their classroom.

· Question to ask: “That’s a great way to use the iBooks! Can I talk you into sharing it in a Techno Show at a staff meeting next month?  I’ll help you get ready.”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader will know who is doing what, and can be the key recruiter for Techno Shows.  By remembering how important broad involvement in these is, the MLTI Teacher Leader can identify non-traditional technology presenters to briefly share how the MLTI is enhancing their specific curriculum area. By making themselves available to teams for team meeting for brief MLTI update sessions, the MLTI Teacher Leader can support a level playing field of MLTI awareness.  These updates are also a key time to advocate for MLTI Content Meeting attendance.

· Scheduled time for teachers to meet regularly to problem solve and learn from one another during the school day By assigning time during the day to work on MLTI issues and ideas, you will validate the importance and value of the project. This is the rationale behind holding MLTI Content Meetings as full day, off-site sessions – it is real work with real value, and thus deserves to be done during the working day and not as an after school add-on. It is also important to work to assure that MLTI work does not happen in isolation, but rather is happening as a component of the school’s work on literacy, science, etc.

· Question to ask: “Yes, I understand that the professional development day is devoted to assessment, but how are we taking advantage of the MLTI as a way to support that assessment work?” (Replace “assessment” with any appropriate school improvement effort.)

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader lacks the administrative authority to direct the use of time, but should always advocate for inclusion of the MLTI and the resources it provides in any discussion around professional development or programmatic growth. The MLTI Teacher Leader can help inform the principal and the MLTI Leadership Team of the important benefits of making the MLTI part of these efforts, reminding them that only when a tool or resource is part of larger conversations than itself will that tool or resource be seen as a way of doing business.

· Work with library media specialists and staff on information literacy The flood of information threatens to drown us all, and your librarian is the information expert. While the librarian is the natural leader, everyone needs to be involved in this rapidly growing area of school concern. Copyright, plagiarism, and other thorny issues all reside under the umbrella of information literacy, making it a major topic.

· Question to ask: To the librarian: “How can we work together to best support my students in accomplishing real research that is meaningful to them? And then, how can we share our results with the rest of the staff?”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader should model a strong relationship with the librarian and should integrate information literacy into any work done in his or her classroom. In this way the MLTI Teacher Leader will both support the model being advocated by the MLTI as a whole, but will also create an improved teaching and learning model in his or her classroom. The librarian should be invited to do Techno Shows from time to time, making clear that the librarian’s role is not limited to knowledge of text-based resources.

Technical Support

· Develop a student tech team In any 1 – 1 implementation tech support becomes an issue. One of the most creative, and effective ways of dealing with this has been the development of Student Tech Teams.  These students are given professional development around tech skills and people skills, as they will become the “closest solution to the problem” in many cases.  They are not dealing with major issues, but they can be a big help in making the little problems that can stop classroom utilization of the iBooks go away, and it is one of the best ways to engage the students in helping the project be successful.

· Question to ask: “The iBooks need to be ready to go when the kids and teachers want to use them.  Are we sure that the way we currently handle tech support is the most effective way to provide it, or are there other models we should be considering?”

· MLTI Teacher Leader’s Role: While it is not automatic that the MLTI Teacher Leader be the coach or adviser to the MLTI Student Tech Team, she or he should be closely involved in its development and purposing.  As a constant advocate for teacher support, the MLTI Teacher Leader should help all members of the school community understand the value, both to the school and to the participating students specifically, of having such a team. Once the team is established, the MLTI Teacher Leader should be sure to take advantage of this resource, and share the benefits it provides to him or her, and to the students.

· Tech folks need to be reading the tech news Apple regularly distributes technical information through various channels.  The same is true of the Department of Education. Access to this information can be found at MiddleMaine (www.middlemaine.org) and all tech staff should be checking these resources regularly.  The ACTEM listserve is also a hotbed of MLTI communication, but should not be confused with the official information portal of MiddleMaine.

· Question to ask: “That seems simple enough. Can you teach me how to fix that issue so I can share it with other teachers?

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader has never been intended to be the technical contact for the MLTI.  At the same time, it is understandable that they will want to stay up to date on MLTI technical issues and changes.  It is important, however, that they do not allow their position to transition from being a teacher advocate, MLTI advocate, and building-level communicator to being a technician.

Procedures and Policies 

· Do you have an acceptable use policy? The Acceptable Use Policy (AUP) in many schools was written in 1995 – 1997 as a direct result of the arrival of the Internet.  It is not only a good idea to make sure your school has an AUP, but also to make sure that your school’s AUP is current, and relevant to a one-to-one setting.

· Question to ask: “How does our AUP help move us closer to achieving our vision as a school?”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader should be aware of all relevant policies, and should speak out about the effect they have on actual classroom practice.  Policies that get accepted and then never reviewed after the school community has had a chance to collect data on the impacts, both intended and unintentional, are not necessarily in direct support of the achievement of the school’s mission. The MLTI Teacher Leader should provide a reality-based voice of reason. 

· Do you have a home use policy? In the original vision for the MLTI, the iBooks were seen moving seamlessly between school and home, and this has, in fact, come to happen in many MLTI schools.  But in too many cases, the policy is a very simple, “The iBooks do not go home.”  Financial responsibility is the single most consistently stated issue blocking home use.

· Question to ask: “When the iBooks begin going home, what new classroom management procedures should we work together as a staff to create and implement? Who’s already doing this, and what can we learn from them?”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader should stay informed of the benefits of home use of the MLTI devices.  This information can from their own school, or from other schools if the devices are not currently being allowed to go home at their school. While the MLTI Teacher Leader cannot set policy, it is important that they inform the principal and the rest of the MLTI Leadership Team of the impact home use is having, or can have, on student achievement.

· Staff meetings to set standards re: policies and practices around technology management and FirstClass email Our experience has shown that engaging the entire staff in discussions around fundamental technical management issues are critical.  Unless people are involved in making the rules, it can be too easy to see them as someone else’s rules, someone else’s job.  But we know that classroom teachers must be clear on basic management and use expectations and be actively involved in supporting them. The use of e-mail can be an especially thorny issue, too easy to just shut down instead of working to support the students in learning to make effective use of this ubiquitous 21st century tool. Again, its use can be tied directly back to where this document began – at the vision.

· Question to ask: To the MLTI Leadership Team: “How can we support all teachers in following through with the school policies and procedures we have created, and not simply responding to issues independently in ways that may deny kids access to digital resources?”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader must actively avoid accepting personal or professional responsibility for the use, management, and care of MLTI tools and resources beyond his or her own classroom, though they should work to be a highly positive role model for the school community.  This is why it is so important that school-level decisions be made about these foundational issues, and that all teachers be involved in the development and subsequent implementation of the resulting policies and practices. The MLTI Teacher Leader may want to co-facilitate these conversations along with the rest of the MLTI Leadership Team.  They should make sure that they will be ale to step outside that facilitator’s role as needed to have direct input around the appropriate levels of student and teacher responsibility for appropriate use, management, and care.

· iBook resource pages from Maine schools: helpful hints, iBook Guidelines, AUP's and more Because of the degree of public awareness of the MLTI, many schools have found it helpful to post and maintain a Web page on their school’s We site devoted to the MLTI.  Not only is this an effective way to share information with your community, it becomes part of a growing collection of such pages that better support us all in making the MLTI an empowering program for all schools and for all learners.

· Question to ask: “What needs to happen so that teachers can create and update their own simple Web pages on our local server?”

· MLTI Teacher Leader’s Role: One of the great strengths of the MLTI is the active development of the human network.  The MLTI Teacher Leader will want to leverage this network to bring ideas, resources, and challenges back to his or her school as a way to support the schools desire to grow.  The MLTI Teacher Leader should also pay attention to the power of the Web pages that are used across the MLTI, and advocate for appropriate use of this utility in his or her school.  Many teachers from across the MLTI have either posted a collection of links on a school-based Web page or utilized a free resource like PortaPortal (www.portaportal.com) or 4Teachers’ Web Worksheet Wizard (wizard.hprtec.org). 

· Insurance Options As mentioned above concern over financial responsibility have been stumbling blocks for some schools in terms of making full use of the MLTI devices. 

· Question to ask: “How are we collecting information about other options and experiences so that we are sure we are not making mistakes that someone else has already made?”

· MLTI Teacher Leader’s Role: The MLTI Teacher Leader will be, as always, the teacher voice in this conversation.  The collection of experiences from other MLTI schools around the impact home use has had on student engagement and achievement will provide important foundational information for the administration to use as they work through the policy and fiscal issues around this topic. 
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