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Program Description

There has been no greater challenge to the educational community than the introduction of information and communication technologies and the rapid changes they advance. A new kind of literacy has developed, one representing a tremendous generational gap in student expectations of teaching and learning. Often described as the Net Generation (Tapscott, 2000), this technology literacy gap is unique in its unprecedented rate of change and acceleration. Today’s students are “digital natives,” born into a world in which telecommunications and computer technologies comprise a natural landscape in which they learn, play, share and communicate.  Digital natives think, multitask, share and collaborate with a new kind of literacy, an e-literacy, of which many school administrators and leaders have limited awareness, knowledge or facility. Vermont’s Technology Plan states, “…all our students, teachers, and school leaders - our school communities – are engaged with technologies that enhance student learning in a rich array of powerful ways.” (p. 3).  This proposal addresses the urgent need to meet this standard and equip Vermont’s educational leaders – its superintendents, principals, technology and curriculum coordinators, and school board members – with the vision and skills they need to educate today’s and tomorrow’s students.

A Statewide Initiative

To meet the demand for e-literate educational leaders in Vermont schools, Vermont Institutes and the University of Vermont, together with two Title IID supervisory unions (one north and one south) and well-established statewide leadership organizations present a strategy to address the educational technology leadership goals set forth in both the Vermont Technology Plan and the National Educational Technology Standards for Administrators (NETS-A).   Our partnership includes 

· Orleans Essex North Supervisory Union
· Northeast Kingdom Learning Services (ESA)
· Southeast Learning Collaborative (ESA)

· Vermont Institutes

· University of Vermont College of Education and Social Services

· University of Vermont Division of Continuing Education

· The Killington Leadership Academy

and creates a sustainable community of Vermont educational leaders. We believe a statewide proposal is a better solution to 1) mitigate the digital divide and regional divide that exists within our State and 2) initiate an ongoing practice that connects Vermont leaders to promote statewide, collaborative support for technology integration in a rapidly changing world.

Our plan begins by working with our partners and other State leadership organizations (such as the Vermont Educational Leadership Consortium (VELC), VITA-Learn, Vermont School Boards Association (VSBA) and others) to strategically identify change leaders throughout Vermont (i.e., superintendents, principals, curriculum supervisors, technology coordinators and specialists and school board members) to help them envision and implement research-based, technology practices relevant to 21st century students. We have designed a program that is flexible yet structured enough to ensure participation and commitment. Our efforts to create a community of educational leaders will employ a variety of strategies that include face-to-face meetings, regional events, planning and inclusion of technology leadership strands in existing programs and conferences. Summer leadership institutes and the development of an annual educational technology leadership academy (modeled after the Harvard Professional Development programs) will be sponsored and coordinated by UVM’s Division of Continuing Education.  In addition, our proposal will employ state-of-the-art telecommunication tools to promote and support collaboration, resources, shared experiences, and communication between school boards, principals, PK-12 teachers and teacher preparation faculty and students. These tools include the newly developed VTcite (Vermont Commons for Information Technology Educators) portal, Teachers’ Workplace (TWP), the Riverdeep initiative, and video conferencing using Vermont Interactive Learning Network (ILN).  Our goal is to assist Vermont educational leaders, especially our principals, to both envision and implement local action plans that support teachers at a classroom level and advance student learning and achievement.

Goals and Scope of Work

Educational leaders are essential in bringing about and sustaining educational change, yet most have had little time to learn this new technology. Change in itself is difficult. Changing to meet a technological knowledge-based global society is even more of  a challenge yet “educational systems must be re-engineered systemically to meet the needs of all learners…” (State Technology Plan, p. 6).   A growing base of research indicates technology can promote and serve as a catalyst for school change. Technology facilitates cooperation, communication and construction of knowledge, but it will require complex planning, new funding, and professional development for leaders and their teachers before we can ensure students are prepared to use technology to function as literate members in the 21st Century. 

Leadership Teams. In this proposal, we will cast our net wide, inviting 12 teams from the 60 supervisory unions, six (6) from “geographically northern” and six (6) from “geographically southern” Vermont, although we will all meet together using technology and communication networks on a regular basis. In Year One, we will give priority to teams of four (4) members from the 30 Title IID eligible school districts, allowing our work to impact 48 leaders in the first year.  Team members must include at least one superintendent or assistant superintendent, one principal or assistant principal, technology coordinator or curriculum specialist, and school board member.  A series of four (4) regional (south and north) face-to-face sessions will be held.  Teams will be selected through a competitive application process. A local match will be a required component and districts will develop a memorandum of understanding concerning their participation and commitment.

Team Commitment/Performance Tasks. Each team will address their vision of technology for their local schools and will employ tools to assess their current state of technology integration. During the process, members will discuss and demonstrate their ongoing work towards technology integration and implementation.  Face-to-face sessions will be supplemented with synchronous and asynchronous conferencing tools.  Team members will also be invited to participate in one of three discrete graduate courses in the Spring 2007 semester that emerge from the vision building and needs assessment of participants. We plan to engage team members in actual experiences using best practices, the Vermont Grade Expectations, and NETS-A as our guide. For example, we will develop a “WebQuest for Technology Leaders” where as a team each member assumes the perspective of different stakeholders (a retired teacher, a school board representative, a young farmer, a principal) examining the benefits of a new bond proposal to support technology infrastructure, hardware, personnel and professional development. 

Leadership Development Programs.  In addition, we will plan and deliver ongoing leadership development programs and courses.  We will offer a four-day Summer 2007 Technology Academy to bring team members from the 2006-2007 cohort and a new set of teams formed in 2007-2008 to a concentrated experience where hands-on practice and exchange of information will be complemented by expert and interesting presentations and workshops. We will offer a strand in Integrating Technology at the Killington Summer Leadership Institute in Summer 2007. Wherever we can build new partnerships with existing leadership organizations (such as VSBA, VELC, and others), we will plan and deliver technology leadership sessions or strands to extend our reach to as many Vermont educational leaders as possible. 

Technology Leadership Courses.  As we build capacity and teams distill their vision and assess and determine their needs, three (3) hybrid graduate level contract courses will be offered (Spring 07 and Spring 08) that focus on specific issues of integrating technology throughout a school system focusing on issues of policy, advocacy, and grant writing, for example.  Credits from these courses may be applied to a CGS (Certificate of Advanced Graduate Study), which may be transferred into a Doctoral Degree or a Masters Degree program in Education at the University of Vermont through Continuing Education.  

Participant Incentives. As an incentive, all qualified participants will receive $400 ($1600/team) and can elect to apply this to take one of these courses for 3 credits at the current UVM contract rate (approx. $360) or apply these funds to purchase $400 worth of hardware or software to support a deliverable project. Funds for course credit will be allocated at $400 per student for 48 team members in Year One, permitting each qualified team member to participate. Each team is also expected to produce a deliverable product and provide matching cost share funds to demonstrate their commitment. The University of Vermont will offer cost share by connecting this project to teacher preparation programs and engage UVM faculty in teacher and administration preparation programs by using the tools that the Vermont Department of Education are supporting (i.e., TWP, VTcite, Riverdeep and the ILN). 

Year Two.  In Year Two, each team will be responsible for “adopting” another team with a similar context and mentor them through this process of preparing for change and using technology tools and prior experiences to help an additional 12 supervisory unions understand the importance of technology in today’s classrooms. During the summer of 2007, we will offer a four-day summer leadership academy with a choice of strands to ensure we have met the wide range of interests and assessed needs, ranging from basic technology skills to advanced uses of technology. We will carve out an area in VTcite for group discussions and posting of models that our educational leaders produce and implement. Each team will be required to document their process using TWP and in Spring 2007, publish this on a “supervisory union” portfolio.  The chart below was developed to clarify our goals and outcomes and their alignment to standards and deliverables.  Since the NETS-A represent the most recent national standards for administrators, we have aligned our plan to meet many of these standards although we have incorporated our professional development delivery to align to Information Technology Grade Expectations in our process.

	GOALS
	Scope of Work
	Focus
	Standards
	Needs/Process
	Outcome/ Deliverable

	To help educational leaders develop a technology vision for their school/SU or district
	1. Research of best practices

2. Examination of current standards

3. Examine other models

4. Understand what e-literacy means 
5. Examine current technology plan
	Each team creates a technology vision based on best practices and involves input from different stakeholders including teachers, staff, students and parents. 
	NETS-A

Administration and Leadership

I A,B,C, E
	•Use a WebQuest to perceive different perspectives, promote inquiry-based learning. 

•Communication tools VTcite
• Databases

• Online tools

• Copyright and ethical uses of technology
	Technology vision based on research and context of school, supervisory union or district in a published digital format.

	To help educational leaders assess their current use of technology and that of their students & teachers.  
	6. Assessment of current status

7. Gap identification

8. Analysis and interpretation of results

9. Assessment tools for school management


	Assessment of supervisory union, school, teachers, students

Data-driven decision making
	NETS-A

Administra-

tion and Leadership

I D 

V A.B.C.D
	•Awareness building of different assessment tools vs management tools

•Use of rating tools on Riverdeep and VTcite
• Use of spreadsheets to analyze data

· Self-audit technology tools developed by VI
	VTcite
Assessment area populated with peer rated tools. Tools are implemented and assessment results posted in TWP for controlled sharing 

	To help educational leaders develop strategies to implement best practices 
	10. Change process

11. Professional development strategies

12. Working with school boards
	Participants will learn change strategies and implementation strategies that employ technology to promote their vision.
	NETS-A

Administration and Leadership

II A, B, C, D

III D, E,
	•Using digital research tools and resources

•Communication tools

•Riverdeep content 

•Professional development strategies.

 •Personal technology Planning. 
	Build a module with scaffolding strategies to implement technology integration in your school for possible publication on VTcite

	To help educational leaders discover and develop educational resources for learning, teaching, and productivity
	13. Potential of VTcite portal

14. Potential of Teachers Workplace
15. Standards for students and teachers

16. Grants and other resources


	Participants are familiar with the GEs that are expected of student learners, NETS for students, teachers and administrators and the resources already in place to meet these expectations
	NETS-A

Administration and Leadership

III B, C, F


	•Online –discussion posting, rating, selecting at VTcite
•Explore resources •Evaluate and align resources to GEs and other standards 
	Add one Module addressing a GE and correlated curriculum 

or build a repository of grant resources 

	To help educational leaders plan for technology integration and advocate for support. 
	17. State Technology Plan

18. School/District technology planning

19. Building consensus

20. Sustainability


	Each team builds a portfolio documenting their plan for technology integration. 
	NETS-A

Administration and Leadership

IV C, D 

V A, B. C. D. E


	•Use multimedia to document an experience and create a logical interesting presentation. 

•Use TWP for publication of portfolio 
	In TWP, develop a technology plan & portfolio that documents process & reflection of current state.

Present to your staff/faculty and school board.


Professional Development

NSDC and NETS-A Standards. Based on National Staff Development Council and NETS-A standards, our programs will emphasize NSDC leadership models to empower teams with the skills needed to replicate these strategies in their home districts and create change at the classroom level. This design includes face-to-face meetings, hybrid course delivery models, and online tools to build a community of leaders that will learn from each other, as well as from course facilitators and leaders.

Target Audience. Target audience will be 12 teams of four (a total of 48 people) that include: superintendents /assistant superintendents, principals, technology coordinators /integration specialists or curriculum /media specialists and a school board member, with Principals encouraged to take the leadership role of the team. The first phase will develop a focused vision for technology. Assessment of current technology use in school sites will be addressed. Models of best practice and adherence to technology grade level standards will be the cornerstone of these programs. As an outcome, each team will develop a comprehensive professional development program to be implemented within their schools or districts. 

Student Performance. The desired impact on student performance is the realization of constructive models for learning. The differentiation of instruction through the use of technology is also sought to provide a wider range of teaching modalities for students with varied learning styles and connect students to the tools they will be using in the 21st century.  
	
	Task
	Measurable Goals
	Professional Development

	 Summer-Fall 06 Semester
	* Three year vision of tech. use & integration aligned to state technology plan 2007
* Establish benchmarks to measure student successes attributable to grant.
	*Integrated research, models, standards into technology vision 

* Delivering on vision; barriers identified 

*Benchmarks established for vision goals.   
	*2 full-day, face-to-face workshops in central location in north and south areas of Vermont. 

* VTcite portal for sharing and collaboration.

*5 synchronous meetings to provide formative assessment as groups construct vision (ILN).

*Online continuous examination of research, best practices and models. 

	            Fall 06 
	*Assessment of current technology status and gap analysis.

  *Technology audit of infrastructure, instruction, teacher use and integration, access. 

	*Current state and stage of use. 

*Shared results of assessments 

*Gap analysis

.
	*2 winter face-to-face workshops on use of online tools for assessing technology use and infrastructure

*Implementation of assessment with targeted groups; how to interpret assessment results

*Use of VTcite and Riverdeep to discuss and examine resource base of assessment tools


	        Spring 07 
	*Development of implementation strategies
*Leader teams develop e-portfolios to document learning & implementation of skills
	* Strategies to move to the vision from the current state to implementation

*Identify examples of best practices at school sites

*Documentation of process through portfolio construction
	*TWP as a collaborative tool for the team e-portfolio

*3 graduate courses developed to accommodate the needs assessment data gathered by each team.  

*Technology and change

*Examine and develop PD strategies to use with teachers and other administrators.

*Strategies to work with your school board

	                        Summer 07 
	* Participants serve as models for Year Two teams
* Participants will select strands that meet their personal and professional needs. 

*Participants from year one will complete their portfolios & presentations 

	* Quality educational resources for learning, teaching, productivity and funding applied to practice. 

* Development of modules delivered to incoming leaders for second phase of project.

*Visible collaboration and identification of model sites for future visitations.

* Technology integrated activity that corresponds to a GE in technology. 
	*2 regional face to face meetings 

*5 synchronous meetings

* Four-Day Leadership Technology Summer Academy: A variety of strands will be offered at different levels depending on needs assessment and ongoing discussions. 



Capacity for Success and Sustainability
The Vermont Institutes and the University of Vermont have worked together successfully for the last three years to build a strong partnership in professional development programs and course work for the Vermont educational technology community. This partnership has created six online, graduate level courses that align with the Vermont Educational Technology Specialist endorsement and the VTcite portal.  This proposal expands and strengthens this partnership and includes supervisory unions in the both the southern and northern regions of our state, along with well-established, state leadership organizations.  All partners in this proposal are well equipped to develop and execute the goals set forth herein. 
Roles 

A Principal Investigator who has both experience in using technology and also has been an educational leader at the superintendent level will provide all oversight of the grant’s activities. This person will be responsible for all grant activities and meet on a regular basis with key staff to document progress and provide accountability. 

A Project Director with administrative and technology integration experience will also be appointed. This person will dedicate a majority of time (estimate .6 FTE) to the project, advertise and recruit participants, work with partners and state organizations to provide guidance and manage day-to-day grant activities. Some duties entail: development of forms and initial applications, planning workshops and professional development, implementation assessment based on the NEIRTEC tool, and reporting to the Principal Investigator.  The Project Director will undertake logistical planning and coordinating for each of the major events listed in the professional development. 

Two UVM faculty with considerable experience in curriculum development, working with school boards and professional development with educators throughout the state will work 20% (.2 FTE each person) of their time developing and adapting curriculum, identifying research and best practices in using technology at all levels in the educational community. They will offer professional development in face-to-face meetings to create activities and work directly with teams to facilitate their learning. 

Consultants with specialized expertise and skills will be recruited from around Vermont who have experience working with educational leaders of all levels.  These consultants will be utilized to target specific aspects of the professional development and will teach online graduate courses during the Winter and Spring semesters in 2007.  These same teachers will be utilized for Year Two in 2008 as well.

Team participants (4) from 12 supervisory unions in year one and (4) team participants from an additional 12 supervisory unions/districts will be recruited. 

A grant evaluator - an outside evaluator - will be hired to provide formative assessment of this project. This evaluator will rely on work the evaluation plan in the following and the work initiated by the authors of the NEIRTEC collaborative evaluation tool.

Resources and Sustainability:

Vermont Institutes is well-known in Vermont for its professional development programs and outreach in technology.  The College of Education and Social Services offers the only doctoral in education program in the state. The growth in technology use in the UVM Department of Education has been supported by two Preparing Tomorrow’s Teacher (PT3) Grants from the U.S. Department of Education, resulting in 2.5 million dollars of funding. UVM faculty and students understand the value of technology in education and the necessity to be e-Literate. Three certificates of advanced studies programs and 10 Master’s programs reach out to 441 graduate students, 354 from Vermont. Courses resulting from this proposal will be sustained at UVM and may be applied toward a Certificate of Advanced Graduate Study or toward program requirements in the Educational Leadership and Policy Studies doctoral program. The Technology Leadership Academy developed through this grant is anticipated to continue as a self-sustaining professional development program promoted by the UVM Division of Continuing Education.

The College has demonstrated integration and committed to continue to use Teachers’ Workplace, a program that it helped develop with the K-12 Vermont educational community, our three state colleges, the Vermont Department of Education and IBM.  Currently the VTcite portal is housed at UVM, and the development of the site and design created by UVM staff. Use of these tools provides for a continuum of teacher preparation spanning undergraduates in teacher preparation, teacher interns, new teachers, experienced teachers, and teacher leaders and with administrators and the community. 

The University of Vermont can provide sustainability to this grant through a growing array of courses and professional development activities so that research, best practices, leadership and policy development and community can best be maintained. The College of Education and Social Services will continue to partner with supervisory unions to offer cost effective graduate courses at the contract rate to enable Vermont’s educational leadership and teaching community to receive equitable and quality instruction and sustain themselves through the reduced tuition rate and flexible delivery to districts throughout the state. 

Evaluation

The evaluation is designed around a collaborative, mixed-method model including questionnaire, peer review of deliverables, district data collection, and interviews.  The evaluation plan ties into the NEIR-TEC Collaborative Evaluation model and will include participation by grant participants and include their district personnel.  

District Needs Assessment Tool (PETI-SETDA)

As part of the initiative to provide tools to Vermont’s educational leaders, we will develop a web based set of tools using the Profiling Educational Technology Integration (PETI). The PETI tools are based on a framework aligned on the No Child Left Behind that evolved from the work 21st Century Skills from the enGAUGE project conducted by NCREL & Metiri. The tool will allow a district administer to set up a web based survey of district personnel implemented via email and develop reports aligned with NCLB requirements. 

Goals and Data Matrix

	GOALS
	Outcome/ Deliverable
	Measure
	Data Collected

	To help educational leaders develop a technology vision for their school/SU or district
	Technology vision based on research and context of school, supervisory union or district in a published digital format.
	Needs Assessment using VTcite.org  survey tool

[PETI-SETDA]

Peer Review of technology vision
	Survey Data from needs assessment 

Peer Review Data

	To help educational leaders assess their current use of technology and that of their students & teachers.  
	VTcite
Assessment area populated with peer rated tools. Tools are implemented and assessment results posted in TWP for controlled sharing 
	VTcite.org use data

TWP use data

Review of TWP and VTcite.org content
	Content Review

Content review data

	To help educational leaders develop strategies to implement best practices 
	Build a module with scaffolding strategies to implement technology integration in your school for possible publication on VTcite
	Review of VTcite.org module
	Data from analysis

Usage statistics from VTcite.org



	To help educational leaders discover and develop educational resources for learning, teaching, and productivity
	Add one Module addressing a GE and correlated curriculum 

or build a repository of grant resources 
	Usage statistics from VTcite.org
	Usage Statistics from VTcite.org

	To help educational leaders plan for technology integration and advocate for support. 
	In TWP, develop a technology plan & portfolio that documents process & reflection of current state.

Present to your staff/faculty and school board.
	Peer Review of Technology Plan

District survey with follow-up interviews

[PETI-SETDA]
	Peer Review Data

Usage statistics from TWP

Exit Survey Data including Interview data


Analysis of Data

Initial needs assessment data will be used to guide the grant objectives. Additional data will be analyzed at the end of the grant and will become part of a comprehensive report. In addition to grant stakeholders, the evaluation will become part of the VTcite.org content.

Budget Narrative

The budget for this initiative directly reflects the proposed activities. The majority of the funding supports the personnel who will be responsible for conducting needs assessment, developing the content, designing and delivering workshops sessions, developing and teaching online courses and developing and conducting the summer institute. The Vermont Institutes will assign .90 FTEs of professional staff and .10 administrative support staff to these activities. VI will be responsible for project direction and a member of the Senior Staff will serve as Principal Investigator. UVM/CESS faculty (two faculty members with expertise in technology curriculum and instruction) at .2 FTE each, plus a .1 FTE administrative support person will be responsible for the development and delivery of all online course offerings. ($112,774.00)

Funds have been identified to continue work on the current VTcite portal to include content related to this initiative. ($4,000.00)

Participants will receive stipends of $400.00 each that may be used to pay for course credit or to support their goal(s) related to this initiative. ($20,000.00)

The cost for PD sessions, meetings and the summer institute is substantial and includes consultants, presenters, facility rental, travel, lodging and meals expenses. ($36,000.00)

The costs for supplies, materials, publications (print and/or digital), promotion and outreach, and financial management totals $17,100.00.

Finally, $10,000.00 has been budgeted for an external evaluator.
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