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AT Implementation
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IDENTIFY YOUR STAKEHOLDERS

Chances are you’ll be working from the bottom up or the middle out—negotiating with stakeholders and at the same time, developing your team of “doers”. The big goal is to find key people at each site so that you can move away from that old expert model where you provide all of the services and support. Build your teams so they can sustain themselves and make sure to empower them to make decisions and drive the SHIFT process with you.
Who are the stakeholders and what commitment will you need from them?

Now that you’ve identified them, you can concentrate your impact by picking the one or two that will help you overcome the most barriers.

· Get Personal: 

Who are these stakeholders—really? What motivates them? What can you do to show them the impact they’re having or CAN have? Examples: Get to know them. Take them to see a student using the technology. Set a regular meeting time—stay on their radar!

· Go With the Goers

Make a list of the characteristics you will use as the criteria to identify the 'goers' at each site—these people will be your team:

GOALS—SHRINK THAT CHANGE!
What if each site-based team was challenged to have big impact with only a handful of students at first; 1 or 2 students each? Practice making some mock goals—REMEMBER TO ENGAGE THAT ELEPHANT!!
· Try this exercise with your team:

Close your eyes and imagine that overnight a miracle occurred—you walked into school and found that assistive technology was widely accessible and being proficiently used. What are the things you would notice that would confirm this miracle had taken place? 

· Most likely you will hear things like this:

· It's been installed on every computer

· Students are using it in the classroom

· Teachers are telling other teachers what's working and they are identifying more students that might benefit

SET MILESTONES. 

Whatever your team “sees” as indicators, turn into your milestone goals. 

Some examples:
· Work with IT to get software installed on all the machines in a building.

· Take your training direct to students so they can advocate for their own learning and use AT wherever, whenever they need it.

· Create a regular meeting time (once a week/month) where teachers are required to bring and share a success story.
· Write YOUR milestones here:
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