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The Study

i ith information about the
| Nential for innovative
relationships between
business and education.

ACOT focuses on learning
and teaching—a ranity
in business-education
partnerships.

Areiace

Begun in 1985, Apple Classrooms of Tomormow (ACOT)™ is a research and
development collaboration among public schoots, universities, research agen-
desand Apple Computer; Inc. ACOT explores, develops and demonstrates the
powerful uses of technologies in teaching and leaming, In all ACOT endeavors,
instruction and assessment are as integral t¢ keaming as technology.

Supporting a constructivist approach to leaming, technology is used as
knowledge-building tools. As students collaborate, create media-ich composi-
tions and use simulations and models, researchers investigate four aspects of
leamning; tasks, interactions, situations and tools. The research is formative. The
findings guide ACOT staff and teachers as they refine their approach to leaming,
teaching and professional development. ACOT teachers and students often use
the most advanced technologies available, including experimental technologies,
to help us envision the future and improve the educational process.

ACOT views technology as a necessary and catalytic part of the effort
required to fundamental restructure America’s education system. We hope that
by sharing our results with parenss, educators, policy makers, and technology
developers the lessons of ACOT will contribute to the advancement of educa-
tional reform.
introduction

This paper ts based on visits to four ACOT sites in the spring of 1990 and interviews with
Apple ACOT staff—he first round of a three-year study for Apple Computer, Inc. about the
role of ACOT in educational restructuring. The author draws on her eardier involvement in
studying ACOT in its first year of operation and on her current work on restructuring for the
National Governors’ Assodiation and the National Center for Education and the Economy.

Overview

Since its inception in 1985, the Apple Classrooms of Tomorrow project has established
a community of partners with school districts and researchers across the United Statess. The
evolution of ACOT provides a rich source of information about the potential for innovative
and productive relationships between business and education. It is a story of experimenta-
tion, not simply with technology and leaming, but also with the creation of research laborato-
rics inside school systems, the role of an external change agent, and the development of 2
mutually satisfying colaboration.

ﬂ\elopxsmmcuhdymﬂvgzmhegtumedmnomlommabommempaatyof
the public school system to produce qualified graduates, and a comresponding shift in how
the private sector views its refationship to public education. Education leaders and policy
makers nationwide are embracing the need to restructure the public education system in
order to improve student performance, and many businesses are Jooking for ways to assist
in this transformation.
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ACOT began as a technology-

saturation model with

straighiforward quid pro quo

relationsbips with school
tistri

Experience changed the
nature of the partnerships.

Responding to learning and
research needs, ACOT staff
plaved a more directive role
with a goal of transforming
teaching and learning.

ACOT supports longitudinal
and experimental studies.

Schools, university-based
researchers and ACOT are
an ntegral team.
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Through The Business Roundtable, 200 exeautives from the nation’s largest corpora-
tions made 2 10-year commitment (o assist state governments in the process of restructuring,
But they noted an absence of model partnerships: -

There are no readily apdlied or general models for business in belping educators
restructure or renew education. The comparies of The Business Roundiable and the
oiber companies that need to get involved in this crucial effort are on the cutiing edge of
anew kind of business involvement in our nation's sckaols. They :1ill be exploring for
the first time how business can belp effect fundamental education cbange. (National
Alliance of Business 1990)

ACOT does not tadde all the issues around new forms of business involvement in
education; for exampie, it does not attempt to directy influence siate policy or district man-
agement practices. Instead, ACOT focuses on teaching and learning—a rarity in business-edu-
cation pannerships. Apple staff and their research partness ik direcdy with teachers and
students on i;;ues of curriculum, instruction, technology, staff development and assessment.

ACOT yxovides a model of partnerships characterized by continuous learning and the
abiity to change and adapr on both sides. ACOT's experiences offer valuable guidance to
businesses, districts. schools. and researchers alike as they form new alliances to promote
education change.

The Evoiution and Structure of ACCT Partnersimos

ACOT began as an experiment about the effects of computers on education: What
happens to teaching ard leaming when every teacher and every student have two comput-
ers—one at school and one at ha:ne? Instead of setting up an antificial kboratory situation,
the ACOT staff wanted to study computer saturation in real-world dassrooms which repre-
sented a range of settings and student populations.

The ACOT partnerships began as straightforward quid pro quo retationships with sever-
al schoc districts. Apple provided equipment and technical support, and districts supplied
teachers and students willing to experiment with technology, report on their experiences,
and be available for study by Apple and Apple’s consultants.

As the ACOT participants gained more experience, the nature of the partnerships
changed. The tendency of educators to incorporate technology orily into existing practices.
the absence of curriculum and software built around interactivity, and the dificulty of mea-
mﬁ\gl&mhgwmnesbquﬂfamnlhwhdgeaﬂmﬂwmdACOTsmegym
response, the ACOT staff chose to play a more directive role with the expiicit goal of trans-
forming teaching and learning,

Today, ACOT supports two kinds of partnerships. The first — and the main focus of this
report —are the Longjtudinal Research Centers (LRCs). ACOT estatished long-term refation-
ships with three schools, an elementary, middle and high school, in order to work with the
same teachers and students for a sustained period of time. Each of the three sites also works

The second kind of partnership, the Experimental Learning Centers (ELCs), consist
of more than two dozen research projects, each with a dassroom teacher, develcper and
researcher. These are short-term projects, typically three years maximum, designed to solve
particular issues that arise in the LRCs. For example, teachers in the ACOT LRC high school
found that physics students were having more trouble with the algebra associated with
physics than with the physics concepts, This spawned a research and development effort
with NASA and the University of Houston, which were developing an “intelligent physics
tutor,” to address the students need for better problem solving skills,

Apple Computer and the three LRC school districts each make substantial contributions
and commitments to the partnerships. Apple provides computer equipment and electronic

Farinership for Change/2



Botb schools disricts and
Apple fund technology and
buman resources with these
imwmym ‘m
considerable benefits to
both partners.

Apple gets real-world
laboratories to develop and
tess new knouwledge abou!
teaching and learning.

School districts boast @ cadre
of teachers and sudents who
are national experts in -
teaching and learning with

Teachers and administrators
are learning what it takes

to transform teaching and
learning in a way that is
consistent with the nation’s
education goais fur tie

21st century.

mail. iraining, on-site assistance, onHine avaitability for technical support, professional devel-
opment instibgtes, curmiculum development, assistance with pubtications, and sponsorships
for conference atterdance. In addition, Apple supports part or all of 2 coontdinacor position
ateach school, funds university-based researchers and facilitates links to software vendors.

modmmeadldmnselsanmnlgnkixam&mdewbpnmummnl
strategies, technology use, and student keamning. Teachers and coordinators participate ina
variety of research studies, and collect and report data on their activities, inchuding weekdy
dunumnmquntsa:ﬂmnlﬂvmdnmpesﬂtvmmpmcmcmiﬁumsmﬂodu
project activities, document exemplary lessons, review software, and host visitors and mediz
observers. Each district also contributes financially by supporting part of 2 school or district
coordinasor; reducing the teaching load of participants, and allowing extra time for planring,
conlerences, meetings, and sumimer activities. Districts also contribute supplies (such as
computer disks) and facility upgrades (telephone lines, wiring).

These investments viekd considerable benefits to both partners. Apple gets reai-word
laboratories in which to develop, test, and generate new knowledge about teaching and
keaming in 2 context dearly separated from company profies. The school districts boast a
cadre of teachers and students, who are becoming national experts in teaching and leaming
with technology. Bevond providing a valuable technical resource to their schools and dis-
tricts, the Apple dassrooms also brirg positive publicity. Each site has appeared on national
television and in published artides, and receives visitors from all over the word. Teachers and
administrators are learning not only about technology in instruction, but also what it takes to
transform teaching and leaming in a way that is consistent with the nation’s education goals
for the 21t centuy.

The partners also benefit from the rich experience of a joint venture that has a strong
comu. dtment to strengthening education. The teachers and administrators have committed
their professional lives to ACOT, typically spending 60 to 80 hours 2 week on their jobs, and

maintaining a delicate balance of exhaustion and exhilaration. Apple staff
ACOT teachers their professional colleagues, and share a deep commitment to their well-

Teacbers and
students roles change
dramatically in ACOT
classrooms.
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Perceptions abowt
technology’s role shifted
from a preoccupation with
“computer literacy” 10 the
use of multiple technologies
as powerful learning tools.

Much of the way schools are
organized stands in the way
of providing challenging
learning tasks for students.

ACOTs original saturation
maodel bas cbanged
drastically.

Students and teachers need
different kinds of technology
Jor different punposes.
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The Education Context

When ACOT was first aunched in the fall of 1985 the role of technology in education
reform was seen much differendy than now. During this period, peraeptions about the
appropeiace role of technology in schools shifted from 2 preoocupation with “computer
liceracy™ and programiming languages to the use of muldple technologies 2s powerful 1ools

for leaming. A the same time, contributions from cognitive science and applied researdhi on
teaching and kraming greatly expanded our undesstanding of how people leam. The impor-
tant notion thtat people keam by constructing knowledge actively, through engagement in
hands-on, challenging activities, and conneting new knowledge (0 previous experience —
rather than by listening passively — gained considerable prominence.

Pressure to improve the public schooks akso shifted the deiate from the top-down,
add-on approaches of the past to the broader concept of organizational change throughout
all levels of the education system. Signaled by the word “restructuring,” this approach to edu-
cation change is deiven by the goal of increasing the performance of 2l studenes by creating
stimulating leaming environments. Restructuring requires changes in roles and responsibili-
ties from the dassroom, to state government and even 10 the federal level. But the barriers to
change are many.

Inside schools, teachers and administrators need to keam new ways of doing their jobs.
Teaching for understanding and thinking is ruch more difficukt than teaching isolated facts,
and few teachers were trained t0 teach this way. School structures—schedules, calendars,
tracking, course credits—pose further constraines. Designed to promote conkent coverage
rather than understanding, much of the way schools are organized stands in the way of pro-
viding challenging leaming tasks for students.

Shifts must also occur at the districe level. The way most districts ocganize staff develop-
ment does not create the kind of lezm’ng opportunities teachers need. District staff are
trained to generate and enforce rules, .10t to foster school improvement and provide or bro-
ker the assistance schooks need. Studies of what it takes for schools to change significantty
suggest four critical elements: an invitation to change, the authority and flexibiity o do
things differendy, access to knowledge, and time. Few districts are currently able to provide
these conditions, especially in the absence of supporting state policies.

This is the arena within which ACOT has taken on the transformation of teaching and
learning. Commitred to the betief thar technologies are powerful tooks for leaming that can
empower students and enhance their uaderstanding, ACOT and its partners embarked on
an uniraveled path. For both, the leaming curve has been and continues to be steep.

Cuitivating a Coilaborative Saortnersnis

When ACOT was first established, Apple held assumptions about access to technology
and about grass roots change which reflected its own internal philosophy of the eardy 1980s.
These assumptions were quickly put to the test and revised accordingly.

Access to Technology: A New Definition

When ACOT began in 1985 at three sites, Apple’s conception of access to technology
was 2 computer on every student’s desk at school, and one ar home to make the technology
as readily available as other basic tools for learning, from pencils to books, But the realities
of the dlassroom and the continual evoltution of the technology have led ACOT staff to con-
clude that students and teachers need different kinds of technology for different pusposes.
Many instnictional situations do not require any electronic technology. Moreover, students

Partrarsblp for Change/®
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their curriculum and
instruction.
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need pinvsical space for using other matertals. ACOT staff also found that 30 computersina
room can force teachers back inzo predominanty whole dass instruction; fewer computers
are more likely to force different organizational arrangements.

The optimal configuration of technology will vary by dassroom and over time as tech-
Mdmmﬁrdtﬁmmmmsamhmmofdﬁamwdwm
inexpensive notebook computers that students canry with them. and 2 small number of
multimedia stations capabie of desktop publishing, simulations, presentations. and other
uses that demand more powerful and versatile equipment.

ACOT staff also recognized 2 need for educators to better understand the capabiities
and appropriate uses of a variety of computers. Alhough newer, easier 1o use and more pow-
erfid machines may always be preferable. schools will never be able o afford a Lirge number
of the very tuest modets. Older computers mav not be appropriate for all purposes, bus may
well be suited to 2 few general tasks. such 25 word processing, the most common use b stu-
dents and teachers.

Changing Classroom Practices

Ar the beginning of the project. ACOT staff akso assumed that the presence of an in-
tensive technology emironment would spur deamatic changes in dassroom peactices. They
discovered. however. that their images of the role of tedhnology in instruction were not
necessaril shared bw the teachers. Certain changes were inevitable due to the new physical
arrangement of 2 computer for each student in the classroom, bt new approaches 1o
instruction did not necessarily follow. In fact, teachers naturally tended to incorpoeate tech-
emphasis on the uses of hardware and software with an aggressive effort to introduce new
ways of teaching and organizing instruction.

The image of dassrooms as stimulating leaming environments—in which students
are activelv engaged in solving challenging problems both as individuals and 2s team mem-
bers—is a far ary from traditicnal dassrooms. Among many barriers 1o change, teachers are
not trzined (o organize instruction in ways that acively engage students; dass periods are 100
shot for in-depth problem solving; materials are geared to superficial coverage of vast
mnmmofmbnmmstmddmdasmdmg,mfewmdﬂsmﬂsmdammms—
tormdtovmdmgmmm

classrooms into stimulating learning environments requires 2 fundamen-

1al change in the culture of the school. The teacher’s role changes from delivering informa-
tion to facilitating student learning — more coach and manager than lecturer and sole source
of information. Teacher collaboration replaces teacher isolation. and students also begin to
work more collaboratively. As noted above, such transformation requires an invitation to
change, the authority and flexibility 1o do things differently, access to knowledge, and time.
Ultimately, for change to occur beyond individual dassrooms, these conditions mast exist

For a single dassroom, however, ACOT does provides an invitaton to change. Because
ACOT is an exceptional and experimenta! envircnment, teachers tend to have considerable
discretion over their curriculum and instruction, (within district and state requirements),
and more time for planning. ACOT’s major role, however, is in providing access to new
knowledge. Through experience in the classroom with ACOT teachers, Apple staff saw the

7 Partnersbip for Change/8




The teacber as learner is key
1o creating a new culture in
the classroom.

Traditional forms of saff
development for teacbers do
not belp.

Collegial interaction and
time to plan and improve
their practices dramasically
alier teaching methods.
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need to expand their role as directors, providers and brokers of 2 broad range of ieaming

The teacher s leamer is kev to areating a new culiure in the dassroom. However, tradi-
tional forms of staff development for teachers do not help. Teachers, Eke students. learmn
when they have on-the-spot access 10 help, models w0 leam from. other teachers to observe
and be observed by, colleagues to share and disauss ideas with, 25 well 25 more opportunitics
1o leam outside the dassroom.

ACOT has provided opporunities for teacher kearming that rarely exist in school sistems.
Apple staff visit each dassroom several times a year, spending several davs on site working
directly in the dassroom with teachers. Teachers leam from on-site expert help, and Apple
staff leam what is and is not possible in 2 dassroom setting. University researchers working in
the dassroom provide new knowfedge to teachers. and in tumn. have an ideal setting in which
10 pursue questions about teaching and keaming with technology.

All the sites are on AppleLink. an electronic mad system, enabling direct communicasion
with Apple staff and other ACOT schoots on 2 dailv hasis. Apple brings in all the site staff each
summer $or 20ne week intensive instiute staffed by experts in such areas 2s student portio-
lio assessrnent.. thinking creatively, and project-based instruction. ACOT teachers are encour-
aged and suppuned by Apple staff to share their experiences in presentagions ar education
mﬁuam.gmﬁgmoppamﬁxnoﬁmxﬂmmoﬁmmmm

mmdadxdmmmmdnﬂmgmgdﬂuﬂtﬁtmmd
incredibly rewarding. Teachers who have remained with ACOT for several vears comment
that the experience “challenged me in wavs I've never been before™ and the “thrill of teaching
came back”

Observations of ACOT dassrooms demonstrate that major change has occurred in sizes
with several years’ experience. The rooms look quite different. pardy because they are filied
with technology, but also because teachers and students are plaving different roles. There is
considerable intezaction as teachers and students together ask and answer each others’ ques-
tions. According to interviews with teachers, the wav they plan, organize, and deliver instruc-
tion has changed significanty. (See Figure 1.)

Changes in Teaching in ACOT Classrooms .

© More project oriented work . © Mose mobivalion for writing process

© More exensive projeds o more ‘teach a skdll, test 2 sialf

© Mose group work and coopesative isaming © Mose ieaming conlers

© More individualized 28enbon  Far less comedding papers

 More inlerdisciplinary acivilies » Joini ptanning with colisagues

© Giving siudents choice:: © Mose ways 1 gl information—uniimiliad wilh modem
 Great reduction in of lecksing © Iniroduction of student portiolios

 Himination of workshests  Less siucksed classroom—students more independent
 Diflesent philosophy of leaching © Faster iesson preparation and revision on compules

© More efiicient drill and praciice

Figure 1: Teachers reported changes in their praciice.

Partnersbip for Change/®

T T T T




Concergrating resources
was essential to learn ubal’s
possible. but it means
frade-offs.

Otber faculty envy ACOT
teachers wbo bave more
preparation lime. resources.
space. and support.

Toe scbool’s principal can
make a big difference in bow
ACOT is perceived by the
Jaculty.

Because schoois aren't
Jamiliar with research and
development. ihey can
misjudge the value of an

APPLE CLASSROOMS OF TOMORIOW

Classra ms and the School Culture

The classroom was ACOTs original focus. This choice stemmed in part from their belief
in bomom-up, grass rooes change, and in part from their definition of access to technology.
The substanttal cost of providing every student and teacher with two computers preduded
serious consideration of equipping an entire school. The role of districe and school adminis-
trators was pamanily limited to contractual and budgetary tssues.

Adearbenefit of the choice to focus on one or two dassrooms is the abiity to concen-
e resources — hardware. software, 25 well 25 training and assistance — on 2 small number
of teachers and students. Such 2 concentration of resources seemed essential 10 leam what is
possible under conditions that may well be prevalent in vears to come.

it also meant trac.-offs. Creating 2 “special”™ dassroom inside 2 school has the effect of
separating it from the rest of the school. When the special dassroom has considerably more
resources than other dassrooms and no dear benefits to other faculty, the perceived gulf is
even greater: This 5 especially the case in schools that have not had much experience with
research and development activities. As a resuit, other faculty envy ACOT teachers who have
€Xira preparation time, more space, and considerable technology a their disposal. These
differences are exacerbased by the restrictions of some software vendors which prevent the
sharing of software.

Aoconding differential stans to some teachers and students is moce kkely to succeed
when all have had an equal chance to participate. ACOT sought teacher volunzeers and
required 2 f2ir, nondiscriminatory selection process for sudents. Nevertheless, not all inter-
ested teachers were able to particpate, and student selection was somewhat biased towards
those whaose parents took 2ction involurieering their children. Problems also arise whenan
innowation is introduced in ways that do not match existing organizationai arangements in
the school, for eample, an ACOT dassroom restricted to one grade level in 2 school orga-
nized by ungraded teams. The school’s principa! can make 2 big difference in how ACOT is
perceived by the faculty, if he or she has had an opportunity w buy into and support the

Apple ACOT staff initially befieved that the activities in ACOT dlassrocoms would speead
toodlerdmomsaerapmodofsaunlm&pmmamdmdmmddd
change is not likely, at keast under existing school organization. Consequently, ACOT's
newest LRC site represents a difierent model of change. Instead of one dassroom at a time,
ACOT staff are experimenting with 2 whole-school approach. The goal is to work with teams
of teachers, moving the technology and professional development activities 10 2 new team
every few woeks. By the end of the first year, the whole faculty will have been exposed to
technology and training and prepared for more extensive use the following year.

Partership for Change/T
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Research and Development in School Systems

Rmmmde‘&wﬂlsaﬁtiammd\emmm&xmm
Apple saff presumed research and development projects would also be familiar to schooks
and dastricts. Because & is not. both school and diserict staff can easily misjudge the value of
an experimentl sinzation. Educators ook a8 ACOT and dismiss it as unrealistic because of
the concentrated resources. They condude thae because it 5 nox replicable as is. it has mini-
mal redevance for the school or districe. Those who look to ACOT for resulks tend o want
firm answers quickly. which is not alwas possible given the long term namure of the experi-
menx. and the complexity of the questi

The long range goal of ACOT s research and development agenda s to recommend
directions for handware and woftware developmend thar will maimize agive leaming. ACOT
s particulardy interested in threx: re.:arch strands. The first is the creation of tooks thas pro-
vide media-rich composition emironments, enabling students to express themselves via text.
graphics. sound. animasion_ video. The second is analogous t workgroup software in busi-
unces. The third i simulation software. some of which utilizes antificial intefigence to moni-
tor and guide students 2s they explore and build. and prevents the common problem of
students” drawing erroneous inferences without feedback to zlext them.

The notion that there might be useful knowledge being generated that has imgsications
for district dectsions on curriculum. instruction. grouping, technology, assessment. and stff
development is rarely appreciated by echicaions for two reasons. One is that the relevant
lessons are not the kinds of immediate “answers™ educators tend 1o seek. The other is that
ACOT does not focus on the implications of these incermediate lessons for district policy.
Policy makers pay atention to information when i s relevant to a particular decision under
consideration and s in terms they can readily understand. Influencing education policy
roquires an awarencss of the kinds of decisions district leaders make and an ability w extract
and communicate the lessons that are refevant in appropriate ways.

Communication is critical in the process of change. Communication to local policy mak-
ers can range from presentations to the school board to research summaries designed for
district and school administrazors. Keeping the multiple audiences imvoived in education
aware of findings—both problems and successes—is essential for maintaining support for
based support. Direct participants in ACOT are a strong hase of support. but they are only
asmall percent.

The research and development component of ACOT also raises interesting questions
about the appropriate role of researchers in dassrooms—an issue which is becoming impae-
tant as the appeal of professional development or practice schools grows. These are envi-
sioned as whole schoots created with many of the same goals as ACOT: creating dramarically
different leaming environments for students, conducting research on the process of dhange
and on teaching and leaming, and providing a stimulating environment for training new
teachess.

The needs of researchers and the needs of students and teachers do not always overiap.
Tensions can arise within a dasstoom if the research is particularly intrusive. Problems can
also arise across dassrooms if the research agenda raquires participation of some students
and teachers and not others, or if product testing or other research agendas take time away
from required activities and curricula. ACOT teachers and students are not immune to the
myriad of local, state, and federal requirements that diceare much of what goes on in dlass-
rooms from textbooks to tests. Clear communication among the parties involved lessens
these potential conflicts considerably. ACOT teachers want to cooperate with research agen-
das but are not in a position to resolve conflicting directives from multiple parties.

10 Partnersiip for Changer®
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Fenally. ACOT as 2 highttechnology experiment attracts many visicors — educzors.
resezrchess. and the news media. among others. As with any cutting edge experiment. there
s a difficult rade-off between sharing knosiedge with the public and protecting the time:
and envergy of the participants. For ACOT teachers and studenss. the combination of nvtiple
research projects and visitors leads to high volume traffic. On the other hand. most acknowt-
edge that partidgation in research is 2 vahuable learing opportunity: and hosting viszors
crezes a sense of pride and confidence that is invahxable.

ACOT parmners have encountered some tensions that are inevitzble when business and
education work together. In addition to dramatically different cultures, schoo! districes and
corpocanions operate on different calendars. with different fiscal vears and accounting proce-
dures. These differences have implications for funding cvdes. ammival of equipment, assign-
ment of staff. and a variety of other dectsions critical to the smooth funcining of ACOT.

For eample, Appic’'s proposal development timeline requines proposals from districts
as the school vear ends. Consequeniy, when Apple needs final sign-offf; from districes, the
schoal board is not in session. On the discricr side, the facx that it is imvpossible to predict
enroliment precisely before schoal starts s difficult for business to comprehend. Corporae
decision makers are accustomed t0 2 much more predictable and oonirollble emvironment.

Another major operational difference bies in annual review cvdes. Businesses tvpically
review commitments anmually, which has the pocental disadvantzge of frequent change but
the advantage of providing an opporunity each vear 1o “sell” 2 project internally and therebx
strengthen the commitment of executives to the project. In school districts, once 2 project
s been acoepted and funded, i s bkely to be on automatic pilot; only if 2 problem arises
will the original dexision be reconsidered. Moreover. the projert becomes an entity unto
irseif and is unlikely to be taken into consideration in other policy decisions that might influ-
ence it. Such fragmented decision-making typdies school districts, where multiple funding
sources, each with their own multitude of rules and regulations and zssociated bureaucracy,
do not fcilicate strategic planning and coordinated dexision making.

Technology’s role bas
shifled from “computer
literacy” to powerful
learning tools.

Perhaps the biggest challenge for business involvement in education concerns trust—

" creating a balance between the interests of both parties. Educators are often distrustful of

business involvernezit because they assume their real agenda is selling a product. If business
is peroeived as caring more about its product than about the teachers and students, it cannot
becor an effective partnership. When schools get something in return, this is percetved as
reasonable—each side must get something out of the partnership. But when the purpose of
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This kind of endeator
requires a much decper
understanding of bow both
sides operate. their
intentions and abilities

Partnersbips must be based

Business must demonstrate
that share goals are more
imporiant than self interest.

business involvernen is to dhange the status quo. both sides must buy into the same goal.
There musst be 2 genuine give and take which can only ocour when trust has seen estab-
ished over a period of time.

Durning ACOTs history. perceptions on both sides changed significandy. An important
naming point was 2 shift from perceived exploitation of the dassrooms for Apple marketing
purposes. to adear signal from Apple that ACOT's purpose was long-term research and
development zimed at producing new knowledge sbout technology and education. Sites
no Jonger relied on bocal Apple sales representatives as their main source of assistance; nor
were they asked to participate in surveys o other studies designed to provide fodder foc
sales and marketing units in Apple. As a result, panicipants shifted from viewing ACOT as
smply an opportunity brﬁecqmmnodcsdopmgamdmﬂﬂm for sharing
in the research and dev=iopment enterprise.

From the business side, Apple staff encourkered the realities of public schoots: like
face frequent tumaover of key plavers. Those who negotiated and approved the original
agreement, often including the schoot board. superintendent, central office, and schoal
staff — a5 well as teachers — have 2 high tumover rare. Urban superintendents have an aver-
age senure of three: vears. School board members. who approve all contracs. are up for re-
exphain the fact that long:term projects often persist by default than reguladdy reaffirmed com-
mitment.

Some impiications for Business-&ducation Partnerships

The kinds of partnerships represented by the ACOT sites are different from typical
education-business parterships. Not only are they designed to significantly change: how
~hooks operate. but they aim to do so by working directly with teachers in the dassroom.
Even parmerships designed to improve schools, like the Boston Compact. do so through
external incentives such as commitmerits for job placement oc assistance at schools through
what happens inside dassrooms. In contrast, ACOT provicies intensive training and support
to teachers, abeit small in number, to accually change the way they do their jobs.

This kind of endezvor requires a much deeper understanding on both sides of the oth-
ers’ modus operandi, intentions, and abilities. If the relationships are not buikt on trustand
long-term commitment, they cannot succeerd. For Apple, establishing ACOT as a research
and development project was a aritical step in creating trust and credibility. That trust was
ranﬁxmdbvdwumwulmpansemimmuddxﬂpp'emﬁﬂmuukwhme
sites.

ACOT staff walk a delicate line: pressing for fundamental changes in teaching and leam-
ing, but not dictating to teachers. The sentiment of ACOT teachers across the sites reflects
this chalenge: “Business invohement is OK as long as they don't tell us what todo.™ Apple’s
ACOT staff successfully moved into a more directive role without going too far

Companies less directly imolved in educational products might have more difficulty
creating an inhouse staff with educational expertise. However, they could follow the model
of ACOT's brokering role in research and development activities by supporting a cadre of
consultants knowdedgeable about teaching, learning, and organizational change. On the
other hand, this kind of intensive collaboration is, by its nature, limited to a small number of
participants, and Apple’s ACOT staff constantly question whether they can have an impact
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School districts must provide
the conditions needed to
nunure experimental
seltings.

School districts must
demonstrate an openness 10
apply the lessons learned,

On-going communication
of important lessons learned
by all partners is critical.
Without it, the concept of
research and development
won't take hold in schools.

Beyond appropriate staff and sensitivity to the differences in culture, both corporations
and school districts share responsibility for making a partnership for change successful. The
ACOT experience suggests some important conditions that can only be created with cooper-
ation from both parties:

* Partnerships must be based on sharad goals and commitment from all levels of the
school system—district leaders, school leaders, and ACOT participants. The commit-
ment must be reaffirmed frequently, especially as leaders leave and are replaced.

* The business partner must demonstrate that self-interest does not override the goals
of the pastnership.

* The distric partner must provide the conditions needed to nurture an experimental
setting, and the openness to apply the lessons learned.

* Parterships created to affect teaching and learning require extra time for teachers
and intensive professional development—whether or not technology is involved.

* Innovations must mesh with existing organizational structures. Unless there are
compelling reasons otherwise, any intervention should treat the whole school as the
unit for change.

* Flexibility is key—for teachers to work together, to change schedules, to experiment,
and for all sides of the partnership to learn and adapt contnuously.

* Clear lines of communication are critical. Business partners must understand that
relationships and communication among levels in school systems are very
different that in business, and must ensure that teachers do not receive contradictory
Messages.

Research and development—on teaching and learning, on what it takes to change
teaching practices, on uses of hardware and software, on new forms of assessment—is
becoming more important to school systems as efforts to restructure break new ground.
Beyond the occasional pilot project designed to test a particular method or approach, very
little research and development occurs inside school systems, largely because there is no
financial support, little flexibility to experiment, and no mechanism to learn from exper-
ments. ACOT demonstrates that corporations, in concert with educators, can make signifi-
cant contributions in this arena,

To ensure that 2 small experimental effort has implications beyond the classroom walls,
all parties must understand who needs what kind of information in what form. Without
extraordinary effort on the part of local educators and policy makers, business partners, and
researchers 10 observe, translate, and communicate important lessons in on-going fashion,
the concept of research and development will not take hold in school systems.
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Apple Computer. inc.
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