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About this Guide
Sustaining any student program is a challenge for teachers and administrators facing budget cuts and constantly changing educational and societal goals for education. It is frustrating when a successful student program that is just starting to pay off is set aside. By working on the long-term sustainability of NYSSTL as soon as the program begins, educators can work around obstacles and build a supportive coalition that includes students, parents, administrators, district staff, and school board members.
This guide is meant to help stakeholders develop strategies that address the long-term success of NYSSTL in their schools and districts. This guide first describes elements that are common among successful NYSSTL programs, some ways to create those elements in your own school, and some common obstacles faced over the first couple years of implementation. Next, individuals who can help support your implementation are discussed as well as ideas on how to continue to create opportunities for NYSSTL students once they graduate from the program. 

Common Elements in Successful NYSSTL Schools
Schools that have sustained GenYES and TechYES programs for years share several common elements. Broadly cultivating these elements in your school will support NYSSTL over the long term and grow your school’s ability to effectively integrate technology into all aspects of student learning. 
· Commitment for the long term – It takes at least two years of NYSSTL implementation to establish a program with repeatable results. Some researchers say it takes as long as 10 years of sustained focus to make any lasting changes in educational practice. We don’t think it takes quite that long, but many schools are caught in a “tyranny of the new,” where the majority of enthusiasm and funding is reserved for new programs.

· Secondary schools integrate NYSSTL into the school day as a for-credit class – This is perhaps the number one issue in sustainability for high schools, and near the top of the list for middle schools. Students must receive credit for this class or club because they simply have too many other demands on them. In addition, eliminating the extra funding required for an after-school teacher stipend will help sustain the program.

· STLs are allowed and welcomed to continue to use their talents – Successful NYSSTL schools “walk the talk” of student empowerment by having students participate in decision-making, presentations and other school leadership roles. Allowing good STLs to continue developing their leadership skills as they move from middle to high school often helps a district sustain their commitment to the integration of technology and project-based learning. 
· NYSSTL has a strong “identity in the school - Many schools add their own “school spirit”. Team names, logos, t-shirts and other team building ideas can merge NYSSTL with existing school programs.

· Keep in touch with other Generation YES schools– Schools that have successful NYSSTL programs are members of a family of schools that support each other. Go to www.nysttl.org or call Generation YES (888-941-4369) or HFM BOCES (518-736-4364) to find other NYSSTL schools.  
What Schools can do to Sustain their NYSSTL Program

The following items are good strategies to ensure your school develops the common elements listed above. The effectiveness and sustainability of NYSSTL will dramatically increase by dedicating energy to these actions: 

· Remember that students are the foundation of NYSSTL – Student Technology Leaders can lead many of the efforts listed below and make the best case for sustaining and expanding NYSSTL in your school or district. Students have an incredible amount of energy and technology expertise that only increases the longer NYSSTL remains in the school. 

· Work closely with Generation YES – Generation YES has 14 years of experience and is committed to helping each of its member schools succeed and sustain.

· Work closely with NYSSTL trainers and supporters in your BOCES – Nearly every state has regional educational service centers. These centers exist to support educational programs and they may be able to help sustain NYSSTL in your district. The national Generation YES organization is happy to work with these centers to provide sustainability.
· Find out if the course can be incorporated into the district course list – This varies from district to district, but usually is not that hard. Once a course is on the approved list, it is easier to continue to offer it.  The “course” doesn’t necessarily have to meet during one period of the day. A common NYSSTL course has a few STLs meeting each period.

· Up the ante - Many times school programs get set aside as schools search for new programs. Try to stretch your NYSSTL program with new goals and targets. Pretty much all existing and new programs require the use of technology in some form. Remind decision makers and stakeholders that the NYSSTL is the foundation for a school or district’s technology support for both adults and students. Look for new responsibilities that the STLs can achieve.
· Promote success within the district – Many times school and district administrators don’t know about the positive results of NYSSTL. Chapter 15 of the GenYES Implementation Guide discusses how administrators can be informed and what they can do to promote success. Once all the district stakeholders are convinced of the model’s benefits and success, it is easier to sustain. It is especially effective if STLs or other students make presentations to the school board, because the school board members typically approve the budget. 
· Promote success in the community – Create a buzz and demand for the model by promoting NYSSTL in district publications that go to parents, in featured website news, and by submitting stories about NYSSTL to the local newspapers. Post student projects online on your school’s website or other location on the web. 
· Schedule next year’s NYSSTL classes early – The NYSSTL Advisor and school administrator must ensure that NYSSTL is not forgotten when it comes to including and scheduling the class for next year. Inform students that the class will be offered again.

· Recruit Quality STLs – In many cases, year two of the NYSSTL program witnesses an explosion in the number of students who want to participate. This interest is often due to “word of mouth” from the first year STLs. It is easier to sustain NYSSTLS if dozens, or in many cases, hundreds of students want to become STLs or construct technology projects. Always watch for potential STLs and allow successful STLs to continue in the program. 
· Include NYSSTL as part of the district technology plan – Once NYSSTL has proven to be effective in a school or district, it can become an official part of the technology plan or district curriculum. Go to the Generation YES website to find an excellent white paper to learn more about this topic (http://www.genyes.com/freeresources/). 
· Get to know the online reports – Generation YES delivers both real-time and annual reports. These reports can be shown to decision makers to justify the continuation of NYSSTL in your schools. Of course information is only as good as the data collected. NYSSTL advisors should make every effort to have their students use the online TAP and TechYES project tools. Advisors should also be sure to take their end-of-year Generation YES survey and encourage all students and teachers that participated to do likewise.

Obstacles to Sustainability

Over the years, Generation YES has encountered some common barriers to continuing both GenYES and TechYES. We’ll address three common sustainability obstacles along with suggestions to overcoming them: the discontinuation of funds, the departure of the NYSSTL Advisor or school principal, and the “implementation hump.” 

Discontinuation of funds
The typical NYSSTL implementation in a middle school has student technology leaders (STLs) helping both teachers (GenYES) and their peers (TechYES). Once a school implements NYSSTL there is never an additional cost for the GenYES component of the model. Schools can continue to use the online TAPs and resources. The TechYES component of NYSSTL does require a minimal cost per student to pay for Student Guides and the National Certification. TechYES services are available directly from Generation YES or can be purchased through the state.

An additional ongoing NYSSTL costs may include a stipend for the NYSSTL advisor. This is not the case when NYSSTL is part of an existing technology class or elective or part of the duties a subject area teacher, onsite technology coordinator, or library media specialists perform. 

In any case, ongoing NYSSTL costs are minimal considering its impact on a school and the cost of alternative technology literacy and professional development strategies. STLs provide hundreds of hours of support helping teachers and their peers. No other model provides the opportunity for students (STLs) the opportunity to become leaders and an integral part of school reform. 

During economic downturns, there are two alterative to technology support for teachers and students: (1) eliminate such support, or (2) drastically reduce the cost of such support. NYSSTL certainly provides the latter while providing high quality results. 

Many of the strategies listed above will help convince those who hold the purse strings that NYSSTL is well worth the minimal ongoing costs.

The departure of the NYSSTL Advisor or school principal is leaving

Some schools feel that if the GenYES Advisor leaves or takes a leave of absence, the program must shut down. On the contrary, if an algebra teacher resigns or retires, you don’t cancel algebra. If the perceived value of the NYSSTL program is high and administrators and staff are convinced that it meets their goals, someone can be found to carry on the program. Remember it is the students that are the main core and power of NYSSTL and a good teacher can count on them to carry on.
When a new principal comes to the school, or a new superintendent comes to the district, sometimes there is a move to bring in new programs and throw out the old. Some new principals are aghast that students are providing professional development and other technology support, and they dismiss the program out of hand. If this happens, the teachers, parents, and students must make their case and educate the new principal or administrator about the program. Usually, it is lack of knowledge of the program’s benefits that needs to be overcome.

The “implementation hump”
Another obstacle is something we call the “implementation hump.” It may take some time to work out the kinks and for the NYSSTL Advisor and others to fully understand the program. Training teachers to incorporate technology into their lessons to improve students’ learning and adequately preparing students to be technology literate is a difficult process. If it were easy, then the past thirty years of technology professional development would have produced much better results. 

Although NYSSTL is the most powerful and successful technology staff development and technology literacy model in existence, it is still a rather complex process (as is teaching algebra, English, history, or any other subject). NYSSTL Advisors and administrators must persevere during the first year and continually ask the national Generation YES organization and BOCES staff for assistance to overcome the implementation hump. 

Consider your first year as “a learning experience”. After the first year, the NYSSTL Advisor will understand the program and resources much better and be ready for year two. The second year is often when the program really starts to gel and make sense to everyone - students and teachers alike. By year three, your GenYES program should be past the implementation hump.

Stakeholders who can help make NYSSTL Sustainable

The GenYES Students are a long-term asset
Although GenYES NYSSTL is the most powerful and successful technology staff development and technology literacy model in existence, it is still a rather complex process. Educators should look to STLs and NYSSTL graduates first when they need help with technology or student engagement issues. Student Technology Leaders can assist administrators in unlimited ways, but here are a few examples that give stakeholders an idea of the model’s power.

· Students as trainers – Some NYSSTL schools have STLs graduates attend training sessions for new hardware and software. These STLs can then provide informal help for teachers and peers either individually or in groups.
· Students as webmasters – STLs are perfect candidates to help maintain class, school, and district websites. You can suggest STLs who have the expertise, people skills, and work ethic to participate in this effort.

· Preparing presentations – A STL can help if an administrator or other staff member needs to prepare an electronic presentation or video for a parent group, school board meeting, the Rotary Club, or other event. 
· Serving on school and district technology committees – STLs not only have considerable technology expertise, but also know how technology can improve student learning (the goal of any school committee). STLS are the first place administrators look when they need students for a technology-related committee. 

· Serving on a school or district curriculum committee – Technology should be part of any curriculum committee’s agenda. Since STLs have incorporated technology into a variety of curriculum areas, they are ideally suited for such committees.

· Serving on site councils and school boards – Once again, STLs are prepared to be leaders and can contribute valuable student voice.

NYSSTL parents and guardians
Parents can provide valuable support to a NYSSTL Advisor. Parents can volunteer their time to help students with technology. They can also assist with travel and chaperoning duties for STLs and graduates speaking at meetings and conferences. Parents can also volunteer to be the adult who assesses TechYES projects after the STLs do their assessment.
Many NYSSTL classes have a parents’ night at the end of the semester or school year. During this event, STLs show off completed TAPs and TechYES projects that they and their partner-teachers created. Usually, the Advisor talks about how the partner-teachers used these projects and an administrator hands out the students’ certificates. 

Parents are also one of the major stakeholders who will decide the long-term sustainability of the NYSSTL program. Just like band or sports, NYSSTL often is something that the parents value as a growth experience for their children. Making sure that your NYSSTL parents are aware of the impact of the program will help with long-term sustainability efforts.

District or regional service center personnel

Many NYSSTL programs are funded by grants made to districts or regional educational service centers. Often, there is a NYSTL coordinator for this service center who can offer valuable assistance. This is especially true during the initial training and implementation phase. These regional NYSSTL support staff are experienced and trained to help with the program, and can even make site visits to help the teachers.

Regional centers have occasional gatherings or videoconferences where NYSSTL Advisors can share their experiences. This is an important way for Advisors and students to share their best practices and build a strong local community of practice.
National Generation YES staff
The NYSSTL license includes support from the national Generation YES staff. Generation YES prides itself on its excellent customer service precisely because of the opportunity it affords the staff to help educators successfully implement the NYSSTL program. Students receive enormous opportunities for empowerment when schools successfully carry the program on for the long-term. This belief is at the core of the Generation YES philosophy. Support includes:

Toll-Free Number – (888) 941-4369 – There is a team of customer support staff to take calls from NYSSTL Advisors, students, and partner-teachers. The NYSSTL schools that take advantage of this resource have the most success. STLs are particularly encouraged to call; this is a good skill for them to acquire.

The NYSSTL Advisor Email List – Generation YES sends messages (usually about one per week) to each NYSSTL Advisor. These emails contain reminders of key dates on the NYSSTL calendar, announcements, or resources that might help you with your class. You are encouraged to share what your students are doing by sending an email to the Generation YES staff. 
NYSSTL expansion support – The national Generation YES staff will be happy to help you plan your course for upcoming years. They will also provide support materials to districts that wish to expand the model to other schools in their district. 
Support for NYSSTL Advisors and students to attend technology conferences – Generation YES often supports attendance at state and national conferences. Go to the Generation YES website (http://www.genyes.com/freeresources/) to find an excellent white paper to learn more about this topic. 
Webinars – The Generation YES staff holds frequent webinars to refresh Advisors on the online tools, philosophy, and smart practices associated with successful NYSSTL programs.

Vimeo Site – Generation YES maintains its own page at vimeo.com. Go there and search for “Generation YES” to see many videos from participating schools around the country. These videos can be used to solicit support from other stakeholders who may be skeptical about the benefits of project-based learning. 
Ways GenYES graduates can help other staff

Whether or not there is a formal way for STLs to continue in the program, your school will have a valuable asset in these students. STLs have provided services to a broad range of school staff and students. The following chart gives some examples of this type of STL support.

This chart gives district and school administrators a sense of the power and cost effectiveness of the NYSSTL model. The key is that an administrator or teacher should never look at NYSSTL as a burden. It is a viable and proven method to provide high-quality technology support to the entire district. NYSSTL is not an isolated program, but a strategy that can change an entire school’s learning environment. Continuing to use STLs’ leadership and mentoring skills, even after they formally leave the program, can contribute to transforming the culture of a school and the way technology is used. 
	Staff Members or Department
	Student Technology Leaders Assistance Example

	Overall school functions
	· Produce school video news.

· Maintain school website.

· Assist in computer lab.

	Information Technology 
Department
	· Help IT department trouble-shoot and repair computers.

· Help IT department clean, store, and set up computers and other equipment.

· Help inventory technology equipment.

	Transportation
	· Assist with showing bus route maps and stops on the district website.

· Help use the district website to notify parents of school delays or closures. 

· Prepare a brochure to let parents know bus rules and contact numbers.

	Superintendent’s Cabinet
	· Provide student voice on curriculum and technology issues.

· Provide presentation and other technology-related services to all district administrators.

	Secretaries
	· Help secretaries learn new and updated software.

· Work with secretaries to post daily bulletins on the website.

· Help secretaries with calendar and other administrative software.

	Nurses
	· Create databases of emergency supplies.

· Create mailing lists for notifying parents regarding health issues.

· Create brochures on a variety of health-related issues.

	Counselors
	· Help with scheduling programs.

· Create brochures announcing new classes and programs.

· Help with website information and links for new families.

	Maintenance Department
	· Create videos on how to use cleaning supplies or equipment for new and substitute janitors.

· Produce a brochure that describes the department’s goals and personnel.

· Help update the Maintenance content on the district website.

	Food Service
	· Update menus on the district website.

· Perform online surveys to collect opinions from students on lunch menus.

· Prepare paper and electronic information that teaches about good nutrition.

	Coaches
	· Help take and edit game videos and other instructional videos.

· Help design “play books” for athletes.

· Help athletes with exercise and nutrition databases.

· Keep schedule and game results updated on the school website.

	Special Education
	· Help teachers use adaptive hardware and software.

· Use technology tools to assist special needs students.

· Help publicize student success in print, video and web-based media.


The Generation YES Corporation is located in Olympia, Washington, which is on Pacific Time. 


Customer support is generally available 7:30 to 5:00 (West Coast time). We will accommodate you


at other times. If you call and leave a message, be sure to say when the best time to reach you will be. 





Many NYSSTL programs are not funded with local building-based funds, but with either district or regional grant dollars. Today’s educators understand that we are working in the "age of accountability," and grant-funded NYSSTL programs are no exception. Someone signed off on the funding for NYSSTL in your school, and the administration is interested in the impact the program has on staff and student attitudes, perceptions, and performance. The NWREL evaluation and the GenYES and TechYES Reports provide that information and may be the key to receiving continuing support for your NYSSTL program.
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