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L
eading a district in the digital age can 

be both thrilling and daunting. As a 

superintendent, you may have experi-

enced the power of technology to engage 

students and faculty now—and you see incredible 

promise in emerging educational applications of 

technology on the horizon. At the same time, you’re 

focused on the big picture of student learning, with 

the ultimate goal of preparing all students for future 

success in a highly competitive, hyper-connected 

world. 

Technology is integral to that vision, and to every 

aspect of K–12 school life, from academics to busi-

ness operations. You want to be certain that the 

dizzying array of technology options—from mobile 

devices to enterprise systems and cloud-based 

services—are selected and used strategically to 

support your educational vision and improve student 

outcomes, especially with perennially constrained 

budgets. And you want to be knowledgeable and 

comfortable articulating your vision to the School 

Board, educators, parents, students, business lead-

ers, taxpayers and the entire school community.

“�This toolkit provides a coherent 

picture of district technology 

leadership—a synthesis of the key 

challenges, opportunities and trends 

in education in the digital age, a team 

approach to technology leadership 

with a skilled CTO to help districts 

make smart use of technology, 

and terrific tools to improve the 

knowledge and skills of the entire 

district leadership team.”
 

A. Katrise Perera, Ed.D.
Superintendent

Isle of Wight County Schools (VA)



CONSORTIUM 

FOR SCHOOL 

NETWORKING

Page 3

theempowered 
Superintendent

Professional learning module 2 

Four Action Steps for Strengthening  

the Technology Leadership Team

version 3.0 

Consortium for sChool networking

“�Digital resources are 

more important than 

ever for transforming 

learning, teaching and 

operations. We must 

maximize and utilize the 

leadership resources 

we have. CTOs who 

serve as cabinet- 

or executive-level 

members enhance the 

connection with school 

success and wise 

technology decisions. 

Building and developing 

strong collaborative 

leaders creates synergy 

for innovation for 

teaching and learning.”

Mark A. Edwards, Ed.D.
Superintendent

Mooresville Graded  
School District (NC)
2013 AASA National 

Superintendent of the Year  
and author of  

Every Child, Every Day and 
Thank You for Your Leadership

Professional Learning, Action Steps and Practical Tools

The Consortium for School Networking (CoSN) is uniquely qualified to give you 
a comprehensive view of district technology leadership and valuable tools to 
help you achieve your vision of education in the digital age. 

The Empowered Superintendent is a CoSN initiative dedicated to helping 
superintendents, aspiring superintendents and district leadership teams build 
their knowledge, skills and confidence as technology leaders. Superintendents 
nationwide have used the insights and tools first developed for this initiative in 
2008, and updated in 2010, to strengthen technology leadership district-wide. 

Now, Version 3.0 of this toolkit refreshes the guidance, action steps and 
practical tools to help you navigate changing educational and technology 
leadership demands. 

The Empowered Superintendent: What’s New

• �Professional Learning Module 1: Five Imperatives for Technology 
Leadership. The education landscape has changed considerably since this 
toolkit was first released. New perspectives on all five imperatives, plus new 
resources for professional learning, will bring you up to date. 

• �Professional Learning Module 2: Four Action Steps for Strengthen-
ing the Technology Leadership Team. As a superintendent, you will be a 
more capable technology leader when you partner with a highly qualified 
chief technology officer (CTO) as a cabinet-level advisor. A team approach 
to technology leadership will help superintendents and CTOs work as allies 
to foster 21st century learning environments. 

• �An Expanded Set of Tools to Strengthen Technology Leadership. 
CoSN’s research-based Framework of Essential Skills of the K–12 CTO and 
Certified Education Technology Leader (CETL)™ examination—the only 
professional certification developed specifically for educational technology 
professionals—complement the superintendent initiative. Key points and 
practical tools for hiring, developing and evaluating CTOs and educational 
technology professionals are integrated with this toolkit. 
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5 �Imperatives for  
Technology 
Leadership 

1. �Strengthen District Leadership 
and Communications

2. �Raise the Bar with Rigorous, 
Transformative and Innovative 
Learning and Skills

3. �Transform Pedagogy 
with Compelling Learning 
Environments

4. �Support Professional 
Development and  
Communities of Practice

5. �Create Balanced Assessments

4 �Key Action Steps  
for Building a Skilled  
Technology 
Leadership Team

1. �Recognize and better understand 
the evolving role of the CTO and 
how the CTO can elevate learning 
environments.

2. �Clearly identify the role of the 
CTO in the district structure, 
preferably in the cabinet.

3. �Help guide the CTO interview 
and hiring process, seeking 
candidates with CETL credentials.

4. �Target professional training 
needs to build your technology 
staff to the CETL level.

10 �skill Areas for  
Chief Technology 
Officers

Leadership & Vision

1.	 Leadership & Vision

2.	 Strategic Planning

3.		Ethics & Policies

Understanding the Educational 
Environment

4.	� Instructional Focus &  
Professional Development

5.	 Team Building & Staffing

6.	 Stakeholder Focus

Managing Technology & Support 
Resources

7.	� Information Technology 
Management

8.	� Communication Systems 
Management

9.	 Business Management

10.	Data Management

Plus: �Core Values & Skills— 
Critical personal skills  
and behaviors

8 �PRACTICAL TOOLS  
FOR STRENGTHENING  
TECHNOLOGY 
LEADERSHIP

1.	� Self-Assessment for 
Superintendents

2.	 �District Leadership Team 
Assessment

3.	 �Self-Assessment for Chief 
Technology Officers and 
Technology Staff

4.	 �Chief Technology Officer Job 
Description

5.	 �Interview Questions for Hiring an 
Educational Technology Leader

6.	 �Evaluation Rubric for the Chief 
Technology Officer

7.	 �CETL Certification for 
Educational Technology Staff 

8.	� References and Resources for 
Professional Learning

Visit the CoSN website to download 
these practical tools.

www.cosn.org/superintendents
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Strengthen DiStrict LeaDerShip anD communicationS

always  

(5)

most  

of the 

time (4)

Some-

times  

(3)

rarely  

(2)

never  

(1)

1
I am comfortable using technology as a tool to improve my 

knowledge, skills, personal productivity and leadership effectiveness. 

2
I consider myself a change agent and I encourage innovative ideas 

from principals and teachers.

3
I take every opportunity to showcase innovative technology in my 

work with my staff and community.

4
I network with my peers in other districts to find out how they are 

putting technology to innovative use.

5
I include a chief technology officer (CTO) or district technology leader 

in my cabinet.

6
I know enough about technology to ask the right questions of my 

technical, instructional and financial leadership teams.

7
The vision for my district incorporates technology.

8
I consider the role of technology in all of my district’s educational 

programs and funding streams.

9
I can make the case for investments in educational technology with 

my school board and school community.

10
I attend at least one regional, state or national conference focused on 

technology use in education every year.

11
My annual performance goals include action steps for technology 

leadership.

Self-ASSeSSMenT  

fOr SuperInTendenTS

rate yourself on a 5-point scale to 

determine your readiness to be an  

effective technology leader. 
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Strengthen DiStrict LeaDerShip anD communicationS
Always

(5)

Most 

of the 

time

(4)

Some-

times

(3)

Rarely

(2)

Never

(1)

1
We are comfortable using technology as a tool to improve our know-

ledge, skills, productivity and leadership effectiveness. 

2
We encourage innovative ideas from principals and teachers for using 

technology to support student learning.

3
We use technology to communicate and collaborate within our district 

and beyond.

4

We collaborate to use technology as a tool for communicating, 

interacting and engaging with students, parents and our school 

community.

5
We stay abreast of issues and trends in educational technology.

6
We take every opportunity to showcase innovative technology in our 

work with the staff and community.

7

We benchmark other districts and network with our peers in other 

districts to find out how they are putting technology to innovative use 

for administrative and educational purposes.

8
We have reliable sources of information about technology.

9
We understand the value of technology in terms of its costs and 

benefits.

10
We consider the role of technology in the educational programs and 

funding streams we oversee.

11

We know enough about technology to make sound educational, tech-

nical and fiscal decisions or recommendations to the superintendent 

and school board.  

12
Every member of our team belongs to at least one regional, state or 

national organization focused on technology use in education.

13
We attend at least one regional, state or national conference focused 

on technology use in education every year.

14
Our annual performance goals include action steps for technology 

leadership.

Rate your team on a 5-point scale to determine 

your readiness to provide effective technology 

leadership in your district.

DISTRICT LEADERSHIP  

TEAM ASSESSMENT

the empowered Superintendent
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Self-ASSeSSment  

for Chief teChnology offiCerS  

And teChnology StAff

10 Essential Skill Areas in  

Three Professional Categories

LEAdErShiP & ViSion

UndErSTAnding ThE 

EdUCATionAL EnVironmEnT

mAnAging TEChnoLogy & 

SUPPorT rESoUrCES

Plus: CorE VALUES & SkiLLS

1. Leadership & Vision

2. Strategic Planning

3. Ethics & Policies

4. Instructional Focus & Professional Development

5. Team Building & Staffing

6. Stakeholder Focus

7. Information Technology Management

8. Communication Systems Management

9. Business Management

10. Data Management

Critical personal skills and behaviors

—CoSn’s Framework of Essential Skills of the K–12 CTO 

the empowered Superintendent

•  Provide leadership in identifying, assessing and managing technol-

ogy needs for the school system to the Superintendent and other 

stakeholders.

•  Direct, coordinate, supervise, facilitate or perform all tasks and elements 

needed to effect comprehensive integration of appropriate technology 

into every facet of operations.

•  Contribute to the infusion of educational technology into classrooms, 

libraries/media centers and district offices by providing highly motivat-

ing, full-tim
e, professional leadership in all areas of technology planning 

and technology resource management.

•  Minimum of a master’s degree in a related field

•  Demonstrated professional experience in a technology leadership role

•  At least four years’ experience in K–12 education preferred

•  Demonstrated written and verbal communication skills, as well as 

speaking and presentation skills

•  Certifie
d Education Technology Leader (CETL) certific

ation required or 

must be attained within one year of hire

•  Provide leadership in all aspects of technology for the school system.

•  Coordinate development, refinement and execution of the district strate-

gic plan, involving all stakeholders and governance committees.

•  Collaborate with the Superintendent and Cabinet to make informed 

decisions.

•  Collaborate with principals and school staff to make informed decisions.

•  Lead district initiatives, collaborating across departments and functional 

areas that support adoption and implementation of technology in all 

aspects of school business, including those that improve teaching and 

learning and promote 21st century skills.

•  Create and support cross-functional teams for needs assessment, 

decision-making, technology support, professional development and 

other aspects of the district technology program.

•  Manage and direct staff in support of all technology applications to help 

the district meet goals of the strategic plan.

•  Supervise or coordinate the skills development of all employees in the 

operation of technology. Build awareness among employees of available 

resources and the role of technology in the instructional process.

•  Develop and coordinate a broad range of technology-based resources, 

maximizing the availability and use of these resources. 

JoB DESCriPTion for A ChiEf TEChnoLogy 

offiCEr or TEChnoLogy DirECTor

Job Goals

Qualifications

EssEntial DutiEs
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foR PRofessional leaRning
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CETL CErTifiCaTion for EduCaTionaL 

TEChnoLogy STaff

the empowered Superintendent

T he Certified Education Technology Leader (CETL™) examination is 

a rigorous, two-part exam that identifies those who have mas-

tered the framework skills and knowledge needed to bring 21st 

century skills to schools. The exam is a true measure of today’s 

education technology field. The CETL program is also professional devel-

opment to enhance the knowledge of learning technologies. 

Superintendents who have encouraged CETL certification report 

these benefits: •  Stakeholders see that they are committed to the highest standards in 

administration.•  They hire and promote only the most skilled and knowledgeable educa-

tion technologists.
•  Their districts keep current on latest trends and best practices in 

education technology.

•  asking for CETL demonstrates commitment to their employees’ profes-

sional growth.•  The technology team skills are well matched to the job requirements of 

their positions.The Examination
only candidates passing both parts of the two-part exam earn the CETL 

designation. Candidates must pass Part i to be eligible to take Part ii.  

•  Part i is a multiple-choice exam administered at proctored sites 

throughout the country. it identifies those who have a clear understand-

ing of best practices, federal laws, and existing and emerging technolo-

gies in the education technology field.

•  a critical aspect of a CTo’s role is to effectively communicate highly 

technical concepts to a broad stakeholder base. The essay-based Part 

ii tests the candidate’s on this and is graded by a panel of experts 

trained by testing specialists using a pre-determined rubric.

More than half 
of CETL-certified 

educational technology leaders 

hold district, 
cabinet-level positions.
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Evaluation RubRic foR thE  

chiEf tEchnology officER
there are many challenges for district administrators in 

evaluating technology leaders. What should their cto jobs 

entail exactly? how should they be measured? 

although there is not one answer to these questions, this 

evaluation rubric developed by coSn members can get you 

started. based on the CoSN Framework of Essential Skills of 

the K–12 CTO, this evaluation rubric captures the skills and 

knowledge needed by an educational technology leader. 

the empowered Superintendent

Skill AreA 1.0 leAderShip & ViSion 

1.1. leadership & Vision

indicators highly effective (4)

effective (3)

improvement necessary (2) ineffective

fulfills the criteria for level 3 and 

additionally:•  Works closely with the 

executive team and 
stakeholders to develop a 

shared vision with long-term, 

big-picture perspectives 

on district goals to plan for 

meaningful and effective 

uses of technology; provides 

leadership when creating a 

vision of how technology will 

help meet district goals.

•  leverages appropriate 

relationships between emerging 

technology resources and the 

education process on a regular 

basis.  
•  Demonstrates an understanding 

of assessment, curriculum 

and instruction, including their 

interdependent relationship and 

how technology can support 

them.
•   Demonstrates the knowledge 

and skills necessary to effect 

and facilitate change in the 

organization.

•   Participates with 
the administrative 

team and advisory 
committees to create 

and promote a vision 

for how technology 
will support the 

district’s strategic 
and operational goals. 

•  facilitates the 
process of priority 

setting and decision 

making for meaningful 

uses of technology to 

educate students.

•  occasionally demonstrates effective 

decision making for 
meaningful uses of 

technology to educate 

students, but does not 

promote a broader vision 

for how technology will 

support the district’s 

strategic and operational 

goals.

•  Does not promote 
a vision for how 

technology will 
support strategic 

goals and does 
not demonstrate 

effective decision 
making for meaningful uses 

of technology to 
educate students.

Developed by the indiana cto council from the coSn Framework of Essential Skills of the K–12 CTO. Modifications allowed, but attribution must 

remain.© copyright 2012 consortium for School networking (coSn). all rights reserved.

noticE: Reproduction of this document or any of our webpages or their contents at other websites, in machine readable or electronic or other 

soft copy form, is prohibited; reproduction in printed documents for sale is also prohibited. Permissions must be granted explicitly by coSn and 

copyright ownership noted.   http://www.cosn.org/Portals/7/docs/Certification/Framework_1212_2011_Public.pdf
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Work closely with the executive team and stakeholders to develop 

a shared vision with long-term, big-picture perspectives on district 

goals to plan for meaningful and effective uses of technology, and 

to provide leadership when creating a vision of how technology will 

help meet district goals.

Interview Questions
1.  Describe how you have created a plan to integrate education 

technology into the district’s strategic and operational goals.

2.  Which stakeholders did you need to include or consult with when 

formulating this plan?

3.  How did you measure the cost-effectiveness of your strategic 

plan?
4. How did you measure its overall effectiveness?

5. How did you mitigate the risk of implementing your plan?

Have a high-level view across the school system and work with 

instructional and technical teams to identify steps needed to 

transform the technology vision into a long-range plan, complete 

with specific goals, objectives and action plans.

Interview Questions
1.  What do you see are the three most promising technologies on 

the horizon for today’s educational environment?

2.  Describe how you would build a coalition with district 

stakeholders to implement these technologies. 

Leadership & Vision

strategic pLanning

IntervIeW QuestIons for HIrIng  

an eDucatIonal tecHnology leaDer

When you are seeking to hire a chief technology officer (cto) 

or technology Director for your school district, you want to 

ensure that this person has extensive technology experience 

and can apply these skills in an educational environment. 

your cto will be working with chief academic officers, 

chief financial officers, chief operating officers and others at 

the district level, as well as principals, teachers, parents and 

the school Board. this person needs to have the leadership 

skills necessary to effectively communicate with these 

various stakeholders. 
cosn has developed this set of interview questions that 

will help you gauge cto candidates’ knowledge and skill 

levels. these questions are based on the 10 skill areas of the 

cosn Framework of Essential Skills of the K–12 CTO. 

the empowered Superintendent
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