CDETB TELMS 2017-Present
Introduction
TELMS, which stands for Technology Enhanced Learning Mentoring Support, is a peer-mentoring model which recognises that
teachers need to be supported in their efforts to embed digital technology into their classroom practices.
Originally, TELMS was the brainchild of the Head of South-Eastern Regional College’s Learning Academy, Paula Philpott, who recognised
that it’s a big leap for teachers to start using TEL in their classrooms, and that if they’re to make that jump, they don’t just need to be
shown the technology, they need to see what it will look like in their classrooms, from teachers with whom they identify and derive
confidence from.
Back in 2017, CDETB’s TELMS journey began as part of an Erasmus+ project, when two CDETB FE teachers, along with representatives
from the CDETB Curriculum Development Unit, and Psychological Services, found themselves at South Eastern Regional college (SERC) in
the sunny seaside resort of Bangor in Northern Ireland, with teachers from Italy and Slovenia, learning about all things TEL Mentoring.
During the initial pilot (2017-2018), CDETB’s TELMS family was small, there were two mentors, and five mentees; however, the positive
feedback from mentees, mentors and learners proved that this model was something we could adapt and feed forward to suit our
teaching and learning needs within CDETB.

Post project, it was agreed that the original SERC model would be adapted and embedded into CDETB policy and practice to continue to
develop the professional practice of teachers and support them in their efforts to embed digital technology in their classrooms.

1

Based on learning from the TELMS Erasmus + project, Miriam O Donoghue, then Acting Director of CDETB Curriculum Development Unit,
Caroline Martin, Chief Psychologist, CDETB Psychological Services, John Hogan, CDETB International desk and TELMS LEAD Mentors
Suzanne Yarker, Pearse College of Further Education and Carrie Archer, Marino College of Further Education designed two bespoke
complimentary and interdependent TEL Mentoring Models for CDETB to be piloted and implemented within CDETB, starting in 2018.

Figure 1: CDETB TELMS Mentee training Model 2018- Present
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Fast forward to 2022, and we now have two lead mentors, 14 mentors, 29 apprentice mentors and 57 mentees who are actively engaging
in the CDETB TEL Mentoring Model across 12 Further Education Colleges, two training Centres, all nine Youthreach centres, three Adult
Education Centres, and one prison service.

Figure 2 CDETB TELMS timeline
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CDETB TEL Mentoring

Model (in detail)

Figure 3 CDETB TELMS model video

The ten-step TELMS model is based on the needs of the mentee and the cohort they work with. The first step prioritises goal setting
and agreement about the dates of sessions by the mentor and the mentee where rapport and a relationship is built. In total we have 3
training sessions where we learn new tools or more about an individual too.
These are linked to 3 classroom sessions. The mentor does a demo teach in the mentees classroom, using the mentees teaching
materials which the mentor will have “Tel-ified!), there’s a Team-Teach and at the end of the process the mentee teaches their
own class with the tools they’ve learned.
After each classroom session- the learners complete a reflection, giving feedback which guides and leads the learning from the session.
The mentor and the mentee reflect on the feedback and their own observations on the session and agree what will be covered in each
of the following training sessions.
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The final stage involves an overall reflection and future goal setting... coffee and even some cakes! At all stages, the focus is on
supporting the educator in developing the confidence and the competence to be brave, be vulnerable and to try something new.
Creating an engaging and accessible environment for all learners is an integral part of the process. Reflection is key and the learners
are our leaders.
Timetabling
The model was based on applying the following formula:
• Every one-hour allocated for TELMS on the Mentors’ timetables = responsibility for mentoring two Mentees.

CDETB TEL Apprentice Mentor Training Model
All potential apprentice Mentors must go through the mentoring process themselves first. This is so that they have experienced first-hand
the mentoring programme and what is feels like to be a mentee.
The majority of CDETB mentees are selected by Principals and Heads of Centres on the basis that they have the potential to progress
from being mentored as a Mentee to being trained later as an apprentice mentor. This current approach is to fast track the number of
Mentors available in CDETB who can work with Mentees.
Due to COVID-19 and the importance of having all teaching staff digitally literate, this year, some mentees were selected due to the fact
they had a low level of digital skills and had expressed an interest in improving their TEL competencies. There is no expectation that these
Mentees will go on to be Apprentice Mentors.
From 2020-2022, the Apprentice Mentor Training Model was also linked to compliment the National Courses for FET staff. Currently
CDETB have a number of staff who have completed a Level 6 Certificate in Technology in NCI; a Level 7 Certificate in Technology
Enhanced Learning in NCI; and a L 8 Diploma in NUIG. CDETB sponsored a further 37 staff members this year across these programmes
and many of these staff members were mentees in 2020-2022 and are now potential apprentice mentors, who will go on to further
embed the learning and contribute to the cascade model of TELMS.
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Current Apprentice Training Model
The apprentice mentors participated in:
• two training sessions of 2.5 hours duration each
• shadowed during one step of the Mentee Model by a Lead Mentor (where possible and practicable).

Figure 4 TELMS Apprentice Mentor roadmap
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Figure 5 Theoretical underpinnings and Frameworks
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Mentoring Graphs:
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Strengths of the

TELMS model:
“The expectation was that some of the
mentees would be a disaster. I was
surprised at how interested and enthusiastic
they ended up being.”
“I was surprised by how quickly people can
adapt and learn- we've come on about 10
years in 3/4 months.”
“What difference will TELMS make to my
Centre? More collaborative staff. Better
cross-curricular teaching and assessment.
More inter-departmental cohesion. More
engaged and involved students.”
“We are at the tentative stage. I can see
some teachers are embracing UDL best
practice and using technology to support the
learning environment. Work in progress!! “

“TELMS and its success needs to be
promoted across the CDETB and to other
spheres too.”
Figure 6 Benefits of TELMS

9

Feedback
Please press control and click on the image below to view the views of mentors, mentees and principals.

TELMS in Youthreach

“One of the biggest surprises was the willingness of teachers to become
involved in the mentoring process…the fact they brought their own
ideas re. how they could integrate the technology into their classroom
shows that the process is a two-way street and very much a
collaborative process.”
Damian Delaney, Youthreach Mentor

Figure 6 Damian Delaney, Youthreach SGGS

TELMS in Colleges of Further Education

“One of the biggest wins … to come out of TELMS is we’ve created a
culture of people who are more interested in using technology in their
classroom and the enthusiasm and interest really is there…the knockon effect when the mentees have had a positive effect with the TELMS
model means they’re talking to other teachers and encouraging them to
get on board with TELMS.”
Geraldine McElvaney, FE Mentor
Figure 7, Geraldine McElvaney, Whitehall CFE

10

TELMS in Adult Education

TELMS and online learning

“The introduction of TELMS into
Colaiste Dhulaigh couldn’t have
come at a better time as we
moved to teaching online …it’s
structured, concise and easy to
follow for teachers.”

“Adult Education tutors can
benefit from TELMS because it
is very much tutor lead and
addresses the individual needs
making it appropriate for tutors
who have no IT skills and those
who are more advanced”
Figure 8, Andrew Connelly, Adult Education

Andrew Connelly, Adult Education Mentee
and Apprentice Mentor

Principal views

Figure 10, Patricia O'Keeffe, Pearse
College FE

Michael McCann, TELMS Mentor in FE
Figure 9, Michael McCann, Colaiste
Dhulaigh

TELMS in Training Centres

“TELMS allows every member
of a college community to learn;
there is no differentiation
between teacher and learner,
instead the emphasis is on
learning. Colleges thrive when
learning is the core function for
all”
Patricia O’Keeffe, Principal, Pearse College

“The TELMS programme is
excellent, the training sessions
were invaluable…I now am
using the TEL tools to their full
potential…I’m really looking
forward to the next step of my
TELMS journey, mentoring
another colleague in TELMS.”
Marian Grogan, TELMS Mentee and
Apprentice Mentor in BTC
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CDETB activities & Events:
Design and Distribution of TELMS “info” pack, September 2019-present.
A “pack” for Principals to include a page for Principals giving a summary of the model; reasons their schools
might get involved; criteria for choosing a potential mentor – i.e., to become a mentor who will lead in their own
centres / someone who uses TEL already and who has a relationship within the centre already etc. was designed
and distributed in September 2019; this info pack continues to be distributed to Principals and Centre Managers.

Figure 7 TELMS info
graphic

Figure 8 TELMS infographic for Principals

A similar infographic was also designed for teachers who were interested in taking part in the TELMS programme to give them
a further insight into the steps of the model. Control/Click on image below for more info.
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Figure 9 TELMS infographic for teachers

TELMS Dissemination and Information Sessions:
Lead mentors Carrie Archer and Suzanne Yarker presented at several FESS workshops to share the TELMS
model with other ETBs.

Figure 10 FESS TELMS workshops
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Universal Design for Learning, National Forum Digital Badge in Universal Design for Teaching
& Learning:
TELMS is a perfect example of UDL in action, and as such, the TELMS mentors were encouraged to enrol in the pioneering
national roll out of the National Forum Digital Badge in Universal Design for Teaching and Learning. Many completed online
modules, engaged in peer group discussion and redesigned elements of their teaching and learning practice using the
Universal Design for Learning Principles. Furthermore, many of these UDL graduates went on to complete the UDL Facilitator
Badge.

Figure 11 UDL Badge and TELMS

TELMS Mentor Check-ins
In order to troubleshoot potential problems and offer ongoing support to our mentors and apprentice mentors, weekly one-hour check-ins
are available via a Lead Mentor (Suzanne Yarker) on Zoom. This proved beneficial in regard to problem solving any potential issues our
mentors/apprentice mentors were having at the time and acting like a sounding board to discuss ideas for training, collaboration and the
fostering of peer relationships.
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TELMS - End of Year Reviews:
Mentors and apprentice mentors (who had been through the cycle with a mentee) take part in an ORID (Objective, Reflective,
Interpretive, Decisional) facilitated conversation during our end of year reviews. Mentors and Apprentice Mentors are placed in breakout
rooms on Zoom and asked to complete the questions on a Padlet.

Figure 12 TELMS End of Year Review - Focused Conversation

15

Professional Learning Community Team (Microsoft Teams):

In October 2020, a Professional Learning Community was
created via Microsoft Teams. This Team currently has 55
active members, 66.71 MB of SharePoint files, and channels
that include Accessibility Support, PLD, Demo lessons and
Team teaches, Understandings the TELMS model etc.
This TEAMS site is not merely a file repository, but a
community where mentors can engage in professional
conversations, trouble shoot, peer- debrief and share
valuable lessons and resources.

Figure 13TELMS CDETB TEAM

The Community came into its own during centre/ college
closures and continues to be improved upon; led and fed by
community members.
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CDU TELMS Mentor annual planning sessions:
Every September, all mentors meet to plan for the academic year, trouble shoot any potential issues, and discuss possible training
initiatives etc.

Apprentice Mentor Training

Figure 14 Mentor preparation session

Three times a year – January, May & September – the lead mentors run two-day training events which look at:
●
●
●
●
●

An introduction to the Mentoring model
Mentoring - psychological and philosophical underpinnings
Focus on TEL Tools
Exploration of the current resources available for mentors
Effective questioning and introducing Universal Design for
Learning (UDL)

●
●
●
●
●

Setting clear learning intentions and success criteria
Mentoring challenges and troubleshooting
Paperwork - what works and doesn’t work
Q&A
Exploring the next steps.
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Key recommendations when implementing the model:

Figure 16 Overcoming TELMS challenges
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