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Introduction 
Artificial intelligence has moved into education with remarkable speed. Applications that once seemed distant from daily 
teaching now assist with planning, generate explanations, recommend resources, and even propose assessment 
responses. Many educators describe the moment as overwhelming. Familiar routines are unsettled, expectations are 
shifting, and long-held assumptions about expertise are being questioned. Still, technology does not educate students. 
Teachers do. Tools may expand access to information, but they cannot carry responsibility for human growth, ethical 
judgment, or the cultivation of understanding. The educator remains the professional who must interpret what is 
appropriate, what is accurate, and what serves the learner. 
 
Since teaching is primarily an act of interpretation, the contemporary teacher is at the center of the AI moment. This 
article draws on sensemaking theory, organizational change research, teacher knowledge and professional agency 
scholarship, to consider how educators might adjust to rapid technological growth without losing their identity or mission. 
 
 
Educators as Interpreters of Change 
When environments become uncertain, individuals attempt to create meaning that allows them to continue working. Karl 
E. Weick explains that people enact the realities within which they operate by interpreting cues, constructing explanations, 
and moving forward on the basis of those interpretations. In schools, this process unfolds daily. Teachers face new 
applications, unfamiliar outputs, and evolving expectations, yet lessons must still occur and learners must still be 
supported. 
 
The presence of AI, therefore, intensifies rather than diminishes professional responsibility. Every generated response 
requires evaluation. Educators ask whether content is correct, whether it aligns with curriculum goals, and whether it 
supports genuine understanding. Meaning precedes action. The teacher becomes the bridge between technological 
possibility and educational value. 
 
Interpreting change is only the beginning. Institutions must also learn how to move from awareness toward sustainable 
practice. Research on transformation led by John P. Kotter emphasizes that change takes root when communities 
recognize urgency, develop shared direction, and experience visible progress. These elements are vital in AI adoption. 
If teachers feel pressured without guidance, anxiety increases. When they see colleagues experimenting successfully, 
confidence grows. When leadership provides clarity about expectations and celebrates early successes, new practices 
begin to stabilize. Change becomes collective rather than isolating. 
 
 
Teacher Knowledge in a Digital Age 
Competent use of artificial intelligence requires far more than the ability to operate a platform. It calls for the 
integration of disciplinary expertise, pedagogical understanding, and technological awareness. The framework articulated 
by Punya Mishra and Matthew J. Koehler makes clear that effective teaching resides in the dynamic relationship among 
these domains. AI does not replace this relationship. Instead, it exposes it. A system may generate an elegant 
explanation, yet an experienced teacher can immediately perceive that the language is too abstract, the examples too 
distant, or the assumptions mismatched with learners’ prior knowledge. Another educator might reshape a suggested 
activity to reflect local culture, available resources, or specific developmental needs. In both situations, the technology 
presents possibilities, but the professional determines suitability. 
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Judgement becomes the defining feature of expertise. Teachers interpret outputs through understanding of curriculum 
aims, student readiness, and long-term learning goals. They recognize that accuracy alone is insufficient if meaning is 
not achieved. The intersection of knowledge domains, therefore, remains the heart of practice. Artificial intelligence can 
widen the range of options available to educators, but it cannot decide which option best advances understanding in a 
particular moment. That responsibility continues to rest with the teacher, whose preparation enables adaptation, 
translation, and refinement. Technology supplies alternatives, while educators design learning. 
 
 
Caution from Classroom History 
Enthusiasm for innovation has accompanied many moments in the history of schooling. Each generation has witnessed 
technologies heralded as transformative, efficient, and capable of solving persistent challenges. Yet history advises 
humility. Larry Cuban demonstrated that reforms often produce far less change than anticipated because the complex 
realities of classrooms are frequently overlooked. Structures may shift while daily practice remains remarkably stable. 
Access, therefore, is not synonymous with improvement. Teachers work within traditions, expectations, and cultural 
patterns that shape how tools are interpreted and used. Established routines offer stability in demanding environments, 
and new initiatives must negotiate this lived terrain. Without attention to these human dimensions, even the most 
sophisticated technologies risk becoming additions rather than transformations. 
 
This perspective does not diminish the potential of artificial intelligence. Instead, it invites thoughtful engagement. 
Reflection tempers excitement with responsibility. Educators are encouraged to ask not only what a tool can do, but 
what it should do within the moral and pedagogical aims of the classroom. 
 
Historical awareness thus becomes a form of professional wisdom. It reminds institutions that progress depends less on 
novelty and more on the capacity of teachers to align innovation with meaningful educational purposes. When that 
alignment is present, technology can contribute to genuine growth. When it is absent, promise fades into routine. 
 

 
 
 
Agency, Collaboration, and Moral Purpose 
The capacity of educators to respond wisely to artificial intelligence is amplified when it is exercised collectively. 
Professional agency does not flourish in isolation. It grows within communities where dialogue, critique, and mutual 
support are normal features of practice. Andy Hargreaves emphasizes that sustainable improvement depends on 
professional capital, the combination of individual expertise, collaborative strength, and shared responsibility for students. 
In periods of technological disruption, this insight becomes especially important. 
 
When teachers speak openly about successes and difficulties, uncertainty becomes manageable. One colleague’s 
experiment becomes another’s entry point. Strategies are refined, language becomes clearer, and confidence accumulates 
across the institution. Collaboration transforms innovation from a private burden into a shared endeavour. 
 
Collective work also guards the moral centre of education. Questions surrounding authorship, originality, fairness, and 
access extend far beyond technical capability. They are ethical matters that demand conversation and reflection. 
Software cannot determine what integrity requires within a particular learning community. Only educators, attentive to 
context and committed to the well-being of their students, can exercise that responsibility. 
 
Through collaboration, teachers reaffirm that AI must remain accountable to human purposes. They remind one another 
that efficiency cannot replace empathy, and that progress must be measured not only by productivity but by the quality 
of growth experienced by learners. In this way, professional community becomes both a source of strength and a 
safeguard for moral intention. 
 
 



 

 

 

Digital Literacy as Judgement 

Digital literacy is often misunderstood as technical fluency. The ability to navigate platforms, generate responses, or 
operate applications represents only the surface of competence. For educators, literacy in a digital age is fundamentally 
about judgment. It involves recognizing bias, understanding how outputs are produced, questioning reliability, and 
discerning when efficiency may come at the expense of learning. 
 
This broader view aligns with long-standing warnings from educational research that technology does not improve 
practice by its mere presence. Larry Cuban observed that the success of innovation depends on the decisions teachers 
make as they adapt tools to real classroom contexts. Artificial intelligence magnifies this reality. Each prompt, 
recommendation, or automated suggestion invites professional evaluation. 
 
Teachers, therefore, serve as models of disciplined thinking. They demonstrate how to pause before acceptance, how to 
compare sources, and how to admit uncertainty when answers require further verification. Such actions communicate 
powerful lessons about intellectual responsibility. Students learn that authority is not derived from confident language but 
from careful reasoning. 
 
Digital literacy also requires educators to help learners recognize the boundary between support and substitution. When 
assistance begins to replace cognitive effort, growth may be compromised. Guiding students through this distinction 
preserves agency and encourages deeper engagement with ideas. 
 
Within this framework, AI becomes more than a productivity aid. It becomes a setting in which ethical awareness, critical 
inquiry, and accountability are practiced visibly. By exercising and modelling judgement, educators ensure that technology 
strengthens rather than diminishes the purposes of education. 
 
 

Identity and Adaptability 
Periods of rapid innovation press educators to reexamine the meaning of their professional selves. When teaching is 
reduced to the transmission of information, artificial intelligence can appear to challenge relevance and authority. 
However, when the work of the educator is understood more fully as guiding development, shaping learning 
environments, cultivating discernment, and sustaining motivation, technology is repositioned. It becomes an instrument 
within practice rather than a rival to it. Sensemaking research reminds us that identity anchors interpretation. Karl E. 
Weick notes that individuals act in ways that are consistent with who they believe they are. A teacher who sees oneself 
as a mentor, an ethical guide, and a designer of meaningful experiences will approach AI differently from one who views 
the role primarily as delivering answers. The response to innovation, therefore, is never purely technical. It is deeply 
personal and professional at the same time. 
 
Adaptability grows from clarity of purpose. Educators who are secure in their mission can modify strategies, experiment 
with tools, and revise routines without feeling displaced. They understand that while methods evolve, responsibility for 
learners remains constant. In this way, change does not erode professional dignity. Instead, it provides opportunity to 
demonstrate judgment, creativity, and leadership. 
 
The enduring centre of teaching is human connection. Technologies may expand reach and efficiency, yet the educator 
continues to model integrity, empathy, and intellectual care. By holding firmly to this core, teachers are able to move 
forward with confidence, adjusting practice while preserving vocation. 
 
 
Implications for Educational Leadership 
Educational leadership is decisive in determining whether 
artificial intelligence becomes a source of confusion or a 
catalyst for growth. Teachers rarely resist innovation because 
they are unwilling. More often, uncertainty arises when 
expectations are unclear, support is inconsistent, or 
experimentation feels risky. Leadership, therefore, establishes 
the emotional and structural conditions within which confidence 
can develop. Change scholarship underscores this 
responsibility. John P. Kotter argues that transformation gains 
momentum when people experience shared purpose, practical 
guidance, and visible evidence that effort leads to 
improvement. In the context of AI, educators need more than 
access to software. They require time to explore, opportunities 
to question, and reassurance that learning includes missteps. 
Where such conditions exist, curiosity replaces fear. 
 
Professional dialogue is equally important. When teachers are 
invited to interpret new technologies together, they build 
common language and mutual trust. Collaborative sensemaking 
distributes expertise across the institution and prevents 
individuals from feeling isolated with complex decisions. 
Leadership that listens strengthens commitment. Durable 
innovation also depends on recognition. Celebrating small 
achievements signals that progress matters and that 
professional growth is valued. Over time, these affirmations 
help new practices settle into the culture of the organization. 
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When educators are treated as partners rather than implementers, change becomes intelligent and sustainable. Authority 
is shared, responsibility is deepened, and the institution moves forward with coherence. In such environments, artificial 
intelligence can be integrated in ways that honour both technological advancement and the human purposes of 
education. 
 

 
 
 
Conclusion 
Artificial intelligence has entered education with remarkable intensity, altering expectations, expanding capability, and 
accelerating the pace at which decisions must be made. Its presence is undeniable, and its influence will continue to grow. 
Yet the trajectory of schooling will never be determined by systems alone. It will be shaped by the educators who interpret 
their possibilities, evaluate their limits, and guide their application in the service of learners. 
 
Throughout this discussion, teaching has been presented as work grounded in meaning. Drawing on insights from Karl E. 
Weick, the educator emerges as the professional who constructs direction in moments of ambiguity. Supported by principles 
of change articulated by John P. Kotter, individual interpretation becomes collective movement when institutions cultivate 
trust, dialogue, and shared purpose. Perspectives on teacher knowledge, historical caution, and professional capital further 
confirm that innovation becomes valuable only when human judgment shapes its use. 
 
The essential responsibilities of educators, therefore, remain constant even as tools evolve. Teachers continue to safeguard 
intellectual integrity, nurture curiosity, and uphold ethical commitment. They decide when assistance strengthens learning 
and when it risks diminishing effort. They adapt resources while preserving the relational foundation upon which education 
depends. Artificial intelligence may extend reach and efficiency, but it is the educator who ensures meaning. When 
professionals engage technology with clarity of identity and moral intention, they transform disruption into opportunity. The 
wave is powerful, yet wisdom determines where it leads. 
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