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T W O  Y E A R S  ·  O N E  Q U E S T I O N

Will AI replace the teacher?

A yes-or-no question — built on two reflexes: uncritical enthusiasm, or defensive 

rejection.

It's the wrong question. We let it go.



A  T H I R D  P A T H

The augmented 
teacher
Not AI instead of the teacher. Not the teacher without AI. A 

hybrid — the teacher uses AI as an extension of their 

expertise, and keeps both hands on the wheel.

curious  ·  critical  ·  in control
the human steers



A  T R I P  B A C K  I N  T I M E

We meet new tools by 

reproducing the old 

ones

Perriault called it the stagecoach effect

(l'effet diligence): the first railway carriages 

were built like stagecoaches. New medium —

old form.
The stagecoach, put on rails



The lecture, filmed

T H E N  C A M E  V I D E O

Same reflex, a new 

medium

When television reached the classroom, we 

pointed a camera at a teacher at the 

blackboard. The lecture, filmed. The form 

outlived the medium.



A N D  N O W  — A I

…and we're doing it 

again

Content generators, quiz makers, 

summarisers: the stagecoach, back on rails. 

The risk is a faster version of the same lesson. 

The opportunity is to change what we do —

not just how fast.

AI generators: same task, automated



W H E N  T H E  T O O L  D I C T A T E S

AI as oracle

Used substitutively — to generate, to answer, 

to decide — AI begins to dictate the practice. 

The human slips into a single role: user. The 

oracle speaks; we transcribe.

Human, reduced to user.
Humans in the age of oracle AI



A N  O L D  M O D E L ,  N E W L Y  U R G E N T

An artifact is not yet an 
instrument

In 1995, Pierre Rabardel asked a deceptively simple 

question — what is an instrument? His answer 

reframes the whole debate: a tool becomes an 

instrument only through the use a human builds for it. 

And instruments are never neutral.

« Qu'est-ce qu'un 
instrument ? »
Pierre Rabardel  ·  1995  ·  CNDP

Brought back to my attention by Prof. Claude Savard 

— Université Laval, Québec — in this new context.



T H E  M O D E L

Three poles, one 

mediation

Subject

the human acting.

Object

what the action aims at — a concept, a task, 

learning.

Instrument

artifact + scheme of use.

Subject Object

Instrument

The instrument mediates the subject's action on the object — and is built 
through use (instrumental genesis).



T W O  C O N C R E T E  E X A M P L E S

Same artifact, different instrument

The set square

Student  ·  axial symmetry  ·  a set square

Sliding it to enact perpendicularity makes 

orthogonality something the student must 

construct. Swap in a grid and orthogonality comes 

“for free” — and is never learned.

The instrument shapes the concept.

The chatbot

Teacher  ·  formative feedback  ·  an LLM

As an oracle, it dictates generic output. Given a 

pedagogical scheme — the teacher's intent, criteria, 

iteration — the same model extends the teacher's 

expertise.

The intention makes the instrument.



H U M A N  A G E N C Y ,  R E S T O R E D

The intention is the 

instrument

An artifact becomes an instrument only 

through the purpose a human gives it. So the 

lever is not the tool — it's the intention

behind it. That is exactly what we want: the 

human at the center of the decision, agency 

restored.
Restoring human agency: the intention is the instrument



A  M A P  O F  O U R  U S E S

Where does agency 

begin?

S & A — what the oracle dictates. 

Enhancement.

M & R — where human agency kicks in. 

Transformation.

Puentedura · SAMR (2010)

S Substitution

direct substitute — no change

A Augmentation

substitute + functional gain

M Modification

significant task redesign

R Redefinition

new, once-impossible tasks





A  M O D E L  T O  M A P  I T

Laurillard's Conversational Framework

1  Acquisition

Receiving information — listening, 
watching, reading.

2  Inquiry

Researching — formulate a question, 
find and assess sources.

3  Practice

Acting in a set task — act, process 
feedback, reflect.

4  Discussion

Exchanging ideas — listen, react, build 

arguments.

5  Collaboration

Working to a joint result — coordinate 

and negotiate.

6  Production

Creating something assessed —

produce, present, integrate.

Diana Laurillard · Conversational Framework (via KU Leuven Learning Lab)



T H E  T E A C H E R  S T A Y S  C E N T R A L

Six learning types, six teacher moves

ACQUISITION

Present

e.g. publish a video capsule

INQUIRY

Guide

e.g. design a resource library

PRACTICE

Model

e.g. create an interactive quiz

DISCUSSION

Facilitate

e.g. run a live discussion

COLLABORATION

Orchestrate

e.g. design a wiki

PRODUCTION

Coach

e.g. annotate a portfolio



ACQ UI S I T I ON   ·    M O VE 1 / 6

Present
e.g. publish a video capsule



I NQ UIRY   ·    M O VE 2 / 6

Guide
e.g. design a resource library, an 
interactive interface



PRACTI CE   ·    M OVE 3 / 6

Model
e.g. create an interactive quiz



DI SCUSSI ON   ·    M OVE 4 / 6

Facilitate
e.g. run a live discussion



CO LLABO RATI O N   ·    M O VE 5 / 6

Orchestrate
e.g. design a wiki

Your illustration here



PRO DUCTI O N   ·    M O VE 6 / 6

Coach
e.g. annotate a portfolio propose Ai Tutors



W H A T  I T  T A K E S

Staying at the wheel takes 
practice
Frameworks and ethics don't make the augmented teacher — the 

deliberate, informed choice does. And that choice has to be built: 

the schemes of use, the AI competency, the judgement. 

Professional development isn't optional — it is the steering.

agency  ·  competency  ·  professional development

still at the wheel





T H A N K  Y O U

The human, deliberately, at the 
core.

Curious, critical, in control. Good luck to us all — for the future ahead.

Jean-François Van de Poël ·   Eduhub — Switch Foundation
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Illustrations generated with Google Gemini.

Presentation design co-created with Claude AI and a custom skill developed by the author.
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