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Introduction, José Miguel Sousa 
 
This ebook resulted from the material produced (in the working version, without any 
“treatment”) by the participants and invited guests at the first two Training Events of 
the Managing for @ School of Success (M@SS) project, with reference 2015-1-PT01-
KA201-013059 and financed by the Key 2 of the Erasmus+ of the EU programme. 
Managing for @ School of Success is a project integrated in the Key Action 2 - 
Cooperation for Innovation and sharing of good practices of the Erasmus+ Program. It 
is included in the subgroup of strategic partnerships that promote the improvement of 
school education and is a consortium of seven partners from six European countries: 
Portugal, Spain, Italy, the Netherlands, Poland and the United Kingdom. 
The project is organized around 4 objectives: 

1. Learning about and sharing experiences of school management in different 
European contexts with different actors and typologies of responsibility 
distribution; 

2. Identifying experiments developed at different levels of school management, 
associated with the principle of more transparent, effective management 
promoting the concept of an intelligent school; 

3. Promoting innovation in school management through shared, international 
reflection on innovative experiments and strategies developed at the local level; 

4. Producing and spreading knowledge about local, municipal and national policies 
regarding school management, which are able to change the perceptions of 
stakeholders in school management. 

The project challenges practices related to school management, the training of head 
teachers and educational decentralization of relevant policies in the area of this 
international partnership and organized around the three structuring themes that guide 
the project: autonomy, schools’ self-assessment and the curriculum. The first ebook 
was organized on the subject of school autonomy. 
Specifically, the team hopes to innovate and expand comparative knowledge about 
school management policies and effective practices, including those that derive from 
the international partnership established between schools at the management level as 
a result of educational decentralization policies experienced in several European 
countries (OECD, 2012) and related topics. 
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In addition, the project will contribute to discussing concepts and practices of 
educational management, the conditions of local implementation and the impacts of 
these policies once put into practice. 
It will also contribute to a broader discussion on the power of these practices to 
actually constitute innovative forms of school management and to develop a "smart 
schools" model. 
The main topic of the first year of the project is School Autonomy, which was also the 
focus of the training events. Therefore, the project’s objectives, stated above, must be 
considered the aims of this ebook. 
This ebook is divided into five parts corresponding roughly to the tasks performed by 
the participants during the training events. The first part includes the presentations 
made by the invited speakers (one head teacher from the National Portuguese Council 
of Schools; the Secretary of the National Portuguese Council of Education and the 
Head of State of the Department of School Management (Ministry of Education).  The 
second part, entitled Meanings, includes a set of concepts, briefly presented as they 
are understood by the participants, within their national and legal constraints. It also 
includes two exercises that challenge head teachers and schools’ actions – one 
conceptual and the other presented as an example. The third part of the ebook 
includes a set of successful stories reporting from each of the participant schools. The 
criterion used to select stories was to apply autonomy and present something that is a 
good practice of autonomy. A brief inventory of the factors contained in these stories 
ends the chapter. The fourth chapter answers the question – why and how must 
schools use comparative data available at the regional, national and international level? 
The fifth chapter focuses on stakeholders’ voices and the perspectives of intermediate 
leadership, heads of department and pupils’ tutors, regarding the ways that schools 
could act differently to be more effective, fairer and more autonomous. 
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1. Thinking autonomy 
1.1. Decentralization and Autonomy in Education - What 
challenges are there?, Fernando Elias 
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1.2. The National Education Council on School Autonomy 
and the recent performance of the Portuguese Education 
System, Manuel Miguéns 
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1.3. A Look at Autonomy, Maria Luísa Gaspar 
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2. Meanings 
2.1. Concepts and arguments shaped differently by 
international practices - Agnelo Figueiredo; Andrés Figueroa; 
António Cunha; Boguslaw Klimczuk; Elzbieta Kedrak; Federica 
Cinalli; Helena Castro; João Santos; Lívio Tsone; Katarzyna 
Garbacik; Miriam Spijkers; Nadia De Risio; Olga Carvalho; Rachael 
Shaw; Rosa Figueiredo; Theo van de Veerdonk; Valerie Shipley 
 
This chapter presents the main results of a task performed during the first training 
event. It consists of mapping the main differences related with school autonomy 
among partners in the M@SS project. Working in small groups, joining participants 
from different countries, the task consisted of pointing out the answers to some initial 
questions that introduce the main concepts related to schools’ autonomy. These main 
concepts were accountability, pupil admission, schools’ dropout profile, stakeholders, 
head teacher‘s career, school effectiveness, human resource management, budget and 
innovation. Each small group chose some concepts and noticed the main differences 
reported by participants concerning their own management practices. The following 
texts express these concerns and related practices. 
The first key word was Accountability and the kick-off question was “To whom 
should head teachers be accountable? How and how often?” 
Head teachers must be accountable to the school community and to government 
administration (Ministry of Education; General Inspection Board).   In Spain, School 
foundation shows the budget to two entities (regional government and foundation). 
The head teacher presents the results of school work (mainly pupils’ results) to the 
general council (formed by teachers, parents, staff (not in Italy), pupils (secondary), 
representative of the community).  
The case of the Polish school (which is private) is rather specific. The head teacher 
should inform the municipality and central government (because these two entities, in 
addition to parents, finance the school).   
In Portugal, the School General Council meets three times a year, to register what is 
happening at school. Some suggestions or proposals can be presented. They approve 
activities outside pedagogical items. At the end of the school year the director gives an 
account to the General Council about the budget plan, activities plan, pupils’ results 
and discipline. 
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Head teachers send information to the Ministry of Education regarding organization of 
the school year; specific activities (at random); budget (prevision and results), once or 
twice a year.  
Information concerning the school population and pupil achievement are included on a 
platform (to compare the beginning and the end) and publicly available (Portugal)  
The General Board inspection evaluates schools in a more systematic way, every 4 
years.  
In the UK, the head teacher of a Local Authority school is accountable to the Local 
Authority. In an academy, the head teacher is directly accountable to the Secretary of 
State for Education. In between the head teacher and the Secretary of State, there is a 
Governing Body and/or Trustees. Some aspects of the academy have to be agreed by 
the Governing Body, but accountability regarding budget expenditure and pupils’ 
attainment and progress goes to both the Government and the Governing Body. 
A school/academy in the UK is inspected by the body known as Ofsted. They grade a 
school/academy as either ‘outstanding’, ‘good’, ‘requires improvement’ or ‘inadequate’. 
The grading determines how often a school/academy is inspected. A ‘good’ school can 
expect an inspection every 3 years. 
The second key word concerns Pupil admission and the kick-off questions were: “Is 
it possible to refuse pupils? Following which criteria?” 
Pupil admission is identical in Portugal and Spain - private colleges can refuse pupils 
according to criteria that they themselves establish, but colleges with state funds and 
state schools (if there are vacancies or if there is no other response locally) cannot do 
so. 
This is the same in the Polish partner. Parents are free to choose their children's 
school. 
In the UK, it is possible to tell parents that the school/academy cannot provide the 
facilities or resources needed to best support the child or it is possible to highlight the 
difficulties of a pupil attending the school because the particular year group or class is 
‘full’. Parents always have the right to appeal against such a decision. 
Schools/Academies have to publish their Admissions Policy which states on what 
criteria children are accepted to their school. 
The following concept discussed was the school dropout profile. The questions to 
start the discussion were: “How is dropout defined? What are the main risks of 
dropping out? And at what level of schooling?” 
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In Italy and Spain, pupils leave school at the age of 16 (compulsory education). In 
Portugal, pupils have to attend school until the age of 18 due to extended compulsory 
education. In Portugal, dropout is related to families’ lower socio-economic status, 
particularly gipsy communities. Dropout figures are low, and there is no formula or 
profile of dropout risk.   
In the UK it is now compulsory for young people to stay in some form of education 
until they are 18 years old.  The percentage of young people classified as NEETs (Not 
in Education, Employment or Training) is approximately 2% nationally at 16 years old 
and rises to approximately 8% by 18 years old. These figures have improved over the 
last 10 years as a consequence of a series of initiatives designed to support young 
people who are most vulnerable, including accountability at the school level for those 
classified as NEETs. 
The next concept is an important one concerning schools’ activities as it relates to 
stakeholders. The questions launched to map schools’ practices were the following: 
“Who are the stakeholders? What are their roles within schools? Are they co-opted or 
invited to form partnerships with schools, or is it a mandatory decision?” 
Stakeholders identified were enterprises, private foundations, cultural associations, 
municipality, parents and parents’ associations, health centers, among the most 
important ones. 
Their main roles are: 

• To cooperate with the school – if they know what the school is doing and how 
pupils are prepared, they could cooperate more and better. 

• To link the school with workplaces – particularly because on some courses 
offered by schools, pupils practice with workers before they finish their vocational 
studies 

• To provide specialized information. 
In Spain, stakeholders are considered to be parents, teachers, students, companies 
and religious institutions. 
In Portugal they are the members of the General Council, companies (professional 
internships, for example ...) and universities. 
Among other things, stakeholders can provide financial support through funding or 
material resources, present suggestions for improvement, and give training to pupils. 
In the UK, stakeholders are the children, parents, staff, the Governing Body, the local 
community, the local authority and the church (for church schools). Each group is 
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entitled to be informed about various aspects and asked for their opinions and ideas. 
The Governing Body has the most power and this is made up of staff and parent 
representatives. Other members can be co-opted and/or voted in to the different 
positions and roles. Whilst there are some mandatory roles and positions within 
Governing Bodies, it is up to the individual Governing Body to decide what other roles 
are undertaken. 
Another important issue is the head teacher’s career. “How do head teachers access 
their career? What skills, certificates and requirements are necessary?  Who chooses 
them?” were the questions that were discussed. This shows the different scenarios in 
the various countries. 
In Spain, the school head teacher career is twofold, depending on the nature of the 
school:   

• In private and semi-state schools – the owner proposes a person who must be 
approved by the councils (no requirements). 

• In state schools – there is a selection process (they apply). There is a committee 
(inspection, teachers, parents, etc.) who decide who is the best – they prepare a 
plan for that school. Head teachers have to hold a master degree or a post-
graduation before or after selection. They are selected for three years and can 
continue indefinitely. 

In Italy, there is a national competition and selection with regional lists (one for each 
region). The regional board director calls the ones on the list that want to apply for a 
particular school and he/she chooses (by the age). 
Most head teachers in the UK have passed the NPQH qualification (National 
professional Qualification for Headship), but this is not obligatory. Some head teachers 
have worked their way ‘through the ranks’, from teacher, to deputy head teacher to 
head teacher, but others can become head teachers far more quickly. Some head 
teachers (or CEO) of academies do not have much teaching experience at all, but have 
been chosen for the position due to their business experience.  
A head teacher can stay in post indefinitely - unless they have signed a specific time-
limited contract because they are helping a failing school etc. However, their position is 
never guaranteed because they are totally accountable for any major crisis such as 
budget failure or a decline in standards of education.  
Head teachers are appointed by a panel who interviews them. Often there are various 
tasks that need to be completed during the interview process, which could last 1 or 2 
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days. The panel can be made up of various people, but usually involves members of 
the Governing Body. 
School effectiveness. What are the head teacher’s main concerns regarding school 
effectiveness? What is an effective school? 
According to the group, the effectiveness of a school depends on: 

• Good leadership at the top and middle; 
• Collaborative work among teachers; 
• Good school results for good social integration;  
• Involving parents to a great extent; 
• Good school and vocational guidance; 
• Customized education. 

According to the government, the effectiveness of a school/academy in the UK is 
measured by children’s attainment and progress and the gap between disadvantaged 
and non-disadvantaged children. According to the individual Governing Bodies and 
local communities, whilst attainment and progress are important, they also judge the 
effectiveness of a school/academy by what else it can provide – education of the whole 
child. 
Human Resource Management (including teachers, educational specialists and 
other staff). The main concerns related to this issue are recruitment, coordination and 
evaluation.  The process of recruiting human resources is different in Portugal and 
Spain. 
In Portugal, teachers are placed through a computer platform according to their 
professional degree and preferences. 
In Spain, in state schools, teachers are chosen by the Region and the operational 
assistants depend on the Aggregations. In private schools, teaching and non-teaching 
staff is hired directly. 
Schools/academies in the UK are responsible for appointing and evaluating their own 
staff. This means that a head teacher has to keep a close eye on their budget 
expenditure as the cost of staff represents a high percentage of their budget. Correct 
procedures have to be undertaken when appointing or removing staff, so 
schools/academies usually buy into some form of HR (Human Resources) support 
system.  
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Budget. What is the main source of a school’s budget? What is it paying for? Is it 
possible that schools have a private budget? What are its main sources? What does the 
private budget pay for?  
The Autonomous Community gives a quantity to each school to manage the current 
expenditure on purchasing material, although the cost of maintaining primary schools 
is the responsibility of the city council and that of secondary schools is funded by the 
autonomous community. Teachers’ salaries are paid by the autonomous community. In 
the case of private schools supported by public funds, the autonomous community 
pays teachers and provides finance to schools and institutes, depending on the number 
of classrooms, which must cover all the school’s expenses. 
At the end of the course, all expenses, in the opinion of the autonomous community, 
must be justified (not all the expenses of the private centres supported by public funds 
can be justified and supported by the school itself) and accounted for. 
Financing of state schools in Portugal is through Central Administration and is intended 
to cover the needs arising from the normal functioning of the school (electricity, water, 
diesel, communications and assistance contracts). To carry out work, it is necessary to 
request an increased budget, which in the current context rarely happens. 
Head teachers must report to the General Council and the Ministry of Education. 
In the UK, schools receive their budget from the government, via the local authority. A 
‘top slice’ of money is retained by the local authority which pays for a variety of 
universal resources. Academies receive their budget directly from the government – 
there is no intermediate stage and therefore no amount of money is retained by the 
local authority. The steady increase in the number of academies means that less and 
less money is available for universal resources, and consequently all schools and 
academies are having to pay for more and more items that used to be free. 
Schools/academies have to pay for everything – staffing, resources, educational 
experiences, support for individual children, counselling services, all contracts and 
utilities etc. Schools and academies can raise their own funds to help pay for unusual 
or special items. 
Innovation. Is innovation an important topic in schools’ daily life? What are the main 
issues regarding innovative practices performed by schools? 
Centres that wish to make innovation plans that do not involve curriculum change can 
do so, informing the educational inspection of the plans. When the intention is to 
modify the curriculum, the plan must be approved in advance by the inspection. 
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Methodological innovation is always possible for the centres, not requiring any 
authorization, only communication. 
As more and more UK schools become academies, innovation is becoming increasingly 
important as they strive to do more with less and less money. The bar for expected 
standards of attainment at specific ages is continually being raised and support 
systems for children with specific needs are becoming less readily available. All of this 
means that head teachers, staff and Governing Bodies are having to become more 
innovative to simply carry out the bare minimum of tasks, let alone carry out more 
exciting activities to ensure that their school/academy attracts pupils and staff. 
 
At the end of the task, each group made the connections between key words. The 
product of this exercise was the following graph: 

 
Graph 1- The main connections established between keywords, reveal how participants 
represent themselves.  
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2.2. Challenging concepts 
2.2.1. In what way does accountability and school effectiveness 
impact on innovation? - Agnelo Figueiredo; António Cunha; Boguslaw 
Klimczuk; Elzbieta Kedrak; Katarzyna Garbacik; Rachael Shaw; Valerie Shipley 
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2.2.2. How can we implement music as part of the Curriculum? 
Relating actors inside and outside school - Andrés Figueroa; Federica 
Cinalli; Helena Castro; João Santos; Miriam Spijkers; Nadia De Risio; Olga 
Carvalho; Rosa Figueiredo; Theo van de Veerdonk 
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3. Telling stories - Good practices of autonomy 
 
In this section, stories told in the first (collective) person are presented. The challenge 
was for participants to share some practice (concerning autonomy or leadership) they 
promoted in the recent past that was effective. Participants were invited to describe 
the practice and identify the factors that could explain that effectiveness.  
 
 

3.1. Stories  
 
Istituto Omicomprensivo “Ridolfi – Zimarino”, I taly 
Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it 
– in school management and the main expectations for the M@SS project (or the C1 - 
Short Joint Staff Training Event) in order to help you with this.  
Answer:  
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Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular. 
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I  Spoleczne Liceum Ogolnoksztalcace im Unii Europejskiej, Poland 

Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it 
– in school management and the main expectations about the M@SS project (or the C1 
- Short Joint Staff Training Event) in order to help you with this.  
Answer:  
SUMMARIZED ABSTRACT: 
In our opinion there are many areas of school autonomy: 

1. educational law  
2. government institutions  
3. school stakeholders  
4. local environment 
5. relationships  

The most important indicators/factors of state schools’ autonomy are: 
1. core curricula for education 
2. local government bodies for administration 
3. local authority  for pedagogical supervision  (school superintendent)  
4. system of external exams organized by the central examination board  
5. subsidy for school education  
6. students’ and parents’ decisions  

School autonomy is the space for the head teacher’s decisions among all the 
indicators/factors.  
The most important decisions regarding schools are taken by district authorities and 
the local authorities. The position of local authorities in management of the education 
system is very strong in Poland. Local authorities make decisions concerning the 
network of schools (opening or closing schools), and are fully responsible for their 
maintenance and equipment. Local authorities employ teachers and other staff in 
educational institutions.  
State schools function as units of the local government budget, which means that their 
financing depends on the local authority’s decision. Educational subsidies allow local 
governments to manage financing, which emphasizes their dominant position in the 
system of education management. Every year, dozens of municipalities in Poland 
spend less money on education than the educational subsidy received.  
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Factors of autonomy in our school in order of importance: 
1. Parents’ and pupils’ expectations concerning:  

• education in a non-state school  
• quality of education  
• the teaching staff  

2.  The pupils’ results in standard external exams 
3.  Flexible timetables involving additional educational contents and 

teaching lessons – in accordance with the core curricula 
4.  Monitoring and evaluation conducted by the boards of education 
5.  Educational law in constant change  

• on one hand, it is a chance to get some new pupils who find it 
difficult to fit in the state education system  

• on the other hand, it is a dangerous situation for the school due 
to the very bureaucratic educational process  

Our expectations connected with the M@SS project: 
1. exchange of experience; 
2. looking at problems from another perspective; 
3. learning ‘good practices’;  
4. considering the implementation of new ideas at the local level;  
5. seeing how others deal with similar problems  

Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular. 
Our Success Story is connected with the following image: 
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and tells us about individualization (individualized approach to our pupils). We know 
that working with pupils in this way leads them to educational success – excellent 
results in external exams. Teachers in our school consciously and consistently push 
back the frontiers for all our pupils, especially those with dysfunctions and the talented 
ones. They give their pupils much more attention and time than in state schools, 
revising and consolidating knowledge, seeking new teaching methods and techniques, 
and implementing both traditional and innovative teaching methods. 
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Branston Junior Academy, United K ingdom 
Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it 
– in school management and the main expectations about the M@SS project (or the C1 
- Short Joint Staff Training Event) in order to help you with this.  
Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular.  
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Confederacion Espanola de Centros de Ensenanza (C.E.C.E.), Spain  
Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it 
– in school management and the main expectations about the M@SS project (or the C1 
- Short Joint Staff Training Event) in order to help you with this.  
Answer:  
The main concerns are: 

• Organizing the curriculum in a distinct way that is established by the 
administration. 

• Organizing workloads of different subjects effectively. 
• The large amount of bureaucracy involved in any administrative management. 
• The inability to organize the school in terms of the number of groups of pupils 

without the express consent of the administration. 
• The inability to implement new academic plans that the law theoretically allows 

due to the lack of financial resources. This situation occurs even when a centre 
offers to carry out a plan with its own resources. 

The main expectations are: 
• Discover an appropriate way to validate the suitability of our content plans, 

content modification or workloads per subject. 
 
Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular. 
M.V.G.R. was a pupil at this school who completed her secondary education in 2015. 
She was diagnosed as a "pupil with special educational needs" but thanks to the hard 
work of individual teachers at this school and her personal effort she was able to 
advance in her studies, continue to overcome all difficulties, leave the integration 
programme and complete secondary school. 
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Gemeente ‘s-Hertogenbosch, The Netherlands 
Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it 
– in school management and the main expectations about the M@SS project (or the C1 
- Short Joint Staff Training Event) in order to help you with this.  
Answer:  
How to stay decentralized as a small school in a world that is working more and more 
with 'large schools'?;  

o when the whole system is based on the bigger size, how can we still do 
what we have to do as a small school; 

o integral management is very valuable but when everything is to be 
scaled up, specialist areas such as HRM, Internal Quality systems, ICT, 
... will be necessary, but also too expensive for a small school like the 
Sancta. Bottom line: can we afford to be decentralized and be 
autonomous?; 

o being small is no longer enough ; 
o how to transfer/evolve to education with 21st century skills; pupils are 

already there, but teachers are usually far behind. 
• How to stay attractive/wanted as a small school for the local school market; 

children have to choose from 6 Secondary schools in 's-Hertogenbosch. 
 

Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular. 

• Sancta Maria Mavo since 1961 
• Renovation: 

o the school building 
o the school programme: from industrial to digital : Secondary sector 

agreement 
o Develop a new kind of educational programme that motivates pupils to 

learn and work on their future. 
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Agrupamento de Escolas de Mangualde, Portugal 

Question:  
As a head teacher, which are the main concerns about Autonomy – or the lack of 
it – in school management and the main expectations about the M@SS project (or the 
C1 - Short Joint Staff Training Event) in order to help you with this.  
Answer:  
https://prezi.com/vebiuvjnr_ar/school039s-autonomy  
 
 

 

 

https://prezi.com/vebiuvjnr_ar/school039s-autonomy
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Task:  
Select an image, a sentence or a scheme that illustrates a successful story you would 
like to present at C1. This story must be about “School” or about “Education” but not 
necessarily about your school in particular.  
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Agrupamento de Escolas de Canas de Senhorim, Portugal 
Question:  
As a head teacher, which are the main concerns about Autonomy – or the lack of 
it – in school management and the main expectations about the M@SS project (or the 
C1 - Short Joint Staff Training Event) in order to help you with this.  
Answer:  
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Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular. 
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Agrupamento de Escolas de Nelas, Portugal 
Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it 
– in school management and the main expectations about the M@SS project (or the C1 
- Short Joint Staff Training Event) in order to help you with this.  
Answer:  
Portuguese law gives schools some autonomy that is recognized in (our) legislation. 
This autonomy enables schools to establish boards, (such as the General Council, 
nomination of the head teacher and intermediate pedagogical structures) and also 
enables the transmission of guiding documents (educational project, internal rules and 
annual activity plan) with the objective of putting that autonomy into practice.  
However, schools are found not to have that sort of “freedom” per se, particularly 
when it comes to annual planning, educational supply and human and financial 
resources. 
What worries me most concerning the lack of autonomy is: 
− Unpredictability (the legislation concerning the organization of the school year 

changes from year to year); 
− the inability to establish a long-term plan that allows improvements as a result of 

implemented measures and consequent evaluation carried out by the school; 
− the inexistence of an agreement on educational policies (education depends on the 

educational policies of each government and the respective minister of education. 
Educational policies change without taking into consideration previous options and 
changes, and worse still, without evaluating the impact such changes may have on 
schools);  

− too much bureaucracy and reliance on statistics (number of pupils per school, per 
course and per class, number of classes and teachers, ...):  which defines the 
response each school can give, regardless of their educational project; 

− receiving a Daily Budget which is subject to public national rules and platforms; 
− the selection and recruitment of human resources does not take into account 

schools’ real needs: lack of specialized professionals in areas such as social work, 
speech therapy or clinical psychology; 

− buildings and old equipment that need to be repaired do not facilitate the 
implementation of new teaching methods; 
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− shared responsibility between the Ministry of Education (School Board) and the 
local authority, as far as basic education (infants and primary school) is concerned: 
political options and sensitivities interfere greatly with the functioning of schools: 
staff, equipment, buildings, canteens, etc.  

By participating in this project, I have the following expectations: 
− to know as much as possible about the educational practices concerning autonomy 

in partner countries; 
− to share concerns and problems that arise in daily situations in schools; 
− to discuss approaches that may be applied in each country in order to solve the 

various constraints in education;  
− to identify practices that can be applied in schools participating in this project in an 

innovative manner and within their scope of autonomy. 
 
Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular.  
Project “Investing in Capacity” 

 This aims to be a response, focused on quality and diversity, to the most gifted 
children in our group of schools. 

 It emerged from our will to become a genuinely inclusive school that gives 
EVERY pupil the conditions and opportunities to make the best of their abilities. 

 It is a multidisciplinary response that requires exceptional team work. 
 It has been running for 4 years.  
 It involves 30-45 gifted pupils or above average pupils, in one or more areas 

from year 1 to year 7 (from 6 to 13 years old).  
 These pupils are greatly committed and competent in their areas of interest.  
 It is led by a group of teachers of recognized competence in the three main 

areas developed in the project: Science, Communication and Creativity.  
 It involves a great number and diversity of partners such as universities, 

various institutes and associations, which give technical support and work with 
these children according to an established timetable. 

 It has financial support from a local entity- The Lapa do Lobo Foundation.  
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Agrupamento de Escolas de Penalva do Castelo, Portugal  
Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it – in 
school management and the main expectations about the M@SS project (or the C1 - 
Short Joint Staff Training Event) in order to help you with this.  
Answer:  
Autonomy practices:  

Educational provision 
With regard to educational supply, we can propose the opening of courses, but 
we cannot decide on their implementation – the final decision is centralized and 
comes from the Ministry of Education. However, we can give more importance to the 
development of some specific competences according to the results gathered 
concerning the school community.  
During basic education (primary to 6th year), schools can decide to provide a 
complementary element which allows us to develop certain themes (health 
education, environmental education, …) 

Pedagogical strategies 
There is autonomy in the choice of pedagogical strategies. These are discussed 
by teachers and developed and improved in Group and Department meetings as well 
as in Pedagogical Board meetings. 

School staff 
I do not have the power to appoint school teachers. This is because the allocation of 
teachers is processed through (on-line) platforms set by the Ministry of Education. 
Teachers apply for a place at a national level and are then selected according to 
their professional grade and their choice of schools. I can only appoint specialists to 
teach on vocational courses (cooks, gardeners, electricians, etc…).  
The local authority has the power to choose its nursery teachers and also its primary 
(3-10 years) teachers of P.E, English and Music.  

Financial management 
The school’s financial budget is managed according to the resources allocated to us 
by the Ministry of Education and it is very limited, only enough to ensure the 
functioning of essential things, for example, electricity, water, heating and 
communication. 

Expectations about the M@SS project 
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Get to know different situations and experiences 
Exchange experiences – benchmarking 
Change practices   

 
Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular. 
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Agrupamento de Escolas de Sátão, Portugal  
Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it 
– in school management and the main expectations about the M@SS project (or the C1 
- Short Joint Staff Training Event) in order to help you with this.  
Answer:  
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Task:  
Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular.  
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Agrupamento de Escolas de Vila Nova de Paiva, Portugal  
Question:  
As a head teacher, what are the main concerns about Autonomy – or the lack of it 
– in school management and the main expectations about the M@SS project (or the C1 
- Short Joint Staff Training Event) in order to help you with this.  
Answer:  

As a head teacher, I feel a number of concerns that I will report:  
From the pedagogical point of view, we have: 
− Difficulty in implementing actions, strategic, educational measures to combat 

school failure due to a lack of resources, especially human; 
− An extensive curriculum; 
− Rigidity in the creation of classes, particularly in terms of the number of pupils; 
− Difficulty in providing a diverse educational supply and adjusted to the region 

and the expectations of pupils and families; 
− Lack of technical expertise in various areas of intervention: psychologists, speech 

therapists, occupational therapists, physiotherapists, social workers, conflict 
mediators, etc.  

Regarding management, we have: 

− A very bureaucratic educational system with a panoply of procedures and 
structures that hinder effective and efficient management; 

− Constantly changing legislation; 
− Egalitarian vision of schools by the ministry of education, without considering 

specific and regional contexts and every socio-economic and cultural situation. 
Regarding financial resources: 
Manifestly dysfunctional financial resources for schools’ needs, especially when 
urgent or unexpected problems arise, such as intervention in infrastructure, 
acquisition of specific material, etc. 
Expectations about the M@SS project: 
- To know and make contact with different situations and experiences; 
- Exchange experiences; 
- Reflect on, and improve my practice; 
- I would feel a more participative European citizen. 

 

Task:  
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Select an image, a sentence or a scheme that illustrates a successful story you 
would like to present at C1. This story must be about “School” or about “Education” 
but not necessarily about your school in particular. 
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3.2. Success factors inventory – Ana Mouraz; Isabel Serra; José 
Miguel Sousa 
In the first Short Joint Staff Training Event, in Portugal, the first activity performed 
consisted of two tasks: an inventory of the main concerns about Autonomy – or the 
lack of it – in school management and the main expectations about the M@SS project 
and a successful story each participant wanted to present at the event. Tasks 
presented by the participants were included in the last section. From this, it is possible 
to cross the concerns, the expectations and the successful stories in order to identify 
some major trends that shape head teachers’ thoughts and action. 
Schools’ autonomy is closely related to the controversial relation that schools have with 
central government and bureaucracy – in order to be more autonomous, schools have 
to deal with more bureaucratic procedures and that is experienced as a burden, 
sometimes too heavy to bear. In the opinion of head teachers, Governments usually 
want to “leave their mark” and that is usually associated with unevaluated changes to 
educational systems, which leave schools without a real and lasting aim. 
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Furthermore, schools’ autonomy seems to depend on schools’ achievement records 
and results. This means that, at times like the present, driven by a growing emphasis 
on academization, schools with better results seem to be more trustworthy, from the 
Administration’s point of view.  
The successful stories presented by participants got round such constraints and 
balanced this requirement with three kinds of autonomous practices that seem to be 
effective. They are: 

1. The promotion of an intensive sharing policy and practice, both internal (among 
teachers and internal government bodies of the school) and external (between 
school and stakeholders – such as parents, enterprises or other supportive local 
entities). These sharing practices are also training opportunities for those 
involved - teachers, parents, other stakeholders; 

2. A clear, broad and long-term view about what school is for (perhaps until 
2032), which drives all the headteacher’s actions (even daily ones) regarding 
the school community;  

3. A balanced and humanized perspective and support, considering individuals and 
each one’s particular difficulties, in order to inspire and care also for the most 
fragile. 
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4. Discussing the uses of large sets of data in 
Schools’ management - Ana Mouraz; Isabel Serra; José 
Miguel Sousa 
 
Data are crucial to decision-making in educational matters. An evidence-based decision 
is a powerful path to implement and sustain educational improvements (Kvernbekk, 
2011). Regulation based on knowledge is a key factor of international educational 
reforms (Barroso, 2005) and has been a factor in increased data production and its 
availability. (OECD, 2007; OECD, 2014) 
There are different sets of data, produced with different purposes, by diverse agents 
and following different theoretical approaches. Such diversity has been used to achieve 
several social aims and has supported diverse education policies. For instance, in 
Portugal, PISA results have been used as arguments to sustain different policies, 
according to the political ideology of the Ministry of Education and Government. 
Sometimes they are used to improve the worst results, and sometimes they are used 
to justify top-down measures introduced by National Administration (CNE, 2014).    
However, large sets of data are available, regarding several indicators that could be 
useful for awareness of educational standards from the international and national 
perspective.  Large datasets were not presented as a device to control, but rather to 
serve as a hermeneutic mirror promoting self reflection, emphasizing interpretations 
and enhancing actors as participant observers. 
The task proposed aimed to discuss the uses of data within school management. 
Therefore, work started with presentation of the OECD’s international databases1: 
Overview of the education system (EAG, 2015); Student Performance (PISA, 2012); 
Teachers and Teaching Conditions (TALIS, 2013); Survey of Adult Skills (PIAAC).  
The second step was to discuss the possibilities and uses of comparative data among 
schools at a regional, national and international level. The perspective was from the 
three main roles of head teachers: … 

• Negotiating local/school policies (both external and internal); 
• Managing and coordinating human and material resources; 
• Promoting school effectiveness and improvement (Hopkins, 2008). 

Bearing these roles in mind, the questions discussed were: 

                                                           
1 http://gpseducation.oecd.org  
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 Why should we use international databases? 
 What could we learn from them? 
 Which indicators could be interesting? 
 To what extent could these indicators improve our school? 

 
 
References: 
 Barroso, João (2005). O Estado, A Educação e a Regulação das Políticas Públicas. 
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5. Is it possible to think and act differently? 
5.1. The stakeholders’ voices, Isabel Serra 
The social responsibility of organizations, including schools, has attracted increasing 
interest from international organizations such as the European Commission (EC), the 
United Nations and the Organization for Economic Co-operation and Development 
(OECD). Social issues associated with so-called sustainable development. 
The social responsibility of organizations, which seeks economic, social, environmental 
and cultural sustainability, includes the improvement of internal organizational 
management processes, namely the improvement of human resource management, 
change management and improvement of communication systems; and external social 
responsibility, linked to the organization's relationship with the surrounding community 
and to the responsibility of the educational community, as a way to optimize resources, 
responses, communication and the bonds of trust, sharing and collaboration with the 
organization's stakeholders. 
It is therefore important to discuss the concept of stakeholders in relation to schools’ 
activities. The questions asked to map schools’ practices were the following:  

− Who are the stakeholders? 
− What are their roles in the schools?  
− Are they co-opted or invited to partner with the schools, or is this obligatory? 

Planning the systematic work to be developed with stakeholders implies a process of 
gathering and analyzing information about interests, objectives, needs, preferences 
and added value, in order to map the risks and positive factors of articulation and 
collaborative work. 
For partnership and collaboration to be efficient and effective, it is necessary to 
determine who, according to the project, are the stakeholders; identify the points of 
interest; the points of contact; the type of partnership and perceive the type of 
influence / power of each partner. 
The partners in this project identified, among the most important stakeholders, 
companies, private associations, cultural associations, municipalities, parents' 
associations, health centers and in some cases, religious institutions. 
Stakeholders may cooperate with the school at various levels and in a number of 
areas, such as participating in activities with pupils and teachers, cooperating in 
vocational courses, internships, sharing specialized and technical information, providing 
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financial support through funding or material resources, presenting suggestions for 
improvement, giving training to pupils. 
A truly collaborative relationship with stakeholders can foster a Quality School, focused 
on educational and training action, on integrated processes that are multidisciplinary 
and contextualized, in order to promote cross-disciplinary skills, including 
entrepreneurship and citizenship, in pupils and trainees. These can be applied in the 
most varied educational, professional and living contexts, in a course that extends 
throughout life. 

 
5.2. Intermediate leadership, Isabel Serra 
Intermediate management structures are of strategic importance in school 
organization. The way the various intermediate management bodies exercise their 
leadership and their competencies are determinants of the school’s educational and 
pedagogical quality, which also depends on its educational and pedagogical projects 
and organizational dynamics. 
Analysis of their practices, understanding their conceptions regarding their role and 
functions, allows them to verify to what extent they come close to effective leadership 
and supervision, and perhaps facilitate identification of obstacles to further 
development of the role. 
Considering in this work the class directors, class and course coordinators, department 
coordinators, which are priority intermediate structures, we find that the quality of the 
work done in the school depends increasingly on how leadership exercises its power. 
Curricular departments have to be dynamic structures and coordinators have a set of 
functions that can have an effect on the quality of work performed by the teachers 
they coordinate. 
The work of horizontal and vertical articulation, the importance of curricular decisions, 
methodological options, among others, are strongly influenced by the way the 
coordinator plays their role, uses their space of action, their capacity for 
communication, moderation, leadership and conflict management. Coordinators can 
exercise their leadership and play a crucial role in the contextualization and articulation 
of the curriculum. 
Class directors and course coordinators are responsible for coordinating a group of 
pupils and teachers within the class council. Leadership, communication, conflict 
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management, organizational skills and mastery of active methodologies, among other 
challenges, are fundamental in this educational and organizational space and time. 
Intermediate management posts are of great importance, as these individuals are 
coordinating working groups and in a prominent position to act as promoters of 
change. 
This project reflected on how the school is organized, what interpretations it attributes 
to the elements that form intermediate management bodies in the educational context, 
as they see their action within a framework of relative autonomy, in the use of their 
own competencies and given the emerging possibilities of new decentralized areas. 
In this path towards organizational improvement and autonomy, leadership and the 
specific characteristics it assumes in the school context are firmly established in new 
organizational principles that value participation, articulation, and collaborative and 
shared processes in education networks. 
At the level of intermediary structures, it is necessary to create conditions of effective 
exercise, with less bureaucracy and with time and space to make decisions, to change 
pedagogical and organizational practices. This is where the dynamics of collaborative 
work can be developed, through successful leadership, using decision-making powers 
and building autonomy and innovation. 
Intermediate leaderships should encourage information-sharing and clarification of 
expectations, making people feel like team members, contributing to the necessary 
resources, and helping to identify and solve problems. (Bolivar, 2003)  
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Not to conclude – paths to go further, Ana Mouraz 
 
This ebook is a record of the work developed during the first year of the Management 
for @ School of Success (M@SS) project and focuses on the theme of School 
Autonomy. For anyone reading this ebook, it is easy to understand that this is a living 
book as it continues to present questions and challenges, the same ones that head 
teachers and school leaders have to face. The novelty of the book’s content, besides 
this character of a work-in-progress, is the diversity of tasks, texts and authors, always 
connecting theory and practices, always challenging readers to ask themselves the 
questions, as if they are part of the team. 
In addition, this book is the product of a training project that has head teachers both 
as its recipients and authors. This double perspective comes from the main idea of the 
project itself which aims to work with school leaders in matters that contribute to 
school development, sustainability, quality and pupils’ achievement.  
The perspectives included in the ebook represent the diversity of the team, its 
management experiences, shaped by the diversity of institutions and countries 
represented.  It is possible to argue that the team sums up the main trends of 
European school management.  
School autonomy – the generic theme of the ebook – cannot be separated from the 
leadership concept discussed. So far, it has been possible to validate the general 
impression of the importance of leadership as a factor of schools’ autonomy and 
quality. Schools with better results generally have strong leadership and follow self-
evaluation procedures, coherent with educational project development. 
Leading a team (usually heterogeneous, such as that of a school), to develop an 
educational project that fulfills the threefold aim of adapting to national goals, 
responding to pupils’ needs and considering the characteristics of the people and the 
resources available, is not a simple task.  
Three axes balance the essence of educational management. The first is transversality. 
Transversality means educational action’s ability to translate (and deal with) and 
intersect the complexity that characterizes the so-called knowledge society. 
Accordingly, educational leadership generates different forms, levels and areas of 
knowledge, which makes it particularly relevant regarding the differentiating effects of 
its action on the communities served. 
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A second axis of meaning lies in the style of leadership and management. This 
dimension includes more or less shared forms of leadership and management, and 
more ecological or more technical forms of leadership. An important aspect of this axis 
is the visibility of intermediate leaders. 
In addition, in the uncertain times we live in, schools face new and broad challenges. 
At the same time as ensuring a public social service, they have to deal with higher 
expectations and to act more comprehensively and ethically than ever before. It is up 
to school leaders to interpret these new challenges and restructure in each case the 
learning that schools must improve, in clear articulation with their stakeholders. The 
concept of learning schools is applicable to those that promote an expansive learning 
environment, improve pupils’ achievement, improve professional awareness, promote 
innovative teaching and learning practices that can foster pupil and teacher 
engagement, deal with the community, and do all these tasks under an open 
leadership. 
These three dimensions of school leadership emerge from this e-book and open up the 
tasks that the project still has to face: how to promote intelligent and sophisticated 
self-assessment processes that can monitor the essence of schoolwork - organizing 
meaningful curricula for 21st century pupils? 
These are the paths to follow. 
 

 


