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	I FINDINGS


1. examples of good practice among hosts and participants. 

During our study visit in Denmark we visited seven public schools and had the opportunity to talk to a wide range of people (head teachers, team leaders, coordinators, teachers, pupils, representatives of the municipality). The main focus was on value-based management in the municipality of Viborg and its implementation in the different schools. 
At the heart of the Viborg Commune personnel policy are the values:

Diversity, Orderliness, Competences and Courage

It is envisaged that these values should be the basis of all management decisions. There is a top – down approach to such implementation (which is initiated by the municipality of Viborg). This was a political decision. We believe that values are independent of budgets, but encountered several instances of schools experiencing problems with applying these values when faced with cutbacks.
School leaders are obliged to practise these values in their own school. School autonomy gives them the possibility to interpret and discuss these values and to live them in the daily school life. Keywords are:

· Autonomy

· Participation

· Responsibility

· Trust

· Wellbeing

(e.g. : students democracy, house council, teamwork,...)

Wellbeing and harmony are the main focus and goal in the education of the children. Evaluation seems a secondary goal at most in the Danish school system. Everything is done to avoid stressful situations for pupils, teachers and school leaders. Failure and criticism is considered to be counter-productive. A positive approach is the main guide line.
We have found that the Danish education system strongly supports this way of working. The circumstances and conditions also support a positive, relaxed setting: an abundance of space inside and around school buildings, of new materials, playgrounds, ICT and community areas. The schools are all small, we noticed mainly detached houses, there are few immigrants and there is a lack of serious social problems in this community.
There are good structures to include persons with certain types of special needs in society as well as in schools.
We think that the way of managing this value-based approach is not universal. It is strongly related to the tradition and culture of Danish society. 
Good practices we learnt about during the visit: 
	title of the project/programme/initiative


	country
	name of the institution that implements it (if possible, provide a website)


	contact person (if possible) who presented the programme to the group


	whom the project/ programme/ initiative addresses


	what features of the project/programme/initiative make it an example of good practice 



	LP - programme
	Denmark
	Rodkaersbro Skole
	
	Teachers, pupils, head masters
	· Model for dealing with problems 
· Focus on possibilities and positive aspects

· Teachers work in a team

· 360° analyses

	Children’s democray
	Denmark
	Mollehojskolen
	
	Pupils
	· Children are involved in decisions
· House council with changing representatives

· Regular meetings

	Pilot Team
	Denmark
	Houlkaerskolen
	
	Teachers, pupils and pupils with special needs, family’s, society
	· Social project
· Cooperation between school, family, leisure time, police, ....

· 1 teacher and 1 social worker are in a team

· Near follow – up pupil

	Cockpitproject
	Denmark
	Logstrup Skole
	
	Pupils with special needs
	· Children with special needs
· Separated for 2 till 15 hours a week

· Small classes, individual approach

· Goal: to be ‘pilot’ in their own life 

	Laesecenter
	Denmark
	Houlkaerskolen
	
	Pupils witch needs
	· Children with dyslexia from all schools in Viborg municipality
· Special programme (6-8 weeks) 

· Learning strategies and using tools 

· Pupils are excluded from their own school

	SFO – programme
	Denmark
	All Schools
	
	Pupils
	· After school activities (starting before school until 5 PM)
· Leisure time: wide range of activities

· Homework stays the parents responsibility
· Not free

· High participation 


2.1 Approaches taken by participating countries (both host and participants’) regarding the theme of the visit. similarITIES AND DIFFERENCES IN approaches/measures in participating countries
Schools differ in their approach to decision-making: who’s the boss? But in every country we expect teachers to be aware of and loyal to the values of the school. In every country involved, schools choose their own values. What does it take for the management to create acceptance among teachers of changes in schools? We think it is important for leaders to help teachers cope with the new situations. One way is to present alternative ideas. Basically, teachers will experience success as long as their leader supports them, focusing on the common goals and the shared values. A head delegates power: teachers are trusted. They should feel that they are able to achieve the goals and are free to choose their own methods. We have found that the working model for teams is applied automatically following the behaviour of the leader. During our study visit we adopted the Danish group work system as a result of the way the local coordinator instructed us, only becoming aware of this in the course of the visit.

In schools all over Europe, we find that teamwork is gaining ground. Schools are practising working in teams and what we noticed in Danish schools is that it is implemented nationwide with a consistent combination of strong leadership and delegation of power. Teachers are not inclined to work together as they have been trained as autonomous professionals, but grow more fond of it once they get more experienced with working in teams. The challenge for principals is to focus on the long-term goals and the values that underly work ethics and everyday behaviour of all employees including managers. 

Another shared opinion is that heads should be supportive, interested and personally close but professionally distant in order to give teams room for success, making their own decisions within the teams.

An important shared insight is that heads/principals are the models for managers to adopt when they work with teams of teachers. The way principals wish teachers to work with children, is the way the principals should act themselves. Schools can live up to their responsibilities as autonomous institutions within the general framework of law, as long as the government does not keep changing priorities for education. 

2.2 Challenges faced by participating countries (including host) in their efforts to implement policies related to the theme of the visit. 
With respect to the challenges of participants we have collected the following:

Value-oriented leadership and management
Most participants have ideas and questions about leadership and value-based management. What is it and what is it for? It seems useful to come to a shared interpretation and description of this notion on which to build a common framework of thought about leadership. Moreover, participants prefer leadership as more relevant to this week’s issues than management. Observing schools and listening to headmasters, we feel that leadership choices follow naturally from their educational system and pedagogical concepts. Participants are inclined to question the basis for principles the Danish heads adhere to, like democratic participation or inclusive education.
Autonomy of schools in relation with value-based management:

If schools are to be run according to a set of values, it is vital that school heads can develop the appropriate educational policies and choose the right teachers for their schools. That’s why we have compared the autonomy of schools in our countries with regard to teacher selection, educational policy and the school evaluation systems.

In some countries, such as NL, IRL, ICE, CZ we find that there is relative autonomy for schools regarding education policy and appointing teachers within the general framework of national law. The situation varies with teacher unemployment.
POR, ROM, ESP, DLD, TUR: In these countries there seems to be comparatively little autonomy for schools. For instance, civil servants are recruited by the Ministry of Education through a national competition in Portugal and Turkey for which purpose a ranking is made. The government appoints teachers who then have a guaranteed job for life as a civil servant.
The contracting of principals is another matter related to the question of autonomy of schools. In most countries the schools or boards select principals. In some countries, however, the principal is appointed by regional bodies, like Turkey. In Portugal, for instance, the schools (the General Council), selects principals. But as the schools are not autonomous, the director may then be squeezed between the central departments of education (which give him orientation and guidance) and the General Council of the school (which has the power to elect and dismiss him).
 We believe in a school with a mission, to give the school a path to walk the way towards the goals. They have values to support what they do, giving strengths and sustainability. 

Evaluation of schools reflect the role of values in the interaction between society (state, community, stakeholders) and schools. For example, if trust is considered valuable by both schools and society, we expect schools to be allowed relative freedom and initiative in their choice of evaluation systems. In the countries of the participants, we find that Finland and Iceland work without government or central evaluation whereas Germany, Turkey, Portugal, Spain, The Netherlands, Ireland, Belgium and Romania have some form of central evaluation. 

In Denmark, there seems to be no structural kind of evaluation of leadership. National evaluation is based on tests for pupils. Teachers and principals and their work are not evaluated. Within school organisations, dialogue between people seems to be the only way of monitoring the development. That leaves a lot of space for different interpretations.

All in all, schools across Europe are faced with different challenges regarding autonomy and accountability. Across the board, there are national curricula and national evaluations. These different situations influence the room for schools to develop and maintain their own value systems. This does not imply, however, that external authorities decide on the choice of values – which is exactly what we found in Viborg Kommune.
2.3 effective and innovative solutions we have identified that participating countries (both host and participants) apply to address the challenges mentioned in question 2.2. 
A possible solution for the lack of evaluation of leadership: Make a questionnaire that includes some topics about teachers work, their success, their development issues. That questionnaire could be based on BSC and gives everybody the information about the way they are going and also if they have to move to another direction.

2.4 Assessment of the transferability of policies and practices to other countries

Turkey (that is, the participant from that country) could be working as a coordinator in a discussion of teamwork and independent decision.

The budget system as we have seen in Denmark (self-governing teams getting their share of the financial budget) would not work in countries with a centralised administration like Germany, Turkey and Romania.
A practicable idea is student boards where school's matters and ideas are discussed toward a pupils' democracy.
Value-based leadership is a given fact of any organisation, since a system without values is impossible. The top-down introduction of specific values, however, seems counterproductive to the participants.
Selecting and recruiting teachers by the school and by the principal is not possible in every country. Doing so would greatly support school development programmes.

The LP-model and the Pilot Team (see 2.1 above) are worth exploring further in other schools in Europe.

3. Creating networks of experts, building partnerships for future projects is another important objective of the study visit programme. 

a. Creating future projects

· Comenius project  - Some of the participants were interested in taking part in Egeskouskolen: a project about environmental issues with the participation of Spain, Denmark, Romania, Turkey, Czech Republic, Iceland, Netherlands.

· European management group – a group working through the internet, intending to exchange and benchmark their individual or combined projects of leadership and management. 
Values in Viborg were clearly subject to the budget situation. We think they should be independent of economics even because they form the strong base of long-term development plans of every organization. 

Leaders in the educational field as well as teachers frequently find the value of education and their school reduced to the figures of studies of results in academic subjects- maybe because they are easily measured and put into a ranking. And, of course, every child should acquire a profound competence in all those fields, but other areas of equal importance for education and a child’s development often seem to be either neglected or dim off in the public’s perception. School leaders are, thus, faced with the double task of both improving their institutions’ results in test areas (e.g. reading, mathematics etc.) as well as providing a healthy environment for all other processes necessary for good education. 

The challenge also consists  in establishing a culture of trust and cooperative dialogue between all parties involved. This does not only refer to the relationship between teachers and parents that may instantaneously come to one’s mind, but also – and maybe much more important – to the relation between the national level (e.g. ministry), the local level (e.g. city council) and the individual school. 


4. The information that the group believes should be communicated to others 

Value-based leadership in combination with delegation, teamwork and dialogue as the main vehicles for everyday decision-making could work well especially in combination with the philosophy of autonomy and empowerment. For countries with more hierarchical organisations the creation of common values and teamwork could be more difficult to achieve.
It is vital that the general social and political culture is conducive to the forming of non-hierarchical relations within school.

This information could be useful for countries with centralised and relatively hierarchical education systems as well as for countries whose educational traditions and standards are based on rules rather than dialogue.
	II Organisation of the visit


	
	
	All agree
	Most agree
	Most disagree
	All disagree
	Not applicable

	e.g.
	The size of the group was good.
	
	(
	(
	(
	(

	1.1.
	The programme of the visit followed the description in the catalogue.
	V
	(
	(
	(
	(

	1.2.
	There was a balance between theoretical and practical sessions.
	(
	V
	(
	(
	(

	1.3.
	Presentations and field visits were linked in a coherent and complementary manner.
	V
	(
	(
	(
	(

	1.4.
	The topic was presented from the perspectives of the following actors of the education and training system in the host country: 
	(
	(
	(
	(
	(

	1.4.1.
	government and policy-makers 
	V
	(
	(
	(
	(

	1.4.2.
	social partners
	
	V
	(
	(
	(

	1.4.3.
	heads of institutions
	V
	(
	(
	(
	(

	1.4.4.
	teachers and trainers
	V
	(
	(
	(
	(

	1.4.5.
	students/trainees
	V
	(
	(
	(
	(

	1.4.6.
	users of services
	(
	(
	V
	(
	(

	1.5.
	There was enough time allocated to participants’ presentations.
	(
	(
	V
	(
	(

	1.6.
	The background documentation on the theme provided before the visit helped to prepare for the visit.
	(
	(
	V
	(
	(

	1.7.
	Most of the group received a programme well in advance.
	V
	(
	(
	(
	(

	1.8.
	The information provided before the visit about transportation and accommodation was useful. 
	(
	V
	
	(
	(

	1.9.
	The organiser accompanied the group during the entire programme.
	
	V
	(
	(
	(

	1.10.
	The size of the group was appropriate.
	V
	(
	(
	(
	(

	1.11.
	The group comprised a good mixture of participants with diverse professional backgrounds.
	V
	(
	(
	(
	(

	1.12.
	There were enough opportunities for interaction with representatives of the host organisations. 
	V
	(
	(
	(
	(

	1.13.
	There was enough time allocated for discussion within the group. 
	(
	V
	(
	(
	(

	1.14.
	The Cedefop study visits website provided information that helped to prepare for the visit.
	V
	(
	(
	(
	(


2. If you have any comments on the items 1.1. – 1.14 above, please write them in the box below.

1.5: there should not be a focus on presentation, but a little more time (some hours) would have been useful.
1.8: the only thing missing was a way to prepare for the transfer karup-viborg.
1.9: the organiser left sufficient room for the group processes.

1.10 the group should not be larger than about this size.

1.13: shorter visits alternated with group discussions instead of pushing discussing into the late evenings

	III Summary


1. Having summarised all your reflections and impressions, please indicate how satisfied you are with your participation in the study visit. Indicate the number of participants for each category, e.g.

	Very satisfied
	15


	Very satisfied
	15
	Satisfied
	0
	Somewhat satisfied
	0
	Not satisfied
	0
	Neither satisfied nor dissatisfied
	0


2. What elements and aspects of the study visits do you think could be changed or improved? 

See above,
3. If there is anything else you would like to write about that is not included in the above questions, please feel free to write below or attach a separate sheet.

The study visit was broadcast on regional television and mentioned in several newspapers. See: www.tv2regionerne.dk.
Please submit the report to Cedefop (studyvisits@cedefop.europa.eu) within one month of the visit.

TO SUM UP













