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UNIT 3.1 
 

SCHOOL ORGANISATION 
 

 

“It is clearer today than ever that educators need to learn, and that’s why professio-

nal learning has replaced professional development. Developing is not enough. Edu-

cators must be knowledgeable and wise. They must know enough in order to change. 

They must change to get different results. They must become learners …” (Easton, 

2008). 

 
 

According to the OECD (2016), the most 

important task of the schools today is to 

give students the knowledge and skills so 

that they could succeed in the rapidly 

changing present and future. As it is 

certainly a difficult task to prepare the 

students for uncertainty, OECD proposes 

the schools to seek to achieve the 

concept of a learning organisation, 

which would allow the schools to become 

more flexible, which is an important 

characteristic in the times of change.  

This unit intends to answer the question 

of what the necessary steps are to 

transform a school into a learning 

organisation a place where everybody 

learns including teachers.  

 

1.What is a learning organisation?  

According to OECD (2016), learning 

organisations are focused on:  

 developing and sharing a vision    

centred on the learning of all students 

 creating and supporting continuous 

learning opportunities for all staff 

 promoting team learning and          

collaboration among all staff 

 establishing a culture of inquiry,       

innovation and exploration 

 embedding systems for collecting and 

exchanging knowledge and learning 

 learning with and from the external 

environment and larger learning   

system 

 modelling and growing learning 

leadership. 

 

Those seven objectives listed are general 

goals to make schools more adequate for 

the 21
st

-century challenges. This is an 

ideal model of a successful learning 

organisation and many of the current 

schools might have already adopted this 

model, as well many schools might still 

be far from obtaining the learning 

organisation model goals.  

 
 



 
 
 
 
 
 
 
 
 
Researches (Kugelmass, 2010) have 

shown that the most important aspects 

for carrying out a reform in a school are:  

 commitment to a central philosophy 

and belief system 

 teacher initiatives supported by the 

principal  

 structures that support the change 

and improvement.  

 

Researchers (Kugelmass, 2010) have 

claimed that teachers are often the key-

figures in making sustainable 

innovations in already collaborative 

schools. If the school already has a 

working culture in which teachers are 

encouraged to be innovative and play 

their active part in developing the school, 

the collaborations often evolve 

spontaneously, although the support of 

the leaders (for example principal) is 

crucial. Naturally, teachers would work 

on the initiatives they see as important, 

which guarantees the inner motivation of 

the teacher and therefore make the 

innovation more sustainable. In those 

conditions, teachers’ work is often 

voluntary, informal and outside of 

administratively fixed schedules.  

 How close is your school to         

becoming a learning organisation? 

Are there aspects that you have al-

ready achieved? Which are the   

aspects you need to pay the most 

attention?  

 

2.What are the communities of 

learning? 

 

Rather than thinking about the school as 

a strict and hierarchical institution, one 

might find the idea of community more 

useful. When leaving the rigid role 

boundaries among the school staff aside 

mutual respect, equity and reciprocity are 

easier to achieve within the educational 

community which sets an example of 

inclusiveness to students and the wider 

community alike (Kugelmass, 2010). 

Schools have plenty to gain when they 

create their communities of learning 

which would engage not only the 

teachers and students but also other 

professionals working at school, parents, 

families and wider community. It is no 

doubt that most of the schools already 

have some community who are engaging 

with the school. Those communities 

might be big or small, distant and passive 

or close and active. To get the most out 

of the community and to allow them to 

contribute to the success of the school, it 

is important to do the often-time-

consuming work of collaboration and 

involvement of the community. In order 

to collaborate more, it is necessary to 

know the current situation.  

The Network of Democratic Citizenship 

Schools 

(http://democraticschools.ecos.pt/) has 

created a tool for self-assessment for 

schools to understand better how 

collaborative is their school (Franco & 

Morgado, 2016).  

 
 
 

http://democraticschools.ecos.pt/


 
 
 
 
 
 
 
 
To assess the level of participation 

among different groups, the following 

collaboration levels were created:  

1) No participation – “Sometimes we 

invite you to attend or be part of 

our actions and initiatives.”  

2) Information – “We will keep you 

informed.”  

3)  Consultation – “We will keep you 

informed, listen to and 

acknowledge your concerns and 

aspirations, and provide feedback 

on how your input influenced our 

decision. We will seek your input 

on drafts and proposals.”  

4) Involvement – “We will work with 

you to ensure that your concerns 

and aspirations are directly           

reflected in the alternatives devel-

oped and provide feedback on 

how your input influenced the de-

cision.”  

5) Collaboration and Empowerment 

- “We will work together with you 

to formulate solutions and incor-

porate your advice and                 

recommendations into the deci-

sions to the maximum extent    

possible.” 

 

Areas of involvement:  

A1 – Learning and teaching  

A2 – Governing of the school  

A3 – Being part of the larger community 

 

 N parti-
cipation 

Information Consulta-
tion 

Involvement Collaboration 
Empowerment 

Students 
A1      

A2      

A3       

Parents 
A1      

A2       

A3      

Non-
teaching 
staff 

A1      

A2      

A3      

Community 
A1      

A2       

A3       

 

For more information on the self-assessment scale: http://democraticschools.ecos.pt/wp-

content/uploads/Escala_EN_site.pdf  

http://democraticschools.ecos.pt/wp-content/uploads/Escala_EN_site.pdf
http://democraticschools.ecos.pt/wp-content/uploads/Escala_EN_site.pdf


 

 

 

 

 

 

 

Try to assess your school with the self-assessment tool of community engagement. What 

could be the most achievable changes for your school to make your school more 

collaborative?  

 

3.How can contextual factors af-

fect changes in a school?  

 

When trying to change any aspect in 

school, contextual factors might have a 

big impact on the success of the 

innovation.  

In the process of planning a change, the 

researchers have suggested (Owston, 

2004) that the following aspects should 

be considered:  

 What is the need for the change?  

 How clear are our goals and 

means for achieving them?  

 How complex is the change?  

 What is the quality and practicality 

of the change?  

As previously mentioned in the current 

unit, it is also necessary that all the 

parties affected by the change would at 

least know the answers to those 

questions, but even better would be, if all 

the affected parties would be active in 

finding the answers to those questions. It 

has been found that teachers working in 

schools with hierarchical leadership and 

low culture of collaboration frequently 

resist the reforms imposed externally, 

although these reforms might, in fact, 

support the teachers’ personal beliefs 

(Kugelmass, 2010).  

Researchers (Owston, 2004) have also 

listed different factors which are 

important for creating sustainable 

innovation in school. The important 

factors are divided into two:  

 Essential factors – necessary for in-

novations to happen, but not 

enough for sustaining the innova-

tions. 

 Contributing factors – important 

for the sustainability of the inno-

vations. 

 

 

Essential Factors  
for Innovation 

Contributing factors  
for Innovation 

Teacher Support  Support within school  

Administrative support Support from outside school  

 Supportive plans and policies  

 Funding  

 Innovation champions  

 
Table A. Essential and contributing factors for innovation.  

 

 

 



 

 

 

 

 

 

 

Essential Factors for Teacher Support 
The perceived value of innovation 

Administrative support 

Student support 

Teacher profession development 

 

Table B. Essential factors for Teacher Support. 

 

As discussed previously the support of the teacher is critical for implementing and 

sustaining innovation in education. As 

seen from the table, teacher support 

itself is dependent on various aspects.  

 What is the most important con-

textual factor which helps to create 

educational innovation in your 

school? 

  

4.Principal as a leader or a team 

builder?   

 

Successful school leaders, both in urban 

and rural settings, are often 

characterised as team-builders, 

cooperative, visionary, supportive, 

accommodating, community-focused, 

decisive. The qualities listed here are all 

the necessary basis of creating a culture 

of collaboration in school (Preston & 

Barnes, 2017).  

As was discussed at the beginning of the 

unit, the schools need to prepare their 

students for the unpredictable changes 

the future holds for the next generations. 

For achieving that not only the 

curriculums must change. The change 

starts from the way the school is operated 

by the principal or any other leader. It has 

been found that if the principals cultivate 

collaborative relationships and seek out 

to the knowledge, skills and experiences 

that the staff members have, the school 

becomes a productive and informed 

community who can successfully tackle 

the many obstacles rural schools have 

today – decreasing student enrolment, 

lack of teachers, transportation issues etc. 

(Preston & Barnes, 2017).  

Many researchers have claimed that the 

school principal should be an active 

participant in the community life outside 

of school. It is especially important for 

small rural schools as the schools and 

their communities will need mutual 

support. For example, schools can offer 

their communities the infrastructures the 

schools have when they are not in use 

(Preston & Barnes, 2017).  

 

 

ARE THERE ANY POSITIVE EXAMPLES OF SCHOOL AND COMMUNITY CO-OPERATION 

IN YOUR COMMUNITY? 
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