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4Strengthening School Leadership

Synthesis

Implementing an improvement science (IS) approach with a group of professionals requires basic 
conditions such as members’ organisation and agreed goals for a networking community to run. The 
literature points out that this approach is increasingly applied since it helps to connect traditional research 
and practice (Lewis, 2015) and addresses issues that need to be changed to contribute to improving 
processes and results. This final report gives an account of the implementation of two improvement 
cycles applied with fifteen pre-primary principals from a Local Public Education Service (SLEP) in 
Chile and their supporting professionals, together with the SUMMA team of researchers. These three 
teams worked together for around one year participating in virtual and in-person workshops operating 
under the improvement science framework. This is, identifying common challenges among pre-primary 
centres’ leaders, designing a plan (P) to address them, doing it in real context (D) agreed plan, studying 
its results (S), and acting again in an improved way (A). (Following a PDSA cycle). 

The research team addressed different challenges during the project, such as operating as a networking 
improvement community (NIC); this group of pre-primary leaders needed to conform as such first. 
This situation was explained by the recent installation of Local Services, where educational centres 
transferred from municipalities to the SLEPs. Hence, most of the principals had not worked together 
before. Some of them even did not know each other. Consequently, the project had to prepare strategies 
for participants to get to know each other, recognise themselves as professionals and build trust within 
the group.

The results showed that pre-primary principals and the SLEP’s supporting professionals perceived 
changes working together under the improvement cycles. Participants highlighted feeling less alone, 
identifying a sense of belonging to a group with similar opportunities and difficulties since they all 
work at the same educational level and territory with similar socio-cultural and economic features. 
Furthermore, they were able to appreciate the benefits of being articulated concerning handling 
common information, asking or receiving support in logistics, technical-pedagogical, management and 
professional development issues that they could lead in a united way taking into account the purposes 
of each centre.

Further recommendations on key aspects to initiate a NIC and apply improvement cycles are provided 
to be considered by pre-primary principals, SLEP teams, policymakers and other stakeholders.

Keywords: Collaboration, Leadership, Early Childhood Education, Pre-Primary School Principals, 
Improvement Science approach. 

School Leadership Report.indd   4School Leadership Report.indd   4 05-12-22   17:3605-12-22   17:36



5Strengthening School Leadership

I. The Research Problem

1. Project context

To correctly manage educational communities, school leaders, who are at the centre of the educational 
process, require skills and competencies to respond effectively and efficiently to the contingency and the 
student’s needs. At the same time, they are essential to support pedagogical improvement by motivating 
teachers and students, creating conducive school environments, understanding local conditions and 
mediating with the communities they serve (Leithwood et al., 2020). Moreover, effective school leadership 
significantly impacts the most vulnerable school contexts (Reeves, 2012). Nevertheless, school leaders in 
many developing countries receive little preparation for their role and often focus on administrative tasks 
rather than pedagogical leadership (Falabella et al., 2022). Therefore, strengthening school leadership is 
a key policy priority for educational improvement.

During the COVID-19 crisis, students from the most vulnerable socioeconomic and ethnic groups, and 
those in fragile contexts, have suffered adverse effects of school closures. As a result, advances in learning 
are being reversed, and pre-existing educational inequalities have widened (LLECE, 2020). Educators were 
also under additional pressure as they were being asked to work in new ways with digital technologies; 
to meet the needs of their own families; and, in some cases, trying to survive on a reduced salary (Elige 
Educar, 2020). Therefore, under these uncertain and changing scenarios, resilience is seen as a necessary 
capacity to help the educational community go back to school in a different context, but at the same time, 
thinking about being better prepared for future crises.

In this context, SUMMA sealed a collaboration agreement with the Gabriela Mistral Local Public 
Education Service (SLEP GM) that worked with leaders of pre-primary1 education centres to improve 
the frequency and capacity to collaborate through the implementation of an “Improvement Science’’ 
approach. As a result, principals, supporting professionals from SLEP, and researchers worked following 
the Plan, Do, Study and Act cycle (PDSA) guidelines to build a Networked Improvement Community 
(NIC)2. Therefore, this process included designing, implementing and evaluating local solutions to pre-
school principals’ challenges. 

Although, at the very beginning, the aim of applying the Improvement Science approach was to enhance 
mainly pre-school principals’ educational leadership, the project turned to building the bases for 
collaboration since principals barely knew each other. Likewise, the centres were recently experiencing 
a transition from the municipalities to the nascent Gabriela Mistral Local Education Service as part of 
the new public education system. 

2. Institutionality: Structure of Pre-primary Education in Chile

The institutional framework in initial education has changed during the last decade. In 2015, it was 
created the Early Childhood Education Undersecretary3 and the pre-school Education Intendancy. 
After that, in 2017, it was created a new institutional framework for Public Education in Chile4, where 
educational institutions such as pre-primary centres, schools and high schools from 345 municipalities 

1 UNESCO and OECD guidance differentiated Early Childhood Education programs (0-2 years) from pre-primary 
programs (3-5 years). We will use mostly pre-primary as a general category to refer to children before entering school, 
that is, primary education (generally at 6 years old).

2 LeMahieu, Paul (2015). Why a nic?. Blog Carnegie Commons. Recovered from https://www.carnegiefoundation.org/blog/
why-a-nic/

3 Law Nº 20.835

4 Law Nº 21.040
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6Strengthening School Leadership

are meant to be transferred to 70 Local Public Education Services (SLEP: Servicio Local de Educación 
Pública) in 10 years. Before this happened, educational institutions were administered by municipalities, 
and now gradually, they have become part of a SLEP, which has been called a “de-municipalisation” 
process. 

This system change involves a new paradigm to be adopted as a fundamental task of each education 
professional. Implementing the new law also requires building capacities in the local teams that lead 
and manage this transition towards the new SLEP. In this scenario, the emergence of training programs 
oriented exclusively to initial education that raises their own problems becomes essential for educational 
improvement at this educational level.

Today, four core organisations constitute the educational system:

• Ministry of Education: is set as the Education system governing body, its policies and financing.

• Undersecretary for Early Childhood Education: This is part and dependent on the Ministry of Education. 
The Undersecretary constitutes the political-technical unit for designing and managing public policies at 
the pre-school level.

• Quality Agency: It is an autonomous body focused on evaluating and guiding the educational system at a 
general level to improve the quality and equity of educational opportunities.

• Early Childhood Education Intendancy: It is part of the Education Superintendency. Its function is to 
develop and propose technical criteria allowing the supervision of early childhood education centres.

Figure 1: Chilean education system’s main structure. Source: Undersecretary of Early Childhood Education 
(2021)

The provision of pre-primary education in Chile is quite diverse in terms of the size of the centres, the 
ages of children, the type of financing and the type of education they provide (Undersecretary of Early 
Childhood Education, 2020). In Chile, 12.500 institutions offer early childhood education. (i) More than 
5.100 pre-school centres that cover this level only. In addition, (ii) public and private schools provide 
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7Strengthening School Leadership

pre-school education and other levels. These add another 7.400 centres (Chile Public Education 
Subsecretary, 2021).

There is an enrollment between 0 and 5 years old of more than 743.000 children served by approximately 
80.000 pre-school principals, educators and assistants. Essential for this project, 4.138 principals 
manage pre-primary centres (5.100 centres). In Chile, there are mainly three types of institutions that 
provide pre-primary education and nurseries centres:

• National Board of Early Childhood Education Centres (JUNJI, by their Spanish name - Junta Nacional 
de Jardines Infantiles): It is an autonomous entity dependent on the Ministry of Education whose purpose 
is to provide early years education. It has approximately 3.059 centres nationwide, representing 59,3% of 
early childhood education centres, serving more than 190.000 children (Undersecretary of Early Childhood 
Education, 2020). It is worth mentioning VTF centres (a type of subsidised centres) involved in this project 
were associated with the JUNJI institution. These centres receive a transfer of funds.

• Integra Foundation is one of Chile’s leading providers of early childhood education. It is a non-profit 
private law institution that belongs to the Presidency Foundations Network, which receives State funding 
(Fundación Integra, 2021). It has 1.139 educational centres throughout the country, representing 22,7% 
of pre-primary institutions, serving almost 76.000 children (Undersecretary for Early Childhood Education, 
2020).

• Private institutions: Around 1.000 pre-primary and nursery schools have been registered nationwide 
with official recognition or regulatory authorisation. Monitoring this type of institution makes it difficult to 
know how many children attend these centres (Undersecretary of Early Childhood Education, 2020).

JUNJI pre-primary centres, in turn, are divided into two. First, the Direct Administration centres, which 
JUNJI directly manages. Second, the Via Transfer of Funds (Jardines Infantiles VTF) is supervised and 
financed by JUNJI but managed by organisations that can be public (municipalities or SLEP) or private 
non-profit centres (Mineduc, 2019). The latter usually have more significant deficiencies concerning 
resources and administration, reflected in aspects such as the scarcity of multidisciplinary teams and 
significant precariousness in their infrastructure, furniture and teaching materials (Aguilera et al., 
2019). It should be noted that as taking the management of education out of the municipalities, there is 
no evidence yet on how the principals’ role in VTF centres may have changed when they came to depend 
on local services.

In particular, the SLEP Gabriela Mistral is a Local Service managing a total of fifty educational centres; 
fifteen of them are pre-primary centres from La Granja (5), San Joaquín (1) and Macul (9), three districts 
located in Santiago city. The population of these districts are mainly of low socioeconomic status, 
except for Macul, which concentrates a more heterogeneous population - between low to mid-high 
socioeconomic status (Universidad Autónoma de Chile, 2020). The three districts are urban territories; 
however, the School Vulnerability Index (IVE), which predicts students’ exposure to a situation of 
poverty and their risk of school failure, has shown an index average in the SLEP-GM of 85.8% in primary 
and 89.1% in secondary levels (Agencia de Calidad de la Educación, 2020). Unfortunately, no data was 
found for this IVE index in Early Childhood Education SLEP GM. 

Table 1: SLEP Gabriela Mistral Educational Centres (Source: SLEP GM, 2021)

Type of Centre Nº of Centres

Primary Schools 21

Special Education Schools 2

Boarding Schools 1

Secondary Schools 7

Vocational and Training Schools 4

VTF pre-primary centres 15
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8Strengthening School Leadership

Moreover, this territory is characterised by an important level of immigration. The Metropolitan region 
where these districts are located has the country’s highest rate of international immigrants, reaching 
61.9% (INE, 2022). The nationalities of these immigrants are mostly Venezuelans (34.2%), Peruvians 
(19.8%), Haitians (12.5%) and Colombians (10.5%). Macul has the highest percentage of immigrants 
residing in the territory, reaching 6.562, followed by San Joaquín with 5.817 and La Granja with 3.585 
(INE-DEM, 2020). In 2019, the SLEP GM’s enrollment of international students reached 18%, above the 
national rate of 5%, and is the highest among SLEPs. Likewise, 18% of the general SLEP enrollment has 
special educational needs -between permanent and transitory, above the national percentages reaching 
11% in both categories (Agencia de Calidad de la Educación, 2020).

In light of the above, the work between the centres and the SLEP stands out for having frequent 
interactions on a diversity of topics, not only technical and pedagogical but sometimes even emotional 
containment -as could be known during the pandemic. The way educational centres account for the Local 
Service is still top-down, albeit in a local context. For example, reports and administrative documents 
are given to the SLEP, not the central administration, because the SLEP has autonomy in their territory. 
On the other hand, the SLEP professional support plays an informational role. However, it can be stated 
that it is quite a support focused on the orientation requested by the DEP and other administrative 
units, such as the pre-school Education Undersecretary (official recognition), as was revealed in the 
interviews.

It is essential to highlight that the new institutionality brings a process of public education reassessment, 
seeking to guarantee quality education for all students. Among its values, the public and social role of 
education and the decentralisation of management stand out. Innovation, improvement and efficiency 
are also among its principles. Furthermore, the new Public Education seeks to change a paradigm based 
on the market and families’ capacity to pay to one that guarantees equal access from the earliest years 
—giving greater prominence in decision-making at the local level of education, therefore, to its actors.

The SLEP has an administrative structure in which the roles and departments are set by duties related 
to task management. For instance, the chief executive is directly related to the DEP, working with 
departments and principals. In addition, some departments manage training and innovation areas 
collecting centres’ information under their responsibility that requires articulation among them. From 
this perspective, it is perceived that those roles closest to pre-primary schools are the SLEP’s supporting 
professionals who work with a more horizontal and participatory leadership style.

Regarding principals participating in this project, they are fifteen, all women with a professional 
formation in early childhood and pre-primary education. In addition, they all have initial formation 
as pre-primary teachers. Ten of them got their degree from a university, and 5 of them got it from a 
Professional Institute. This antecedent means that all of them have tertiary education. The most senior 
principal has worked at the school system for thirty-five years, while the most youthful has worked for 
ten years. So, they have 18,2 years in the school system on average. In this sense, some principals have 
been in their role as principals for more years than others and sometimes different perspectives on 
practising leadership come to the fore producing tensions among the group members. 

Leadership is a novel topic in academic discussion in Chile, and it is posited that initial education 
institutions differ from the rest of the school system (Cabrera-Murcia & Yañez, 2019). First, being small 
institutions, the relationship with the staff teams is usually closer than in primary centres. In Chile, more 
standardised and professionalising leadership practices for the principals’ role are being promoted. 
Overall, pre-primary leaders state that their duties are often stressful and demanding (Opazo et al., 
2022). Thus, fulfilling this role entails a high level of commitment and self-demand, especially when they 
talk about the principles involved in their practice, which brings together a series of values   and beliefs 
rooted in children’s rights.
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3. Background literature

In many countries of the Global South, school leadership is traditionally seen as an administrative 
function that is primarily concerned with exercising control, supervision, and executing Ministry 
orders (Wolfenden et al., 2018) rather than training and guiding the talents and energies of teachers, 
students and the school community in general towards common goals (UNESCO, 2017). There is little 
systematic use of data and evidence to monitor student progress or attendance. Educational leaders are 
often appointed by teaching staff with little or no specific training (Bush, 2013) and tend to retain the 
same authoritarian approaches they experienced as students and teachers. Therefore, it is necessary 
to find ways to strengthen the role of school leaders to improve the quality of education and student 
outcomes in challenging educational contexts. This study explores a scientific improvement approach 
with pre-primary school leaders to strengthen the interconnections of research and practice in Chile. 
The following section outlines the key concepts of IS, leadership and collaboration on which this study 
will be based.

a. Improvement science

Improving Science (IS) is a methodology that arises and becomes increasingly common as a response to 
the disconnection between traditional research and its difficulty to be applied in practice (Lewis, 2015). 
In this sense, there is a prescriptive demand to achieve more satisfactory school results, but applying 
and scaling them in practice has been problematic. In the context of education, Bryk et al. (2021) refer 
broadly to the IS perspective as the “organisation’s ability to reliably produce valuable results” (p. 8) that 
impact groups of people differentiated, aiming to reach quality in its processes.

This approach offers a method about “how” to implement an improvement that underlies an 
understanding of problem-based learning and desirably learning faster to solve emergent problems 
(Walley, 2020). In this respect, it works with empirical evidence to guide the improvement process 
through rapid PDSA cycles, which comprehend planning, designing, studying, and acting. Specifically, 
PDSA cycles are helpful to pilot solutions to evidence-based problems before applying them in a large-
scale setting. Additionally, implementing the IS encompasses organising people through a Network 
Improvement Community (NIC)5 (LeMahieu, 2015; Mckay, 2017). In short, the main features that give 
relevance to this approach are:

1. Uses research systematically to solve problems in everyday practice. That is to say, daily problems and their 
causes are determined; solutions are defined, and through observation, data collection and evidence, are 
systematically improved towards the desired solution. 

2. It provides an analytical approach to pre-primary school leaders, strengthening individual and collective 
capacities for adaptation, collaboration, and resilience to emerging challenges (pandemic, vulnerable 
contexts, and future crises, among others).

3. Uses the PDSA inquiry cycle: Plan-Do-Study-Act is a learning tool through which educational leaders 
improve their understanding of practice problems and their causes, identify improvement ideas for 
their contexts, and develop “rapid tests” on those ideas of change, thus achieving effective feedback for 
implementing improvements in the educational centres.

4. Finally, it involves the creation of a “Network Improvement Community”, a type of organisation aimed at 
enhancing evidence-informed practices, operating through online and in-person modalities, depending on 

5 https://www.carnegiefoundation.org/blog/why-a-nic/. NIC might be thought of as “communities of common 
accomplishment” (they seek to accomplish some clearly defined, measurable outcome); NICs, carefully study these things 
and articulate a theory of improvement thought to address them in the very terms that define them; improvement science 
provides an equally rigorous methodology for knowing “how to make a program work” reliably and across contexts; 
Careful coordination is necessary to ensure that they work well. Commonly held aims (and measurement systems that 
attend to them), shared understanding of the problem (and means of addressing them), and rigorous publicly understood 
methods all help to organize collective effort in the address of complex problems.
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10Strengthening School Leadership

the specific conditions of each context.  This NIC structure is a crucial component to achieving the desired 
outcomes by organising people and processes in a way aligned with the goals. 

In the context of this project, the main objective of applying the Improvement Science approach is 
to strengthen collaboration capacities in and among leaders of the SLEP GM pre-primary centres by 
building a NIC engaging the SLEP professionals and SUMMA.

b. Leadership

Leadership is a field quite complex to conceptualise. However, one of the definitions is explained by 
Leithwood (2004), who argues that leadership -in general terms, has been understood as the influence 
and orientations one person or a group of people can pursue over other people. Moreover, he drew on 
Yukl’s (1994, p. 3) ideas, which asserted that leadership influences: 

…the interpretation of events for followers, the choice of objectives for the group or organization, the 
organization of work activities to accomplish objectives, the motivation of followers to achieve the 
objectives, the maintenance of cooperative relationships and teamwork, and the enlistment of support and 
cooperation from people outside the group or organization (In Leithwood, 2004, p. 1). 

However, Leithwood pointed out that the above conception can be criticised for not being precise. In 
the educational field, leadership was valued according to the research evidence collected that moved 
from a criterion based on what or whom the leader impacted to the current focus on achieving better 
educational learning results (Leithwood, 2004). 

Leadership has been classified into several types, but distributed leadership is one of interest to this 
project. Bush et al. (2016) drew on Bennett et al.’s (2003) work, highlighting that distributed leadership 
is a group or network attribute in which people pool their experience. In addition, Bush (2016) also 
stated that successful leadership involves mobilising “with others” a collaborative work. However, this 
does not imply that leadership must be permanently distributed, but rather that there are times when 
hierarchical leadership can operate if allowed, but it must know how to balance the transition from 
hierarchical leadership to distributed leadership. Moreover, CEDLE (2019) asserted that in distributed 
leadership, the focus is not on personal characteristics but on the interaction among leaders that 
belong to the organisation and the way they commit and organise themselves to meet the objectives. 
Interdependence characterises networking, but these leadership practices can also be transferred to 
the units that leaders guide.

Moreover, little has been researched about leadership in early childhood education in Latin America, 
specifically in the Chilean context. Nevertheless, the Early Childhood Education Quality Assurance 
System includes a leadership dimension in its Indicative Performance Standards for Early Childhood 
Education line. Among the practices and processes that leaders should carry out in their centres 
are: “articulate and involve the educational community with the institutional orientation and goals” 
and “plan and evaluate the main management processes” (p. 15). Under this approach, principals are 
accountable for the operation and results of the centre they lead. In addition, a subdivision of leadership 
is established as a strategic vision, leadership and planning, and results-based management (Chile-
Ministry of Education, 2020).

One of the studies conducted by the Center for Advanced Research in Education (CIAE) of the University 
of Chile and the Ibero-American Institute of Early Childhood (IIPI) of the Organisation of the Ibero-
American States, characterises leadership practices in early childhood education (CIAE & IIPI, 2018). 
This study showed that leadership are affected by the size of the institutions; the principals’ role in their 
organisations are built with simple hierarchies, without management teams accompanying principals. 
In addition, they are leaders who spend long periods in their centres and whose preparation is based 
mainly on experience, with few specific training initiatives for pre-primary centres in the country. 

The pre-primary centre leaders’ role has been characterised by a more holistic function, being involved 
in all the centre management processes, and become essential pieces in the institution’s chain of 

School Leadership Report.indd   10School Leadership Report.indd   10 05-12-22   17:3605-12-22   17:36



11Strengthening School Leadership

decisions and timely actions. Their work also has a considerable emotional and relatively maternal 
accent that leads them to play a protective role with children, their families and the centre staff, showing 
great concern for their well-being. For this reason, skills such as empathy and flexibility are perceived 
as the most relevant for conducting their job, as well as organisational skills, commitment, effective 
communication, technical knowledge, and the ability to anticipate and manage conflicts.

c. Collaboration

Collaboration emerges as a crucial capacity to foster when a NIC is in construction, and a distributed 
leadership approach seems to fit with the context challenges. CEDLE (2019) posits that collaborative 
work is a distinctive seal in a networking culture. Specifically, they stated, “Collaboration is a specific 
mode of relationship and operation in which members work together for a common purpose or 
interest” (p. 19, author’s translation). Also, collaboration is characterised by the active participation of 
their members, who value everyone’s contribution, enriching learning and helping to find solutions to 
common problems.

Similarly, after a systematic review of the literature, Griffiths et al. (2021) posited that collaboration can 
be understood as:

a complex process built on trust, open communication, and mutual respect (relationship building), with all 
members focused on shared goals and responsibility with a common understanding (shared values), who 
are actively participating with a sense of shared responsibility (active engagement) and decision making (p. 
64).

Based on this conceptualisation, they proposed a building-block model to implement collaboration, 
which includes communication, trust, and mutual respect as the bottom-line elements to generate 
collaboration. Chained to those roots, it follows shared goals and common understanding to set 
concerted values. 

On the other hand, Chapman (2015) relied on Fielding’s (1999) and Ainscow and West’s (2006) work, 
which distinguished four levels of collaborative work among organisations that were called Association, 
Cooperation, Collaboration and Collegiality. Association is related to occasional meetings and training 
but includes neither knowledge nor resource exchanges. In the case of cooperation, the relationship in 
the shape of encounters rises as opportunities to a degree of experiences, knowledge and resources 
exchange. On the other hand, collaboration involves organisations working together to address particular 
issues, which entails exchanging knowledge and resources. However, the relationship is limited by 
meeting specific objectives and is not sustainable over time. Finally, Collegiality is characterised by a 
broad and long-term relationship between educational centres and the teaching staff, in which there 
is a shared responsibility for the improvement of each centre. Therefore, although collaboration would 
be essential to forming partnerships for joint improvement, it would not be enough to succeed. In this 
sense, Collegiality would give solidity and sustainability to relationships based on agreed values and 
interdependent ways of working.

Rincón-Gallardo et al. (2019) highlight professional collaboration features, contrasting power’s 
horizontal and vertical structures. The latter is characterised by a hierarchical authority with control 
from the top to bottom that traditional school culture may represent. Conversely, the former, the 
horizontal structure, regards sharing responsibility, open dialogue, continuous reflection on practice, 
and transparency on results, among others. 

Consequently, the notions and characteristics of the improvement science, leadership and collaboration 
concepts guided this study and worked as an analytical lens to design, evaluate and implement this 
project.
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4. The research problem and research questions: 

Bringing together a group of education professionals to work on common issues does not constitute a 
NIC intrinsically. Instead, fundamental conditions are required to prepare the NIC’s purpose and goals, 
organise a well-coordinated group, give them a sense of being, and generate an exchange of knowledge 
and practices that allow its members to learn from each other. All these are to improve the NIC’s 
activities, capacities, and skills of the group members and their communities. 

As mentioned previously, one of the challenges this project encountered was the principals’ transition to 
a new institutionality, from municipalities to the SLEP. The project participants underwent an installation 
period that brought various uncertainties and tensions. The Local Public Education Services (SLEP) 
administration has led to a change of focus compared to what was carried out in the municipalities. 
Pre-primary principals and the SLEP supporting professionals were going through adjustments in 
their practice and the relationship established with the new education administration: Principals were 
integrated into the school system, where they did not belong before. In this regard, administrative 
and pedagogical support has been modified over time, entailing a change in educational institutions’ 
management. As a result, principals are more open to the influence of supporting professionals and 
more interrelated with other pre-primary education centres. 

In the beginning, the aim of applying the Improvement Science approach was to improve the educational 
leadership skills of pre-school principals and thus enhance school resilience within their centres. In this 
context, our research question was: How can an Improvement Science Approach strengthen the resilience 
of educational communities in pre-school education? However, once the project started and the research 
team met the group of principals by conducting the diagnostic interviews, it was revealed that most of 
them merely began to know each other, and barely the ones from the same municipality had worked 
previously together. Therefore, since the improvement science approach promotes the development 
of a NIC, in this case, this was nonexistent. Consequently, the project identifies the need to primarily 
prepare the ground to generate a form of collaborative work. In this scenario, the project aim shifted 
from “strengthening leadership to improve resilience” to “strengthening collaboration to improve 
leadership” - seeking improvement and, thus, resilience. Consequently, the main research question and 
sub-questions were modified as follows:

How can an Improvement Science approach strengthen the collaborative capacity of the SLEP’s pre-
primary principals?

1. How is an Improvement Science approach relevant to contribute to coping with the needs of pre-primary 
education centres?

2. How does using the short-cycle methodology by pre-primary principals contribute to strengthening 
collaboration among them? 

3. How does building a Network Improvement Community (NIC) with pre-primary leaders contribute to 
strengthening community identity?

4. What professional learning is observed in pre-primary leaders who engage in the improvement science 
approach?

5. Under what conditions, enablers, and constraints do these IS strategies effectively build collaborative 
capacity in pre-primary leaders?
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II. Objectives

In light of the research problem presented in the previous section and aiming to answer the research 
question, the objectives for this study are as follows:

Main objective:

• Strengthen the collaborative capacity of the SLEP’s pre-primary school principals through (the 
implementation of) an improvement science approach.

Specific	objectives:

1. Identify the relevant aspects of the improvement science approach that contribute to addressing the early 
childhood education principals’ needs.

2. Characterise how using the short-cycles approach helps foster collaboration among pre-primary leaders.

3. Analyse aspects contributing to strengthening the pre-primary leaders’ community identity by building a 
NIC.

4. Determine pre-primary principals’ professional learning when engaging with the IS approach.

5. Explore contextual enablers and barriers for implementing an effective IS approach with pre-primary 
leaders to develop collaboration.

School Leadership Report.indd   13School Leadership Report.indd   13 05-12-22   17:3605-12-22   17:36



14Strengthening School Leadership

III. Methodology

This study applied a sort of action research in which the participants’ roles were researchers of their 
own practice, and at the same time, they were a group under observation. Hence, a qualitative case study 
was selected as the most appropriate approach that allows for an in-depth examination of participants’ 
experiences following the PDSA improvement methodology. The data collected comprised mainly semi-
structured interviews that were recorded in video and audio and materials produced by participants 
during several workshops. Thematic analysis was conducted using Atlas-Ti to find the most relevant 
topics across the data collected. Below the diagram shows the two PDSA cycles implemented:

Figure 2: PDSA cycles applied

The Improvement Science approach tends to adopt a new perspective regarding research practices. Its 
penchant for bridging the gap between theory and practice breaks down the conventional dichotomy of a 
researcher scarcely involved with the participants s/he investigates and the practical goals social actors 
pursue. According to Improvement Science, the initial approach in the fieldwork allows for defining the 
methods agreed upon with participants. In this sense, the methods must be highly integrated with the 
organisation’s daily practice with which it works to generate effective improvement processes (Bryk 
et al., 2021). Furthermore, considering that improvement is a continuous and iterative process, it is 
relevant to discuss the pertinence of traditional research techniques to ensure reliability and validity in 
data collection and analysis processes.

In the diagnostic phase, or “cycle 0”, the use of various types of methods (interviews, meeting 
observations and surveys) allowed patterns to be identified (Creswell, 2013). As Gibson and Brown 
(2009) suggest, there are no recipes for qualitative research analysis, and it depends highly on the 
flexibility and creativity of the research team. Nevertheless, it is important to emphasise that different 
sources of information were used in this project to contribute to the validity of the data collected and 
analysed (Creswell, 2013).

Considering the sample size - 15 principals and 5 supporting professionals, it was impossible to run a 
construct validity. In this sense, the discussion about these techniques’ relevance when working under 
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an Improvement Science paradigm returned to the table. Furthermore, the approach works with canons 
differently from conventional research, although not exclusive.

From the Improvement Science perspective, Rohanna (2017) argues that rigorous data analysis is 
developed within each cycle. Part of that process includes corroborating the information with the actors 
involved. In this sense, researchers and professionals work together in pursuit of improvement based 
on a common challenge. In the case of this project, after establishing the diagnosis and discovering the 
challenge proposed by principals and supporting professionals, a second workshop was held. In this 
instance, the result was discussed with the whole participating group corroborating the information and 
conclusions reached by the research team. Therefore, the interviews and survey results were presented 
to engage participants in the process. 

2.1. Data collection and methods

As stated above, this is an exploratory case study (Stake, 1995; Yin, 2014) aiming to understand how 
an improvement approach can strengthen collaboration in and among pre-primary principals. In this 
project, a case study is understood as “an empirical inquiry that investigates a contemporary phenomenon 
(the ‘case’) in depth and within its real-world context” (Yin, 2014, p. 16). The “case” is constituted by 
principals’ experiences through the improvement cycles looking at changes in the practice, that is, a 
way to improve practice as a collective (NIC) through collaboration. Three analysis’ dimensions are the 
principals’ IS experience, aspects regarding leadership, and aspects related to collaboration.

Multiple tools were designed to collect data from various sources: interviews, surveys, and audiovisual 
material from workshops. Although the audiovisual material collected was not used as a primary source 
for analysis; however, it was helpful to review and check information when required.

Table 2: Methodology and data collection through the improvement cycles

Methodology and data collection

Improvement 
science 

Case study

Cycle 0 or diagnosis Cycle 1 Cycle 2

Interviews -focus group type - (principals 
and SLEP supporting professionals)

Workshop 1 (online) Workshop 4

SLEP official documents review
Post-workshop survey 
(exit ticket)

Post-workshop survey (exit ticket)

Workshop 2 (online) Survey on the inquiry experience

Post-workshop survey 
(exit ticket)

Workshop 5

Workshop 3 Post-workshop survey (exit ticket)

Post-workshop survey 
(exit ticket)

Final interviews (principals and 
SLEP’s supporting professionals)

Middle-stage interviews 
(principals)

During the project development, the research process involved interviews at different stages of the 
network’s affairs: a) initial diagnostic interviews, b) intermediate interviews, and c) final interviews. These 
tools were applied and recorded online. 

From the initial diagnosis, it was evident that the first challenge was to shape a NIC and that the improvement 
processes could not be deployed without strengthening a space of trust that favours collaboration. For this 
reason, the implementation in Chile was finally characterised by strengthening collaborative processes 
between fifteen pre-school principals of the SLEP GM.
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2.2. Interviews

As stated before, the research team applied semi-structured interviews at three stages of the project: 
In the beginning, middle and end (See table nº4 Summary of activities). The aim was to explore through a 
conversation how participants were making sense of the process, reflecting on their collaborative practice 
with other principals, and their understanding of leadership and networking. The diagnostic stage’s first 
interview differed from the middle and final interviews. While the last two were conducted individually, 
the first took a focus group format, constituting three groups of five participants and one group with the 
SLEP’s supporting professionals. The interview date depended on the participant’s availability, and the 
conversation ranged from 30 minutes to one and a half hours. Usually, interviews were conducted by the 
researcher and accompanied by another colleague from the research team who acted as an observer with 
a secondary role, took notes, and complemented the discussion if necessary. 

The diagnostic interviews were conducted in August 2021 via Zoom and were recorded for later 
analysis. They aimed to gather contextual information about the SLEP-GM principals’ work and roles 
(i.e. institutional, personal, organisational and professional). This information helped get the principal 
profile and find ways to start working together. The middle interviews were conducted in March 2022 
after they finished the first improvement cycle. It aimed to know the principals’ perceptions of the 
process; in particular, it focused on their perception of the practical implications of the collaborative work 
they applied with colleagues elaborating on the operating plan. Therefore, the topics explored in these 
interviews looked at the collaborative work experience and examined opportunities for new interactions 
with other principals’ colleagues, personal learning, learning from other principals, practice-relevant 
collaboration, and other interactions with the SLEP supporting professionals. The last interviews were 
carried out in June 2022 after principals finished the second improvement cycle related to the inquiry 
experience and how to deal with inclusion, particularly children’s special educational needs. The objective 
was to know principals’ perception of the experience lived in the last period of the project and to what 
extent it has affected their professional practice as leaders of early childhood education centres. Likewise, 
it explored how they expect the Avanzando juntas (Advancing Together) network can continue operating 
and progressing. 

2.3. Surveys

Five surveys were applied after each workshop -in general- to receive feedback and get the participant’s 
perceptions of the activities. It was called the “exit ticket”. Nevertheless, surveys were also implemented 
to collect specific information at some point in the project. For instance, the first survey had twofold 
purposes: to evaluate the first workshop and characterise the sample. Furthermore, the research team 
worked with the challenges principals identified after the first workshop. A list was prepared with the 
most frequent topics, and principals were surveyed to choose one, in which “collaboration” emerged as 
the most named challenge. Likewise, principals were asked to agree on the network (NIC) name between 
the first and second workshops. A survey showed a list of proposals made by principals in the previous 
workshop, from which they decided to name themselves “Avanzando Juntas” (Advancing together). Finally, 
another survey was applied together with the evaluation of the second workshop to gather a meaningful 
collaborative work experience that principals share. Those experiences would help prepare activities for 
the next workshop. 

2.4. Participants 

Fifteen pre-primary principals from the SLEP GMs and their supporting professionals participated in 
this study. The supporting professional is part of a new position, dependent on the SLEP, which supports 
principals in their continuous professional development, specifically in the technical-pedagogical field, to 
strengthen this aspect within their centres. They were invited to participate in this project as the whole 
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universe of pre-primary principals belonging to this SLEP; no other criteria were applied. Some general 
data regarding principals’ professional profiles are presented below. In their position as Early Childhood 
Educators, all participants declared they had taken independent courses on specific topics. 

Regarding professional specialisation, the more frequent topic mentioned by participants corresponds to 
leadership, followed by research, use of data and collaborative work. However, the number of principals 
trained in these last two areas is relatively low (4 out of 15, which indicates that 73% of the professionals 
need training in this aspect). Nevertheless, these two topics correspond to challenges raised by principals 
and supporting professionals themselves.

Figure 3. Areas of professional development received

2.5. The setting

As stated before, the SLEP Gabriela Mistral is one of the Local Public Education Services comprised of 
schools, high schools and early childhood education centres, including La Granja, San Joaquín and Macul 
districts in the Metropolitan region. Those districts present a socioeconomic distribution predominantly 
of the middle and lower classes (See figure 4). It is important to highlight that this SLEP-GM initiated its 
activities simultaneously with the pandemic emergence. For this reason, principals did not have suitable 
opportunities to meet in person. As a result, the initial joint work between the fifteen SLEP pre-primary 
leaders took place remotely. 
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Figure 4: Socioeconomic distribution in the three districts and their location in Santiago.

Table nº 3 below shows some characteristics of each centre. From this information, it should be 
highlighted that a topic will reappear in the interviews’ discussions and meetings, becoming quite 
critical with the pandemic: The number of staff with medical leave becomes a challenge for principals’ 
management, leadership, collaborative work and problem-solving capacity facing contingencies of daily 
work. The chart referring to this topic shows that it is a relevant concern for at least three centres where 
the staff with medical leave and/or long-term permits, on the date the survey was answered, that is, in 
October 2021, exceeds 30% of SLEP officers (See figures 18 to 22 in Annexe nº 5 for further details).
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Table 3. General data by the SLEP pre-primary centres

Centre Nº Nº enrollment
Nº total of 

workers

Nº early 
childhood 
educator

Nº early 
childhood 
education 
technician

Nº staff with 
medical leave

1 104 14 4 8 7

2 132 29 5 18 2

3 20 6 1 3 1

4 52 11 2 5 5

5 71 15 4 8 0

6 156 28 7 17 7

7 45 14 4 7 0

8 60 16 4 8 1

9 88 19 6 12 7

10 151 33 9 18 2

11 95 17 6 11 3

12 104 22 4 12 4

Total 1078 224 56 127 39

The information presented so far can give a panoramic view of the participants’ main professional 
characteristics, labour context and centres.

2.6. Access and consents

In May 2021, after a meeting with the National Directorate of Public Education (DEP), the SLEP Gabriela 
Mistral was chosen, mainly due to the geographical proximity that made the project’s development more 
feasible with the available resources. Furthermore, DEP suggested working with the most disadvantaged 
group, the VTF pre-primary schools, because they did not have professional training projects then. The 
project was presented to a SLEP GM team, which was welcomed. Consequently, the agreement was 
signed in June 2021. Information sheets and consent were prepared and delivered to every project 
participant via email. Sixteen principals signed the document because a substitute principal arrived in 
the process. In the supporting professional’s case, three consents were delivered. 

2.7. Data analysis and techniques

The data analysis process involved selecting from all material collected the ones that would be used 
to answer the research questions. For example, it was collected resources of different natures, such 
as digital audiovisual material (e.g. recorded interviews and online workshops), digital text documents 
(e.g. surveys, principals’ online collective documents made in workshops, “exit tickets”, the operating 
plan and the inquiry task document, and the project logbook), physical material elaborated by principals 
during face-to-face workshops, among others. The primary source of information was the recorded 
interviews; all the interview videos were uploaded to the Sonix software and were transcribed verbatim 
in their original language (Spanish). Then, an editing and cleaning process was conducted to get accurate 
and faithful data. Finally, the interview texts were organised in Atlas-Ti software for coding. 

A deductive approach guided the analysis, focusing on pre-established dimensions by the research 
team that involved key concepts around the IS approach, leadership and collaboration as analysis units. 
This way, the coding process concerned identifying common categories and themes regarding those 
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dimensions, selecting quotes and labelling (Boyatzis, 1998; Yin, 2014). In parallel, Atlas-Ti memos were 
written to contextualise codes, describing their scope and setting up where they fit into the overall 
structure. Then, the data were classified according to the dimensions of analysis and focused on looking 
at issues inside them. New frequent topics were grouped as a new category and were classified as a 
subtheme. 

Addressing coding required the research team to review the initial research questions and go through a 
thinking process considering the broad dimensions to adjust to a more narrow contextual issues-centric 
procedure. After searching issues, coding, reviewing and re-coding, a saturation point was reached 
(Bryman, 2016; Miles and Huberman, 1994) since the data showed enough regularity and no new insight 
emerged in the data. Having the code list organised thematically, the research team started to build the 
case writing up the results and discussion sections in light of the literature reviewed.

A set of quotes was selected and translated into the English language. In addition, Chilean utterances 
and idioms were treated carefully to avoid altering their original meaning.

2.8. Ethical issues

This research followed the IDRC and the Chilean National Research and Development Agency (ANID) 
research ethics guidelines. Carrying on a type of action research using a qualitative tradition must 
consider critical aspects of a diverse nature to attend. Therefore, aspects such as risks and benefits, 
informed consent procedure, information confidentiality and participants’ anonymity, participative 
methodologies and data reuse were addressed and attended to thoroughly. Furthermore, the research 
team took every precaution to ensure security, privacy, integrity and respect for all participants during 
the project.

The confidentiality of the participants was protected by using pseudonyms when names appeared in 
the used quotes to ensure that they were not disclosed. However, as the whole group of the SLEP GM 
pre-primary principals participated in this project, the information of who they are can be eventually 
accessed. Hence, all the precautions were taken not to identify them individually or associate a quote 
with one of them. The data collection also had a confidential procedure. All digital and physical data 
were kept securely and only shared with the research team. The digital data was used in Google Drive 
and saved in protected folders that required an invitation to access. At the end of every face-to-face 
workshop, the SUMMA team gave a little gift to principals and supporting professionals as an expression 
of gratitude for their participation and as a way to build a cordial relationship.
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IV. Project activities: Implementation and management

Oriented by the improvement science approach and the PDSA cycles, this project runs diverse activities 
in the format of online and in-presence workshops (See table 4). This journey was not exempt from 
challenges and adjustments along the way. Below, it will detail those activities, and the challenges faced.

Due to the nature of the project, where research and practice are interconnected, the implementation 
begins with cycles 0 (diagnosis stage) and 1, which concerned three workshops, while the second cycle 
included two workshops. The intervention was built based on one of the problems identified by the 
principals themselves. Being an intervention-type project developed with the actors, the research 
team planned to get involved with the participants through a strategy of close accompaniment on the 
field, alternating virtual and face-to-face meetings, workshop-type, where it was fostered to build a 
community of pre-primary school leaders.

Table 4. Summary of activities and data generation ( 2021-2022)

Activities Objective Date Nº participants

1. Principals 
interviews 

Collect information on the institutional, personal, organisational 
and professional conditions in which the SLEP-GM principals 
exercise their role.

August 2021 15

2. SLEP supporting 
professionals 
interviews

Collect information on the SLEP’s installation and management 
in pandemic times, pre-primary centres, roles of the supporting 
professionals, data use, and networking experience, among 
others.

August 2021 5

3. First online 
workshop

This first workshop aimed to introduce the project participants 
and share leadership experiences that involve mobilising 
improvements and learning in the educational community.

September 2021

Principals 15

SLEP supporting 
professionals

5

SUMMA Facilitators 5

4. Post workshop 
survey

Evaluate the workshop and agree on a common challenge October 2021 12

5. Second online 
workshop

Reflect on the challenge of building a collaborative network 
between early childhood education principals.

November 2021 

Principals 14

SLEP supporting 
professionals

4

SUMMA Facilitators 4

6. Post workshop 
survey 

Evaluate the workshop experience and propose a name for the 
NIC.

November 2021 22

7. Third workshop 
(FTF)

(1) Address critical aspects for constructing a collaborative 
community (NIC) from the professional and human points of view.

(2) Reflect on the collaborative work experience elaborating the 
operating plans for pre-primary centres.

January 2022

Principals 15

SLEP supporting 
professionals

6

SUMMA facilitators 6

8. Post workshop 
surve

Workshop assessment January 2022 19

9. Middle Stage 
Interviews

To know the principals’ perception of the process from its 
beginning to date. In particular, to focus on the practical 
implications of the work they have done on a day-to-day basis.

March 2022 Principals 15
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10. Four workshop 
(FTF)

(1) Approach to the learning community (LC) principles.

(2) Identify a micro-challenge for improvement to tackle that 
aligns with the LA creation.

May 2022

Principals 10

SLEP supporting 
professionals

3

SUMMA facilitators 4

11. Post workshop 
survey

Workshop assessment May 2022 12

12. Survey about the 
inquiry experience

Get information about the principals’ experience collecting data 
from key actors for decision-making. 

June 2022 5

12. Fifth workshop 
(FTF) 

Analyse and evaluate the research work implemented from “how 
it was done” to “the content”, and the data that could be gathered. 
In addition, it is expected that participants prepare actions 
that will lead the learning community “Advancing Together” to 
continue developing.

June 2022 

Principals 12

SLEP supporting 
professionals

3

SLEP Deputy Director 1

SUMMA facilitators 3

13. Post workshop 
survey (workshop 
evaluation)

Workshop assessment June 2022 11

14. Principals final 
interviews

Know principals’ awareness and viewpoint about the experience 
lived in the last period of the project. Likewise, to what extent it 
has affected their professional practice as a pre-primary leader. 
Also, explore how principals envision that the Advancing together 
network can continue to work from here on out.

June 2022 13

15. SLEP final 
interviews

To know the SLEP supporting professionals’ perceptions 
concerning the project activities implementing the improvement 
science approach, the perceived changes during the process and 
the principals’ network (NIC) projection.

Sept 2022 2

4.1. Workshops and activities implemented

4.1.1. First improvement cycle

Exploration and testing phase (August 2021 to January 2022)

In the first cycle, the principals’ voices were raised, indicating the desire to get to know each other better, 
learn about the centres’ contexts, and create specific standard protocols to address different issues. As 
stated previously, based on the diagnostic interviews (see annexe 1), resilience issues resulting from the 
pandemic and the use of digital technologies in times of crisis were explored. The results mainly reflected 
a requirement for an institutionalised network between pre-primary centres and their leaders, primary 
schools and other community organisations.

Three workshops were held, one in September 2021, the second in November and the third in January 
2022. The purpose of the first cycle was to address a common problem where principals could work 
collaboratively to create a community of mutual support. The first workshop aimed to open an 
encounter space between principals to promote activities to bring principals closer and share the 
different experiences faced in their centres during the pandemic —for instance, the types of challenges 
and decisions made to overcome difficulties. Thus, an attempt to identify a common challenge was made 
that was manageable, considering the group, the topic scope in a rapid cycle of improvement and the 
project’s time. An illustration of one of the activities is below (see figure 5) and was called “Put yourself 
in someone else’s shoes”. This activity aimed to share experiences around the improvement concept and 
the leadership role that implies mobilising learning inside the community using an empathy table and 
news board to explore enablers and barriers to leadership and create a network improvement culture 
in each centre. 
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Figures 5. “Put yourself in someone else’s shoes” activity. Empathy table (Left) and news board (right) 

activities. Source: Design Thinking methodology. Hasso Plattner Institute of Design (Stanford University).

The next activity was in a chain to the previous activity -principals’ stories as leaders of one centre 
and was named “Looking for common challenges” (See figures 6 and 7), which required discussion and 
reflection. 

Figure 6: Activity 2. Identifying challenges.  Figure 7: Activity 2. Plenary.

In October 2021, after the first workshop, an online survey was applied to the participating principals 
to find out their perceptions of the first workshop and receive feedback. The results showed that the 
session had met their expectations and helped them get to know their colleagues. In addition, based on 
the challenges explored in the first workshop, another survey section sought to determine the degree 
of relevance principals gave to those challenges. As a result, strengthening collaboration between 
principals had a higher score, mainly responding to the need to build a bond. Moreover, fortifying their 
relationship with the Local Service and enhancing their leadership skills were highlighted. These findings 
were confirmed in the centres’ visits made days later by the SUMMA facilitator, conversations that 
delved into the challenges thus far, so the SUMMA team could have another approach to the particular 
contexts. 

The survey also requested information on the principals’ work and their educational centres’ context. 
On the other hand, proposals were requested to name the NIC. With the NIC names proposed, a new 
online consultation was conducted in November, in which “Avanzando Juntas” (“Advancing Together”) 
was chosen by a majority. Therefore, progress was made in contributing to generating identity in the 
nascent network.

The second virtual workshop continued the line of work started and was called “Building spaces for 
collaborative work”, bringing together participants to find ways to set up a network improvement 
community. The general objective was to delve into one of the challenges already identified through 
the data collected (interviews, a survey and the first workshop) and to reflect on the causes and effects 
of achieving institutionalised networking based on the current context centres. The activities moved 
towards solution suggestions through group discussions and a plenary. This workshop ended with a 
presentation of the Improvement Science approach as a tool to address the collaboration challenge, 
highlighting which aspects had been advanced and which remained to be completed in the improvement 
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cycle. Some of the activities implemented were the problem tree (See figure 8), and the identification 
of the problem causes and effects (See figure 9). The topics that emerged from these activities were 
analysed in a plenary session where participants focused on possible solutions to promote and install 
collaborative work between pre-primary centres.

 
Figure 8: First activity: The problem tree. 	 Figure	9.	First activity. Identifying causes and effects of the 

problem.

Defining an Operation Plan for pre-primary centres

With the information generated in the second workshop, the research team analysed and shared 
the data with the SLEP to design and articulate an action plan that can be materialised by applying a 
rapid improvement cycle. This meeting resulted in the principals designing an Operation Plan for their 
centres. It should be noted that they had developed this plan the year before. In the year 2020, during the 
pandemic, the Ministries of Education (MoE) requested to elaborate an operating plan for educational 
centres to face the health contingency, quarantines and space capacity with clear protocols. This time, 
the protocol was not requested by the MoE but by the SLEP, so they had to update information for the 
following year. This new Operation Plan was the means to apply a collaborative work methodology 
between principals. Whilst the previous year, they prepared the document individually with the support 
of the supporting professionals, this time, they would make it by commissions, making decisions as a 
team for the general issues, and then, they would have to adjust particular issues of each centre and 
deliver to the SLEP. 

Thereby, exercising the first PDSA cycle with the group of principals, they addressed this task 
collaboratively and applied a consensual, evidence-grounded solution from their specific contexts. It 
was expected that in this process, a variety of experiences would emerge, ways of approaching the 
problem that shows different decisions made, and enabling and limiting factors of this testing phase 
would appear, which would be shared later in the following workshop. However, it is noteworthy that 
in the interviews, principals from one group shared their experience doing this task, and some of them 
recognised that their group never formed, and few of them worked on the document. Furthermore, 
two video capsules were created to support and explain the Operation Plan task, which was sent by 
WhatsApp. Likewise, a graphic was shared with principals to clarify the steps to follow and how to 
address them collaboratively.

Grounded on the recent work experience in preparing the centre’s Operating Plan, the third workshop 
aimed to analyse and reflect on what it means to work collaboratively to form a NIC. According to the 
PDSA improvement cycle guidelines, this third workshop was the time to evaluate principals’ practice. 
Given that the health contingency allowed attendance, a workshop was convened at the EduLab 
Innovation Center of the Pontifical Catholic University of Chile. Through participatory and expository 
methodologies, participants engaged in activities that ranged from:
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1. Developing socio-emotional skills for collaborative, fraternal and daily work to promote relational 
empowerment among principals;

2. Reflecting as a team on the collaboration process put into practice with the operating plan and exploring its 
mobilising principles; and

3. Giving meaning retrospectively to the collaboration organisation preparing the centres’ operation plan.

In addition, principals reflected on the NIC tentative action framework (See figure 10 below).

Figure 10: Some of the activities carried on in the third workshop.

In the end, principals made progress in raising a purpose that would unite them, with shared motivations 
and challenges, that would encourage the improvement of the fifteen educational centres.

4.1.2. Second improvement cycle

 Advancing in the creation of “Learning Communities” (LC)

This second cycle of improvement reinforces the previous experience of collaborative work between 
the fifteen centre’s principals, to which new pillars were added to build essential capacities to support 
the creation of an LC, as requested by the SLEP team. The LCs are professional organisations that share 
ideals materialised in joint actions. Reaching this implies developing associations or interactions that 
strengthen ties and knowledge among its members through the formation of stable organisational 
structures that involve participants in maintaining them over time. That is why it is essential that in 
the planning processes, the voice of those involved is taken, a long-term strategy is developed, and 
the legitimacy of these professional and collaborative workspaces is achieved. This experience can be 
translated into progress in trust, reflective practice and leadership as constitutive parts of an LC. Thereby, 
principals had the opportunity to increase their collaborative interactions in practice, generating greater 
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closeness and having the chance to share experiences that lead them to create a model adjusted to their 
realities that mobilises them to “Advancing together”, shaping their LC.

In this respect, the second cycle and their two workshops aimed to support constructing an LC in the 
SLEP GM pre-primary centres principals’ network:

1. Approach the principles of an LC.

2. Identify a micro-challenge for improvement to address in line with the formation of the LC.

3. Contribute to the network by generating collaborative learning opportunities from an experience that 
involves a practical task, where the actions and decisions taken would be thoughtfully analysed and 
evaluated.

4. Generate knowledge through practice that can feed the network.

The fourth workshop occurred at Espacio Matta in La Granja, where activities addressed the 
abovementioned purposes. Specifically, one of the applied activities led principals to develop an inquiry 
route for the challenge agreed upon in the workshop. The following images depict part of the dynamics 
that promoted pre-primary principals’ closeness, group work to share knowledge and experiences as 
educational leaders and consolidation of ideas around an argument.

Figure 11: Fourth workshop at different moments. 

In addition, in this workshop, a professional specialist in leadership presented different definitions of 
what constitutes a learning community (Lave & Wenger, 1991) and how they work as a network. Thus, 
principals had the opportunity to reflect on the assumptions and values   about learning that will guide the 
network. They also identified challenges or issues in practice related to learning, along with the leading 
causes and evidence they have. Participants also proposed possible solutions and how these could be 
implemented. Finally, the reflection focused on identifying when the actions effectively resolved the 
problem.

At closing, principals left the workshop with an agreed micro-challenge task regarding the issue of 
inclusion in their educational centres and how children’s special needs are addressed in their particular 
context. Therefore, this practice task required investigating and collecting information -on their own 
working time- from key people and completing a registration template (See annexe 6) offered by the 
research team to be sent before the next workshop. The experience will be analysed later to make 
adjustments and make sense of the actions enacted to evaluate how close it was to a solution and study 
how to address it, taking into account the lesson learned from this micro-pilot. In this vein, the task 
provided a new space to reflect on how principals’ roles are distributed within the network so they can 
be mobilised to the next stage of NIC development.

Fifth	and	final	workshop: “From collaboration to the construction of the purpose and identity of our 
Learning Community (LC)”.

This last workshop had twofold aims: Firstly, to analyse and evaluate the inquiry task conducted, 
particularly on how it was applied and the type of information collected. Secondly, to project actions 
that lead the learning community “Advancing Together” to continue developing. 
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During the session, the main activities used the World Café strategy that promoted reflexive analysis 
in two “rounds”. In the first round tables, participants exchanged their inquiry task experiences to raise 
relevant issues in each group and discussed the following questions: How was the inquiry process?; How 
could we improve the inquiry processes?; and, What can we highlight from the information we collected? 

Similarly, in the second round tables, participants projected the “Advancing Together” network, 
visualising it as a learning community in the short, medium and long term, giving meaning to the NIC. 
This time, the groups discussed new questions: What actions could we take with the information we have?; 
How do we envision the Advancing together work after the project ends?; What do we need to strengthen our 
learning community Advancing Together? Finally, the main results were shared in a plenary.

Figure 12: Final workshop, World Cafe activity.
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V. Research outcomes 

This section attempts to answer the research questions by presenting some key findings. The structure 
follows the five objectives: 1) to identify relevant aspects of the IS approach that contribute to addressing 
the early childhood education principals’ needs. 2) Characterising how using the short-cycles approach 
helps foster collaboration among pre-primary leaders. 3) Analyse aspects contributing to strengthening 
the pre-primary leaders’ community identity by building a NIC. 4) Determine pre-primary principals’ 
professional learning when engaging with the IS approach, and 5) Explore contextual enablers and 
barriers for implementing an effective IS approach with pre-primary leaders to develop collaboration.

5.1. Relevant aspects of the IS approach that contribute to addressing the 
early childhood education principals’ needs.

One of the most critical aspects of the IS approach that contribute to addressing principals’ needs lies in 
the NIC and its principles. When running the project activities, principals showed interest in networking. 
Based on the workshops’ “exit tickets” responses, principals had another time to reflect on the experience 
offered by this project. They answered several questions that reflect the current interests and concerns 
in working as a NIC and how these measures could help cope with their centres’ needs.

Answering the question, “what would I like to find in the group?” some of the most mentioned elements 
were empathy, solidarity, kindness, containment, collaboration, commitment, support, and trust. All of 
them constitute the work principles in this NIC. Additionally, as part of this collaborative network space, 
principals also are looking for professional learning, going towards the same goal, unification in the face 
of common themes, sharing knowledge and experiences to nurture the network, reflecting, evaluating 
and making decisions to improve their centres.

Figure 13: Topics that show an interest in networking
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On the other hand, based on the interviews’ results, the sense of loneliness principals expressed at the 
beginning of the project has been diminishing with the new SLEP administration. In this sense, shaping 
a NIC addressed principals’ loneliness in their roles. For example, in the following excerpt, a principal 
mentions why she felt like an “island” when she assisted in global meetings with school principals’ 
colleagues and where different realities from a pre-primary centre are attended.

…besides, as a pre-primary centre here, I was a little lonely because when I worked at the Corporation of 
[name of the district], it was the pre-primary centre, but [I had] colleagues who were school principals, those 
were my colleagues. So a pre-primary centre is not the same reality as a school. Perhaps the topic in terms of 
working with officials, parents or guardians, yes, but in the curricular aspect with children, it’s not the same. 
But not now, I feel more accompanied, I have met more people, colleagues who have the same reality as 
mine where we can exchange opinions, and that is nice. So, for me, it has been beneficial, beneficial to have 
colleagues of the same level as mine (Dfinal9).

5.2. Characterising how using the short-cycles approach helps foster 
collaboration among pre-primary leaders. 

In the second cycle, some adjustments were made, taking into account the experience of the previous 
cycle with principals. These modifications involved, for example, in the first workshop that principals 
raised the topic to be addressed for this new improvement cycle, and accordingly, the SUMMA team 
offered a participatory methodology for its development. As a result, in the final interviews, participants 
observed positive changes in aspects such as greater closeness, generation of trust and a higher level of 
interactions.

Concerning essential aspects involved in the construction of a NIC, such as collaboration, principals 
valued the progress in building a path to recognise themselves as a group of early childhood education 
professionals with more issues that unite them and who can support each other in working collaboratively. 
Specifically, some principals mention feeling closer to their principals’ colleagues, perceive an increase in 
the degree of trust, higher willingness to communicate in the WhatsApp groups created, and therefore, 
a change in the feeling of loneliness they declared they had felt at the beginning of this project, as we can 
notice in the following excerpts:

“At first, we didn’t see each other very often [...] At first, we never had options other than one day to get 
together, to see each other physically, then the whole pandemic came, and we were in meetings where you 
connected, we talked and hung up and left” ( Dfinal5).

I love knowing more principals who have the same reality as mine because we are based on the fact that 
we have the same socio-cultural child profile. So, we can talk about the same topics because I will not start 
talking to a pre-primary principal from Las Condes, for example. But, it’s not the same reality; they do not 
have the same needs; they have other resources. So, interacting with principals who have the same reality 
as mine is super rich and beneficial, and deep down, you don’t feel so alone because I’m living the same 
thing, and we can help each other (Dfinal9).

Look, I think that the meeting instance, the instance of being able to meet with the other principals, I think 
it was a very enriching instance because finally, you realise that what you are living is a living of all the 
others. It is a reality that is mainly generalised. And that among everything becomes a little more enjoyable, 
it becomes more bearable, and you say, of course! I am not the only one who is perhaps going through this 
situation; it is not one or two; instead, they are all in the same situation (Dfinal7).

By promoting spaces where there are professional interactions with common goals set by principals 
themselves, it was observed a gradual emergence of a willingness to interact with colleagues who did 
not know each other or had not met before. In addition, it should be noticed that within the principals’ 
group exist recently appointed principals, others who are making job replacements and others who 
have been in the position for many years and are known by all.
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In the activity that I was able to participate in, we worked in a group, right? After the exposition that you 
made, I consider that there is a before and after. Undoubtedly, because perhaps I have been one, I suppose, 
of those who have raised their voice a bit regarding the communication difficulties between the principal’s 
pre-school education area. However, I must say that there has been a change for some time now. We have 
to admit it. And, undoubtedly, that has had to do with that activity. For example, we had to work in groups 
and share criteria and views in a different context than what usually happens to us. So, I feel that, in any 
case, it has been favourable, and I also believe that the topics you addressed are very pertinent to our work 
(Dfinal1).

…it was our turn in this meeting with you the other day; we had a card with the name and a little animal [illustrated]. 
I had to talk to her about the pandemic, and we talked more deeply than we had ever been able to talk. With [name of 
the principal], who is from [name of the educational centre], I have talked little, I have not spoken much, but at least I 
have spoken with her; we were much more distant, we did not talk much (Dfinal5).

In the following two excerpts, a principal tells how she perceives a certain change in the willingness to 
open instances of collaboration and learning between principals, triggered by the acquaintance they 
have had in recent times and better knowledge between colleagues and their contexts, regardless of the 
district in which the educational centres are located:

Well, it’s not hard for me to ask for collaboration and ask, and say, “hey, I have no idea” or, “what idea do you 
have?” It costs me nothing. That is why I say then, there are things that suddenly I am not sure what I can be 
doing well, so of course, it allows me to approach and ask, or from what I have seen, -which is so little what 
one sees in reality-, but yes, being able to get closer and ask “hey, how do you do it? Or what happened to 
that? -That didn’t happen before, and now it happens a little more with some [principals] (Dfinal1).

I think that, regardless of the issues, yes, closeness has been achieved, some more, others less. I notice, I 
observe when we have met, that people who once did not have a common topic, perhaps today do. Yes, they 
are seen close even from different districts because it was like Macul, La Granja and San Joaquin. And today, 
I observe, I don’t know, I think a conjugation of situations, and SUMMA has been part of that, where they 
do meet (Dfinal1).

It also spotlights a change in interactions using digital technologies, especially the WhatsApp application, 
where principals are part of different groups that respond to different issues, linking in different ways. 
Generally, the purpose of the interactions is to seek informational and logistical support, but it seems 
that they share more things, as can be seen in the following three quotes:

When we discussed WhatsApp in the previous interview, I was super critical. WhatsApp did not work [for 
us]. And today, I noticed there had been progressing. Topics are raised on WhatsApp. Now, am I just like 
super active on WhatsApp? When it seems relevant. I have learned that one should not always give an 
opinion on everything that is said (Dfinal1).

Yes, yes, because we have an internal [WhatsApp group], and before, as very shyly the principal, I don’t 
know if it was because they didn’t dare to expose themselves or present an idea or a question, nothing 
happened with WhatsApp, it was dead. But, on the other hand, today, of course, more than one comes 
out with a query: “Hey, how is it possible that we have to continue working -to say something?- And then 
another appears, and I love it. I find it extraordinary that they dare to express their thoughts (Dfinal1).

[I think] like we share more, I think that may be it. As I told you, I can’t say that it was because of the SUMMA 
instances or what, but I do feel that perhaps even the very reality that we are now full face-to-face has 
changed things. But, I do feel like more... how I tell you, we have this group that was made recently, it finally 
materialised recently, and we talked a lot, then, like suddenly, you leave it silent [WhatsApp], do you get it? 
(Dfinal15).

The development of collaboration requires an emphasis and systematicity that is reflected in practices 
that give meaning to a common purpose. For instance, the motto “Advancing Together” captures a 
declared and explicit intention. What follows is that this intention becomes an objective that mobilises 
and stimulates principals as a group to achieve them. The experience of the participating leaders shows 
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us that they value having support, as well as being able to help others, which would be a fundamental 
principle of this NIC. The next thing was to promote goals that translate into actions, which today exist 
in an isolated way, to a more collective logic of knowledge exchanges and professional resources. This 
group of principals has a long way to go, closely related to the SLEP installation process, which is also 
adjusting its strategies to the new territorial organisation’s local context.

In practical terms, the collaboration would be taking place within specific frameworks that would 
be related to this project and the employment relationship with the supporting professionals and 
management issues, as the next principal points out below:

Yes, there is more collaboration. Yes, there is more collaboration. But what is strictly necessary to what 
concerns us this. For example, SUMMA?, task SUMMA. Outside of SUMMA, nothing. UATP?, UATP. Some 
specific problems with work, [just] there (Dfinal7).

…so that is very good, being able to support each other, reflect and also get strategies or tips from other 
centres that can help us, my centre or I can also help other centres, in the case of anything that is given to 
the girls -and I think we’ve gotten to know each other a little bit more in that time and that’s been good 
(Dfinal9).

Yes, I think that, I think that the main thing, I feel that there is a lot of transparency in terms of your knowledge 
and being able to share, which has been difficult a bit, in terms of being able to relate better to the other, to 
be a little closer, to be able to propose things together, to be able to agree on something that did not happen 
before. Before, it was that each one went their own way to get somewhere, now I feel that we have common 
goals that we can propose ways of working against those common goals together that benefit us all, which I 
had not seen before. They were groups that tried to reach the same goal, losing energy and strength, if it was 
done from 2 to 3 posing the same thing, then now we can talk among all , we can give opinions, respected 
opinions and try to ensure that everything we need is for everyone, making strength together, something 
that I did not see before (Dfinal5).

It is installed the idea that this group of principals can be and do much more together than separately. 
It is perceived that it is heading towards configuring a network where the sense of belonging will 
eventually create a group identity. This creation process is not exempt from tensions since it is part of 
pooling diverse ideas and topics at different levels. The following principal describes it thus:

I think it is still in process. There still isn’t, I feel like an identity, which also has to do with the holder’s change because 
those changes are even paradigmatic. Formerly, it was done in a totally different way, and now it is another [thing]. 
And those changes generate many clashes as well. But yes, I think it is going very well. It is like a network that is being 
installed. The sense of belonging is being installed from the point of view of feeling that we are Gabriela Mistral’s 
nurseries and early childhood education centres, and as such, I also feel that all principals want to have more common 
guidelines. There are clashes in [producing] these guidelines, but I feel that there is that, like, that energy of saying, “I 
want it to be like this” or “I wish it could be this way”, and from that point of view too... Well, I’m still [this principal has 
another position], and I don’t know, sometimes things of all principals, I feel that always is the disposition on the part 
of the holder to continue strengthening this. So, from that point on, I also think that what is being carried out, what is 
being installed, is highly valuable (Dfinal13).

5.3. Aspects contributing to strengthening the pre-primary leaders’ 
community identity by building a NIC. 

Among the dimensions explored in the exit tickets, four of them were highlighted: 1. Professional 
identity, 2. interest in working together, 3. NIC’s expectations, and 4. personal contribution. 
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Figure 14: Advancing together network strengths dimensions

Regarding professional identity, answering the question: who are we as a group? The principals 
foregrounded their professional experience, defining themselves as a group of educators, teachers 
and leaders who work in early childhood education, an area in which they face multiple professional 
challenges. Besides, they stressed the group’s potential, alluding to their commitment and motivation 
to implement collaborative work and achieve common goals. In addition, principals asserted that they 
have a common objective: improving pre-school education.

Figure 15: Professional identity topics emerged

Addressing the question, what do we want as a group? Participants indicated they expected to work 
collaboratively and collectively in networks, having a shared vision unifying criteria and strengthening 
ties. For them, this entails -at the leaders’ level, getting to know each other, strengthening principals’ 
work as positive leaders, and organising the group with clear goals. On the other side, at the centres’ 
level, knowing the network centres’ reality and having standard guidelines and procedures. In this way, 
the NIC constituent parts begin to emerge and shape.
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Figure 16: Principals’ expectations topics

Regarding the personal contribution (what is it that I would like to give to the group?), participants pointed 
out issues such as giving confidence, active listening skills; ideas, suggestions, constructive criticism; 
commitment, responsibility, knowledge, experience, support, time, empathy, among others. In this way, 
packing all the collected evidence, they were left with the question to think about further: What will they 
have this professional capital for?

Figure 17: Principals’ contribution to the NIC 

In the interviews, many principals, in the beginning, marked their reference points within their 
[educational] centre by sharing their stories or experiences. Within the course of the project, when 
there was a new degree of knowledge among principals, there was an opportunity to externalise, talk, 
dialogue, ask, raise collaboration ideas or request help if needed. This can be kept as more meeting 
instances exist for the group and, above all, spaces destined for it that help to continue building the 
group identity. 

Look, at least we do greet each other more kindly. I feel that it is not minor. There is a complicity in the 
atmosphere when we meet, just like trust, of “Hello, how are you?” And it is no longer just with one that 
one generates that. It does not happen to be friends, much less, but to have a pleasant, cordial, respectful 
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relationship, to empathise with what happens to the other. I don’t know. For instance, they gave themselves 
the opportunity for someone to say, Sonia, for example, “Hey, I’m short of material.” And I told her, “hey, but 
I can give you”, for example, things that did not happen. So, without a doubt, grouping together, and being 
connected to whatever the topic is, has allowed us to be (Dfinal1).

I think we’re making progress. We still have a long way to go, but at least I’m super satisfied with the progress we’ve 
made because you can already consult a [principal]. Because you know that she likes to work on the recycling topic 
and maybe she can help you with that. I always offer the intercultural topic we are alert. And it raises the general idea 
of doing internships to get to know each centre in reality in order to generate these ties that are incipient but that were 
not there two months ago (Dfinal15).

I know what [the other principals] think in some areas. Having to share in these different meetings, listening to how 
they point out when... I don’t know; they comment on their teams, and I see them as enthusiastic, or they speak of 
their technical colleagues with affection, anyway. That seems interesting to me, because a leader for my taste has 
to be distributed. I cannot be vertically the one who orders, allocates and decides. I liked that. I realise it’s not what I 
thought any more. It seems that it is not so. And I think that helps us, at some point, we are going to collaborate to have 
a guideline between the centres because, until now, we are far from that (Dfinal1).

5.4. Pre-primary principals’ professional learning when engaging with the IS 
approach. 

In the first cycle, a new work dynamic is installed for this group since, as mentioned in the project’s 
background, principals do not have a common history, for which no shared story is projected to the 
NIC. However, some signs of change can be perceived, located in a precursory stage of NIC, and can be 
characterised as exchanging relevant information for educational management. Principals state that 
experience exchange is essential. This means that there is an interest in knowing what other centres 
do and how they carry out specific processes or projects that are implemented in educational centres:

“...experiences have pulled down, for example, the work of some... Interviews, for example, were where we 
were sharing questions and the issue of protocols as well. Also, it has pulled down experiences of what other 
centres have developed. That’s more than anything” (DIntermediate 3).

Most of the principals agreed on the progress made in the course of this first cycle, mainly linked to the 
exchanges; although they were incipient, they have higher expectations of what may follow, as indicated 
below:

“But it is progress, although small, I think. Also, we are in March. I believe that greater instances will come in 
which we can work as a team, not as a district” (DIntermerdia 5).

What is highlighted in the extract, and that it proposes to institutionalise the new administration of 
education, implies appropriating of a new figure. That is why principals’ work in choosing a name for 
their group -Advancing together- is also relevant. At this stage, it is a shared ideal, which they intend to 
continue building, trying to break the borders imposed by municipalities, giving way to a work where it 
is emphasised that:

“There is a little more solidarity. I really think, to realise that we all go through the same things. I think that 
in one way or another we can understand other people better” (DIntermediate 5).

In the first cycle, the main milestone was the beginning of a group that did not formally exist and that, in 
some sense, advanced against the feeling of loneliness or isolation, for which the encounter moments 
with face-to-face format substantially marked the perception of principals:

“The face-to-face instances, of course [...], contribute to this link, to get to know each other, by talking... 
From all, knowing each other and be there, [...], from the greeting, from knowing how your centre is, if you 
have full enrollment in your centre or not, that contributes, the face-to-face instances” (DIntermedia 13).
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Following the same line of argument, the principal mentions that face-to-face meetings contribute to 
discussing issues of common interest, whether or not they are linked to the management of centres, also 
pointing out:

“Improve relationships or get to know each other. Because most of the time virtuality, of course!, makes you meet 
someone, but no... You have to go further” (DIntermedia 13).

Next, the participating principal compares how she lived the experience of the first and second cycles 
and the changes she could observe in the process:

I have two points. The first point I analysed was when we just did the online work, which was very hard 
for us, [we dealt with excuses such as] I don’t have time, I can’t. It was complicated when we elaborated on 
the work proposal that we had to do remotely. We go contributing, and deep down, I assumed that I was 
going to collect all the material they sent. Because it was difficult, it was very difficult. It was the first time 
we worked in different groups with people we had spoken to very little, versus the last meeting, where we 
mixed a lot. The first time it was quite forced because, at some point, it had to be done, obviously. However, 
the other day, when we were in the meeting, I realised that we were no longer sitting the same way we used 
to sit, like Macul, La Granja and San Joaquin; we sat somewhere else. I was with one of the colleagues that 
I know about 20 years ago and then, observing, there were mixes, La Granja was no longer just here, but 
there was a dynamic of mixing us much more, and that obviously has as a principle that we have been able 
to work in different groups and we have been able to have that different and more human relationship 
because I feel that at the beginning we saw everything from the principal and you speak as principal, and 
now it was “Manuela”, it was “Carolina” director, but giving the opinion from that experience, then that 
change is notorious (Dfinal5).

Principals begin to change their perception of working under an expanded territorial logic rather than 
district or municipal. This change is seen as an opportunity to share and further develop practices and 
beliefs about the value of collaboration in larger groups. In the principals’ opinions, it can be seen that 
there is recognition of the value of collaboration when, for instance, in an emergency, so it gives them 
peace of mind to know that someone will respond to their call.

Now, it is spoken more as a territory than a district. But, when subsidies came, they came from a district 
origin. [...] I also find positive that if someone says hey, but it’s that in the district, and someone says that we 
are no longer [from the district but the SLEP]. And it’s frequent, no one gets angry, because we are no longer 
a district, we are a single territory, and that also gives people the strength to support themselves and not feel 
alone, especially Rosario, who is in the middle, that is, she is not Rosario, it is the “[name of the educational 
centre] of [name of the district]”, and both are part of the Local Service, and that has been strengthened 
(Dfinal5).

In the following excerpt, a principal tells how the Local Service management is integrating territory 
educational centres with standard guidelines of an administrative nature, which is interpreted as a 
strength as opposed to the loneliness that they say they have been operating in the system before the 
SLEP.

Yes. I don’t know if it is being erased [the districts’ borders] because there are still many things, but the SLEP 
or the [educational] holder, and Patricio in this particular case and Doris, have that openness to be able to 
make guidelines as for all, and I think that already respond to go helping this strengthening, right? And, I 
don’t know, from the staff’ schedules, because there are still things like we have many differences in terms 
of... I don’t know. (Dfinal13)

Another participant describes an opening to generate networks and exchange experiences in this new, 
more integrated scenario.

I believe that in any case, as the title says, this adds us up, adds us up within the isolated work that we had, absolutely 
isolated by districts and even within the districts, instances have been generated that bring us together, and that have 
led us to share different situations, views, experiences in one way or another (Dfinal1).
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Other changes were seen at the level of the SLEP and its supporting structure. Although it cannot be 
confirmed that it was the result of this project, however, many similarities were observed that principals 
comment on in their narratives:

I mean, I don’t know if it has anything to do with you, but this year the follow-up strategy changed. I don’t 
know if it’s because of the same learning that the topic you had of forming the network left us; it’s that it’s 
not alone anymore, it’s in small groups, and monthly, in small groups of 5 and at certain times they also bring 
us together the fifteen of us. Now. I mean, like, I don’t know if I understand your question, but the support 
[SLEP technical and pedagogical support] changed in that sense. So we also have more opportunities to be 
together and to work as a team. Because until last year, the support professional came to your nursery, went 
to your pre-primary school and reviewed your themes. Now we are working just like you on issues involving 
the fifteen of us (Dfinal15).

Last year was when we were divided into groups. We had this group for agreeing on all meetings. So now we 
have a group of fifteen only principals and fifteen principals with leadership. So it’s like right now [we have] 
many issues that have to do with a meeting we just had, we are all there commenting, so it’s like we have 
already gotten closer, although it’s true, or because of SUMMA or for another reason, we are collaborating 
more this year (Dfinal15).

Below, one principal pointed out how her conception changed between the first and second 
improvement cycles, transforming what was first just a task to be demanded to do to a much broader 
vision. Furthermore, understanding the network improvement work logic’ scope for achieving a common 
purpose.

It was one more task. Sure, it was one more task. It was like, “ok, it was asked to do this; get together with 
these people and make the operating plan”. It was like that. But then, you start to make sense of it, and then 
you really focus on what the aim was: collaborative work, that this principals’ network is created. That of 
putting the name of all of us, deciding on the [group] name, and [creating] Advancing Together. In other 
words, the vision has already begun to change. Now, for me, it was never..., not since I met it, something like 
Woow! But yes, as I say, I know people who took it differently. So for me, it was a task. Not now, now it was 
a collaborative work (Dfinal15).

From the first to the second cycle, principals’ perceptions changed towards a more positive view of 
SUMMA’s working method, acknowledging and becoming aware of what the project was attempting to 
build -not just tasks but a network of principals. 

5.5. Contextual enablers and barriers for implementing an effective IS 
approach with pre-primary leaders to develop collaboration. 

It could be said that participants of this study perceived relevant aspects of their journey under IS 
approach guidelines. For example, in the first cycle, they valued shaping identity by identifying themselves 
as a potential network that they see as a group of support in different areas (e.g. management, sharing 
information, emergent issues). Likewise, they appreciate the group work to promote collaborative 
practices. In the second cycle, principals not only highlighted the importance of the topic chosen by 
them since inclusion and special needs are quite an issue in the majority of the centres, but also the 
experience of collaborating and the participatory methodologies used in the workshops. On the 
contrary, some of the barriers that principals pointed out during the process were related to the short 
time available for additional activities, and, at the level of relationships, the different leadership styles 
ranged from individual leadership to more horizontal leadership, causing inevitable tensions among 
principles, making complex to lead to an improvement change. The following table nº 5 summarises the 
main topics that emerged:
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Table 5: Enablers and barriers concerning improvement cycles.

Enablers Barriers

First 
cycle

Initially, working in commissions allowed principals to meet their 
peers from other districts and to install collaborative practices to an 
incipient degree:

“We have that commission group [in Whatsapp] that we have not erased, 
and we also hope to continue working because a good team has been 
formed”. (DIntermedia 7).

Although this dynamic did not happen with all the groups, the first 
cycle allowed them to identify themselves as a potential working 
group.

“What happens is that I know them, but I don’t have a great relationship 
with them. Yes, a little more interaction and relationship in the group I 
belong to in the different commissions was generated. In other words, 
in my committee group, we have had a little more contact. We even 
continue using WhatsApp to communicate certain things, ask each other 
something else, etc. (DIntermedia 6).

According to the previous excerpt, the issues that stand out are 
having a support group for day-to-day management, responding to 
contingent issues, and exchanging information.

The topic focused on a management tool, such 
as protocols (The Operating Plan), which turned 
out to be of minor relevance to be raised as a 
common purpose of the NIC.

“So, perhaps the topic was not especially interesting 
because it was more of the same, you know?” 
(DIntermediate9).

In addition, this participant continues asserting 
that management cycles in pre-school 
administration centres went through periods of 
high demand. Other principals also emphasised 
that the time commissions worked was affected 
by the year closure, which is in November and 
December.

“Then, also, perhaps, we had it at a time that is 
super complicated for us, we have the year closure, 
and we have assessments, we have everything 
involved on our level closure, which is like a 
graduation” (DIntermediate 9).

This aspect was also mentioned in the closing 
session, which took place in January 2022, when 
they presented the analysis of the procedure 
carried out, coinciding, more or less critically, in 
both aspects mentioned.

Second 
cycle

The topic chosen on “inclusion” and children’s “special educational 
needs” was generally highlighted as pertinent.

“it is always a relevant topic for pre-school education” (Dfinal15).

“It was a super good topic of the final period” (Dfinal7).

Yes, that is, it is a permanent topic, right? It is permanent, and it came out 
a lot, especially in the pandemic in 2020 [...] Basically, to receive training, 
especially in aspects of diversity such as Special Educational Needs, 
right? So, it is a current topic and is demanded by the team; it always 
comes out in the various talks or meetings we have. What I do believe 
is that, actually, it has to be in person because it is a cross-cutting issue, 
and I think it is super important to go back and reflect on the different 
educational practices... (Dfinal13).

“It impacts because it further reinforces what one has to work on in these 
contexts” (Dfinal15).

Some principals pointed out that the topic was 
superficial or it was not concluded by applying 
solutions.

...it was a topic that was like... very adrift. It was 
something that was very “there”. We collected 
information from principals or the teams, or 
the people we interviewed. I had the fortune 
to meet with an educator, a technician and a 
guardian concerning the topic addressed of special 
educational needs —children with ASD. [...] that 
finally, of course! It gives us an idea of   what other 
people think. What does a mom think about this? 
What does a technician think, and what does an 
educator think about this? [...] We know that it 
is complex to work with them when there is no 
specialist. We have already investigated all the 
points, like the edges we have already seen, and we 
identified them, but we have not given a solution to 
the problem so far (Dfinal7).
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Other principals, rather than focusing on the topic, valued the 
collaborative work and the aspects that this involves: acquaintance, 
closeness, an opportunity for getting to know each other personally, 
and knowing the principal’s management in other centres. Likewise, 
the experience of collaborating for a purpose, contrasting centres’ 
realities, finding similarities and differences, and understanding 
how colleagues address issues they have in common -is mainly the 
interests mentioned by principals that are of value to them. For 
example, in the excerpt below, three principals refer to this:

“...for me, the relevance was the issue of collaborative work with 
principals [...] the most important thing about this was the work itself 
of Advancing together. That’s what I mean. […] So what had more 
weight for me was the collaborative work rather than the inquiry itself. 
For the same reason, because it is already planned [inclusion topic], 
because work is already underway and everything, it was not something 
unknown” (Dfinal15).

Based on principals’ opinions, difficulties in 
interpersonal relations are highlighted that 
could negatively influence any change, which 
ranges from individual leadership management 
to collaboration as the basis of a workgroup, 
which overall they perceive as more virtuous:

…honestly, I feel that any topic makes us more involved with each 
other. Now, this topic in particular, of course, because since we all have 
different realities even though we have points in common, it has been 
interesting to see how each one deals with things, to see how important 
it is for one place or the other, what things we point out. So yes, of 
course, it has been significant. And that makes us know ourselves in our 
management as leaders (Dfinal1).

It has been very good. I liked it because it has been commented on the 
inquiry that was made, and one can learn about the realities of different 
centres, almost the same because we work with almost the same 
socioeconomic and cultural levels; the same child’s profile could be said, 
it is not different, quite the opposite. So you work on that and talk a lot 
based on that. What is said about the most is the problem with parents 
and guardians, who sometimes you know are complicated, so sometimes 
principals talk, and you advise them, or they advise me. Could you do 
this? And stuff like that (Dfinal9).

I would tell you that it was handy because we got to know each other 
better. I was able to meet everyone and realise that we were all on the 
same subject and that it is rich in meeting other principals and being able 
to see similar problems and be able to solve them and also learn about 
what leadership is (Dfinal9).

In addition, within this cycle, the participatory methodology used 
was highlighted:

Good, the workshop was good, the inquiry was good, the instruments 
were good, the completion was excellent, that is to say, the system was 
excellent that [...] you made in the last meeting. The groups, I mean, [...] 
super good that sharing, that closure. The brief expositions with post-its 
were good, which is still appreciated because I feel that it was a good 
closing.[...], I congratulate that part, too, because it was too participatory; 
so, I couldn’t hide because we all participated there. So, I really liked the 
methodology you used (Dfinal15).

…some principals have been for many years in 
a centre. Those can make it perfect, wonderful, 
spectacular, but there is a lack of other air, and it 
is difficult for her to be more supportive. They are 
very selfish in that sense. It’s like what is mine is 
mine. This is mine, and this is mine. And there is no 
sharing with people who are newer, who come to the 
local service. Do you get me? [...] If I have something 
to ask, I ask it, if I have something to contribute, I 
contribute it. If I have doubts, I clear them. I like to 
work collaboratively, I give my point of view, I have 
no problem, but if suddenly one can visualise that 
there are things that suddenly should be changing, 
it’s like ehm... Changing because that’s when the 
systems become vitiated ( Dend7).

Some principals raise that the process was very 
short in time:

“…but I would also tell you that yes or yes, it has to 
be face-to-face; otherwise, there is little that you 
can take advantage of online. I think we were left 
behind with that because it was very precise, short, 
time was short” (Dfinal9).
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VI. Discussion	of	the	project	research	findings

The new public education institutionality brought with it changes that generated systemic challenges. 
Nevertheless, at the same time, it directly impacted educational management practices, a transition 
marked by a pandemic that goes through old logic that persists over time and known organisational 
forms. This section reviews the existing relationship between improvement processes, as Chapman 
(2017) posited, concerning the way an improvement network is created and the possibilities that can 
lead their participants to collaborate in a context marked by uncertainty, change, or transformation of 
their relationship rules, virtual forms of interaction due to the pandemic and, formation of reference 
groups that complement each other between the old and the new.

The NIC (Networking Improvement Community) as an improvement strategy can have different facets - 
positive and negative for the educational system since they can contribute to the members’ professional 
development, as well as a space for the confrontation of ideas, where common objectives are not built, 
on the contrary, the same rules are held (Rincón-Gallardo et al., 2019). However, a minimum starting 
point for a collaborative culture is required concerning networks. Specifically, this project’ participants 
did not occur naturally and intrinsically, being a challenge to build a base to collaborate and work as a 
NIC. Collaboration is not only desirable when it is thought about pre-primary school expectations, but 
some specificity is also required, like at what levels it is desirable, who is involved, and to what degree 
should the principal need to be involved in collaborating within his/her educational centre with her 
colleagues. 

Therefore, SUMMA fulfilled the role of mediator and researcher, looking at how professional learning 
can be produced in and among pre-primary leaders and supporting professionals through an exercise 
that sought to cultivate the bases to collaborate professionally in the aspects that were considered 
pertinent. At the same time, it is worth discussing the range accomplished by the two improvement 
cycles in terms of collaboration, networking and learning community, that is, a coordinated way of 
enhancing among peers with the professional support of an external party.

Initially, the proposal was based on the improvement science paradigm, which implies carrying out 
an articulated cycle whose agents seek broadly to promote advancement but are pretty specific in 
contextual terms. That is, through the project’s journey, some situations arose to which it was responded 
emergently, adapting and being flexible in planning. Understanding that the educational context during 
and after the pandemic was highly altered, in this case, the impact was mainly visualised returning to 
work face-to-face, where this group of principals focused on answering the educational centre’s internal 
needs.

Improving science perspective: virtuous and non-virtuous circles

A helpful analogy to discuss research results is the generation of conceptual circles. It can be distinguished 
into two types: On one side, there is a IS virtuous cycle; they contribute and respond to what is desirable 
and tributary for educational improvement and professional development. On the other side, there 
are non-virtuous cycles characterised by restricting progress towards forming reflective and articulated 
communities within the educational environment and outwards. This aspect is important to highlight 
since when a network improvement is applied as a strategy, the boundaries of the educational unit tend 
to be fluid or non-existent.

A non-virtuous circle is one made up of practices focused on educational management. The Chilean Early 
Childhood Education Good Management Framework (MBD EP, 2021) emphasises that managing and 
leading an educational unit means linking various aspects and balancing the tasks required to achieve 
the centres’ goals and objectives. The balance, in some cases, is evident through more distributed 
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leadership (Bush et al., 2016; CEDLE, 2019), as stated in the MBD EP international discussion. This circle 
is clear to the SLEP’s principals concerning what is desirable though it is stressed by the cumulative 
responsibilities of their position, the centrality in decision-making, and the essential presence in the 
centres. Illustrations of this situation are the constant affirmation that principals cannot leave the centre 
and must be in the room to fill positions as educators. This issue meant tensions for the project schedule 
since a matter always to be negotiated with the SLEP was not to interrupt the school or administrative 
management times.

In order to progress in a NIC, one of the fundamental issues is the leadership and management aspects 
that occur in pre-primary centres. Although this project did not delve into what happens within 
educational centres and their work and operation logics, it can be stated that the installation of these 
ideas is rather diffuse since, on the one hand, apparent issues are presented regarding what is to be 
resolved within a NIC, but, on the other hand, the desirable practices to achieve it are missed. This makes 
it necessary to cement the path from the point of facilitation, accompaniment and network generation 
to consolidate leadership practices based on collaboration.

From another point of view, the principals do not know how their colleagues lead their centres because the 
opportunities they have to interact have other purposes. They declare that each one reflects a personal 
seal in their management. However, there are certain points in common when discussing a shared 
vision of early childhood education. Unfortunately, due to the SLEP’s short time of existence, a process 
that manages to link them entirely as a group has not been accomplished so far. There are instances of 
incipient collaboration generated by the relational trust established by previous experiences and from 
the project, but it is not extendable to the whole group. What is achieved during the improvement cycles, 
therefore, is linked to a group ethos construction, approached through its name, Advancing Together, as 
a target objective, in development since there is still a need to generate instances of a more significant 
connection, empathy and recognition, as proposed by the leadership literature (MBD EP, 2021).

It is argued that improvement cycles are not virtuous when the participants’ dedication, autonomy 
and self-management are lost. It is demanded that leaders have professional confidence to allocate 
time and energy to new projects, which will help them achieve individual and collective goals. For 
instance, regarding professional capital, the link intensity and relationships between the participants 
are considered a source of capital (Chapman, 2017). Likewise, “to lead,” a similar definition, is added 
to effective communication as proposed by the MBD EP. An important issue is that intensive, deep or 
collaborative social interactions tend to favour NIC development. In this case, since they are not fully 
articulated, they become a challenge to continue developing and deepening over time through more 
meetings that facilitate the construction of the network professional capital.

On the contrary, a virtuous circle is made up of principles promoted by the improvement cycles; on the 
one hand, effective communication, and on the other hand, protected spaces, planned and organised to 
favour interaction that serves to circulate practices, experiences and knowledge - in any common space 
a focused and productive conversation would not take place. Principals stress transversally the need to 
mobilise these experiences, which are translated into concrete exchange activities. Principals highlight 
the need to know the reality of each other, to know what happens in the territory’s educational centres, 
thus being able to progress in the knowledge of the needs existing in the group of principals. Chapman 
(2017) states that these spaces can become the engine of innovation and improvement when discussing 
the current network evidence. However, to achieve this goal, collaborative and associative practices 
must be installed to achieve common goals for their members. In this group of principals, there is an 
openness concerning what they want to mobilise collectively since an essential condition is to know 
the local needs. One way to carry it out in the project context was to investigate collaboratively; this 
allowed a step toward that desirable interconnection for a NIC.

Finally, a virtuous circle can be glimpsed from this experience related to some principals’ rooted beliefs. 
Although changing beliefs is a long-term process, evidence supports that the individual management 
paradigm breaks with training, collaboration and reflection (Chapman, 2017). Principals have 
experienced an exciting opening transit from their centre particular reality to share with others and to 
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be accompanied, two elements that converge and become virtuous for the management and leadership 
tasks. Future training could be expected to pursue those objectives, promoting meeting spaces focused 
on topics of interest, for example, the construction of a common language.

In summary, the central aspects for implementing IS in an initiation context like the one studied here, 
which leads to a virtuous circle, consider a NIC as a “community of common achievements”, as LeMahieu 
(2015) named that seeks measurable and clearly defined results. NIC members carefully study the 
challenges and supporting evidence to become common challenges articulated within the improvement 
approach. The science of improvement provides a rigorous methodology for knowing “how to make a 
program work” reliably and in all contexts. One last point, no less important, is the necessary and careful 
coordination that guarantees the proper functioning of the NIC.

Consequently, it has presented the essential aspects with which it has worked during the implementation 
of the project: the improvement science and the short cycles (PDSA) approach, a group of principals 
within a location, the transfer to a new institutionality and, finally, consequences of responding to a 
challenging context with available tools, and others to know, through accompaniment and facilitation 
of meetings, dialogue and communication spaces that were useful to sow suitable interactions and 
collaboration.
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VII. Overall Assessment and Recommendations

The current project has contributed to new knowledge. It has been shared in different academic 
instances, such as the Comparative and International Conference Society 2021 conference with the 
paper presentation: “Strengthening Collaboration among Chilean Early Childhood School Leaders: 
Piloting an Improvement Science Approach in a Local Public Education Service (SLEP)”. Also, the Latin 
American Meeting on Education EIDE XVI in November 2022 presented the work “Collaborative 
practices from an improvement science approach: Avanzado Juntas’ case”. Similarly, next year it will be 
presented at the CIES conference the paper presentation “Leading alone: A Journey to Implement a 
Networked Improvement Community with Chilean Pre-Primary Leaders”. 

Other dissemination activities to be materialised are a final event with the SLEP and stakeholders to 
share and socialise this project results (January 2023), a brief report to report and give SLEP and other 
stakeholders printed material (Spanish) as well an online version (Spanish and English). Last but not 
least, this present final research report is also part of the diffusion material.

Some recommendations can be compiled in the following points focusing on what progress is required:

1. Generate the basis of a NIC agreeing on the network principles.

Installing a NIC, as has previously been argued, requires a favourable ground that refers to the 
foundations, or central virtuous circle, which is building environments of trust and professional 
relationships, strengthening the capacities to carry out tasks collaboratively, share information, promote 
good communication, and generate knowledge or undertake projects together under agreed purposes.

2. Networking planning

Strengthen the design of a planned network collaboration strategy where all parties participate with 
ideas, proposals and commitments. The latter is a crucial point for principals since they will have time 
within their agenda and visualise beyond the immediacy of a meeting but with a consecutive/iterative 
improvement cycle perspective.

3. Accompaniment

The role that accompaniment can play in these spaces can be crucial. As there is no previous history 
of working together, building the NIC guidelines, in which the roles and responsibilities are raised, 
and who facilitates this space is necessary. For instance, principals repeatedly insist that they need 
a mobilising agent seen from the training point of view. However, although external agents can play 
a role as a facilitator, it is necessary to define the conceptual borders of this professional space. The 
accompaniment in the initial stage of the NIC can be seen as a type of scaffolding, that once with more 
significant maturation, the NIC could operate in a self-regulated manner.

4. Evaluate changes

What has been done differently, what has been achieved together, and how it has been possible to 
articulate and build that common language, all to deepen the roots of the NIC (Bryk et al., 2021).
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5. Collaboration

When beginning a NIC, collaboration cannot be taken for granted; it requires it to be constructed 
according to the characteristics of the group and their purposes to shape the NIC. In this way, the 
improvement cycles become specific exercises that allow testing not only a solution to a problem but 
also, in the process, the group gets to know each other, and their members’ personal and professional 
features emerge, which can contribute to shaping the NIC.

6. Modelling the identity of the NIC

If the intrinsic purpose of collaborating for a common and greater good that benefits all its members 
and, therefore, their educational communities are added to the people characteristics who make up the 
NIC, then it permits to generate identity, both the accumulation of the collective experiences as well as 
for what it is possible to do, allowing to project the NIC.

7. Challenges

One of the biggest challenges to start with the IS approach is the process of coming to define the problem 
within the NIC, something that has empirical evidence, that is approachable, and that is within members’ 
range of action to be able to change. That is, it is feasible, but it can also be solved in a short improvement 
cycle. Then, when existing a specialist accompaniment, adequate methodologies and strategies can be 
provided to the NIC to work according to the problem to be solved. This challenge could reappear along 
the way every time the NIC tries to respond to different issues, find appropriate strategies to obtain the 
expected results and generate learning without getting stuck along the way.
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ANNEXES

1 Diagnostic interviews guidelines (Spanish)
(Principals and SLEP supporting professionals)

Pauta de Entrevista Semiestructurada con Directoras de Jardines Infantiles

Julio 2021

• Objetivo de las entrevistas: Recabar información de las condiciones (institucionales, personales, 
organizacionales y profesionales) en que ejercen el cargo las directoras del SLEP-GM

• Modalidad: Entrevista grupal vía remota (3 a 4 directoras)

• Criterio de agrupamiento: afinidad y conocimiento de las directoras entre ellas. Disponibilidad horaria

• Cantidad de reuniones: 4 

• Solicitar permiso para grabar la entrevista.

1. Presentación Personal: Cada persona se presenta (nombre, jardín del que es directora, profesión o 
formación, trayectoria breve y si conoce a alguna otra directora en la reunión. 

2. Jardín infantil: Contar sobre sus jardines infantiles. ¿Cómo son? ¿Qué particularidades tienen? ¿A qué 
tipo de niños atienden? ¿Cómo es la participación de las familias? ¿Cómo son las profesionales y técnicos? 
¿Con qué dificultades se enfrentan día a día? ¿Cuáles han sido las dificultades durante la pandemia? 
¿qué desafíos creen que vienen cuando comencemos a volver a la normalidad?

3. Nueva Institucionalidad: ¿Cómo ha sido el proceso de cambio e instalación en el SLEP? ¿Qué elementos 
positivos pueden rescatarse de esta nueva institucionalidad? ¿Cuáles son los principales desafíos a los 
que se enfrentan por esto?

4. Acompañamiento del SLEP: Explorar qué tipo de acompañamiento se ha realizado hasta ahora en sus 
jardines. ¿Cuál es el objetivo? ¿Sobre qué temas? ¿Cómo se hace? ¿Con qué frecuencia? ¿Son coherentes 
con las necesidades del jardín? ¿Han sido útiles? ¿Para qué? ¿Qué dificultades ha habido? ¿En qué se 
diferencia el acompañamiento actual del que hacía JUNJI antes?

5. Uso de Datos: ¿Se realiza evaluación y monitoreo de las prácticas y procesos en sus jardines? ¿Quién lo 
hace? ¿Cómo se hace? ¿Para qué se hace? ¿Cómo utilizan la información?

6. Trabajo en Red: ¿Han tenido experiencias de trabajo en red con otros jardines del territorio? ¿Cómo 
ha sido? ¿Cómo han funcionado? ¿Continúa haciéndose? ¿Y experiencias de trabajo en red con otros 
jardines infantiles? ¿Qué se puede aprender de ellas?

7. Otros programas de intervención: ¿Qué otras experiencias de programas de apoyo externo han 
tenido o tienen en sus jardines infantiles? ¿Han recibido otros programas o formación relacionada a 
temas como éste? ¿Cómo ha sido la experiencia?

8. Para cerrar, a partir de todo lo conversado, ¿en qué área(s) creen ustedes que requieren más apoyo y 
acompañamiento actualmente? ¿Cuáles dirían que son hoy los principales desafíos concretos que lo 
requieren?
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Pauta de Entrevista Semiestructurada con Profesionales de Acompañamiento

Julio 2021

Objetivo: Recoger información de las personas de acompañamiento (3 personas)

1. Presentación Personal: Cada persona se presenta (profesión o formación, cargos anteriores, viene de 
alguna corporación). Preguntar sobre la trayectoria y cómo llegan al cargo. 

2. Jardines infantiles del SLEP: Hablar sobre los jardines infantiles VTF del territorio. ¿Cómo son? ¿Qué 
particularidades tienen? ¿A qué tipo de niños atienden? ¿Cómo es la participación de las familias? ¿Cómo 
son las profesionales y técnicas? ¿Hay jardines con los que sea más difícil trabajar que con otros? ¿Por 
qué? Abordar problemáticas relevantes 

3. Pandemia: ¿Cómo ha sido el tiempo de la pandemia, y el comienzo del servicio? Explorar dificultades 
relativas a este tiempo específico. Dificultades de comunicación y conexión, disponibilidad de horario, 
sobrecarga, trabajo administrativo, situaciones a resolver por el proyecto

4. Instalación y gestión: Conocer la historia del SLEP desde su instalación hasta ahora, teniendo presentes 
las principales dificultades y fortalezas, en especial en el nivel inicial. (Gobernanza y vinculación con la 
institucionalidad)

5. Rol de acompañamiento: Explorar qué tipo de acompañamiento se ha realizado hasta ahora. ¿Cuál 
es el objetivo? ¿Sobre qué temas? ¿Cómo se hace? ¿Con qué frecuencia? ¿Cómo responden los jardines al 
acompañamiento? ¿Qué dificultades ha habido? ¿Existía previamente una cultura de acompañamiento? 
¿Se ha logrado formar una cultura de acompañamiento? En el caso de directoras nuevas, ¿existen 
procesos de inducción y acompañamiento?

6. Uso de Datos: ¿Se realiza evaluación y monitoreo formalmente en los jardines del territorio? ¿Quién lo 
hace? ¿Para qué se hace? ¿Cómo utilizan la información los jardines infantiles?

7. Trabajo en Red: ¿Existe o ha existido trabajo en red entre los jardines del territorio? ¿Cómo ha sido? 
¿Cómo han funcionado? ¿Existen experiencias de trabajo en red (dentro del territorio) en otros niveles 
educativos que hayan funcionado bien? ¿Qué se puede aprender de ellas? ¿Existen vínculos entre 
directoras de la misma comuna o entre diferentes comunas?, ¿han desarrollado proyectos o acciones 
colaborativas entre establecimientos?

8. Otros programas de intervención: ¿Qué otras experiencias de programas de apoyo externo hay o 
ha habido en los jardines VTF del territorio? ¿Han existido otros programas relacionados a temas como 
éste? ¿Cómo suelen responder los jardines a programas externos de formación?
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2 Middle interview guidelines (Spanish)

Pauta de Entrevista Semiestructurada para Directoras de Jardines Infantiles

Marzo 2022

• Objetivo de las entrevistas: Conocer la percepción de las directoras sobre el proceso llevado a cabo desde 
sus inicios hasta la fecha. Particularmente, enfocarse en su percepción sobre las implicancias prácticas del 
trabajo que han realizado en su día a día.

• Modalidad: Entrevista individual virtual

• Cantidad de entrevistas: 15

• Registro de datos: Grabación con audio y video.

• Solicitar permiso para grabar la entrevista.

Presentación Personal: Cada directora se presenta (nombre, jardín del que es directora, comuna). 

1. Interacciones con otras directoras: 

• Aparte de los espacios de colaboración que el equipo SUMMA ha abierto, ¿se ha presentado alguna 
oportunidad de intercambio, sea formal o informal, con las demás directoras? ¿Algún ejemplo que quiera 
destacar?

• ¿Ha establecido alianzas con otras directoras? ¿En qué temas?

2. Aprendizaje personal: 

• ¿Visualiza algún cambio o aprendizaje concreto a nivel personal, a partir de la experiencia de trabajo 
conjunto, que pueda destacar? ¿Cuál(es)?

• ¿Considera que el proyecto aporta a su formación como directora? ¿En qué dimensiones? 

3. Aprendizaje de otras directoras: 

● ¿Qué le ha permitido conocer de las otras directoras, en este espacio de colaboración (Ej. 
liderazgo, prácticas, equipo, jardín(es), forma de trabajar, etc.), que le haya llamado positivamente 
la atención en términos de aprendizaje o querer conocer más?

4. Relevancia para la práctica 

• ¿Qué aspectos de esta experiencia de colaboración han sido de utilidad? ¿Ha aplicado alguno de ellos 
con su equipo de trabajo?

5. Interacciones con las Profesionales de Acompañamiento

• En relación a su experiencia de trabajo con la profesional de acompañamiento, ¿este proyecto ha hecho 
algún tipo de diferencia en el modo de trabajar colaborativamente?

6. Cierre

• ¿Considera que para llevar a cabo experiencias de colaboración entre los jardines infantiles del SLEP-GM 
necesitan, ustedes como directoras, algún tipo de acompañamiento especial (ej. Un agente movilizador 
o articulador)?

• ¿Se ha dado algún cambio en términos de la soledad que inicialmente muchas directoras mencionaron 
que trabajaban? ¿Genera algún soporte extra el conocer a las otras directoras? ¿En qué se aprecia este 
soporte? ¿Cumplen, actualmente, un rol más presente las otras directoras?
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3 Final interview guidelines (Spanish)

Pauta de Entrevista Semiestructurada para Directoras de Jardines

Junio 2022

Objetivo: Conocer la percepción de las directoras sobre la experiencia vivida en el último periodo del 
proyecto y en qué medida ha incidido en su práctica profesional como directora de un jardín infantil y sala 
cuna. Además, explorar en cómo visualiza que la red Avanzando juntas puede continuar trabajando de aquí 
en adelante.

Duración: de 45 a 60 minutos aproximadamente

Temas a abordar:

- Interacciones con otras directoras
- Aprendizaje de otras directoras
- Aprendizaje personal y profesional que deja el proyecto
- La colaboración y su relevancia para la práctica
- Interacciones con las profesionales de acompañamiento
- Cambio en la “soledad” del cargo de directora.
- Medida en que se valora el conocer a las demás directoras
- Percepción de cambio en el rol/ disposición/apoyo que pueden cumplir las otras directoras en el 

quehacer diario del liderazgo de la entrevistada.
- Algo que destaque de este proyecto.
- Proyección de la comunidad/red
- Identidad de grupo, compromiso, confianza, comodidad (red).

Guión: Bienvenida y solicitud de permiso para grabar la entrevista.

Preguntas

1. Interacciones con otras directoras (en la última etapa)

• ¿Podría hablarnos un poco del micro/pequeño problema/desafío en el que trabajaron en el último mes? 

• ¿Qué habilidades/experiencia previa está aprovechando en este trabajo/proyecto? 

• ¿El tema de indagación generó interés o conversación con su equipo del jardín o a los padres/familias?¿En 
qué espacio se produjo? ¿con quiénes? 

• ¿Se siente más implicada en una posible análisis/resolución del problema?.

2. Aprendizaje de otras directoras: (Evaluación general)

• ¿Qué le ha permitido conocer de las otras directoras, en este espacio de colaboración (Ej. liderazgo, 
prácticas, equipo, jardín(es), forma de trabajar, etc.), que le haya llamado positivamente la atención en 
términos de aprendizaje o querer conocer más?

• ¿Ha elegido con quién trabajar en algún momento del proyecto? 

• ¿Qué opina del tipo de trabajo en equipo? ¿Has participado en los grupos de WhatsApp creados en torno 
al proyecto? ¿Lo hiciste con frecuencia o no? ¿Por qué (no)? ¿Qué valor (o no) has encontrado en ello?.

3. Aprendizaje personal y profesional 
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• ¿Visualiza algún cambio o aprendizaje concreto a nivel personal o profesional, a partir de la experiencia 
de trabajo conjunto, que pueda destacar? ¿Cuál(es)? (ideas, perspectiva, del tema, forma de trabajo) 

• ¿Considera que el proyecto aporta a su formación como directora? ¿En qué dimensiones? 

• ¿Su participación ha cambiado la visión de sí misma como directora? (Rol) ¿De qué manera, positiva o 
negativamente? ¿Podría darnos un ejemplo de un impacto positivo/negativo en su visión y/o práctica? 

• ¿Cómo describiría este proyecto y su experiencia a otra directora?

4. Relevancia para la práctica 

• ¿Qué aspectos de esta experiencia de colaboración han sido de utilidad? ¿Ha aplicado alguno de ellos 
con su equipo de trabajo? 

• ¿Cómo describiría el impacto de esta experiencia de colaboración en sus habilidades y capacidades 
como directora? ¿Hay cosas que haría de forma diferente ahora que antes?

5. Interacciones con las Profesionales de Acompañamiento

• En relación a su experiencia de trabajo con la profesional de acompañamiento, ¿este proyecto ha hecho 
algún tipo de diferencia en el modo de trabajar colaborativamente?

6. Cierre

• ¿Se ha dado algún cambio en términos de la soledad que inicialmente muchas directoras mencionaron 
que trabajaban? ¿Genera algún soporte extra el conocer a las otras directoras? ¿De qué manera o en 
qué tipo de instancias se aprecia este apoyo? ¿Cumplen, actualmente, un rol más presente las otras 
directoras? ¿Qué rescata de lo que hicimos? ¿Cómo le gustaría o visualiza el seguir trabajando con las 
directoras colegas? (Sostenibilidad).
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Pauta de Entrevista Semiestructurada con Profesionales de Acompañamiento

Julio 2022

Cómo resumiría lo desarrollado en el último año en la red Avanzando Juntas (AJ)?

1. Cambios del acompañamiento 

Desde hace un año hasta ahora, ¿ha cambiado de algún modo el modelo de acompañamiento? ¿En 
qué sentido o áreas? ¿Qué lo gatilló?¿Hubo alguna injerencia del proyecto Avanzando Juntas en estos 
cambios?

2. Actividades del proyecto

En relación al ejercicio de indagación, ¿cree que este ejercicio ayuda a la toma de decisiones de las 
directoras en base a evidencias? ¿Sí? ¿No? ¿Por qué? ¿Cree que podría ser aplicado en nuevas tareas 
concretas como comunidad AJ?

3. Percepción de la colaboración de la red 

¿Cuál es su percepción del trabajo colaborativo que han realizado las directoras en el proyecto 
Avanzando Juntas? ¿Se aprecia mayor integración o no integración? ¿En qué ve ese mayor o no mayor 
grado de integración (confianza, compromiso, sentido de pertenencia a una comunidad)?

4. Ciclos de mejora y metodología de trabajo 

¿Qué le pareció la metodología de trabajo en ciclos de mejora (Planificar, Hacer, Analizar y Actuar)? ¿Cree 
que podría ser un enfoque útil para aplicar en el trabajo con las directoras de manera más permanente?

5. Perspectiva de la red AJ

¿Cómo percibe el futuro de la comunidad de directoras? ¿Cómo se podría proyectar en miras de su 
desarrollo profesional y aprendizaje conjunto dentro del SLEP -GB?

6. Descripción del trabajo

¿Cómo le contaría a sus pares o colegas del SLEP lo que fue el proyecto avanzando juntas?

School Leadership Report.indd   52School Leadership Report.indd   52 05-12-22   17:3605-12-22   17:36



53Strengthening School Leadership

4 Exit ticket (Spanish)
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5 Complementary data of the SLEP’s pre-primary centres

SLEP-GM Early Childhood Education centres: General data percentages. Source: SLEP database. 

Figure 18: Percentage of workers per centre	 Figure	19:	Percentage of enrolment per centre

 

Figure 20: Percentage of Educators per centre Figure 21: Percentage of Assistants per centre

Figure 22: Percentage of workers with medical leave per centre
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6 Record template (Spanish)
(Second cycle - Inquiry task activity)

PAUTA DE REGISTRO

Orientaciones generales

Antes de comenzar con la indagación, piense en los actores claves que va a seleccionar, quienes le darán la 
información necesaria y se convertirán en los participantes de su mini-estudio. Busque un lugar adecuado 
y tranquilo para tener una conversación relajada y generar la confianza para abordar el tema, especialmente, 
escuchar a sus participantes y tomar notas de lo que ellos/as tienen que decir.

Una vez completada la indagación, se agradecerá enviar este documento por e-mail a alejandra.canales@
summaedu.org como tope el viernes 10 de junio. Su documento puede ser usado en las actividades que prepararemos 
para el próximo taller que quedó fijado para el martes 14 de junio a las 9:00 am en el Espacio Matta.

El proceso que conlleva esta tarea de indagación contará con 4 hitos:

Diagnóstico inicial: Las directoras de la red Avanzando juntas tienen la preocupación por la atención de 
los niños y niñas con necesidades educativas especiales, en específico, si se comparte la perspectiva de 
la inclusión y la forma en cómo se trabaja en el aula.

PALABRAS CLAVE: INCLUSIÓN, NECESIDADES EDUCATIVAS ESPECIALES, ATENCIÓN DE AULA

Desafío: Asegurar la incorporación de la perspectiva de inclusión en aulas con niños y niñas con 
necesidades educativas especiales (NN.EE).

Información básica

Nombre de directora:

Fecha de aplicación:

Jardín infantil:

Lugar de aplicación:

¿En qué orientación o documento técnico se incluye la perspectiva de inclusión?

School Leadership Report.indd   55School Leadership Report.indd   55 05-12-22   17:3605-12-22   17:36

mailto:alejandra.canales@summaedu.org
mailto:alejandra.canales@summaedu.org


56Strengthening School Leadership

Dónde: ________________________________

¿Cuántos niños tienen diagnóstico de NN.EE? (número aproximado total)

Nº _________

SITUACIÓN ACTUAL:

Haga una breve descripción del trabajo que se realiza en el jardín infantil en torno al desafío.

¿A quiénes se les consultó? (participantes). 

El objetivo es tener la información de 2 a 3 personas, por ejemplo: la Educadora de Párvulo, Asistente de Párvulo, Padres o 

apoderados, etc.

Registre brevemente las ideas principales de la conversación con sus participantes, lo que ellas dicen hacer en la práctica). 

Algunas preguntas pueden ser

Nombre participante 
1:

Rol del participante 
en el Jardín Infantil:

Pregunta 1: ¿Qué sabe de inclusión?

Pregunta 2: ¿Cuáles son los diagnósticos más comunes que usted ve en su práctica?

Pregunta 3: ¿Cómo trabaja la inclusión en el aula o en su día a día?

Nombre Participante 
2:

Rol del participante 
en el Jardín Infantil:

Pregunta 1 ¿Qué sabe de inclusión?

Pregunta 2 ¿Cuáles son los diagnósticos más comunes que usted ve en su práctica?

Pregunta 3 ¿Cómo trabaja la inclusión en el aula o en su día a día?

Nombre Participante 
3:

Rol del participante 
en el Jardín Infantil:

Pregunta 1 ¿Qué sabe de inclusión?

Pregunta 2 ¿Cuáles son los diagnósticos más comunes que usted ve en su práctica?

Pregunta 3 ¿Cómo trabaja la inclusión en el aula o en su día a día?
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Observaciones / otros puntos que quiera agregar 

(Al final de la entrevista, registre sus reflexiones).
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