
Outcomes of the Working Session  
“How to avoid ’red tape’ in external evaluation?” 

 
In this working session participants of the two study visits in Vilnius and Hamburg 
discussed examples of best practice and challenges how to open schools for 
external evaluation, how to make them aware of its advantages and how to make 
external evaluation practice more effective for the individual schools. Discussions 
focused on the following messages. 
 
Schools need well-trained and experienced experts for internal as well as for 
external evaluation. So far schools have reached different levels of knowledge 
about external and internal evaluation. Consequently schools need proper guidance 
in this field of school improvement. Particularly, headmasters must be trained how 
to work with evaluation reports and how to implement internal evaluation 
processes at their schools. Therefore ressources, e. g. for training measures, are 
needed. In connection with this the participants suggested an Internet pool of 
examples of best practice and of tools for internal evaluation, which could be used 
by the schools. The Internet platform for internal evaluation in Saxony can be 
taken as an example.  
 
Schools must participate in the process of external evaluation. This will provide 
a greater acceptance among the schools. Moreover it will better meet the needs of 
the individual schools and make the report of external evaluation their report. So 
in Catalonia and Saxony the schools themselves choose the fields of school quality 
where they want to improve something. They make target agreements with the 
local school authorities. In Stavanger, Norway schools are involved in the 
completion of the school report. They may add remarks to the draft of this report 
which is sent to them before the presentation. Then the adviser finishes the report 
and refers to the remarks of the schools. At the presentation meeting with the 
school and the stakeholders the schools feel that they have participated in this 
report and its presentation. 
 
External evaluation can only be successful if there is a cooperation at eye level 
between schools, school authorities and political decision-makers. This 
cooperation must function like an elevator. Decisions cannot only be made top-
down, but must be discussed and implemented bottom-up. So bridges between the 
three levels are needed. Thereby school authorities can work as mediators and give 
input to the politicians. For example, in Norway each school has a school board 
which local politicians also belong to. Besides there are also regular meetings with 
headmasters and local politicians. Also, politicians are involved in the designing of 
the plans of action of the schools just right from the start .This way politicians can 
gain first-hand experience of the schools and a better understanding of the needs 
of the schools. An important keyword when talking about a good cooperation 
between schools, authorities and politicians is trust. The workshop participants 
emphasized that trust can be cultivated when all three levels permanently work on 
the improvement of their quality as for example described in the Plan-Do-Check-
Act-circle. Furthermore evaluators should reflect on their own work and get 
feedback by the schools. So in Saxony schools fill in feedback forms at the end of 
their 3/4-day school visit to help optimize the processes of external evaluation. 
Besides the headmasters of the schools whch have already been evaluated were 



asked about their experiences with external evaluation and the school report in a 
written survey. These findings are being used to prepare the second round of 
external evaluation in Saxony. Important as well are a common understanding and 
knowledge of all the stakeholders what the process and the results of external 
evaluation shall be. 
 
External evaluation should not first of all concentrate on the weaknesses of the 
schools, but on the strengths. A positive approach as it can clearly to be seen in 
Lithuania encourages schools and does not discourage them. The results of external 
evaluation should be used for an improvement process and not for any type of 
punishment or discredit. Schools need not be told where they are bad at, but 
where they can improve. So openly published school reports or ranking only arouse 
fear but no trust and real understanding. That is the reason why the reports of 
external evaluation for example in Catalonia or Saxony are only given to the 
schools respectively to the local school authority. 
 
External and internal evaluation must be seen as complementary parts of one 
process: the process of improving school quality. A vision of the workshop 
participants is that if a school is good at internal evaluation, if there are valid, 
reliable results which correspond to the results of external evaluation even the role 
of the evaluator could change to a role of an adviser or ‘critical friend’.  
 
External evaluation must heve effects on the development of the schools. 
Reports must not end up in drawers, but must be used to make progress. Target 
agreements, such as in Catalonia or Saxony, must be mandatory. Another example 
provided by Hamburg is that if a school achieves very low results it will get both 
support and pressure. 
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