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Abstract
The training program “Process Consultation - an Intervention Model” is conceptually
covered by the existing management and quality assurance system in Romania,
starting from the premise that any activity carried out in school should have as aim
to improve quality, reflected in pupils through good and very good results, “well-
being” and the progress they have made.
The purpose of this program was to give access to certain information necessary in
day to day activity and also to bring consciousness to those involved in managerial
tasks in school. 100 school principals from Vrancea County were trainees in the
consultation process with a long term aim: improving the quality of learning and
teaching in school.
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Rezumat
Programul de formare „Consultanţa de proces – un model de intervenţie” se
încadrează, din punct de vedere conceptual, în sistemul existent de management
şi de asigurare a calităţii din România, care porneşte de la premisa că orice
activitate derulată în şcoală trebuie să aibă ca scop îmbunătăţirea calităţii,
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reflectată la nivelul elevilor prin rezultate bune şi foarte bune, „stare de bine” şi
prin progresul înregistrat de aceştia.

Cuvinte cheie: Calitate, consultanţa de proces, director de şcoală, formare,
management.

1. Introduction

The “Process Consultation - an Intervention Model” training program
developed by researchers from the Institute of Educational Sciences (IES)
was initiated on the basis of the strategic guidelines launched by the Romanian
Ministry Education (RMERS, 2014b) and the gaps identified by the IES
(Iosifescu 2000; Iosifescu 2001; Mihail 2001) in initial management training.

Being a school principal is a profession in itself not an occupation, even if,
legally, the standards in force refer to the occupation of a principal. Regardless
of the type and level of the school, the profession and the professionalism as
a manager meet certain requirements and are subject to some principles.
This professionalism responds to the pressure of the specialized response,
especially in special situations (crises, disruption of the working agenda,
negotiation, etc.), and the investment range of the individual (training courses,
masters, other legal requirements) requires another social status.
Professionalize the school principal, seen as a vocational path, is not just a
thought, but a stringent requirement to improve the quality of pre-university
education - one cannot ensure the quality of education in a school and in
public or private national system if one do not have selection criteria. Once
these exist, it results implicitly that some have personal qualities to be a good
principal, and others do not. A teacher, however well trained in the field of
educational management, having a Master degree or other educational
management studies, may not have the necessary skills to be a good school
principal.

What we wanted to achieve through this program was to give managers,
board members, Department heads and teaching staff aspiring to leading
positions access to management consulting and to increase the number of
those concerned with their own profession as conscious owners of the skills
they can develop in the idea of  adding value.
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The objectives of the program were as follows:
 The initiation in the process consultancy of 100 school principals, members

of the School Board and teaching staff aspiring to leading positions in
Vrancea County through 43 training hours, of which 34 hours were done
on the noultraining.ise.ro platform, 3 hours of general legal notions, 3
hours of basic principles and basic legislation and 3 hours of evaluation;

 Develop the skills of the trainees in solving the school problems, by
elaborating the School Improvement Plan (SIP) and solving a stringent
problem of the schools where they work;

 Acquiring the basic notions of the Romanian legal system through 3 hours
of legal notions;

 Developing the abilities of law enforcement officers related to the
legislation specific to the education system, through 3 hours of training
on fundamental principles and basic legislation.

The staff targeted by this training program consisted of 100 school principals,
School Board members and teaching staff aspiring to leading positions in
Vrancea County, and the subjects and themes they went through can be
seen in Table no. 1.

No. Topics Themes
1. Process consultation Group rules, enrolment and ways to use the noultraining.ise.ro

platform, the definition of process consultancy, the role of the
process consultant and the client organization.
Facilitations, applications, consultancy, evaluation.
Customer actions, diagnosis and intervention.
Process consultation in E. Schein's vision.

2. General legal notions Fundamental principles and basic legislation in the Romanian
educational system.

Table no. 1. Subjects and topics covered

Under the program, trainees have acquired a range of managerial and legal
skills that can be seen in Table no. 2.



2. Indicators for Program Implementations

In Educational Management planning, one of the things that researchers
have to work out is a set of indicators that will be used to measure outputs
against program goals. We choused some appropriate quantitative and
qualitative performance indicators starting from a set relevant questions about
the scope, objectives an outcomes of the program.

Table no. 2. General competences acquired

Quantitative
performance

indicators

Proposed Achieved Percentage
%

Qualitative
Performance

Indicators

Proposed Achieved Percentage
%

Number of
trainees
enrolled

100 100 100% Number of
students'
complaints

0 0 100%

Graduation
rate

100 100 100% Drop out 0 0 100%

Attendance 75% 75% 100% Publications 1 1 100%
Number o f
inputs on e
learning
platform

400 244 Debates,
seminars and
round tables

1 1 100%

A thank-you
letter from the
partner

1 1 100%

Starting  new
projects with
the same
partner

1 1 100%

No Competence
1. Communication with school groups and staff
2. Using on-line platform noultraning.ise.ro
3. Facilitating group activity and process consultation
4. Diagnosis, intervention and problem solving
5. Knowledge of the basic notions of the Romanian legal system
6. Applying the legal norms related to the legislation specific to the education system

Table no. 3. Performance indicators
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3. Process Consultation - An Intervention Model

Every organization has a purpose and a mission, and the consultant is primarily
interested in their formulation and the means used. These goals are
communicated and internalized by members of the organization, and the
consultant is interested in the forms of communication used and how members
relate to each other, individually or in groups. Problem-solving processes
require the involvement of leaders who use various leadership methods and
techniques. Meetings take place, decision-making processes are taking place
and decisions are made.

Pre-university education managers need in their work conceptual models
that synthesize the activity of the consultant or facilitator to start the study
of human processes, the interaction between the organization and the external
environment, the results obtained and the techniques of their observation,
the dynamic dynamics of success - failure. Such a conceptual model is
presented in the works of Edgar Schein, the founder of the Process
Consultation field, on the basis of which these materials are developed for
the course (Schein1988). Process Consultation is a set of activities done by
the consultant that helps the customer to perceive, understand and act on
the processes that occur in the client organization in order to improve the
customer-defined situation. The process consultant assists in gathering the
data, but the client organization or manager needs to collaborate in formulating
the diagnosis and they will decide when this data is sufficient. The consultant
will avoid making premature diagnoses.

Several models of observation, diagnosis and intervention, specific to process
consultation were presented in the course materials. The phenomena that a
consultant can see and where they can intervene can be: face-to-face
relationships between two or more people, and group and inter-group
situations. Face to face relationships can be polarized relationships: respect -
lack of respect, collegiality - animosity, formalism - proximity. Group and
inter-group situations include: the existence of subgroups in the organization
that may or may not coincide with functional subdivisions; relations between
them: tensions - cooperation, power games and struggle for power, circulation
of information, participation in the decision; norms, organizational culture,
leadership, here one can analyse the explicit rules and implicit rules, the
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distance to power (strict hierarchical relations or horizontal cooperation),
the characteristics of leadership. The process consultant assists in gathering
the data, but the client organization or manager needs to collaborate in
formulating the diagnosis and they will decide when this data is sufficient.

Diagnosis and intervention are activities through which the facilitator
intervenes in the organization through questions, application of tools,
discussions with members of the organization, organization of activities,
training and counselling. They cannot be separated from the point of view of
the intervention even if these actions are conceptually separated. The
organization features both static and dynamic elements, stabilizing its own
culture and structure. The structural approach is a great temptation because
we are accustomed to thinking in these terms, and often we come to false
definitions of problems and false perceptions of reality. It is often proposed
to change the organizational chart / staff structure, establishment / abolition
of posts; individuals and their personality can be treated statically, as structural
factors, not as subjects of change.

4. School Improvement Plan (SIP)

The SIP was proposed within the program as a facultative activity, and it
remains at the discretion of the school management how it will be introduced
either as part of the Institutional Development Plan (IDP) or as a stand-
alone plan.

The purpose of SIP is to improve the quality of teaching and learning in
school so that more and more students have good results in Romanian,
mathematics and science. The school will have to develop a two-year plan
that focuses on the core disciplines where weaker results have been
achieved. It is advisable for the school to develop the plan within two to
three months of identifying the problems.

SIP contains a number of elements, including: strategies based on scientific
research; policies and practices that will make all pupils achieve at least
satisfactory results in fundamental subjects; the setting of specific, measurable
objectives and a one-year deadline for the continuous progress of pupils; to
specify the responsibilities for school and educational partners in implementing
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the plan; to include strategies that will promote the effective involvement of
parents in school activities; to include learning activities before the start of
classes, after they are completed and during holidays; to incorporate strategies
that promote the professional development of teaching staff (Pinellas County
Schools, 2016).

Here are some examples of policies and practices that could be used in
schools included in the program: massive introduction of active-participatory
work methods; regular analysis of learning outcomes and other data; involving
teachers and parents in decision-making and the correct allocation of
resources to support fundamental goals; choosing training programs and
teaching materials; effective use at times of time; improving how the results
of the evaluations are used.

SIP should take into account the professional development of leadership and
teaching staff, because student success is closely linked to teacher training
and skills. Professional development is crucial to ensure continuous
improvement in working skills with pupils to help them achieve at least
satisfactory results in evaluations. The professional development that should
be provided will focus on the teaching and learning process. For example:
using active-participatory methods, initiating students into new learning
methods; teacher training in analysing data on the class and school situation,
and then using this analysis in classroom activity.

Parents could be included in the SIP as follows: each parent will be informed
in writing that the school has identified the need to implement such a document;
SIP specified the strategies that were used to promote parent involvement;
effective strategies are those involving parents as teachers’ partners in
educating children and making decisions in school.

SIP contains measurable goals, the plan has goals correlated  with the desired
results. Goals provide a means of tracking school progress over the two
years during which the plan is being implemented. During the elaboration /
revision of the SIP, the school will consult with: parents, teaching staff,
inspectors from the County School Inspectorate, experts from the Institute
of Educational Sciences and from the Romanian Agency for Accreditation
of Quality in Pre-university Education (RAAQPE).
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The process of reviewing SIP could follow as follows: two independent
evaluators give a verdict on the viability of the plan within 30-45 days of
receiving it. The County School Inspectorate (CSI) should involve teachers
and school managers with the same profile as evaluators, but whose students
have achieved much better results.

5. Conclusions

The main conclusions of the implementation of the “Process Consultation -
an Intervention Model” program areas are the following:
 There is a demand for training, but the Ministry of Education has not

taken effective action to create a market for training and financing of training;
 Trainees are poorly motivated to participate in training because the training

they attend is not rewarded by substantial wage increases;
 School principals are overloaded and should be relieved of classroom

hours.
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