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A NEW MODEL OF REGULATION: 
A LOOK BACK 
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Regulation of the school system 

Saxon Agency for Education (SBA) 

❙ Target agreements with schools 

❙ Support for schools 

Saxon Institute for Education (SBI) 

❙ Evaluation of schools 

❙ Education monitoring 

Saxon Ministry for Culture (SMK)  

❙ Strategic regulation 

Schools 

Vorführender
Präsentationsnotizen
It has been almost exactly 10 years since the amendment of the Education Act of the Free State of Saxony, which formed the legal basis for elements of goal-oriented regulation. This can still be seen as a reaction to the so-called PISA shock, which led to a more fundamental way of thinking about single elements of quality regulation and achievement of results. 

Before providing a more detailed explanation, I would like to briefly familiarise you with the educational structure in the Freel State of Saxony. The highest school supervisory instance is the Saxon Ministry of Culture - it is responsible for the strategic regulation - this also includes all quality measures. Two institutions are subordinate to the Ministry: school supervision in a narrower sense: the Saxon Agency for Education and the Saxon Institute for Education with predominately conceptual tasks. The organigram you can see here only shows tasks relevant to our topic: all three institutions, of course, have further duties. The SBA is responsible for closing target agreements and the support of schools; the SBI is responsible for the external evaluation of schools, provision of materials for internal evaluation and education monitoring. Furthermore, for other quality-related tasks such as development of the curriculum, preparation of central examinations and continued professional development of headmasters and teachers with special assignments. However, we will not focus on this further.

Together, we are responsible for about 1,400 schools with 400,000 pupils and 30,000 teachers. You can find charts in your conference materials, if you want to find out about the structure of the school system in more detail.      
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New model of regulation 

❙ Output regulation, regulation of adminstration from a result-oriented point 
of view  

❙ Principle of subsidiarity - strengthening of decentralised responsibilities 

❙ Four principles are the focus points of result-oriented regulation  

 Client focus 

 Performance and effect focus  

 Quality focus 

 Competition focus 

 

Vorführender
Präsentationsnotizen
The new model of regulation was developed and agreed upon in a joint project 10 years ago and its principles are very familiar to you. The elements of New Public Management were introduced and implemented in your states to varying extents. The following keywords are for our joint understanding:
The administration has a controlling function with respect to the goals to be achieved.
The principle of subsidiarity always applies to public administration in Germany and we want it to increasingly lead to a strengthening of decentralised responsibility.
To this end, all administrative processes are developed with respect to the four principles of result-oriented regulation, which are client focus, performance and effect focus, quality focus and competition focus. Their individual distribution overall may be different. For example, competition focus does not have a central position for schools in Saxony. However, it is important from the schools' perspective, even if there is no published school ranking
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Regulation circle of quality development 

 

Education-political 
strategy of SMK  

1.  Defining and 
agreeing targets 

2.  Planning and 
implementing 
measures 

 3.  Checking result 
achievement 

4.  Drawing 
conclusions 

Target agreements Internal evaluation 

External evaluation 

Support 

Support SBA 

SBA SBI 

SBA 

Vorführender
Präsentationsnotizen
When we look at the quality development circle, we can see the following:
The Deming loop is the foundation: Also called PDCA: Plan – Do – Check – Act . This is to ensure a continuous improvement process. At the same time, the roles of the individual protagonists are described. 

The education-political strategy of the Ministry for Culture is the foundation, around which the roles of the different people can be described. The SBA is responsible for the largest part of the tasks with respect to conclusions, planning and implementation; in this context, the SBI is responsible for conducting the external evaluation, support of the internal evaluation and the preparation of the education report.

So much for the theory - but what has been going on with its implementation in the Saxon school system in the last 10 years.
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EXTERNAL EVALUATION  
OF SCHOOLS 

Vorführender
Präsentationsnotizen
We want to get into more detail now. We would like to begin with the historically correct order: at first, the external evaluation was introduced in 2004. 
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The development of external evaluation –  
an overview 

❙ Legally specified obligation: Education Act § 59a SchulG since 2004 

❙ Development and testing of the procedure from 2004 to 2007 

❙ First cycle 2007 to 2014 

❙ Second cycle since school year 2014/2015 

❙ Complete inspection: all schools with the same procedure 

❙ Selection of schools as representative sample 

Vorführender
Präsentationsnotizen
The external evaluation at Saxon schools has been used based on an explicit legal obligation since 2004. According to this, the legal educational duty and school programme work of all state schools is checked regularly. It is stated that an inspection procedure is carried out by the Saxon Institute for Education, whose aim it is to support schools as well as the school supervisory boards.

The first procedure was developed and tested in the years 2004 to 2007 by an interdisciplinary group of professionals. The Saxon Institute for Education has been responsible for the external evaluation since 2007. The first cycle was conducted in the years 2007 to 2014. The second cycle has been conducted since the start of these school years. All state schools will be inspected again in the following years.

The external evaluation at Saxon schools is a complete evaluation, which means that all schools are evaluated with the same standardised and scientifically justified procedures. The schools to be evaluated are selected on a yearly basis. A representative sample is selected randomly. Schools cannot be assigned for an inspection. Percentages of types of schools and school supervisory areas are included in this sample.
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The procedure of external evaluation 

❙ Procedure further developed in the second cycle 

❙ Adjusted to reduced resources 

❙ Increased focus on quality management in schools and increased 
cooperation with school supervision through: document analysis of the 
school programme, interview about school-internal quality management, 
discussion about the report 

Vorführender
Präsentationsnotizen
The existing procedure of external evaluation in Saxony was revised for the second cycle. On one hand, reduced resources had to be considered and therefore the procedure had to be shortened. My colleague Mr Schmidt will explain this in more detail. On the other hand, the content of the procedure was developed further, which was done based on the changed cognitive interest of schools and the school supervisory board.

The processes of quality development at schools is of special interest in the second cycle (as is the case elsewhere). With respect to support of schools and the efficacy of external evaluation, an increased cooperation between external evaluation and school supervision is now realised.

Three elements of our current procedure are of special importance for the realisation of these two paradigms, which I would like to explain in more detail: Document analysis of the school programme, interview about school-internal quality management, discussion about the report.

The chart shows the process of our inspection procedure. 
The schools are sent comprehensive information materials prior to the inspection. A written questionnaire is filled in by pupils, parents and teachers before the school visit. The school programme is subjected to an analysis also before the school visit. Unlike in the first cycle, the analysis no longer focusses on the presence and completeness of the school programme. The document is reviewed from the standpoint whether it can be classed as development document, that means whether school development is documented and the document can really be classed as systematic and binding foundation. It is examined how the elements of the quality circle are put in relation to each other and are practically expanded. The assessment is done in five levels.

Depending on the size of the school, the visit will last 2 to 3 days, which includes classroom lesson observations as it was already done in the first cycle. I would like to explain one element of the school visit in more detail: The interview about school-internal quality management is conducted together with the headmaster and other teachers responsible for quality management. The aim is to assess the quality development activities of the school. Based on a development topic selected by the school, the work of the school following the phases of the quality circle is reviewed and assessed.

An important aspect of our amended procedure is the discussion about the report: About four weeks after the school visit, the school receives a report with the results in printed and digital format. The parents representative also receives one of the copies. The responsible representative of the school supervisory board also receives the report. The discussion about the report forms the conclusion of the procedure. It is assumed that the participants are familiar with the report. Participants of the discussion are the headmaster, teachers, parents representatives, pupils representatives and the school authority. The discussion consists of two parts with different goals. The first part aims at a better understanding of the results, how they were obtained and how they should be assessed. In the second part, a space for exchange is created: The evaluators of the SBI serve as moderators for the exchange of results and for the development of first ideas for the continued school development between school and school supervisory board. The next steps can be specified. This is done to provide an increased support for the school development compared to the first cycle.

Please watch our information film, where you can find out more about our procedure. It will be shown in English during the breaks.
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Development of the teams 

❙ Staff selection in the 
Assessment Centre 

❙ Teams consist of three 
people 

❙ They are delegated 
teachers 

0
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Vorführender
Präsentationsnotizen
The evaluators are selected in the Assessment Centre from a pool of teachers who applied in response to a public advertisement. They are teachers delegated by the schools. Three people work together in a team.

In this diagramme, you can see the development of the staff resources for the external evaluation. The number of teams was increased in stages. We had the highest number in the school years 2009/10 and 2010/11 with 17 and 16 teams. About 60 people worked as evaluators in these years. About 270 schools are evaluated each school year. Subsequently, the staff number had to be reduced due to the increased demand for teachers at schools. 27 people work in the department in the current school year. 7 teams conduct the procedure of external evaluation at schools.
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Quality assurance measures 

❙ Manual process descriptions 

❙ Feedback from the schools (reviewed twice a year) 

❙ Staff and development concepts 

❙ Team support through regional coordinators and department leaders 
(feedback with standardised feedback forms) 

❙ New team formation every year 

❙ Department meetings (ensuring understanding of quality) 

❙ Conference 

Vorführender
Präsentationsnotizen
The quality development circle, of course, also applies to the SBI. We had the goal to conduct the procedure of external evaluation in the same manner at all state schools in Saxony under compliance with the quality standards. This slide shows the measures that were important to us and were implemented. 

All important processes were described and collected in a manual. Each evaluator works based on the procedure descriptions.
Comprehensive feedback from pupils, parents, teachers and educational partners of each evaluated school are obtained. This is done with standardised feedback forms. They are analysed twice a year.
The professional staff development is targeted. We record the closed target agreements, which development the person wants to follow, which competencies should be developed and which training is necessary to achieve this. Internal training courses are a fixed aspect. They happen twice a year. For example interviewing techniques or moderation of talks is trained there.

The evaluation teams are accompanied and supported by the regional coordinators and the department leader. The evaluators receive comprehensive feedback at the and of a school visit day. Standardised feedback forms are used here, as well. These forms are also used by the evaluators for team-internal feedback.

The processes are reflected upon in the department meetings. Existing process description can be adapted at the end of a school year.
A conference is held at the end of each school year. One focus of the conference is reflecting upon and working with the existing instruments. For example, joint classroom teaching observations and document analyses are conducted, analysed and the necessary measures are derived from it.
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Feedback from schools 

❙ "The evaluators met us with an appreciative attitude." 

School year Pupils * Parents Teachers 
2007/08 4.67 4.89 4.90 
2008/09 4.58 4.84 4.85 
2009/10 4.55 4.84 4.86 
2010/11 4.52 4.86 4.89 
2011/12 4.59 4.87 4.88 
2012/13 4.61 4.89 4.87 
2013/14 4.59 4.88 4.91 

* from Secondary School and Grammar School 

Vorführender
Präsentationsnotizen
Here you can see the results of feedback from three schools. With respect to the evaluators, three statements should be assessed. 
The evaluators appeared friendly and open-minded.
The evaluators met us with an appreciative attitude.
The evaluators were well prepared and knowledgeable.
All statements had to be assessed on a scale from 1 to 5. As an example, you can see here the results for the second statement from pupils of high schools and grammar schools, parents and all teachers. This statement was assessed very positively in all school years. The pupils were the most critical.
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What did we achieve?  

❙ A tested and accepted evaluation procedure 

❙ Description of school quality - description of criteria - as foundation for 
quality assurance in the overall system. 

❙ All state school in the Free State of Saxony were evaluated once. 

❙ Two result reports - 2010 and 2013 

❙ Handling of school reports was externally evaluated. 

❙ The second cycle has started, which reacts to the  
requirement to improve efficacy. 

Vorführender
Präsentationsnotizen
What can we harvest after ten years if we want to use this seasonal picture:

We have a tested evaluation procedure that is accepted in the state and meets the international standards for external evaluation.
We have a description of school quality, which was widely discussed in the state and is a foundation for further measures of quality assurance, e.g. concerning professional teacher development and for measures for the development of competency-oriented teaching. 
All state school were evaluated once. 
There are two result reports of the external evaluation that comprehensively address all quality aspects sorted by types of schools and that comprehensively analyse the issue of teaching quality. 
Handling of the school report was externally evaluated - the results of this study are part of the next presentation. 
The 2nd cycle has started - its conception includes a number of aspects that will result in a better efficacy. 

How can we assess this – is it a good or a bad harvest? Should there be more fruit in the basket - or can we be satisfied?
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INSTITUTIONAL TARGET 
AGREEMENTS 

Vorführender
Präsentationsnotizen
Parallel to the development and testing of the external evaluation, the procedure of target agreements was developed - I will show you this procedure now.
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Institutional target agreements in the Saxon 
school system 

2004 2006 2005 2010 2009 2008 2007 2011 2014 2013 2012 

"Regulation of 
school quality in 
Saxony“ 

 

Institutional target agreements with the operational area of the SMK. 

 

  

Educa-
tion Act 
amend-
ment 

2009: 
First 
results 

2010 -  2013: Study on  
 
"Reception and use of the school 
report of the external evaluation"  

Vorführender
Präsentationsnotizen
As mentioned before, the Education Act amendment, which became effective in 2004, suggested a modified regulation of school quality. At the end of 2004, a project process was started whose aim it was to address quality regulation and to look at the topic of institutional target agreements. This differentiation is done in addition to the existing interview between employer and employee that were already part of the overall system. Furthermore, a second process was started with the schools that were part of the testing phase in order to address expectations and fears. Both processes produced a high level of acceptance for the introduction of target agreements. Simultaneously to the introduction in the system, a booklet was prepared containing forms and materials for the formation of target agreements on the different hierarchical levels. Furthermore, all persons in managerial posts received professional development training!

Following the quality circle, this implementation process was also evaluated. A first study was done already in 2009 by the University of Potsdam - with respect to the Ministry and the subordinate authorities. A second study by the University of Leipzig, as mentioned before, concerning schools and school supervisory boards. You will hear about the results later. 


http://www.smk.sachsen.de/download/download_smk/hr_zielvereinbarung_2.pdf
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Institutional target agreements  
 

Vorführender
Präsentationsnotizen
Very briefly: It was important to us that individual target agreements were not decided upon by two people. This was already the case with employee-supervisor discussions. 
Institutional target agreements should be used to show that it is not an agreement between two people. Institutional means that the institutions know the agreements, work with them and derive measures for improvement or maintenance of quality from them. Institutional also means that the agreements are still effective when the agreeing persons may have moved to different posts. You can look at it this way: the acting persons do not act for themselves but on behalf of the institution. Therefore, it is also productive that target agreements are public and are subjected to an evaluation, if necessary. 
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Institutional target agreements  
 

Vorführender
Präsentationsnotizen
And this is how it should happen ideally:
The institute evaluates.
A school report is prepared and handed to the school and the school supervisory board.
Both parties start target agreement discussions. These discussions should be negotiations at eye level under consideration what both parties can do and add. This includes measures by the school but also resources from the school supervisory board.  But also the request for or offer of support. 
The result of this is the target agreement. It sets focus points for the day-to-day activities of the school and serves as focal point for the activities and the removal of deficits. The daily activities of the school should not form part of the institutional target agreements. 
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What did we achieve with this process?  

❙ "Target agreements are the best information foundation we ever had." 

❙ "There is more regular and frequent talk about targets and achieving them 
than before."  

❙ "We have conducted many training courses and practised using the target 
agreements and phrasing targets  

❙ However, the process does not sell itself; there have always been irritations, 
dissatisfaction and overall too few consequences in the implementation. 

Vorführender
Präsentationsnotizen

"Target agreements are the best information foundation we ever had." 
"There is more regular and frequent talk about targets and achieving them than before." 
"We have conducted many training courses and practised using the target agreements and phrasing targets 

However, the process does not sell itself; there have always been irritations, dissatisfaction and overall too few consequences in the implementation. Target agreements are also subject to disruptions. For example, if someone in the system notices that target agreements are no longer used in a place, irritation will be an immediate result in the overall system. There are also references from the results of the study at the University of Leipzig.

And again, here is the questions for us and you: is the basket half full or half empty?
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SUPPORT SYSTEM SCHOOL 
DEVELOPMENT 

Vorführender
Präsentationsnotizen
An important measure accompanying the target achievement is the support system offered by the SBA. I would like to talk about this now.  
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Support System School Development 

❙ Qualified teachers support development processes 
- directly on-site 
- tailored and suitable 
- with consultation, moderation, training and professional development 
- for headmasters, teachers, pupils and parents 

❙ The support offers have been developed since 2000. 

❙ There is a legal foundation since 2011.  

Vorführender
Präsentationsnotizen
The support system for school development is an offer by the Saxon Agency for Education to accompany schools in their development plans.
The colleagues in the support system are experienced teachers themselves. They were and are trained for their job in cooperation with the Saxon Institute for Education.
They support schools in their planning, formulation and reflection of their development processes directly on site. That means: they go directly to the school.
At the beginning of this cooperation, the targets to be achieved are agreed upon together and a tailored offer is developed. 
Fields of activities for teachers in the support offers are consultation, moderation, training and professional development.
Target groups are headmasters, teachers, pupils and also parents.
Since the year 2000, teachers have been trained systematically for their support work at the former Academy for Teacher Training, now Saxon Institute for Education. For example, between 2000 and 2003 a model "Process moderation" was tested, which until today forms the basis for the activities of the process moderators.
Since 2011, the support system has been used on a legal foundation defining the system and offers.
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Process 
moderators 

School 
intermediaries 

Democracy 
educator 

Trainer for 
classroom 
teaching 
development 

Pedagogical 
supervisors 

Vorführender
Präsentationsnotizen
Here you can see an overview of the 5 support offers.
I would like to give you some brief information about their offers.
Process moderators support started processes for development and assurance of school quality mainly on a long-term basis. They moderate school development processes and, in this context, also school events, provide consultation about organisational development and cooperation between school, parents and cooperation partners.
Topics for consultations can be:�- Working with the results of the external evaluation�- Development of an internal evaluation culture�- Working with the school programme�- Creating a constructive and appreciative school climate
The core of school development is classroom teaching! 

Trainer for classroom teaching development support teachers in the quality development of their teaching. They help teachers to reflect upon and to expand their strengths when preparing teaching and learning processes. The content of training can be tested immediately in their own lessons and then reflected upon together afterwards. Sitting in on lessons together is also possible. 
Topics for training can be:�- Heterogeneity and individual support�- competency-oriented teaching�- cooperative learning�- preparation of development plans (learning support plans)�- interdisciplinary lessons�- learning to learn�- performance review and assessment
Pedagogical supervisors reflect together with the teachers upon their pedagogical work. The participants can strengthen their professionalism with supervisors. For example, they learn how to cope with stress in the job.
Topics for pedagogical supervision can be:�- coping with difficult pupils and classes�- managing conflict situations�- Preparation of meetings (e.g. parent-teacher meetings)�- Cooperation with colleagues and headmaster
Advisor for democracy education/democracy educator  support the schools in the development of a democratic school culture. They provide consultations about democracy as a way of life at a school.
Advisor for democracy education support with the following:�- consultation and training to support self-efficacy and participation of pupils in the school (e.g. rights and obligations of pupils representatives, work of the class representatives)�- training of moral courage together with pupils�- consultation on prevention of violence�- consultation for conducting of teacher-pupil-parent conferences
Advisor for school mediation/school intermediaries
Regional support for school mediation support the schools in their training of pupil intermediaries. They support regional networks of pupil intermediary groups and organise training camps. Furthermore, they provide support for conflict resolution between different groups in the school.
They support with the following:�- conflict training at the school�- consultation and support for training of pupil intermediaries�- social competency training in classes and schools
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The way to receive support 

Vorführender
Präsentationsnotizen
The headmaster enquires with the coordinator for the support system at the Saxon Agency for Education about help via email or telephone. 
The headmaster is informed and advised about the existing support and possibilities by the coordinator. 
The coordinator arranges suitable support. 
The supporter makes contact with the headmaster. �They both agree on the support targets. The supporter prepares an offer. Both close a contract specifying the contents, responsibilities and duration of the interaction.
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What did we achieve?  

❙ Tailored offers for support of school development processes based on 
criteria description of school quality. 

❙ Since the school year 2011/12 a total of 400 registered enquiries 

❙ Process moderation and training of lesson development make up more than 
50% of the enquiries (school programme, internal evaluation, differentiation 
and heterogeneity). 

Vorführender
Präsentationsnotizen
We make tailored offers for support of school development processes available based on the criteria description of school quality. Hence, when we speak about school quality in Saxony, we all mean the same!
There have been 400 registered enquires from Saxon schools since the school year 2011/12.
Process moderation and training of lesson development make up more than half of all enquiries. The most popular topics were and are: School programme, internal evaluation, heterogeneity and differentiation.



24 | 15th October 2014 | Dr. Dorit Stenke, Dr. Patricia Liebscher-Schebiella, Michaela Bausch, Uwe Schmidt  

SUCCESS - WHAT ARE WE  
PROUD OF? 

Vorführender
Präsentationsnotizen
An important measure accompanying the target achievement is the support system offered by the SBA. I would like to talk about this now.  
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10 years later - what did we achieve? 
Overall results 

❙ The communication between SMK, SBA and SBI is based on a joint quality 
understanding for a successful school development. 

❙ The process of target agreements makes it possible for the SBI, SBA and 
schools to create cooperation together. 

❙ Obligations in the legal foundations for external evaluation and for the 
support system exist. 

❙ The evaluation of individual measures makes feedback possible for learning 
in the overall system and provides insights into the efficacy of our actions.  

Vorführender
Präsentationsnotizen
The communication between the Ministry, Agency and Institute is based on a joint quality understanding for a successful school development.
The process of target agreements makes it possible for the SBI, SBA and schools to create cooperation together.
Obligations in the legal foundations for external evaluation and for the support system exist.
The evaluation of individual measures makes feedback possible for learning in the overall system and provides insights into the efficacy of our actions.

This may sound quite businesslike or even sobering. Is this all - after 10 years of joint quality work?
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Important insight:  
There are no interfaces... 

...only changeover zones. 
 

© william87 - Fotolia.com 

Vorführender
Präsentationsnotizen
Let say this again with another metaphor:

We really have learned that we don‘t have to create interfaces because we are not technical devices and machines, no computers or items that can be connected with each other. It is more than this: in the metaphor of an athletic relay, we have to create changeover zones. Let me explain.

a team starts in a relay in order to achieve a joint goal. The members of this team have distributed the legs of the relay between each other and prepared for the individual parts. The parts are defined and yet, the speed is not always determined by the goal but is sometimes dependent on the local conditions. To reach the finish, a zone for changing the baton is absolutely necessary: one starts running, gets prepared, the runner with the baton enters the changeover zone, both run next to each other for a short moment, exchange a few words, encourage each other and the person receiving the baton starts his journey. 

I don't want to take this metaphor too far, but we really did learn that school development can only be successful in a team, that a good and smart cooperation of people is necessary and that quality can only be created in a team. The better the game rules, the more often you practise and the more often you have to cope with setbacks, the better the result will be.

In this sense, we are on the way together but haven't reached the finish
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