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Policy
assessments

Strategic advice

Implementation
seminars

Comparative analysis & tools

Implementation seminars (peer 

learning)

Informal network on education implementation

Implementing Education Policies
EDU project to develop knowledge, peer learning and country support

INTERNATIONAL LEARNING TAILORED COUNTRY WORK
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Strategic advice

Policy
assessments

Implementation
seminars

Tailored support 

to countries and 

jurisdictions 

Implementing Education Policies 
Multi-year tailored support to countries 2018-2021

Austria (EDU 
Monitoring)

Estonia (EDU 
Monitoring)

Ireland (upper 
secondary)

Scotland 
(Curriculum)

Wales 
(Curriculum)

Mexico (Policy 
strategy)

Norway (CPD & 
decentralis)

For each project: we create unique OECD teams that combine education implementation 
and policy area expertise 



Ed system Policy Duration Policy assessment
Stakeholder 
engagement

Strategic advice

Ireland Upper Sec Review 1 yr Yes: 2 visits
national/ regional events

(4)
Phone and video (5)

Wales
A Learning Organisation

Assessment

10 months (+2 

years)
Yes: 5 visits Stakeholder events (3) Change board (monthly)

Wales
Achieving the Curriculum 

for Wales

8 months (+2 

years)
2 visits

Draft reviewed by Strategic 

Edu. Stakeholders Group
Phone (Director Edu, biweekly)

Scotland
Implementation Review, 

the Curriculum for 

Excellence

1 year
Zoom policy visit

School visits or focus gp

National Stakeholder Forum

(TORs)
TBD

Norway
Decentralised model for 

competence
2 years 4 visits

4 targeted stakeholder 

events
Reference group meetings (7)

Austria
Education monitoring 

system
15-18 months

Desk based indicators 

and policy analysis 2 peer learning events
Project advisory group

(3)

Estonia
Education monitoring 

system
18 months

Desk based indicators 

and policy analysis 3 stakeholders seminars
Reference group meetings (4)

4

Tailored country support in education policy implementation:
Multi year support adapted to policy issue



Ireland Mexico Norway Wales Austria Estonia Scotland

Smart policy 
design

Upper Sec 

review

Curriculum, 

teacher profession 

& evaluation
reform

Decentralised

model for 

competence 
development

The Curriculum for 

Wales & 

assessment 
arrangements

Monitoring system 

for data driven 

governance

New

monitoring 

system to align 
to vision 2035

Curriculum for 

Excellence

Inclusive 
stakeholder 
engagement

Shift from top 

down 

consultation to 
greater 

engagement;4

0 pilot schools

Top down; state 

engagement; ad 

hoc consultations 

Norwegian 

Directorate; 

Regional direction 
networks and local 

ownership. Many 

actors involved

Co-construction 

(Pioneer schools, 

consultation, 
working gp)

Communication

Lack of 

consultation

Survey in 

process

Stakeholder 

participation 

throughout

Conducive 
context

Political 

stability; jr

cycle reform; 
align with high 

stakes exam

Change in 

government; 

reactions against 
reforms

Curriculum reform, 

evaluation, 

restructuring 

Evaluation and 

Assessment;

SLOs;
ITE and CPD reform

New data driven 

governance policy

Aligned to EDU 

2030 strategy
TBD

Coherent 
implementation 

Strategy

shaping vision, 

stakeholder 

engagement, 
leadership

Implemented with

realignments

Requires focus , 

targeted actions 

and 
communication

Adopting a school’s 

perspective for the 

next steps

IT tool
In process of 

development
TBD

5

OECD project multiyear tailored support to countries
Implementation challenges



• A coherent and 
comprehensive set of 
indicators aligned to 
Estonia’s Education 
Strategy 2035 to 
contribute to 
strengthening 
education monitoring.

Estonia

6

Objective of this joint project
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Operational team at the Directorate for Education and Skills

Estonia

Pierre Gouëdard (PM)

Manon Costinot

Corinne Heckman

Beatriz Pont

Jacqueline Frazer 

OECD
Directorate for Education expertise

Paulo Santiago Head, EDU Policy Advice and Implementation Division
Rafal Kierzenkowski, General Coordination, Office of the Secretary General

For each project: a unique OECD team that combines education implementation and education 
indicators and monitoring expertise :

Implementing education policies (IEP)
Indicators of National Education Systems (INES)
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A framework for effective education policy implementation
From policy to actual change in schools and classrooms 

0

0,5

1

1,5

2

2,5

3

3,5
Policy Vision

Policy Policy tools

Policy Capacity

stakeholder
Communication

stakeholder
Engagement

stakeholder
Roles/responsibilitie

s

Context Governance

Context Resources

Context
complementary

policies

Gauging implementation = change in schools 
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• The policy is driven by a vision, has 
identified relevant policy tools, and is 
informed by the capacity of different 
stakeholders who will be taking it forward.  

Smart policy 
design

• Communication targets different groups 
of stakeholders, who are actively 
engaged throughout the whole process, 
and have clear roles transparent to all. 

Inclusive 
stakeholder 
engagement

• The policy is adapted to the context 
(political, institutional and socioeconomic); 
aligns to governance and to other 
complementary policies.

Conducive 
context

Coherent 
implementation 

strategy

A framework for effective education policy implementation
From policy to actual change in schools and classrooms 



• Provides internationally comparable indicators on the state of education in 

the OECD’s 36 member countries and a set of partner countries.
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INES: Indicators of National Education Systems

The output of educational institutions, and learning, 
economic and social outcomes of education

Access to education, participation and progress

Financial and human resources invested in education

Teachers, the learning environment  and the organization of 
schools
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INES: Various strands of work

Development and 
analysis of indicators

Database of raw data and 
indicators

Country notes



2019 2021

Today

Sep Nov 2020 Mar May Jul Sep Nov 2021 Mar

Start of the project
1 Sep

Stakeholders consultation 

on monitoring practices 
and data needs

29 May

Capacity-building 

workshop on 
indicator review

15 Oct

Peer learning 

event on 
monitoring 

systems

17 Dec

End of the 

project
1 Apr

Comparative desk study 

of Austria’s current 
education monitoring 

system 

Development of 

a framework to 
map education 

monitoring 

practices

Identification of 

monitoring practices and 
data needs supporting 

Education Strategy 2035 

Draft proposal for a 

comprehensive set 
of indicators 

Final proposal for 

a comprehensive 
set of indicators 

Education policy implementation combined 
methodology:

Policy assessment

Strategic advice

Stakeholder
engagement seminars

AG meeting #1 AG meeting #4AG meeting #3AG meeting #2

Estonia: OECD support for implementing a national monitoring 
system

Mapping education 

monitoring 
practices to 

education strategy



www.oecd.org/education/implementing-policies

The team: 

Paulo Santiago, HOD, Policy advice and implementation division

Beatriz Pont Sr. Education Policy Analyst, Project Lead (beatriz.pont@oecd.org) 

Jose Luis Alvarez, Education Policy Analyst

Pierre Gouedard Education Policy Analyst

Romane Viennet Education Policy Consultant

Jacqueline Frazer Project assistant
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5-year National Education Plan: Japan (2018-2022)

White Paper “Desire to Learn”: Norway  (2017-) 

Our National Mission: Wales (2017-2021)

Letter on the Purpose of Education: Mexico (2014-2018)

Is the vision defined? clear? justified and motivational? related 
to education outcomes? 

• State the vision clearly to guide 

stakeholders

• Establish objectives necessary to 

achieve the vision 

• Define strategic indicators to 

follow-up on achievement 

progress

How to implement the vision

• led by a vision and perceived as legitimate, offers a logical and feasible policy response 
to the educational issue and takes into account the available resources required for 
implementation.

Smart policy design
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• Theory of change:  system change or individual policy?Smart policy design

• Map out how the policy would lead to 

desirable objectives

• Choose policy tools for stakeholders, 

based on research

• Monitor implementation and use the 

data to fine-tune and document it

How to implement the policy
Curriculum reform:

Wales: Our National Mission 2017-21: Four key enabling 

objectives for delivering the new curriculum



0 10 20 30 40 50 60 70 80 90 100

Content of some or all subject(s) taught

General pedagogy

Pedagogy of some or all subject(s)…

Classroom practice in some or all…

Student behaviour and classroom…

Monitoring students’ development …

Teaching cross-curricular skills

Teaching in a mixed ability setting

Use of ICT for teaching

Teaching in a multicultural or…

Element was included in formal education or training

Well or "very well" prepared for the element
%

Percentage of teachers for whom… / who felt…(OECD 

average-31), TALIS 2018

Fig I.4.4

• key stakeholders are actively engaged throughout the process. It is important that the 
policy gather public support; implementation roles are transparent to all.

Inclusive stakeholder 
engagement

• Asses the capacity of those in 

schools and local level 

• Ensure training or capacity 

building for those involved

How to ensure capacity to 

implement the policy
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Classroom

practice

Ministries

Regional

bodies

Universities

School

owners

School

leaders

Teachers

Students
• Define roles and responsibilities

• Favour co-construction to foster 

sense-making and ownership

• Organise engagement and 

feedback loops to inform policy 

design and process

• Support stakeholders’ capacity to 

use data to adjust during 

implementation

How to define stakeholder 

involvement and responsibility

• key stakeholders are actively engaged throughout the process. It is important that the 
policy gather public support; implementation roles are transparent to all.

Inclusive stakeholder 
engagement

Norway Competence Development Model
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Political/economic environment

Governance and institutions

Complementary policies

• Assessment policies

• Curriculum reform 

• Initial and continuing teacher development

System and school leadership

• Effective adapts to the political, institutional and socioeconomic context that 
aligns to governance and to complementary policies.Conducive context

• Inform policy design with existing 

structures and processes, identify 

potential gaps.

• Adopt a whole-of-system 

approach by ensuring consistency 

and coherence with existing 

policies.

• Invest in system and school 

leadership capacity.

Implementing adapting to context
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Source: EAG 2018

• Effective adapts to the political, institutional and socioeconomic context that 
aligns to governance and to complementary policies.Conducive context

Governance: Decision making in education, 2018
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Gauging implementation = change in schools 
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Do you have coherent implementation strategies that can ensure 
change reaches schools?
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A framework for policies to reach schools and classrooms

• The policy is driven by a vision, has 
identified relevant policy tools, and is 
informed by the capacity of different 
stakeholders who will be taking it forward.  

Smart policy 
design

• Communication targets different groups 
of stakeholders, who are actively 
engaged throughout the whole process, 
and have clear roles transparent to all. 

Inclusive 
stakeholder 
engagement

• The policy is adapted to the context 
(political, institutional and socioeconomic); 
aligns to governance and to other 
complementary policies.

Conducive 
context

Coherent 
implementation 

strategy



• Thank you for participating next to best: zoom. We hope this was worthwhile for you. Your 
contributions are extremely valuable to us to understand what type of issues can be 
reviewed to strengthen your next education strategy 2035. More concretely, go into a note on 
this seminar and also in the development of a draft proposal for indicators. 

• A seminar on Estonia’s Education Strategy and its indicators: 

– an OECD perspective, 

– comparative examples: Denmark and the Netherlands; 

– presentation of a framework to analyse indicators aligned to the Education Strategy;

– discussions on the actual outputs, indicator gaps, potential.

• Next steps: 
– Summary of the stakeholder seminar

– Consultation of schools to learn about their data use

– Stakeholder Seminar to discuss draft set of indicators

– Development of a set of indicators to support the new Education Strategy 2035

22

Conclusions and next steps



– Thank you to Estonia, DG Reform, and the OECD team: 

• Technical: Jacqui from the OECD, Elo from the MoER, and Ain from the MoER for his 
technical support. 

• The interpreters: Karin and Kertu.

– Especially to all of you for your contributions, and also for being with us all 

day. 
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Conclusions and next steps



2019 2021

Today

Sep Nov 2020 Mar May Jul Sep Nov 2021 Mar

Start of the project
1 Sep

Stakeholders consultation 

on monitoring practices 
and data needs

29 May

Capacity-building 

workshop on 
indicator review

15 Oct

Peer learning 

event on 
monitoring 

systems

17 Dec

End of the 

project
1 Apr

Comparative desk study 

of Austria’s current 
education monitoring 

system 

Development of 

a framework to 
map education 

monitoring 

practices

Identification of 

monitoring practices and 
data needs supporting 

Education Strategy 2035 

Draft proposal for a 

comprehensive set 
of indicators 

Final proposal for 

a comprehensive 
set of indicators 

Education policy implementation combined 
methodology:

Policy assessment

Strategic advice

Stakeholder
engagement seminars

AG meeting #1 AG meeting #4AG meeting #3AG meeting #2

Estonia: OECD support for implementing a national monitoring 
system

Mapping education 

monitoring 
practices to 

education strategy
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