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Implementation – Boost Your Democracy 
Welcome to Module 5 of our “Guide to Democratic Empowerment”.  

In the preceding modules we have identified needs and challenges and created an 
implementation plan. Now it's time to transform this plan into action.  

This module focuses on the practical steps and strategies for successfully integrating 
democratic practices into your school. 

Bringing the Implementation Plan to Life 

This phase is all about execution.  

We have carried out the coACTION Sensor in Module 2 and have analyzed the 
corresponding results in Module 3. Module 4 helped to set SMART targets that will 
lead your school to anchor democratic measures in everyday school life in the coming 
year.  

In this module, we will jointly explore the necessary steps and methods to ensure these 
goals are achieved. 

Key Focus Areas of Implementation 

There are two central key focus areas in implementing the project: 

Selected Methods and Implementation: This involves actively applying the methods 
from the coACTION Treasury chosen by your project team and following the 
framework of your implementation plan, as developed in Module 4.  

Defining Success and Structuring Work: Who does what? (What steps are necessary?) 
When and how?  
 

Setting the Framework for the Team 

The project manager and the project team are the most important drivers for the 
project in this phase. 

Project Team Meetings 

Regular meetings are crucial for continuously tracking the agreed-upon steps and 
ensuring everything stays on course. These meetings are your opportunity to review 
progress, address roadblocks, and make necessary adjustments.  

In regular team meetings: 

 all important project decisions are made; 
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 compliance with the implementation plan is monitored; 
 the next steps are defined; 
 possible challenges can be discussed and resolved. 

Choose a "Jour Fixe" at the beginning of the implementation phase or agree on the 
next meeting date at the end of each meeting. 

Clear Roles and Responsibilities 

Within your project team, it's crucial to clearly define who is responsible for what. 
Assign lead responsibilities for each task or sub-goal. This doesn't mean someone has 
to do everything alone, but rather that one person takes the leading role and ensures 
the task is driven forward and completed. This prevents misunderstandings and 
ensures all necessary steps are covered. 

When everyone on the team knows exactly what's expected of them and what they're 
accountable for, a more efficient and harmonious working environment emerges. 

Clear roles are the foundation for a smooth project flow. They   

 prevent misunderstandings; 
 ensure that all necessary steps are implemented efficiently; 
 create transparency and provide security for every team member; 
 promote individual responsibility; 
 help you quickly find the right contact person when issues arise. 

Breaking Down the Journey: Structuring for Success  

A large project goal is like a distant mountain peak. To reach it, you need to identify 
the smaller, individual hills and valleys you'll traverse along the way. It's about 
breaking down the journey into manageable, actionable segments. 

Define Sub-Goals 

Break down your larger objectives into smaller, manageable sub-goals. This makes 
the overall task less daunting and provides clearer targets for your team.  

Sub-goals are these intermediate targets: smaller, specific objectives that, when 
achieved, contribute directly to the overarching project goal.  

Clearly defining these sub-goals provides clarity, helps with resource allocation, and 
allows the team to celebrate progress at more frequent intervals, maintaining 
momentum and focus. 

Define measurable Success Criteria 

Measurable success criteria are the benchmarks that tell you whether a subgoal has 
been achieved effectively. These criteria should be specific, quantifiable, and 
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verifiable. They transform abstract aspirations into concrete, reviewable 
achievements. 

For each sub-goal and milestone, clearly define what success looks like. How will you 
measure it? Will it be quantitative data (e.g., number of pupils’ council meetings held) 
or qualitative observations (e.g., improved pupils’ participation in lessons)? 

 

Set Milestones Throughout the Year 

Milestones are significant points along your project timeline that mark the completion 
of a major phase, a critical deliverable, or a set of subgoals. Think of them as signposts 
on your journey, indicating that you've reached a significant checkpoint.  

Unlike tasks, milestones don't necessarily have a duration; they are typically zero-
duration events that signify a major accomplishment.  

Establish specific, measurable milestones at different points in the year. These act as 
checkpoints, allowing you to gauge progress and celebrate achievements along the 
way.  

Monitoring Your Journey: Tracking Progress  

Effective implementation requires constant monitoring, proactive problem-solving, 
and broad participation. 

Once the implementation is underway, effectively monitoring the journey is crucial to 
ensure smooth progress and successful outcomes. 

This process hinges on two essential components: progress documentation & regular 
evaluation. 

Progress Documentation 

Where do I stand?  

Regular progress documentation goes beyond simply ticking off completed tasks; it's 
a critical component of any successful project. It's about developing a deep 
understanding of what's working, what isn't, and where you need to adapt. A clear 
record of your journey provides valuable insights and helps you communicate 
successes and challenges. 

Year of Democracy Diary 

Utilize this tool as a central part of your progress documentation. It allows you to keep 
track and record your insights. You can find a comprehensive explanation of the Diary 
in a separate module. 
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Regular Evaluation 

Beyond continuous progress documentation, it's essential to integrate formal 
evaluation phases into your project plan. Consider these not as an added burden, but 
as strategic "pit stops" on your project journey. These are opportunities to specifically 
review the effectiveness of implemented measures and make adjustments as needed. 

The central question you should ask yourself during each evaluation is: Are our 
strategies yielding the desired results? And are the implemented measures truly 
effective in achieving your goals? 

To conduct effective evaluations, you should combine various approaches. Begin by 
reviewing your documented progress in the "Year of Democracy Diary" and analyzing 
key performance indicators (KPIs) that you defined at the beginning of the project. 
Supplement this by gathering feedback from all relevant stakeholders, for instance, 
through targeted surveys or one-on-one discussions, to gain qualitative insights. 
Finally, dedicated review meetings are essential, where the team collectively assesses 
the collected data and impressions. 

This comprehensive approach empowers you to make data-driven decisions, provide 
solid justifications for necessary adjustments to your plan, and clearly communicate 
your rationale to the team and stakeholders. Regular evaluations thus transform your 
project into a dynamic, adaptive process that continuously learns and evolves. 

Fostering Inclusivity and Strengthening Communication 

Inclusivity is at the heart of any collaborative project. It's about ensuring that every 
voice is heard and every person feels like a valuable part of the process. You achieve 
this through active communication and by creating opportunities for everyone to 
participate. 

Active Communication 

Think of communication as the project's lifeline. In order to keep the project 
permanently present for all stakeholders, it is important to provide regular updates on 
the progress of the project and thus involve all participants in the process. Without 
consistent, transparent updates, stakeholders can quickly feel disengaged, leading to 
a loss of interest or, worse, unexpected roadblocks down the line. Regular check-ins, 
progress reports, and shared successes help to maintain enthusiasm and keep 
everyone aligned with the project's trajectory.  

Create a Communication Plan 

A well-structured communication plan is crucial for this. It meticulously defines: 

 who is responsible for delivering specific messages; 
 what information needs to be shared; 
 when these communications should occur; 
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 through which channels the communication will take place; 
 to whom each message is directed. 

This plan ensures that every stakeholder – from the project management to school 
administration, teachers, and parents, to the pupils – is consistently informed, 
minimizing misunderstandings. This way, everyone understands the project's 
overarching goals, current progress, and key decisions. 

Involve All Members of the School Community 

Democracy thrives on participation. Therefore, it's of utmost importance to actively 
involve all members of the school community – pupils, teachers, parents, and 
administrative staff – in the process. Their diverse perspectives and contributions are 
essential for a truly democratic school environment. 

Establish Feedback Mechanisms 

Engagement isn't a one-way street. To ensure all stakeholders feel heard and their 
opinions genuinely influence the project, it's crucial to create clear and accessible 
channels for feedback. 

Provide opportunities for all school community members to give feedback. This can 
happen through a variety of methods, such as: 

 regular surveys 
 open office hours 
 brainstorming workshops 
 digital platforms where ideas and concerns can be voiced. 

This builds trust and demonstrates that the community's contributions are taken 
seriously. 

Anticipating and Overcoming Challenges 

Every project, no matter how well-planned, will inevitably encounter unforeseen 
obstacles. Effective project management embraces them as opportunities for learning 
and adaptation.  

The first step in overcoming challenges is to acknowledge that they will arise. A 
proactive mindset is the core of effective risk management. It involves systematically 
identifying potential problems before they occur, assessing their likelihood and 
potential impact, and developing strategies to mitigate or avoid them. A proactive 
and agile approach ensures that your project remains resilient and continues its 
trajectory towards its goals. 
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Anticipate Potential Hurdles (Risk Management) 

Brainstorm with your project team about potential difficulties or resistance that might 
arise during implementation (e.g., lack of time, resistance from colleagues or parents, 
unforeseen events). Think about what could go wrong at each stage of your project: 
Are there dependencies on external factors? Could key resources become 
unavailable? Are there technical complexities that might lead to delays?  

It's crucial to actively document potential risks. Develop contingency plans, allocate 
buffer resources, and prepare your team to respond swiftly. This significantly reduces 
the likelihood of minor issues escalating into major crises. 

Encourage your team to engage in collaborative problem-solving. This can be 
achieved through brainstorming sessions to generate diverse solutions, by using 
analytical tools to break down complex problems, and by leveraging past experiences 
to inform current decisions. Additionally, establish clear processes for reporting 
problems to ensure a rapid response. 

Develop Problem-Solving Strategies 

Proactively develop solutions for identified risks. How will you handle criticism? What 
alternative approaches are available if a plan doesn't work out? When a challenge 
does emerge, having a structured approach to problem-solving is invaluable.  

This isn't just about finding a quick fix: it's about addressing the root cause of the issue.  

Maintain Plan Flexibility 

Emphasize that your implementation plan is a living document. It must be flexible 
enough to react to unforeseen challenges without losing sight of the main objective. 
Rigidity can be the downfall of a project facing unexpected challenges. While a detailed 
plan provides direction, it's essential to maintain a degree of flexibility.  

Projects operate in dynamic environments, and external factors, new information, or 
unforeseen difficulties often necessitate adjustments. This doesn't mean abandoning 
your plan entirely, but rather being willing to adapt it strategically. Regularly review 
your project plan in light of new developments and be prepared to make informed 
changes.  

A flexible plan is a strong plan, capable of bending without breaking under pressure. 
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Celebrating Achievements - The Power of Shared Success 

Breaking down your project into manageable phases and celebrating the successful 
completion of each one provides regular boosts of motivation. These "small victories" 
act as psychological checkpoints, offering a chance to pause, reflect on how far you've 
come, and re-energize for the next steps.  

Every project journey is made up of numerous small steps. While the focus is often on 
the end goal, taking the time to acknowledge achievements along the way is 
incredibly powerful. It's about building morale, reinforcing positive behaviours, and 
sustaining the energy needed to push through to completion. 

Celebrate Small Victories Together! Don't wait for the grand finale to acknowledge 
your efforts. Every small step forward is a victory worth celebrating. These shared 
moments of success reinforce positive behaviors, motivate the team, and demonstrate 
the tangible impact of your work. 

Such successes can take various forms, for example: 

 the successful application of a new method from the coACTION Treasury in the 
classroom; 

 joint supervision and reflection among the teaching staff; 
 positive feedback from parents on a democracy-promoting school event. 

Recognizing and celebrating successes, no matter how small, is essential for 
maintaining momentum and morale, while also ensuring long-term impact. 

Ensuring Sustainability - Building Lasting Change 

Your goal is for democratic practices not just to remain a temporary "project" but to 
be permanently embedded in daily school life and the school's overall structure. 
Strategic integration into existing school processes is crucial for creating a resilient, 
adaptable, and continuously improving educational environment. 

To truly anchor democratic empowerment, you need to find concrete ways to make it 
part of the school's DNA. This extends beyond one-off events to the core functions 
and culture of the institution. 

Integration into the School Quality Management System 

Integrating new initiatives into the existing School Quality Management System 
(SQMS) is of paramount importance for their long-term success and sustainability. 

Embedding Democratic Practices in Curricula 

Look for opportunities to weave democratic principles and practices directly into 
lessons and learning objectives across various subjects. This could involve approaches 
such as:  
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 project-based learning that encourages pupils' voice;  
 debates on current events; 
 voting on issues that affect the pupils.  

Integrating democratic practices into School Regulations and Policies  

Formalizing democratic practices within school rules and policies gives them official 
recognition and authority. This might include: 

 establishing clear processes for pupils’ councils; 
 outlining pupils’ rights and responsibilities; 
 incorporating democratic principles into the school's code of conduct.  

Such formal integration signals that democratic empowerment is a non-negotiable 
aspect.  

Appoint "Ambassadors" 

Identify key individuals who can act as "ambassadors" for democratic values and 
practices.  

Ambassadors are committed individuals from the whole school community — for 
example, engaged pupils, parent representatives, or teachers — who act as multipliers.  

Their role is to carry information to their respective groups, answer questions, address 
concerns, and actively promote the project.  
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Boost your Democracy - Conclusion 

In this module, we have thoroughly explored the practical steps and strategic 
approaches necessary to successfully implement your coACTION Project. We've 
learned that effective implementation rests on several pillars. 

First, it’s about establishing a solid work structure. This includes defining clear roles 
and responsibilities within the project team, setting measurable sub-goals, and 
establishing milestones to continuously track progress. 

Another crucial pillar is active communication and inclusivity for all participants. We 
discussed the importance of creating a detailed communication plan, involving the 
entire school community, and establishing effective feedback mechanisms to ensure 
every voice is heard. 

Since projects rarely proceed without obstacles, we also addressed anticipating and 
overcoming challenges. A proactive mindset, developing contingency plans, and the 
ability to flexibly adapt the implementation plan are essential here. 

However, it's not just about overcoming difficulties. We highlighted the power of 
shared success and learned how important it is to celebrate even small victories along 
the way. These moments strengthen the team's motivation and sense of belonging. 

Finally, we focused on the sustainability of changes. Permanently embedding 
democratic practices into your school's curricula, regulations, and culture, including 
by appointing ambassadors, ensures your efforts will endure beyond the project's 
end. 

Remember: The journey from analysis to action is built on a well-defined work 
structure, effective communication, proactive risk management, celebrating 
successes, and striving for lasting integration. With these tools, you can ensure your 
democratic initiatives are firmly integrated into daily school life, helping you achieve 
your objectives by the end of the school year. 
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