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Chapter 4
Desafío TEP – Positive Educational 
Trajectories. A Public-Private Alliance 
to Strengthen Public Education During 
the Pandemic

Juan Pablo Valenzuela and Simon Rodriguez

Abstract  This case study describes the Desafío TEP project, which arose from a 
public-private alliance between the Arauco Educational Foundation, the Center for 
Advanced Research in Education (CIAE) from the University of Chile, and the 
Andalién Sur Local Public Education Service (SLEP). The goal of the project is to 
develop a model for the prevention of school exclusion (resulting from repetition 
and dropout) in public schools.

Although the initiative was in consideration to be suspended due to the closure 
of schools across the country caused by COVID-19, instead the proposal was com-
pletely redesigned, recognizing that the pandemic would increase the problems of 
school exclusion. The innovations generated in this redesign are anticipated to lead 
to long-term sustainability and scalability in the region through cost reductions and 
the promotion of remote interactions between different establishments working in 
networks, such as the SLEP, the schools, and the teams from the CIAE and Arauco 
Educational Foundation. This network is further supported by the actors in the edu-
cational system of the territory.
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4.1  �The Universidad of Chile and Its Support to Schooling 
System in the COVID-19 Context

Founded in 1842, the University of Chile is the oldest, most recognized national and 
public institution of higher education in the country. Its mission involves a commit-
ment to excellence in educating people and the vocation to contribute to the spiritual 
and material development of the nation. The university fulfills its mission by build-
ing leadership in the innovative development of the sciences and technologies, 
humanities, and the arts as well as through teaching, creating, and extending knowl-
edge with a special emphasis on research and graduate studies (Universidad de 
Chile, 2020). Located in Santiago, the country’s capital, the University of Chile has 
more than 42,000 undergraduate and graduate students. It has 14 faculties and 5 
specialized institutes, one of which is the Institute for Advanced Studies in Education 
(IE). IE was created in 2018, and the Center for Advanced Research in Education 
(CIAE), created in 2008, is part of IE. The University of Chile has the highest sci-
entific productivity in the country, producing more than 30% of all national research.

The vision of the University for the next decade is to enhance its role as a national 
and state university to address challenges in higher education in research, creation, 
dissemination, outreach, and connectedness to the service of the country. It aims to 
do so in a socially critical and ethically responsible manner and with high levels of 
quality, pluralism, and social and gender equity. This vision expands the role of the 
state education system to have a prominent role in Latin American and international 
university networks, particularly with public universities. Additionally, its mission 
includes a strong commitment to culture, public education, and the schooling sys-
tem. In particular, the mission declares that “it is the responsibility of the University 
to contribute the development of cultural heritage and national identity and to the 
improvement of the country’s educational system” (Universidad de Chile, 2020).

The University of Chile is directly participating in several initiatives aimed at 
supporting schools from primary and secondary education in the context of the 
COVID-19 pandemic. On the one hand, the President of the University of Chile and 
the President of the Pontifical Universidad Católica de Chile participate in the Social 
Round Table to support the Ministry of Health coordinate general support actions 
and national policies to contain the effects of the pandemic. Both universities set up 
and led an alliance of research centers and researchers in the country to support the 
whole school system in various domains. Also, these leading initiatives motivated 
public discussions about educational challenges created by the pandemic across the 
country, such as Hablemos de Educación (Let’s Talk About Education). Furthermore, 
the Network Information Center of Chile (NIC), an entity of the University of Chile 
in charge of managing Internet domains in the country, has been the distribution 
channel of the national educational curriculum to students and schools of the terri-
tories without Internet connectivity in the country. This has allowed the delivery of 
this material to 130,000 children (4% of the total number of students in the country) 
from 115 of 345 different municipalities.
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In another context, the University of Chile is also collaborating with different 
public institutions and private foundations to create initiatives related to the devel-
opment of capacities for educational improvement at schools and the intermediate 
levels responsible for them, especially those in charge of public education in the 
country. One of these initiatives, adapted to the context of COVID-19, is the TEP 
Challenge (Positive Educational Trajectories), which the next section describes 
in detail.

4.2  �Desafío TEP. A Public-Private Alliance to Reduce 
Exclusion in Public Schools

This case study describes the Desafío TEP project, which arose from a public-
private alliance between the Arauco Educational Foundation, the Andalién Sur 
Local Public Education Service (SLEP), and the Center for Advanced Research in 
Education (CIAE).1 This alliance is promoted by the current government and framed 
under a public-private initiative called Compromiso Pais. The goal of the project is 
to develop a model for the prevention of school exclusion (repetition and dropout) 
in public schools. Desafío TEP is financed with resources from a national private 
company (Arauco), its educational foundation, and non-monetary resources 
from CIAE.

Arauco Educational Foundation is a private, non-profit foundation that has sup-
ported educational communities in the south-central region of the country since 
1989, with a primary focus on public education. Its mission is to contribute to giving 
greater development opportunities to children and young people through education. 
For this, it deploys different lines of work, the main one being the development of 
educational and cultural improvement programs. Their motto is: “We believe in 
teachers.”

CIAE is a research center located in the University of Chile. CIAE seeks to gen-
erate evidence, through R&D, to support educational improvement. For the last 2 
years, CIAE has studied factors, strategies, and best practices to reduce school 
exclusion.

The Andalién Sur Local Service of Public Education (SLEP) is one of the first 11 
SLEPs in charge of public education. Since March 2020, Andalién Sur SLEP pro-
vides education to more than 17,000 students, most of them with low socioeco-
nomic status (SES), in 83 PreK-12 schools located in 4 different counties of the 
south-central area of the country (Concepción, Chiguayante, Florida, and Hualqui).

Desafío TEP constitutes a pilot initiative to follow the educational path and 
reduce school exclusion in 12 of the Andalién Sur SLEP schools. The project design 
allows for continuous improvement processes before scaling up to the rest of the 
schools and replicating the experience in other SLEPs in the country.

1 “Desafío TEP” project team: Isidora Recart, Juan Pablo Valenzuela, Giulietta Vaccarezza, Simón 
Rodriguez, Millycent Contreras, Karla Escare, Lorena Peñailillo, Cristian Cardenas.
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4.2.1  �An Initiative in the Context of a New Public 
Education System

In Chile, there is an enormous dissatisfaction with the public education system due 
to the low share of students it enrolls, low levels of performance, and difficulty in 
sustaining processes of improvement, as well as deficient management of financial, 
human resources, and challenges with transparency. For these reasons, a new insti-
tutional framework for public education was approved in 2017. Between the years 
2018 and 2025, public education will be transferred from 345 municipalities to 70 
new public entities—SLEPs. SLEPS will be responsible for managing and improv-
ing the quality of preschool, primary, and secondary public education, covering 
36% of students in the country at the end of this period (Bellei, 2018; Uribe 
et al., 2019).

This focus on school exclusion is intentional; it seeks to respond to one of the 
challenges included in Law 21.040 (2017) of public education reforms. This reform 
indicates that one of the functions of the SLEP is to strengthen the Educational 
Trajectories of each student, which means to avoid school exclusion (preventing 
grade repetition and dropout) for every student in its territory by developing infor-
mation systems and support programs that ensure every child and young person has 
a sustained and quality education from their initial education until the end of sec-
ondary level.

From June to December 2019, this alliance designed and prepared a pilot plan to 
begin to be implemented in 12 schools for the 2020 school year. In 2019, these 
schools enrolled 5,068 students.

4.3  �Desafío TEP Proposal

In conceptual terms, the “educational trajectories” in TEP refer to the year-by-year 
performance of each student throughout their schooling, observing their starting 
point, educational experience, and results of their learning that materialize in their 
academic progression on this path (OEI, 2015). The additional adjective of “posi-
tive” comes from the emphasis on the strengths and resources that mobilize and 
improve school commitment as well as the generation of strong personal relations 
with each student. At the same time, this term focuses on the development of capaci-
ties from existing resources, prioritizing the generation of robust evidence and inte-
grating the most effective methodologies and strategies learned for this objective. 
Finally, this development of capacities is located within the intermediate levels, 
such as schools and work teams of the school system, so that educational organiza-
tions can promote the trajectories for every student (Recart et al., 2020).

The theory of change of the initiative states that if capacities for collaboration 
between and within schools are developed, decisions are made based on data, and 
leadership and management of processes and practices are mobilized, then 
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strategies will be implemented which will increase student attendance, school com-
mitment, and student engagement, lowering grade retention and repetition.

The strategy for capacity development is based on action-based learning. The 
planning, implementation, and learnings of “TEP challenges” are raised and devel-
oped by multidisciplinary leading teams from the participating schools and then 
evaluated in each context in terms of their urgency and relevance. In turn, both the 
technical advisers belonging to the SLEP and the leading teams participate in three 
“micro-networks,” each one formed by four schools with different characteristics, to 
promote learning across schools. These “micro-networks” identify best practices 
and participate in workshops to develop knowledge that enhances the mobilization 
of skills and practices.

4.4  �The Desafío TEP Design and Its Modifications 
in the COVID-19 Context

The interruption of face-to-face classes led to the suspension of this initiative for 2 
weeks in March 2020. Schools and the Andalién Sur SLEP needed to reorganize 
their teachers and staff to the new context as well as devote attention to actions 
related to health and social issues for families and students.

Within these first 2 weeks, the team that coordinated this alliance held online 
meetings to review the continuity of the joint work. These meetings confirmed the 
shared vision that, in the context of the pandemic, it was even more relevant to 
maintain contact and engagement with students and families and promote their con-
tinuous school attendance and involvement. From the beginning, it was considered 
that the end of face-to-face classes implied an increased risk of excluding children 
from the system, especially those most vulnerable, which constitute the majority of 
the students enrolled in Andalién Sur.

Considering this renewed agreement, we implemented and adapted the following 
actions:

–– Group meetings were held with management teams from all schools from 
Andalién Sur to hear and record the work that was being carried out directly 
along with its main challenges. From these meetings, we recognized the enor-
mous effort and energy dedicated by schools in seeking to reorganize and re-
generate pedagogical work with students and families.

–– Together with technical advisers from the Andalién Sur SLEP, we decided to 
adjust the work cycle of the project for the group of 12 schools participating in 
this pilot stage. We focused on supporting the actions and strategies in a context 
with much more difficulties to connect between schools and families, going from 
a single cycle for the whole year in 2020 to two smaller cycles for the same 
period. Each cycle is focused around an urgent and relevant “TEP Challenge.” 
This “TEP challenge” is based on an action hypothesis: a sequence of actions 
and results to be tested. The actions are put into practice and reviewed based on 
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data they have and/or collected. It was proposed that the first cycle lasts 3 months, 
while the second cycle lasts 5 months. Emphasis is placed on “learn by doing” 
with the possibility of error and improvement being explicit. One lesson learned 
from this implementation period has been that the first cycle should be oriented 
toward a simple challenge, which will allow multidisciplinary leadership team 
(ELM) of each school to build confidence. Therefore, participants learn that it is 
possible to be successful in the context of virtual education within a short period. 
It is expected that for the following cycle, the challenge will increase in 
complexity.

–– Micro-network online meetings were used as a strategy for capacity building, 
with a method that enhances the clarification and deepening of one’s work and 
that of others. As a transversal tool for this cycle, the “TEP virtual notebook” and 
“TEP infographics” are being used, which seeks to document and organize the 
work carried out by each multidisciplinary leading team as well as resulting 
products that can be shared with different actors. This documentation and orga-
nization have both a descriptive and analytical level, considering two keys for its 
preparation: data analysis for decision-making and strategies implemented to 
address the identified challenge.

–– Throughout the cycle, the focus on students with the highest risk of exclusion is 
made explicit. In the registration of the “TEP virtual notebooks” and the micro-
network online meeting, questions associated with data and actions for this target 
group of students are asked and processed.

–– Considering that one of the keys is leadership and management that develops the 
Andalién Sur SLEP, planning and evaluation regarding each activity meeting 
took place with every participating technical advisor being present to strengthen 
the sustainability and scaling potential of this initiative. At the same time, 
“Whatsapp groups” were created between Arauco Educational Foundation, 
CIAE, and SLEP Andalién Sur to facilitate constant and fluent communication. 
All this has led to a manifestation of practices in two different dimensions that 
are needed to focus on follow-up work with schools teams: i) management of 
communication and structural conditions to foster micro-networks, which 
includes constant communication, scheduling of activities, and anticipation of 
necessary resources; ii) preparation and permanent review of facilitation with 
leading teams, which includes co-planning and co-evaluation together with co-
facilitation of the implementation of the work and permanent training.

–– We created an adapted monitoring system of the initiative. The key indicator of 
this initiative is “school engagement” (Saracostti, 2016). As a result, information 
related to “school engagement” is being collected. For each of the work activities 
with schools, an instrument of evaluation and satisfaction has been implemented, 
together with an analysis of the plans elaborated by the teams of the participating 
schools. Concerning monitoring capacity development, we applied an instru-
ment to evaluate beliefs, knowledge, and practices to the issue of data-based 
decision-making, intra- and inter-school collaboration, leadership, and process 
management. This survey will be repeated at the end of the pilot phase to evalu-
ate changes.
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4.5  �Learnings from the COVID-19 Context

Since the suspension of face-to-face classes (early March) until July 2020, teams 
from SLEP and schools have participated in four micro-network online meetings, a 
coaching session with the leading team, and an online training workshop. These 
activities are prepared and evaluated jointly between CIAE, Arauco Educational 
Foundation, and Technical Advisors of the Andalién Sur SLEP.

Two dimensions of learning are recognized: those related to the model and 
method of work and those related to keys for the protection of positive school 
trajectories.

Regarding the first dimension, school leaders, teachers, and technical advisers 
identify that it is a “model of accompaniment that seeks to develop capacities, 
strengthening the dynamics of networking to explore their own challenges, related 
to the school trajectories of students, and address them jointly, supporting and nur-
turing the common and diverse elements” (TEP participant interview), being “fun-
damental to the TEP methodology the reflection and analysis of the teams, within a 
collaborative work framework” (TEP participant interview). In the methodological 
sense, they indicate that it implies the “identification of a specific problem related to 
this topic, analyze it following a reflective-participatory methodology and establish 
a plan to address its solution, always considering the importance of the use and 
generation of data to make decisions, and working on the method proposed by the 
companions of the project that is based on sharing experiences with other establish-
ments that act as critical friends” (TEP participants focus group). In turn, the meth-
odology “provides design tools and innovative digital tools that are easy to replicate” 
(TEP participants focus group). The reports of the activities indicate that 82% of the 
participants consider that what is reviewed in the online micro-networks is useful 
and contributes to the work of the establishment.

A specific learning in the context of a pandemic, which changed and will remain 
as part of the work of the Desafío TEP project team, is the mobilization of collabo-
ration and promotion of equitable participation between and within teams. This is 
done through the use of tools and artifacts in synchronous and asynchronous envi-
ronments. The possibility of working simultaneously and in a complementary way 
on a virtual device, which records and represents the elaboration and planning of a 
practice challenge, has promoted a “very efficient work strategy” (TEP participants 
focus group) and pertinent to schools. At the same time, it mobilizes a greater “flu-
idity” of the conversations and interactions between the different participants, be 
they teachers, school leaders, or system leaders, enhancing confidence and a “sense 
of security” to tackle complex issues.

Regarding the keys for the protection of positive school trajectories, the follow-
ing lessons have been drawn from the content of the different “TEP virtual 
notebook”:
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4.5.1  �Making Students Feel Competent and Secure

Leading teams have identified that it is necessary and relevant for students to feel 
content and motivated in their activities so that they feel they are learning. Moreover, 
this will ensure that they successfully perform the tasks they are being required to 
do. This is not an easy task and has generated two great challenges in the work car-
ried out by teachers:

	a)	 Change, modify, and/or adjust learning resources.
	b)	 Provide descriptive, individualized, and permanent feedback to students, high-

lighting progress and achievements to mobilize engagement.

4.5.2  �Socio-emotional Bond with Families and Students

Considering the circumstances of social distancing and the uncertainties that they 
entail, the teams have identified the following needs:

–– Diversification of channels and means to contact students and their families. 
Knowing the economic and social situation and environment of the students is key.

–– Identifying risk factors to offer support in various forms. There are different 
kinds of risks, all of which are non-exclusive: i) material resources (water and 
electricity, connectivity, access to technological devices, geographical isolation); 
ii) sanitary and mental health of students and family; iii) the state of support 
networks and the need for emotional contention; iv) students that require perma-
nent special educational needs (elaboration of specific resources in social dis-
tancing); and v) the situation of children and students that are currently the object 
of protective measures because their rights as children have been violated.

–– Maintaining a permanent connection to parents and guardians. The role of par-
ents and guardians in social distancing times is relevant. To this effect, “it is 
necessary to promote parents and guardian’s engagement to promote student’s 
engagement.” As such, parents and guardians must become involved because 
they are valuable allies of the school’s work. “If parents don’t want to, their chil-
dren will hardly want to.”

–– The key role of head-teachers. Teachers who are close to their students and show 
profound knowledge of everyone in their classroom are key. They help gather 
information and keep each student feeling noted and valued.

4.5.3  �Making Teachers Feel Competent, Safe, and Learning 
from Each Other

The reorganization of labor that the pandemic has forced on schools has shown the 
importance of interprofessional and interdisciplinary collaboration between teach-
ers. An example of this would be the collaborative work between teachers and 

J. P. Valenzuela and S. Rodriguez



77

educational psychologists or the pairing of a technologically savvy teacher with one 
that needs help in this area. These professional collaborations help build a feeling of 
security, competency, and learning in the understanding that there is much to be 
done and measures are being taken.

These measures have shown an interdependency with teachers supporting and 
teaching each other. The leading teams expect this will survive beyond the times of 
social distancing.

4.5.4  �Workplans in Social Distancing Must Be Based 
on Existing and Currently Used Technological Resources

The lack of access and use of social media can further deepen inequalities in learn-
ing. Remote working is a gradual process, in which educational platforms must be 
known, familiarized, and progressively tested. In this context, teachers must start 
with the most popular platforms such as Facebook, Whatsapp, and Google Drive. In 
parallel, other resources such as learning capsules and specific educational plat-
forms can be developed and trained for. This relates to the notion that teaching dur-
ing social distancing has permanent and non-permanent features.

4.5.5  �Make Visible the Achievements of Students and Schools 
with a Focus on Comprehensive Care and Learning

Multidisciplinary Leadership Teams and teachers mobilize the achievements of 
their students, requesting evidence (photographs, audio records, videos) in which 
they, together with their families, present how to carry out learning activities on 
various interests (musical, artistic, etc.). Parallel to this, they communicate the 
importance and need to take care of themselves, to be well and safe in their homes.

These actions seek to confront and/or reduce discourses that may negatively 
affect the school’s trajectory. A clear example is the communications in secondary 
education, where students have declared that they will (possibly) opt for adult edu-
cation (completing two grades in one year) in the year 2021, or that 2020 is a lost 
year in terms of learning.

4.6  �Sustainability and Projection

The extension of the closure of face-to-face schooling in Chile motivated the 
Ministry of Education to convene a Commission of experts to prepare proposals to 
reduce the risk of further dropout in Chile. CIAE and Arauco Educational Foundation 
were invited to it given their experience in Desafío TEP. In July, the “Proposals for 
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a Technical Table for the Prevention of School Dropout. For the timely detection of 
the risk of school exclusion and the construction of positive school trajectories for 
all children and young people” was published (MINEDUC, 2020), which included 
the practices developed in Desafío TEP.

Regarding the future, the Desafío TEP initiative is discussed in the Andalién Sur 
Development Plan for the coming years, so its expansion to the rest of the schools 
will continue in the following years. Also, the concept of TEP was included in the 
National Strategy to Strengthen Public Education elaborated by the Directorate of 
Public Education (DEP) for the coming 8 years, and the initiative already has the 
support of DEP. This means that the learning model of TEP initiative has a high 
chance of being replicated in the rest of the SLEPs in the country.

Regarding the virtual methodology, both the leading teams and professionals in 
the SLEPs and the teaching teams in participating schools and institutions are con-
tinuing a majority of methods that were developed because they allow for the 
increased time dedicated to collaborative work and implementation, reducing trans-
port fees for many professionals. Also, they will allow for an easier scaling-up of the 
initiative as the professionals involved in the SLEP Andalién Sur will be able to help 
other SLEPs in the country without leaving their local communities, as well as 
empowering micro-networking opportunities between SLEPs, professionals, and 
schools from different regions in the country, supporting the initiative in other 
SLEPs and schools. The learning and adjustments of Desafío TEP due to the pan-
demic will be integrated into the regular model in its expansion phase.
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