The situation: School restructuring is underway due to declining enrollment. Rural schools with low enrollment are being added to the base school. The tradition is that the former headmaster of a small school remains as head of department after the reorganization. Since the last reorganization, there has been a distorted perception of the Head of Department's role. He feels that he is only a collector and transmitter of data, and that the analysis should be done by the administration of the base school. The same applies to the preparation of plans. He feels that he is only involved in the working group, making suggestions or comments. He sees the job description as more of a formality, as in "working for oneself, living for oneself". 
The problem was raised by the deputy education officers of the base school.  
After reflecting on the situation, the head of the school realized that a fundamental mistake had been made: job descriptions and responsibilities had not been discussed jointly with the deputy heads and heads of departments. 
As the issue was raised at the end of the school year (June), the head of the school rethought the possible action plan to be implemented from the new school year.
The solution:
1. Discuss job descriptions individually with deputies and heads of unit. Identify shared responsibilities and consider how to get the job done efficiently and fairly, without overloading some with work while leaving others as mere observers. 
2. In August, organize the first management meeting of the new school year, where individual meetings with managers and comments on the activities of the Deputy Directors and Heads of Unit shall be summarized. 
3. Submit a draft of the managers' activities as prepared (the draft was sent to the Vice-Presidents and Heads of Unit 5 days before the meeting for information). Invite discussion, comments and suggestions.
4. It is proposed that the annual documents - the curriculum plan, the activity plan - be prepared for all in turn. In this way, everyone would be involved in its preparation, and it would not be the sole responsibility of the heads of the primary school. The heads of department argue that the school departments are not in a position to assess the performance of the base school, and perhaps the reporting heads should summarize the results of their own area of activity. 
5. The discussion agrees that the draft plans would be presented in smaller groups (departments) by the heads of department (previously the responsibility of the head of the base school). The plans will be presented to the School Council by the head of the school who prepared them that year. 
6. As the new Head of Unit is concerned that his experience will not be sufficient to produce a quality plan, the Head of School commits to providing training to improve planning skills.
7. The Head of School undertakes to support all Heads of School in the preparation of the plans, individually and in the meetings of the Working Group. 

There have been no conflicts in the development of the plans during the two school years. The agreement is to take it in turns to draw up the plans and to help each other in organizing activities. An additional agreement is to organize administrative meetings every Monday and Friday to discuss relevant issues. 
