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ABSTRACT

The relevance of managerial action within the school system became evident during the crisis 
emerged due to the COVID-19 pandemic. The purpose of this research is to share the experiences 
of school managing directors when trying to meet the needs caused by the crisis. A qualitative and 
comparative approach was conducted integrating the principles of symbolic interactionism, using 
focus groups as a gathering information technique, and the ladder of inference analysis. The study 
concluded that the impact was different in each school due to unique and diverse circumstances, 
and thus, the strategies adopted by directors responded to their own reality. Traditional institutions 
found it more difficult to deal with the crisis, while versatile organizations were able to adapt more 
effectively to the new remote learning ecosystem.

RESUMEN

La relevancia que la acción directiva tiene dentro del sistema escolar se hizo patente en la crisis causada 
por el COVID-19. Esta investigación tiene como propósito mostrar las vivencias de directivos para 
atender a las necesidades a causa de la crisis. Para lograrlo se utilizó el enfoque cualitativo y comparativo, 
integrando los principios del interaccionismo simbólico. Para la recolección de la información se 
utilizaron grupos focales y, para su análisis, el método de la escalera de la inferencia. Se concluye 
que el impacto en las escuelas fue diferente, debido a las condiciones de cada una. Así, las estrategias 
emprendidas por los directivos atendieron a la propia realidad. En las instituciones convencionales se 
presentaron mayores dificultades para enfrentar la crisis, mientras que las organizaciones versátiles 
pudieron adaptarse al nuevo ecosistema de aprendizaje remoto con mayor eficacia.
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Introduction

In recent years, research have proved the impact that 
school managing directors may have in the improvement 
of educational processes and results (González Fernández 
et al., 2020; García Aretio, 2021; Pérez et al., 2021; Cárdenas 
et al., 2022; Meza et al., 2022; Valdivia & Noguera, 2022). 
Moreover, managerial action had a clear role within 
the school system in the context of crisis derived from  
COVID-19 pandemic, with the outstanding effort of 
school directors to provide a quality education adjusted 
to the current needs.

In the case of Mexico, where this research was con-
ducted, since the closure of schools centers as preventive 

action —with the subsequent economic and social con-
sequences (CEPAL, 2020)—, the educational ecosystem 
entered in a state of emergency and uncertainty (Caputo 
& Pérez, 2021). From the first quarter of 2020, educatio-
nal institutions raised several questions, such as: How to 
guarantee learning continutity?, How to offer technologi-
cal mediations and experiences to make it possible? How 
to enable educational agents to achieve an effective per-
formance in virtual environments? 

Official data in Mexico show the impact of the pande-
mic in the educational system: from the year 2018-2019 to 
2020-2021 there was a million students less, equivalent to 
2.9 %, as illustrated in Figure 1. Studies as the one by Pa-
chay and Rodríguez (2021) and Martínez (2020) connect 
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the influence of the pandemic on school dropout with 
inequality. More specifically, the main reasons for edu-
cation dropout were related to the havoc created by the 
pandemic, according to a national survey on the impact 
of the pandemic in Education, Encuesta para la Medición 
del Impacto COVID-19 en la Educación (Instituto Nacional 
de Estadística y Geografía, 2021, p. 10).

34.8 %

34.6 %
34.5 %

33.6 %

2017-2018 2018-2019 2019-2020 2020-2021

Fig. 1. National enrollment in primary, secondary, and 
high school. 
Source: Secretaría de Educación Pública —SEP— (2023).

On the other hand, Figure 2 shows a decrease in the 
number of schools between the years 2018-2019 and 2020-
2021: 4,119 educational centers, equivalent to 1.6 %. These 
schools that could not continue offering their educational 
service due to lack of resources or support networks clo-
sed permanently, as pointed out by Ruiz (2020).

258,080

259,708

257,187

255,589

2017-2018 2018-2019 2019-2020 2020-2021

Fig. 2. Number of national primary, secondary and high 
education schools.
Source: SEP (2023).

Figure 3 shows the dropout rate of teachers during the 
pandemic. In this case, the data reflect a decrease in the 
number of teachers: 37,794 less (1.9 %), mainly due to de-
pression, stress, and physical and mental weariness (Dos 
Santos et al., 2020; Cortés, 2021).

2,050,223

2,057,426

2,031,883

2,019,632

2017-2018 2018-2019 2019-2020 2020-2021

Fig. 3. Teachers of primary, secondary, and high school 
education nationwide. 
Source: SEP (2023).

Educational institutions depending on their own re-
sources were the more impacted by the health crisis: du-
ring the school year 2020-2021, 90 % of the students were 
enrolled in public institutions and 10 % in private ones. 
The population who abandoned their studies due to the 
COVID-19 pandemic or lack of resources who attended 
the previous year (2019-2020) was 5.4 % from public cen-
ters and 7.3 % from private ones. It must also be pointed 
out that of the total the population inscribed in schools 
during the years 2019-2020 and 2020-2021, 1 % changed 
from private to public and 0.9 % from public to private 
(Instituto Nacional de Estadística y Geografía, 2021, p. 17).

The evolution of the educational ecosystem is still un-
certain. Emerging challenges come into play to alter the 
normal reality. School directors have a substantive role to 
organize and supervise all the necessary process to ensure a 
quality education in adverse times, bearing in mind that the 
success of managerial work is determined by the level of or-
ganization attained (Ramírez et al., 2020; Castellanos et al., 
2022) as well as the internal dynamic generated in the insti-
tution, “the more visible aspect of the managerial process” 
(Fuentes, 2015, p. 4). Therefore, an adequate management 
is essential for the efficient organizational functioning.

Among the literature of the total current challenges, it 
could be highlighted those works focused on the way edu-
cational institutions tried to adapt themselves to the new 
context. Some of them examined the institution itself (Gon-
zález Calvo et al., 2020; Guerrero et al., 2020), others focused 
on the teachers and students (Gajardo et al., 2020; González 
Jaimes et  al., 2020; Picón et  al., 2020), others on different 
processes (Bautista et  al., 2020; De Vicenzi, 2020; Herrera 
et al., 2020), or on technology and technological competen-
ces (Picón et al., 2020; Sandoval, 2020), but not so many in 
the management process or the role of the director as head 
of the educational institution who takes the responsibility 
of facing such an extreme situation as the one experienced 
at that moment (Hernández, 2020; Keleş et al., 2020). 

Management in the educational sphere has a speci-
fic, multidisciplinary field of study “in full process of 
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resizing” (Fuentes, 2015, p. 4) within the comprehensive 
study of school organization, understanding the latter as 
the “optimum operation of the institution to achieve its 
objectives, applying all the available resources rationally 
employed” (p. 3). Thus, this work focuses on the role of 
managers and how they conducted the institution pro-
cesses during the pandemic. In this sense, the following 
research question arose: How was the managerial expe-
rience in the educational institutions to manage the crisis 
derived from the closure of school centers in the pande-
mic? The related objective was to present the experiences 
of managers when attending the needs derived from the 
situation of crisis. 

In the context of Mexico, in the last educational refor-
ms the figure of the school director is emphasized as the 
main agent to accomplish the institutional change nee-
ded in the 21st century. In fact, according to Fullan (2016), 
school management is the second most important factor, 
after the teaching staff, regarding the influence on student 
learning besides being a key tool in the institution core: this 
figure is expected to provide a management which takes 
care of the center, the integration and well-being of com-
munity members, the requirements from authorities, and 
report back with results no matter the degree of personal 
or professional competence, the location of the school, the 
type of institution, its educational level, or the profile of 
the community attending. Fullan argues that an efficient 
management: 1. Establishes and communicates objectives 
and expectations; 2. Strategically endows with resources; 
3. Guarantees quality teaching; 4. Supervises and leads 
the professional growth of teaching staff and other agents 
5. Guarantees a secure ordered environment; and 6. Puts 
forward the team above himself/herself. 

In order to achieve this, the manager has to attain the 
expected results, solve complex problems, and generate 
trusting relations which consolidate not just the human 
capital —in terms of teaching agents within a school—but 
also a social capital which expresses the quality of inte-
ractions and relationships towards a common goal, gene-
rally manifested in the institutional mission and vision. 
In this sense, Fullan (2016) highlights the need of opera-
ting following a strategy and knowing to lead facing the 
uncertain and ambiguous, as this will facilitate the steps 
needed to reach the objectives and in critical moments 
random actions and improvised decisions will be avoi-
ded, thus evading the worse solutions. 

Another aspect to consider in the managerial action is 
that related to the type of institution. According to Mar-
tín-Moreno (2004 and 2007b), educational institutions are 
complex organizations because they integrate multiple 
perspectives. In addition, the environments surrounding 
the school centers are so diverse that the “organizational 
strategies designed for one or several of these institutions 
are not often adequate to be applied uniformly to the rest, 
even if they are covering the same educational levels”. 
(Martín-Moreno, 2007a, p. 417). To that effect, it is also im-
portant the capacity for response of the institution to the 
requirements that society demands from the organizatio-
nal model, where institutional decisions and actions are 
envisioned. In this sense, there are two major, opposing 
and comparable organizational models: the traditional 
one and the versatile. The versatile educational center is 

characterized by its adaptability, flexibility, and compa-
tibility of the structures it hosts, which allows to modify 
in a coherent, pedagogical way its own configuration to 
integrate, create, or eliminate different approaches of its 
organizational parameters according to the environment 
evolving. Thus, versatile institutions 

… transcend the simple flexibility because their structure allows part 
or full change and reorientation of their organizational formulas 
towards innovation and new requirements of the socioeducational 
models they chose to follow. (p. 427)

Contrarily, traditional educational organizations tend 
to be inward-looking institutions unable to offer a quick 
response to the context requirements, mainly due to the 
control and hierarchy guiding their actions. Obviously 
the transition from a traditional educational center into a 
versatile one is not an easy task, even less if there is resis-
tance to change in the organizational parameters and in a 
major sector of the teachers and management teams (Mar-
tín-Moreno, 2007a). Likewise, it is clear that the culture 
of each educational institution reflects the adversities and 
opportunities faced by the players involved in the gene-
ration of successful educational processes. Alleviate resis-
tance to change and existent tensions require a managerial 
action both committed to quality and professional growth 
and to the well-being of the people under this leadership. 

However, no matter the type of organization, tradi-
tional or versatile, “the experiences lived in this difficult 
times have provided valuable insight and learnings, but 
it is necessary to capitalize the lessons learned to trans-
form them into opportunities that should not be missed.”  
(Kochen, 2020, p. 13).

Methodology

As mentioned by Mieles et al. (2012), the complexity 
derived form the study of the different manifestations of 
the social and human reality implies a deep reflection on 
the epistemological principles most adequate to the speci-
fic characteristics of human nature. This is why this study 
uses a qualitative and comparative approach, as the former 
considers the subjective meanings and the context where 
the phenomenon takes place (Vega et al., 2014), while the 
latter contrasts and enables the reflection on the right un-
derstanding or interpretation of human matters in specific 
sociocultural contexts. In other words it allows to achieve 
a better understanding of the studied phenomenon: the ex-
periences of school directors during the pandemic. 

Qualitative research […] pursues the subjective and intersubjective 
reality as a field of knowledge, ordinary life as an essential scenario 
for research, dialogue as a possibility for interaction, and thus it in-
corporates multidimensionality, diversity, and dynamism, as charac-
teristics of people and societies. (Mieles et al., 2012, p. 197)

Understanding dialogue as a possibility for interaction 
means integrating principles of the symbolic interactio-
nism, as the experience is shaped by situations and the in-
teriorization of the structure of a social network of commu-
nications. This means that thought is mediated by cognitive 
and moral symbols of a significance community (Collins, 
2009) from which derives different methods and techni-
ques of information gathering and analysis “that intend to 
explain complex realities such as feelings, emotions, per-
ceptions, human action meanings, etc.” (Mieles et al., 2012, 
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p. 197). Specifically, the present work used focus groups 
(Daniel et al., 2013) for information gathering and the Lad-
der of Inference (Argyris, 1999) for the process of analysis.

Techniques and tools for information gathering 

In the context of qualitative research, focus groups are 
a method to collect data which allows to gather sample 
participants with a specific purpose and detailed planning 
to learn about their views (Morgan, 1997; Krueger, 2002; 
Barbour, 2018). Through this strategy, a guided discussion 
was organized around a series of open questions in order 
to obtain substantial information which allowed partici-
pants to comprehensively express the situation they were 
experiencing and how they were coping (Table 1).

Table 1. Trigger questions in focus groups.

Objectives Trigger questions Themes

Knowing the challen-
ges faced by managers 
when switching from 
on-site to remote work.

Which are the challenges  
faced as manager of an 
educational institution 
during the pandemic?

Challenges in the 
academic and  
administrative spheres 
and the relationship  
of agents of the educa-
tional community.

Identifying the inter-
vention strategies for 
the operation of the  
institution in an uncer-
tain environment.

Which measures have 
been applied to  
guarantee the educatio-
nal model and quality  
in this particular center?

Actions to continue the 
educational service.

Revealing the practices 
which proved to be 
innovative and should 
continue after the 
pandemic.

Which measures must 
prevail within the educa-
tional institutions once 
the pandemic  
is over?

Innovation in  
processes, resources, 
and policies.

Source: Authors (2023).

The objective of focus groups was to listen and gather 
information to understand better the experiences of peo-
ple who lived this moment. In this sense, this method 
implies several individual interviews which take place at 
the same time.

Contextualization and participants

In order to plan the focus groups, it was considered 
that possible participants could be postgraduate students 
of specializing in Education Management, which requires 
as admission profile being current school directors. Thus, 
an open invitation was extended to those students, who 
agreed to voluntarily participate in the study, sharing their 
experiences as managers in the uncertain context as the 
one lived during the pandemic, after school closure. Sam-
ple was non-random, specifically based on the following 
criteria: 1. Currently exercise as school directive, and 2. Be-
ing the head of institutions of different educational levels 
(from preschool to high school), members of the Mexican 
Secretariat of Public Education (SEP).

Focus groups allowed to gather eighteen school di-
rectors and one assistant director in four stages. Besides, 
interaction among participants was used to obtain grea-
ter wealth of content starting with demographic data 
collected by an online questionnaire via Google Forms. 
This information shaped the sample with data related to 

position, management experience, age, educational levels 
covered by the institution, enrollment rate, number of co-
llaborators, and student socioeconomic profile (Table 2). 
Selected participants for focus groups shared at least the 
common feature of being school directors in Mexico City 
and the Metropolitan Zone of the Valle de México. 

It was decided to conduct four focus groups: the first 
of them had six participants; the second and third, four; 
and the fourth, five participants. All groups were conduc-
ted by one of the researchers, who acted as moderator, 
introduced the initial questions, directed the flow of the 
discussion, and mediated the emerging questions. The 
platform used to host the meetings was Google Meet, 
which allowed to record the sessions (with the partici-
pants permission) for subsequent transcription aided by 
GoTranscript. Approximate duration of each focus group 
session was 90 minutes.

Table 2. Participants’ profile in focus groups.
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medium-high

1 6 F1D6

Preschool
Mana-
gement, 
Primary 
school coord.

6 29 Preschool, 
primary 290 34 Medium-low
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Management 
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secondary
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4 1 F4D1 General  
Management 15 49
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350 30 Medium

4 2 F4D2 General  
Management 35 53
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high school
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Management 8 40
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Management 15 50
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high

4 5 F4D5 General  
Management 2 58

Preschool, 
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high school

460 100 Medium, 
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Source: Authors (2023).

Information analysis

Selecting a qualitative approach facilitated a flexible 
analysis which fluctuated between the manifestation of 
events through the participants’ discourse and the in-
terpretation from the researchers’ iterative discussion to 
create both categories and subcategories. This allowed 
to reconstruct the speakers’ reality around their lived ex-
periences as managers of educational institutions during 
the contingency.

The reconstruction had a holistic approach based on 
the ladder of inference an inductive tool proposed by Ar-
gyris (1999, p. 86): [This model explain how individuals 
understand the world]. Thus, as first step there was the 
identification of information from a first reading of each 
of the focus groups transcriptions, to identify the units of 
meaning. Moving forward to the second step, the mea-
ning of those units was jointly discussed, which allowed 
to group them into different categories to ascend to the 
third level of analysis, to interpret what participants ex-
pressed. Some of the categories were then subdivided 
and finally compared to the findings in the literature. 

In order to comply with scientific rigor, the research 
used peer review criteria and saturation in the analysis 
and credibility in the findings: peer review, a constant du-
ring the whole process of analysis, and saturation based 
on conditions in relation to the emerging and developed 
categories in terms of their dimensions and the relations-
hips established between them. The management of in-
formation obtained in each analysis stage was joint and 
agreed between researchers until they accomplished the 
construction of the categories shown in Figure 4.

Credibility of the findings was achieved through the 
acknowledgment of information on the part of indivi-
duals collaborating in this study, as they were the ones 
who lived these experiences.

The findings derived from the information analysis 
are shown below. With a focus on identifying the units 

of meaning and guarantee participants’ confidentiali-
ty, the following nomenclature was applied: F for focus 
groups and D for each manager or director. Thus, F1D1, 
for example, refers to one of the managers belonging to 
the first focus group. 

Results and discussion

To provide answer to the research question —What 
was the managerial experience in the educational insti-
tutions in order to face the crisis derived from the closure 
of school centers during the pandemic?— the informa-
tion gathered from school directors in the different focus 
groups was analyzed. The categories and subcategories 
emerged from here are indicated in Figure 4. To illustrate 
each of them, the most significant units of meaning were 
selected. This analysis identified the diversity of respon-
ses that school directors provided about the organiza-
tional model designating the institutional decision and 
actions, as stated by Martín-Moreno (2007a). To present 
these findings in a graphic form, CmapTools was used to 
elaborate the semantic map.

Normative

Experience

Care for 
personal 

well-being

Incoporation
 of ICTs

Assistance 
and support

Impact 
and e�ect

Operative

Academic

School 
enrolment

Family 
budget

School 
redesign

Learning 
autonomy

Economic 
impact

Educational 
authorities

Personal 
well-being

Pospandemic 
scenario

Continuity of 
educational 

service

Fig. 4. Analysis categories.
Source: Authors (2023).

Economic impact 

As pointed by CEPAL (2020), negative effects on edu-
cation were visible. A first finding is the economic im-
pact on different spheres caused by the la pandemic. For 
example, variations in the family income impacted enro-
llments with contrasting effects: those families who could 
not pay school prices changed to other school with lower 
fees, other tried to enroll their children in public schools, 
and other opted not continue schooling, something which 
mainly affected preschool levels. 

Several preschool groups must be suspended, mostly the ones ha-
ving the youngest children. First and second year of kindergarten 
had a considerable enrollment drop. (F2D1)

As enrollment decreased, school incomes were not the 
expected, which impacted the retribution of school staff 
and payment to suppliers, something that was particular-
ly critical for institutions or educational levels committed 
to established contracts. Contrarily, some institutions or 
even educational levels within the same institution emer-
ged strengthened in terms of income and could face the 
economic impact in a different way.
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Kindergarten was the hardest hit area. From 100 enrollments per 
year we went down to 35, what implied lots of dismissals. (F4D4)

A second finding associated to the enrollments shows 
a contrasting situation: those institutions showing a de-
crease in the number of students when tuition fees could 
no longer be afforded, and those institutions who became 
recipient of those changing to lower fee schools and had 
an increase of students.

I was really hard, being a small school, as we were still in investment 
phase and at closure, kindergarten enrollments were reduced to a 
60 %. (F1D1)

Obviously, the COVID affects us in many ways, as it does to all, 
but despite everything we had an increase of enrollment by 7 % in 
total, new enrollments by 12 %…, even though we are an institution 
aimed to a medium, medium-low socioeconomic status. (F1D2)

Another finding related to this question is the support 
that institutions could provide regarding tuition fee costs.

With respect to tuition fees, we offered discounts. The tuition fee re-
mained unchanged from one year to the next, and we maintained 
the discount offered. (F1D3)

This forced some schools to adjust their payroll models 
to the number of staff members or even dispense with 
external suppliers.

We have both staff and working time reduction as insolvency increa-
sed. It is necessary to create strategies not just to keep the boat afloat 
-having healthy finances is already hard-but also to make parents un-
derstand that service and ordinary expenses are still the same. (F2D3)

Continuity of educational service

Having the previous questions in mind, different stra-
tegies were developed in the academic, operative, and re-
gulatory spheres. Within the academic field, all decisions 
aimed to coordinate the studies: curriculum and pedago-
gical activity, technological support, and teacher training. 
As observed by Castellanos et al. (2022), institutional su-
pport was crucial. 

With respect to curriculum and pedagogical activity, 
they must adjust to new realities. This implied reorgani-
zing the subject areas and the distribution of academic 
activities, even outside the traditional class schedule. 

Obviously, it was essential to readjust schedules, but also to perform 
a curriculum prioritization, so that the aim was neither to teach it all, 
nor to teach it in the same way. (F4D2)

In this new context, technological support became cru-
cial for all and involved different actions and investments 
according to the circumstances of each institution. While 
some schools had integrated technologies so far, others 
had to start from scratch. 

With respect to technologies, we had worked with Google Suite, spe-
cifically Drive and Classroom, but not as intensively as it is used 
now. (F4D3)
My kindergarten was the less technological place in the world. My 
children run, played, flew kites… and this turned against me becau-
se I realized we were a galaxy away of facing the situation that was 
coming. (F2D2)

Likewise, a series of decisions needed to be addressed 
regarding teachers’ skills in different stages: the first of 
them when schools tried to provide an immediate res-
ponse to the needs and secondly, when the institution 
planned the training. 

We spent like three days before starting our online classes in a regular 
way. The high school faculty trained the rest of professionals: preschool 
teachers, primary, secondary, et cetera. (F3D1)
And, as summer arrived, the training in Google Suite apps was intensi-
ve for all the teachers, so they could master their management. (F4D3)

To accomplish this operation different support servi-
ces and resources were generated. For example, loans of 
equipment and furniture, and the possibility of develo-
ping audiovisual material from the institution.

And we also identified which teachers may lack connectivity, equip-
ment, resources for special needs, so we can provide them. If they do 
not have their own equipment, the school provided one to all those 
who required them. Or if the equipment was not good enough, of a 
good speed to go online with their teachers, they were offered finan-
cial support to improve the service at home. (F3D2)

They were offered the possibility for the teachers to go to the 
school, record their classes there, but having all the equipment wi-
thin the room. (F1D4)

For example, we even went to our students’ houses and bring 
them their kindergarten benches and notebook simples, and putting 
in everything a lot of care, but we have dared to do things, to think 
and act. (F4D2)

Finally, the regulatory includes the guidelines to work 
and teach online, the school educational program, and 
the monitoring of governmental plans to ensure the re-
turn to normal activities when possible. 

To accomplish this, some strategies were followed in 
three stages. The first of them established the guidelines 
to work and teach online, including dress code, the way 
to perform in front of the camera, and the use of techno-
logical too, among others.

And the tenured teacher, besides the blackboard stands before the 
camera (we use a Tablet in fact) and speaks as in a lecture. (F2D4)

A second line of action was to ensure the educational pro-
gram, which included regulatory adjustments. The former 
implied the question of academic integrity in the evaluation 
of learnings, as well as subjects on digital citizenship.

It was a huge leap, to adapt our policies to explain out there that there 
is a digital citizenship and that you make an impact, not just the habi-
tual copy-paste. In fact, if you are in the virtual classroom, you are a 
citizen in that environment, and as such you must comply with certain 
behaviors and follow certain rules, so everything works fine. (F1D2)

The third strategy provide continuity to all that was es-
tablished by the governmental authorities when the return 
to in-class activity was possible, what implied that schools 
must develop their strategies regarding health protocols.

What we did was to hire an international company to define all 
the regulations on returning to class. We conducted a whole blen-
ded-learning logistics and established the security protocols the staff 
needed for the students and on their attendance to school. (F1D4)

Personal well-being 

As in other reported experiences (López et al., 2021), 
institution directors participating in this research showed 
their concern for meeting the required levels of personal 
well-being for teachers, the work equipment, and the 
needs of students and guarantors with different actions 
such as a discussion groups, community support, class 
flexibility, and constant, close communication. 

We had discussion groups, talked to the psychologists, external sta-
ff, just to bring in a bit of emotional support, where possible. (F3D3)
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We have tried to offer support to the female teachers and the stres-
sed staff through personal coaching, and in the general training one of 
the sessions is addressed to emotional work and management. (F4D3)

This emotional part with the work team has been basically su-
pport and trust. How to listen to them, stop so they can reflect and 
bring in some faith (or a lot), cultivate empathy with them and show 
them not to expect so much of themselves as now it is time to watch 
over ourselves, the children, leave aside plans and programs when 
necessary, and just listen. Sometimes children, young people feel the 
need to talk because they are living their own reality and some of 
them have note even left their home. (F4D1)

At least parents appreciate the effort the school makes to pre-
vail, and this gives them peace of mind. Because there is a routine: 
classes begin at certain hour, fishing at another, there is a teacher, an 
evaluation, an assigned tutor helping their children, someone who 
answers the phone, someone who replies to the emails, so they do 
not feel lost. (F3D3)

Similarly, personal well-being was impacted by exces-
sive workload, what blurred work schedules and times, 
and personal and family life. 

The first thing I got was work, work, work. That is, no spring break but 
more work, planning, and building groups of design thinking. (F4D2)

On the other side, I think teachers have worked like 800 times 
more than the usual, they are permanently online. Even more, we 
have to ask them not to reply to emails around the clock. (F3D1)

There is a lot of concern though. Psychosis even. Stress caused 
by work overload and panic derived from all these questions. Howe-
ver, I think every cloud has a silver lining, and in this case are the 
learnings about this pandemic scenario. (F2D3)

Educational authorities 

Educational authorities also faced adaptation challen-
ges in relation to management of uncertainty (Caputo & 
Pérez, 2021). In this sense, it must be highlighted that du-
ring all the process here described, institutions felt the lack 
of clarity with respect to the directions to follow, support, 
or even of the presence of the educational authorities.

Supervisors of the different sections also act in accordance to, well, 
their own criteria; sometimes even there is disagreement between 
them. But the truth is that it was not common. (F4D1)

Basically, everything the same… This is the way with the SEP. 
At first, uncertainty, things were nuclear. They ask for things they 
do not want, virtually they ask for proves, so you sent them pics of 
pics, there is nothing more to be done. They ask for things they do 
not even do themselves. (F4D5)

Zero support. If we live in uncertainty, they do not even know 
what is going on. When we were finishing the previous year, we 
wanted to know how everything was going, there was a point in 
which we decided: “Let’s forget about this, do not pay attention to 
them, let’s foresee ourselves the possible scenarios”. (F4D3)

My education authority was missing, zero, nonexistent. I have 
both technical secondary school and tech baccalaureate; it is not the 
same, but a smaller field. But literally they left us on our own and 
told us: “Scratch your own backs, do what you need”, meaning what 
we could. (F2D4)

Post-pandemic scenario 

The post-pandemic scenario poses different challen-
ges for school directors. Some of them are the integration 
of technology to the educational model and curriculum, 
meeting the personal well-being requirements for emo-
tional health, prevent and cure illness, fostering auto-
nomy in the academic work of teacher and students, and 
redesigning a new school where change and uncertainty 
are part of the educational reality.

We have learned a lot from hybrid systems. Now we need to rely 
more on technology, use much more the apps, continue prioritizing 
the curriculum instead of teaching it all, maintain hygienic measu-
res and health promotion, and socio-emotional routines; do routines 
conducted by group teachers with long-term continuity, and put the 
individual above the program. (F4D2)

Autonomy and constant learning. It seems to me that this has 
been a great opportunity for both teachers and students and being 
self-taught. (F4D1)

We were bound to envision a new school. All of us in the edu-
cational sphere now will be future pedagogues and everything we 
do, write, document, and think today will be part of the schools of 
the future. (F3D3)

In all, as indicated by Kochen (2020), it is a question of 
forgetting the learnings and return to old practices.

Conclusions

The impact of the pandemic affected unevenly to educa-
tional institutions. Those of private funding in Mexico, the 
focus of this research, evolved different according to their 
circumstances, in terms of the educational model used as 
guideline, infrastructure, size, coverage, teachers’ qualifi-
cations, openness to innovation, and financial shape. 

In all, the strategies —understood as the measures and 
actions adopted by the management to face the crisis— 
were of different nature. While some of them focused on 
financial support, other put their efforts in the teaching 
community well-being. 

Although the pandemic situation implied an unknown 
scenario for all the educational centers, from a comparati-
ve perspective, those institutions of versatile organization 
and with ICT incorporated to their educational model 
had better conditions that facilitated their adaptation to 
the new remote learning ecosystem, and even they came 
out stronger.

The experiences shared by the managers interviewed 
in focus groups showed that their vision when managing 
the crisis scenario and their ability to adapt to change were 
crucial for the continuity of the educational service. In this 
sense, gathering the managerial experience in the context 
of the pandemic caused by the SARS-CoV-2 virus is a con-
tribution to the field of educational institutions manage-
ments in complex environments and times of crisis.

Looking ahead, further studies should be conducted to 
understand the managerial experience on the challenges 
posed by times of crisis for public institutions, as one of 
the limitations of this study is that it only refers to the 
experience of managers of private institutions. Widening 
the scope will make possible to analyze this phenomenon 
through a larger sample and comparative studies in the 
target population.

Post-pandemic future, still uncertain, has accelerated 
the changes already present in the literature (Ortega, 
2008; Hernando, 2016) and put traditional institutions on 
alert, as they will have to open themselves to innovation 
in order to survive, rethinking their educational models, 
and letting aside ad-lib managerial practices. The pande-
mic was a turning point, and schools cannot follow their 
older ways. Undoubtedly the role of school directors is 
complex due to their myriad functions accomplished be-
tween policies and reality (Kochen, 2020).
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