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1. Introduction

The present work highlights the interest in improving teaching in the University by
understanding the changes which arise when lecturers work cooperatively and extend this
educational practice to their classrooms. However, it would seem equally appropriate to
refer to the teaching team as a collective agent in the students’ education and also as a
model. On the other hand, we should bear in mind the whole educational centre (Faculty
and University) both as the field educational development and as the field of more informal
learning.

In a society which seems to be dominated by individualism and competitiveness, why is it
that in the educational field more value has been given recently to cooperative work? The
answer surely lies in the economic factor and our obsession with efficiency, in particular the
widespread belief that tomorrow’s society will demand and place a high value on work
teams based on cooperation. Duran Gisbert considers that the capacity to cooperate is one
of the main interpersonal competences of a “knowledge workers”, (Gisbert, 2001). In the
new economic framework, work is organized in interdisciplinary and multicultural teams
which are capable of working in contexts which are subject to rapid change. In such teams
participation and a cooperative style of work are highly valued.

Given this scenario for the future, it will be necessary for both students and lecturers to
develop cooperation in the classroom in order to be prepared for the society of tomorrow.
When lecturers cooperate in their teaching work they are supporting and promoting a
climate of cooperation in their classrooms, their universities and in society as a whole.
Society needs its future citizens to learn cooperatively as opposed to the individualism in
which social and work relationships are so steeped. We should combat the desire to convert
learning into a competitive scenario which sets goals reserved for a few “excellent” students.
Individualism in the classroom gives rise to anachronic situations such as the students
considering it an obstacle “to have to wait for the group to develop a piece of work in which
all those involved learn and reach a common goal”.

Interaction among teaching staff is not promoted either, since lecturers are mainly required
to master the subject they teach. The more they specialize, the further they go from shared
knowledge with other areas, and in particular from the common core of the students
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learning process which is shared by all those involved in the teaching task. Moreover,
specialization usually leads us to consider content as the main concern, “teaching
everything or what is relevant”, as opposed to encouraging students to acquire the tools
which will give them access to knowledge.

The idea is still held that working separately the students will be able to put the pieces of the
puzzle together and give them some coherence. In so doing the students will become
citizens who are capable of facing up to life. It would be a mistake to believe that everyone
has the same chance of solving the puzzle, or that they will do so at more or less the same
time. Likewise, we would be mistaken to think that if the pieces of the puzzle are designed
separately they will fit together exactly.

On the other hand, the creation of the European Higher Education Space has resulted in the
definition of a new educational paradigm in university studies, as has been made clear in
the different international and national forums related to this context (EHES, 2005),
(Tunning, 2002). The typical features of this new educational model require the
development of a professional profile in which the roles and activities of students and
lecturers are no longer the traditional ones. Modifications must therefore be made to both
the content of the subjects and especially the way in which they are taught, affecting
lecturers and students equally.

The principal features of the intended educational model which make it a more effective tool
for the challenges which have to be confronted are (Fernandez, 2006):

o A learning-centred educational model, requiring a shift from teaching to learning,
and particularly teaching to learn to learn, and to learn for life.

. An educational model centred on autonomous learning of the student under
tutorship of the lecturers.

J An educational model focussing on the results of learning, expressed in terms of
generic and specific competences.

. An educational model that focusses on the learning process - education as
cooperative work between lecturers and students.

. An educational model that demands a new definition of the learning-teaching
activities.

. An educational model which proposes a new organization of learning: modularity,
multidisciplinary and cross-disciplinary curricular spaces, as part of the global educational
project (Curriculum).

. An educational model that makes strategic use of evaluation, making it an integral
part of the learning-teaching activities. There should be a revaluation of the formative or
continuous evaluation and a review of the final or qualificative evaluation.

. An educational model that measures the work of the student, using the ECTS as a
tool to construct the curriculum, taking the competences or results of learning as a basis.
This model will also act as tool to guarantee the transparency of the different systems of
higher education.

J An educational model which places greater importance on technologies of the
information and the communication and their possibilities to develop new ways of learning.
In this sense, one of the basic recommendations for the Implantation of the European Higher
Education Space is that the work of educational innovation should be carried out by a
coordinated educational team and not in an individual way in each of the subjects.
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Nevertheless, it is well known that the most university lecturers work individually, which
has led students to regard subjects as isolated entities without any links between them. It
goes without saying that the students” workload at any given time is not known.

Given this situation and bearing in mind the new educational paradigm, one of the
challenges is to get lectures from the same degree and the same year to work together in
teaching teams, responsible for organizing and scheduling all those activities which affect
the same group of students.

Moreover, lecturers who cooperate with their colleagues in a team also tend to practise this
activity in their classes, as cooperative work is not a technical process, but rather an attitude
which impregnates all aspects of the educational centre’s life and shapes the culture of
cooperation, which extends to all times and situations.

On the other hand, in the specialist literature, (Aronson & Patnoe, 1997; Johnson et al., 1991;
Johnson et al., 2006), there is sufficient support for cooperative learning as a strategy which
improves both the quantity and the quality of the work of a group of students.

The present chapter, based on the experiences of our teaching group, named COMPING,
(Montoya et al.,, 2007, Montoya et al., 2008), aims to show that coordinated action can
achieve both educational and social aims which would otherwise not be attained. It also
shows that as a result of collective action we obtain benefits which are both sought after and
shared by all: holistic education of the student and the professional development of the
lecturer.

Although most of the studies carried out on teamwork among teachers have focussed on
Primary and Secondary Education (Lépez, 2007), the majority of their considerations can
also be applied to the university. In our specific case, the fact of belonging to a teaching
group has allowed us to work in conjunction as a team, enhancing our teaching skills with a
constant process of reflection, training and innovation, through a meeting point and a
strategy of permanent communication using taking advantage of a virtual learning
platform.

The rest of this work, will attempt to answer some of the following questions: Do lecturers
work as a team?, Do lecturers need to develop the competence of teamwork of cooperative
work in teaching teams?, What problems arise from teamwork?, What is the basis for
cooperative work?, Why is teamwork important?, Which competences does it develop?.

2. Do Lecturers work as a team? Do we need to develop this competence?
Why is individualism the prevalent attitude among lecturers?

Despite consensus on the need to work as a team and to collaborate, lecturers very seldom
do so. Individual work, and all too often individualism, are present in the daily work of
numerous lecturers who work independently of their colleagues and who do not encourage
cooperative work in their classes.

One of the major difficulties facing cooperative work, as has been explained earlier, is the
competitiveness and individualism which characterizes our teaching faculties and our
society as a whole. Many writers on this topic agree that individualism, secretism and
isolation are constantly to be found in our educational system: most lecturers continue to
teach alone, in the isolated atmosphere of their classrooms.
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One of the fundamental causes of individualism on the part of lecturers is the conditions in
which they work, and more generally, the regulations which impose on them the structure
of their post. The fact that the initial training of lecturers, and the whole of their university
education, tends to give teamwork a minor or secondary role, reinforces in future lecturers
the idea prevalent in our society that this way of working is only useful for tasks of little
importance, as relevant activities tend to be based on competitiveness and efficiency.
Competitive societies establish a more or less open struggle between the people or groups
they comprise. In such a context the interdependence of aims or resources is impossible,
since there are relationships of negative reciprocity in which the projects of others are felt to
interfere with one’s own. Competitiveness complicates and can even prevent interaction
between lecturers (Gitlin, 1987).

Competition creates a social environment which is contrary to cooperation, but on occasions
lecturers do not work together on teaching tasks due to a lack of stimuli, since, on the whole,
teaching work is not valued as highly as research tasks.

Another disadvantage which arises from cooperation is the so-called balkanization (Day,
1999). This refers to a type of cooperation which divides and separates lecturers into
isolated, and often confronted, sub-groups within the same department or faculty.
Balkanization can be said to occur when lecturers work together more closely than in an
individualistic society, but in groups, remaining loyal and linking themselves to a given
collective of colleagues. A radical proposal would be to suppress departmental
organizations in favor of course/degree-level ones (teaching teams on both a horizontal and
a vertical plane). This would approach the mobile mosaic in which universities would have
more permeable departmental limits, lecturers could belong to more than one department,
their category would not be so important, and this type of organization and its leadership
would be expected to change in time. Once differences in prestige and power within the
departments are eliminated or at least reduced, leadership and its rewards would also be
reduced, and the third step would be to debate conflicts and solve them in a continual
process of sincere, democratic and ethical procedures. In this way, power struggles would
not lead to new hierarchies or balkanization processes.

As arule, lecturers find it difficult to work as a team even when they want to. They have no
tradition of working in this way, and neither have they been prepared to do so. Book states
that even though teachers might like to work cooperatively and share their ideas with their
colleagues, they do not know how to do so, (Book, 1996).

Educational institutions demand that they collaborate with their colleagues in certain
unalterable conditions. Cooperation can be encouraged, but it cannot be required of lecturer,
as that would contradict the very principles on which it is based.

3. Why is cooperative work important? On what is it based?

Most lecturers agree on the need for cooperation in their teaching work in order to innovate,
to change and in general to develop the educational system. Cooperating and collaborating
is not easy in our social and cultural context, but our experience as a teaching group has
allowed us to confirm that teams of lecturers working in conjunction support one another in
order to reach shared goals. It is true that this activity goes against the grain of the neoliberal
globalised view which tries to create a single pedagogic belief based on values such as
individualism, competitiveness, obsession with efficiency and separating the means from
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the end. However, it is also true that the work of these groups of lecturers is creating an
alternative horizon. Guided by a utopian aim which implies the practice of solidarity and
social justice, they also contribute towards a truly democratic society. In short, by
cooperating we are part of the necessary cultural battle to combat neoliberalism and create a
culture of cooperation.

From the perspective that these thoughts provide we can understand the reasons why
collaborating is not an easy task, but also why it is indispensable one.

3.1 Requirements for cooperative work

Cooperative work does not merely imply that several people work together. Those people
must be working towards common goals in such a way that individual team members are
not able to achieve their aims unless their fellow team members achieve theirs. In
cooperative work nobody succeeds at the expense of others, and individual triumph is
incompatible with collective failure. A set of objectives which unite the team, the common
goal, is of paramount importance in teamwork. These shared goals must motivate team
members to carry out a common task. According to (Johnson et al., 1991) cooperation
consists of “working together to achieve common goals”. These authors also outline the
conditions which cooperative teamwork should fulfill:

1. There should exist positive interdependence of aims, resources and roles, so that
individual success and group success are interrelated. In a cooperative scenario individuals
strive to obtain results which are beneficial both for themselves and for the rest of the group.

2. There should exist both individual and group responsibility regarding the
attainment of aims.
3. The group as a whole must accept responsibility for achieving the proposed aims,

while at the same time individual members are responsible for successfully carrying out
their corresponding part of the task. Nobody can oppose the work of other group members
and responsibilities cannot be diluted within the group.

4. Group members should possess the skills of interpersonal and group exchange.

5. There should be an awareness of collective functioning which allows the group as a
whole to asses to what extent the aims are being achieved and efficient working
relationships are being maintained. The group must decide whether their members” actions
have positive or negative repercussions, and consequently they should either encourage or
modify said actions.

6. There should exist face to face interaction, in such a way that proximity and
dialogue allow the creation of dynamics of help, support and reinforcement among team
members. In this way they acquire a personal commitment to one another and to their
common goals.

The interdependent structure of aims intrinsic to cooperative work contrasts sharply with
the independent objectives of individual work and the opposing goals which are
characteristic of competitive tasks. In individual work each participant works in isolation,
and in competitive tasks each individual competes with the others, and the achievement of
one individual’s aims is detrimental to those of the others. In the opinion of Little in (Little,
1996), the above-described interdependence of aims also constitutes the defining
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characteristic of cooperation and it is manifested in the fact that each member of the group
promotes the growth of the others.

Sharing educational aims constitutes, especially for Rosenholtz, one of the conditions which
influence the depth with which lecturers collaborate and offer one another advice and
support. For this author, whether or not there is concensus regarding educational aims is
most important. She considers that when there is a moderate or low degree of concensus
regarding aims, lecturers tend to stress their students’” mistakes rather than their
achievements. However, when there is a high degree of concensus and shared aims, desires
and values, the teaching staff give priority to educational principles and the students’
interests, thus creating a wave of opinion which affects even new arrivals and leads to a
positive line of work, ( Rosenholtz, 1989).

Not only does cooperative work offer a way to improve the completion of tasks, it also
constitutes a different approach to teaching, providing a novel response to habitual teaching
problems.

Cooperative activities must not be promoted by external compensation or maintained as
compulsory tasks. As such, the basic requirement for carrying out cooperative activities is
the existence of shared objectives. Going back to the idea that the existence of common goals
is the basic characteristic which allows us to define teamwork, we could say that sharing
teaching goals constitutes a fundamental and nonnegotiable requirement on which
teamwork among teachers must be based.

Democracy and equality of opportunities are essential elements for producing the
communication which forms the basis of cooperative work. Arnaus develops this idea when
explaining that only horizontal exchange favors dialogue, since self-sufficiency and the
feeling that one is in a superior hierarchical position have quite the opposite effect, (Arnaus,
1999).

One of the most interesting and valuable cooperative strategies is investigation-action,
which considers that education is made up of structures whose change cannot be brought
about by any one individual, but rather by a process of combined reflection in which the
participants develop their own solutions to the problems they face. The cooperative nature
of investigation-action is stressed, claiming that this activity is the missing link towards
collaboration among teachers in which cooperative work acquires a central role.

a) We can identify the teaching teams that have carried out cooperative work by the
activities the lecturers employ.

b) When the lecturers get involved frequently and progressively in dialogues
regarding teaching.

C) When they observe one another frequently and provide constructive criticism on
each other’s teaching.

d) When they propose, design, research, evaluate and prepare teaching materials as a
group.

e) When they learn from others while teaching.
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3.2 Conditioners for the practice of cooperation

Cooperation is considered to be impossible if there are not equal conditions to express one’s
opinion, decide and act. Several authors stress that hierarchy puts a brake on the possibility
of dialogue and prevents collaboration; besides citing (Freire, 1984), we could also refer to
(Habermas, 1997), for whom any collaborative work must be carried out in an ideal situation
in which all those affected should have equal right of speech. Hierarchy is contradictory to
equal opportunities and therefore makes it impossible for true collaboration to take place.
However, our own experience leads us to agree completely with (Hargreaves, 1995) in that
the practice of true cooperation reduces the workload, as responsibilities and pressure are
shared.

In short we can say that in the course of our work we have seen that true collaboration
cannot be imposed, as making it compulsory produces maladjusted cooperative practices,
namely artificial collegiality and balkanization. The results of our experience allow us to
state, to use a botanical simile, that collaboration is like a wild plant which will grow
wherever it finds a favourable habitat, but which is ill-adapted to life in captivity. It cannot
be cultivated in a nursery, but if we wish to maintain and promote it in its natural
environment, we must provide it with suitable conditions in which to evolve.

We have already remarked that the prevalent values in our society prevent cooperation
from flourishing. The individualism and competitiveness promoted by neoliberalism imply
a division of labour based on considerations of efficiency. This means that cooperation is
often relegated to minor roles or adopts maladjusted forms which limit it to the allocation of
tasks, not really intending that it should work towards a common goal. Nevertheless,
though cooperation is not always considered a value, it is necessary to create a culture of
collaboration in which it practised and promoted. This is the opinion of (Fullan, 2001), who
states that without the capabilities of collaboration and relating it is not possible to learn
enough to become an agent of social improvement:

“Our ability to learn is limited if we remain isolated. The ability to collaborate, on a small or
large scale, is becoming one of the basic requirements of postmodern society. Personal
strength, providing it is open (i.e. directed toward research), and efficient collaboration go
hand in hand - indeed, without personal strength collaboration would have more form than
content. Personal skills and group skills feed off one another in learning organisations.
People need one another to learn and carry out projects”, (Fullan, 2001).

4. Why have we decided to work as a team? What are the benefits for
students, lecturers and the faculty as a whole?

On the whole it is fair to say that education is considered a difficult task and a challenge to
teachers. Even the most experienced teachers require assistance, and if they ask for help
their professional value is by no means questioned. In a cooperative working environment
help is given and offered in order to attain common goals, and this undermines the self-
esteem of nobody, rather it is considered necessary and recommendable (Rosenholtz, 1989).
Cooperative thinking regards education as a collective task and offers the necessary
conditions to improve it via analysis, experimentation and peer-evaluation. Along these
lines, Clemente Linuesa explains some of the advantages of cooperative work: “The
collaborative culture leads to processes of enrichment which are fomented by dialogue,
debate and even confrontation and arguments. This may well be a source of difficulties, but
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these will undoubtedly be offset by the benefits obtained. Moreover, these processes allow
all uncertainties and doubts about the educational process to be shared. Sharing common
problems is a way of learning to solve them, whereas the fear of failure often arises from the
feeling of isolation. Cooperation foments an atmosphere of trust, of being open to the
experiences of others, and this provides the teacher with greater confidence”, (Clemente
Linuesa, 1999).

Another aspect to bear in mind is the desprofessionalization in the integral education of
specific people which arises from the division of education into multiple disciplines, each of
which has a group of specialised teachers. According to (Martinez Bonafé, 1998), this
division of work separates the concept of education from putting it into practice, and the
teacher becomes a technician carrying out what is prescribed. This in turn demands a
concerted effort of cooperation within the teaching team (Gimeno Sacristin, 1988).
Cooperative work, then, makes very clear sense in our society, in our educational system in
general and in the University in particular, and there is obviously a need for it, even though
it does not correspond to predominant values. This need demands that we work towards a
culture in which cooperation is not only possible, but becomes habitual practice. “Dewey
states that education is carried out in social interaction by means of communication. Cooperation is
one the principles which must guide teachers to develop their teaching activity with students and to
work with their colleagues/peers. Rather than facilitating education, processes of — cooperation
actually constitute the very essence of education” (Angulo Rasco, 2000).

4.1 Benefits of Cooperative Work among Lecturers

Cooperative work among lecturers is not easy, demanding as it does numerous
requirements which are not always fomented by the teaching environment. Nevertheless it
is a worthwhile task. Numerous authors have outlined the benefits of cooperative work
among teachers (Little, 1996, Hargreaves, 1995):

1. It offers moral support and assurance to group members, increasing the possibility
to carry out research tasks and to put innovative ideas into practice.

2. It increases coordination between teachers, encouraging their involvement, to the
benefit of the degree course and the centre.

3. It reduces excess work, since responsibilities and pressure are shared.

4. It increases teachers’ capacity for reflection and facilitates access to new ideas and
creativity.

5. It provides more opportunities to learn and foments continual improvement.

6. It supports social transformation and a change of values.

As we have seen, cooperative work provides many advantages, but the most important one
is the moral support and assurance that it provides to group members. Our experience as a
teaching group has shown us that working together as a team we feel more confident, since
our teaching work is backed up by our fellow team members. According to (Hargreaves,
1995), this support constitutes one of the principles which facilitate perfectionning and
improvement of teaching. Through cooperative work the most vulnerable aspects of
teaching are shared, thus reducing uncertainty, strengthening personal resolve and
overcoming failure and frustration which might otherwise stand in the way of
improvement. This personal betterment promotes the professional development of the
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lecturers who practise it. Among the principles which Hargreaves claims can be achieved
through cooperative work, two are directly related to the above-mentioned development as
professionals: opportunities for learning and the stimulus for continual improvement.
Cooperative teamwork increases lecturers’ opportunities to learn from one another, as in
cooperating they seek solutions to the problems which arise, and in this way they perfect
their methodology. Learning and improvement are based on cooperative relationships.
Improving teaching performance implies evolving in thought and behaviour in the most
integrated way possible. The person, their knowledge and know-how must all advance. We
cannot talk of teacher development without talking of training. The two concepts are closely
linked. Professional development occurs when teachers exercise their capacity to reflect on
the educational decisions taken and to reason through those decisions bearing in mind the
social and political context. According to (Helsby, 2000), the two most important ways in
which cooperation foments professional development are the access it provides to new ideas
and the increase in lecturers’ self-confidence to adopt innovation. Once again it is clear that
a lesser degree of uncertainty constitutes a positive element for innovation and professional
development.

Johnson states that in cooperative work lecturers seek to satisfy their needs by sharing and
cooperative exchange. When they offer and obtain security and psychological support, they
are attending their personal needs; if they give and receive pedagogic advice they are
satisfying instructional needs; and finally, when they organise the coordination of their
students’ learning they are attending organisational needs. The latter appear with the
convenience of coordinating the students’ learning and of achieving greater coherence
among classes. This has several consequences, (Johnson, 1999):

1. It multiplies lecturers’ efficiency, as they all share the same aims, attitudes and
ideas.

2. It allows us to identify what is important and to discard what is not, without
incurring in contradictions and incoherent attitudes.

3. It helps to avoid the omission of key aspects or unnecessary repetition.

4. It increases the coherence of the teaching team as they are all acting along the same
lines of cooperative work for the benefit of the students.

5. It allows attitudes to be developed which would not be attained by the individual

work of isolated lecturers.

One of the basic recommendations for the Implantation of the European Higher Education
Space is that innovative educational work should be carried out in the framework of a
coordinated teaching team, and not in an individual manner in each subject. Some specific
examples in which lecturers will have to coordinate to fulfil these goals are (Montoya, 2008):

1. Analysing as a whole the students” workload and schedule (total number of hours
or the effort required both inside and outside the classroom according to the ECTS), in such
a way that the total work demanded of the student is suitable and is distributed reasonably
each week.

2. Drawing up a chronogram of evaluations and work to be handed in, with optimum
distribution from the students” point of view, without overlapping of different subjects.
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3. Revision of the work to be covered in order to avoid overlapping, incoherence or
omission (horizontal and vertical coordination).
4. Establishing connections between subjects by means of integrated sub-projects of

varying size, so that the contents of different subjects are integrated and sequential
continuity is established.

5. Designing the itinerary or the competences which will certify what has been learnt
from the cross-curricular competences selected.
6. Supporting the use of common active methodologies such as cooperative learning,

case studies, problem/project-based learning, etc., which allow us to develop the itinerary
of competences.

7. Assigning tutors for each student, accompanied by a tutoring schedule and a
rational timetable (tutorials, seminars, free mornings or afternoons).

8. Proposal of internal or external activities and shared supplementary material.

9. Carrying out surveys as a means of feedback on the process, group reflection and

proposals for improvement.

Teamwork, therefore, increases the coordination between lecturers both horizontally and
vertically, involves them more in the structure of the degree course, and leads to improved
performance of the students, since it facilitates the allocation of responsibilities among
lecturers, risk taking and the adoption of different new teaching strategies. In these
circumstances the efficiency of the faculty and the course’s capacity to respond to the needs
of the current environment are greatly enhanced.

4.2 Benefits of Cooperative Work for the students: the development of competences
Cooperative work developed through students’ cooperative learning guarantees the
acquisition of basic social skills which are important for carrying out work and which also
require that students are committed to their own learning process, as experience with our
students has taught us (Gil et al., 2007; Gil et al., 2008; Montoya et al., 2008). In summary, it
promotes the following:

1. Development of interpersonal skills.

2. Development of high level intellectual skills.

3. Responsibility, flexibility and self-esteem.

4. Work of all: each individual bears part of the responsibility towards his/her
colleagues.

5. Generation of support networks for students at risk.

6. Generation of a greater degree of enthusiasm and motivation (in both lecturers and
students).

7. Promotion of in-depth as opposed to superficial or memory learning.

This relationship also favours the efficient completion of the task and the personal and social
relationships of those involved in the cooperation due to the motivation it provides and the
superior reasoning it encourages. The personal relationships between participants also
become more positive, that is more committed and team-oriented, and the mental health,
self-esteem and social development of all participants improve. These benefits of
cooperative activity can be grouped in three large categories: better performance, more

www.intechopen.com



The Importance of Cooperative Work in the Faculty and in the Classroom 273

positive relationships and improved mental health. The better performance is due to the
greater level of reasoning and motivation which the group foments. As regards the capacity
to reason, constructivism provides students with the chance to mediate and learn from one
another. This interaction leads them to socio-cognitive conflict and provides them with the
opportunity to help themselves in the zone of close development (Duran Gisbert, 2001).
Cooperation also constitutes a social strategy and a chance for personal betterment.
Belonging to a group implies forming part of a collective which offers security and
friendship, but also the communication established between group members cements a
relationship which satisfies their needs, desires, motivations and interests. It also leads to
the growth of their personal identity, as they appropriate beliefs, emotions and motivations
which are present in the collective. The individual and social development of group
members is therefore promoted.

The collective process involved in cooperation also favours the participants’ social
development by increasing their degree of social maturity and their socialisation resources.

4.3 Our Teaching Group and the use of the Virtual Platform

In the field of education, new information and communication technologies are giving rise
to a wide variety of tools which greatly facilitate not only the students’ learning process, but
also the coordination between lecturers.

Our teaching group (COMPING), was created both as a training project and to foment a
coordinated and united teaching team with a common approach and aims (Montoya et al.,
2007; Montoya et al., 2008). Our way to work and communicate has been via the WebCt
platform (Fig. 1). This has allowed us to develop our own knowledge of the above-
mentioned topics on the one hand, and to practise the coordination of a course as if we were
a teaching team on the other. Working in this way has also allowed us to reduce the number
of meetings to be attended while at the same time maintaining daily communication with
each other.

In this way the course created for the platform fulfils three fundamental tasks:

. First of all, as commented previously, it constitutes a forum and meeting point for
all the lecturers in the team.

. Secondly, all updated general information generated by a given group is available
to students at any time throughout the course.

. Finally, the university community as a whole can find all the actions developed in
the framework of the project and take an active part active in its progress.
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Fig. 1. Example of the course created on the WebCt platform for our teaching group

“Comping” (Work on engineering competences) with three cooperative work groups.
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5. Proposals to promote Cooperative Work among teaching staff

In our experience, cooperation has many advantages: it provides the chance to carry out
difficult tasks thanks to the support of the group; it increases coordination among teaching
staff and involves them in the improvement of the degrees and centres/faculties; but most
importantly, the members of the group give each other moral support and confidence. Most
of the teachers involved feel that they carry out their professional duties with a greater
feeling of confidence and with the backing of their colleagues.

Through cooperation, according to (Johnson, 1991), lecturers satisfy personal needs,
obtaining security and psychological support; they satisfy teaching needs, as they receive
pedagogic advice; and they satisfy organisational needs on coordinating their students’
learning. Though all three types of needs are important, the personal ones are particularly
s0, since our experience as a teaching group has shown us that confidence and psychological
support are indispensable for professional innovation and development. Lecturers usually
conceptualise this development as personal enrichment, they continually refer to it as one of
the most important advantages of cooperative work.

One of the ways cooperation contributes to improving teaching is its capacity to foment
innovations in degrees.

If we want practical innovation to be encouraged in our classes, therefore, we should turn to
cooperation with other lecturers. As we can see in the following quote, is of the same
opinion, basing the capacity to implement reforms on the learning of behaviour, skills and
beliefs which are produced through interaction:

"The theory of change which I have been expounding clearly points to the importance of the
relationships between colleagues in the same centre. Changing implies learning to do something new,
and interaction is the cornerstone of social learning. The new sense, new behaviours, skills, abilities
and beliefs depend to a significant degree on whether the teaching staff work in isolation or
exchanging ideas, support and positive feelings on their work. The quality of work relations among
staff is linked closely to its implementation." (Fullan, 1999).

If we wish to promote cooperative work we will have to implement measures which help to
encourage this type of activity. These measures should be established from all areas or
institutions which have something to say on the matter: educational authorities, universities,
centres and faculties and their management teams, departments, teaching staff and other
groups such as teacher training units.

Going back to the first point, the existence of common goals, brings us to the final aim of this
chapter: how to develop cooperative work in the centre/faculty and in the classroom.

1. To develop initiatives of cooperative work and teamwork it is necessary to promote
interest in carrying out common projects.
2. Teaching groups must have the autonomy to decide the contents of their teaching

activity and the time needed to carry it out. Only in this way can true cooperation be
achieved.

3. It would be convenient to analyse the type of cooperative work adopted by a
group, to evaluate and take advantage of the possibilities it offers, and to continue
progressing toward a greater degree of interaction.

4. To improve the teaching-learning process and to enhance teaching professionality,
teaching staff should work in teams. This practice provides numerous advantages such as
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offering moral support for innovation and reform, improving the capacity for analysis, and
supporting the change in values.

5. Cooperative work improves self-esteem and gives rise to the establishment of
shared norms, bonds of affection and social relationships. By recognising others as people
we can relate to and work with, we participate in an experience of personal development
and social solidarity.

6. Cooperative work should be promoted to improve the training of lecturers and
their professional development.
7. To facilitate cooperative work we should try to ensure that the group members

possess certain characteristics such as compatible educational beliefs, willingness to debate
and democratic attitudes. We should also try to minimise the effects of competitiveness and
the lack of cooperative tradition in education and the existence of universities and
centres/faculties whose organisational structures make cooperation difficult.

8. To combat the individualism which usually characterises teaching and prevents
access to new ideas, we should promote, within a cooperative framework, that individuality
which encourages the teachers’ initiative and creative strength.

9. We should ensure that the cooperative work is authentic, not simply a process of
artificial collaboration masquerading as joint work but not providing any of its benefits.
10. Centres/faculties should do their best to avoid situations of collaboration in

isolated groups, such as departments or areas, which prevent the development of the centre
or faculty as a whole.

11. When evaluating the performance of teaching staff, we should take into account the
merits achieved through cooperative activities and teaching coordination.
12. New organisational structures should be created which include several

departments or which are transversal to several of them. This would alleviate the
balkanization effect which the current structures produce.

13. We should design and promote organisational structures which complement the
different areas and departments in centres and faculties. These structures would group the
teaching staff according to alternative criteria which each centre should establish (projects to
be developed, priorities, activities, etc.). In this way collaboration would be encouraged by
working within structures which the centre would establish according to its own goals.

14. We should create mechanisms by which the teaching staff can cooperate in
voluntary groups which deal with topics of personal and common interest.

15. The times at which the teaching staff are not directly occupied with students
should coincide.

16. Areas and departments should be managed truly democratically in order to avoid
them becoming politicised groups in which the struggle for power and status leads to an
organisation of work segmented into balkanized groups.

17. The management team should organise the distribution of teaching work in such a
way as to make cooperation necessary.

18. Centres and faculties should assess the evolution of their collaborative processes,
bearing in mind the processes themselves rather than the ends achieved.

19. We should foment and reinforce the evolution of teaching organisations that are
structured horizontally and vertically, in which cooperative work is the basis for achieving
common aims.
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20. The initial training of teaching staff should be substantially modified, including in
the curricula contents which encourage reflection on cooperative activities and their
advantages, using methodologies aimed at practising cooperation in all subjects, while also
promoting collaboration among the teaching staff in charge of training.

21. Permanent training of teaching staff should pay special attention to cooperation, on
the one hand as an element of the working methodology in the classroom, and on the other
as a topic for study and consideration in the methodology of the centre.

22. Permanent training activities should also be modified substantially, preferably
basing methodology on cooperation among lecturers, given the great potential of this
activity for professional development.

23. Both initial and permanent training should encourage skills of interpersonal
exchange and awareness of group functions.
24. All parties involved in the educational process should ensure that suitable

conditions are created and maintained for cooperation among lecturers to be both necessary
and possible, thus contributing towards the development of a culture of cooperation.

The development of collaborative cultures in educational centres carries multiple pedagogic,
social and political implications. As authors such as (Tonucci, 1981) or (Freire, 1984) have
long expounded, collaborating and cooperating with colleagues in teaching tasks implies
committing oneself to a society based on different values; now we also know that
cooperation brings us many benefits, such as stimulating our professional evolution and
creating emotional bonds which enrich us and allow us to recognise ourselves by
recognising our colleagues as people with whom we wish to share. The intuition which
guided us in our first years of teaching has with time become a conviction: more than ever
we consider it necessary to build a society in which cooperation is considered positively,
while at the same time rejecting competitiveness and the hierarchy that goes with it. In
short, we wish to foment a society in which a culture of cooperation can be developed; one
which recognises the priority of ethics and justice over the market, and which is based on
collective values of solidarity.

6. Conclusions, Cooperative Work: The Great Challenge

This cooperative culture is not characterised by the number of meetings called or by how
long they last, but rather by the depth of the relationships created and the way in which
cooperation extends to all areas, enabling it to improve continually. Moreover, the
importance of cooperative work goes much further, as it implies committing to an
educational system and a society based on values which are opposed to individualism and
competition. This is, in fact, the true challenge facing cooperative work.

The results obtained with cooperative work surpass the individual capabilities of the group
members, as the group is the sum of its parts. Indeed, cooperative work has allowed us to
carry out a whole process of reflection, training and innovation in our own teaching
practice. In short, the numerous positive consequences that cooperative work offers both
students and lecturers are: it reduces uncertainty, facilitates access to new ideas, improves
efficiency and efficacy, reduces overload of work, increases the capacity for reflection,
makes needs of different types common elements, achieves better performance, establishes
more positive personal relationships, enhances mental health, stimulates creativity, allows
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us to understand better how others think, defends professional interests and demands,
adapts the curriculum to the context and to the students” needs, and above all creates the
bases for new theoretical constructions, increases opportunities to learn, to improve
continuously and to advance in one’s professional career. Cooperation, moreover,
constitutes the basis for any innovation, whether among lecturers or students. Sharing
common aims in educational programming, taking them into the classroom and assessing
them as a team allows lecturers to learn and improve continually. Teacher training should
foment the skills of teamwork.

Another of the facts which underline the current need for teamwork among lecturers is the
importance that cooperative work takes on in teaching teams. The compartmentalization
which characterizes education today, and the resulting desprofessionalization in the
competence of relating knowledge, requires a reprofessionalization in the new competence
of cooperating in the framework of a teaching team. Cooperative work, therefore, is more
necessary today than ever before. However, the importance of cooperation goes further still,
as it implies a move towards a society based on different values.

Generally speaking, those lecturers who work in a team with their colleagues tend to
practice this activity in the classroom with their students, because cooperative work is not a
technical process, but rather an attitude which suffuses all aspects of the educational centre
and conforms the culture of collaboration which spreads to all moments and situations,
providing the assurance that we can abandon teaching based on control. This culture is not
characterized by the meetings which are held, but rather by the relationships maintained,
with a predominant atmosphere of help, confidence and mutual sincerity. What remains
uppermost in our minds from our experiences of cooperative work is not the results
obtained, but rather the very process of joint work.

Cooperation and teamwork are necessary and can make a decisive contribution to
improving the educational system. Despite the difficulties this type of work entails, it
constitutes one of the most urgent needs of current education. It also supposes a real
challenge: that of achieving a new education for a better society.

Cooperative work among lecturers implies a definitive change in values, opting for a
different, more equalitarian society in which we all seek and learn: a move from “I think ”
to “we believe”.
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