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Resumen:
La aparición de las tecnologías digitales y 
la implantación de la gobernanza digital 
en el sistema educativo plantean impor-
tantes retos al profesorado. En este esce-
nario, este trabajo pretende responder a 
la siguiente pregunta: ¿está la gobernanza 
digital reinventando el trabajo de los do-
centes? El estudio se basa en un análisis 
cualitativo de casos múltiples en 4 centros 
educativos de España, en el marco de un 
proyecto de investigación financiado, re-
alizado mediante entrevistas a profesores 
y alumnos, grupos de discusión con famil-
ias y observación participante en las aulas. 
Los resultados sugieren que la implant-
ación de plataformas digitales y la lógica 
de gobernanza que las acompaña, están 
provocando transformaciones significa-
tivas en el trabajo docente, reflejadas en 

Abstract:
The emergence of digital technologies and 
the implementation of digital governance 
in the educational system raise important 
challenges for teachers. In this scenario, 
this paper is intended to answer the fol-
lowing question: are digital governance 
reinventing teachers’ work? The study is 
based on a qualitative multi-case analysis 
in 4 schools in Spain, within the frame-
work of a funded research project, carried 
out through interviews with teachers and 
students, discussion groups with families 
and participant observation in classrooms. 
The results suggest that the implementa-
tion of digital platforms and the logic of 
governance that accompanies them, are 
causing significant transformations in 
teachers’ work, reflected in four dimen-
sions: the dissolution of teaching functions, 
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cuatro dimensiones: la disolución de las 
funciones docentes, la delegación de re-
sponsabilidades, la fragmentación e inten-
sificación de tareas y la focalización en la 
productividad y consecución de objetivos 
desde una perspectiva técnica y desregu-
lada.
Palabras clave: 
tecnología; digitalización; práctica do-
cente; profesión docente.

the delegation of responsibilities, the frag-
mentation and intensification of tasks and 
the focus on productivity and goal attain-
ment from a technical and deregulated 
perspective.

Key words:
technology; digitization; teaching prac-
tice; teaching profession. 

Résumé:
L’émergence des technologies numériques et la mise en œuvre de la gouvernance 
numérique dans le système éducatif posent d’importants défis aux enseignants. Dans ce 
contexte, cet article vise à répondre à la question suivante : la gouvernance numérique 
réinvente-t-elle le travail des enseignants ? L’étude est basée sur une analyse qualitative 
de cas multiples dans 4 écoles en Espagne, dans le cadre d’un projet de recherche fi-
nancé, réalisé par le biais d’entretiens avec les enseignants et les élèves, de groupes de 
discussion avec les familles et d’observations participantes dans les salles de classe. Les 
résultats suggèrent que la mise en œuvre de plateformes numériques et la logique de 
gouvernance qui les accompagne entraînent des transformations significatives dans le 
travail des enseignants, reflétées dans quatre dimensions : la dissolution des fonctions 
d’enseignement, la délégation des responsabilités, la fragmentation et l’intensification 
des tâches et l’accent mis sur la productivité et la réalisation des objectifs d’un point de 
vue technique et déréglementé.
Mots clés:
technologie; numérisation; pratique de l’enseignement; profession d’enseignant.
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Introduction

Beyond schools’ connectivity or their degree of implementation of tech-
nological equipment, the educational environment is surrounded by nar-
ratives that legitimize structural changes in the organization (Mountford 
& Geiger, 2020). These narratives intend to avoid the double link that 
dominates the relationship between technologies and school institutions 
—and every other organization— today. These narratives associate re-
curring concepts such as quality, innovation, productivity, and digital 
management (Yelicich, 2019).

The recent academic literature stated that teachers need to be trained 
following the “influencer” pattern (Ruiz Domínguez & Area Moreira, 
2021). This role of educational influencer appeals to a teacher who en-
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hances his digital identity, who generates content on the web with the 
aim not so much of transmitting knowledge as of improving his status and 
reach, an individual who devotes time and effort to promoting his impact 
and visibility in the digital world. This role is even promoted through 
teacher training MOOCs offered by the Spanish Ministry of Education.

These discourses, promoted by certain forums and focused on some 
of the constituent aspects of school organizations, have an undisputed 
impact on day-to-day classroom life and on the conditions under which 
teaching work takes place. This dynamic has also been analyzed as part of 
a broader neoliberal reconfiguration of professional roles, where teacher 
identity and autonomy are progressively contested (Luengo Navas & Mo-
lina-Pérez, 2019). Aspects such as these are leading to a transformation 
—in the collective imagination and also in practice— of what a “good 
teacher” or a “good student” is considered to be (Roberts-Holmes, 2015), 
as well as the role and tasks to be carried out in the teaching and learn-
ing process (Pardo et al., 2022). This shift also involves new approaches 
to classroom practices, including more collaborative, student-centered, 
and maker-based methodologies that reframe the role of teachers and 
students alike (Blikstein, 2018; Gallardo Fernández et al., 2020; Vuopala 
et al., 2020).

As a space, classrooms are part of the organizational structure of a 
particular school and of the general education system. This circumstance 
implies that teaching practice in a particular school is conditioned by ex-
ternal narratives and interests, which constitute the ecosystem in which 
teachers carry out their daily work. This digital ecosystem is increasingly 
governed by symbolic exchanges and networked interactions that rede-
fine labor visibility and emotional exposure (Lara, 2018). It should be 
clarified that in this educational context, the term ecosystem refers not to 
its biological origin, but to the complex and dynamic interaction of insti-
tutional, social, political, and cultural factors that shape the conditions 
and expectations surrounding teaching and learning. This is the case re-
garding the use of digital platforms in the everyday cultural context and 
of the management logics prevailing in the public sphere (Santori, 2016). 
In this sense, these narratives are also surrounding the school context 
and the teachers’ work, leading them towards important transformations.

With the aim of studying these issues in greater detail, this paper deals 
with how teachers reinterpret and internalize both their professional 
function and the tasks they must perform in the classroom in the light 
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of the use of digital platforms. This process is carried out following the 
requirements emanating from the aforementioned narratives, that pres-
ent the platforms as innovations (Awidi & Paynter, 2024; Chalkiadakis & 
Noguera, 2024), but whose purpose is to equalize the state and corpo-
rations based on the postulates supported by governance (Erkut, 2020; 
Franco-Santos et al., 2017). Such logic presents requirements not as for-
mal imperatives, but rather as “facilitators” of the teaching practice (Ball, 
2015). Based on this reality, the following questions arise: what does 
these changes consist of, how do they operate on teachers? 

Organizations are experiencing profound changes related to the 
advanced modernity (Pardo Pérez & García Tobío, 2003), where gov-
ernance and managerialism through digital platforms constitute global 
trends (Antunes & Viseu, 2019; Hase & Kuhl, 2024; Manoharan et al., 
2023). While in previous periods they were developed as technically 
rational and considered effective, robust, and transparent, organizations 
are now considered to be weak, flexible, and complex because they 
have to “manage complexity, conflicts, and change” (Touraine, 1993, p. 
232). Under this new understanding, and with productivity still as the 
most critical objective, the idea of governance emerged in the organiza-
tion of producers of goods and services and was gradually imported to 
the field of educational systems (Gunter & Fitzgerald, 2013).

According to the OECD, governance in public organizations con-
templates at least the following three dimensions: capacity building, ac-
countability, and strategic vision (OECD/CERI, 2015). These dimensions 
can be identified quite clearly both in the more or less enthusiastic dis-
courses favoring the commodification of teaching as well as those for-
mulated by different school representatives, although not always to the 
same degree. In the Spanish context, this framework has been analyzed 
by López Rupérez et al. (2017), who emphasize the importance of gov-
ernance quality and its direct impact on the performance and legitimacy 
of the educational system.

Based on this approach to governance and taking the micro-politics 
of school organizations as a reference, this research focuses on the class-
room space. The work life of the teacher is developed in this environment, 
which is determined by a multitude of variables, not all of them easily 
identified, and promotes the phenomenon known as endogenous privati-
zation, leading to the progressive creation of a quasi-market in education 
(Parcerisa & Verger, 2016). This is consistent with what Ball & Youdell 
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(2007) identified as “hidden privatization” in public education, whereby 
market logics are embedded in daily pedagogical practices without for-
mal structural reforms. When teachers introduce a platform or an app for 
their work in the classroom, when they use corporate materials, when 
they adopt a performative role or measure productivity through certain 
procedures, they are in a way introducing privatization guidelines (Cap-
pello, 2022).

Within the classroom, governance is reflected in many aspects, in-
cluding the way the school curriculum is chosen and developed. While 
a few decades ago textbooks were the main device to regulate the cur-
riculum, this has changed with the arrival of digital technologies (Wil-
liamson, 2019). This phenomenon opens up multiple questions such as 
the legitimacy of knowledge in the classroom, the delegation of authority, 
the devolution of teachers’ power dynamics and responsibility, and even 
the monitoring of teaching and learning processes through the use of Big 
Data techniques. Currently, data-mining-based governance is being suc-
cessfully implemented in both private and public spheres, particularly in 
education (Ortega, 2019). For example, schools increasingly use learn-
ing analytics platforms to collect and analyze student performance data, 
which in turn informs decision-making processes related to curriculum 
design, resource allocation, or early interventions. In schools, govern-
ance ideas can also be seen, among other ways, in the transparency of 
the managing bodies and in efforts to involve the different groups and 
representatives of the organization.

Regarding standard technologies based on techniques and artefacts 
established in school organizations, Ball (2003) argues that emphasis 
should shift from structures or practices to the reformulation of relation-
ships, subjectivities, and new or reinvented forms of discipline. These 
transformations foster new identities, interactions, and values that re-
spond to the organization’s operational strategies, occurring within the 
micropolitics of the classroom and the broader educational center.

While the broader research problem addresses interventions in school 
structures, teacher practices, and management, this paper specifically 
explores the impact of digital platforms and the governance logic they 
entail on teachers’ roles and work.

As Pérez Gómez (2019) highlights, the “new pedagogy” demanded by 
contemporary society relies fundamentally on teachers. In the digital age, 
teachers must embrace their identity as learning professionals, shifting 
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from mere transmitters of information to tutors of each pupil’s learning. 
This change not only reassigns teaching functions but also transforms 
their position within organizational structures, networks of dependen-
cies, and power relations, altering the dynamic between “the one who 
knows” and “the one who learns.”

This phenomenon prompts critical questions: What are the organiza-
tional consequences of this role redefinition? How do different school 
actors receive and internalize digital platforms? Ultimately, are digital 
governance mechanisms reinventing teachers’ work? These questions 
guide the analysis presented in this paper, framed within a broader re-
search project.

Methodology

A qualitative multi-case study research (Stake, 1995) was developed as 
part of a project with reference X, funded by the valencian government. 
It can serve as a miniature model in order to study the effects of the in-
troduction of policies based on governance logic and digital platforms in 
the day-to-day management of classrooms. Globalization is prompting 
educational reforms that end up imposing similar dynamics and very 
similar norms, values, and techniques on different school systems.

Participants

The research was carried out by conducting a multiple case study in four 
pre-school and primary education centers in the Valencian Community 
region: three state centers and a charter school. The charter school is 
located in a suburb of the city of Valencia, characterized by the social 
complexity of the area. Regarding the public schools participating in 
the study, one of them is in a rural context and two are located in small 
urban localities, near the city of Valencia. 

The four schools were selected according to different criteria related 
to the research objectives, such as: daily use of digital platforms, schools 
located in various contexts and their willingness to collaborate with the 
research team and the University.

All four schools shared an interest in integrating digital platforms 
across organizational, curricular, and communication domains.
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While the core of the fieldwork focused on teachers, it was essential 
to also consider the experiences of other educational agents—namely 
students and families—given their increasing involvement in school life 
through digital technologies. Including families allowed us to explore 
how digital platforms mediate communication, participation, and ex-
pectations beyond the classroom, and to gain insight into the broader 
educational ecosystem.

In total, 200 students (36 in interviews), 20 teachers, and 16 fami-
lies participated in the research. The testimonies of students and families 
complemented the analysis by offering a more holistic view of how dig-
italization is shaping interactions and responsibilities across the school 
community.

Research tools and techniques

Different data collection tools and techniques were used to develop this 
research, with the aim of obtaining a plural view of the studied phenom-
ena.

As the foundation for the development of the study, we first analyz-
ed the documentation of the centers; namely, each center’s educational 
project, their management project, their ICT plan, their annual general 
programming, and some of the classroom plans designed by teachers. 
This work followed an ad hoc analysis protocol created by the research 
team and validated by a group of 5 external experts with experience in 
the development of qualitative research in schools, focused on tracking 
institutional approaches in relation to management logic and working 
with the underlying digital technologies in the participating schools. 

After this first approach, the main tool was the semi-structured inter-
view, whose questions explored four analytical dimensions related to 
teaching practice: (1) Prescription, referring to the degree to which teach-
ers’ actions are guided or limited by external mandates or standardized 
guidelines; (2) Autonomy, understood as the teacher’s capacity to make 
pedagogical decisions independently; (3) Focus on teaching work, ana-
lyzing whether the emphasis is placed on the product (i.e., measurable 
outcomes and results) or on the process (i.e., the development and dy-
namics of learning); and (4) Perceived professional role, which includes 
how teachers interpret their responsibilities and their position within the 
broader educational context. These dimensions allowed us to investigate 
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how digital governance intersects with teachers’ pedagogical identities 
and practices.

The interviews were designed as opportunities to generate shared 
knowledge (Fontana & Prokos, 2016) and involved 20 participants: one 
per school in each of these roles: classroom tutors, specialist teachers, 
principals, ICT coordinators, and course coordinators. This ensured a 
diverse yet balanced representation of teaching and leadership perspec-
tives across the four schools. The interview script addressed topics such 
as the use of technologies and digital platforms in the classroom, tasks 
performed with these tools, preparation time required, organizational 
strategies, student roles, the teacher’s role when integrating technology, 
and the agents influencing decisions to implement digital work.

To approach the different agents, the research team conducted, on the 
one hand, group interviews with students from each of the studied class-
rooms. A total of 36 students participated in the interviews. They were 
asked about the activities, subjects, dynamics, and perceptions related to 
digital technologies in the classroom.

Furthermore, a discussion group (focus group) was organized with 
four families at each school, totaling 16 participants. The majority were 
mothers (14 participants), with only two fathers participating. The focus 
groups aimed to gather families’ perceptions regarding the didactic use 
of technology in the classroom. The discussion questions included: What 
activities do your children carry out using digital platforms and technolo-
gies in the classroom? What roles do they adopt? How do they work? Do 
you think they learn more or less with these tools? What is your overall 
view of these resources? And what role do teachers play now?

In addition to the interviews, we conducted participant observa-
tion following the perspective of digital ethnography (Pink et al., 2016), 
aimed at revealing the daily use of digital platforms by teachers, as well 
as the organizational strategies implemented to promote their use. Ob-
servations took place in two classrooms per center, totaling eight class-
rooms, with approximately 200 students involved. Each classroom was 
observed for four full school days. As researchers, we participated as 
accompanying observers inside the classrooms, closely following and 
supporting the teacher’s activities without intervening or adopting the 
roles of teachers or students. Detailed observation sheets were used to 
record the platforms employed and the practices developed by both stu-
dents and teachers.



Pardo Baldoví, M. I., San Martín Alonso, A. y Valle Aparicio, J.E. (2025). Teachers’ work in the era 
of digital governance:  a qualitative study. Educatio Siglo XXI, 43(3), 197-218. 

https://doi.org/10.6018/educatio.632961� 205

Information analysis procedure

The documents and records from the fieldwork phase were analyzed fol-
lowing the postulates of qualitative data processing (Gibbs, 2012). The 
analysis started from the complexity of the studied reality and the need 
to contextualize information in the environment from which it emerges. 

Data from interviews, focus groups, and observations were analyz-
ed using ad hoc matrices validated by external experts. This validation 
process was carried out through the detailed reading and study of the 
information, and the analysis through matrices and the establishment of 
a coding and classification system in categories and subcategories that 
emerged from the information collected, following the postulates of dis-
course analysis and conversation analysis.

As stated, a coding system was established using these matrices, based 
on the objectives of the research. The categorization process starts from 
the dimensions contemplated in the interviews. These dimensions were 
transferred to the matrices and used as a tool to synthetize the collected 
information. From the information in the matrices and the bibliographic 
review carried out during the study, the research group established a 
conceptual framework, illustrated in Figure 1. 

Figure 1 
Initial dimensions of the categorization process

Figure 1 illustrates the four analytical dimensions structuring teacher 
work. The vertical axis reflects the degree of external control (prescrip-
tion) versus the agent’s capacity to act beyond regulation (autonomy), in 
line with managerial models that centralize control while decentralizing 



Pardo Baldoví, M. I., San Martín Alonso, A. y Valle Aparicio, J.E. (2025). Teachers’ work in the era 
of digital governance:  a qualitative study. Educatio Siglo XXI, 43(3), 197-218. 

206� https://doi.org/10.6018/educatio.632961

responsibility (Pardo Baldoví et al., 2018; Pardo Baldoví & San Martín 
Alonso, 2020). The horizontal axis captures the pedagogical orientation, 
ranging from a focus on learning processes to a focus on measurable 
outcomes. At the intersection lies the teaching role, shaped by normative 
technologies and platform logics.

Results and discussion

Starting from the conceptual and methodological framework exposed 
in the previous sections, during the process of information analysis four 
categories emerged relating to different aspects of teaching: prescrip-
tion, autonomy, the focus of teaching work and the characteristics of the 
professional role. Now, we will proceed to present and discuss the most 
relevant results based on these four categories. For this purpose, in some 
cases, direct extracts from the information collected in the fieldwork will 
be highlighted for illustrative purposes. In these cases the information is 
identified by indicating the instrument in question, as well as the lines in 
which the information is located.

Prescription in times of governance: the dissolution of teaching functions

In the teaching model promoted by digital governance framework, teach-
ers abandon their traditional role as interpreter of curriculum content 
with the support of digital platforms (Hase & Kuhl, 2024). In the new pro-
fessional context, teachers become facilitators of the access to content, 
as explained by one of the teachers interviewed: “I tend to use discovery 
learning, where the children are the ones doing the discovery... I barely 
explain things in class” (Interview with tutor teacher of state school num-
ber 2, l.139-141) (this annotation corresponds to the line number of the 
interview). 

This category primarily reflects transformations in the prescription of 
teaching roles. Teachers move from curriculum interpreters to facilitators, 
a shift that illustrates how external mandates and digital platforms recon-
figure their professional identity.

This phenomenon involves restructuring classroom roles so that the 
process does not revolve around the teacher, nor the curriculum, but 
around encouraging students to acquire skills to manage and develop 
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their own learning process through the digital platform from a maker per-
spective (Blikstein, 2018;  Vuopala et al., 2020), based on the principles 
of the maker movement and DIY logic. This did not go unnoticed by the 
participating faculty, as evidenced in the following observation by the 
tutor teacher of one of the groups:

I always tell them that the starting point is the philosophy of error. They start 
when they find a problem. If they know how to do it, there is nothing to learn. 
I propose different challenges to be performed, and they have to look for the 
strategies to solve them. (Interview with tutor teacher of state school number 
3, l. 146-150).

This situation leads to a “reversal” of roles in the centers studied, be-
cause the teaching and learning process is not conceived unilaterally, 
but rather can come from multiple sources and agents (Gallardo Fernán-
dez et al., 2020). It does not understand teachers only as the teaching 
agent and students only as the learning subjects; teachers can also learn 
from and along with students, and students can themselves facilitate and 
build learning processes with their peers. 

Other teachers described similar dynamics of flattening hierarchies 
and co-learning with students. These excerpts show how functions be-
come less defined and increasingly diverse. Perhaps the most significant 
reversal is how this change blurs the reference to the content to be taught 
and learned in the classroom. In the centers studied, the team observed 
that neither teachers nor families exercise their authority in this field, but 
delegate it to other sources belonging to the field of cultural industries, 
such as repositories, social networks, databases, robotics, etc. This even 
moves into the field of monitoring and control of the students’ activity, 
which in this framework is also managed by new sources such as digital 
applications, as seen in the following excerpt from an interview with 
students:

We install an app, I don’t remember the name, and we use it to review, so 
that the teachers didn’t always have to be there. You just turned on the iPad 
and it gave you the solutions. We did it there, in class, we couldn’t do it at 
home. We uploaded the photos and what we had done, and the answer and 
whether we were right appeared on top. (Interview with tutor teacher of state 
school number 2, l. 87-98).
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This phenomenon of dissolution of functions and disseminating con-
trol mechanisms points, on a deeper level, to the delegation of responsi-
bilities and new ways of shaping subjectivities (Luengo Navas & Molina 
Pérez, 2019). Teachers and students interact in a digital ecosystem in 
which the physical-geographical space loses its validity, replaced by the 
communicative-virtual field in which symbolic, rather than material, ex-
changes are fundamental (Lara, 2018).

Autonomy and delegation of responsibilities

It is also observed the emergence of new ways of exercising functions 
within the school organization. This affects both teachers and students 
and, especially, the center’s management and direction. The redistribu-
tion of tasks and emergence of new roles relate directly to autonomy. 
While roles are diversified, autonomy is paradoxically constrained by 
platform logic and governance demands.

This occurs because there the new functions lead to a process of del-
egation of responsibilities, enhanced by the implementation of digital 
platforms. This context leads to the emergence of new profiles that un-
dermine the classic functions established within the organization. Thus, 
new roles such as ICT coordination, innovation projects coordination, 
educational coordination, course coordination, coordination of the plan 
for transition, and the coexistence plan, emerge. 

These actions manage to place the members of the organization in 
a specific position, through the assignment of roles and functions per-
formed through digital platforms. According to this, in the centers studied, 
the management project breaks with the vertical and pyramidal scheme 
of previous stages and moves towards more horizontal structures and the 
decentralization of responsibilities, leading to the proliferation of deci-
sion-making instances, in accordance with the concept of governance. 
As one of the members of a management team states:

We blew up the management team from within, thanks to the fact that I was 
there and I realized. We weren’t willing to put up with what was happening. 
Because in this team, they said... Can you imagine a pyramid? We are at the 
top and you are at the bottom. What we say, goes. And we wanted the oppo-
site. (Interview with the Head of State School number 2, l. 29-34).
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This new management logic for daily life and work is widespread 
among the centers studied, although it does meet some resistance. In 
this regard, the course coordinator of one of the centers with a very in-
novative educational project stated the following observation:

Outside registration is getting higher and higher. So for us it is a great support, 
obviously, and it helps a little to change the methodology of those who were 
sort of in the middle and a little resistant to change. But many families are 
reluctant, and some families have left because they disagreed. (Interview with 
the Course Coordinator of State School number 2, l. 275-282).

This affects teaching decisions in two key ways: the fragmentation 
of the teaching and learning process (which is typical of technocratic 
models) and by subdividing the areas of responsibility in relation to the 
objectives, the vacuum is occupied by external entities that tend to im-
pose a goal attainment focus, since goals are easier to measure and less 
difficult to identify. This is what Ball & Youdell (2007) describe as en-
dogenous privatization. As a result, roles change, as do connections and 
relationships, which also encourages new subjectivities focused on the 
product rather than on the process, and subjected to fragmentation and 
intensification of work, as can see below.

The focus of teaching work: Fragmentation and intensification of tasks

The aforementioned aspects change not only roles, but also the way peo-
ple work, so the content is also considered from the aforementioned 
constructionist perspective, as evidenced in the following contribution 
from a teacher:

Instead of working on an additions and subtractions card, do an addition tu-
torial, do a subtraction tutorial. And with addition and subtraction, we have 
enough for the week, we do not need to obsess with so many cards and stuff. 
If you really know how to explain the way complex additions are done, why 
do you need to do ten different calculations? It makes no sense. (Interview 
with the Head of State School number 3, l. 356-360).

This reflects both a loss of autonomy and a shift in the focus of teaching 
work (from holistic, process-based learning to fragmented, task-driven 
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routines guided by technical goals). This perspective, again, meets some 
resistance from families who do not fully accept new ways of working us-
ing technology and governance, as evidenced in the following statement:

They do not assimilate information the same way. Because before you 
searched the dictionary for the meaning of a word, created a sentence —in 
this case, for example, in English— you acquired more knowledge than you 
do now. Now you use the translator... and it gives you everything.... Some-
times they translate nonsensical things with the translator and they’re not able 
to see it. Yes, it is true that it generates a lot of information, many benefits, 
but there are also many drawbacks. (Interview with the Head of the private 
school, l. 364-376).

This perceived resistance has made it possible to detect that, in the 
centers studied, families question the legitimacy of the strategies and 
resources used in the classroom. This is especially true in relation to 
the use of technological devices and digital teaching materials. This is 
reflected in the following excerpt from a discussion group:

I have to print everything for my son. Why? Because he can’t study with a 
computer in front of him. He can’t go and make a summary on a document 
on the computer. They don’t know how to summarize or study it. So I print 
everything, and then he gets the grades he gets, because since he came in, 
in my opinion, and when he started with the computer, the fall has been tre-
mendous, and it’s a matter of maturity. I mean, 100%. Because he can’t tell 
what is work and what is fun. And sometimes for him the computer is all just 
fun, and that, for me, is a problem, honestly. (Group discussion with families 
of the private school, l. 108-115).

As a result, families express fears and insecurities that result in them 
intensifying their control over their children’s activity, as some of the 
mothers interviewed explained:

What we do is try, above all, to control computer play time, because it is true 
that it can be used as a work tool and it should be a work tool, not to play, 
which is what children often do. So I’m against all this. (Group discussion 
with families of the private school, l. 87-90).
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I come and sit down, and check the browser history, and I can find anything. 
I see the number of pages they’ve visited and they don’t have much to do with 
what they’re studying. (Group discussion with families of the state school 
number 2, l. 95-96).

This intensification of control over the classroom activity, which tran-
scends traditional instances and spaces, emphasizes the logic of pro-
ductivity and accountability, which are mainstays of governance, which 
comes to show, despite appearances, that we are not facing a break with 
classic work organization, but a new and more subtle form of Taylorism, 
as Noll (2019) shows in his work.

The “new” professional role: Productivity and achievement of goals

In the centers studied, the research team observed that the incorporation 
of digital platforms is causing substantial changes both in the way pro-
duction is organized and in task establishment and distribution. There is 
a progressive transition from the Fordist to the Post-Fordist system, char-
acterized by the flexibilization of work based on the ubiquity of tech-
nologies and the progressive replacement of state intervention with the 
principles that govern corporations. This category clearly emphasizes the 
focus on product rather than process, aligning with governance logics 
that prioritize measurable outcomes over educational depth.

One of the most relevant features of the new management models 
is the emphasis on results and productivity, on achieving the strategic 
objectives assigned to the organization. In addition, results and objec-
tives are rationalized in tables and hierarchies because, as Ball & Youdell 
(2007) point out, that is the way to make educational processes “trans-
parent”. The school community assumes this narrative, expressed in dif-
ferent ways by school officials, as reflected in the following statement 
made by a student’s mother: “The drop in academic level has been in-
credible since he started using the computer” (Group discussion with 
families of the private school, l.179-185).

The families’ results-focused vision is recognized by teachers, as the 
following contribution shows: “It really is more difficult to keep families 
happy. Because they think children come to play, they think they don’t 
learn here” (Group discussion with families of the state school number 
2, l. 379-381).
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Despite this, teachers do not divert attention from grades and produc-
tivity in the observed centers. This situation also generates criticism from 
the faculty, as reported by one of the directors interviewed when refer-
ring to individualism: “I think this greatly leads to individual work. I close 
myself in my little section, I work in this little section .... that sort of edu-
cation would be missing... I don’t think this way of working teaches them 
more” (Interview with the Head of State School number 2, l. 457-459). 

The same director denounced complained in informal conversations 
with the head of studies (collected in the research diary) that the exces-
sive emphasis on certain digital modalities causes a technical shift in 
education that undermines both values (the primacy of individualism 
versus inclusion) and skills (fine motor skills). 

These findings support theoretical discussions by Ball (2015) on 
performative logic and managerialism in education, and Pérez Gómez 
(2019) on changing teaching roles in the digital age. The study shows that 
teachers are now adaptive agents in a digital governance-shaped eco-
system, not just content transmitters. It also provides empirical evidence 
of “uberisation” in schools (Pardo Baldoví & San Martín Alonso, 2020), 
showing how platforms reshape classroom practices and the manage-
ment of authority, autonomy, and responsibility. This research deepens 
understanding of how digital governance transforms educational subjec-
tivities and pedagogical cultures.

Conclusions

As social constructions, schools do not remain impervious to the influ-
ence of hegemonic social tendencies. New public management models, 
legitimized by the use of digital platforms, are progressively permeating 
different institutional aspects and involving the school agents, even in-
fluencing teachers and the conditions in which they develop their daily 
work in the school’s organizational framework, as has been proven in the 
field study of the current research project.

Returning to the conceptual map, synthesized in Figure 1, one can 
see that these transformations have a holistic impact on pedagogical 
work. The changes establish synergies and relationships between them, 
reinforcing each other in a significant way and promoting a profound 
reconceptualization of teaching work, as can be seen in Figure 2.



Pardo Baldoví, M. I., San Martín Alonso, A. y Valle Aparicio, J.E. (2025). Teachers’ work in the era 
of digital governance:  a qualitative study. Educatio Siglo XXI, 43(3), 197-218. 

https://doi.org/10.6018/educatio.632961� 213

Figure 2
Diagram on dimensions and phenomena affected by the impact of new public 
management in the classroom

Based on the changes in their daily actions, teachers start considering 
other values and narratives in which traces of the principles of governance 
can be perceived and which are causing a digital transformation of teach-
ing practice and of the ways in which pedagogical work is developed in 
schools, progressively moving towards “uberised” approaches (Collins et 
al., 2022; Pardo Baldoví et al., 2018; Pardo Baldoví & San Martín Alonso, 
2020). Teachers and students develop their tasks in a digital ecosystem that 
makes their work invisible (Lara, 2018), and also generates multiple inter-
dependencies in the execution of the tasks (Mountford & Geiger, 2020). 

In conclusion, the results of the study point to the fact that the role 
of the teacher is reconceptualized through the use of technologies and 
digital platforms in the classroom, moving along the axes and categories 
listed in the Figure 2. The transformations are reflected in tasks, roles, re-
sponsibilities and the focus of teachers’ work, now linked to productivity.

This has a powerful impact on the organizational life of the center and 
classroom. Moreover, it forces a transformation of the traditional curricu-
lum, which is now interpreted and even filtered in different ways and by 
multiple agents, sometimes with no direct responsibilities in the school 
system. So while in previous stages the curriculum was considered a 
spiral and the development of the curriculum was recognized in its own 
practice, now subject to governance logics and competency indicators 
(Chiappe et al., 2020).
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In addition, this logic of digital governance provokes the emergence 
of new identities and subjectivities for teachers. In a school context de-
termined by governance, teachers assume the new model of self-govern-
ing, that influences not only their practices, but also the intensification 
of their tasks and the precariousness of their working conditions (Fávero 
& Bechi, 2020). 

In summary, these findings show how digital governance reshapes 
teaching roles through prescription, autonomy control, and productivity 
focus, revealing their hybrid and sometimes conflicting nature. Teach-
ers face a framework valuing autonomy yet imposing subtle data-driven 
controls. The fragmentation of tasks challenges traditional professional 
identity, suggesting teaching is now distributed and platform-mediated. 
This study advances understanding by showing governance reshapes the 
meanings of teaching, learning, and responsibility in digital schools. Fu-
ture research should explore increasing corporate influence in education.
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