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The future Role and Functions of Inspectors in the context of the reform of the European Schools system

1. Introduction

This document has been prepared on behalf of the Reform Working Group. It is intended to stimulate discussions regarding the future role and functions of inspectors in the context of the reform of the European Schools system. The coordination of inspection activity and evaluation support is also considered.
1.1. Purpose of the document

The current deliberations on the reform of the European Schools system provide an opportunity to develop a vision for the future objectives, organisation and delivery of services provided by the inspectors nominated to the European Schools. In this paper key areas for discussion are identified in order to foster reflection on the significant contribution that inspectors can make, individually and collectively, in the future, in supporting quality assurance and continuous improvement in the schools and in the system generally.

1.2. The context of the reform

Among the elements of the reform programme, which have been the subject of reflection and discussion by the Board of Governors and a number of working groups, are the following:

· the responsibility for decision-making, controlling functions, reporting lines and linkages that will exist between the various organs of the system including the Board of Governors, the Secretary General, the central office, the financial and audit control functions, the boards of inspectors, the preparatory committees and the schools. 

· the structural organisation of the system including the functioning of the administrative and governing boards and committees at school level; and proposals in relation to strengthening the office of the Secretary General

· the opening up of the European Schools system including development of terms of reference for a pilot project regarding Type III schools; establishment of a satisfactory accreditation process for Type II and pilot Type III schools; and placement of a contract for an external evaluation of the European Baccalaureate 

· providing greater autonomy for the schools along with measures to ensure accountability and cost-effectiveness supported by the development and monitoring of Attainment Contracts

· fair allocation of costs of seconded teachers; the financing of European schooling for Category 1 pupils in Type II schools; and reducing bureaucracy and improving the cost-effectiveness of Type I European schools.

Given the very broad scope of the reforms under consideration it is vitally important that the future role of inspectors be considered. Across the system new structures, reformed accountability systems and greater autonomy at school level will bring change and development in the work of the boards of inspectors and in the day-to-day work of inspectors. The challenge will be to ensure that the future role and functions of inspectors are fit for the purposes of a reformed European Schools system.

2. The range of functions of the Board of Inspectors 

The document 2008-D-323 prepared for the Helsinki meeting of the Board of Governors, in April 2008, contains the proposals of the Secretary General concerning the central governance in the context of the reform of the European Schools system. This document sets out, in Annex 3, an outline of the possible role of the Board of Inspectors and areas within its field of competence. The headings include:

· Autonomy

· Opening up of the system

· Baccalaureate

· Quality  Assurance

· Pedagogical Guidelines and Policies

· Links with National Education Systems

· Other responsibilities

· Governance

What follows is an elaboration of the kinds of functions for which inspectors might have responsibility under each of the headings above. It is hoped that the discussion points highlighted can facilitate the development, in due course, of specific proposals regarding the future role and functions of inspectors in the system and suggestions in relation to how this work is planned and coordinated. 

2.1. Autonomy

It is understood that enabling the schools to function with greater independence and autonomy will require the establishment of systematic and effective accountability systems. The need for effective governance and management systems at school level has highlighted the importance of the governance and steering functions of each school’s Administrative Board. The quality of leadership and management provided by the school directors and their in-school management personnel will be critical determinants of the quality of educational provision in the schools. Involvement of stakeholders including parents in school-level decision making will also be very important, as will ensuring that the voice of pupils is listened to. 

Current proposals envisage that each school will develop and implement an attainment contract which will set out the school’s annual objectives and initiatives in respect of pedagogical, administrative and budgetary areas. The contract will provide an important interface between the schools and the central control of the system. The pilot work on attainment contracts, that is underway at present, suggests that a range of quality-focussed initiatives within the school will inform the formulation and implementation of the attainment contract. Systematic internal management and planning processes and procedures aligned to meet with attainment contract and collaborative self-evaluation and review activities will help to ensure effective in-school monitoring of progress. It is envisaged that the boards of inspectors will have a role in advising on the pedagogical objectives that should be incorporated in an attainment contract.

(I would like to stress how important it is to align information and management systems as a whole to serve better planning, decision-making, management and implementation, monitoring and control (at all levels) and in particular, to provide heads better tools to manage and steer schools under Attainment contract framework.)  

In addition to specifying the pedagogical objectives external monitoring by inspectors of processes and outcomes associated with the attainment contracts is likely to be necessary. Although the central focus would be on pedagogical objectives there might also be a need for inspectors to report on the effectiveness of administrative strategies in a school or to consider the impact of budgetary provisions on the quality of teaching and learning and the progress and learning outcomes for students.

In determining precisely how inspectors will be involved in this area, a clearly defined and a balanced approach will be necessary. Inspectors can provide a reliable professional evaluation of the content and implementation of a school’s attainment contract without unnecessary involvement in the direct management of the schools, which is not their function. The monitoring by inspectors should also complement the external scrutiny of attainment contracts undertaken by the central administration and budgetary control organs of the European Schools.

What role will inspectors fulfil in respect of validation of attainment contracts and the monitoring of progress towards achievement of the objectives therein?

2.2. Opening up of the system

The opening up of the European Schools will ultimately result in three forms of European schooling i.e.  Type I, Type II and Type III schools. The Type II and Type III schools will be institutions of the national education systems of the member states of the European Union and will not be under the governance or control of the European Schools system. The Type II and Type III schools will apply for accreditation and will submit detailed documentation setting out how a European education will be provided including, in due course, the detailed arrangements for the organisation of the educational programmes leading to certification for students taking the European Baccalaureate. 

The accreditation procedures currently involve a thorough review of files and dossiers submitted by applicants, an audit by a team of inspectors and the preparation of a detailed inspection report for the Board of Governors. The accreditation and cooperation agreement that is put in place following a successful application process is subject to audit every two years to ensure that the school involved will continue to conform to the standards expected. It is also likely that the Type II and Type III schools will require a form of attainment contract detailing the pedagogical objectives and initiatives of the school.

According to the criteria for accreditation, teachers must be recruited in cooperation with the educational authorities of the country in which they are qualified to teach. These educational authorities must carry out pedagogical – and, where appropriate, administrative – monitoring of these teachers, as part of the cooperation established, detailed rules for which still have to be determined. It would seem logical that this task is also performed by the inspectors working in the European Schools system.

It is not possible to estimate reliably the number of schools that may become accredited schools within the next five years, however, is seems inevitable that the requirement for regular auditing of the Type II and Type III schools that become associated with the European Schools system will place significant demands on the services of inspectors. 

What involvement should inspectors have in the auditing of accredited schools and how best might this category of inspection activity be organised?

2.3. European Baccalaureate

The Board of Governors is taking steps towards making the European Baccalaureate available to greater numbers of students in the future. The ongoing development of the syllabuses, pedagogical approaches and assessment procedures of the Baccalaureate and the outcomes of the external evaluation of the examination will be important in facilitating its wider availability in the coming years. 

Already the management of the BAC and guaranteeing its quality form a very significant element of the work programmes of a significant proportion of the secondary inspectors. In the future, when greater numbers of students are able to take the BAC in accredited schools, which may be scattered throughout Europe, the effective management and control of the quality and standards of the BAC will likely be a very considerable administrative, technical and professional operation. The system needs to consider whether or not the current arrangements for quality control by inspectors can simply be scaled up to meet new demands. If this is not feasible it will be necessary to consider additional means of guaranteeing the quality of the BAC and overseeing the integrity of the examination procedures in every school location. Presumably the newly created BAC Unit will be enabled to take significant responsibility for coordinating the operation of the examinations in the future. The outcome of the external evaluation of the BAC should provide further guidance in relation to the operation of the BAC in a more open system.

How can the integrity of the BAC be guaranteed in the future and will the current inspector-led model have the capacity to guarantee quality and oversee the procedures?


2.4. Quality assurance and system improvement

The European Schools system will need a holistic and well-integrated quality assurance system that involves both internal and external quality assurance processes. The principles underpinning the evaluation activity of inspectors will need to be discussed and agreed. In an expanded European Schools system one can envisage the following components:

School self-evaluation and review

· Internal school self-evaluation by the director and school staff and involving school committees as appropriate in all school types.

· The inspectors of the European Schools should play a central role in supporting the development of a strong culture of self-evaluation throughout the system.

· Inspectors will need to collaborate with each other and with schools to ensure that the directors, teaching staff and relevant stakeholders have access to suitable tools and methods to undertake self-evaluation, to report on the outcomes and to take actions to address areas identified for improvement.

Perhaps you could insert some ideas into the report based on my comments below?
(I find that inspectors could reflect more thoroughly on the methodology and methods of self-evaluation (and evaluation) and also on the role of inspectors in self-evaluation. Internal evaluation servers internal needs of the organisation but in order to ensure consistent approach and efficient steering at school level self-evaluation should at some level be linked to (the criteria of) external evaluation. 
I would also like suggest that inspectors could carry out a discussion on how schools could best be supported in creating tools for self-evaluation – and to avoid the creation of too heavy systems. Feedback system could be composed of common elements to all schools and of a school-based components and measures. To ensure timely and reliable results and feeding, ICT-based tools could be easily developed with the help of ICT-unit.) 

External inspection by national inspectorates
· External inspection by the national inspectorate of the member state in the case of Type II and Type III schools should be undertaken periodically in accordance with national legislation and regulation.

External inspection and auditing
· External audit associated with the accreditation of Type II and Type III schools

· External validation and monitoring in relation to Attainment Contracts in all schools

Evaluation of individual teachers 
· Supervision by the directors and senior management personnel of the quality of work of individual teachers in all schools

· External inspection of individual teachers seconded by the member states as currently provided for under the regulations of the European Schools. 

· The provisions for external inspection of non-seconded teachers will need to be considered.

For your consideration:
(Is there a need to review and standardize the procedures for inspection of teachers by inspectors? (Interparents would like to see this point included.) QA at European level is nowadays targeted more towards ensuring consistent procedures – I understand that there are no guidelines on how inspection of teachers should be carried out apart from criteria. I could imagine that this would be also in the interests of teachers. At the end part of your paper you refer to the need to ensure consistent processes...).  

Team inspections of whole-school dimensions

· External evaluation by the inspectors of the European Schools of whole-school dimensions including the quality and standards of school organisation, management and planning, teaching and learning, curriculum provision, harmonisation and support for students including SEN. This kind of evaluation focuses on the school or a series of subject areas or language sections.

· The initiatives taken in recent years by the Boards of Inspectors to engage in team inspections provide a sound basis for development of whole-school modes of quality assurance.

How integrated into the monitoring of ACs and related development?

Advisory and support roles of inspectors in schools

· In addition to their inspection responsibilities inspectors should be regarded as a resource to promote and support improvement initiatives in the schools. This might involve provision of pedagogical advice directly to individual teachers or groups of staff or dialogue with the in-school management team or other school organs in relation to action planning for school improvement.

· The potential for follow-through with schools in relation to recommendations provided in inspection reports would be an appropriate advisory activity.

Reporting to schools and to the system

· The preparation of clearly written, well informed, analytical evaluation reports is a central part of the work of inspectors. The target audience for inspection reports and recommendations are primarily the teachers and directors in the schools. Parents and other stakeholders also have an interest in the external perspective of inspectors on the quality of education being provided.

· The inspectors are in a unique and privileged position having front-line engagement with teachers and schools. Sharing their professional knowledge of how the system is functioning and on trends in the quality of outcomes for pupils is vital. In that regard, from time to time, inspectors might prepare composite reports drawing from inspection evidence across a number of schools in relation to particular aspects of educational provision. Such advice would be useful in informing decision-making at school and system levels. These thematic reports would be of particular interest to the Secretary General and the Board of Governors to inform strategic planning for the system.

Clearly, there will be a need to set out a coherent quality assurance framework that will underpin quality and continuous improvement in the European Schools in the future. This quality assurance framework will need to accommodate and provide connections between internal school self-evaluation, monitoring of attainment contracts, auditing of accredited schools, external inspection of individual teachers and evaluation of language sections, subjects and whole-school dimensions.

How might the planning, coordination and management of the programme of inspection and advisory work be further developed in order to continue to meet the needs of the schools and to support system improvement in the future?

On reporting:

As part of a more coherent QA system including evaluation, there is a need to create a more holistic model for reporting and informing on results and outcomes both to school-level and decision-makers at central level? All proposals in this direction would be valuable.  

2.5. Pedagogical guidelines and policies

The boards of inspectors are actively involved in the development of pedagogical guidelines and policies on a wide range of areas at nursery, primary and secondary levels. The development of evaluation support materials, procedures and inspection instruments is another area of activity that is critically important in ensuring quality and consistency in the professional work of inspectors in the European Schools.

Policies and guidelines for nursery, primary and secondary education

The working groups of the boards of inspectors take on the responsibility to develop proposals and prepare papers under the stewardship of committee chairpersons and in accordance with the priorities of the boards of inspectors as formulated by the presidency of the European Schools and in consultation with the inspectors on the boards. The development of effective pedagogical policies that meet the objectives of European schooling and which are relevant to the needs of the pupils must be based on a solid foundation of educational research and on the professional expertise of inspectors, teachers and others involved.

The significant programme of work associated with the development of guidelines and policies for the European Schools makes significant demands on inspectors, although the Office of the Secretary General provides welcome administrative support and assists with coordination of activities as required. In the future the high demand for excellent pedagogical guidelines is likely to continue. Therefore, it would be appropriate to discuss ways in which the current arrangements for planning, coordination and processing the extensive programme of work in this area can be enhanced.

Development of evaluation support materials

The inspectors of the European Schools bring considerable experience with them from the institutions and organisations to which they are attached in their member states. They regularly share best practice in relation to the tools and procedures necessary to support their professional work. This is evident, for example, in the innovation that has been shown in the development of team inspection. There is recognition that evaluation criteria must be appropriate and that inspection processes must ensure validity and reliability in evaluations in so far as this is possible. Evaluation guidelines, interview schedules, inspection templates and other materials are necessary to support inspection, to ensure systematic evidence gathering in schools and to help to promote consistency in team evaluations. Training for inspectors in the use of inspection tools is also a requirement. 

At present evaluation support materials are developed under the committee structures of the boards of inspectors. It would be desirable to examine ways in which the essential research and development work associated with the development of evaluation instruments and processes can be put on a more solid footing. In this context the development of a structured system for evaluation support, within the central office, and the role of coordinator inspectors to facilitate the development and implementation of an annual inspection plan warrants discussion.


This section highlights many of my concerns. Coordination is needed and ESs have excellent centralized management systems and tools which should be utilized more efficiently. 


Are there ways in which the systems for preparing pedagogical guidelines and for developing evaluation instruments and materials can be further improved?

2.6. Links with national education systems

Interface with the national systems of education

The inspectors of the European Schools provide a valuable link with the ministries of education, inspectorates, institutions and relevant educational organisations in their member states. This connection with the national systems of education of the twenty-seven countries of the European Union is important because it can facilitate communication and flow of expertise between the national systems of education and the system of the European Schools. These connections will be very relevant as the European Schools system becomes more open with greater access to a European education through Type II and Type III schools and the availability of the BAC in accredited schools in the member states. The diversity of experience of the different members of the boards of inspectors is a great strength in the system and opportunities to pool ideas and experiences in relation to the evaluation and development of education systems through working groups, seminars and training opportunities for inspectors should be fully exploited.

Recruitment of teachers

Inspectors may also be directly involved by their national authorities in the recruitment and appointment of seconded teachers and they must be consulted by directors regarding the appointment of locally recruited teachers. The recently published McKinsey Report "How the World's Best Performing School Systems come out On Top" has highlighted the vital importance of teacher quality for education systems. The research found that high-performing school systems maintained a strong focus on improving instruction because of its direct impact upon student achievement. Through their involvement in recruitment processes, through coordination of professional development for teachers, and through inspection at the end of teachers’ contract periods, inspectors can have a positive impact of the quality of teachers available in the European schools.

How can links with national education systems be further exploited to the benefit of the European Schools?

(Interparents: Next to expertise won in the national systems, the European Schools system could make much more use of research on education done on a European level. The ES information provision systems could make this information systematically available. 

2.7. Other responsibilities

Other responsibilities currently referred to in the regulations for inspectors of the European Schools relate to participation in the appointment and evaluation of directors and deputy directors, dealing with disciplinary matters as required by the regulations for seconded staff. Inspectors involved in the implementation of the regulations relating to the Baccalaureate may be involved in a range of administrative tasks associated with the effective running of the examinations.
Are there any areas of work in which inspectors are currently involved that should be given to others in order to enable inspectors to concentrate to a greater extent on their core evaluative and advisory work?

2.8. Governance

The inspectors have an important role in the overall governance of the European Schools system. Annex 1 of the document 2008-D-323 sets out draft proposals for changing the locus of decision-making in respect of certain types of decision. The proposals suggest a role for the boards of inspectors in providing a professional opinion on matters such as opening and closure of schools or language sections, appointments of directors and deputy directors, regulations of the European Schools, creation of seconded posts, and pedagogical matters including ICT policy and policy on SEN pupils.

The document also indicates that inspectors would have decision-making responsibility in respect of the general interest file for the purposes of accreditation, implementing arrangements for the BAC as well as other matters relating to syllabuses, timetables and pedagogical guidance for the BAC that do not carry financial implications. Decisions by the boards of inspectors are also envisaged regarding the definition of the pedagogical objectives within attainment contracts.

Any significant changes to the role and functions of the inspectors in the European Schools or the functioning of the boards of inspectors may have to be addressed through revision of the Convention defining the Statute of the European Schools, 1994. It seems inevitable that the responsibilities and functions of inspectors will evolve over the coming years.

What should be the governance responsibilities of the boards of inspectors in the future?

3. Conclusion

The elaboration of issues in section two of this paper has highlighted discussion points relating to both the content and processes of the work of the inspectors of the European Schools as follows:

(1) the role and functions of inspectors in the future reformed European Schools system, and 

(2) the structures and systems for evaluation support that will be necessary in the future, including planning and coordination of inspection activity.

It is suggested that the discussion points and trigger questions should provide a basis for specific proposals relating to both areas of interest.

1. Autonomy

-
Definition of common general pedagogical objectives for the attainment contracts of    types 1, 2 and 3 European Schools

-
Accreditation of the annual pedagogical objectives and of the initiatives appearing in 
the attainment contract of each of the European Schools  
-
Evaluation of implementation of these objectives 

2.
Opening up of the system

· Examination of dossiers, external audit and inspection report with a view to granting accreditation to types II and III schools.

· Biennial control of European schooling in these schools (In the long term, this burden is likely to weigh heavily on the inspectors and other arrangements will have to be envisaged). 
· External inspection by the national inspectorate of the host country of a type 2 or 3 school will have to be conducted in accordance with the national regulations (This duty should therefore be performed by the national inspectors and is not a matter for the Board of Inspectors). 
3.
Baccalaureate

-
Management and quality assurance of the European Baccalaureate, which will need to be defined in the light of a possible reform following the external evaluation of the Baccalaureate. (In the long term this duty might be the responsibility of the Bac Unit of the GS).
4.
Quality assurance 

- Recruitment of seconded teachers and consultation by the directors for the recruitment of locally recruited teachers, plus, in the case of non-native speaker teachers, checking of linguistic quality. 
- Inspection of teachers in accordance with the current arrangements and follow-up on the recommendations of the inspection reports (in addition, the arrangements for inspection of non-seconded teachers should be envisaged) 

- Team inspections of whole-school dimensions:  


         - set of subjects or language sections   

         - operation, organisation, management, planning

                  - teaching, learning, support for pupils, SEN

These team inspections should be the subject of clear and analytical evaluation reports (thematic reports), circulated not only to directorates and teachers but also to all the parties involved. This should allow improvements to be proposed and pedagogical advice to be given and integrated quality assurance on a school scale to be promoted.           

- (Self-)evaluation of schools: 

The inspectors must contribute to the emergence of a self-evaluation culture in the schools and to ensuring that evaluation and reporting methods are available. 

The inspectors must contribute to the conception of a coherent quality assurance framework in the whole system, in relation with self-evaluation, the different types of inspections, monitoring of attainment contracts, external audits of types 2 and 3 schools, etc. 

5.
Pedagogical guidelines and policies      

without financial implications 









with financial implications 

 
(to be submitted to the Budgetary Committee)

· Definition of the curriculum of the European Schools


           - Timetables

               -
Syllabuses 

       - In-service training of staff 

6. Links with national education systems


The inspectors are the interface between national systems and the ESS. They allow exchange of good practice and flow of expertise between these systems, something which is becoming all the more relevant with the opening up of the European system to types 2 and 3 schools.
7.
Other responsibilities


The inspectors are involved in the appointment and evaluation of directors, and also in the handling of disciplinary matters.
       8.
Governance (see Annex 1)
The German delegation’s comments 

Below are the German delegation’s initial comments on the above-mentioned subject. The individual aspects are to be amplified at the meeting on 17.06.2008:

The document sent is judged positively in principle. It forms a very good basis for discussion at the extraordinary meeting of the Joint Board of Inspectors on 17.6.08.

The possible structures (number of members, frequency and organisation of meetings, work as a think-tank and/or as a ‘preparatory organ’, etc.) should be the subject of the reflection.

The question naturally also arises in this connection of the competence of the inspectors seconded by the Member States and their further qualification (professional development) within the ES system. 

A clear analysis of the necessary duties for the near future and in the context of the other focuses of the reform of the ES system is required. 

Functions of the inspectors/a Board of Inspectors also involve 

- ‘individual’ inspection of teachers 

- selection and secondment of teachers 

- evaluation of the performance of both seconded and locally recruited teachers 

- duties on the (joint) Board of Inspectors 

  with respect to advice

            quality development

                (pedagogical guidelines, professional expertise)

            Bac organisation (qual.)

            control

            initiatives

            transmission of know-how to Schools.

Written observations from the Cdp  

The future Role and Functions of Inspectors in the context of the reform of the European Schools system:  Draft Discussion Paper prepared by the Irish Delegation on behalf of the Reform Working Group

Unfortunately, it is not possible to discuss in depth a paper within a week's time. The issue will be on the agenda of our next meeting in September. Meanwhile, the following basic comments should absolutely be considered in the discussion process. 

The discussion document covers a lot of ground but also raises many important questions.
We think that it is very important that the inspectors should be closely involved with the type II and type III schools, especially with the Bac exam procedures. Exactly who will check that the procedures are being followed and when will this be done?  

These new schools are going to be even more widely spread out across Europe than the present EE and ultimately there are not going to be enough inspection staff around to do all the checking. However, this is an extremely important issue since there is otherwise a risk of undermining the credibility of the Bac. 

The fact, that the Teaching and Inspection committees are not mentioned is rather alarming. The inspectors have always been the touchstone of quality in the schools, especially in their influence and checking of seconded and part-time staff, but also with regard to the checking of syllabuses and educational initiatives, to which the CdP should be party. 

So it is absolutely necessary to define the future running, organization and composition of the different teaching committees as part of the on-going reform process.
 
 
Tim Ratcliffe, Karl Dujardin,  CdP Chairmen 
Paul Miles, Secretary CdP
Wolfgang Fruhauf, member of the working party.
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