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1. Introduction
School leaders play a vital role in the provision of quality education and in ensuring equity and equal educational opportunities for all learners.  School leaders create conditions for effective teaching and learning in their institutions-they provide the necessary resources, support and motivate their teachers and students.  School leaders can help create and maintain a positive school climate and a culture of peace, tolerance, equity, inclusiveness, cooperation, hard work, order and discipline in their institutions for the benefit of the whole school community.

The education policy of the European Union started to focus on a more comprehensive approach to education in 2006, highlighting the significant role of teachers and school leaders. At that time, they emphasised the need for more investment to improve the quality of school leadership
. Since then, the economic, financial and social crisis, which started in 2008, has affected the education systems of many European countries and seen school leaders face new challenges, new roles and less school budgets. 
The European Commission targeted to improve further cooperation between the EU member states in education and training in 2009 to raise the quality of continuing professional development of teachers and school leaders. Furthermore, European ministers accepted to increase the participation of school leaders in EU mobility programmes in order to improve their knowledge, skills and competences, as well as lighten their administrative workload
. 

However, when it comes to integration of socially economically disadvantaged, immigrant and Roma students in the school system, the European Union policy fails to address the essential role of school leaders in promoting an inclusive school atmosphere
. Thus, ETUCE invited the Education Ministers of the EU in its statement entitled Education as a tool in the Roma inclusion policies (2011) to consider all actors in the school system equal in order to contribute to inclusiveness in education.

The Organisation for Economic Cooperation and Development (OECD) has also put school leadership in the spotlight since 2008 by publishing numerous reports and surveys on this issue. While the EU and OECD actions greatly contribute to raising awareness among the national ministries of education on the need to improve school leadership, further actions are essential to be taken by school leader and teacher members of ETUCE concerning the development,  implementation,  evaluation and improvement of the EU and national school leadership policies. This policy paper articulates ETUCE’s position on school leadership and serves as a guideline for ETUCE member organisations.
2. ETUCE’s position on school leadership

ETUCE takes a broader view of school leadership, encompassing, not only the head of the learning institution, but also other individuals with leadership roles such as deputy principals, departmental/subject heads, senior teachers, support staff and other individuals entrusted with leadership responsibilities. ETUCE believes in distributed leadership, shared or collaborative leadership involving teachers and the whole pedagogical community. Through such collaborative leadership, school principals can work with the whole pedagogical community to come up with a shared vision for the school, to set the school goals and to work towards their fulfilment. 

3. Leadership Competences 
1. School leaders must possess leadership and pedagogical skills, knowledge and competences, including positive attitudes and values in order to lead and manage 21st century schools.  
2. School leaders should focus on managing short-term as well as long-term goals of the school, and engage in pedagogical leadership so as to enhance the quality of teaching and learning in classrooms. 
3. They should be not only an administrator but a pedagogical leader who contributes to a greater degree of collaboration among teachers and better teacher-student relations. It is therefore important to ensure that school leaders give sufficient attention to pedagogical leadership and that they are given the necessary means to support teaching and learning.
4. School leadership also requires pedagogical skills in order to meet the daily needs of teachers and students, including professional development, working conditions and challenges in the classroom and staff room. 
5. School leaders must provide the teachers, students and managerial and other staff with the appropriate support and resources which are required to carry out their duties effectively.
6. The role of the school leaders in democratisation of the school is essential. School leaders should delegate duties and foster collaboration between themselves and teachers, between teachers and among the whole pedagogical community in order to create a democratic lifelong learning environment for both teachers and students. 

4. School leadership Preparation and Recruitment

7. ETUCE considers critical the roles of school leaders. It is essential for principals as instructional leaders to ensure quality, equity and equality of educational opportunities.
8. Most European countries struggle with attracting sufficient numbers of qualified school leadership applicants.
9.  Many European countries prioritize a teaching qualification and experience when recruiting school leaders, with no mandatory requirements regarding leadership experience.
10. Approximately 70% of the ETUCE member organisations report that school leaders in their country need special training before they can be recruited. The special training can vary from preparatory courses, initial training, to continuous professional development or other forms of special training.

11. Recruitment of school leaders should be gender balanced, as the education sector is mostly female-dominated except for leadership positions, especially in higher levels of education.


5. Induction, Professional Development and Support

12. Attributes such as interpersonal skills, pedagogical competences, having an ‘education project’, and finally loving teaching and the school are essential for the recruitment of qualified candidates.

13. School leaders need induction programmes and mentoring in order to acquire specific knowledge, operational skills and behaviors related to the leadership function. 
14. School leaders should be familiar with the national education system, as well as its challenges, rules and procedures to manage their institutions well. They should meet the diverse needs of students, be equipped with various management techniques, health and safety rules.
15. Professional development and support programmes for school leaders are also essential as education systems continue to evolve. Therefore, school leaders must respond to new challenges and adapt their roles, school objectives and pedagogical practices.
16. Furthermore, school leaders need continuous training in order to better respond to the numerous challenges faced by students and teachers, such as disability, migration, academic, social and economic issues. Consequently, school leaders have to strengthen their capacities in order to improve collaboration with teachers, students, parents and authorities. 
17.  Education support personnel have an essential role to play in supporting the principal, teachers and students and should be fully involved in the management of the school. 

6. Working conditions and Attractiveness

18. School leadership is essential to the success of schools.  The quality of educational leadership affects student outcomes, teacher professional learning and educational change and innovation. Therefore, school leaders should also be leaders of learning in their school community. 
19. In a rapidly changing society, education systems are facing challenges brought about by economic pressures, new technologies and globalisation, to mention just a few.  It is, therefore, most important that the working conditions and remuneration of school leaders lead to a well-motivated workforce.
20. Modern management requires shared leadership and the development of management teams to enhance the educational experience of learners.  The trend of devolving decisions down to school level should not been used as an excuse to cut resources from education systems.
21. Work-life balance of school leaders should be ensured, and overtime of school leaders should be minimal and paid fairly. 


7. Autonomy, Evaluation and Accountability
22. Political management of education can occur in different ways, including legal control by laws and regulations, financial management through the allocation of resources and management through ideological goals, curricula and guidelines etc. 
23. Some European governments have responded to the recent economic and financial crisis by following devolution or centralisation policies. In certain instances, centralisation policies have taken away the rights of management, finance and governance from the local authorities, mainly from the schools to the national government level. This has serious consequences on school autonomy and school leadership. Schools should have a certain degree of autonomy, thus allowing school leaders to shape and develop the school.
24. Professional autonomy of school leaders and teachers must be maintained.  It is also important that teachers have a high degree of autonomy in their professional practice in order to make professional choices, individually and collectively. Autonomy is the basis for decision-making based on the profession's own assessments.
25. The school leaders should be accountable to their staff and students. At the same time, accountability pressured workload demand from public authorities should be reduced. Decentralisation of responsibility among the management staff can contribute to better working conditions and less stress for the school leaders.
26. When there is much more extra work and accountability taken up by school leaders, it should be increasingly rewarded and reflected in their salary. This would also contribute to motivating teachers to engage themselves as school leaders and to build their career further.
27. Self-evaluation of school leaders is essential in order to improve their work. At the same time, inclusive teacher evaluation and feedback mechanisms should be set up and provided and developed for the school leaders.


8. Social Dialogue

28. 27. School leaders, like any other worker, have the right to exercise freedom of association and to organise, in accordance with the European Convention on Human Rights (ECHR) and international labour standards. They have the right form trade unions and professional associations in order to promote their interests. 
29. 28. Social dialogue should be institutionalised and regulated by law or through collective agreements in which the parties have clarified which issues should be the subject of information-sharing, consultation and collective bargaining.

30. 29. School leaders should be involved in the development, implementation, monitoring and evaluation of education policy in their school, at local, national and European levels. School leaders should involve teachers, support personnel and students in the development, implementation and evaluation of school policies and programmes. 
31. ETUCE promotes recruitment and organising in the school leadership sector and sharing of information and experiences at local, national and European levels. 

SUMMARY OF Recommendations to teacher trade unions
The European teacher trade unions should

1. Urge the governments at all levels to require teacher education qualifications when recruiting school leaders.

2. Raise awareness among teachers and school leaders to implement institutional and pedagogical leadership in schools.

3. Take steps to improve the quality of initial and continuous personal and professional development trainings of school leaders in order to adapt the institutional and pedagogic leadership styles. 

4. Advocate for the renewal of the school leadership role in order for the school to become a better workplace for all actors involved by creating a collaborative working and learning environment and democratisation of the school.  
5. Advocate for school leaders to have the necessary teaching and leadership education and personal and professional development trainings to ensure that teachers and students have an appropriate learning and work environment. 
6.  Promote peer learning and mentoring, through various continuous leadership trainings, including those led by school leader educators experienced both as teachers and school leaders. Trainings based on concrete cases; and institutional partnerships should be encouraged. Advocate for principals to possess satisfactory pedagogical training and teaching experience.
7. Campaign for participation of all school leaders in at least one EU and European mobility programme during their career in order to raise the quality of education and of leadership practice.

8. Recommend that leaders should have essential skills to be involved in European education projects in order to enhance the quality of education in their schools. 

9. Promote policies to improve equitable access of women and men to leadership positions in schools and policies to promote the reconciliation of family and professional life so that they find it easy to carry out their work as school leaders.
10. Advocate for the setting up of initial and continuous school leadership trainings and induction phase trainings in order to strengthen the capacities and competences of school leaders. 
11. Advocate the role of the school leader in promoting the cohesion of the social environment at local level; the school leader must adapt his or her leadership style to local circumstances. Raise awareness about the need to develop peer supervision in order to support school leaders improve their leadership skills. 
12. Promote the support and assistance of school leaders by independent experts from whom they can receive coaching and feedback on professional practices. Encourage personal and professional training programmes for school leaders through various methods: exchange of experiences with other school leaders and experts at seminars and working groups and institutional partnerships.
13. Promote the employment of education support personnel and their involvement in the management team and the provision of support services for the school, teachers, students and parents.
14. Promote the importance of raising the quality of school leadership in cooperation with governments and all the education partners, including management groups.

15. Urge the governments/employers to ensure that the salaries of school leaders are rewarding for the school leaders and motivating for the teachers to apply for leadership positions. Monitor that salary levels are commensurate with the role and responsibility of school leaders across all levels of education as well as taking into account sizes and location of schools. 

16. Advocate that school leaders must be supported by appropriate ancillary staff and overarching management structures in order to carry out their role effectively.

17. Advocate a career path for school leaders that includes continuous professional development and opportunities to enhance their expertise through further qualifications.

18. Initiate with the competent national, regional and local authorities to define the working time of school leaders.

19. Monitor the importance of an appropriate work life balance of those willing to take on school leadership roles.

20. Take steps in order to enable schools, school leaders and teachers to practise and retain their autonomy in spite of the economic and financial downturn or other factors.

21. Promote the need for accountability of school leaders and the decentralisation of responsibility to all actors.

22. Encourage the setting up and development of inclusive teacher evaluation and feedback mechanisms in schools, such as peer-to-peer evaluation.

23. Advocate for strengthened institutionalised social dialogue for school leaders at all levels-local, national and European. School leaders’ right to freedom of association, to organise and collectively bargain should be respected and promoted.

24. Engage in social dialogue concerning education policy and practice at school, local, national and European levels.

25. Encourage school leaders to involve the whole pedagogical community-teachers, students, support staff, parents-in school development programmes. 

26. Promote the recruitment and mobilisation of school leaders to join trade unions and speak with one voice in addressing educational, austerity and other issues confronting schools and education systems across Europe. 
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� See: Joint Education Council / Commission Report on the implementation of the Education & Training 2010 work programme (February 2006) (�HYPERLINK "http://eur-lex.europa.eu/LexUriServ/LexUriServ.do?uri=OJ:C:2006:079:0001:0019:EN:PDF"�http://eur-lex.europa.eu/LexUriServ/LexUriServ.do?uri=OJ:C:2006:079:0001:0019:EN:PDF�) and Conclusions of the Council and the Representatives of the Governments of the Member States, meeting within the Council, on efficiency and equity in education and training (2006/C 298/03) (�HYPERLINK "http://eur-lex.europa.eu/LexUriServ/LexUriServ.do?uri=OJ:C:2009:119:0002:0010:EN:PDF"�http://eur-lex.europa.eu/LexUriServ/LexUriServ.do?uri=OJ:C:2009:119:0002:0010:EN:PDF�)


� Council conclusions on the professional development of teachers and school leaders: � HYPERLINK "http://register.consilium.europa.eu/pdf/en/09/st15/st15098.en09.pdf" �http://register.consilium.europa.eu/pdf/en/09/st15/st15098.en09.pdf� 


� See: Council of the EU Discussion Paper: Prevention policies to combat early school leaving aimed at children with socio-economically disadvantaged backgrounds, including Roma (�HYPERLINK "http://register.consilium.europa.eu/pdf/en/11/st09/st09043.en11.pdf"�http://register.consilium.europa.eu/pdf/en/11/st09/st09043.en11.pdf�) and the Communication of the Commission: European Agenda for the Integration of Third-Country Nationals (http://ec.europa.eu/home-affairs/news/intro/docs/110720/1_EN_ACT_part1_v10.pdf)
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