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I.
MANDATE
In April 2007 the Board of Governors endorsed the following proposal:

(i) The ‘Time Credits’ Working Group was mandated to initiate a pilot project with three European Schools which were interested, with a view to drawing up an Attainment Contract based on a school plan, which would follow the procedure outlined in the report of the ‘Time Credits’ Group (2007-D-421-en-3) and would form the basis for budget allocations. 

(ii) The pilot project must start in September 2007 so that a school plan could be drawn up and submitted to the Board at its January 2008 meeting. 

(iii)  If approved by the Board of Governors, the pilot experiment could start in September 2008, with adjustment of the budget allocations if necessary.

(iv) The budget proposal for 2010 would be drawn up in January 2009, on the basis of the attainment contracts. 

II.
CURRENT STATE OF THE WORK

The Attainment Contract Working Group has met 4 times and the pilot Schools Bergen, Brussels I, Munich have met 3 times. The indicator subgroup has met once together with the ICT unit and Financial Controller.

Key concepts
The working group studied similar projects in various European countries. In spite of similar types of approach, the school autonomy concept is rather diversified in Europe. It was evident for the working group and for the pilot schools that the European school system has to define the key concepts of the project and adapt them to a European school context.

One of the problems was that the basic concept of school autonomy has different connotations in different languages. That is why the three pilot schools decided to start the work with the clarification of the basic concepts in the three vehicular languages (see Annex 1). 

School autonomy 

According to recently published European report “School Autonomy in Europe Policies and Measures (Eurydice, 2007)”, the notion of ‘school autonomy’ refers in this study to several different aspects of school management (essentially funding and human resources). Schools may be autonomous to varying degrees regarding these aspects. They are considered to be fully autonomous, or to have a high degree of autonomy, if they are fully responsible for their decisions subject to legal constraints or the general framework of education legislation. This does not preclude consultation with other education authorities. 

This definition is not valid in the European school context. According to the discussion in the Higher level group, Board of Governors and many working groups European Schools could be defined to be partly autonomous. They take decisions within a set of predetermined options or require approval for decisions from Admin Board, preparatory committees and finally from Board of Governors. 

The three pilot schools have defined school autonomy as an opportunity given to the school to adapt the decisions of the Board of Governors to the local situation.  Schools should have a possibility to set and reach their own targets – if they are agreed by the Central Governance in the attainment contract procedure. 

Even a modest level of autonomy means trust in schools, principals, teachers and students: trust that schools can develop more effectively their own operational culture which takes into account the influence/possibilities of the local circumstances and communities.

Schools should have clear information about the level of pedagogical, operational and financial autonomy and the framework in which they can operate on a long term basis. Board of Governors has made some decisions recently taking account this perspective.

The recently reviewed Financial Rules include some elements which gives schools some level of financial autonomy in certain areas.  

The Board of Governors decided about the new rules concerning the grouping and division of the classes in April 2007 in Lisbon (Chapter XIX of the Digest of the decisions of the Board of Governors). In the introduction of the rules it is stated:

“The school plan determines the amount of teaching time allocated to the school.  The plan is established annually in the context of the overall pedagogic framework fixed by the Board of Governors and shall:

–      show the total teaching time required to meet the needs of the school within the normal rules, i.e. a numerical estimate based on the forecast of the number of classes and teaching groups;

–      show the cases where a departure from the normal rules was proposed, taking account of the specific character of each school.  For example the number of SEN pupils in a class might justify reduction of the size of the class. In order to assure the quality of teaching, the proportion of SWALS in a class should be kept limited and, if necessary, class size might be reduced.

This would not only provide authority for cases where extra provision is proposed but would also legitimise the measures currently adopted by some schools on an ad hoc basis to provide cost-effective solutions for small groups ; 

· enable each school to put forward specific local projects and initiatives.

The school plan is approved annually by the Administrative Board. ”

The quality management approach chosen by the 3 pilot schools for the project is inspired by the principles of quality assurance and development document approved by the Board of Governors in May, 2000 (2000-D-264-en-2 - Quality Assurance and Development in the European Schools)

Multi-Annual School Development Plan (MASDP)

School development is a long term matter. The indifference of the school year and budget year creates an obstacle which can only be met by long term planning. A Multi-Annual School Development Plan (MASDP) will be made following a school based diagnosis and the setting of aims and objectives for a long term. This long term plan should be accompanied by a multi-annual budget perspective.

Annual School Plan (ASP)

At this moment, the basic school planning is done within the budget discussion in the European schools. According to the pilot schools, it is necessary to complete the budget with the Annual School Plan (ASP) which defines school policy and objectives for the school year, foresees actions, implements and evaluates them. In the annual school plan the schools will present their principal projects, the allocation of teaching time as well as the derogations of the rules described in the Chapter IXX. 
Action Plan (AP)

The Annual School Plan contains many Action Plans (AP – see annex II and III). The Action Plans defines the means for the implementation of the annual plan using objectives, setting priorities, implementing and evaluating in a financial framework. 

Attainment Contract

An Attainment contract is an agreement between the school and the central body in regard to the Multi-Annual School Development Plan and the Annual School Plan.

It consists of :

1. Multi-annual school development plan 

2. Budget + Annual School Plan 

3. Annual School activity report

The school Attainment contract will be negotiated in the Admin Board and it will be signed by the director (school level) and Secretary General (Central Governance).

School Advisory Council (SAC)

The School Advisory Council is a forum to discuss the vision, mission, objectives and priorities of the school. 

The Council might consist of a Management team, Pupil, Teacher and Parent representatives from the 2 Education Committees, representatives of CdP, locally recruited teachers, PAS, and the secretary to the Council. 

The parent representatives are nominated by the Parents Association of the school and the teachers can decide their own nomination criteria. In every pilot school the composition of the School Advisory Council is a bit different. In Munich the European Patent Office will be represented in SAC and in Bergen European Union Research Centre has got a permanent place in the Council.

The director will be the chair of the council and he will invite the council as often as needed. The chair can invite to the meeting also other school partners, if needed (Canteen, Transport, commune etc).

The Council is an advisory one – not a decision making body.

Central governance indicators
The preparatory and decision making bodies need high quality information about the school system as well as more analytical information about the use of recourses and performance results. It is evident that the school system would need a common set of standardised indicators which are the same in all the schools. These statistical indicators should be built in ELEE II, BAC II, PERSEE II and COBEE II and they should be linked to the school budget. 

The working group has created a sub-group to define and specify the system level indicators as well as indicators which could be used in the school level.

School evaluation and quality assurance

Quality assurance and school development is a continuous and systematic process. It must undergo constant review combining the evaluation by an external body with self-assessment, processing feed-back and organizing procedures for change and improvement.

According to the quality management approach the goals and objectives set by the school should be clear, simple and measurable so that it is possible to monitor, assess and evaluate if the goals or objectives are fulfilled after the implementation period.

The European schools need modern and flexible statistical and reporting tools and software in order to be able to measure and asses the performance in various areas. It is e.g. important to monitor pupil performances, absences of pupils and staff. 

The new Financial Regulations give more responsibility to the director concerning the implementation of the school Budget. It is absolutely necessary that the directors have at their disposal a powerful tool to monitor the use of financial recourses. It is also necessary to have a professional program to deal with the inventory. 

It is often necessary to make various budget simulations in order to make the right decisions. The pilot schools will develop basic budget simulation tools for their internal use.

The pilot schools have decided to develop their own auto-evaluation methods and processes. Self-Assessment is a relevant method/tool to assess and evaluate quality, to ensure and develop quality at system and provider levels. 

 Pilot Schools will work in close co-operation with the European school inspectors in order to develop and improve the teaching and learning in the long term. The new trend is to organize team inspections in the schools focusing on one subject or area at the time. The schools will get valid information by their strengths and areas of development through this process.

Accountability and reporting

The Annual School Activity Report will give information about the Final Accounts of the school (year -1) in May.

Other transparent reporting methods should be developed to inform the Admin. Board and Central Governance about the financial and pedagogical decisions taken in the school.

The Annual School Activity Report may consist of:

· All the relevant financial information about the past budget year 

· The key figures, results of indicators,  information about self-evolution and other benchmarking results and processes 

· Differences between targets and outcomes should be addressed and the reasons for these.

· Analysis, conclusions and further recommendations can be envisaged
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The proposed approach will introduce many changes in the routines and structures of the European schools.
Changes 

The common approach of the three pilot schools will change some existing structures.

The creation of the School Advisory Council will change the work and role of the Educational Committees of nursery/primary and secondary. It will strengthen the preparatory roles of these Committees, because the pupil, teacher and parent representatives of these Committees will be members of SAC.

SAC will replace Mixed Educational Committee as well as enlarged direction meetings in some schools.

The role of the School Administration Board meetings will change too. The proposal is to have only two annual meetings instead of three. The October meeting will examine the School’s report for the previous year and the School plan for the current year.  The January meeting will finalise the School’s attainment contract and budget for the following year, enabling school’s autonomy to be implemented whilst maintaining a link with the General Secretariat, which is responsible for and the guarantor of the system’s coherence. 

The evaluation and reporting methods will be improved and some of the old reporting documents (e.g. Rapport de Rentrée) will be re-visited and modified. 

Future orientations

The three pilot schools have chosen several areas in which they test in practice the new proposals (see annex II). It is evident that the link between the schools and the Central Governance should be studied in the future.

It would be very useful to invite the chairs of the Boards of Inspectors and of the Budgetary Committee to attend the Directors’ meeting in June with the Secretary-General, in order to define the pedagogical and budgetary objectives at the level of the system, to be taken into account in the drawing up of the school plan and of the budget, as general objectives in relation to the specific objectives to be defined within the school. 

Following the document Implementation of Internal Audit 2511-D-2007-en-2, the Internal Audit Unit is invited to participate to the development of this project. The schools have created 5 working groups to improve the internal routines, procedures and processes together with the experts of the Internal Audit Unit. This work will be done during the spring and summer 2008.

III. TIMELINE PROPOSAL

Timeline proposal
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IV.
Directives

The Working Group and the Pilot Schools seek strategic guidelines for their future work and concrete indications as to the main themes of attainment contracts.

OPINION OF THE TEACHING COMMITTEE (PRIMARY)
At its meeting of 22 February 2008, the Primary Teaching Committee scrutinised the preliminary report of the working group and received the document in a positive way.

OPINION OF THE BOARD OF GOVERNORS –  EXTRAORDINARY MEETING OF 7 MARCH 2008
At its extraordinary meeting, the Board of Governors welcomed the report of the ‘Attainment Contracts’ Working Group, supplemented by the ‘Summary note on the autonomy of the European Schools’ (Annex IV). They are in line with the mandate given. The Working Group and the pilot schools are requested to continue their work on the basis of those documents and the comments made at the extraordinary meeting of the Board of Governors.  

ANNEX I
KEY CONCEPTS IN THE THREE VEHICULAR LANGUAGES

	ABBREVIATION
	EN
	FR
	DE

	AUTONOMY
	AUTONOMY:

the opportunity given to a school to adapt the decisions of the Board of Governors to the local situation.
	AUTONOMIE :

capacité donnée à l´école de pouvoir adapter, en fonction d´une situation locale, les décisions du Conseil Supérieur des Ecoles Européennes
	AUTONOMIE:

Fähigkeit der Schule, die vom Obersten Rat der Europäischen Schulen getroffenen Entscheidungen an lokale Bedingungen anzupassen

	MASDP

PEP

LSP
	MULTI ANNUAL SCHOOL DEVELOPMENT PLAN:

· following a school based diagnosis the setting of aims and objectives for the long term
	PROJET D’ECOLE PLURI-ANNUEL : 

à partir d´un diagnostic partagé, il définit les objectifs et leurs modalités de mise en œuvre. 
	LANGFRISTIGER SCHULENTWICKLUNGSPLAN:

legt, ausgehend von einer gemeinsamen Diagnostik, die Modalitäten der Verwirklichung der langfristigen Zielsetzungen und Programme fest

	ASP
	ANNUAL SCHOOL PLAN: defines school policy and objectives for the school year; foresees actions, implements and evaluates them
	PROJET D´ECOLE
 ANNUEL :

il affirme la politique de l´école, la clarté des objectifs poursuivis, une logique de mise en œuvre et ses critères d´évaluation
	JÄHRLICHER SCHULPLAN: 

setzt die Schulpolitik um, verdeutlicht die verfolgten Ziele, Maßnahmen  und Evaluationskriterien

	AP
	ACTION PLAN:

defines the means for the implementation of the annual school plan using objectives, setting priorities, implementing, evaluating within a financial frame work
	MISE EN ŒUVRE
 DETAILLEE :

définit le plan annuel en fiches – action : objectifs, priorités, moyens d´action, critères d´évaluation et cadre budgétaire
	 UMSETZUNG:

schlüsselt den jährlichen Schulplan in einzelne Arbeitsfelder und Zielsetzungen auf, nennt Prioritäten, Maßnahmen,  Evaluationskriterien und den finanziellen Rahmen

	AC
	ATTAINMENT CONTRACT:

an agreement between the school and the central body in regard to the  MASDP
	CONTRAT D´OBJECTIFS : contrat entre l´école et l´administration centrale en liaison avec le PEP
	ZIELVERTRAG:

Vereinbarung des langfristigen Schulentwicklungsplans zwischen der Schule und der Zentralbehörde 


ANNEX II


EXAMPLES OF ACTION PLAN: Learning Support- Secondary (UCCLE)

	Objectives
	· to offer high quality LS for 400 pupils during the school year 

· to decrease the failure rates in some specific areas

· to ease the integration of the new pupils in the school



	Priorities
	Apart from the main subjects L1, L2 and Maths, we target two areas: Sciences and L3, given the high rates of failure in these subjects. We also target 4th and 5th year, given the high rates of failure in these two levels. We had a very large influx of new pupils and it was clear that their needs would have to be a priority as well.

	Realisation
	· 82 courses of LS (included “study skills”)

· 10 hours of presence in the language centre

Matiers

· Langue I               15 %

· Langue II  
         21 %

· Langues III+IV 
 7 %

· Mathématiques       31 %

· Sciences nat. 
         15 %

· autres

          11 %


	 

Niveaux : 


1e 
21 %

2e 
19 %

3e 
17 %

4e 
12 %

5e 
20 %

6e 
8 %

7e 
2 %

	Evaluation and indicators
	· the number of LS lessons organised and the number of the participants

· rate of failing students (“redoublements”), who haven’t got LS

· rate of students having LS, but were failing (“redoublements”)

· questionnaire to teachers having asked LS for their pupils

· time used to administer LS 

·  

	Financial framework 
	Total number of hours available: 92

Notice: This summary doesn’t contain either SWALS, SEN nor rattrapage.


ANNEX III

Action Plan - Physical Education Primary

	Objectives
	· To give each child the amount of physical education as settled in the curriculum

· To ensure quality in teaching physical education

· To make children enjoy sports and discover new sports

· To implement and follow the conclusion of the school PE inspection report

	Priorities in this action plan
	· To list and use all the sports facilities inside and outside our school campus

· To use qualified PE teachers as much as possible

· To increase use of external sports facilities, using Uccle communal facilities

· To participate to all sports events organised by Uccle commune or others

	Realisation
	· To be included in time shift with the secondary for sports facilities

· To set up an extra external sports track for older children (5th primary)

· To harmonise the programming of activities level by level

· To collaborate with ADEPS centres and “Ecole du Cirque” when organising “discovery days”

· To give training for teachers linked with common planning

· To organise swimming lessons for all 5th years in Uccle swimming pool

· To participate in all CESSIB tournaments and exchanges with the “Lycée Français”

· To nominate 2 PE coordinators 2x45’: 1/2 and 3/4/5

	Evaluation
	· Total amount of PE periods effectively given

· Results of the teams engaged in tournaments

· Evaluation in school reports

· Report follow up written by the inspectors in charge of the group inspection

	Financial Framework
	· Parents fixed contributions (sporting days = fixed administrative board

· Internal transport : budget line : post 2205

· External layout setting : budget line : aménagements extérieurs : post 3007/3008




Action Plan – In-Service Training Primary

	Objectives
	· To meet each teachers needs expressed in questionnaire

· To facilitate optimal implementation of new programmes

· To increase quality of teaching in music and art

· To develop the use of ICT

	Priorities in this action plan
	· To link in-service training with the project of programme harmonisation

· To focus on in-service training in music for school team inspection next year

· To focus on in-service training in arts for school team inspection next year

· To continue ICT in-service training through the implementation of the electronic version of the school report

	Realisation
	· 1 compulsory pedagogical day during school time organised by the school’s deputy-head and subjects coordinators.

· 8 compulsory hours on free time, to be chosen among offers made (see in-service training table)

	Evaluation and indicators
	· Evaluation form to be filled after each in-service training

· Number of registrations per proposed workshop

· New emerging projects in targeted subject

· Through improved students works

· School reports evaluation

	Financial Framework


	· Budget line


ANNEX IV
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SUMMARY NOTE ON THE AUTONOMY OF THE EUROPEAN SCHOOLS 

Extraordinary meeting of the Board of Governors 

Brussels – 7 March 2008

Context

During all the discussions in recent years on the future of the European Schools and on reform of the system, there has been a large measure of consensus on the need to give the ES more autonomy with, as a quid pro quo, greater accountability.

This autonomy involves the financial, administrative and pedagogical aspects of the operation of the ES. 

The principle of this autonomy and of the reforms required to implement it was decided by the Board of Governors (BoG) in January 2007 on the basis of the conclusions of the November 2006 ministerial meeting
. Nevertheless, no background document has explicitly defined the concept of autonomy and there is therefore a risk of differing interpretations of what autonomy covers and a risk of confusion between autonomy and independence.

The implementation of autonomy is based on three basic tools:

1-the new Financial Regulation, adopted in October 2006, 

2-the drawing up of attainment contracts, which would bind each school to the Central Office of the ES, 

3-the internal reorganisation of the ES.

The purpose of this summary note is to outline the main features of the concept of autonomy. 

The concept of autonomy

The challenge of autonomy lies in:

1-devolving decision-making to local level in matters which can be dealt with under the director’s responsibility,  

2-whilst ensuring the consistency and the quality of teaching and of the European Baccalaureate in the ES system as a whole. 

The schools’ autonomy is not independence, but involves delegating decision-making powers to the management of the schools for a number of matters of local interest which need to be clearly defined and determined. Decisions should be allowed to be taken at local level when there is no added value in taking them at a different level. 

This happens in a very clearly defined pedagogical, administrative and financial framework. It implies defining the respective roles of the Board of Inspectors, the Budgetary Committee, the SG and the Steering Committee, everything always being done on the basis of the broad political and policy guidelines adopted by the Board of Governors. 

1. The pedagogical framework
The pedagogical framework is common to all the schools in the system, types 1, 2 and 3 alike. It ensures the system’s coherence and the quality of the common certificate awarded, and allows pupil mobility between the schools in the system.  

This common framework comprises the curriculum and the organisation of studies and of the Baccalaureate. It is defined by Board of Inspectors and/or the Board of Governors, which specify the degree of flexibility (of autonomy) which the managements enjoy for its implementation in their schools. Adherence to this common framework is the essential prerequisite to obtain accreditation in the case of types 2 and 3 schools. 

The schools’ room for manœuvre therefore lies in the putting in place and local organisation of teaching, to take account of local specificities, with the caveat that there must always be adherence to the common framework, as laid down in amended Chapter XIX of the Digest of Decisions of the Board of Governors, adopted in Lisbon in April 2007.  

2. The financial framework

The financial framework concerns type 1 schools and, to a lesser extent, type 2 schools also. For type I schools, the Financial Regulation (FR), adopted in October 2006, is the benchmark, to which will be added the observations and recommendations of the audits conducted under the FR. The Budgetary Committee will provide the schools with advice and instructions as to how their financial and budgetary responsibilities should be discharged.

The managements’ room for manœuvre here is what is provided for in the FR, with the reporting obligations resulting therefrom.

3. The administrative framework

The administrative framework should enable the following in particular to be ensured: 

 -  
maintenance of a coherent link between the pedagogical and financial frameworks,

 - 
sound management of all the across-the-board aspects of the system’s operation, particularly the legal aspects, 

 - 
management of the Central Enrolment Authority, 

 - 
liaison with the Complaints Board,

 - 
liaison between the central organ and the schools (including on administrative and personnel management questions).

These functions form an integral part of the role of the General Secretariat. 

The SG also works in conjunction with the Steering Committee, on which he/she also sits. 

Decisions involving application of the broad guidelines defined by the BoG may be taken at the level of the BC, BI, SG or Steering Committee depending on their nature. Whereas questions with major political implications will be referred to the Board of Governors, the system’s supreme organ.

What is involved is to ensure a balance at the level of the schools between autonomy and accountability and as far as governance is concerned, to strike a balance between the roles of the different authorities.
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January CA 2009


  Multi-Annual School Development Plan (2010 – 2013)


  Annual School Plan 2009-2010


  Budget 2010





October CA 2009


  Reflections about the school year 2008-2009


  Information about Rentree 2009  


  Preparation of the Annual School Plan for next year











May 2009


  Annual School Activity Report of 2008


  Financial information about the past budget year 


  The key figures, results of indicators, statistics, information about self-evaluation results and processes
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