CCMS Circular 2003 / 3

DRAFT POSITION PAPER ON INDEPENDENT INQUIRY

INTRODUCTION:

CCMS as a significant employer recognises the invaluable contribution made by the teaching profession to the provision of child-centred education and the overall well-being of society and the economy.

It is the Council’s view that teachers are the bedrock in our drive for excellence.  Council is aware of the high quality and commitment of the teaching workforce and contends considerable resources should be committed to developing, supporting and empowering teachers.

In particular CCMS appreciates the professionalism and commitment of teachers to their schools and pupils.  This has been especially significant during 30 years of civil unrest when circumstances prevailed to make educational provision extremely difficult.
CCMS welcomes the Independent Inquiry as a timely opportunity for evaluation given the potential changes in curriculum and structures.  Accordingly the Council supports the Inquiry as an invaluable opportunity to:

· Identify the key issues that affect recruitment, retention, training, performance, morale, welfare and terms and conditions of employment within the profession.

· Specify strategic and operational mechanisms which will engage with these and address issues for the longer-term benefits of teachers and thus pupils.

· Challenge all parties through exploration of such issues, to find creative solutions to problems.

· Identify realistic timetables, targets, budgets and mechanisms which guarantee the full implementation of recommendations arising from the Inquiry.
The following reflects Council’s perspective on the issues raised by the Independent Inquiry Team and makes recommendations on these issues.

1.
PARITY AND EQUIVALENCE WITH PAY LEVELS IN ENGLAND AND WALES:

Public sector employees enjoy parity of pay and conditions with England and Wales and in some cases, Scotland.  Council believes the teaching profession must enjoy similar parity.

It considers that any breach of pay parity with England and Wales may create a situation of potential disadvantage for teachers in Northern Ireland and therefore recommends parity is maintained. However, the needs of the N.I. education service are different and distinct from those in England and Wales and therefore it is also recommended that mechanisms should be developed to allow flexibility through the exploration of the concept of equivalence. 

In light of its position on parity the Council would not support the establishment of a Northern Ireland Teacher Pay Review Board and recommends that the negotiation machinery should be retained but reviewed as detailed below.

2.
REVIEW OF NEGOTIATION MACHINERY:

The Council advocates that a constructive partnership approach should be applied to industrial relations and this will produce benefits for employers, teachers and pupils.  It is the Council’s view that a change is required in the current process of negotiations.  The need to achieve the right balance in employee relations is the responsibility of both the employers and the teachers’ unions.  This requires a partnership based on trust, collaboration and the production of positive outcomes.  

Council recommends that a review of negotiating machinery should facilitate development of a process designed to address the mutual needs of employers and teachers.

The Council recommends that the constitution of negotiation committees in particular should be reviewed to consider issues such as the role of the Department of Education which is not an employer and also the current representation on Management and Union Side.  It is also recommended that clear terms of references are established for the negotiation committees which identify the functions and constitution of all committees.  Advisory and support services to the negotiation machinery should then be identified and defined within these terms of reference.

3 RECRUITMENT AND RETENTION:

There are a number of issues impacting on the profession which include the following:

· under-representation of males in teaching:

· under-representation of females in senior posts;

· shortage of teachers in particular subject areas;

· decline in number of applicants for leadership posts;

· large numbers of premature retirements and ill-health retirements;

· teacher ‘burn-out’;

· large numbers of Newly Qualified Teachers not in permanent posts.

The Council therefore recommends the following:

[a]
a working group should be established representing employers and unions to consider the range of issues impacting on recruitment and selection;
[b]
employers should review appointment schemes and in particular shortlisting criteria to ensure structural barriers to promotion are minimised;
[c]
extension of the School Improvement Programmes to include an initiative to appoint supernumary  posts to support school improvement initiatives. If such appointments are targeted towards recently qualified teachers then this initiative would have the dual effect of raising standards and creating employment opportunities. 
4. LEADERSHIP:

CCMS continually emphasises the necessity for strong professional leadership as critical to effective educational provision.  The Independent Inquiry provides an opportunity to underpin leadership roles and strengthen the support mechanisms which facilitate the recruitment, retention, development and reward of school leaders.

Council is fully committed to the PQH process and qualification.  However, CCMS would recommend that additional modules require inclusion if leaders are to gain necessary skills particularly in managing industrial relations, raising standards and implementing change.  Additional learning opportunities such as work placements within schools and educational administration, projects (school and issues based) and networking with professionals in other areas of work, would enhance current PQH provision.
Whilst the Council accepts the interim report produced by the Independent Inquiry in relation to Principal and Vice-Principal salaries, it considers it offers only an interim solution.  

Accordingly the Council recommends that the Inquiry take a critical and creative approach to remuneration for those within the leadership group of the teaching profession so as to ensure that highly qualified and skilled candidates are encouraged to apply for leadership posts in the future. 
5. TEACHERS PAY AND CONDITIONS:

It is the Council’s view that the detail of these issues should be a matter for the agreed negotiation machinery.  This paper makes reference to some of the more prominent issues currently impacting upon the teaching profession.
The Council recommends the following issues should also be addressed:-
· entitlement for professional development consistent with the School Development Plan

· allocated time for professional development

· attendance management and welfare support

· review of the Occupational Sick Pay Scheme to reflect public sector     

            schemes

· flexible pension and retirement arrangements

· review of existing promotional structures to facilitate greater access to career opportunities             
· the current difficulties experienced by teaching Principals

· reduction of administrative workload

· the creation of an effective time balance for teacher preparation to ensure the efficient delivery of curriculum

· review of working time in terms of working week and working year.

6.
CAREER OPPORTUNITIES, REWARDING EFFECTIVENESS, PROFESSIONAL DEVELOPMENT:

It is recognised that career opportunities for classroom teachers, rewards for effective teaching and management and professional development of teachers are critical motivators.

The fundamental basis for all structure, processes and decisions in relation to these matters must be the effective education of children, driven at school level by School Development Planning as required by the ERO 1989.

In this regard, therefore, any radical change to improve teacher working conditions and terms of employment must be cognisant of the need for such changes to accommodate and co-exist with the School Development Planning Process.

· CAREER OPPORTUNITIES FOR CLASSROOM TEACHERS

CCMS consistently states the value it places on the significant contribution played by classroom teachers in our society.  It also seeks to ensure the development of school leaders in the future strategic direction of education and the promotion of the Catholic ethos.  The inquiry, needs to acknowledge both aspects of the teaching profession.  CCMS recommends that career opportunities are provided for both classroom teachers per se and classroom teachers who ultimately seek management and leadership roles and that any future structures should accommodate both.
· REWARDING EFFECTIVENESS IN TEACHING AND MANAGEMENT

The concept of rewarding effectiveness in teaching and management implies performance review.  This is evident in the current teaching profession in a variety of forms:

.  SDPR

.  Threshold

. Review of Principal and Vice-Principal Salaries by Boards of Governors

The current approach is ambiguous in that there is no definitive statement within the educational sector which identifies such initiatives as a PRP system.  The sector must, therefore, declare its intention to have a formal PRP system or not.

The Council recommends that a system of PRP should not be introduced for Education Service in N.I. but a system which recognizes,
                       (a)
a distinct incremental pay system with regular progression incorporating the extended range provided by Threshold

and
                       (b)
a separate system of reviewing performance which is not rewarded by pay 
should be introduced.

In the case of pay the Council recommends there is a need for a clear, fair, easily understood, efficiently administered pay progression process.  

The Council recommends a robust performance review system is developed which is evidence based and has in-built quality assurance mechanisms.   It should also incorporate the following elements:-
[a]
evidence in relation to continuous professional develop-

            ment;

[b]
evidence in relation to identified key competencies – the competencies determined in the current threshold process may be appropriate;

[c]
evidence of a contribution to the school development plan.

The performance review system should facilitate identification of professional development needs, discussion on career pathways and progression and the initiation of processes to support the work of those teachers whose work is unsatisfactory.

The Council recommends that the Independent Inquiry address the current anomalies relating to differentials which have arisen because of Threshold and the inconsistent application of salary reviews for Principals and Vice-Principals.  It is the Council’s view that the introduction of a Performance Review System as identified in (a), (b) and (c) above would provide Board of Governors with a more rigorous, coherent and consistent approach.

· PROFESSIONAL DEVELOPMENT OF TEACHERS
Council recognises the value of the current EPD process as a strong development tool for new teachers.  Major steps towards long term enhancement of educational leadership have been made by the introduction of PQH. 
The Council recommends a review of the inter-relatedness,  the consistency and the entitlement to current programmes for new and serving principals. In addition Council recommends that concepts such as mentoring, shadowing, work placements, secondments etc should be explored to add value to leadership training including PQH. 
For the significant body of teachers, the current professional development structures have served the educational system well but now cause some concerns.  As it stands CPD is menu driven and does not adequately provide for the full range of teacher development needs.  
The Council recommends that CPD should be entitlement based and linked to both school development plans as well as individual need.  The range of development interventions should be school based as well as out of school.

This will require a review of the disbursement of the inset budget. 

It is recommended the development of a continuous professional development framework should incorporate the following principles:

(a) stipulated entitlement to access Continuing Professional Development (CPD)

(b) a continuum from newly qualified teachers to senior posts  
(c) programmes need to reflect the different potential career pathways teachers may wish to follow

(d) programmes must be quality assured and provide an appropriate balance, eg, sabbaticals, network opportunities, research opportunities, access to in-house programmes, access to specific training programmes

(e) programmes should be accredited in some manner.  The concept of a Chartered Teacher outlined in the McCrone recommendations is one mechanism of accreditation which may be explored

(f) potential for accredited achievement to be considered as evidence of experience and knowledge required for progression to posts of Principal and Vice-Principal.  However, such an initiative would depend on a sector wide review and agreement on basic principles

(g) adequate programmes to support unsatisfactory teachers.
It is important that the development process should incorporate EPD,  CPD and PQH in a seamless system catering for the lifelong development of teachers and leaders.  The system must be primarily linked to school development plans in order to ensure that both individuals and schools gain ongoing benefit ultimately aimed at improved school performance.
In order to maximise the effectiveness of staff development, to ease the pressure on teachers and to minimise the disruption to schools, the Council also recommends that alternative means of delivery should be considered such as out of hours/summer school programmes. Renumeration for teachers attending such courses should also be explored. 
7.
MANAGEMENT STRUCTURES:


Council considers that effective, flexible management structures are critical to curriculum delivery and school performance.  The Council, however, has evidence to suggest that the current system is not sufficiently flexible to meet the needs of schools and the School Development Planning process.


Factors which currently impact on effective management structures include:

· Financial restraints leading to:

· withdrawal of key management allowances

· reliance upon teachers carrying out duties on a voluntary basis.

· Inflexibility due to some postholders retaining obsolete posts linked to past needs rather than current and future requirements of the school.

The Council recommends the Independent Inquiry needs to consider creative solutions to these issues and offers the following suggestions:

· introduction of ‘management allowances/honoraria’ that are:

- 
project based

· time bounded, eg, 3 years

· reviewed annually

· contractual clauses in permanent management allowances which allow for periodic review of duties.

· alternative approaches to smaller school management, eg, additional principal relief; additional centrally-funded management allowances;  bursar services to schools.

· creative application of federation structures within parishes to protect community identity of small rural schools.  This would include leadership and resource sharing across some secondary and smaller primary schools in rural communities.

· resources should be allocated proportionate to the size and circumstances of the school to fund effective management structures.

8. BUREAUCRATIC BURDEN:

The detrimental effects of the bureaucratic burden on teacher morale and welfare is well documented.  The Council has also highlighted the particular difficulties faced by Teaching Principals.  It is crucial to attracting and retaining high quality, motivated teachers that this issue is addressed.

The Council recommends the following suggestions should be the basis of further analysis by the Inquiry Team:

· the extension of the Good Start Scheme to fund classroom  assistants for every primary school class. In addition the role of classroom assistants should be reviewed to provide for a career structure and a programme of training and accreditation which may lead to accreditation of prior learning for entry into the teaching profession;
· funded provision of supernumery teachers to schools  depending on the size and circumstances of the school;

· access to a ‘bursar’ or administration resource which may be shared dependent on the size of a school;

· to ease bureaucratic pressures and to provide for preparation, schemes such as a nine-day teaching fortnight should be explored;

· roll-out and management of IT strategy requires further analysis.

 9.
TEACHING PRINCIPALS:

In sixty-seven percent of Catholic maintained primary and nursery schools the principal is a ‘Teaching Principal’. The Council in its paper, ‘Key Health & Welfare Issues for Teaching Principals’, highlighted critical health and welfare issues which affect teaching principals. 


A number of the recommendations arising from this research are reflected in other sections of this paper, however, the following specific recommendations need to be considered by the Inquiry Team to assist teaching principals in their role:
· the provision of ring fenced funding to provide additional support to enable teaching principals to be released from teaching duties to carry out their leadership function; 
· developing a specific job description for the role of Teaching Principal;
· to develop and fund a common system of administrative support for schools with teaching principals, for example, additional joint secretarial and/or bursary services   for clusters of schools in geographic locations; 

· the establishment of a Teaching Principals’ Forum and the design of training programmes specific to their needs. 

10. 
WELFARE ISSUES:

The welfare of teachers is a fundamental concern for the Council.  The issues of stress, threats of violence to teachers, early retirement culture, etc are problems for school management at local and regional levels.

The Council recommends that the Independent Inquiry should consider the following in order to promote health and welfare and retain motivated teachers:
· analyse options in relation to a structured retirement process other than redundancy and ill-health routes;  these options may include flexible working options which do not detrimentally affect pension, transfer options, etc;

· provide specific skills development programmes for teachers and principals in areas of personal/counselling skills, conflict/mediation management, crisis management and in particular industrial relations. 
· allocate resources to identify effective measures to manage disruptive pupils and develop effective structured support mechanisms;
· provide skills training to schools to carry out regular stress audits and resources to implement action plans arising from such audits;
· implementation of recommendation in Teachers’ Well Being Report.

In order to realistically address these issues Council recommends that employers must ensure adequate welfare support personnel.
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