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Introduction 
 

To provide every single child in Europe with quality early childhood education and care (ECEC), and give them the best start in life, good leadership is essential. In ECEC, 

leadership can take many shapes and goes much beyond the role of a sole centre-based leader – typically, a kindergarten headteacher, or the director of a crèche. During 

its work cycle 2024-2025, the European Working group on ECEC has reflected on the topic of ECEC leadership, based on the following definition, which refers to the concept 

of distributed leadership, in which multiple people are involved in leadership:  

ECEC leadership include the person(s), team(s) or institution(s) who have responsibility for organising ECEC provision * within an ECEC setting or centre (e.g., creche, 
kindergarten, pre-primary, nursery school), * and/or at local level (e.g., municipality) * and/or at national level (e.g., ministry, national agency for childcare, etc.) 

 

Distributed leadership implies that leadership is not defined by one’s job title, but rather by the actions of those enacting leadership to influence a change or improvement. 

Tasks and responsibilities attached to leadership in ECEC may be distributed in different ways among the administrative levels, and among administrative and pedagogical 

staff in ECEC settings.  

The Working Group report Leadership in ECEC: an 
overview of models and practices in Europe explores 
this concept in-depth and offers a Mapping of the 
many tasks and responsibilities which may be 
attached to ECEC leadership1. Five broad leadership 
functions have been identified: * Pedagogical 
leadership * Administrative leadership * Engagement 
with parents, legal guardians and families, * 
Engagement with communities, * Contribution to 
policy making. These five functions are untangled by a 
list of more concrete responsibilities and tasks, 
performed at leadership level. This can be the leader in 
the ECEC setting, but some responsibilities can be 
distributed to other members of the staff, or other 
persons at a meso organisation level (e.g. regional 
coordinators), as a joint leadership model. 

The Reflection tool to organise ECEC leadership is based on this Mapping of tasks and responsibilities, and is 
for national or local decision-makers to reflect and discuss the way ECEC leadership is organised in their 
country / region /city. It can also be used at the level of an ECEC setting, e.g. to reflect on the organisation of 
the (leading) team.  
The tool can be used to: 

➢ reflect on the whole set of tasks and responsibilities attached to ECEC leadership 
➢ reflect on:  

o whether these tasks and responsibilities belong to a single institution or governance level 
(ECEC setting, local authority, ministry of education, national agency for childcare, etc.…) 

o whether these tasks and responsibilities are (or should be) done by a single person, or at the 
contrary, they are (or should be) shared or distributed to a team  

➢ possibly re-define ECEC leadership roles/structures 
➢ reflect on the competences and qualifications required from ECEC leaders, as well as initial training or 

continuing professional development that should be offered to perform these tasks 
➢ design training programmes (initial or continuing, mentoring or developing guidance, resources, etc.) 
➢ reflect on the support needed by leaders, and how to provide it 

 

  

 
1 The WG recognises that the actual list of tasks and responsibilities varies depending on the structure/governance of the national ECEC system, the regulations in place, the type 
and size of the ECEC setting, the age of children being in the ECEC centre, and many other variables. 

https://school-education.ec.europa.eu/en/discover/publications/report-leadership-early-childhood-education-and-care-models-and-practices-europe
https://school-education.ec.europa.eu/en/discover/publications/report-leadership-early-childhood-education-and-care-models-and-practices-europe
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Using the Reflection tool 
 

- Before using the reflection tool, we recommend that you: 

o define your objectives (why do you want to use this tool?),  

o identify any specific issue which are important to you,  

o clearly establish who will be using the tool (an individual, a team, an institution representative…) 

 

- When using the tool, please note:  

 

o This reflection tool has been designed by the European Education Area ECEC Working Group and tested by decision-makers and/or practitioners in Ireland, 

Slovenia, Finland and the city of Ghent (Belgium). 

 

o The list of questions stems from a reflection between over 30 countries and organisations2, and aims at reflecting the whole set of tasks and responsibilities that 

ECEC leaders MAY carry out to ensure the provision of quality education and care – and there are many – but they vary depending on local / national contexts!  

 

Feel free to use only some parts of the questionnaire or to ignore questions if you believe that the tasks mentioned are not relevant for your own context. On the other 

hand, feel free to add tasks / questions. Please take ownership of this tool and adapt it to your own needs! 

 

- After completing the questionnaire, feel free to share it with your colleagues or other institutions or people – or not! Again, this is for you to decide how to use the results 

of this exercise. We hope it will have prompted some ideas for you to improve the way you work or the way your system is organised. 

 

 

 

If you have any question or comment before, during or after using this tool,  

please write to EAC-WG-ON-ECEC@ec.europa.eu.  

 
2 The list of WG members is available here. 

mailto:EAC-WG-ON-ECEC@ec.europa.eu
https://ec.europa.eu/transparency/expert-groups-register/screen/expert-groups/consult?lang=en&groupID=3811
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DEFINITIONS 

This Reflection tool is based on the five broad leadership functions identified by the ECEC Working Group:  

 

Pedagogical leadership 
 

The leadership function needed to support a high quality and inclusive educational environment, promoting children’s rights and nurturing children’s 
wellbeing, socialization, learning and development. This function includes creating trusting relationships with and among staff, among staff and 
children, and among children, supporting staff professional development, promoting participatory curriculum design, implementation, monitoring 
and evaluation, and structuring the work environment to support all aspects simultaneously with a view on ongoing improvement of practices. 
 

Administrative 
leadership 
(Management) 
 

Administrative leadership refers to the management of operations including human resources and finance; strategic functions connected to planning, 
reporting, organisational change and accountability. 
 

Engagement with 
parents, legal guardians 
and families 
 

Centre leaders have an important role to play in shaping expectations for the centre’s engagement with parents or guardians, so that they are 
involved in the learning and development of their children  
 

Engagement with 
communities 
 

Establishing effective links with the community and partnerships with other child- and family-oriented services is another key function of leadership 
in ECEC settings, which cuts across leaders’ administrative and pedagogical functions. Establishing community cross-agency collaborations and 
partnerships is an important - and often challenging - dimension connected to leadership role in supporting children and their families. 
 

Contribution to 
policymaking 
 

ECEC leaders can play a significant role in sustaining the development of high-quality ECEC provision for all children, therefore an important function 
of leadership is connected to the active engagement of leaders in policy-making processes within local/regional/national contexts. As policies 
influence the lives of children and families, it is important that ECEC leaders are aware of their role as “agents of change”, supporting policy decision-
making processes in a way that is responsive of the diverse needs – and aspirations – of children and families in local communities. 
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Pedagogical leadership  
 

 

Task / responsibility Who is in 
charge? 
(Institution / 
service / team / 
person) 

Questions for reflection: Is the right person, team, 
service or institution in charge? If not, which change 
can be made? Does the responsible person, team, 
service or institution have the right skills and 
competences? Do they have enough time? Do they 
need support? Who could provide this support? 

What are my next steps?  

1. Pedagogical leadership at the service level may relate to the 
pedagogical vision, the curriculum, and pedagogical 
practices; it may include the following responsibilities:  

- Build and re-evaluate regularly a shared pedagogical vision 
and/or a pedagogical curriculum / educational concept with 
the staff for a provision of ECEC, that is child-centred, value-
based, strength-based, linked to the national curriculum (if it 
exists), and informed by research evidence 

- Set short- and long-term priorities, and translate them into a 
strategic planning 

- Organise the environment (including the use of space and 
facilities) by facilitating the use of indoor/outdoor space for 
learning, caring, playing, choosing materials, tools, etc. 

- Work with children (part-time or full-time, regularly or 
temporarily) 
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Task / responsibility Who is in 
charge? 
(Institution / 
service / team / 
person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

2. Pedagogical leadership at the service level includes a 
strong dimension related to inclusion and well-being; it 
may include the following responsibilities:  

- Monitor the characteristics and trends in the catchment 
area and care for adaptation of the service to local needs 

- Lead an inclusive practice (pedagogy, culture) and arrange 
for a warm welcome of all children in the ECEC setting 

- Establish and/or implement plans for the evaluation and 
monitoring of children’s development, wellbeing, and 
learning 
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Task / responsibility Who is in 
charge? 
(Institution / 
service / team / 
person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have 
the right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

3. Pedagogical leadership at the service level also includes a 
strong dimension related to quality assurance; it may 
include the following responsibilities:  

- Lead towards quality improvement: organise self-evaluation 
of quality in the setting and participate in external evaluation 
as well as making changes in centre structures / practices 
based on internal and external monitoring and evaluation 
results 

- Involve the ECEC centre in innovation / innovative practices 
- Internal and external representation of the institution: giving 

visibility to the pedagogical work carried out in the ECEC 
setting, both internally (documentation of practices for 
families) and externally (local communities, 
local/regional/national authorities) 
 

   

 

  



 

8 
 

Task / responsibility Who is in 
charge? 
(Institution / 
service / team / 
person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

4. Pedagogical leadership in relation to staff first includes a 
range of responsibilities related to team building and 
generally supporting staff members; it may include the 
following responsibilities:  

- Strengthen interpersonal relations, work towards a warm 
organisation, building trust among all staff members (e.g. 
core practitioners, assistants, logistic staff, …) 

- Support newcomers, mentor new staff (through an induction 
process) 

- Take actions to support co-operation among staff to develop 
new approaches to ECEC practices 

- Examine the needs of staff and take actions according to 
those needs so that staff feel supported and has a high job 
involvement, satisfaction and organisational commitment 

- Establish the professional direction, which includes: 1) 
communication / translation on how the overall quality 
framework is implemented in the specific ECEC setting; 2) 
inclusion of the staff in the discussions on the 
implementation of the quality framework to create a 
common understanding and ownership of the ECEC practice 

- Organise documentation and team reflection/collaborate 
with staff to improve how children learn and play together 

- Take actions to ensure that staff feel responsible for 
children’s development, well-being, and learning 

- Make sure that child safeguarding policies are in place and 
implemented by all staff 
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Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

5. Pedagogical leadership in relation to staff also means 
supporting staff’ pedagogical practices and professional 
development, which can include:   

- Convey new knowledge/research to the ECEC staff 
- Support staff professional development and self-learning  
- Define a continuing professional development (CPD) and in-

service training plan for the whole team, including assistants 
and the leaders themselves 

- Assess what projects and initiatives would help strengthen 
the staff’s competences  

- Facilitate that the staff share new knowledge, facilitate that 
new knowledge (e.g., from CPD) is being rooted in the 
everyday practice 

- Support quality learning experiences for students / trainees 
/ apprentices / interns on professional practice placements 
in the setting 

- Create and facilitate a feedback culture among staff and a 
culture of evaluation / self-evaluation  

- Observe and document staff practices and staff-child 
interactions 

- Provide feedback to staff based on observations and 
performance / evaluation meetings and/or making changes 
based on these observations and documentation  
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Administrative leadership / Management 
 

Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

6. Management of human resources, which can include the 
following tasks:  

- Define and promote job positions  
- Recruit staff (interviews, salary negotiations, checking of 

police records, medical checks, contractual and financial 
arrangements, striving for diversity in the team) 

- Establish staff schedules; manage leaves 
- Payment of salaries  
- Report data related to staff (to ministry, local authorities, 

etc.) 
- Manage the financial and administrative work related to 

performance evaluation and training 
- Prepare service certificates 
- Dismiss or suspend staff  
- Organise team meetings;  
- Manage Conflicts  

 

   

 



 

11 
 

Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

7. Management of administrative tasks related to children 
and families, which can include:  

- Inform families about the ECEC setting(s) (registration 
rules, deadlines, current events, projects, activities, fees, 
staff changes, etc.) 

- Manage children’s registration, waiting lists, departures, 
approve the enrolment of children 

- Record (and report) daily children’s attendance  
- Manage specific administrative tasks to accommodate 

children’s specific situations (e.g., children with 
disabilities, undocumented or homeless children) 

- Organise the management of transitions (daily, e.g., from 
kindergarten to afterschool care, or over the years, e.g., 
from kindergarten to primary school) 

- Organise children’s groups / classes 
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Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

8. Purely administrative and financial management, which 
can include: 

- Secure and manage financial resources (parental fees, 
local, regional, national, European funds) 

- Secure daily administrative and financial management 
(insurance, paying bills, contracts…) 

- Report on (financial) management issues 
- Manage the ECEC setting’s materials and structure 

(ordering toys, keeping track of furniture, organising 
repairs, etc.) 

- Organise and support ECEC/school board or other 
parents’ representations 

- Know all (new) national/regional/local regulations, 
implement them, inform/train staff to implement them; 
check/guarantee/report on implementation of these 
regulations (e.g., regulations on adult-child ratios, 
supervision of children, etc) 

- Cooperate with ECEC provider / owner (if any) 
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Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have 
the right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

9. Administrative leadership in relation to health and 
security, which can include:  

- Provide a secure and sustainable environment  
- Follow development of all national/local health and 

security regulations, implement them, inform/train staff 
to implement them; check/guarantee/report on 
implementation of these regulations 

- Organise meals 
- Organise the cleaning of the setting (staff, equipments, 

etc.) 
- Manage / follow medical file of each child (e.g., checking 

compliance with vaccination regulations, organise and 
follow-up medical check-ups, etc.) 

- Legally responsible to ensure child protection (e.g., 
contact social services in case of suspicion of child abuse 
at home) 

- Legally responsible for preventing accidents / giving first 
aid to children and staff or ensure that staff is trained in 
giving first aid to children 

- Occupational health management for staff  
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Engagement with parents, legal guardians and families 
 

Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

10. Welcoming all families can include:  
- Create a welcoming culture that values different family 

structures and backgrounds 
- Organise extra activities / discussions to understand and 

accommodate special needs 
- Support staff in developing “familiarisation” activities to 

build trust with families (i.e., open door policy, open 
days, visits to the setting, facilitating the welcoming and 
settling in of newly enrolled children)  

- Organise activities with families to support their 
engagement and sense of belonging in the everyday life 
of the centre 

- Examine and analyse the barriers with all ECEC staff to 
improve the accessibility for all parents, legal guardians, 
and families 

- Organise outreach activities to address parents whose 
children are not (yet) attending ECEC  
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Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

11. Liaising with families to enhance ECEC participation and 
benefits for the child can include:  

- Plan, implement and reflect on the partnership with 
parents, build a reciprocal trustful relationship 

- Communicate with families, formally (e.g. 
collective/individual parent’s meetings) and informally 
(e.g., spontaneous conversations on children’s 
development)  

- Inform parents on pedagogical activities 
- Facilitate the involvement of parents in decision-making 

processes  
- Organise activities for parents to understand the 

transition to the next step 
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Engagement with communities  
 

Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

12. Communicate / collaborate with:  
- staff and/or leaders from other ECEC centres in the 

neighbourhood  
- compulsory school institutions (i.e., facilitating children’s 

transition to primary school) 
- child development / early intervention specialists  
- child welfare, preventive family support or social services 
- child protection systems / stakeholders  
- health-related services 
- cultural and sport organisations in the local community 

(e.g., libraries, cultural associations, museum, etc.)  
- local / regional / national authorities 

 

   

13. Contribute to the wide spreading of a “culture of 
childhood” in the local community (e.g., advocating for 
children’s rights, giving voice to and raise visibility of 
children’s experiences in urban development/municipal 
planning processes) 
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Contribution to policymaking 
 

Task / responsibility Who is in charge? 
(Institution / service 
/ team / person) 

Questions for reflection:  
Is the right person, team, service or institution in 
charge? If not, which change can be made? Does the 
responsible person, team, service or institution have the 
right skills and competences? Do they have enough 
time? Do they need support? Who could provide this 
support? 

What are my next steps?  

14. Understand legislative/regulatory processes in the ECEC 
sector and the role of leaders as active agents in such 
processes, which can be translated in:  
- engaging with local administrators/policy decision-

makers to (for instance) contribute to shaping the 
implementation of early childhood policy at local 
level or to examine, analyse and make agreements 
on the accessibility of ECEC services 

- participating in action-research projects coordinated 
by universities, research institutions, NGOs   
 

   

 


