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Introduction 
 

This report, developed under Work Package 5 of the “School 4 the Schools” (S4S) project, 

presents a comprehensive and comparative collection of good practices in school leadership 

across seven European countries: Poland, Sweden, Italy, Romania, Spain, Bulgaria, and 

Greece. Against a backdrop of growing complexity in educational systems—driven by 

socioeconomic disparities, migration, digitalization, and evolving student needs—the report 

aims to provide practical, evidence-based insights into how school leadership can respond to 

contemporary challenges with innovation, equity, and resilience. 

The first part of the report explores shared leadership challenges identified through national 

case studies. These include persistent financial and human resource constraints, growing 

mental health and well-being needs among students and staff, and difficulties in ensuring 

inclusive education. School leaders across all partner countries struggle with managing 

outdated infrastructure, teacher shortages, and limited access to digital tools—especially in 

rural or socioeconomically disadvantaged areas. Moreover, increasing cultural diversity and 

regional inequalities require leaders to adopt nuanced, context-sensitive approaches to 

ensure that no student is left behind. 

A significant focus is placed on the influence of socioeconomic, cultural, and regional factors 

on school outcomes. The report finds that low-income communities, migrant populations, 

and rural regions consistently face educational disadvantages, highlighting the urgency for 

needs-based funding, inclusive policies, and stronger partnerships between schools, families, 

and communities. 

Strategies that schools have adopted to tackle these challenges include the development of 

conflict resolution frameworks, such as restorative justice and peer mediation; the 

integration of mental health support structures; and teacher development in inclusive 

pedagogy, digital skills, and leadership competencies. Schools that have embraced 

distributed leadership models and teacher empowerment have reported improvements in 

morale, collaboration, and student outcomes. Equally important are efforts to build bridges 

with external stakeholders—local businesses, NGOs, and universities—fostering learning 

environments that are more connected to real-world skills and career pathways. 

National policies and EU-funded initiatives play a critical role in addressing systemic 

inequalities. Countries have begun to implement equity-based funding models, school 

autonomy strategies, and professional development programs for school leaders. However, 

bureaucratic hurdles, short-term funding cycles, and uneven implementation remain major 

obstacles. The report emphasizes the need for long-term investment, policy coherence, and 

robust data systems to track the impact of leadership initiatives on student success. 

Throughout the report, a series of rich case studies offer practical illustrations of leadership 

in action. These range from Bulgaria’s rapid integration of Ukrainian refugee students, to 

Sweden’s efforts to reduce dropout rates through personalized mentorship, to Italy’s 

collaboration with local industries to enhance vocational education. Each case highlights 
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how leadership, when exercised with empathy, flexibility, and innovation, can transform 

school environments and positively affect both learners and staff. 

Based on the comparative analysis and extensive case studies presented in this report, 

several clear recommendations emerge to strengthen school leadership and improve 

educational outcomes across Europe. 

First, there is a pressing need to invest in structured leadership development. School 

principals and department heads should be offered mandatory, high-quality training 

programs focused on instructional leadership, conflict resolution, digital transformation, and 

data-informed decision-making. Such programs should also support leadership at all levels of 

the school community, fostering a culture of shared responsibility and collaborative 

innovation. 

Inclusive education must also be a strategic priority. Schools should be equipped to address 

the diverse needs of learners, particularly those with disabilities, language barriers, or socio-

emotional challenges. This includes scaling up the use of Personalized Learning Plans (PIPs), 

implementing Universal Design for Learning (UDL) approaches, and ensuring that teachers 

receive continuous training in inclusive and differentiated instruction. 

Teacher well-being is another critical area for intervention. As stress and burnout continue 

to undermine retention and performance, school systems must implement comprehensive 

strategies to support the mental health of educators. This involves providing access to 

counseling services, promoting mindfulness and resilience-building programs, reducing 

administrative burdens, and encouraging collegial peer support networks that foster a 

positive and collaborative school climate. 

Leadership should also be distributed more widely across school staff. When teachers are 

empowered to take on leadership roles, participate in decision-making, and co-create school 

policies and initiatives, the entire school benefits from increased motivation, innovation, and 

consistency. This shift towards shared leadership strengthens professional relationships and 

builds a more resilient organizational culture.  

Furthermore, schools should deepen their engagement with external stakeholders, including 

local businesses, NGOs, municipalities, and higher education institutions. These partnerships 

can enrich students’ learning through internships, mentorships, and career guidance, 

particularly in vocational and technical education. Such collaborations not only prepare 

students for the workforce but also create more connected and responsive education 

ecosystems. 

Digital capacity building must continue to be prioritized. Schools need sustained investment 

in digital infrastructure, teacher upskilling, and hybrid learning models to keep pace with 

technological change and ensure equitable access to quality education—particularly in rural 

or under-resourced areas. 

Lastly, governments and policymakers must address the bureaucratic obstacles that often 

hinder innovation and reform. This includes simplifying administrative procedures, allowing 
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greater flexibility in how funding is used at the local level, and ensuring that national 

education policies are adaptable to the specific needs and realities of individual schools. 

Together, these recommendations form a cohesive vision for strengthening school 

leadership across Europe—one that is inclusive, forward-looking, and deeply grounded in 

practice. By acting on these insights, stakeholders can help create school environments 

where both students and educators are equipped to succeed in an increasingly complex 

world. 

 

Methodology 

The School 4 the Schools (S4S) WP5 report was developed through a structured, multi-
method approach aimed at collecting, analyzing, and comparing good practices in school 
leadership across seven European countries: Poland, Sweden, Italy, Romania, Spain, Bulgaria, 
and Greece. The methodology combined national research, survey-based data collection, 
and comparative synthesis to ensure a high degree of transparency, consistency, and 
relevance. 

Three primary methods were used for collecting data: 

1. National Case Study Reports 

 Each project partner produced a national report using a common template that guided 
them to reflect on leadership-related challenges, the role of contextual factors (e.g. 
socioeconomic and regional disparities), and current strategies in areas such as inclusion, 
stress management, conflict resolution, and professional development. These reports 
included three school-level case studies gathered from field experience or post-pilot 
reflection and were submitted in a standardized format to ensure comparability. 
Partners addressed both qualitative and contextual questions aimed at extracting 
practical, policy-relevant insights. 

2. Desk Research 

Complementing the national case studies, partners conducted desk-based analysis of 
national policy documents, institutional strategies, research studies, and statistical data. 
This provided context on national educational systems, leadership structures, funding 
mechanisms, and inclusion policies. The desk research helped frame the field findings 
within broader policy and institutional settings. 

3. Online Collection of Good Practices  

To collect firsthand experiences and concrete examples of effective school leadership, an 
online questionnaire was created and distributed via Google Forms. It gathered 
responses from partners and educators on topics such as communication strategies, 
teacher well-being, digital adaptation, student engagement, school culture, and 
collaborative practices during challenging times (e.g. crises, post-pandemic recovery). 
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Respondents provided both structured responses and open-ended examples of 
successful leadership initiatives, which were then analyzed thematically by the WP5 lead 
partner. 

Data Analysis 

All national contributions were reviewed and synthesized into a cross-country comparative 
report. The analysis involved thematic coding of qualitative responses, identification of 
shared challenges, and clustering of effective leadership strategies. Particular attention was 
paid to inclusion, mental health, digital innovation, school-community collaboration, and 
teacher empowerment—areas of key concern across all partner countries. 

To ensure transparency, reproducibility, and facilitate future use, the tools used in this 
research process are annexed to this report. These tools include: 

• The national case study and desk research template, used by each partner for 
structured reporting. 

• The Google Form questionnaire for collecting school-level good practices directly 
from practitioners. 

These tools ensured methodological coherence and may serve as a useful reference for 
stakeholders conducting similar cross-national research in the field of educational 
leadership. 

Data Collection Tools: 

1. National Case Study and Desk Research Template  

Title: S4S – Good Practice Case Studies Template 

Description: This template guided each partner in compiling national insights on 
leadership challenges and identifying three school-level case studies based on field 
engagement. It included thematic questions on leadership structures, equity, 
collaboration, and policy impact. 

→ See PDF version  

2. Good Practices Questionnaire  

Title: Online Collection of Good Practices 

Description: This digital survey captured teachers’ experiences with leadership during 
challenging periods. It included closed and open-ended questions about professional 
development, feedback loops, resource management, student support, 
communication strategies, and school culture. 

→ See PDF version  

file:///C:/Users/tsaran/Downloads/S4S%20-%20good%20practice%20case%20studies%20-%20template%20(1)%20(1).pdf
file:///C:/Users/tsaran/Downloads/Online%20Collection%20of%20Good%20Practices%20(5).pdf
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I. Key Challenges in School Leadership: Resource Management, 

Learning Barriers, and Collaborative Practice 

School leaders across the seven national contexts examined in the S4S project—Poland, 

Sweden, Italy, Romania, Spain, Bulgaria, and Greece—face a complex array of interrelated 

challenges that affect their ability to manage resources effectively, address student learning 

barriers, and foster collaboration among stakeholders. These challenges are shaped by 

structural, financial, and socio-political factors that vary in intensity across different 

education systems. However, common trends emerge, underscoring the pressures of 

financial constraints, human resource shortages, evolving student needs, and the necessity 

of multi-stakeholder collaboration. 

1. Managing Resources: Financial, Infrastructure, and Human Capital Constraints 

One of the most pervasive challenges facing school leaders is the effective management of 

financial, human, and technological resources. Budgetary limitations, outdated 

infrastructure, and teacher shortages create substantial obstacles to maintaining high-

quality educational environments. 

1.1 Budget Constraints and Infrastructure Limitations 

Despite varying levels of public investment in education, many schools—particularly those in 

rural, socioeconomically disadvantaged, or underfunded urban areas—face chronic funding 

shortages that limit their ability to modernize school facilities, update teaching materials, 

and integrate digital tools. 

• In Romania, Poland, and Greece, systemic underfunding leads to deteriorating school 
facilities, inadequate access to digital resources, and an inability to provide essential 
student services. 

• Sweden, while relatively well-funded, experiences disparities due to decentralization, 
where municipalities with differing fiscal capacities allocate resources unevenly. 

• In Bulgaria, 32 Secondary School “St. Kliment Ohridski” exemplifies the challenges of 
an aging infrastructure, with outdated classrooms, laboratories, and sports facilities 
requiring constant maintenance and investment. 

In many cases, municipal or government funding is insufficient, requiring schools to seek 

additional financial support through private contributions, sponsorships, or competitive 

grant funding. However, bureaucratic complexities in funding approvals further delay critical 

upgrades, exacerbating inequalities. 

1.2 Teacher Shortages and Workforce Challenges 

A persistent shortage of qualified teaching personnel is a cross-cutting issue affecting all 

participating countries. The high attrition rates among educators, particularly in STEM fields, 
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foreign languages, and special education, stem from low salaries, excessive workloads, 

bureaucratic hiring processes, and limited career advancement opportunities. 

• Italy, Romania, and Bulgaria report that many experienced teachers leave the 
profession due to low wages and high workloads, while younger teachers often 
struggle with adaptation and limited mentorship opportunities. 

• Sweden and Spain face shortages in Swedish as a second language (SVA) teachers, 
necessary to integrate migrant students effectively. 

• In Bulgaria, 32 SU Kliment Ohridski faces significant difficulties in recruiting and 
retaining teachers for its extensive foreign language and STEM programs. Educators 
often transfer to smaller schools with lighter workloads, reducing the institution’s 
ability to maintain high academic standards.  

These shortages place additional pressure on existing staff, forcing school leaders to 

implement short-term solutions such as increased class sizes, redistribution of teacher 

workloads, and reliance on unqualified substitutes—all of which negatively impact the 

quality of instruction. 

1.3 The Digital Divide and Sustainability Pressures 

Despite widespread efforts to digitize education, disparities in technological access and 

integration persist across countries. 

• Sweden, Spain, and Italy have made strides in educational technology adoption, yet 
rural and underprivileged schools struggle to maintain equal access to digital tools 
and infrastructure. 

• Poland, Romania, and Bulgaria report that many schools lack the technological 
resources necessary for digital transformation, hindering blended learning and 
remote education capabilities. 

Additionally, schools are increasingly expected to align with sustainability initiatives, 

requiring further investment in green infrastructure, energy-efficient practices, and 

sustainable resource management—all of which remain financially challenging under 

existing budget constraints. 

Types of Leadership Challenges Faced Across Countries 

This bar chart illustrates the most frequently reported leadership challenges in the S4S 

project countries. Financial constraints and teacher shortages dominate, followed by 

challenges in mental health support and inclusion. 
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2. Addressing Learning Barriers: Inclusion, Socioeconomic Disparities, and Mental 

Health Needs 

School leaders are responsible for ensuring that all students, regardless of background, 

ability, or socioeconomic status, have equitable access to education. However, increasing 

student diversity, special education needs, and mental health concerns create complex 

challenges. 

2.1 Socioeconomic Disparities and Educational Inequality 

A student’s socioeconomic background remains one of the strongest determinants of 

academic success, yet schools often lack adequate resources to mitigate these inequalities. 

• Roma students in Romania and Poland face persistent educational exclusion, 
resulting from poverty, discrimination, and limited access to early education. 

• In Sweden, Italy, and Greece, the growing number of migrant and refugee students 
presents additional challenges, particularly in language acquisition and cultural 
integration. 

• Bulgaria’s 32 SU must navigate the challenge of maintaining high academic standards 
while supporting students from diverse backgrounds, ensuring that no students are 
left behind due to systemic barriers. 

2.2 Special Education and Inclusive Learning Challenges 

Ensuring the full participation of students with disabilities and learning difficulties requires 

specialized resources, trained staff, and adaptive pedagogical strategies—yet many schools 

lack the necessary capacity to implement fully inclusive education models. 
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• Italy and Romania report insufficient teacher training and limited access to special 
education professionals. 

• Sweden and Spain have made progress in inclusive education, yet many schools still 
struggle with creating individualized learning plans and providing necessary support 
staff. 

2.3 Mental Health and Psychosocial Well-being 

The mental health crisis among students has intensified post-pandemic, with rising levels of 

stress, anxiety, and emotional disengagement. However, most schools lack adequate 

psychological support services. 

• In Bulgaria’s 32 SU, there is only one school counselor available for nearly 2,000 
students, mirroring similar deficiencies across Poland, Greece, and Romania. 

• School leaders in Spain and Italy have attempted to integrate well-being initiatives, 
but staff burnout and a lack of trained professionals hinder widespread 
implementation. 

Addressing these challenges requires a systemic approach, including more robust mental 

health funding, professional development for educators, and the integration of social-

emotional learning (SEL) frameworks into curricula. 

Inclusive Strategies Used Across Countries 

This horizontal bar chart shows the adoption of inclusive strategies. Personalized learning 

and peer mentoring are most common, while refugee integration models and UDL appear in 

fewer contexts. 
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3. Ensuring Effective Collaboration: Internal and External Stakeholder Engagement 

Collaboration is essential for school improvement, yet hierarchical organizational structures, 

time constraints, and bureaucratic inefficiencies often impede progress. 

3.1 Internal Collaboration Challenges 

• Rigid curricula and accountability pressures in Italy and Romania discourage teacher 
innovation and cross-departmental cooperation. 

• In Bulgaria’s 32 SU, the large-scale operation of over 70 classes and hundreds of staff 
members requires a streamlined approach to internal coordination, yet outdated 
digital record-keeping systems slow efficiency. 

• Time constraints limit professional learning communities, preventing teachers from 
engaging in meaningful co-planning and knowledge-sharing initiatives. 

3.2 Barriers to External Collaboration 

• Parental engagement is inconsistent across all seven countries, with challenges 
arising from language barriers, cultural misunderstandings, and lack of institutional 
trust. 

• Cross-sector partnerships with NGOs, social services, and healthcare providers are 
often hindered by bureaucratic red tape, particularly in decentralized education 
systems like Sweden and Spain. 

• Schools in Bulgaria, Romania, and Poland report difficulties in establishing long-term 
partnerships with community organizations, limiting access to supplementary 
educational programs and student support services. 

The comparative findings highlight the growing complexity of school leadership in 

contemporary European education. Leaders must navigate financial constraints, staffing 

shortages, rising student diversity, and mental health concerns, all while fostering 

collaboration in fragmented educational ecosystems. 

Addressing these challenges requires: 

• Increased investment in infrastructure, digital tools, and teacher retention strategies 

• Enhanced mental health services and inclusive learning models 

• A shift towards distributed leadership and cross-sector collaboration. 

By strengthening these areas, school leaders can create resilient, adaptive, and equitable 

learning environments that meet the diverse needs of 21st-century students.  
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II. The Influence of Socioeconomic, Cultural, and Regional 

Factors on Student Outcomes and School Leadership 

Effectiveness 
 

The educational success of students is not solely determined by individual effort or the 

quality of instruction; rather, it is profoundly shaped by socioeconomic, cultural, and 

regional factors that influence access to resources, parental engagement, school funding, 

and leadership effectiveness. Across the seven countries analyzed in the S4S project—

Poland, Sweden, Italy, Romania, Spain, Bulgaria, and Greece—school leaders must navigate a 

complex interplay of these factors to foster equitable and high-quality education systems. 

Addressing these challenges requires targeted interventions, inclusive leadership strategies, 

and policy reforms to ensure that all students receive the support they need to succeed. 

 

1. Socioeconomic Factors: Income Disparities, Resource Allocation, and Parental 

Involvement 

Socioeconomic status (SES) is one of the most significant predictors of student academic 

success. It impacts access to educational resources, school facilities, parental engagement, 

and students' physical and mental well-being. Across all examined countries, students from 

lower-income backgrounds encounter systemic barriers that limit their academic 

achievements and overall school engagement. 

1.1 Economic Disparities and Educational Inequality 

Economic inequality directly affects students' ability to access quality education, digital 

resources, extracurricular activities, and additional academic support. Schools in lower-

income communities often struggle to secure adequate funding for infrastructure, 

technology, and specialized staff, deepening educational disparities. 

• In Poland and Romania, underfunded schools in rural and economically depressed 
regions lack modern facilities, learning materials, and qualified educators. 

• In Italy, Spain, and Bulgaria, regional funding imbalances lead to significant disparities 
between wealthier urban schools and underprivileged rural institutions, affecting 
student outcomes. 

• Sweden, despite high public investment in education, experiences inequitable 
distribution of resources, with schools in wealthier areas having more digital access 
and experienced teachers compared to disadvantaged regions. 

1.2 The Digital Divide and Learning Gaps 
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The digital divide remains a pressing issue across European education systems. While online 

learning has expanded opportunities for students, economically disadvantaged households 

often lack reliable internet access, digital literacy, and necessary devices. 

• During the COVID-19 lockdown, Bulgaria’s 32 SU St. Kliment Ohridski school 
leadership identified major technological inequalities, as not all students had access 
to stable internet or quiet study environments. 

• Similar disparities were observed in Poland, Romania, and Greece, where students 
from low-income families struggled to keep up with digital learning due to a lack of 
home technology. 

School leaders must advocate for technology equity initiatives, including device distribution 

programs, digital literacy training, and improved internet accessibility to prevent further 

learning gaps. 

1.3 Parental Education and Engagement 

Parental involvement is a critical determinant of student success, but socioeconomic 

limitations often hinder active parental engagement in education. 

• Lower-income families in Spain, Italy, and Romania may lack the time, educational 
background, or resources to support their children’s academic progress. 

• Immigrant families in Sweden, Bulgaria, and Greece often face language barriers and 
unfamiliarity with the national education system, making it difficult to engage with 
schools effectively. 

• In response, schools are developing multilingual communication strategies, open 
house events, and parent mentorship programs to bridge the home-school gap and 
foster parental collaboration. 
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2. Cultural Factors: Diversity, Language Barriers, and Inclusion Challenges 

Cultural diversity in schools is increasing due to migration, globalization, and demographic 

shifts. While this enriches the learning environment, it also creates challenges related to 

language acquisition, curriculum inclusivity, and social integration. 

2.1 Language Barriers and Academic Performance 

Language acquisition remains a significant barrier for students from migrant and refugee 

backgrounds, as language proficiency directly impacts comprehension, engagement, and 

confidence in academic settings. 

• In Sweden and Italy, school leaders must support a growing number of non-native 
speakers, requiring tailored programs like Swedish as a Second Language (SVA) and 
Italian as a Second Language (IAL). 

• Bulgaria’s 32 SU, despite its strong language focus, faces integration challenges 
among Ukrainian refugee students and other migrant populations. Bulgarian as a 
Second Language (BSL) programs are necessary to bridge linguistic gaps. 

• In Greece and Spain, schools have adopted scaffolded instruction and visual learning 
aids to support students with limited proficiency in the national language. 

2.2 Cultural Representation and Inclusive Curricula 

Traditional school curricula often fail to reflect the diverse backgrounds of modern student 

populations, leading to disengagement among minority groups. 

• Poland and Romania report challenges in integrating Roma students, who often feel 
excluded due to cultural biases and historical marginalization. 

• Schools in Italy and Spain are working to include multicultural literature and global 
history themes to create more inclusive learning environments. 

2.3 Discrimination and Social Exclusion 

Students from minority backgrounds, including ethnic minorities, LGBTQ+ students, and 

religious groups, face bullying, microaggressions, and exclusion in many school 

environments. 

• Romania, Poland, and Bulgaria report ongoing challenges related to discrimination, 
requiring school leaders to implement stronger anti-bullying policies and diversity 
training for educators. 

• Italy and Sweden have introduced intercultural dialogue initiatives, creating safe 
spaces for students to share diverse perspectives. 

Leadership Strategies for Cultural Inclusion 

• Multilingual Education Support – Offer peer tutoring and language assistance 

programs. 
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• Culturally Responsive Teaching – Integrate diverse histories, literature, and global 

perspectives. 

• Inclusive School Policies – Establish clear anti-discrimination guidelines and student 

support networks. 

• Cultural Events and Awareness Programs – Celebrate different backgrounds through 

thematic weeks and student-led initiatives. 

 

3. Regional Disparities: Urban-Rural Divide and Unequal Resource Allocation 

Geographic location significantly influences school funding, teacher availability, and student 

opportunities. In many European countries, schools in rural or economically underdeveloped 

regions face significant disadvantages compared to their urban counterparts. 

3.1 The Urban-Rural Divide 

• Italy’s northern regions benefit from stronger industry ties and well-funded schools, 
whereas the south struggles with economic instability, high dropout rates, and lower 
PISA scores. 

• Sweden and Spain experience teacher shortages in rural areas, where recruitment 
and retention are more difficult due to lower salaries, limited professional 
development opportunities, and geographic isolation. 

• Romania and Poland report significant infrastructure gaps between urban and rural 
schools, limiting access to STEM programs, extracurricular activities, and vocational 
training. 

3.2 Unequal Resource Allocation 

Government funding models often favor wealthier, industrial regions, leaving schools in 

economically disadvantaged areas underfunded. 

• In Bulgaria, school leaders at 32 SU must advocate for fair resource distribution, 
ensuring that all students—regardless of socioeconomic status—have access to 
modern learning tools. 

• Italy and Greece are implementing EU-funded initiatives to improve teacher training 
and school infrastructure in rural communities. 

Leadership Strategies for Regional Challenges 

• Government and EU Funding – Utilize targeted grants to upgrade school 

infrastructure and teacher training. 

•  Urban-Rural School Networks – Establish mentoring partnerships to share best 

practices and digital resources. 

•  Locally Tailored Curricula – Align vocational training with regional economic 

strengths. 
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•  Teacher Incentives – Offer housing assistance and career development for educators 

in underserved regions. 

 

The Role of Leadership in Addressing Socioeconomic, Cultural, and Regional Disparities 

Effective school leadership is crucial in mitigating inequalities and ensuring that all students, 

regardless of background, receive high-quality education. The S4S project findings highlight 

the need for: 

• Data-Driven Decision-Making – Using performance analytics to tailor interventions. 

• Cross-Sector Collaboration – Strengthening ties with governments, NGOs, and 

businesses. 

• Professional Development for Educators – Equipping teachers with inclusive teaching 

strategies and conflict-resolution skills. 

By implementing these strategic leadership initiatives, schools can foster equity, inclusion, 

and academic success across diverse student populations.  

 

III. Strategies and Frameworks Supporting Conflict Resolution, 

Stress Management, and Professional Development for 

Educators and School Leaders 

Across the seven countries examined in the S4S project—Poland, Sweden, Italy, Romania, 

Spain, Bulgaria, and Greece—school leadership and educators face persistent challenges in 

conflict resolution, stress management, and professional development. Addressing these 

challenges requires structured strategies and evidence-based frameworks that foster 

collaboration, teacher well-being, and lifelong learning. Schools are increasingly adopting 

restorative justice, mental health initiatives, and advanced teacher training programs to 

enhance professional resilience, instructional quality, and overall school climate. 

 

1. Conflict Resolution: Building a Culture of Mediation and Dialogue 

Effective conflict resolution frameworks promote dialogue, mutual understanding, and 

community-building rather than relying solely on punitive measures. Schools across Europe 

have adopted restorative justice models, peer mediation programs, and collaborative 

problem-solving techniques to manage disputes between students, educators, and families. 

1.1 Restorative Practices and Peer Mediation 
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Restorative justice frameworks emphasize relationship-building and accountability through 

structured dialogue. 

• In Bulgaria’s 32 SU, peer mediation programs train students in conflict resolution, 
fostering empathy and accountability. 

• Swedish schools integrate classroom-based restorative circles, encouraging open 
dialogue and conflict prevention. 

• In Italy and Poland, restorative justice is increasingly used to address bullying and 
classroom disputes, reducing disciplinary incidents. 

Peer mediation programs allow trained students to facilitate discussions between 

classmates, helping resolve conflicts proactively while also equipping young people with vital 

communication skills. 

1.2 Teacher and Leader Mediation Training 

School leaders and educators receive formal training in conflict de-escalation, 

communication strategies, and mediation techniques. 

• In Sweden and Spain, mediation training is a standard part of school leadership 
programs, helping educators address conflicts constructively. 

• Italy’s National Institute for Documentation, Innovation, and Educational Research 
(INDIRE) offers professional courses on dispute resolution, negotiation, and 
interpersonal communication. 

Clear school policies on behavior management, teacher-student interactions, and parental 

engagement further support consistent and fair conflict resolution strategies. 

1.3 National and Local Policies Supporting Conflict Resolution 
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Several national initiatives ensure that schools adopt structured approaches to managing 

disputes: 

 

- The Swedish Education Act 
mandates schools to create 
safe, inclusive environments, 
requiring structured 
responses to bullying and 
harassment. 

- Poland’s "Safe and Friendly 
School" program supports 
conflict prevention through 
teacher training and student 
engagement initiatives. 

- In Romania, national policies 
emphasize school mediation 
as an alternative to punitive 
disciplinary measures. 

 

2. Stress Management: Supporting Teacher and Leader Well-being 

Teacher burnout and workplace stress negatively impact instructional quality, school 

climate, and retention rates. Schools across Europe are implementing mental health 

initiatives, workload management policies, and professional resilience programs to support 

educators. 

2.1 Psychological and Emotional Support Programs 

Recognizing the mental health needs of educators, many schools have introduced structured 

wellness programs: 

• Swedish municipalities offer teacher well-being workshops, stress reduction 
programs, and access to occupational health services. 

• Bulgaria’s 32 SU provides teachers with mindfulness sessions, psychological resilience 
training, and access to external counselors. 

• Italy’s Ministry of Education has piloted teacher well-being initiatives, incorporating 
meditation, yoga, and emotional intelligence training. 

2.2 Flexible Work Arrangements and Workload Management 
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Reducing administrative burdens and providing flexible work options help prevent burnout 

and improve job satisfaction: 

• Sweden has streamlined bureaucratic procedures to allow teachers to focus on 
instructional tasks rather than excessive paperwork. 

• Spain and Italy promote workload-sharing models where teachers collaborate on 
grading and administrative duties. 

• In Bulgaria, informal peer support groups and team-building retreats foster 
collegiality and emotional well-being. 

2.3 Teacher Support Networks and Stress Reduction Initiatives 

Collaborative teacher communities encourage mutual support and resilience-building: 

• Poland and Romania have introduced mentorship programs where experienced 
educators guide younger colleagues through professional challenges. 

• Swedish schools emphasize Professional Learning Communities (PLCs), allowing 
teachers to share best practices and problem-solve collectively. 

• In Spain, support networks connect teachers with counselors and occupational 
therapists for ongoing psychological support. 
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3. Professional Development: Lifelong Learning for Educators and Leaders 

Continuous professional development (CPD) is essential for ensuring educators remain 

adaptive, innovative, and skilled in modern teaching methods. Schools are increasingly 

investing in inclusive education training, digital skills development, and leadership capacity-

building. 

3.1 Inclusive Education and Special Needs Training 

Supporting diverse student populations requires specialized teacher training: 

• Italy and Sweden provide mandatory professional development on inclusive 
education strategies, special needs support, and classroom differentiation. 

• Spain and Poland offer government-sponsored training on multicultural education 
and second-language acquisition. 

• Bulgaria’s 32 SU collaborates with the Goethe-Institut and Instituto Cervantes to 
provide advanced training in foreign language instruction. 

3.2 Digital Competency and Innovation in Teaching 

The shift toward technology-enhanced learning has prompted extensive teacher training in 

EdTech integration, hybrid teaching methods, and digital assessment tools. 

• Sweden’s Skolverket program provides grants for teachers to pursue digital 
education certifications. 

• Erasmus+ KA1 and KA2 programs support international teacher exchanges for digital 
upskilling. 

• Poland and Romania emphasize blended learning models, equipping teachers with 
online pedagogical strategies. 

3.3 Leadership Development for School Administrators 

The Role of Leadership in Sustaining Positive School Environments 

The effective management of conflict resolution, stress reduction, and professional 

development is central to maintaining thriving educational environments. Leadership at both 

national and local levels must ensure that: 
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School leaders require specialized training in educational leadership, conflict resolution, and 

strategic planning. 

 

- The Swedish National School 
Leadership Program trains 
newly appointed principals in 
instructional leadership, 
conflict mediation, and stress 
management. 

- Italy’s INDIRE programs focus 
on school autonomy, 
governance, and teacher-led 
innovation. 

- Romania collaborates with 
international organizations to 
provide leadership coaching 
and data-driven decision-
making training. 

 

By adopting these strategic frameworks, schools across Europe can foster resilience, 

innovation, and inclusivity, ensuring a positive and sustainable future for educators, 

students, and school communities.  

 

IV. The Role of National Policies and Funding Initiatives in Addressing the 

Needs of Underprivileged Schools and Fostering Innovative 

Leadership Practices 

National policies and funding initiatives play a crucial role in ensuring educational equity, 

resource allocation, and leadership innovation within school systems. Across the seven 

countries examined in the S4S project—Poland, Sweden, Italy, Romania, Spain, Bulgaria, and 

Greece—governments have implemented a range of strategies to support underprivileged 

schools and empower educational leaders to drive sustainable change. These initiatives 

include targeted funding mechanisms, leadership training programs, digital transformation 

efforts, and inclusive education policies that aim to close the achievement gap and enhance 

school performance. 
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1. Addressing the Needs of Underprivileged Schools: Targeted Funding and Policy 

Interventions 

Underprivileged schools often face chronic underfunding, resource disparities, and socio-

economic challenges that negatively impact student outcomes. National governments and 

the European Union (EU) have introduced funding mechanisms and policies to address these 

disparities. 

1.1 Equity-Based and Needs-Based Funding Models 

Governments are increasingly shifting toward needs-based funding models that allocate 

resources based on socioeconomic indicators, student demographics, and regional 

disparities. 

• In Poland, a new funding model (effective January 2025) will replace the traditional 
subsidy system with a needs-based allocation formula, ensuring that local 
governments receive funds based on student population and socio-economic 
indicators. 

• Sweden has implemented an equity-based funding system, directing additional 
resources to schools with higher proportions of students from low-income and 
immigrant backgrounds. These funds help hire more teachers, improve 
infrastructure, and provide specialized student support services. 

• Spain’s LOMLOE (Organic Law for the Improvement of Educational Quality) prioritizes 
financial assistance for schools in disadvantaged areas, ensuring targeted investment 
in technology, professional development, and inclusive education programs. 

These funding models help reduce disparities in educational quality, ensuring that schools in 

marginalized communities receive adequate financial and material support. 

1.2 National and EU-Funded Programs for School Improvement 

EU-funded initiatives, such as the National Recovery and Resilience Plan (NRRP) and the 

Education for Tomorrow initiative, provide structural investments to modernize school 

facilities, enhance teacher training, and promote digital transformation. 
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- In Bulgaria, 32 SU St. 
Kliment Ohridski has 
leveraged NRRP funds to 
upgrade digital 
infrastructure, expand Wi-Fi 
access, and equip 
classrooms with interactive 
whiteboards. 

- Italy’s PNRR (Piano 
Nazionale di Ripresa e 
Resilienza) dedicates €33.81 
billion to education reform, 
with a focus on 
digitalization, infrastructure 
improvements, and reducing 
regional disparities. 

-  Romania’s “Second Chance 
Program” provides flexible learning pathways for at-risk students, targeting school dropouts 
and marginalized communities. 

By aligning national policies with EU funding streams, governments can ensure long-term 

sustainability and continuous investment in underprivileged schools. 

1.3 Inclusive Education Policies 

Ensuring equal access to education is a priority for many national policies, particularly for 

students with special educational needs (SEN), migrant backgrounds, or socio-economically 

disadvantaged communities. 

• Bulgaria and Poland have introduced national strategies for inclusive education, 
including teacher training programs on differentiated instruction and special needs 
pedagogy. 

• Sweden and Italy emphasize cultural and linguistic integration for migrant students, 
offering second-language acquisition programs, peer mentorship models, and 
additional classroom support. 

• Spain’s LOMLOE reforms aim to promote inclusive education by increasing funding 
for schools that serve diverse student populations. 

These policies not only expand access to quality education but also promote equity, 

diversity, and cultural integration in classrooms. 
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2. Fostering Innovative Leadership Practices: Capacity Building and Systemic Change 

Effective school leadership is a key driver of educational transformation. Many national 

education ministries have developed leadership training programs, autonomy policies, and 

innovation funding to equip school principals and administrators with strategic management 

skills. 

2.1 Leadership Training and Professional Development 

School leadership programs aim to enhance decision-making, instructional leadership, and 

crisis management skills. 

• Sweden’s National School Leadership Training Program (Skolverket) is a mandatory 
initiative for newly appointed principals, focusing on equity-driven leadership, 
conflict resolution, and data-driven school improvement. 

• Italy’s INDIRE (National Institute for Documentation, Innovation, and Educational 
Research) provides training for school leaders in digital transformation, evidence-
based policymaking, and teacher mentorship. 

• Poland’s “Principal’s Academy” offers leadership workshops for school 
administrators, equipping them with modern management techniques. 

By investing in school leadership training, national policies ensure that educators have the 

skills needed to implement systemic improvements. 

2.2 School Autonomy and Distributed Leadership Models 

Governments are promoting greater school autonomy, allowing administrators to adapt 

policies to local needs and drive innovation from within. 

• Spain’s decentralized school governance model gives principals greater flexibility in 
resource allocation and curriculum adaptation. 

• Bulgaria’s 32 SU exemplifies bottom-up innovation through student-led projects, 
cross-curricular experimentation, and international partnerships. 

• Swedish schools encourage distributed leadership models, where teachers take 
active roles in decision-making and curriculum design. 

By fostering collaborative decision-making and teacher leadership, schools can develop more 

agile and adaptive educational environments. 

2.3 Innovation and Digital Transformation in Education 

Governments and EU initiatives are investing in modernizing teaching methods through 

digital education policies and AI-assisted learning. 
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- Italy has launched AI-
assisted teaching 
initiatives, piloting 
adaptive learning 
technologies to 
enhance student 
engagement and 
personalized 
instruction. 

- Bulgaria, Sweden, and 
Spain participate in 
Erasmus+ Key Action 
projects, promoting 
international 
collaboration on 
climate education, 
multilingualism, and 
digital pedagogy. 

- Romania’s Human Capital Operational Program supports digital competency training for 
teachers, ensuring stronger integration of technology into classrooms. 

These initiatives enable educators to experiment with new methodologies, making learning 

more interactive, accessible, and engaging. 

 

3. Challenges and Opportunities in Policy Implementation 

While these policies and funding initiatives are designed to foster equity and innovation, 

challenges remain in implementation, bureaucracy, and resource allocation. 

3.1 Bureaucratic Barriers and Administrative Overload 

• In Bulgaria and Italy, reporting requirements for EU-funded projects can be 
cumbersome, delaying school-level implementation. 

• In Poland and Romania, complex government approval processes slow down 
infrastructure improvements. 

• Swedish and Spanish municipalities face regional inconsistencies in funding 
distribution, leading to unequal opportunities for schools. 

3.2 Ensuring Sustainability and Long-Term Impact 

• Many funding programs operate on short-term cycles, making it difficult to sustain 
long-term educational transformations. 

• Schools need greater flexibility in fund utilization to adapt programs to evolving 
student and teacher needs. 
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To overcome these barriers, governments must streamline administrative processes, provide 

ongoing support for school leadership, and ensure stable, long-term investment in 

educational transformation. 

 

The Role of National Policies in Driving Systemic Change 

National policies and funding initiatives serve as powerful tools for promoting educational 

equity and fostering leadership innovation. By focusing on needs-based funding, leadership 

training, digital transformation, and inclusive education policies, governments across Europe 

are working toward sustainable improvements in school quality and student outcomes. 

To maximize impact, future strategies should prioritize: 

• Efficient resource allocation to underprivileged schools. 

• Reduced administrative barriers for EU-funded projects. 

• Expanded leadership training and mentorship programs. 

• Integration of AI and digital tools in learning environments. 

By empowering school leaders and equipping educators with cutting-edge tools, these 

initiatives will drive lasting educational reform and bridge the equity gap for future 

generations.  

 

V. The Impact of School Leadership on Student Outcomes: Existing Data 

and Research Gaps 

School leadership plays a critical role in shaping student achievement, teacher effectiveness, 

and overall school climate. Research across the seven countries examined in the S4S 

project—Poland, Sweden, Italy, Romania, Spain, Bulgaria, and Greece—demonstrates a clear 

link between strong educational leadership and improved student outcomes. However, 

significant gaps remain in data collection, research methodologies, and policy 

implementation, limiting the ability to fully understand and optimize leadership's impact on 

learning environments. 

 

1. Existing Data on the Impact of School Leadership on Student Outcomes 
1.1 Leadership and Student Achievement 

Research consistently shows that effective school leadership enhances student performance 

by creating supportive learning environments, improving instructional quality, and fostering 

teacher collaboration. 
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• In Spain, a study using PISA 2015 data found that school leadership practices had a 
significant impact on academic performance, with a correlation of nearly 20% 
between leadership quality and student achievement. 

• Polish research highlights that principals who involve teachers in decision-making and 
promote innovative teaching methods positively influence student engagement and 
learning outcomes. 

• Sweden’s equity-focused leadership approach has been shown to reduce 
achievement gaps in disadvantaged schools by promoting inclusion and teacher 
collaboration. 

• In Romania, studies emphasize the role of collaborative leadership in reducing 
absenteeism and increasing student motivation. 

• Italy and Greece have explored the effects of transformational and instructional 
leadership styles, noting that leaders who focus on curriculum development and 
teacher mentorship create more effective schools. 

1.2 Teacher Retention and Instructional Quality 

Strong school leadership positively impacts teacher retention and instructional practices, 

which, in turn, influence student learning outcomes. 

• Swedish research suggests that leadership-focused professional development 
enhances teacher satisfaction and reduces turnover, improving long-term student 
performance. 

• Bulgaria’s 32 SU has implemented resilience programs and professional development 
initiatives that contribute to teacher well-being, indirectly benefiting students. 

• Studies in Poland show that principals who actively support teacher growth foster 
higher-quality instruction, leading to better student results. 

1.3 Leadership in Inclusive and Equitable Education 

School leadership also plays a crucial role in ensuring equity and inclusion, particularly for 

students from marginalized backgrounds. 

• In Sweden, equity-driven leadership models help schools with large immigrant 
populations integrate students effectively, improving their language acquisition and 
academic progress. 

• In Romania and Poland, initiatives supporting Roma students and other 
disadvantaged groups have been successful in reducing dropout rates, though 
leadership effectiveness in these programs requires further analysis. 

• Spain’s LOMLOE reforms aim to strengthen school leadership in underserved areas, 
emphasizing inclusion and diversity in educational policies. 

1.4 Digital Transformation and Leadership 
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Leadership effectiveness is increasingly linked to digital education initiatives and 

technological integration. 

 

- Italy and Bulgaria are 
piloting AI-assisted 
teaching methods, 
emphasizing the role of 
school leaders in guiding 
digital transformation. 

- In Sweden and Spain, 
data-driven leadership 
training programs are 
helping schools leverage 
digital tools to enhance 
student learning. 

 

 

 

 

 

2. Gaps in Current Research on Leadership and Student Outcomes 
2.1 Lack of Longitudinal Studies 

While existing research highlights positive correlations between school leadership and 

student achievement, there is a shortage of long-term studies tracking the sustained impact 

of leadership strategies. 

• In Sweden and Romania, there is limited longitudinal data measuring the long-term 
effects of leadership reforms on student success. 

• Poland and Bulgaria have yet to conduct multi-year studies on the relationship 
between school leadership and school improvement. 

• Italy’s leadership training programs have not been systematically evaluated for long-
term effectiveness. 

2.2 Limited Focus on Non-Academic Outcomes 

Most existing studies prioritize standardized test scores and attendance rates, overlooking 

other critical student outcomes such as: 

• Emotional resilience and psychological well-being 
• School climate and inclusivity measures 
• Social-emotional learning (SEL) and peer relationships 
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• In Bulgaria’s 32 SU, while academic achievements in language certifications are well-
documented, student engagement and well-being are not systematically tracked. 

• Spain’s research gap involves the lack of metrics assessing the leadership impact on 
student mental health and classroom climate. 

2.3 Insufficient Research on Regional and Socioeconomic Contexts 

While leadership impact is widely recognized, how leadership styles vary based on regional, 

cultural, and economic conditions is underexplored. 

• In Greece, the centralized education system limits principal autonomy, affecting their 
leadership effectiveness. 

• Poland’s regional disparities in school funding raise concerns about whether 
leadership effectiveness is constrained by resource limitations. 

• Italy’s National Strategy for Inner Areas (SNAI) attempts to address leadership in rural 
schools, but there is limited research on the success of these efforts. 

2.4 Policy Implementation Challenges 

While many national policies aim to strengthen school leadership, their effectiveness is often 

hindered by bureaucratic inefficiencies and inconsistent application. 

• In Romania and Spain, leadership development programs lack structured evaluation, 
making it difficult to assess their effectiveness. 

• Sweden has strong leadership training programs, but disparities in implementation 
across municipalities lead to inconsistent outcomes. 

• In Poland, principals still spend a significant portion of their time on administrative 
tasks rather than instructional leadership, limiting their ability to influence student 
learning. 

2.5 Lack of Data Integration and Analytics in Schools 

Many schools do not systematically collect and analyze data on leadership impact, leading to 

fragmented decision-making. 

• At Bulgaria’s 32 SU, while standardized test scores are well-documented, qualitative 
feedback on classroom climate, teacher well-being, and inclusivity is sporadic. 

• Italy and Poland lack integrated monitoring systems that link leadership decisions to 
measurable school improvements. 

Key Areas for Future Research 

• Longitudinal Impact Studies – Assess long-term effects of leadership on student 

performance. 

• Expanded Outcome Metrics – Include well-being, engagement, and school climate 

indicators. 
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• Regional and Socioeconomic Variations – Investigate how leadership effectiveness 

differs across diverse educational settings. 

•  Policy Effectiveness Analysis – Evaluate the real-world impact of leadership training 

and development programs. 

•  Data Integration and Analytics – Develop school-wide systems for monitoring 

leadership-related outcomes. 

 

3. Policy Recommendations for Strengthening Leadership Impact 

Based on existing research and identified gaps, national policies should prioritize: 

3.1 Enhancing Leadership Training and Professional Development 

Governments should invest in structured, evidence-based leadership training programs, with 

a focus on: 

• Instructional leadership and pedagogical innovation 
• Crisis management and mental health awareness 
• Data-driven decision-making and school improvement strategies 
• In Sweden, mentorship and networking initiatives should be expanded to 

underprivileged schools. 
• Italy’s leadership training programs should include digital competency development. 
• Spain should ensure consistent implementation of leadership reforms across all 

regions. 

3.2 Improving Data Collection and Integration 

To fully understand and optimize leadership impact, comprehensive data collection and 

analytics systems must be established. 

• Bulgaria’s 32 SU could introduce longitudinal student and teacher well-being 
monitoring to guide decision-making. 

• Romania and Poland should invest in digital dashboards that track leadership 
initiatives and their impact on student success. 

3.3 Strengthening Research and Policy Alignment 

• Governments should commission longitudinal studies on the effectiveness of 
different leadership models. 

• Regional research centers should be established to explore leadership variations 
across different socio-economic settings.  

3.4 Reducing Bureaucratic Barriers 
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School principals should be empowered to focus on instructional leadership rather than 

administrative tasks. 

• Poland and Greece should streamline reporting requirements to allow principals 
more time for teacher development. 

• Sweden should standardize leadership training programs to reduce regional 
disparities in effectiveness. 

Harnessing Leadership for Educational Excellence 

While substantial research confirms the critical role of school leadership in student success, 

significant gaps remain in data collection, policy implementation, and contextual analysis. 

Addressing these gaps requires: 

• Long-term studies on leadership effectiveness 

• Expanded evaluation metrics beyond academic results 

• Targeted policy interventions to strengthen principal autonomy 

• Investment in data integration and digital monitoring tools 

By strengthening leadership training, data-driven decision-making, and inclusive policy 

implementation, education systems can maximize the impact of school leadership on 

student outcomes, ensuring sustainable improvements in learning environments across 

Europe.  
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Case study #1 

Digital Language Learning Transformation 

Challenge:  

Traditional language instruction, particularly in the lower secondary grades, had become 

overly reliant on textbook-driven lessons and teacher-centered delivery. The COVID-19 

pandemic further exacerbated disengagement, especially during periods of remote or hybrid 

learning. Teachers observed a decline in student participation, motivation, and performance, 

particularly in vocabulary acquisition and oral communication. 

Action:  

• A digital literacy audit was conducted to identify gaps in teachers' confidence with 

educational technology.  

• A series of in-house training workshops were organized, focusing on digital tools such as 

Edmodo, Wordwall, Padlet, Quizlet, and Google Forms.  

• Interdisciplinary teacher teams developed multimedia lesson plans integrating videos, 

games, and interactive exercises to support language acquisition. 

 • Student digital ambassadors were appointed in each class to support peers and provide 

feedback to teachers on the usability and effectiveness of digital tasks.  

• Parents were introduced to the platforms through virtual orientation sessions, which 

encouraged family involvement in the learning process. 

Outcome:  

• Students in grades 6–9 demonstrated improved vocabulary retention, with test scores 

increasing by an average of 18% over two terms.  

• Classroom observations indicated higher levels of engagement, particularly during gamified 

quizzes and collaborative digital tasks.  

• Teacher collaboration strengthened across departments, fostering a more unified approach 

to lesson planning and digital tool selection. 

• Parental involvement rose, as many parents began tracking their children's progress through 

digital platforms and expressed increased satisfaction in parent feedback surveys.  

• The school’s digital maturity was significantly elevated, positioning it for future blended and 

hybrid learning innovations. 

Key Insight:  

Empowering both teachers and students through targeted digital training and peer-led 

support fosters a resilient, interactive learning environment that enhances both academic 

performance and school community engagement. 
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Case study #2 

Inclusion of Ukrainian Refugee Students 

Challenge:  

The escalation of the war in Ukraine led to the sudden arrival of refugee students at 32 SU. 

Many of these students faced language barriers, emotional trauma, and difficulty adapting to 

a new educational environment. The school was unprepared with ready-made resources and 

needed to quickly develop strategies for academic integration and psychosocial support. 

Action:  

• “Welcome Packs” were created for each new student, including bilingual dictionaries, visual 

guides, school maps, and personalized schedules.  

• Beginner-level Bulgarian language classes were established, delivered in small groups and 

adapted to the needs of learners with zero prior exposure.  

• Ukrainian-speaking teacher assistants and volunteers were engaged to serve as linguistic 

and cultural mediators between students, families, and staff.  

• Teachers were provided with a rapid professional development module on trauma-informed 

teaching, intercultural communication, and non-verbal instructional strategies.  

• Joint extracurricular activities, such as sports days and art workshops, were organized to 

encourage peer bonding and community spirit. 

Outcome:  

• Absenteeism among newly arrived refugee students dropped by 40% within the first two 

months.  

• Social integration improved significantly—Ukrainian students were visibly participating in 

class discussions, student council activities, and national celebrations. 

• Peer relationships flourished, with Bulgarian classmates volunteering as buddies and 

interpreters during group tasks and school events.  

• Teachers reported feeling more competent and confident in managing multicultural 

classrooms and addressing student trauma with sensitivity.  

• The school’s integration model has since been shared with other institutions through city-

level education forums. 

Key Insight:  

Effective inclusion of refugee students requires a comprehensive approach that goes beyond 

language instruction. When schools combine cultural empathy, peer support, and staff 

training, they can create nurturing environments where all learners feel safe, valued, and 

capable of succeeding. 
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Case study #3 

Building Teacher Morale through Shared Leadership 

Challenge:  

Prior to intervention, 32 SU faced issues with teacher burnout, limited innovation in 

instructional strategies, and a hierarchical leadership structure that left many educators 

feeling excluded from decision-making. This disengagement reduced teacher morale and 

hampered the school’s capacity for sustainable innovation and collaboration. 

Action:  

• Teacher councils were established across language departments and grade levels, each with 

input on pedagogical resources, scheduling, and budget oversight for events and training. 

• A democratic process was introduced, enabling all staff to vote on extracurricular club 

themes, schoolwide initiatives, and cultural events. 

• Internal award schemes were launched, celebrating achievements in categories such as 

teaching innovation, student mentorship, creativity in project work, and inclusive classroom 

practice. • Professional autonomy was expanded, allowing teachers to propose pilot 

programs, lead workshops, and attend international exchanges without cumbersome 

approval processes. • Informal leadership roles (e.g., peer mentors, well-being champions) 

were promoted to encourage wider participation and community-building. 

Outcome: 

• Staff turnover decreased by 15% over the academic year, reflecting increased job 

satisfaction and organizational commitment.  

• Five new student clubs were launched, including Film in Foreign Languages, Creative Writing, 

Environmental Debates, and Cultural Storytelling—each led by enthusiastic teachers.  

• Internal surveys reported a 30% increase in staff morale, particularly regarding recognition, 

autonomy, and collaboration.  

• The school atmosphere became more participatory and energized, with teachers and 

students co-leading various initiatives.  

• Shared leadership practices fostered stronger interdepartmental relationships and more 

consistent pedagogical alignment across subjects. 

Key Insight: 

 Distributing leadership across the staff body revitalizes school culture, strengthens innovation 

capacity, and boosts morale. When teachers are recognized as key stakeholders in shaping the 

educational environment, they become more engaged, collaborative, and committed to 

student success. 
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Case study #1 

Addressing a multicultural classroom challenge in Gothenburg 

Schools across Europe face a variety of challenges that require strategic leadership, 

innovative problem-solving, and collaborative initiatives. Effective leadership has been 

instrumental in addressing language barriers, supporting students with learning difficulties, 

fostering partnerships, managing conflicts, and ensuring staff well-being. 

Addressing Language Barriers and Student Engagement 

A school in Gothenburg, Sweden, with a large immigrant student population, struggled with 

low Swedish language proficiency, which led to reduced engagement and poor academic 

performance. To tackle this challenge, school leadership implemented a multi-pronged 

strategy: 

• Secured additional funding for Swedish as a Second Language (SVA) teachers through 
collaboration with local authorities. 

• Introduced peer-learning initiatives, pairing Swedish-speaking students with non-
native speakers to support language acquisition in an interactive way. 

• Results: Within two years, standardized test scores increased by 20%, and student 
participation improved significantly across subjects. 

Supporting Students with Learning Barriers 

For students with significant learning difficulties, targeted interventions have proven 

effective in improving their academic performance and confidence. Schools have: 

• Developed Individualized Education Plans (IEPs) in collaboration with special 
education teachers and parents to ensure tailored support. 

• Introduced weekly one-on-one support sessions, allowing students to receive 
additional help in areas where they struggle the most. 

• Impact: Teachers observed a 30% improvement in student progress assessments, and 
students became more confident and engaged in classroom activities. 

Fostering Partnerships for Student Development 

Collaboration with external organizations has strengthened school support systems, 

particularly for at-risk students. One example includes: 

• A partnership with a local NGO focused on youth mentorship to provide career 
guidance and motivational support. 

• Workshops on career planning and skill development, helping students explore 
future education and employment opportunities. 

• Achievement: 80% of participating students reported increased motivation and 
clarity regarding their future career paths. 
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Implementing Leadership Innovation and Conflict Resolution 

Effective school leadership and conflict resolution strategies have contributed to improved 

student relationships and school culture. Schools have: 

• Implemented restorative justice practices, shifting from punitive measures to 
dialogue-based conflict resolution. 

• Engaged students in mediated discussions, encouraging them to take accountability 
and develop conflict resolution skills. 

• Lesson learned: Behavioral incidents decreased by 50%, and students reported 
feeling safer and more included in their school environment. 

• Scalability: This model can be replicated in other schools to enhance peer 
relationships and overall school climate. 

Prioritizing Teacher Well-being and Stress Management 

Staff well-being is essential for maintaining a high-quality learning environment. To reduce 

stress and improve teacher retention, schools have: 

• Introduced weekly mindfulness sessions for teachers to manage stress effectively. 
• Provided access to occupational health services, ensuring psychological support is 

available when needed. 
• Implemented "no-meeting Fridays" to give teachers uninterrupted time for lesson 

planning and self-care. 
• Outcome: Staff surveys showed a 25% reduction in reported stress levels, and 

teacher retention increased by 15% over three years. 

The Impact of Effective Leadership 

By fostering community partnerships, implementing targeted student support programs, 

encouraging innovative conflict resolution methods, and prioritizing staff well-being, schools 

have created inclusive, engaged, and resilient learning environments. These strategies 

highlight the crucial role of school leadership in driving long-term educational success and 

institutional growth.  

 

 

 

 

 

 



 

43 
 

Funded by the European Union. Views and opinions expressed are however those of the author(s) 

only and do not necessarily reflect those of the European Union or the European Education and 

Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held 

responsible for them. 

 

Case study #2 

Bridging Resource Gaps in Rural Sweden 

Schools in rural Sweden face unique challenges, including teacher shortages, outdated 

infrastructure, and the need for innovative learning approaches. Strong leadership has 

played a pivotal role in addressing these issues through strategic resource management, 

external collaborations, and community engagement. 

Addressing Teacher Shortages and Infrastructure Deficiencies 

One rural school struggled with a shortage of qualified teachers and outdated learning 

facilities, negatively impacting student engagement and academic performance. In response, 

school leadership implemented a multi-faceted approach: 

• Introduced a hybrid learning model, leveraging online resources to supplement in-
person teaching and expand subject offerings. 

• Established partnerships with nearby urban schools, allowing for the rotation of 
specialist teachers to ensure students received quality instruction in core subjects. 

• Results: Student performance in core subjects improved by 15%, and the workload 
for existing teachers was better distributed, reducing burnout and enhancing job 
satisfaction. 

Supporting Students with Significant Learning Barriers 

To address learning difficulties and create an inclusive learning environment, leadership 

introduced a peer-tutoring program where advanced students supported peers with 

academic challenges under teacher supervision. This initiative: 

• Strengthened peer relationships, fostering a more collaborative and supportive 
school culture. 

• Led to measurable academic improvements, with 70% of students with learning 
barriers showing significant progress in literacy and numeracy skills. 

Fostering External Collaborations for Teacher Training 

Collaboration with external organizations has been essential in enhancing teacher capacity 

and expanding educational resources. A successful initiative included: 

• A partnership with a local university, providing specialized teacher training on 
managing multi-grade classrooms, a common challenge in rural schools. 

• Achievements: Teachers reported increased confidence in handling diverse 
classrooms, and the university collaboration broadened access to modern teaching 
methodologies and instructional resources. 

Enhancing School Governance through Leadership Innovation 
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Leadership sought to increase transparency, community involvement, and collaborative 

problem-solving by introducing biannual town hall meetings. These forums: 

• Included students, parents, and staff, encouraging open discussions on school 
challenges and initiatives. 

• Resulted in a 40% reduction in complaints, as concerns were addressed proactively, 
and stakeholders felt greater ownership of school decisions. 

Prioritizing Teacher Well-being and Stress Management 

Recognizing the demands placed on educators, leadership implemented structured wellness 

initiatives to support staff mental health and well-being. These initiatives included: 

• Regular "wellness breaks" for teachers, incorporating outdoor activities and 
workshops on stress management. 

• Outcome: Staff absenteeism due to stress decreased by 20%, and teacher satisfaction 
surveys showed higher morale and improved workplace engagement. 

Conclusion: Transforming Rural Education Through Strategic Leadership 

By leveraging digital learning models, fostering peer support, building strong external 

partnerships, and prioritizing teacher well-being, schools in rural Sweden have successfully 

overcome key resource challenges and improved student outcomes. These leadership 

strategies not only bridge the gap in educational access but also create sustainable, 

community-driven improvements in rural education.  
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Case study #3 

Tackling High Dropout Rates in a Suburban Stockholm School 

Schools in suburban areas face unique challenges related to student retention, learning 

barriers, and community engagement. One such school in Stockholm successfully addressed 

high dropout rates, learning difficulties, and student disengagement through targeted 

mentorship programs, external partnerships, and leadership innovation. 

Reducing Dropout Rates Through Personalized Mentorship and Vocational Training 

A major challenge for the school was a high dropout rate, particularly among students from 

low-income and immigrant families. To combat this, school leadership introduced a 

comprehensive student support system that included: 

• A "personal mentorship" program, pairing every student with a teacher or staff 
member for regular check-ins and academic or personal guidance. 

• Expanded vocational training options, providing alternative educational pathways for 
students less engaged in traditional academic settings. 

• Results: The dropout rate decreased by 40% over two years, with many students 
choosing to continue their education or enter the workforce with improved skills and 
confidence. 

Supporting Students with Learning Barriers Through a Specialized Learning Lab 

To better serve students with learning difficulties, leadership established a dedicated 

"learning lab" where students received personalized support. This initiative included: 

• One-on-one tutoring in key subjects, tailored to individual learning needs. 
• Use of assistive technology, such as speech-to-text software and interactive learning 

platforms, to help students overcome challenges. 
• Impact: Students previously performing below grade level showed significant 

improvement, with 75% passing national assessments after one year. 

Building Career Readiness Through External Partnerships 

Collaboration with local businesses and organizations played a key role in enhancing student 

engagement and career preparation. One particularly successful initiative involved: 

• A partnership with a local business association, providing internship opportunities for 
students at risk of disengagement. 

• Hands-on work experience in various industries, giving students practical skills and 
exposure to career options. 

• Achievement: 20% of participating students transitioned into part-time employment 
while completing their education, increasing their motivation and future prospects. 

Enhancing School Climate Through Student-Led Conflict Resolution 
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To reduce conflicts and improve student-staff relations, school leadership empowered 

students by creating a structured decision-making role. This included: 

• A "student council task force", where students had a platform to voice concerns, 
suggest school improvements, and mediate peer conflicts. 

• Direct involvement in school governance, fostering a sense of responsibility and 
accountability. 

• Lesson learned: This participatory approach increased trust between students and 
staff, resulting in a noticeable improvement in school climate and a reduction in 
behavioral incidents. 

Promoting Well-being Through Structured Stress Management Initiatives 

Recognizing the importance of mental and physical well-being, the school introduced 

mandatory wellness activities for both students and staff. These initiatives included: 

• Weekly wellness sessions, offering yoga, outdoor sports, and mindfulness activities. 
• Access to an in-school counselor for both staff and students, ensuring mental health 

support was readily available. 
• Outcome: Teacher stress levels significantly decreased, and student engagement in 

extracurricular activities increased by 50%, demonstrating a more balanced and 
motivated school environment. 

Conclusion: Transforming Student Outcomes Through Strategic Leadership 

By prioritizing mentorship, alternative learning pathways, community partnerships, student 

involvement, and well-being initiatives, school leadership successfully reduced dropout 

rates, improved academic performance, and strengthened school culture. These strategic 

and inclusive leadership practices serve as a model for fostering student success and 

engagement in diverse suburban school settings.  
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Case study #1 

Adapting to remote learning in a time of crisis 

 

• Challenge:  

The school was faced with the need to quickly switch to remote teaching due to an 

emergency situation. 

• Activities:  

School management implemented platforms such as Google Classroom and 

Microsoft Teams for live lessons and meetings with students and parents. Laptops 

and tablets were distributed to students and teachers who did not have the 

appropriate equipment. Teachers received training on integrating digital tools such as 

Google Classroom and Webex. 

• Results:  

A smooth transition to online teaching was made possible. With access to tools and 

technical support, teachers were able to quickly adapt their lessons to the online 

environment while maintaining interactivity and creativity. 
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Case study #2 

Psychological support and team building of teachers 

 

• Challenge:  

Stress and burnout among teachers in relation to educational challenges. 

• Activities:  

The management organized meetings with psychologists, and established an 

interdisciplinary team consisting of teachers of various subjects, educators, 

psychologists and representatives of the administration. Regular meetings of 

teaching teams were introduced, as well as training in stress management and 

relaxation techniques. 

• Results: 

Improved communication with parents and students by developing instructions for 

using e-learning platforms. Team meetings gave teachers the time and structure they 

needed to collaborate without increasing their workload. 
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Case study #3 

Maintaining student engagement and a positive school culture 

 

• Challenge: 

 Maintaining student engagement and a positive school culture during difficult times. 

• Activities:  

Introduce flexible learning schedules, interactive digital tools and regular virtual 

meetings. Holding regular online meetings with students, teachers and parents to 

provide emotional support and maintain communication. Introducing “Coffee with 

the Principal” sessions to give students and teachers the opportunity to share their 

experiences and feelings. 

• Results: 

 Provide frequent communication and updates to keep everyone up to date and feel 

connected as if they were at school. Availability of consultations for students and 

parents and more flexibility in homework assignments. 
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Case study #1 

Addressing Student Disengagement through Leadership 

1. Challenge and Leadership Response: 

A vocational school in Tuscany struggled with high student absenteeism and disengagement, 

particularly among students from disadvantaged backgrounds. Many students lacked 

motivation, saw little relevance in their studies, and were at risk of dropping out. 

Leadership Actions Taken: 

• Introduced a Mentorship Program, pairing at-risk students with teachers for weekly 
one-on-one check-ins. 

• Developed a project-based learning approach, connecting school lessons to real-
world applications through partnerships with local businesses. 

• Improved teacher-family communication, involving parents in discussions about 
student progress. 

Results: 

• Attendance rates improved by 25% over one academic year. 

• Students demonstrated higher engagement and motivation in their studies. 

• Teachers reported fewer disciplinary issues and a more positive school climate. 

2. Strategies for Supporting Students with Learning Barriers 

While the primary challenge was disengagement, the leadership also recognized that some 

students struggled due to learning difficulties or socio-emotional barriers.  

Strategies Implemented: 

• Provided personalized learning plans for students needing extra support. 
• Assigned peer mentors to help struggling students in subjects where they faced 

difficulties. 
• Organized small group tutoring sessions to reinforce learning in key subjects. 

Impact: 

• Students at risk of failing showed measurable improvement in their grades. 

• Teachers reported better engagement from students who had previously struggled. 

• Peer mentoring strengthened student relationships, fostering a supportive school 

environment. 



 

53 
 

Funded by the European Union. Views and opinions expressed are however those of the author(s) 

only and do not necessarily reflect those of the European Union or the European Education and 

Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held 

responsible for them. 

 

3. Successful School-Community Collaboration The school partnered with local 
businesses and the Chamber of Commerce to bridge the gap between education and 
employability. 

What Was Achieved? 

• Created internship programs that allowed students to gain hands-on experience. 
• Organized career workshops with industry professionals. 
• Adapted the curriculum to include industry-relevant skills based on feedback from 

local employers. 

Outcomes: 

• 85% of participating students secured internships in local industries. 

•  Employers reported that graduates were better prepared for the workforce. 

• Teachers updated lesson plans to incorporate real-world applications, improving 

student interest. 

4. Leadership Innovation and Conflict Resolution 

The school previously suffered from low teacher morale and communication breakdowns, 

which impacted collaboration and student outcomes. 

Innovative Leadership Actions Taken: 

• Implemented structured teacher feedback sessions, allowing staff to discuss 
challenges openly. 

• Encouraged a "distributed leadership" model, giving teachers more autonomy in 
decision-making. 

• Provided workshops on conflict resolution and assertive communication to help 
teachers manage classroom issues more effectively. 

Lessons Learned: 

• Teachers became more engaged, leading to a collaborative school culture. 

• Student-teacher relationships improved, reducing conflicts and disciplinary cases. 

• The school developed a more flexible, student-centered approach to education. 

 

5. Stress Management and Well-being Initiatives 

High levels of stress among teachers were affecting job satisfaction and performance. 

Well-being Initiatives Introduced: 

• Mindfulness and resilience training sessions for teachers. 
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• Peer support groups where teachers could share experiences and strategies. 
• Flexible scheduling for administrative work, reducing teacher workload. 

Impact on Staff and Leadership Performance: 

 

• Teachers reported lower stress levels and higher job satisfaction. 

• Staff absenteeism decreased, reducing disruptions in the classroom. 

• Collaboration among teachers improved, fostering a more positive school 

environment. 

Key Takeaways from This Case Study: 

• Personalized mentorship and real-world learning experiences significantly reduce 
student disengagement. 

• Collaboration between schools and local industries improves career readiness and 
motivation. 

• A distributed leadership approach enhances teacher engagement and conflict 
resolution. 

• Prioritizing teacher well-being leads to better student outcomes and a more effective 
school culture. 
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Case study #2 

Supporting Students with Learning Barriers 

1. Challenge and Leadership Response: 

A secondary school in Tuscany saw an increase in students with learning difficulties (dyslexia, 

ADHD, and socio-emotional challenges) but lacked a structured approach to supporting 

them. 

Leadership Actions Taken: 

• Partnered with school psychologists to develop Personalized Learning Plans (PIPs). 
• Implemented Universal Design for Learning (UDL) techniques, allowing flexible 

teaching methods. 
• Provided professional development for teachers to support students with special 

educational needs. 

Results: 

• Students showed improved academic performance and confidence. 

• Teachers felt better equipped to support diverse learning needs. 

• The school culture became more inclusive, reducing stigma around learning 

difficulties. 

2. Strategies for Supporting Students with Learning Barriers 

Key Strategies: 

• Active Learning Techniques (peer tutoring, project-based learning). 
• Small group sessions focusing on individual needs. 
• Parental involvement in tracking student progress. 

Impact: 

• Students with special needs experienced fewer failures and improved participation. 

• Teachers felt more confident in handling diverse classrooms. 

3. Successful School-Community Collaboration 

The school partnered with a local university’s special education department to enhance 

teacher training and provide direct support. 

What Was Achieved? 

• Created a teacher coaching program with university experts. 
• Implemented a screening system for early identification of learning barriers. 
• Provided students with assistive technology tools for learning support. 
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✓ Students received early intervention, preventing academic failure. 

✓ Teachers gained specialized knowledge, improving classroom inclusion. 

4. Leadership Innovation and Conflict Resolution 

Teachers previously struggled with managing behavioral challenges linked to students' 

learning difficulties. 

Leadership Actions: 

• Training sessions on classroom conflict de-escalation. 
• Team-based support system, where teachers shared strategies. 
• Personalized behavioral intervention plans for students. 

✓ Teacher-student conflicts decreased, improving the classroom environment. 

✓  Students exhibited better emotional regulation and focus. 

5. Stress Management and Well-being Initiatives 

Initiatives: 

• Mindfulness exercises for students and teachers. 
• Dedicated school counselors to support emotional well-being. 
• Workshops on resilience and stress management. 

✓ Teachers and students showed reduced anxiety and improved focus. 

✓  A stronger sense of community developed within the school. 
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Case study #3 

Successful school-community collaboration 

1. Challenge and Leadership Response: 

A technical institute struggled to provide career-readiness skills to students due to limited 

access to internships. 

Leadership Actions Taken: 

• Partnered with local businesses and the Chamber of Commerce. 
• Integrated job-shadowing and co-taught industry lessons into the curriculum. 
• Created an "Industry Mentorship Program", pairing students with professionals. 

✓ 85% of students secured internships. 

✓  Employers found students better prepared for the workforce. 

2. Strategies for Supporting Learning Barriers 

✓ Personalized career coaching for struggling students. 

✓  Work-based learning for real-world skill application. 

3. Successful School-Community Collaboration 

✓ Developed an internship pipeline, increasing job placements. 

4. Leadership Innovation & Conflict Resolution 

✓ Improved collaboration between teachers and industry experts. 

5. Stress & Well-being Initiatives 

✓ Career workshops reduced student anxiety about the future. 

Final Insights: 

✓ Mentorship, collaboration, and inclusivity transform schools. 
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CONCLUSIONS AND RECOMMENDATIONS 

1. Key Findings 

The case studies from the pilot phase highlight the crucial role of leadership in improving 
student engagement, fostering inclusion, enhancing collaboration, and promoting well-
being. The following conclusions emerge: 

1.1 Leadership Innovation Drives Student Success 

• Mentorship and Personalized Learning Plans improve student motivation and reduce 
absenteeism. 

• Active learning techniques and career-oriented programs make education more 
engaging and relevant. 

• Strong communication with families fosters better student support and parental 
involvement. 

1.2 Inclusion and Differentiated Learning Support Are Essential 

• Schools that invest in teacher training for learning barriers (e.g., ADHD, dyslexia) 
create environments that are more inclusive. 

• Peer mentoring and active learning strategies enhance student confidence and 
academic performance. 

• Collaboration with experts (psychologists, special education professionals, 
universities) ensures effective intervention for struggling students. 

1.3 School-Community Partnerships Boost Student Employability 

• Collaboration with businesses and industry professionals improves career readiness. 

• Internship and mentorship programs help students transition smoothly from school 
to work. 

• Employers value graduates from schools with real-world learning initiatives, 
increasing job placement rates. 

1.4 Conflict Resolution and Shared Leadership Improve School Culture 

• Conflict resolution training for teachers reduces classroom disputes and strengthens 
teacher-student relationships. 

•  Distributed leadership models improve staff engagement and reduce turnover. 

• Schools that implement structured teacher feedback sessions create a more positive 
and collaborative working environment. 

1.5 Teacher Well-being Directly Impacts Educational Quality 

• Mindfulness, well-being programs, and flexible scheduling reduce teacher stress and 
absenteeism. 

• Peer support networks improve resilience and job satisfaction. 
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• Leadership support for teacher well-being leads to better retention and classroom 
engagement. 

 
2. Recommendations 

Based on these findings, the following recommendations are proposed to enhance 
leadership effectiveness and student outcomes: 

2.1 Strengthening Leadership Development 

✓ Establish mandatory leadership training programs for school administrators and 
department heads on: 

• Conflict resolution 
• Communication strategies 
• Change management 
• Distributed leadership models 

✓ Encourage mentorship programs for new teachers, ensuring strong leadership 
support from experienced staff. 

2.2 Expanding Inclusion and Personalized Learning Initiatives 

• Implement Personalized Learning Plans (PIPs) for students with learning difficulties. 

• Provide teacher training on Universal Design for Learning (UDL) and differentiated 
instruction. 

• Increase psychological and emotional support services within schools to address 
student well-being. 

2.3 Strengthening School-Community Collaboration 

✓ Develop long-term partnerships with businesses, universities, and NGOs to provide: 

• Internships 
• Industry mentorship programs 
• Career-focused curricula 

✓ Establish regional school networks that share best practices and collaborate on 
student work-based learning. 

2.4 Enhancing Conflict Resolution and Staff Collaboration 

• Introduce regular staff reflection meetings and feedback mechanisms to improve 
teamwork. 

• Offer mediation training for teachers to handle student behavioural issues 
effectively. 
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• Implement teacher leadership initiatives, empowering educators to take active roles 
in decision-making. 

2.5 Prioritizing Teacher Well-being and Work-Life Balance 

✓ Introduce teacher well-being programs, including: 

• Stress management training 
• Peer-support groups 
• Mental health resources 

✓ Reduce administrative workload for teachers by streamlining bureaucratic 
processes. 

✓ Offer professional development pathways to prevent burnout and enhance job 
satisfaction. 

3. Final Thoughts 

The pilot findings emphasize that effective school leadership is the foundation of positive 
educational outcomes. Schools that embrace innovation, inclusion, collaboration, and well-
being initiatives create better learning environments for both students and staff. 

By implementing these recommendations, schools can build sustainable, student-centred, 
and forward-thinking education systems that prepare students for academic and 
professional success while supporting teachers as leaders in their classrooms and 
communities. 
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Case study #1 

Integration of Technology in Education 

 

Specific Challenge:  

 A rural school struggled to integrate digital applications into the teaching process due to 

limited technological infrastructure and teachers' lack of confidence in using new 

tools. 

Leadership Action: 

Leadership organized targeted professional development sessions based on Module 1: 

Digital Competence of Human Resources. 

Teachers collectively reflected on digital pedagogical practices and collaborated to 

develop lesson plans incorporating apps such as Google Classroom, Kahoot, and 

Edmodo. 

The school secured grants to improve internet connectivity and purchased tablets for 

student use. 

Results: 

• Teachers reported increased confidence in using digital tools, with over 70% 

incorporating at least one new app into their teaching within three months. 

• Student engagement improved as interactive apps made lessons more dynamic and 

accessible. 

• The collective reflection task encouraged a culture of peer learning among teachers. 

Key Lesson:  

Effective integration of technology requires both infrastructure investment and 

sustained professional development. 
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Case study #2 

Mixed Educational Models 

 

Specific Challenge:  

A school piloting a mixed education model (online and in-person) faced challenges 

balancing flexibility with consistency in teaching quality. 

Leadership Action: 

Leaders analyzed the advantages and difficulties of educational models as part of Module 

2: Models of Training in Mixed Education. 

A blended approach was adopted, where teachers used asynchronous tools (e.g., 

recorded lectures and assignments) complemented by synchronous online sessions 

for discussions and feedback. 

Organizational communication was streamlined through the use of Microsoft Teams to 

coordinate lesson schedules and share resources. 

Results: 

• Parents and students appreciated the flexibility of recorded materials while valuing 

the interactive nature of live sessions. 

• Teachers improved their team communication, reducing schedule conflicts and 

overlapping assignments. 

• Student performance remained consistent, with an improvement in assignment 

submission rates compared to fully remote teaching. 

Key Lesson:  

Mixed education models work best when underpinned by clear communication protocols 

and a balance between synchronous and asynchronous methods. 
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Case study #3 

Leadership Innovation and Conflict Resolution 

 

Specific Challenge:  

Staff conflicts emerged over resource allocation during a project involving the 

development of a transnational partnership. 

Leadership Action: 

Drawing on Module 3: Conflict Resolution in the Educational Environment, the school 

leader organized a series of facilitated discussions where staff aired concerns and 

collaboratively developed a resource-sharing plan.  

The project was implemented in three stages: 

• Partnering with schools in other countries to exchange best practices in hybrid 

learning. 

• Developing joint professional development sessions for staff. 

• Creating shared teaching materials and resources. 

Results: 

• The conflict resolution process fostered trust and mutual understanding among staff. 

• The transnational project enriched the school’s teaching approaches and gave 

students exposure to global educational practices. 

• Staff satisfaction surveys indicated an increase in perceived fairness in leadership 

decision-making. 

Key Lesson: 

Transparent communication and participatory decision-making are essential for resolving 

conflicts and achieving collective goals. 
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Case study #1 

Enhancing Leadership Skills 

 

Case Study: Enhancing Leadership Skills at Green Valley High School 

Background: 

Green Valley High School, located in a small urban area, faced challenges in leadership, 

particularly in terms of developing and nurturing strong leadership skills among staff. While 

the school had a committed group of teachers, there was a gap in leadership across various 

departments, as well as a lack of confidence among some teachers to take on leadership roles. 

Recognizing that strong leadership was critical to improving both teacher performance and 

student outcomes, the school’s administration decided to implement a targeted initiative to 

enhance leadership skills among its staff, including both current leaders and those who could 

potentially take on leadership roles in the future. 

Challenge: 

The primary challenge was fostering leadership skills across the entire staff, including teachers 

who were not in formal leadership positions but could benefit from greater leadership training 

and responsibility. Some staff members lacked the necessary skills in decision-making, 

communication, and conflict resolution, which were essential for effective leadership in the 

classroom and within the school community. Additionally, there was a need for better 

collaboration between departments to create a more unified and cohesive school culture. 

Solution: 

Leadership Development Program: 

Goal: To equip teachers with the skills needed to take on leadership roles within the school 

and foster a culture of collaborative leadership. 

Actions Taken: The school introduced a Leadership Development Program that focused on 

core leadership skills such as decision-making, communication, conflict resolution, and team 

management. This program was open to all teachers, regardless of their current role. Teachers 

participated in workshops, seminars, and webinars led by educational leadership experts, 

covering topics such as emotional intelligence, building trust, and effective delegation. 

Teachers were encouraged to participate in leadership simulations, where they practiced 

navigating real-world scenarios that required strong leadership and problem-solving skills. 

Mentorship and Coaching:  

Goal: To provide personalized support and guidance to potential leaders, helping them refine 

their leadership capabilities. 
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Actions Taken: Each teacher enrolled in the program was paired with a mentor, typically a 

senior leader or an experienced teacher, who provided ongoing guidance, feedback, and 

coaching. Coaching sessions were held regularly, focusing on setting professional goals, 

receiving constructive feedback, and working on personal development. Teachers were 

encouraged to take on leadership projects within the school, such as leading a department 

meeting, organizing school events, or managing cross-departmental initiatives. 

Collaborative Leadership Teams: 

Goal: To encourage teamwork and collaboration, while enhancing the leadership skills of all 

involved. 

Actions Taken: The school leadership team created cross-departmental collaborative 

leadership teams to work on school-wide projects and initiatives. These teams allowed 

teachers from different subjects and grade levels to work together and take leadership roles 

in shared tasks. Each leadership team was tasked with addressing a specific school issue (e.g., 

improving student engagement, promoting professional development, or integrating new 

teaching technologies), ensuring that teachers not only learned leadership skills but also 

applied them to real challenges within the school. The teams met regularly, with group 

discussions, collaborative problem-solving sessions, and updates to leadership on progress, 

allowing teachers to develop a variety of leadership skills while contributing to the school’s 

development.  

Results: 

Increased Leadership Capacity Across the Staff: By the end of the year, over 60% of teachers 

had participated in the Leadership Development Program. Many of them had taken on 

leadership roles within the school, from leading department initiatives to managing school-

wide projects. Teachers expressed feeling more empowered and confident in their abilities to 

lead both in the classroom and in school-wide activities. 

Improved School Culture and Collaboration: The creation of cross-departmental collaborative 

leadership teams resulted in more effective communication and collaboration between 

different subject areas, breaking down silos and encouraging a unified approach to student 

success. 

The school saw a shift towards a more positive school culture, where leadership was seen as 

a shared responsibility, and teachers worked together to solve challenges rather than working 

in isolation. Enhanced Teacher Retention and Satisfaction: Teachers reported feeling more 

satisfied with their roles and more motivated to stay at the school. Many mentioned that the 

leadership opportunities and development they received were key factors in their decision to 

remain at Green Valley High. 

The school experienced a reduction in teacher turnover and a notable increase in teacher 

morale.Better Student Outcomes: As leadership skills improved across the staff, teachers 

became more effective in the classroom, leading to a boost in student achievement. Teacher 
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leadership also translated into improved student engagement and stronger relationships 

between staff and students. There was a noticeable improvement in student participation in 

school activities, as well as in the overall school climate, contributing to a more supportive 

and motivating environment for students. 

Lessons Learned: 

Leadership Development Should Be Ongoing: Enhancing leadership skills is not a one-time 

effort. Continuous professional development, mentorship, and feedback are essential for 

fostering effective leaders. Empowering Teachers Leads to Positive Change: When teachers 

are given the tools, training, and responsibility to lead, it can transform the school 

environment and positively impact both staff and students. 

Collaborative Leadership Is Key: Leadership should not be concentrated in a few individuals. 

A collaborative approach, where leadership is shared across various departments and teams, 

strengthens the overall school culture and improves outcomes. 

Recognizing and Celebrating Leadership Helps Retain Talent: Acknowledging teachers’ 

leadership efforts not only motivates them but also helps retain skilled educators who feel 

valued and supported in their professional growth. 

This case study demonstrates how Green Valley High School successfully enhanced leadership 

skills across its teaching staff, resulting in a more empowered, collaborative, and effective 

school environment. By offering continuous development opportunities, mentorship, and a 

focus on collaboration, the school fostered a culture of shared leadership that led to positive 

outcomes for both staff and students. 
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Case study #2 

Supporting Teachers with Personal Challenges 

Supporting Teachers with Personal Challenges at MHS 

 

Background: 

MHS, located in a suburban community, had a dedicated teaching staff committed to 

providing quality education. However, several teachers faced personal challenges, including 

health issues, family responsibilities, and stress from balancing work and life commitments. 

These personal struggles were beginning to affect teacher performance, morale, and, 

ultimately, student outcomes. The school leadership recognized the importance of addressing 

these issues to ensure that both staff and students could thrive. 

Challenge: 

The school faced increasing absenteeism and decreased engagement from teachers dealing 

with personal challenges. There was a growing sense of teacher burnout, with some educators 

struggling to maintain a healthy work-life balance. The lack of support for teachers during 

difficult times led to poor job satisfaction and potential attrition. 

Solution: 

To address these challenges, the school implemented a comprehensive support program for 

teachers facing personal difficulties, focusing on empathy, flexibility, and resources. 

Creating a Teacher Support Network:  

Goal: Provide teachers with emotional and practical support during challenging personal 

circumstances. 

Actions Taken: A confidential support system was established where teachers could privately 

report personal challenges to HR or school leaders. This allowed for personalized support 

without fear of judgment. Teachers were encouraged to join a peer support network, where 

colleagues could share experiences and provide emotional backing in times of need. A 

wellness committee was formed, which included teachers, counselors, and administrators, to 

oversee teacher well-being. 

Flexible Work Arrangements:  

Goal: Help teachers manage their personal responsibilities while maintaining their 

professional commitments. 

Actions Taken: Teachers facing personal challenges were offered flexible work hours or the 

option to work from home when possible (e.g., for lesson planning or grading). For those 
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dealing with long-term health issues, temporary adjustments to their teaching schedule or 

class load were made, allowing them to focus on their recovery or personal life. Substitute 

teacher pools were strengthened, ensuring that teachers had easy access to substitutes 

without disrupting their students' education. 

Access to Counseling and Mental Health Resources: 

Goal: Provide professional help to teachers dealing with stress, mental health challenges, or 

personal crises. 

Actions Taken: The school partnered with an employee assistance program (EAP) to offer free, 

confidential counseling services for teachers facing personal struggles, from stress 

management to family issues. Regular workshops on stress management, mental health, and 

work-life balance were offered to staff, focusing on strategies to manage personal challenges 

while maintaining professional responsibilities. 

Regular Check-ins and Professional Development on Well-being:  

Goal: Create a proactive environment where teachers feel supported and not isolated. 

Actions Taken: School leaders began regular check-ins with teachers to assess their well-being 

and offer additional support. These check-ins were conducted privately and allowed staff to 

voice concerns in a safe and supportive environment. The school implemented professional 

development sessions on resilience, coping mechanisms, and recognizing signs of burnout, 

helping teachers recognize when they need help and how to ask for it. 

Promoting Work-Life Balance: 

Goal: Encourage a culture that prioritizes teacher well-being alongside professional 

performance. 

Actions Taken: The leadership team promoted healthy work-life balance by setting 

boundaries on after-hours work expectations and limiting unnecessary meetings or tasks. 

Teachers were given time during school hours for self-care activities such as fitness programs 

or quiet time during their breaks. 

Results: 

Improved Teacher Well-being: Teachers who took advantage of the support network reported 

lower levels of stress and improved mental health. Many shared that knowing there was 

support available helped them better manage personal issues without feeling overwhelmed. 

Reduced Absenteeism: By offering flexible working arrangements and substitute support, the 

school saw a significant decrease in teacher absenteeism. Teachers felt more confident in 

taking the time they needed without worrying about the impact on their students' education. 
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Increased Job Satisfaction: Teachers who were supported through personal challenges 

expressed higher levels of job satisfaction and a stronger sense of loyalty to the school. This 

led to lower turnover rates, ensuring a more stable teaching staff. 

Stronger Sense of Community: The teacher support network fostered a stronger sense of 

community and camaraderie among staff. Teachers felt more comfortable reaching out for 

help, which in turn created a more empathetic and connected school environment. 

Positive Impact on Students: As teacher well-being improved, classroom environments 

became more positive and productive. Teachers who felt supported and less stressed were 

able to engage more effectively with students, leading to better student outcomes. 

Lessons Learned: 

Holistic Support Systems Matter: Addressing teacher well-being is not just about professional 

development but also providing support for personal challenges. A comprehensive support 

system is critical in helping teachers manage their personal lives without affecting their 

performance. 

Flexibility is Key: Offering flexible work options allows teachers to stay productive while 

managing personal responsibilities. This flexibility can be a major factor in retaining staff and 

improving morale. 

A Proactive Approach is Effective: Regular check-ins and workshops on stress management 

and mental health can prevent burnout and foster a supportive school culture. Proactive 

measures are more effective than waiting for issues to escalate. 

Community Support Drives Success: Encouraging collaboration and open communication 

through peer support networks creates a stronger, more resilient teaching community. 

Teachers who feel supported by their colleagues and leadership are more likely to overcome 

personal challenges and continue contributing positively to the school environment. 

This case study illustrates how MHS successfully supported teachers facing personal 

challenges, resulting in improved teacher retention, morale, and overall well-being. Through 

empathy, flexibility, and structured support systems, the school created an environment 

where teachers could thrive personally and professionally. 
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Case study #3 

Integrating Technology in Education 

 

Case Study: Integrating Technology in Education at MHS 

Background: 

MHS, located in a suburban district, had a strong academic reputation but recognized the 

growing need to adapt to the digital age by integrating technology into the classroom. The 

leadership team realized that in order to remain competitive and relevant, they needed to 

incorporate modern technological tools that would enhance both teaching and learning 

experiences. However, teachers were initially hesitant about using technology, citing concerns 

over their own lack of expertise and the potential challenges of incorporating digital tools into 

the curriculum. 

Challenge:  

The main challenge MHS faced was integrating technology effectively into daily teaching 

practices, particularly with a staff that had varying levels of comfort with digital tools. Teachers 

were unsure how to best utilize educational technologies to support student engagement and 

achievement. Additionally, there was concern about whether the school had the resources to 

support such a transition and how to ensure the technology was used effectively. 

Solution: 

Professional Development and Training: 

Goal: Equip teachers with the skills and knowledge to use educational technologies 

effectively. 

Actions Taken: The leadership team provided comprehensive professional development 

sessions, including workshops and online training, to introduce various educational 

technologies such as learning management systems (LMS), interactive whiteboards, and 

student collaboration tools. Teachers were encouraged to attend conferences and webinars 

focused on technology integration in education. Peer mentoring programs were established, 

where more tech-savvy teachers helped others navigate the integration process. 

Access to Technology: 

Goal: Ensure all teachers and students had access to the necessary technological tools to 

facilitate learning. 

Actions Taken: The school invested in laptops, tablets, and smartboards for classrooms to 

provide a more interactive and engaging learning experience. The school also adopted a cloud-
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based learning management system (LMS), allowing students to access materials, 

assignments, and resources from any device at any time. An online resource library was 

created to help teachers share best practices and instructional resources related to the use of 

technology. 

Incorporating Technology into Curriculum Design: 

Goal: Integrate technology seamlessly into the curriculum to enhance teaching and learning. 

Actions Taken: The curriculum was reviewed and redesigned to include technology-based 

assignments, such as digital storytelling, online research projects, and virtual field trips. 

Teachers were encouraged to use interactive applications such as Google Classroom and 

Edmodo to facilitate collaboration and communication between students and instructors. 

Blended learning environments were developed, where students could engage with both in-

person lessons and online resources to deepen their understanding of various subjects. 

Ongoing Support and Feedback: 

Goal: Provide continuous support and gather feedback to improve the integration of 

technology. 

Actions Taken: A team of tech specialists was made available to provide ongoing support to 

teachers, troubleshoot technical issues, and assist with lesson planning. Regular feedback 

sessions were held where teachers could discuss their challenges, successes, and share 

insights on how to further improve the use of technology. Students were encouraged to give 

feedback on their experiences using technology, helping to ensure that tools and strategies 

met their learning needs. 

Results: 

Increased Teacher Confidence and Competence: 

Through professional development and continuous support, teachers’ confidence in using 

technology grew significantly. Surveys indicated that over 80% of teachers felt comfortable 

using technology as a regular part of their teaching methods. 

Enhanced Student Engagement: With the introduction of interactive tools and online 

learning platforms, student engagement saw a noticeable increase. Teachers reported that 

students were more motivated to participate in lessons, especially with the use of 

multimedia resources and collaborative online projects. 

Improved Academic Performance: The integration of technology helped personalize learning 

for students. Those who needed extra help were able to access additional resources online, 

while advanced learners had opportunities for enrichment through interactive and self-

paced learning modules. The school reported a 10% increase in student academic 

performance, particularly in subjects where technology was used extensively to support 

learning. 
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Fostering Collaboration and Communication: The use of learning management systems and 

digital collaboration tools fostered improved communication between students and 

teachers, as well as among peers. Group projects and online discussions became common, 

allowing students to work together in ways that were not possible with traditional classroom 

methods. 

Positive Cultural Shift Toward Technology: The integration of technology gradually shifted 

the school’s culture towards being more innovative and open to change. Teachers and 

students began to embrace technology as a valuable tool for learning, with digital devices 

becoming a natural part of the classroom environment. 

Lessons Learned: 

Professional Development is Essential: Providing teachers with the skills and confidence to 

use technology effectively is key to successful integration. Ongoing training and peer 

mentoring were crucial in overcoming initial resistance. 

Access to Resources is Critical: Ensuring that all teachers and students have access to the 

necessary devices and tools is fundamental. Technology integration cannot succeed without 

proper resources. 

A Holistic Approach to Curriculum Design: Simply adding technology to a traditional 

curriculum isn’t enough. A thoughtful, curriculum-wide redesign that incorporates 

technology in meaningful ways is essential to maximizing its impact on learning. 

Continuous Support and Feedback Lead to Improvement: Providing constant support for 

teachers and gathering feedback from both teachers and students help ensure that 

technology integration is successful and sustainable. 

Technology Enhances, Not Replaces, Teaching: Technology should be viewed as a tool to 

enhance, rather than replace, effective teaching methods. The combination of traditional 

teaching with modern technology produced the most effective outcomes. 

This case study shows that through a well-planned strategy, including teacher training, 

resource allocation, and ongoing support, Oakwood High School successfully integrated 

technology into the classroom, leading to more engaged students and enhanced teaching 

practices. 

 

 

 

 

 

 



 

75 
 

Funded by the European Union. Views and opinions expressed are however those of the author(s) 

only and do not necessarily reflect those of the European Union or the European Education and 

Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held 

responsible for them. 

 

 

 

 

 

 

 

 

 

 

 

 

SPAIN 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

76 
 

Funded by the European Union. Views and opinions expressed are however those of the author(s) 

only and do not necessarily reflect those of the European Union or the European Education and 

Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held 

responsible for them. 

 

Case study #1 

Integrating Technology in Education 

Challenge:  

Integrating technology, particularly AI tools, into the classroom while addressing teachers' 

concerns about overreliance on technology. 

Approach:  

The school leadership provided professional development through the S4S blended course, 

which included webinars and face-to-face sessions. The course focused on the socio-cultural 

dimensions of technology integration, encouraging debates and feedback. Teachers were 

asked to complete tasks involving generative AI tools like ChatGPT and Microsoft Co-pilot 

and integrating them into the AI tool GAMMA. 

Results:  

Teachers appreciated the course's practical applicability and engaging teaching style. The 

debates on AI in classrooms were particularly valued. However, there was a desire for more 

practical activities and real-world examples. The course successfully increased teachers' 

confidence in using AI tools, leading to more innovative teaching practices. 

Lessons Learned:  

Effective professional development should balance theoretical knowledge with practical 

applications. Providing opportunities for debate and feedback can help address concerns 

and foster a positive attitude towards technological integration. 
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Case study #2 

Supporting Teachers with Personal Challenges 

Challenge:  

Supporting teachers who face personal challenges, such as health issues or being single 

parents, which impact their ability to engage in professional development. 

Approach:  

The S4S course was adapted to accommodate teachers' time constraints and heavy 

workloads. Communication was primarily conducted via email, allowing teachers to 

participate at their own pace. The course included flexible task submission deadlines and 

provided additional support for those facing personal challenges. 

Results: 

Teachers appreciated the flexibility and support provided by the course. The ability to 

participate remotely and at their own pace helped them balance their professional 

development with personal responsibilities. This approach led to increased participation and 

engagement in the course. 

Lessons Learned:  

Flexibility and understanding of personal challenges are crucial in professional development 

programs. Providing remote participation options and flexible deadlines can help 

accommodate teachers' diverse needs. 

 

 

 

 

 

 

 

 

 

 

 

 



 

78 
 

Funded by the European Union. Views and opinions expressed are however those of the author(s) 

only and do not necessarily reflect those of the European Union or the European Education and 

Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held 

responsible for them. 

 

Case study #3 

Enhancing Leadership Skills 

 

Challenge:  

Developing leadership skills among secondary education teachers to improve their 

effectiveness in managing classrooms and integrating new technologies. 

Approach: 

 The S4S blended course included modules on leadership education, focusing on the use of 

new technologies. The course was delivered through a combination of face-to-face sessions 

and webinars, with tasks designed to develop leadership skills using AI tools. 

Results:  

The course was highly rated by participants, with 100% finding the leadership training useful 

and 94% supporting the use of new technologies for developing leadership skills. Teachers 

reported improved clarity, relevance, and practical applicability of the training content. 

Lessons Learned:  

Leadership training programs should incorporate new technologies and provide practical, 

hands-on activities. Continuous feedback and evaluation are essential to ensure the training 

meets participants' needs and expectations. 

These case studies illustrate the diverse challenges and successful strategies implemented 

during the piloting phase of the S4S blended course in Spain. They highlight the importance 

of flexibility, practical applications, and continuous support in professional development 

programs. 
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Conclusion  

The case studies from Bulgaria, Sweden, Poland, Italy, Romania, Greece, and Spain highlight 

diverse challenges and innovative leadership approaches in education management, student 

engagement, teacher well-being, and digital transformation. While each country operates 

within its unique educational, cultural, and policy framework, common themes emerge that 

demonstrate effective school leadership strategies that can be adapted and shared across 

different contexts. 

 

1. Common Themes and Case Studies  

Despite differences in school environments, several key strategies have proven effective 

across multiple countries: 

A. Leadership Innovation Drives Educational Success 

✓ Distributed leadership models enhance school culture by engaging teachers in 

decision-making and fostering shared responsibility. (e.g., Bulgaria, Greece, Spain) 

✓ Student mentorship programs have successfully reduced dropout rates and improved 

engagement. (e.g., Sweden, Italy, Poland) 

✓  Restorative justice and conflict resolution strategies improve school climates and 

reduce disciplinary issues. (e.g., Sweden, Italy, Bulgaria) 

✓ Collaborative leadership development programs empower teachers to take on 

leadership roles, boosting confidence and school cohesion. (e.g., Greece, Spain) 

B. Inclusion and Personalized Learning Support Are Essential 

✓ Targeted support for students with learning difficulties (e.g., ADHD, dyslexia) 

improves academic performance and well-being. (e.g., Romania, Italy, Sweden) 

✓ Peer mentoring and active learning strategies strengthen student relationships and 

engagement. (e.g., Bulgaria, Sweden, Italy) 

✓ Culturally responsive education helps integrate refugee and immigrant students. 

(e.g., Bulgaria, Sweden, Spain) 

✓ Personalized Learning Plans (PLPs) ensure that students with different needs receive 

tailored support. (e.g., Romania, Poland, Italy) 

C. School-Community Partnerships Strengthen Learning Outcomes 

✓ Collaborating with businesses and local industries improves career readiness and 

student motivation. (e.g., Italy, Spain, Sweden) 

✓ University partnerships enhance teacher training and support student learning. (e.g., 

Romania, Bulgaria, Italy) 

✓ Cross-border initiatives and Erasmus+ projects enrich teacher skills and promote 

educational exchange. (e.g., Bulgaria, Greece, Poland) 
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D. Conflict Resolution and Teacher Well-being Impact School Performance 

✓ Conflict resolution training for teachers reduces classroom disruptions and improves 

relationships. (e.g., Sweden, Greece, Bulgaria) 

✓  Shared leadership and teacher collaboration models create more supportive work 

environments and reduce burnout. (e.g., Italy, Greece, Spain) 

✓ Teacher well-being programs, including stress management and mental health 

support, directly impact educational quality. (e.g., Poland, Romania, Spain) 

E. Digital Transformation Enhances Learning and Teaching 

✓ Technology integration in classrooms improves student engagement and prepares 

students for the future. (e.g., Spain, Romania, Bulgaria) 

✓ Blended learning models (hybrid education, online platforms) provide flexibility and 

accessibility, especially in rural schools. (e.g., Sweden, Poland, Romania) 

✓ Teacher training in digital tools ensures effective adoption of EdTech solutions. (e.g., 

Bulgaria, Spain, Sweden)  

 

2. Key Differences Across Countries 

Despite these common themes, there are notable differences in how schools approach 

leadership, inclusion, and digital learning, often influenced by national policies, cultural 

contexts, and economic factors. 

Category 
Western Europe (Sweden, Spain, 

Italy) 

Eastern & Central Europe (Bulgaria, 

Romania, Poland, Greece) 

Leadership 

Structure 

More decentralized, collaborative 

leadership (e.g., student councils, 

shared governance). 

More traditional, hierarchical 

leadership but transitioning to 

shared models. 

Inclusion Policies 

Stronger policies for refugee 

integration, special education 

inclusion, and peer mentoring. 

Growing focus on inclusion, but 

more limited resources for refugee 

and special education support. 

Digital 

Transformation 

Higher levels of EdTech 

integration and AI-assisted 

learning (e.g., Spain, Sweden). 

Rapid digitalization but still 

overcoming infrastructure and 

teacher training gaps (e.g., 

Romania, Bulgaria, Poland). 

Teacher Well-

being 

Strong focus on work-life balance, 

mental health support, and 

flexible working conditions. 

Increasing awareness of well-being 

but more institutional stress due to 

rigid structures and workloads. 
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Category 
Western Europe (Sweden, Spain, 

Italy) 

Eastern & Central Europe (Bulgaria, 

Romania, Poland, Greece) 

Vocational & 

Career Readiness 

Closer school-industry 

partnerships, high student 

engagement in internships and 

apprenticeships. 

Vocational education is growing, 

but some regions still struggle to 

connect students with industry 

needs. 

 

3. What Each Country Can Learn from the Others 

Each country offers valuable lessons that could benefit others in education leadership and 

management: 

✓ From Sweden & Spain: 

 

Empowered &Ethnical Digital Leadership 

• Decentralized leadership models empower teachers and students. 
• AI and digital transformation should be integrated into education gradually, with 

teacher training and ethical debates. 

“Teachers feel more ownership when they help shape the path.” – Spanish Principal 

✓ From Bulgaria & Romania: 

 

Inclusion & Grassroots Innovation 

• Refugee and immigrant inclusion strategies (e.g., bilingual resources, trauma-
informed teaching) should be widely adopted. 

• Grassroots innovation and local adaptation can drive educational change even in 
resource-limited settings. 

“Launch mini-grants for teacher-led solutions.” 

✓ From Italy & Poland: 

Bridging Schools and Workplaces 

• Career mentorship and business collaborations bridge the gap between education 
and employment. 

• Teacher well-being programs should be expanded, including more flexible schedules 
and mental health resources. 

“Career planning is leadership in action.” 
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✓ From Greece: 

Leadership as Culture, Not Title 

• Leadership development programs for teachers increase retention, boost morale, 
and improve school culture. 

• Collaborative decision-making and peer coaching encourage teachers to take 
initiative in school management. 

“When teachers feel heard, they lead more naturally.” 

4. Common Outcomes from Case Studies 
Case studies highlight key outcomes such as improved engagement, reduced burnout, and 

enhanced school climate. These findings validate the importance of leadership and support 

systems. 

This stacked bar chart summarizes how five countries support school leadership across four 

dimensions. Sweden and Spain demonstrate stronger and more consistent support, while 

Romania and Bulgaria show mixed levels. 

 

5. Recommendations for Future Implementation 

Based on the findings, the following recommendations can enhance leadership 

effectiveness, student inclusion, teacher engagement, and digital transformation in schools: 

A. Strengthen Leadership Development and Collaboration 
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✓ Implement mandatory leadership training for school administrators and department 

heads. 

✓ Encourage mentorship programs for new teachers, ensuring strong leadership 

support from experienced staff. 

✓ Expand participatory decision-making, allowing students and teachers to have a 

voice in school policies. 

B. Enhance Inclusion and Personalized Learning Initiatives 

✓ Develop Personalized Learning Plans (PLPs) for students with learning difficulties. 

✓  Provide teacher training on differentiated instruction (e.g., Universal Design for 

Learning - UDL). 

✓ Increase psychological and emotional support services within schools. 

C. Strengthen School-Community Collaboration 

o Develop long-term partnerships with businesses, universities, and NGOs to provide: 

✓ Internships 
✓ Industry mentorship programs 
✓ Career-focused curricula 

o Create regional school networks that share best practices and collaborate on student 
work-based learning. 

D. Improve Conflict Resolution and Staff Collaboration 

✓ Introduce regular staff reflection meetings and feedback mechanisms to improve 

teamwork. 

✓ Offer mediation training for teachers to handle student behavioral issues effectively. 

✓ Implement teacher leadership initiatives, empowering educators to take active roles 

in decision-making. 

E. Prioritize Teacher Well-being and Work-Life Balance 

o Introduce teacher well-being programs, including: 

• Stress management training 
• Peer-support groups 
• Mental health resources 

  

o Reduce administrative workload for teachers by streamlining bureaucratic processes. 
o  Offer professional development pathways to prevent burnout and enhance job 

satisfaction. 
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6. Closedown: Towards a Stronger and More Inclusive Education System 

The case studies emphasize that effective school leadership is the foundation of positive 

educational outcomes. Schools that embrace innovation, inclusion, collaboration, and well-

being initiatives create better learning environments for both students and staff. 

By implementing shared leadership models, digital learning advancements, inclusive 

teaching strategies, and well-being programs, schools across Europe can develop 

sustainable, student-centered, and future-ready education systems that prepare students 

for academic, personal, and professional success. 

 Next Steps: Countries should exchange best practices, adapt successful strategies to local 

contexts, and invest in continuous leadership development to ensure education remains 

adaptive, inclusive, and forward-thinking. 
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CHAPTER 3:  

Good Practices in School Leadership: A Cross-Country 

Analysis 
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This chapter highlights key leadership strategies implemented across multiple countries to 

address challenges in education. By categorizing these strategies based on thematic areas, 

we can identify both common trends and country-specific solutions that have proven 

successful. The insights from this analysis provide valuable recommendations for improving 

school leadership, fostering inclusive learning environments, and enhancing student and 

teacher well-being.  

 

1. Communication Strategies 

Effective communication is at the heart of strong school leadership. Schools that 

implemented structured communication channels reported improved collaboration, higher 

staff engagement, and a more transparent decision-making process. 

Common Approaches: 

• Regular email updates and online meetings ensured that teachers and staff were 
consistently informed of school policies, changes, and important announcements. 

• Transparent decision-making processes, where leadership explained the reasoning 
behind new policies and initiatives, fostered trust among staff. 

• Digital platforms such as Webex, Microsoft Teams, and Google Classroom were 
widely adopted to facilitate seamless interaction between teachers, students, and 
parents. 

• Anonymous feedback mechanisms allowed teachers to voice concerns, ensuring that 
their opinions were valued in decision-making. 

Country-Specific Highlights: 

• Sweden & Poland: Schools held regular virtual staff meetings to improve 
coordination and engagement. 

• Italy & Spain: Strong focus on using digital communication tools to keep both 
educators and students informed. 

• Greece: Promoted a culture of open dialogue and collective decision-making among 
school leadership teams. 

Key Insight: 

Clear and frequent communication between school leadership, teachers, students, and 

parents strengthens trust and collaboration, ultimately leading to a more effective and 

inclusive educational environment. 
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2. Professional Development 

Ongoing professional development equips educators with the skills and knowledge 

necessary to adapt to changing educational needs. Schools that prioritized continuous 

learning for teachers saw an increase in instructional quality and staff morale. 

Common Approaches: 

• Schools provided upskilling workshops on digital competence, hybrid learning, and 
inclusive teaching strategies. 

• Peer mentoring programs enabled experienced teachers to support and guide their 
colleagues, fostering a collaborative learning culture. 

• Stress management training was introduced as part of professional development to 
help teachers cope with job-related challenges. 

Country-Specific Highlights: 

• Romania: Strong emphasis on digital literacy training for teachers, equipping them 
with tools such as Google Classroom and Kahoot. 

• Poland: Implemented online workshops focused on stress management and 
innovative teaching methodologies. 

• Bulgaria & Sweden: Schools encouraged participation in international training 
programs and exchange initiatives to broaden educators’ perspectives. 

Key Insight: 

When school leadership actively invests in teacher development, it leads to improved 

instructional quality, increased job satisfaction, and enhanced student engagement. 

 

3. Student Engagement 

Engaged students are more likely to succeed academically and socially. Schools that 

implemented innovative student engagement strategies observed significant improvements 

in participation and academic performance. 

Common Approaches: 

• Peer tutoring programs paired advanced students with those who needed extra 
support, fostering collaboration and mutual learning. 

• Gamified learning techniques, such as interactive quizzes and digital challenges, were 
integrated into the curriculum to make learning more enjoyable. 

• Schools regularly collected student feedback to assess the effectiveness of teaching 
methods and make necessary adjustments. 

Country-Specific Highlights: 
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• Sweden: Peer-learning strategies played a crucial role in helping non-native Swedish 
speakers improve their language proficiency. 

• Italy: Mentorship programs were introduced where teachers provided individualized 
academic and emotional support to students. 

• Bulgaria: Digital ambassadors—students trained to assist their peers with e-learning 
tools—helped bridge the technology gap. 

Key Insight: 

Encouraging student participation through peer support, gamified learning, and mentorship 

initiatives leads to higher engagement, better learning outcomes, and a stronger sense of 

community. 

 

4. School Culture and Well-being 

A positive school culture supports both student and teacher success. Leadership that 

prioritizes well-being initiatives fosters a healthier, more motivated learning environment. 

Common Approaches: 

• Schools introduced mindfulness programs and well-being workshops for teachers and 
students to reduce stress. 

• Leadership encouraged collaborative decision-making, ensuring teachers had a voice 
in shaping school policies. 

• Community-building activities, such as student clubs, cultural events, and social 
gatherings, were implemented to strengthen relationships within the school. 

Country-Specific Highlights: 

• Greece: Focused on empowering teachers through shared leadership models. 
• Romania: Developed social networking groups for teachers to exchange ideas and 

provide mutual support. 
• Spain: Schools implemented well-being check-ins and provided flexibility in teacher 

workloads to prevent burnout. 

Key Insight: 

When school leadership actively nurtures a supportive and collaborative culture, both 

teachers and students benefit from a more engaging and productive educational experience. 

 

5. Leadership Feedback and Collaboration 

Empowering teachers and students to participate in decision-making enhances school 

leadership effectiveness and strengthens institutional trust. 
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Common Approaches: 

• Schools implemented regular teacher feedback mechanisms through structured 
surveys and open discussions. 

• Leadership teams actively sought teacher input in developing school policies and 
improvement plans. 

• Cross-departmental collaboration teams were formed to align teaching strategies 
and share best practices. 

Country-Specific Highlights: 

• Poland: Leadership engaged teachers in decision-making processes to improve 
transparency and efficiency. 

• Sweden & Bulgaria: Schools introduced structured teacher councils to ensure all staff 
members had a say in school governance. 

• Italy: Teacher-driven innovation was encouraged, allowing educators to propose and 
lead school-wide initiatives. 

Key Insight: 

Encouraging participatory leadership fosters a more engaged workforce, enhances 

institutional innovation, and improves overall school performance. 

 

6. Resource Management 

Efficient resource allocation helps schools overcome challenges such as budget constraints, 

technology gaps, and staff shortages. 

Common Approaches: 

• Schools implemented digital learning solutions to optimize educational resources. 
• AI-assisted tools were introduced to personalize learning experiences for students. 
• Leadership sought partnerships with universities and local organizations to expand 

resource availability. 

Country-Specific Highlights: 

• Italy & Spain: Leading efforts in integrating AI tools to enhance education. 
• Romania: Secured grants to improve internet access in underserved areas. 
• Sweden: Adopted hybrid learning solutions to address teacher shortages in rural 

areas. 

Key Insight: 

Smart resource management ensures equitable access to quality education, even in schools 

facing financial or logistical challenges. 
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Final Insights and Cross-Country Lessons 

1. Shared Leadership Models Lead to Greater Success 
Schools that implemented participatory decision-making saw increased teacher 
engagement and motivation. 

2. Digital Literacy is Essential for Modern Education 
Countries with strong digital training programs reported improved teacher 
confidence and student performance. 

3. Mental Health and Well-being Initiatives Must be Prioritized 
Institutions that provided structured stress management programs experienced 
higher teacher retention and job satisfaction. 

4. Student Engagement is Key to Academic Success 
Schools that introduced peer mentoring, gamification, and alternative learning 
pathways saw noticeable improvements in student participation. 

5. Efficient Resource Management Bridges Educational Gaps 
Underfunded schools benefited significantly from strategic partnerships and 
technology-based solutions. 

By implementing these best practices, school leadership can foster inclusive, adaptive, and 

high-performing learning environments that prepare students and educators for long-term 

success.  
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Recommendations for Strengthening School Leadership and Educational 

Outcomes 

The S4S comparative report highlights several key areas for improvement in school 

leadership, teacher well-being, student engagement, and school-community collaboration. 

Based on the findings, the following recommendations provide actionable steps to enhance 

education systems across Europe. These recommendations focus on five main areas: 

leadership development, inclusive education, school-community collaboration, conflict 

resolution and teacher engagement, and well-being. 

 

1. Strengthening Leadership Development 

Effective leadership is a key driver of student success, teacher satisfaction, and school 

improvement. Schools need strong, adaptable leaders who can navigate complex challenges, 

drive innovation, and foster inclusive learning environments. To develop and empower 

school leaders, the following strategies should be implemented: 

• Establish mandatory leadership training programs for school principals, 
administrators, and department heads. These programs should include conflict 
resolution skills, data-driven decision-making, emotional intelligence, and crisis 
management. 

• Develop mentorship and coaching programs for new and aspiring school leaders, 
allowing them to learn from experienced educators and adopt best practices in 
leadership. 

• Encourage international leadership exchanges and Erasmus+ mobility programs, 
providing school leaders with opportunities to learn from other educational systems 
and innovative leadership models. 

• Support distributed leadership models where leadership responsibilities are shared 
among teachers and administrative staff, fostering collaboration and stronger 
decision-making processes. 

By investing in leadership training, schools will develop more proactive, skilled, and visionary 

leaders who can enhance both student and teacher performance. 

 

2. Expanding Inclusive Education and Student Support 

Inclusive education ensures that all students, regardless of background, learning ability, or 

socioeconomic status, receive equal opportunities to succeed. Schools must adopt more 

personalized approaches to education, strengthen mental health support, and improve 

integration strategies for diverse learners. 
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• Implement Personalized Learning Plans (PLPs) for students with learning disabilities, 
language barriers, and socio-emotional challenges to ensure they receive tailored 
support. 

• Provide specialized training for teachers on Universal Design for Learning (UDL) and 
differentiated instruction techniques, equipping educators with the skills to address 
diverse learning needs. 

• Strengthen refugee and migrant student integration programs by offering language 
acquisition courses, peer mentorship initiatives, and trauma-informed teaching 
strategies. 

• Increase access to school psychologists, social workers, and mental health 
counselors, providing structured emotional support for students struggling with 
stress, trauma, or learning barriers. 

• Develop early intervention systems to identify students at risk of dropping out and 
provide necessary academic and emotional support. 

By prioritizing inclusivity, schools can create a more supportive and effective learning 

environment for all students, ensuring that no one is left behind. 

 

3. Strengthening School-Community Collaboration 

Schools do not exist in isolation. Strong partnerships with parents, businesses, universities, 

and NGOs significantly improve student engagement, career readiness, and school culture. 

By expanding school-community collaborations, schools can better prepare students for the 

workforce and real-world challenges. 

• Develop long-term partnerships with local businesses, universities, and NGOs to 
provide internships, apprenticeships, mentorship programs, and career guidance 
workshops. 

• Introduce entrepreneurship and financial literacy programs into the school 
curriculum to equip students with practical life skills. 

• Create structured parental engagement initiatives, such as multilingual 
communication tools, parent advisory councils, and regular family-school workshops 
to strengthen the connection between home and school. 

• Encourage community service and volunteering programs, giving students 
opportunities to engage in meaningful social impact projects. 

Schools that foster community partnerships help students develop critical career skills, build 

confidence, and gain real-world experience, preparing them for a successful future. 

 

4. Enhancing Conflict Resolution and Teacher Collaboration 

Effective leadership is not just about decision-making; it also involves creating a culture of 

trust, communication, and conflict resolution. Schools need structured processes to handle 

conflicts, engage teachers in decision-making, and ensure a positive school climate. 
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• Implement restorative justice practices to shift from punitive discipline to a dialogue-
based approach to conflict resolution. 

• Train teachers and students in conflict mediation, equipping them with the skills to 
handle disputes peacefully and constructively. 

• Create student-led conflict resolution teams, empowering students to take an active 
role in shaping school culture and resolving issues. 

• Establish collaborative teacher decision-making bodies, such as teacher councils and 
peer-learning communities, to involve teachers in school governance and policy-
making. 

• Encourage interdisciplinary collaboration, where teachers from different subjects co-
develop lessons and student projects, fostering teamwork and innovation. 

By promoting collaboration and conflict resolution, schools will build a more positive, 

engaged, and supportive learning environment for both students and staff. 

 

5. Prioritizing Teacher Well-Being and Work-Life Balance  

Teacher well-being directly impacts classroom engagement, student success, and school 

retention rates. Schools that invest in teacher mental health, workload management, and 

professional development create a more motivated and committed teaching workforce. 

• Introduce structured well-being programs, including mindfulness and resilience 
training, stress management workshops, and access to counseling services. 

• Reduce administrative burdens on teachers by streamlining bureaucratic processes, 
digitizing reporting systems, and reallocating non-teaching responsibilities. 

• Create peer-support networks where teachers can share experiences, discuss 
challenges, and seek emotional support. 

• Develop career development pathways, providing teachers with opportunities for 
leadership roles, professional development, and subject specialization. 

• Encourage work-life balance policies, such as flexible schedules, reduced workloads 
for senior teachers, and sabbatical programs to prevent burnout.  

When teachers feel valued, supported, and empowered, they are more effective in the 

classroom, creating a more engaging and successful learning experience for students. 
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The Future of School Leadership in Europe 

The S4S report findings reinforce the importance of effective leadership, collaboration, and 

well-being initiatives in creating resilient, inclusive, and innovative schools. Implementing 

these recommendations will help school leaders: 

• Empower teachers as key decision-makers in shaping school policies and innovation. 

• Strengthen student support systems to improve learning outcomes. 

• Bridge the gap between education and the job market by expanding real-world 

learning experiences. 

• Foster a culture of well-being that supports both students and staff. 

• Leverage digital advancements to enhance education accessibility and quality. 

Moving Forward: A Call to Action 

To truly transform school leadership and student experiences, education policymakers, 

school administrators, and teachers must work together to implement these 

recommendations at both national and local levels. Schools that invest in leadership 

development, inclusive education, teacher well-being, and collaborative school networks will 

become more adaptable, inclusive, and future-ready for generations to come. 

By embracing these proven strategies, schools across Europe can create stronger, more 

supportive learning environments—ensuring that students and teachers alike thrive in an 

ever-changing educational landscape. 

 

 

 

 

 

 

 

 

 

 



 

95 
 

Funded by the European Union. Views and opinions expressed are however those of the author(s) 

only and do not necessarily reflect those of the European Union or the European Education and 

Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held 

responsible for them. 

 

CONCLUSION  

The School 4 the Schools (S4S) project has provided deep, cross-national insight into the 
state of school leadership in Europe. Through the examination of case studies and national 
contexts from Poland, Sweden, Italy, Romania, Spain, Bulgaria, and Greece, the project has 
uncovered both shared challenges and effective strategies for strengthening educational 
leadership across diverse educational systems. Despite differences in governance models 
and socioeconomic conditions, a number of common trends and actionable practices have 
emerged, offering a robust foundation for policy and practice development in school 
leadership.  

A central finding of the project is the persistent struggle schools face in managing resources. 
Budget constraints, teacher shortages, and outdated infrastructure continue to affect school 
quality, particularly in rural areas and underfunded urban districts. Countries such as Poland, 
Romania, and Greece contend with chronic underfunding, while Sweden—despite higher 
education investment—experiences significant inequities due to a decentralized funding 
system. Bulgaria faces challenges related to aging school infrastructure and workforce 
instability, and Italy and Spain are managing high levels of teacher stress and attrition, often 
fueled by excessive workloads and administrative demands. 

As student populations become more diverse, inclusive education has emerged as both a 
necessity and a challenge. Integrating refugee and migrant students remains a priority in 
countries like Sweden, Italy, and Greece, where the need for language support and culturally 
responsive pedagogy is urgent. Roma students in Romania and Poland continue to face 
systemic exclusion rooted in poverty and discrimination. Across many countries, rising 
mental health concerns further strain school capacities, with a lack of psychologists and 
structured well-being programs reported in Bulgaria, Spain, and Italy. 

Leadership also plays a critical role in shaping school climate and enabling effective 
stakeholder engagement. While some countries have embraced restorative justice practices 
and distributed leadership models—such as Sweden and Spain—others, like Italy and 
Greece, still operate within more hierarchical, bureaucratic systems that limit staff 
autonomy and innovation. Romania and Bulgaria report weak school-community 
partnerships, underscoring the need to strengthen engagement with families and civil 
society actors. 

Despite these obstacles, the project has documented a variety of successful and transferable 
leadership practices. One key strategy is the promotion of shared decision-making. 
Empowering teachers and students to participate actively in governance—through teacher 
councils, student leadership initiatives, and participatory budgeting—has improved morale, 
enhanced collaboration, and strengthened institutional resilience. Notably, Bulgaria’s 32 SU, 
Italy, and Greece have seen positive results from distributed leadership structures, while 
Sweden’s student-led models have improved ownership and school engagement. 

Teacher well-being and retention have been at the forefront of several effective initiatives. 
Wellness programs in Sweden and Spain, including mindfulness training and flexible 
schedules, have supported teachers' mental health. Poland and Romania have introduced 
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mentorship programs for novice teachers, while Italy and Bulgaria have focused on reducing 
administrative burdens and providing stress management resources. 

Inclusivity in learning has also advanced through the implementation of Personalized 
Learning Plans (PLPs), peer mentoring, and trauma-informed practices. Italy and Romania 
have effectively tailored support for students with learning barriers, while Sweden, Greece, 
Bulgaria, and Spain have introduced models to integrate refugee students, including 
bilingual education and socio-emotional learning. 

In response to the digital transformation of education, schools in Romania and Poland have 
adopted a range of digital tools for blended and remote learning. Meanwhile, Sweden and 
Spain have pioneered AI-based teaching strategies to personalize learning, and Italy and 
Bulgaria have expanded teacher training in digital pedagogy to ensure effective 
implementation of EdTech. 

Another important area of innovation lies in school-community partnerships. Collaboration 
with businesses, NGOs, and universities has improved career readiness, offered mentorship 
opportunities, and strengthened student support systems. Sweden and Spain have built NGO 
partnerships for mentorship and career development, while Italy and Romania have linked 
with universities to expand training in inclusive education. Bulgaria and Greece have 
launched internship and apprenticeship programs that connect students to future 
employment pathways. 

Building on these findings, the project offers a clear set of policy recommendations. 
Leadership development should be mandatory for school administrators, with a focus on 
conflict resolution, data-informed planning, collaborative management, and communication. 
Mentorship programs should support new leaders to ensure continuity and growth. Inclusive 
education must be scaled through PLPs, Universal Design for Learning (UDL), and mental 
health services. Schools should be supported in forming long-term partnerships with 
businesses, NGOs, and universities to offer work-based learning and student support. 
Teacher collaboration can be enhanced through regular feedback sessions and mediation 
training, while leadership roles for teachers should be expanded. Finally, reducing 
administrative workload and providing mental health resources are essential to support 
teacher well-being and prevent burnout. 

The future of school leadership in Europe rests on empowering educators, strengthening 
partnerships, and creating flexible, inclusive, and resilient learning environments. Effective 
leadership is no longer defined solely by positional authority but by the ability to foster 
collaboration, drive innovation, and respond to the complex realities of modern schooling. 
Schools that prioritize distributed leadership, well-being, inclusion, and technology 
integration are better equipped to deliver equitable and high-quality education. 

By acting on the insights from the S4S project, European education systems have the 
opportunity to transform their schools into inclusive, dynamic, and future-oriented 
institutions. Such transformation requires sustained investment, systemic change, and a 
renewed commitment to supporting those who lead the learning communities of tomorrow. 
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The project findings and outputs were effectively disseminated locally, nationally and at the 
European level in dissemination and visibility events piloted in WP6. These events 
incorporated national Multiplier Events, press releases, online articles, newsletters and 
multiple updates on the project website and through social media platforms. Contributions 
have been developed for other important European platforms, namely the School Education 
Gateway and the EPALE site. Each Work Package produced its own outputs and deliverables. 
However, through the communication strategy used within the project, all intellectual 
outputs including those arising from WP5 were communicated to relevant practitioners, 
education providers, stakeholders and policy makers. There is a full account of dissemination 
in the WP6 dissemination report. 
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ANNEX 1  

Teacher-Oriented Summary of WP5: Recommendations and Opportunities for 
Improving Leadership in Schools 

This summary distills the key lessons of the WP5 “Online Collection of Good Practices” 
report into a format designed for everyday use by teachers, school teams, and practitioners. 
It focuses not on theory, but on what leadership looks like in action—and what any school 
can begin doing, regardless of size or location. 

1. School leadership is not a title. It’s a structure of relationships  

In the schools we found, leadership was most effective when it was not vested in only high-
level positions. Effective school leadership was distributed among the staff. Some teachers 
were responsible for succession planning; some led project teams; and all teachers were 
engaged in making decisions about the direction of the school. This was a positive change in 
the climate in schools: collaboration improved, teacher burnout reduced, and innovation 
became evident. 

2. Leadership starts in the classroom, not the meeting room 

Teachers lead their peers and staff in countless ways every day, from resolving peer conflicts 
or trying a new teaching approach to mentoring colleagues. Often the only missing part is 
acknowledgement. When schools create formal recognition for initiatives that are teacher-
led, it really enhances the sense of ownership and professionalism. In Poland, for example, 
career mentorship programmes were often led by regular teachers (not school leaders) who 
were connecting students in schools to real world skills and partners in the community. 

3. Inclusion is not a separate policy—it’s a leadership habit 

Romania and Bulgaria have shown to have better integrated refugee and migrant students 
when the leadership was supported by teacher feedback and needs on the ground. The 
schools were flexible (not set practices) creatively using the resources they had: bilingual 
resources, cultural mediators and trauma-informed approaches. These were not expensive 
or policy-driven, but for the students, made them feel visible and included. 

4. The future of leadership includes digital confidence, not just digital tools 

In Sweden and Spain, school leaders recognized that digital transformation was as much a 
matter of leadership as it was of technology. What mattered was not the tools, but the 
conversation: are we teaching responsibly, are staff confident in using that which we have 
made available, and are ethical questions in relation to AI and digital surveillance being 
raised amongst our team? 

5. Trust is the cornerstone of every leadership improvement we observed 
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The most consistent takeaway across countries was this: When teachers felt trusted, they 
led. When they were micromanaged or denied a seat at the table for strategic decisions, it 
quickly resulted in a decline in initiative. In Greece's instance, peer coaching systems and 
leadership development programmes provided a tangible shift in morale and team 
dynamics. 

How Schools Might Use This Summary 

This summary is not simply a feedback tool - it is an impetus for discussing a variety of ideas. 
You can engage with this in three ways: 

• Use it as a staff development tool: Share it at a school-based meeting or workshop 
and talk about which ideas may be most relevant and actionable. 

• Use it as a self-assessment tool: Consider how leadership is currently being 
distributed throughout your school, as well as where trust, inclusion, or recognition 
are present or could use improvement. 

• Use it as a springboard for innovation: Select one idea and make it a project of action, 
even a small one - peer coaching, student voice forums, or mentoring schemes. 

Recommendations and Opportunities to Improve Leadership in Schools 

1. Recognize teacher leadership as an intentional resource or lever 

School leaders should actively seek out teachers who are willing to step forward whether it 

is through the leading of a project or initiative, mentoring a colleague, or trying something 

newer or different. This does not need to be proclaimed or make any grand statement, it 

could simply be on a wall with the title of "teacher led initiative" or allow teachers to sit on 

school leadership teams. 

2. Structure peer coaching and mentoring 

You can help to build Cornwall teacher trust and collaborative forms of professionalism, and 

benefit the early-career teachers, through formalized peer mentoring across subjects and 

experience. You can see that collaborative peer work among teachers is a powerful way to 

deepen collegiality and commitment to a school. Greece, and Poland are excellent examples 

of how this improves teacher morale, and reduces turnover rates. 

3. Think about inclusion as a measure of leadership 

Assess if school policies, culture, and curriculum consider and meet the needs of students 

from diverse contexts, such as migrant and minority learners, and students experiencing 

psychosocial difficulties. Be an inclusive leader featuring inclusive communication, a flexible 

classroom, and cultural responsiveness. 

4. Develop digital leadership capacity, not just ICT capability 

Leadership, now, must consider the capability to lead transformation by digital. Leadership 

needs to create a space to ethically debate what it means for educators to give space to 

artificial intelligence (AI), provide opportunities for professional development on digital 
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pedagogy for subject specialists, and to consider the inclusion of teachers in tech decision 

making. 

5. Provide time and space for teacher innovation 

Leadership fails not because the ideas are lacking - it fails because there is not a design for 

time. Schools can find time in the calendar for teachers to share ideas, to share ideas to try, 

and to share ideas to improve, and check if the small actions multiplied to a cultural shift to 

be trialed, implemented and shared. 

6. Develop stronger partnerships between schools and non-school-sector partners 

Schools that form partnerships on their own terms with local partners, such as businesses, 

non-governmental agencies (NGOs) or universities, offering new opportunities for students. 

The partnerships also provide teachers with alternative models of leadership to think about. 

There are strong exemplars in Italy and Sweden. 

7. Make teacher well-being a core responsibility of leadership 

Leadership has a responsibility to engage with and monitor workload, emotional stressors, 

and job satisfaction. Flexible time for teachers, arrangements for their mental health, and 

time to discuss and agree about the important stressor points are not frivolous – they are 

core leadership responsibilities.  


