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The first Peer Learning Activity of TeachProgress

On 11-12t, EFEE and ECNAIS co-organised the second Peer Learning Activity
(PLA) of the TeachProgress project in Helsinki, Finland, with the support of hosting
organisation AFIS -Finnish Association of Independent Schools-. Oodi Central
Library and Kulosaari Secondary School welcomed over 70 delegates from
different countries to explore and identify good practices in relation to teacher
career progression, both at system and school level, that could be applied in other
contexts to improve motivation and satisfaction in the teaching profession.
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Day 1: Identifying Good practices at system and school level.
Heewon Bae (OECD) opened the day with a keynote on “Insights from TALIS 2024:

Teacher career progression, motivation and satisfaction”. TALIS findings showed

that many teachers work in systems with limited advancement options, conditions that
contribute to growing shortages across Europe, especially in private schools, special-
needs education and ageing workforces. Yet, where available, mentoring, appraisal and
leadership roles tend to boost job satisfaction without increasing stress, though access

to such opportunities varies widely.

Building on these insights, Beatric¢é Leiputé (Visionary Analytics) presented preliminary
results from the TeachProgress research team. The survey results confirm that
teacher career progression frameworks across the EU are highly uneven, with significant
differences in vertical and horizontal pathways and no common system. Administrative
burdens remain a major obstacle, whereas recognition measures and simpler
procedures appear to support motivation. Overall, the study points to the need for
clearer, more flexible career structures, reduced bureaucracy and stronger cooperation

between teachers, employers and authorities to make the profession more attractive

and sustainable.

The programme continued with the panel
“Connecting teacher career frameworks and
professional development: from policy to

practice” featuring Kay Livingston (University of

Glasgow), Auli Toom (University of Helsinki) and
Michelle Attard Tonna (University of Malta). Professor
Livingston opened the conversation with insights from the European Commission’s

2021-2022 project “National Frameworks for School Education Careers”, outlining how

the European Commission encourages Member States to use its guide to design
adaptable career-progression frameworks and highlighting the challenges and
opportunities identified by ministries. The following roundtable included the national
perspectives of Finland and Malta, and stressed the need for flexible, diverse pathways
that allow teachers to grow without leaving the classroom. Panellists emphasised that
progression must reflect teachers’ real needs, supported by meaningful horizontal roles,

strong support structures and teacher-led professional learning. Evidence-based
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decision-making and greater teacher agency were seen as essential for boosting

motivation and retention.

After a short break, the focus shifted to system-level good practices through
presentations by Pavla Katzova (independent educational expert, CZ) and Isabelle
Janssens (Leerpunt, BE). Katzova highlighted that, despite a fragmented system, the
Czech Republic has introduced effective school-level measures: structured induction
programmes for new teachers, financial and methodological support, and a
strengthened mentoring system backed by legal recognition and compensation.
Janssens followed with key TALIS findings for Flanders, noting high administrative
burdens, low social appreciation, principal stress and rising dropout rates. In response,
Flanders is reducing administrative workload and enhancing the profession’s
attractiveness, including through a new three-level career framework—starting, mid

and expert—to offer clearer pathways and support teacher engagement and retention.

In the afternoon, attention turned to school-level practices promoting teacher
recognition and excellence. Peter Van Iseghem (Catholic Education Flanders, BE)
presented the “Learning to Lead Together” programme, showing how collaborative
school leadership can strengthen teaching quality and school culture through shared
learning, reflection and trust-building. Fernanda Torres (Institute of Technical
Education, PT) then showcased practices from a VET school in Lisbon aimed at boosting
motivation, retention and well-being. With a strong focus on belonging and professional
identity, the school supports younger teachers through mentoring, peer partnerships
and a shared vision. Continuous growth is encouraged via recognition initiatives,
emotional sustainability and tailored professional development, supported by
approaches such as “Leadership for Total Motivation,” which fosters play, purpose and
potential.
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practice session was followed by interactive group
work. At system level, participants highlighted stress-reduction measures, better work-
life balance, supportive leadership and stronger career frameworks as essential for
improving progression and motivation. At school level, groups identified effective
practices such as peer workshops, mentoring, team building, and involving parents and

students. Work-life balance initiatives and fair incentives also emerged as key to

improving teachers’ well-being.

Day 2: Teachers’ motivation and satisfaction in Finland: Kulosaari Secondary
School as an example of good practices.

—_— " _§—_—=8 The second day of the PLA began with a

warm welcome from Kulosaari

Secondary School by principal Lauri
Halla, who introduced the school’s
approach to sustaining teacher motivation
and satisfaction. He highlighted the high
level of teacher autonomy, strong staff cooperation and a distributed leadership
structure; practices that clearly illustrated the principles discussed on the previous
day. His presentation sparked strong interest, with participants asking humerous
questions about the school’s policies and daily practices.

The programme continued with a session on the Finnish education system
delivered by Marjo Vesalainen (Ministry of Education). She outlined Finland’s
highly decentralised structure, strong school autonomy and deep trust in teachers.
The attractiveness of the profession, supported by high qualification requirements,
significant professional autonomy and active teacher involvement in school-level

decision making, was presented as a key strength. Marjo also described the
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mentoring throughout a teacher’s career and the
multiple pathways available for progression, all contributing to Finland’s strong

educational outcomes.

After a short break, a panel moderated
by Silvia Pesini (EFEE) brought insights
from Kulosaari staff: Richard Cousins
(middle school principal), Erika Perttuli-
Borobio (visual arts teacher) and Saara

Kylmanen (Finnish teacher). They

explained that career progression in
Finland, and in Kulosaari specifically, blends intrinsic professional growth with
flexible horizontal and vertical pathways. These are enabled by high autonomy
and a collaborative culture where ideas are supported and teachers feel trusted
and valued. Trust, cooperation, support and everyday appreciation emerged as

the central cultural elements sustaining teacher motivation in the school.

The second Peer Learning Activity concluded with a guided tour of the school led
by students, offered in different languages to reflect the school’s strong learning

outcomes. The visit ended with a lunch hosted by the school.
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