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A school with a future and
a project that endures

moderated by Enric Vidal

CHALLENGES OF SUSTAINABLE LEADERSHIP

our preeminent voices
convened to untangle the
complexities of cultivating
genuinely sustainable
educational leadership during the
Congress's second international
panel, moderated by Enric Vidal.
The panel brought together
Andy Hargreaves, who co-
conceptualized the framework
of professional capital alongside
Michael Fullan; Maria Rosa
Buxarrais, an expert in ethics
and educational leadership at
the University of Barcelona;
Anna Cristina d'Addio, a pivotal
figure behind UNESCO’s GEM
(Global Education Monitoring)
Report; and Gloria Gratacds,
a specialist in leadership and
teacher development. The

overarching diagnosis was
unanimous: leadership is, first
and foremost, about engineering
the systemic conditions that allow
an educational project to endure
long after the leader's tenure.
Sustaining this ecosystem hinges
on robust professional capital—
comprising human, social, and
decisional dimensions—a shared
moral contract, and a profound
sense of community belonging.

What does it mean to lead people
in the educational environment?
Maria Rosa Buxarrais initiated the
dialogue by anchoring leadership
within the paradigm of capacity-
building and environmental design.
Leading individuals, she argued,
requires expanding opportunities
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and establishing the vital structures
that empower all community
stakeholders to co-construct the
overarching educational vision.
Steering a team toward a shared
objective demands an unyielding
foundation of core ethical values—
namely equity, care, and systemic
commitment. A non-negotiable
prerequisite for this is moral
legitimacy: the entire faculty must
clearly understand and align

with the leader’s value system

to preempt friction and cultivate
institutional trust.

Gloria Gratacds expanded

on this framework from an
operational standpoint, positing
that leading is fundamentally
rooted in an unwavering belief

in human potential. Within the



landscape of teacher leadership—
specifically referring to classroom
practitioners operating without
formal administrative titles—

trust serves as the cornerstone.
While contemporary educational
policies frequently enforce teacher
participation through top-down,
bureaucratic directives, schools
must pivot toward strategies
centered on cultivating supportive
conditions. Ultimately, it is front-line
educators who best comprehend
the immediate needs of students
and their families. Gratacds

introduced a critical nuance
regarding vocational dedication:
empirical research underscores
that teachers driven by high
altruistic motivation—those intent
on advancing social mobility

and equity—routinely exit the

Leading means creating the conditions for
everyone to share in the project. Without
moral legitimacy there is no trust

profession if they lack institutional
support from school leadership and
a collaborative school culture.
Anna Cristina d'Addio reframed the
challenge through a systemic lens,
characterizing human leadership
as a collective enterprise aimed

at a singular goal: elevating
educational quality. According to
the UNESCO GEM Report, highly
effective leadership rests upon
four pillars: articulating clear,
shared expectations; maintaining

a relentless focus on learning;
fostering deep collaboration
through distributed leadership
models; and championing the

continuous professional learning
of staff. Because an outstanding
educator does not automatically
translate into an effective leader,
professionalizing school leadership
through specialized, targeted
training is imperative.

Andy Hargreaves concluded the
opening segment by contextualizing
these imperatives within today's
hyper-complex educational
climates. Leadership, he noted,
must be exercised in a way

that allows individuals to find
moments of genuine joy in their
daily stewardship, particularly by
witnessing the positive growth they




cultivate in others. While systemic
friction and operational challenges
are inherent to the role, school
leadership must transcend being

a mere source of chronic stress; it
must empower leaders to approach
each day with a resilience and
positivity that actively inspires the
wider educational community.

Vocation, professional cycle, and
the moral contract

When prompted by the moderator
to address how leadership models
should adapt to the shifting lifecycles
and professional stages of faculty,
the panelists converged on a central
truth: the defining variable is not
chronological age, but vocational
alignment and institutional culture.

Attitude does not
depend on age: it
depends on vocation
and moral culture

Maria Rosa Buxarrais noted that
empirical research debunks the idea
that professional attitude correlates
strictly with age. Many novice
teachers enter the field bursting with
innovative pedagogy only to become
quickly demoralized if the institution
erects bureaucratic roadblocks,
whereas veteran educators
frequently sustain a profound,
lifelong vocational dedication. The
key, therefore, resides in vocation
and the ethical fabric of the school.
The moral contract forged upon
entering an educational team carries
deep ethical weight, fundamentally
reflecting each professional's intrinsic
definition of what it truly means to
educate. Gloria Gratacés added a
systemic dimension to this argument,
stating that for teacher leadership to
remain viable, it must be systemically
recognized, structurally supported,
and culturally valued. Schools host
highly experienced educators who
have thoroughly internalized the

Professional capital
rests on three pillars:
human, decisional,
and social. Rapid
turnover destroys
them

institutional heritage; the mandate
of modern leadership is to establish
mechanisms that allow these veteran
role models to seamlessly share their
expertise and shepherd incoming
generations into the educational
project. This represents a model

of mission-driven leadership that
aligns institutional milestones with
faculty aspirations, leveraging the rich
cognitive diversity of the entire team.

Professional capital: three
elements for leading with
consistency

The question on professional

capital gave Andy Hargreaves the
opportunity to unpack one of the
most influential concepts in his
theoretical corpus. This construct,
coined together with Michael Fullan,
emerged as a counterweight to
neoliberal policies that sought to
replace teachers with technological
solutions or to promote high
turnover among young, low-cost
teaching staff. In response to this
drift, professional capital holds that
teaching expertise is forged slowly,
through meaningful bonds and the
sediment of clinical judgement. It is
structured around three axes.
FIRST, HUMAN CAPITAL. For
school leadership, this entails
knowing how to be: self-confidence,
an unshakeable ethical framework,
courage and, above all, authenticity.
Masking one's own identity —
Hargreaves warned — erodes both
the individual and their professional
ecosystem.

SECOND, DECISIONAL CAPITAL.
The capacity to distil expertise and
pedagogical judgement over time.

This is, precisely, the dimension
that staff instability and contractual
precarity systematically erode.
THIRD, SOCIAL CAPITAL.

The certainty that the collective
always surpasses the sum

of individual contributions.
Hargreaves cautioned, however,
that collaborative culture must be
balanced and must never lead to
paralysis in the decision-making
inherent to the profession.

Building resilient
leadership requires
training, mentorship,
greater diversity, and 62

attention to positive 63
legacy "
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Forging resilience in scenarios of E;'
uncertainty =3

Addressing the blueprint for
building resilient leadership in
today's volatile landscape, Anna
Cristina d'Addio centered her
framework on four structural
imperatives. Navigating
contemporary systemic complexity
requires, first and foremost, robust
specialized training and institutional
support systems. School leaders
require structured mentoring and
rigorous preparation to master a
role that now extends far beyond
oversight of academic benchmarks;
it fundamentally encompasses
engineering safe, physically

and emotionally supportive
environments for the entire student
body. To this, d'Addio appended
two critical systemic needs:
aggressively addressing the lack

of demographic diversity within
school leadership to ensure that
administration accurately mirrors
the multicultural realities of modern
classrooms, and systematically
investigating how leaders construct
and sustain a positive, enduring
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institutional legacy—an area where
educational research still requires
profound development.

The non-negotiable pillars of a
good school

When asked to define the core
guarantees that every school must
secure, the panelists offered a
series of complementary, high-
impact standards.

The excellent school
is one where every
child returns home
feeling part of the
community and with
life lessons in their
backpack

Maria Rosa Buxarrais synthesized
three essential criteria: a school
must maintain deep alignment
with family values, secure a stable
and committed faculty, and
operate under a unified, rigorous
educational project.

Gloria Gratacds focused on
institutional integrity, demanding
absolute coherence between an
organization's stated philosophy
and its operational actions. Schools
must harbor an unyielding belief
in the potential of their students,

faculty, and families, actively
integrating them to address the
authentic learning needs of the
student body.

Andy Hargreaves proposed three
concrete operational metrics:
ensuring that students acquire
novel, actionable knowledge
every single day; deliberately
fostering deep social belonging
and peer friendships, particularly
across diverse demographics; and
guaranteeing an unconditionally
safe environment backed by clear,
proactive, and positive anti-bullying
frameworks.

Anna Cristina d'Addio delivered

a highly pragmatic criterion that
serves as an excellent benchmark
for policy design: every child must
return home each afternoon
carrying a profound sense of
institutional belonging and
possessing actionable knowledge
tailored for daily life.

Middle leadership and the
sustainability of teacher
commitment

El The panel's concluding inquiry
targeted the core of institutional
sustainability: how middle leadership
can drive enduring commitment,
and what structural conditions

are necessary to sustain faculty
engagement. Anna Cristina d'Addio
emphasized that cultivating capacity
is never the exclusive domain of

the executive cabinet; it belongs to
every single professional within the
building. Executive leaders must
intentionally empower and extend
trust to middle management and
staff, enabling every professional

to proactively confront systemic
challenges from their distinct
operational spheres.

Gloria Gratacds synthesized the
entire discourse with a powerful
mandate: to sustain high-level
teacher engagement, institutions
must provide professional learning
and support systems directly tied

to the authentic, real-time needs of
the school. Furthermore, leadership
must transparently articulate to all
stakeholders how their individual
contributions drive the collective
mission. When educators, students,
and families are genuinely valued
and assume collective accountability,
an authentic culture of institutional
belonging is born, cementing an
enduring, sustainable commitment to
the educational vision.

When everyone

is included and
everyone takes on
their responsibility, a
sense of belonging is
born






