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PATHWAYS TO SCHOOL SUCCESS:
A SYSTEMIC APPROACH TO TEACHER WELLBEING

KEY MESSAGES

Teachers across Europe face growing pressures associated with their interactions with
students, parents and the demands of the school environment, including high
administrative workload, limited time for collaboration, insufficient support, and uneven
leadership capacity, which contribute to widespread stress and risk of burnout.
Strengthening teacher wellbeing therefore requires systemic action, including
administrative burden reduction, stronger school-level support structures, investment in
leadership and professional development, and the creation of collaborative school
cultures that sustain educators over time.

Teacher wellbeing is a prerequisite for high-quality teaching, staff retention and equitable
learning outcomes, and is increasingly recognised as a key condition for effective school
systems.

WHAT IS TEACHER WELLBEING?

Research on teacher wellbeing has evolved from a narrow focus on preventing stress and burnout to a broader,
multi-dimensional concept, exploring both negative factors that can undermine wellbeing (such as excessive
workload, strain and emotional exhaustion) and positive factors that strengthen it (such as job satisfaction,
supportive working conditions, motivation, confidence and a sense of purpose). This wider perspective
recognises that teacher wellbeing is shaped not only by individual resilience, but also by working conditions,
school culture and the broader education system.

A useful way to frame teacher wellbeing is to consider the balance between the demands teachers face and the
resources available to support them. While teaching involves significant pressures, such as classroom
management, administrative workload and emotional demands, wellbeing improves when educators have
access to supportive leadership, professional autonomy, collaboration with colleagues, and opportunities for
professional growth. Schools can strengthen wellbeing by fostering positive relationships, encouraging
teamwork, recognising achievements, and creating conditions that enable teachers to participate in decisions
affecting their work and feel engaged, valued and effective in their work.

WHY DOES TEACHER WELLBEING MATTER?

Among other key dimensions such as professional autonomy and participation in decisions at school and policy
level, teacher wellbeing is recognised as a cornerstone of educational success and is strongly linked to overall
school quality and the successful implementation of educational reforms. Studies show strong evidence linking
higher teacher wellbeing with improved teaching behaviours, student outcomes, and systemic benefits such as
healthier school environments. Teachers who report better wellbeing are more likely to employ effective
instructional strategies and demonstrate higher job satisfaction.

Research clearly indicates that teacher wellbeing and pupil wellbeing are inextricably linked and support each
other: teacher wellbeing can improve learner wellbeing, educational outcomes, and promote engagement. For
teachers to be effective in promoting wellbeing for the whole school community, they need to feel competent and
confident in doing so. Moreover, teacher wellbeing directly impacts teacher retention; and high stress levels not
only lead to attrition but also compromise the overall quality of education delivered to learners.
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WHAT IS TEACHER WELLBEING?

Data from the OECD’s latest Teaching and Learning International Survey (TALIS 2024) show that teaching remains
a demanding profession, with around one in five teachers reporting high levels of stress in their work across
participating education systems. While most teachers report overall good job satisfaction, issues linked to
workload pressures, classroom management and administrative demands continue to intersect with systemic
factors to create challenging work environments. Reviews indicate that teachers are faced with a series of primary

stressors:
PRIMARY STRESSORS FOR TEACHERS:
A BREAKDOWN OF SOURCES & RATIONALES
Percentages indicate the portion of teachers who consider each
element a significant stress factor
Excessive administrative work 53.2%. Time Marking and assessment pressures 48.6%,
. . . N E] Core instructional tasks become burdensome
spent on planning, admin and bureaucratic 9 X R R
. . . M [o] due to time constraints and cumulative
tasks takes precious time from teaching and IAATEY
—— workload demands.

engaging with students.

Despite the impact of stress on teacher

Changing requirements 45.6%. Keeping up with

retention and educational quality, policy § ¢ §

responses on teacher and student wellbeing
are fragmented and reactive, addressing \ /1%

problems only after they occur

constantly and quickly changing requirements
from authorities and educational reforms
increases teacher stress.

Maintaining classroom discipline  41.7%.
Disruptive classrooms can create very difficult

{ONAD)  |conditions for learning and the lack of
confidence in dealing with such disruptions can
further increase stress.

Relationships with parents and guardians
36.5% of teachers, reflecting the complex
demands of engaging with parental concerns
alongside teaching responsibilities.

HOW CAN TEACHER WELLBEING BE SUCCESSFULLY DEVELOPED?

Evidence suggests that effective approaches to teacher wellbeing tend to be systematic and comprehensive, going
beyond individual stress-management techniques to address school-level and systemic conditions. Research
consistently highlights the value of whole-school approaches that embed wellbeing into school culture and
organisational practices, rather than treating it as a stand-alone initiative. Measures are most effective when
combined with greater professional autonomy, stable career pathways and stronger recognition of the teaching
profession. Key teacher wellbeing enablers are presented below.

Workload reduction

High administrative workload is strongly associated with teacher stress and reduced job satisfaction. Policies and
school-level measures that reduce administrative burden, such as streamlined reporting procedures, digitalisation
of routine tasks, and the provision of additional support staff, are associated with improved working conditions and
can create more time for core teaching responsibilities.
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In practice: The government of the Netherlands has allocated €300 million to schools specifically for workload
reduction (as part of the Workload reduction initiative), primarily used to hire additional staff such as teaching
assistants, supervisors, and specialist teachers. Schools were given autonomy in utilising these funds, with some
investing in professional development initiatives shown to reduce perceived workload by better equipping teachers
for their roles. Streamlining administrative processes, including digitising routine tasks and simplifying reporting
requirements, further supports this objective.

Wellbeing support

Teacher wellbeing improves when education systems establish structured support mechanisms, including monitoring
tools and access to psychological and professional support services. Systematic wellbeing surveys and needs analyses
can help identify emerging risks and inform targeted interventions, while accessible support services contribute to
earlier response and prevention of burnout.

In practice: A comprehensive approach was adopted by Malta. The development of an Educator Wellbeing and Job
Satisfaction Survey and Training Needs Analysis Survey provides valuable data to inform policy. Practical support
includes dedicated webpages for educator wellbeing featuring confidential support resources, psychological
services, and targeted mental health interventions. Training programmes such as Malta’s HEARTS project (Healing
Education and Responsive Teaching) equip educators with trauma-informed practices, while the Benesseri
Programme focuses on wellbeing as a core competence for school leaders. Investing in support staff, including
psychologists, social workers, and administrative assistants, is key to provide necessary support and reduce teacher
workload.

Professional development and collaborative environments

Teacher wellbeing is closely linked to professional competence and confidence, particularly in areas such as classroom
management, inclusive teaching and coping strategies. Professional development is most effective when it is sustained
over time and supported by peer learning. Collaborative school cultures (where teachers plan together, exchange
practices and solve problems collectively) are consistently associated with lower stress levels and reduced
professional isolation. Findings from TALIS also suggest that teachers working in more collaborative environments
report lower stress.

In practice: Regional teacher support centres in Slovakia operate as knowledge hubs that provide mentorship,
structured professional development, and opportunities for peer exchange. These centres are designed to support
teachers continuously throughout their careers, rather than relying solely on one-off training. A key feature of the
model is the emphasis on communities of practice, where teachers share experiences, discuss challenges, and co-
develop solutions. By externalising problem-solving and fostering peer support, the centres help reduce professional
isolation and strengthen teachers’ sense of collective responsibility and professional confidence. The model
explicitly promotes collaboration as a core professional norm, which aligns with evidence linking collaborative
environments to lower stress levels among teachers.
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Leadership and school climate

School leadership plays a crucial role in shaping staff wellbeing through working culture, communication, and
organisational support. Supportive leadership is associated with stronger teacher engagement and lower stress,
particularly when leaders foster trust, shared responsibility and distributed leadership models. Leadership
development programmes that integrate wellbeing as a strategic priority can contribute to more sustainable school-
level change.

In practice: The 'Happy School Programme' in Portugal, a 24-hour online course targeting school principals,
exemplifies how to drive wellbeing initiatives at the leadership level. Implementing a distributed leadership model
creates opportunities for more flexible working relationships, multidisciplinary projects, and collaborations, while
ensuring wellbeing is embedded in everyday interactions between leaders and educators.

POLICY RECOMMENDATIONS TO ENHANCE TEACHER WELLBEING

To strengthen teacher wellbeing and sustain a resilient education workforce, education systems should
move beyond isolated stress-management initiatives and address the organisational and systemic
conditions that shape teachers’ daily working environments.

Key recommendations include:

I Reduce administrative workload and protect time for teaching and collaboration by
streamlining reporting requirements, digitising routine processes, and providing dedicated
resources for workload reduction, including additional support staff where needed.

I Establish systematic monitoring and support mechanisms by using regular teacher wellbeing
surveys and indicators to identify stressors early and to inform targeted responses, including
access to confidential counselling and psychological support.

I strengthen school leadership capacity for wellbeing by integrating staff wellbeing into
leadership development programmes, and supporting distributed leadership approaches that
foster trust, shared responsibility and positive school climate.

/ I Invest in continuous professional development linked to wellbeing and resilience, including

/ training on classroom management, inclusive teaching, and social and emotional competences,

/ alongside mentoring and peer-learning structures that reduce isolation and build professional
confidence.

3 Promote collaborative school cultures and professional networks by supporting professional

learning communities, peer mentoring and structured teacher collaboration, recognising that
collaborative environments are consistently associated with lower stress and stronger wellbeing.

I Address systemic conditions shaping teacher wellbeing by strengthening career pathways and
the recognition of the teaching profession, supporting professional autonomy, and ensuring good
working conditions for all teachers.
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RESOURCES

* eTwinning book: Building wellbeing at school showcases practical projects and activities that promote
wellbeing for both teachers and pupils

* Teacher wellbeing factsheet proposes practical tips for educators and school leaders to enhance teacher
wellbeing

* Wellbeing without overload - Integrating self-care in teaching practices is a webinar focusing on
practical approaches for teachers to integrate self-care into everyday teaching routines, helping manage
stress without adding extra workload.

* Stronger together: peer mentoring among teachers is a webinar exploring how peer mentoring can
support professional growth, collaboration and wellbeing in school settings.
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Luxembourg: Publications Office of the European Union.
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