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s CHAPTER 1

THE NEW EDUCATIONAL LANDSCAPE
— Al AND SCHOOL LEADERSHIP

Artificial intelligence is not the future. It is the present that
is already shaping our students’ future.

We are living through a historic turning point. Artificial intelligence (Al) is
rapidly transforming our societies, redefining what it means to learn, teach and
lead. This revolution is not taking place only in laboratories or the offices of
major technology companies. It is happening in classrooms, in homes and on
our students’ phones. It is part of everyday life for every one of us.

Al is already affecting every area of society. Here are some real examples:

- Healthcare: Al algorithms are helping to diagnose breast cancer more
accurately than human radiologists (MIT and MGH study, 2020).

- Justice: in Estonia, Al systems are used to resolve minor legal claims.
- Finance: banks use Al to assess credit risk and prevent fraud in real time.

- Marketing and consumer behaviour: tools such as GPT-4, DALL-E and
Claude are transforming content creation in organisations across every sector.

- Work: according to Goldman Sachs, Al is expected to affect 44% of current
administrative office tasks over the next ten years.
And, of course, it is having an impact on education.
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THE NEW EDUCATIONAL LANDSCAPE
— Al AND SCHOOL LEADERSHIP

What Do We Know About the Use of Al in Education?

Spain:

- Only 12% of teachers have received formal training in Al (Source:
Empantallados / CECE).

- 70% of teachers and 80% of students have already tried an Al-based tool
(GoStudent, 2024).

- 83% of families fear that Al could diminish the human dimension of education
(Educacién 3.0).

Latin America:

- Only 26.3% of teachers report using Al tools in the classroom (Inter-American
Development Bank, 2023).

- The region still faces a significant digital divide and a lack of institutional
support.

United States:
- 86% of students and 85% of teachers already use Al regularly (EdWeek,

2024).
- 42% of schools have introduced ethical guidelines for its use in school.

Brazil:
- The Lemann Foundation reports that more than 60% of private schools have
already launched Al pilot projects in hybrid or adaptive learning environments.

How Do Different Members of the School Community
Perceive It?

» School leaders: strong strategic interest, but a lack of practical guidance.
More than 50% consider Al an institutional priority (CECE, 2023).

» Teachers: many feel overwhelmed. 74% do not feel prepared to guide
students in the responsible use of Al.

« Students: most use Al as a study or writing assistant, but without
understanding its limitations or biases.

» Families: growing concern about the lack of clear information and
transparency from schools.
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THE NEW EDUCATIONAL LANDSCAPE
— Al AND SCHOOL LEADERSHIP

Students Are Already Using Al. The Question Is: Is Your
School Guiding Them?

Tools such as ChatGPT, Copilot, Grammarly, Perplexity and Canva Al are being
used by students (and teachers) to write, answer questions, create content and
even study. Yet they are often used without guidance, ethical frameworks or
adequate support.

Al has arrived before the rules. That creates a major opportunity, but also an
enormous responsibility.

Education in the Face of Change: Move Forward or Fall
Behind?

Many schools are beginning to integrate Al with positive results:

- Adaptive platforms that adjust the pace of learning.

- Al tutors such as Max, which provide personalised feedback to students under
teacher guidance.

- Reduced administrative workload for teachers (by up to 40%).

- Greater student motivation and improved writing skills.

Studies published by schools and groups such as CEU, Inspired and SEK show
that, with a clear strategy, institutional support and a pedagogical vision, Al can
be integrated with genuine and sustained impact. In these schools, teachers
report greater autonomy, students greater engagement and families a positive
perception of technological innovation.

There are also experiences and voices warning of the risks of failing to act
responsibly and with a clear vision. We share a real case, using a fictional
name, for you to consider.

Real testimony - ‘Closed Horizon School’: “A year ago, we decided to ban
Al in our school. Reality quickly overtook us. Teachers were using it
privately, students were using it too, and families were left without reliable
information. The result was inconsistency, mistrust and chaos. Al did not
disappear; only the conversation about it did. We now know that the
mistake was not Al itself, but our decision to silence the discussion.”
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THE NEW EDUCATIONAL LANDSCAPE
— Al AND SCHOOL LEADERSHIP

Stories like this show what happens when inaction is disguised as action: when
an issue is avoided instead of being managed with clarity, sound pedagogy and
leadership.

Al in education is neither a passing trend nor a technical threat. It is a strategic
educational leadership decision.

5 Major Trends in Al in Education

1. Personalisation of Learning. Al makes it possible to adapt content, pace and
depth of learning to each student. This goes beyond simply changing the order
of lessons: difficulty, feedback and types of activity can all be adjusted
dynamically.

* Practical example: Platforms such as Khan Academy (with GPT-4) already
provide personalised explanations. Max, the Al Tutor, adapts to each student’s
progress within the school curriculum, suggesting activities for reinforcement
or extension according to their profile. Teachers can set personalised sessions
and subsequently receive feedback on each student’s work.

2. Continuous Formative Assessment and Learning Analytics. Al can generate
real-time data on how a student learns, which concepts they have mastered,
where they encounter difficulties and how they progress. This enables informed
pedagogical decisions that go beyond traditional examinations.

* Practical example: Some schools already use dashboards showing progress
by competency, including alerts that make it possible to intervene before a
student falls behind. Blinklearning is integrating this approach through analytics
modules within the Puzzle ecosystem.

10
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THE NEW EDUCATIONAL LANDSCAPE
— Al AND SCHOOL LEADERSHIP

3. Teacher Support and Administrative Efficiency. Al does not replace teachers, but it
can free up valuable time. It can automate tasks such as marking multiple-choice
exercises, creating rubrics, generating reports and suggesting individual reinforcement
activities.

* Practical example: At Inspired Education, teachers’ administrative workload has been
reduced by 40% through the use of Al to assess work and prepare personalised lesson
plans. The time saved is reinvested in more meaningful, human-centred tutoring.
Blinklearning automates tasks such as marking multiple-choice exercises.

4. Digital Literacy and Critical Al Literacy. Using Al is not enough: we also need to
understand it. Educating students and teachers about its ethical use, its risks (bias,
misinformation and privacy) and its creative potential is part of a new form of digital
literacy.

* Practical example: Some schools have introduced tools that encourage students not
only to use Al, but also to reflect on how it works and how it affects them. Blinklearning
includes specific teacher training and diagnostic tools for students and teachers to
explore levels of understanding, attitudes, current practices and the development of
digital competence across its modules.

5. Governance, Ethics and Transparency. Al in education must be implemented with
clear policies on use, data protection, information and boundaries. This builds trust
among families, teachers and authorities. Innovation without governance creates risk.

* Practical example: Some schools have created internal digital ethics committees to
review the use of Al and approve which tools may be used in the classroom.
Blinklearning promotes the use of Al based on principles of transparency, human
oversight and regulatory compliance.

Schools that lead in these areas will hot simply keep pace with change: they will
help shape the future.

M
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THE NEW EDUCATIONAL LANDSCAPE
— Al AND SCHOOL LEADERSHIP

What If You Do Nothing?

Delaying the decision carries quiet but profound costs, as we saw in the case of
‘Closed Horizon School’ (remember, this is a fictional name used to protect the
school’s anonymity):
» Your students will use Al without training, reinforcing superficial or
automated use.
e Teachers will continue to feel overwhelmed, isolated and without clear
guidance.
o Families will question the school’s leadership and preparedness.
e Your school may lose relevance, influence and its ability to attract new
enrolments.

What Is at Stake Is More Than Technology.

It is your school’s ability to educate capable, critical, ethical and
creative citizens in the age of artificial intelligence.

What You Will Learn in This Guide

The principles that underpin the responsible integration of Al.

How to determine whether your school is ready.

Which Al innovation model is already working in other schools.

How to activate a practical plan in just 30 days.

How to communicate clearly and build trust with teachers and families.

12
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PRINCIPLES OF EDUCATIONAL
LEADERSHIP WITH Al

Al is not a threat. It is your opportunity to make a difference
and position your school at the forefront of education.

One of the biggest mistakes a school can make when considering artificial
intelligence is to assume that everything begins with a tool. In reality,
everything begins with a vision. Before choosing platforms, modules or
assistants, you need to be clear about the framework that will guide that
integration.

This chapter is designed especially for you as a school leader, whether you have
not yet begun using Al in your school or you are unsure how to approach it
effectively. Here you will find the 5 key principles every education leader
should consider in order to build a strong, ethical and pedagogically sound
foundation.

Liderar con propdsito La IA debe estar al servicio de un
pedagdgico objetivo educativo real

Gobernar con ética y control  Proteger datos, mantener el juicio
humano docente, evitar automatismos
Comunicar con claridad y Generar confianza en profesorado,
coherencia familias y alumnos

Implementar de forma Comenzar con pasos pequefios,
progresiva visibles y seguros

Acompaniar con formaciény  Capacitar al claustro, designar
equipo referentes, construir cultura
14
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PRINCIPLES OF EDUCATIONAL
LEADERSHIP WITH Al

1. Lead with Pedagogical Purpose

Artificial intelligence can improve many aspects of school management and
learning, but if it is not linked to a clear pedagogical purpose, its impact will be
superficial. As a school leader, your first responsibility is not to ask “which Al
can | use?”, but “what problem do | want to solve?” or “which educational
opportunity do | want to strengthen?”.

Questions to guide you:

- What recurring pedagogical challenges does my school face?

- Where do we see the greatest inequality or lack of personalisation?

- Which processes could we automate to free up teachers’ time?

- What goals do we keep trying to achieve year after year without succeeding?
What is holding us back?

Examples of clearly defined purposes:

- “We want to reduce school dropout among students aged 12 to 14 by
personalising support with Al.”

- “We want to identify students with reading-comprehension difficulties earlier,
using learning analytics.”

- “We want every teacher to have more time for tutoring by using Al for
marking and progress monitoring.”

Common mistake: Integrating Al without a clear educational hypothesis. This
often leads to frustration, staff resistance and a sense of improvisation. Leading
with Al means leading with focus.

2. Govern with Ethics and Human Oversight

The use of Al in schools touches on sensitive areas: data protection, influence
on learning and perceptions of authority. As a school leader, it is essential to
communicate confidence, clear boundaries and professional oversight
throughout the process.

15
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PRINCIPLES OF EDUCATIONAL
LEADERSHIP WITH Al

Key aspects of good governance:

- Every Al tool used should allow for traceability: why is it suggesting this? How
does it reach its decisions?

- No pedagogical decision should depend exclusively on an algorithm.

- Clear rules should define what teachers and students may and may not share with
Al.

- Data management must comply with current legislation (GDPR/LGPD) and the
school’s educational values.

Real-world example: A school that began using Al without clear rules ended up
facing a privacy controversy and widespread mistrust. The failure was not technical;
it was ethical and a matter of leadership. A lack of governance creates chaos.

Recommendation: Create a small internal digital ethics committee to review usage
policies and select tools that align with the school’s values.

3. Communicate with Clarity and Consistency

One of the biggest challenges is resistance to change, and that resistance often
stems from a lack of clear information. As a school leader, you need to be the key
communicator: not a technical voice, but an educational, emotional and cultural one.

What should you communicate, and to whom?

- To teachers: Al is not a threat, but an ally. Use examples to show how it can
improve their day-to-day work without taking away their control or professional
value.

- To families: Al will be used under human supervision and for clearly defined
pedagogical purposes, with privacy and the human dimension of education
protected at all times.

- To students: this is not about “copying with A
tool for thinking, creativity and responsibility.

|”

, but about learning to use it as a

Practical advice: Prepare answers to frequently asked questions (FAQs) before
starting the pilot. Hold an open session with a practical demonstration.
Transparency builds trust.

Common mistake: Implementing change without involving the community. This
creates suspicion and unnecessary noise.

16
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PRINCIPLES OF EDUCATIONAL
LEADERSHIP WITH Al

4. Implement Progressively

You do not need to have everything ready before you begin. You need to take
the right first step. Many schools struggle because they try to integrate too
many technologies at once or do so without a clear roadmap.

Principles for a healthy implementation:

- Start with a focused use case (for example, an Al Tutor in one subject or year
group).

- Set a timetable for monitoring and collecting evidence.

- Evaluate impact not only through results, but also through perceptions and
wellbeing.

- Define from the outset how you will scale according to results, using a
modular model.

Applied example: Schools that start with Max, the Al Tutor, can demonstrate
visible benefits in less than a month: immediate student feedback, time saved
for teachers, a clearer understanding of the value of Al in the classroom and a
positive impact on families. From there, they are better prepared to activate
other modules such as diagnostics, teacher training or content creation.

Recommendation: Plan your “integration journey” like a puzzle: piece by piece,
while keeping a clear view of the whole picture and the destination when all the
pieces fit together.

5. Support with Training and Teamwork

Al in education is not plug-and-play. It is a transformation that requires learning,
practice, dialogue and internal champions. Even the best technology will be
rejected or underused if people are not prepared.

How to build a team that drives change:

- [dentify teachers with digital confidence or the ability to influence colleagues
positively.

- Define roles: digital leads, subject-area mentors and internal trainers.

- Provide ongoing training, with classroom-based examples and space to address
real questions.

- Listen to those who have doubts: their feedback often identifies genuine barriers

early.
Y 17
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PRINCIPLES OF EDUCATIONAL
LEADERSHIP WITH Al

Training matters, but so does ongoing support: one initial session is not enough. The
key is sustained guidance, emotional support and a culture of continuous learning within
the school.

Tip: Make progress visible, publicly recognise those who experiment, and share
achievements with the whole community. Innovation also needs a story.

Integrating Al does not begin with an application. It begins with a decision: to
lead change through ethics, pedagogy and community. By applying these five
principles, any school — even one with no previous experience — can begin
with confidence, vision and institutional alignment.

18
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Learning CHAPTER 3

IS YOUR SCHOOL READY TO
INTEGRATE Al? (PRACTICAL SELF-ASSESSMENT)

You cannot lead what you do not understand. And you
cannot transform what you do not measure.

This chapter is designed to help you understand where your school currently
stands in relation to the integration of artificial intelligence. It does not matter
whether you are just beginning or whether some teachers are already using it
independently. What matters is having a shared vision and a clear starting
point.

This self-assessment can be completed individually, as a school leader, or
collectively with your leadership team, coordinators or digital leads. Reflecting
together provides a richer and more realistic picture.

Below you will find 15 key statements organised into 5 dimensions. Mark each
one according to how well it currently reflects your school:

o @ Not yet developed

. In progress, but not yet embedded

o @ Developed and actively in place
You can turn this into a checklist or use it as the basis for a strategic discussion.

1. Pedagogical Purpose

We have identified a pedagogical challenge where Al could add value.
We know what we want to improve with Al (personalisation, diagnostics,
efficiency, etc.).

We have discussed internally the appropriate uses and boundaries of Al.

20
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IS YOUR SCHOOL READY TO
INTEGRATE Al? (PRACTICAL SELF-ASSESSMENT)

2. Ethics, Privacy and Governance

We have a protocol for the responsible and ethical use of digital tools.

We understand and apply the relevant regulatory framework (GDPR / LGPD).
We have clear criteria for approving or rejecting Al tools.

3. Culture and Communication with the Community

We have informed families about how we plan to introduce Al.

We know how to address common questions about Al in education.
There is trust between teachers and the leadership team on this issue.

4. Implementation Model and Strategy

We have an initial roadmap or a clearly defined pilot plan.

We know of a modular model that can adapt to the school’s pace.
We know how to evaluate the pedagogical impact of Al.

5. Training and Distributed Leadership

We have provided initial Al training to at least one group of teachers.
There are internal champions interested in leading this innovation.
Teaching staff are willing to take part when there is clarity and support.

Interpreting Your Results

. Mostly red: you are at an early stage. This is the ideal time to define your
direction.

. A mix of yellow and red: awareness is growing, but alignment or
strategy is still needed.

. Several green responses: your school has a strong foundation for
activating a modular Al model.

Would You Like to Work Through This with Your Team?

At the end of this guide, you will find an appendix with practical, ready-to-use
templates. These include an editable checklist that can be printed or shared via
Drive. You can use it in an internal training session or coordination meeting.

21
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THE Al EDUCATIONAL INNOVATION MODEL -
A MODULAR, STEP-BY-STEP ECOSYSTEM

Knowledge is power; artificial intelligence is its multiplier.

Why Are We Telling You This Now?

At this point in the guide, you understand the wider context and the principles
of educational leadership with Al, and you have reflected on your school’s
starting point. You are probably now asking one key question:

How do | begin, with whom, and in a safe way?

Today there are many solutions on the market: adaptive platforms, Al-powered
assistants, automated assessment tools and more. However, many of these
solutions:

- Are standalone tools rather than pedagogical models.

- Do not include training or institutional support.

- Are not adapted to the reality of each school.

- Do not ensure an ethical, gradual process aligned with your educational goals.

That is why we want to share our model with you: not to sell you a technology,
but to offer a comprehensive, educational and progressive response to a
challenge that is already on your agenda.

Our approach is based on years of work with real schools, in real contexts,
alongside leadership teams that, like you, are seeking a balance between
innovation, safety and purpose.

23
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THE Al EDUCATIONAL INNOVATION MODEL -
A MODULAR, STEP-BY-STEP ECOSYSTEM

What Next? Moving from Reflection to Action

You now understand the context, the key principles and your starting point. It is
time to move on to the how: how can your school introduce Al from day one in
a way that is safe, visible, practical and impactful?

Blinklearning proposes a proven model: a modular ecosystem that lets you
begin with one concrete step — visible and results-driven — and then move
forward at your own pace by activating new capabilities.

What Sets Us Apart?

We do not offer an isolated tool. We propose an Al educational innovation
model built around 3 principles:

1.A visible, practical and responsible start with Max, the Al Tutor.

2.Modular progression according to the school’s needs (training, automated
content creation, diagnostics, analytics, digital citizenship and more).

3.0ngoing pedagogical and strategic support to help you move forward,
measure progress and adjust.

1. First Step: Max, the Visible Al Tutor

Max is an Al-powered academic tutor that supports students in the classroom
by providing:

- Personalised learning according to each student’s level and pace.

- Immediate feedback for both students and teachers.

- Less workload for teachers, freeing them to focus on what matters most.

- Clear visibility of innovation: families, teachers and students can see and value
it.

Max has been developed over an extended period using different pedagogical

models and Al systems, grounded in curriculum content and always under
teacher control and supervision.

24
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THE Al EDUCATIONAL INNOVATION MODEL -
A MODULAR, STEP-BY-STEP ECOSYSTEM

Max is the ideal starting point because:

- It requires no drastic changes.

- It is pedagogical, not technical.

- It generates evidence of impact from the first month.

- It gives families a visible new service and added value within a forward-looking
educational vision.

2. From There: The Modular ‘Puzzle’ Programme

Once the journey has begun with Max, the school gains subscription access to
the Puzzle modular programme, a flexible structure that allows you to move
forward by activating only the modules you need.

Each module is designed to address a specific need and deliver value
independently, but the real transformation happens when the pieces connect:

Mddulo Qué aporta

Contenido propio o adaptado con apoyo de

= Creaciéon de contenidos ) ,
|A alineado al curriculo.

Desarrollo profesional en |A educativa, desde

B Formacidén docente :
el nivel cero.

Visualizacién de progreso y personalizacion

+/ Diagnéstico y analitica basada en datos reales.

&8 Acompafiamiento a Formacion y comunicacion para generar
familias confianza y participacion.

™ Formacién en ciudadania  Preparacion del alumnado para un uso ético y
digital critico de la IA.

» Liderazgo y cultura de Acompafiamiento al equipo directivo en
innovacion estrategia, comunicacidn y evaluacion.

25
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THE Al EDUCATIONAL INNOVATION MODEL -
A MODULAR, STEP-BY-STEP ECOSYSTEM

Advantages of the Puzzle model:

- Modular: each piece delivers value in its own right.

- Flexible: it adapts to the school’s pace.

- Scalable: you can start small and grow.

- Strategic: it connects vision, practice and community.

3. What Does the School Gain from This Model?

e Impact from day one with Max.

 Structured progress with modules based on your priorities.

» Recognition as a leader in responsible innovation.

» Pedagogical evidence to share with families and the wider community.
» Financial sustainability through proposals designed to deliver value.

This model is designed for schools that want to transform their digital culture
with purpose, without improvisation and without losing their educational
identity.

Real Testimonials

“With Max, students improved their writing in less than a month, and
teachers regained time for tutoring. Al went from being a distant concept
to a practical and useful tool.”

- Academic Coordinator (pilot school in Spain)

“We started with Max and then activated teacher training and family
support. Today, there is dialogue, trust and a clear sense of direction.”
- Headteacher (Latin America)

Conclusion

This modular model is your roadmap from reflection to transformation. You are
not alone. You can begin with one clear, visible step and move forward with
confidence — from the classroom to school leadership, and from pedagogical
innovation to strategic management.

26
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HOW TO COMMUNICATE AND ENGAGE YOUR
SCHOOL COMMUNITY IN Al INNOVATION

Responsible Al is not imposed: it is integrated with
purpose and vision. The future belongs to those willing to
learn again.

Innovation Is Not About Imposing Technology. It Is About
Building a Shared Vision.

One of the most common mistakes when introducing Al into a school is to treat
it as a technical or management decision. But educational innovation with Al
does not happen only in the classroom or the headteacher’s office: it
happens across the community. And it only works when all key stakeholders
feel:

- Informed

- Heard

- Supported

- Represented

This chapter is a roadmap to help you build trust, enthusiasm and alignment
across your school. Without a shared culture, there can be no sustainable
innovation.

Why Is Good Communication So Important?

o Because 70% of the success of any innovation depends on how it is
perceived by the people experiencing it.

» Because poorly managed concerns — among families, teachers and
students — can slow down or undermine the process.

» Because a strong narrative protects, guides and projects your vision as a
leader.

28
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HOW TO COMMUNICATE AND ENGAGE YOUR
SCHOOL COMMUNITY IN Al INNOVATION

1. Communicating with Families: Transparency and Purpose
Objective: move from fear to understanding, and from uncertainty to trust.

What should you communicate?

- What Al is and how it will be used at the school, using clear language and
concrete examples.

- The benefits for their children: personalisation, motivation and progress
monitoring.

- The boundaries: teacher supervision, privacy and human oversight.

How should you do it?

- Send a clear, empathetic introductory letter or announcement.

- Hold an in-person or online information session.

- Provide a frequently asked questions (FAQ) section on the school website.
- Share progress and good practice in family meetings and newsletters.

Sample core message: “Dear families, artificial intelligence is already part of your
children’s lives. As a school, we cannot ignore it. We want to guide them responsibly and
with a clear pedagogical vision. That is why we are beginning this journey with a safe,
purposeful educational approach — and we want to take it together with you.”

2. Communicating with Teachers: Respect, Listening and
Agency
Objective: build motivation, engagement and shared leadership.

What should you communicate?

- The role Al will play in teaching practice.

- The control teachers will retain at all times.

- The training and support they will receive.

- How they can lead change within their own subjects.

How should you do it?

- Hold an open initial meeting: share the vision, listen to concerns and respond with
empathy.

- Invite teachers to become champions or pilot leads.

- Provide ongoing support through training, mentoring and an internal community.
- Celebrate small successes and shared learning.

Sample core message: “\\Ve are not here to change what already works. We are here to
free up time, enrich teaching and build new ways of supporting our students together.

You are central to this process.” 29
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HOW TO COMMUNICATE AND ENGAGE YOUR
SCHOOL COMMUNITY IN Al INNOVATION

3. Communicating with Students: Agency, Purpose and
Guidance

Objective: help students understand that Al is not a shortcut, but a tool for
learning more effectively and becoming responsible digital citizens.

What should you communicate?

- Using Al is not cheating; it is about learning how to use a powerful tool well.
- The school trusts them and will teach them to use Al ethically and critically.
- Al does not replace their effort; it supports it.

How should you do it?

- Run an introductory “Al for Students” talk or workshop.

- Use real examples: “this is how Al can help you study more effectively”.
- Include digital citizenship activities, debate and ethical reflection.

- Involve students in evaluating the impact of the pilot.

Sample core message: “You will live alongside artificial intelligence for the rest of
your life. Our aim is to help you use it with judgement, creativity and responsibility —
starting now.”

Final Key: Communication Is Not a One-Off. It Is a Process.

Good communication is not a one-off. It is built through consistency, active
listening, regular updates and celebrating progress. Al needs a clear story,
dialogue and visibility.

Strategic advice:

- Include an internal and external communications strand in your Al innovation
plan.

- Share classroom stories, student quotes, teacher experiences and progress
through social media, your website and the wider community.

- Take the emotional pulse of the process: how people feel, what concerns
them and what they are celebrating.
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HEADTEACHER'S PITCH TO THE SCHOOL
COMMUNITY - VISION, PURPOSE AND EMOTION

When the community understands the vision, innovation
can flourish. Al stops feeling like a threat and becomes a
shared opportunity.

Below is a five-minute speech template to help you present your vision to the
school community — families, teachers and students — with clarity, humanity
and purpose. A pitch like this can create the emotional connection that
mobilises, connects and aligns people.

Good afternoon, everyone, and thank you for being here.

Today | want to speak to you not only as a headteacher, but as an educator,
as a parent and as someone deeply committed to our students’ future.

We have all heard about artificial intelligence. It is in the media, on our
children’s phones and in everyday conversations. But what matters is not the
technology itself; it is what we do with it. What it means for education. What it
represents for our values.

At this school, we believe in educating for both the present and the future. And
that future has already arrived. Our students will live alongside artificial
intelligence throughout their lives. We cannot prepare them for tomorrow if we
continue teaching as we did yesterday.

That is why we have decided to take a step forward. Not because it is
fashionable, and not because of pressure, but because we believe it is the right
thing to do. We are here to educate critical, ethical, creative and responsible
citizens. To do that, we must guide them through this new digital environment.
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HEADTEACHER'S PITCH TO THE SCHOOL
COMMUNITY - VISION, PURPOSE AND EMOTION

We will do this responsibly, ethically and with a clear strategy. We are not going to fill
classrooms with technology for technology’s sake. We will put Al at the service of what
matters most: learning, wellbeing and human development.

We are beginning with an artificial intelligence tutor that personalises learning, supports
teachers and helps us understand how each student learns. It is visible, safe and
pedagogically grounded, and it frees up time for what matters most: human connection.

But this is not just a tool. It is the starting point of a model that will grow gradually, with
modules that will help us train teachers and families, analyse data with pedagogical
purpose and educate students in digital citizenship.

To families, | want to say this: we are doing it because we want to support your children
better. They deserve an education that prepares them for the real world, and we want you
to trust that this process will always be clear, informed and participatory.

To teachers: this is not about replacing us. It is about supporting us — freeing us from
repetitive tasks so that we can focus on what only we can do: guide, motivate and inspire.

To students: this is your school and your time. We are here to help you grow with the
tools the world already expects you to understand, while preserving the humanity that
education must never lose.

This decision does not take us away from who we are. On the contrary, it brings us closer
than ever to our mission: to educate with meaning, purpose and a sense of the future.

Thank you for being part of a community that does not fear change, but leads it. Al is not

a threat. It is our opportunity to make a difference as a school community. And we will do
it together.
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REAL-WORLD EXAMPLES OF SCHOOLS
ALREADY INTEGRATING Al WITH PURPOSE

You do not need to have everything worked out before you
begin. You only need to be clear about why you are doing it.

A Vision Is More Credible When You Can See It in Action

Nothing builds confidence more effectively than seeing real schools face the
same challenges, make courageous decisions and achieve tangible results. In
this chapter, we share concrete examples of schools that have already begun
integrating Al in a visible, responsible way aligned with their educational
purpose.

These cases are not perfect, but they are inspiring. They show that it is possible
to start small, move forward steadily and create impact without losing the
human essence of education.

Case 1: CEU School Network (Spain)

Objective: At CEU schools, Al is integrated strategically to optimise learning,
while prioritising values-based education and students’ overall development.

Results:

- A 40% reduction in teachers’ administrative workload (according to EdTrends
2024).

- Improvements in reading comprehension and written expression.

- Increased student motivation and a better classroom climate.

“Al allows us to invest time where learning really happens: in human support.” -
CEU Blog
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REAL-WORLD EXAMPLES OF SCHOOLS
ALREADY INTEGRATING Al WITH PURPOSE

Case 2: Inspired Education Group (Latin America and Europe)

Objective: introduce Al as part of a wider strategy for academic excellence and
internationalisation.

What they did:

- Ran a pilot involving 14,000 students from 26 schools in 12 countries.
- Used Al to personalise study plans in STEAM subjects.

- Integrated Al into the group’s wider educational innovation strategy.
- Approached the process through the training of school leaders.

Results:

- An average 11% increase in academic performance in technical subjects.

- Nearly 85% of teachers reported that it supports assessment and students’
progression.

- A stronger educational brand positioned at the forefront of innovation.

- Greater family engagement in the transformation process.

“It is not simply a technological issue. It is part of our strategy for educational
differentiation.”

Case 3: Blinklearning Pilot School (Spain)

Objective: begin with a realistic, measurable and pedagogically sound pilot.

What they did:

- Activated Max, the Al Tutor, with students aged 12 to 14.
- Shared the project with families and aligned it with tutors.
- Evaluated results through rubrics and perception surveys.

Results:

- Improved quality of written work in less than one month.

- Positive feedback from 85% of participating teachers.

- High family satisfaction thanks to transparency and support.

“We started out afraid. Today, we feel we are leading something that has real
purpose.”

What Do These Projects Have in Common?

They have a clear vision: educating for the present and the future.
They did not improvise: they started with a plan, a pilot and support.
They involved their communities from the outset.

They put pedagogical purpose before technology.
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ACTION PLAN - HOW TO BEGIN YOUR
SCHOOL'S JOURNEY, STEP BY STEP

A school that innovates does not fear change: it turns
change into culture.

From Vision to Practical Implementation

We know that making strategic decisions in education is not easy. It requires
conviction, clarity, time and support. That is why this chapter sets out a
practical action plan in five phases, allowing you to begin your journey
towards educational innovation with Al confidently, methodically and with
visible results.

The plan is flexible: adapt it to your school’s size, context and pace. What
matters is taking the first step with vision and purpose.

Phase 1: Align Your Leadership Team

Objective: create a shared vision, institutional support and strategic clarity.
Suggested actions:

- Bring the leadership team together to present the vision.

- Use this guide to frame the “why” and the “what for”.

- Complete the self-assessment together (Chapter 3).
- Define an initial, measurable educational objective.

Expected outcome: an agreed roadmap led by the school leadership team.
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ACTION PLAN - HOW TO BEGIN YOUR
SCHOOL'S JOURNEY, STEP BY STEP

Phase 2: Choose Your First Visible, Low-Risk Step

Objective: begin with an action that offers immediate impact, low risk and
strong learning potential.

Suggested actions:

- Activate Max, the Al Tutor, in one subject or year group.

- Appoint a teacher champion to lead the pilot in the classroom.

- Present it openly to the school community using the headteacher’s pitch.

Expected outcome: a first positive impact that is visible to teachers, families
and students.

Phase 3: Prepare Communication for the Whole Community

Objective: build trust, reduce resistance and align expectations.

Suggested actions:

- Communicate the plan and its benefits through official channels, using the
model in Chapter 5.

- Hold an information session for families.

- Listen to questions, address concerns and create space for dialogue.

Expected outcome: a community that is aligned, engaged and willing to
collaborate.

Phase 4: Support Your Teaching Staff

Objective: build competence, confidence and a sense of ownership.

Suggested actions:

- Provide practical training in educational Al, beginning with teachers involved
in the pilot.

- Create safe spaces to ask questions, share good practice and reflect.

- Establish peer mentoring and support.

Expected outcome: informed, motivated and empowered teaching staff.
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ACTION PLAN - HOW TO BEGIN YOUR
SCHOOL'S JOURNEY, STEP BY STEP

Phase 5: Evaluate, Adjust and Grow

Objective: consolidate learning, adjust direction and decide on the next steps.

Suggested actions:

- Measure the impact of the pilot using qualitative and quantitative indicators.
- Survey teachers, students and families about their perceptions.

- Analyse the evidence and identify opportunities for improvement.

- Decide which modules of the Puzzle ecosystem to activate next.

Expected outcome: genuine progress built on pedagogical evidence and
strategic sustainability.

Innovation is not about doing more. It is about doing the right
things, with focus, and sustaining them over time.
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RESOURCES AND TEMPLATES FOR
IMPLEMENTING THE PLAN

The difference between wanting to innovate and making it
happen is having a plan — and the right resources.

Everything You Need to Move into Action

This final chapter brings together practical materials that you can find in the
APPENDIX and use to activate each phase of your Al innovation plan. You do
not need to start from scratch: we provide templates, scripts and documents
that you can adapt to your context.

1. School Self-Assessment

Purpose: understand the school’s true starting point.

Use: the 15-item worksheet covering 5 dimensions (Chapter 3).
Format: table on page 44.

=] Ask us for the downloadable, editable version.

2. Headteacher’s Pitch to the School Community

Purpose: communicate your vision, purpose and commitment to Al.
Use: the template from the bonus chapter — emotional, inspiring and
strategic.

Format: adaptable speech script for in-person meetings or official
communications. Page 45.

=1 Use it as the basis for a video or to open your first information session.

3. Communication Templates for Families and Teachers

Purpose: communicate transparently and build trust.

Use: the ideas in Chapter 5 and the templates on page 46.
Includes:

- Family letter: initial and follow-up versions.

- Teacher meeting script.

- FAQs on Al in education.

=] Adapt them to your school’s tone and style. 4
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RESOURCES AND TEMPLATES FOR
IMPLEMENTING THE PLAN

4. Editable Action Plan (5 Phases)

Purpose: coordinate the leadership team and track the process step by step.
Use: Chapter 7 as your roadmap. Template on pages 47 and 48.

Format: editable document with fields for objectives, responsibilities, dates
and evidence.

=1 Ideal for progress-review meetings.

5. Visual Map of the Modular Puzzle Ecosystem

Purpose: visualise the complete model and present it to your team.
Includes: a description of each module, its benefits and expected impact.
Page 49.

=4 Project it on screen or print it as an internal poster.

Thank you for progressing through this guide. The next step
is now in your hands — and you are not alone.

Al is not a threat. It is your opportunity to make a
difference.

If you are ready to take a confident, decisive step towards real, visible
and responsible innovation
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1. School Self-Assessment

@ Wedon't

Dimension / ltem have this

In progress
1. Educational purpose

We have identified an educational
challenge where Al can add value.

We know what we want to improve
with Al (personalisation, assessment,
efficiency, etc.).

We have discussed internally the limits
and appropriate uses of Al.

2. Ethics, privacy and governance

We have a protocol for the responsible
and ethical use of digital tools.

We understand and apply the relevant
regulatory framework (GDPR / LGPD).

We have clear criteria for approving or
rejecting Al tools.

3. Culture and communication with the community

We have informed families about our
approach to introducing Al.

We know how to address frequently
asked questions about Al in education.

There is trust between teaching staff
and the leadership team on this issue.

4. Implementation model and strategy

We have a clear initial roadmap or pilot
plan.

We know of a modular approach that
can be adapted to the school's pace.

We know how to assess the impact of
Al in educational terms.

5. Training and distributed leadership

We have provided initial Al training to a
group of teachers.

There are internal champions interested
in leading this innovation.

Staff are willing to participate when
there is clarity and support.

D Developed
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2. Headteacher’s Pitch to the School Community

This document provides a speech template to help the leadership team present the
school’s artificial intelligence implementation project with clarity, emotion and
vision. It is designed for information sessions with families, teachers and students.

Good afternoon, everyone, and thank you for being here.

Today | want to speak to you not only as a headteacher, but as an educator, as a
parent and as someone deeply committed to our students’ future.

We have all heard about artificial intelligence. It is in the media, on our children’s
phones and in everyday conversations. But what matters is not the technology itself;
it is what we do with it. What it means for education. What it represents for our
values.

At this school, we believe in educating for both the present and the future. And that
future has already arrived. Our students will live alongside artificial intelligence
throughout their lives. We cannot prepare them for tomorrow if we continue
teaching as we did yesterday.

That is why we have decided to take a step forward. Not because it is fashionable,
and not because of pressure, but because we believe it is the right thing to do. We
are here to educate critical, ethical, creative and responsible citizens. To do that, we
must guide them through this new digital environment.

We will do this responsibly, ethically and with a clear strategy. We are not going to
fill classrooms with technology for technology’s sake. We will put Al at the service of
what matters most: learning, wellbeing and human development.

We are beginning with an artificial intelligence tutor that personalises learning,
supports teachers and helps us understand how each student learns. It is visible, safe
and pedagogically grounded, and it frees up time for what matters most: human
connection.

But this is not just a tool. It is the beginning of a model that will grow gradually, with
modules that will help us train teachers and families, analyse data with pedagogical
purpose and educate students in digital citizenship.

To families, | want to say this: we are doing it because we want to support your
children better. They deserve an education that prepares them for the real world,
and we want you to trust that this process will always be clear, informed and
participatory.

To teachers: this is not about replacing us. It is about supporting us — freeing us
from repetitive tasks so that we can focus on what only we can do: guide, motivate
and inspire.

To students: this is your school and your time. We are here to help you grow with
the tools the world already expects you to understand, while preserving the
humanity that education must never lose.

This decision does not take us away from who we are. On the contrary, it brings us
closer than ever to our mission: to educate with meaning, purpose and a sense of the
future.

Thank you for being part of a community that does not fear change, but leads it. Al is
not a threat. It is our opportunity to make a difference. And we will do it together.
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3. Communication Templates for Families and Teachers

1. Family Letter (Initial Version)

Dear families,

Artificial intelligence is already part of the environment in which our children live and
learn. As a school, we believe our responsibility is not to avoid it, but to teach
students to use it responsibly, pedagogically and humanely.

That is why we have decided to begin a process of Al innovation at our school. We
will start with a safe, supervised tool that will help personalise learning, support
teachers and provide better guidance for each student.

This process will be gradual, transparent and centred on students’ wellbeing and
overall development. Over the coming weeks, we will share more information and
create opportunities to answer questions and support you on this journey too.
Thank you for your trust and for joining us in building an education better prepared
for both the present and the future.

2. Teacher Meeting Script

Meeting objective:

- Present the school’s vision for Al.

- Listen to staff concerns and perceptions.
- Propose a visible, safe pilot.

Key points:

1. Al is not here to replace teachers, but to complement their work.

2. We want to start small, practically and with support throughout the process.
3. Training, time and teachers’ voices will be priorities.

4. We invite colleagues who would like to become champions or pilot leads.

5. We will make space for questions, suggestions and proposals.

3. Frequently Asked Questions (FAQ)

o Will Al replace teachers?
No. Al will be used to free up teachers’ time and personalise learning. The teacher’s
role is, and will remain, irreplaceable.

e What happens to my child’s data?
We will use tools that comply with data-protection regulations. All activity will be
controlled and supervised by teachers.

o Will this create more work for teachers?
No. We will begin with supported pilots and training. Our aim is to make teachers’
work easier, not add pressure.

» What benefits does this offer students?
Immediate feedback, personalised progress monitoring, greater engagement and
improved academic performance.

e What can families do?
Stay informed, ask questions, support their children and take part in the training
activities we will offer.
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4. Editable Action Plan (5 Phases)

Action Plan - Educational Al Implementation (5 Phases)

This editable document is designed to help you coordinate and document the Al
implementation process in your school, following the five strategic phases described
in the guide. Complete it with your leadership team and update it at each stage.

Phase 1: Align Your Leadership Team
Objective:

Planned actions:

People responsible:

Start and end dates:

Success indicators:

Phase 2: Choose Your First Visible, Safe Step
Objective:

Pilot subject/year group:
Teacher champion:
Tool activated (e.g. Max):

Success indicators:
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4. Editable Action Plan (5 Phases)

Phase 3: Prepare Communication for the Whole Community
Objective:

Key message for families:

Key message for teachers:
Communication channels used:
Feedback collected:

Phase 4: Support Your Teaching Staff
Objective:

Initial training strategy:

Teachers involved:

Format (in person/online/blended):
Perceived satisfaction/impact:

Phase 5: Evaluate, Adjust and Grow
Objective:

Evaluation tools used:
Results achieved:
Key conclusions and learning:

Next module to activate:

blink
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5. Visual Map of the Modular Puzzle Ecosystem

Puzzle Modular Ecosystem - Educational Innovation with Al

A visible first step.
Personalises learning, frees
up teachers’ time and
delivers immediate impact.

TEACHER TRAINING

Level-based training in
educational Al, ethics,
classroom use and digital
leadership.

FAMILY SUPPORT

Training, guidance and

active participation to

build trust and a shared
culture.

CONTENT CREATION

Curriculum-aligned
content supported by Al.
Teacher-created or
editable.

DIAGNOSTICS AND ANALYTICS

Initial assessment,
continuous monitoring
and data-informed
decision-making.

DIGITAL CITIZENSHIP

Students learn to use Al
responsibly, ethically and
with awareness.

LEADERSHIP AND STRATEGY

Support for the leadership
team in planning, evaluation,
communication and
institutional innovation.
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