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ARTICLE INFO ABSTRACT

Principal leadership styles essentially refer to the process of influencing the school
climate, teachers’ views and actions about teaching, and teachers’ academic
accomplishments. The challenges of principal leadership style in an educational
institution have made principals’ behavior one of the key elements in enhancing
teachers’ professional well-being. However, there are currently few and limited
discussions on principal leadership styles in the context of teachers and their
professional well-being. To provide a deeper understanding, this concept paper
analyzes principal leadership styles from the perspective of teachers and their
sense of fulfillment from the teaching profession. The focus of this concept paper
centers on the role, potential, and growth of principal leadership styles, especially
in the context of teachers and how they might help raise teachers’ level of
professional satisfaction. The consideration in this concept paper is to improve the
theoretical and practical implications, particularly in relation to principals’ conduct
of leadership, and stimulate further research in this area.

Keywords: Education: Principal Leadership Styles; Teacher Professional Well-
being.

Introduction

The importance of principals’ leadership in schools is undeniable because leaders play a crucial role in
influencing the individual, organization, and the broader educational system. The significance of a
principal’s leadership is inherent inthe function of the principal itself. Furthermore, Blanchard (2020)
highlighted that in recent times, specifically 2020, the impact of leaders’ actions and decisions and the
significance of leadership accountability have gained prominence and have become increasingly evident
in the daily experiences of people the world over. Leadership style is one of the key factors affecting
performance of any organization and its employees (Khan et al., 2014). The principal, due to their highest
position in the educational hierarchy, is expected to provide most of the occupational support in the school
setting. Moreover, the actual behavior of organizational leaders is critical in influencing work behavior,
new ideas, and job satisfaction among employees (Haque et al., 2021).

Earlier studies have demonstrated that the school climate, teachers’ views about leadership, teachers’
turnover rate, and students’ academic accomplishments are all influenced by the principal’s leadership
styles (Urick, 2016). Clearly, leadership behaviors not only serve to develop a leader’s leadership abilities
but also induce or encourage individuals to perform more efficiently and effectively. Thus, a principal’s
actions should align closely with their leadership styles, as proposed by Pinkas and Buli¢ (2017).
Leadership, which is often perceived as the ability to manage schools, inspire and persuade others to use
their skills and efforts toward attaining the set objectives, is imperative for ensuring that assigned tasks are
completed efficaciously.

However, Smith (2019), based on his study, highlighted that during the initial interviews with principals, it
was apparent that many were still engaged in regular, routine office activities rather than actively
assisting, encouraging, and motivating teachers to put in the extra effort to meet educational objectives by
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employing effective teaching strategies as well as addressing other performance-related matters. Prior
studies show that the capacity to survive a position is associated with primary leadership styles as well as
performance and the financial need for employment (Baig et al., 2021). Hence, the leadership role is crucial
in inspiring subordinates and forging genuine mutual agreements on the methods and goals needed to
meet the requirements and intended objectives of employees (Kafka, 2009).

To get a better understanding about the principal leadership styles, this concept paper pinpoints that how
principals’ behaviors might enhance teachers’ professional well-being and also examines the ways in which
administrators’ actions could improve the standard of teachers’ professional well-being in China. This
paper not only intends to draw the attention of the community and educational policymakers toward
enhancing the nation’s educational delivery system, but also provide the theoretical contributions for
future research on principal leadership style and its effect on teachers' well-being in terms of practically
and conceptually beneficial.

Definition of Principals’ Leadership Styles

The concept of leadership encompasses a series of actions intended to improve follower development,
foster social interactions, and elevate professional work practices. To improve an organization's overall
performance, it is vital to have both leaders and followers who can contribute and add value, as well as
utilize crucial resources for the benefit of the organization (Northouse, 2018). Consequently, leadership
and in particular, prominent leadership styles have attracted the attention of researchers worldwide due to
its significant impact on organizations.

A leadership style refers to the approach or method adopted to influence the behavior and feelings of
organizational members or subordinates to achieve excellent performance outcomes. It’s widely believed
that a leader's leadership style is crucial, in addition to the organization’s development plan and the
dedication of their team members. It’s widely believed that a leader's style of leadership is crucial, in
addition to the organization's development plan and the dedication of their team members (Hai et al.,
2021). School principals impact the performance of instructors through their style of leadership directly or
indirectly(Saleem et al., 2020). Principals are responsible for the school’s administration, guiding teachers
accordingly to meet the set objectives, whereby their leadership styles reflect the distinct approach that the
principals employ to fulfil their duties (Ch,A.H. et al., 2017). Effectively mastering and implementing a
leadership style into organizational leadership practices is crucial for boosting employee engagement levels
and for strategically adapting to the dynamically changing leadership circumstances (Kelly et al., 2019). An
effective principal is often attuned to the needs of the teachers and endeavors to help teachers achieve their
goals by means of direction, guidance and coaching. In short, leadership styles reflect a leader’s ability to
carry out tasks while receiving assistance from and working in concert with the school’s employees
(Adeyemi, 2010). In the education sector, research on leadership styles and teacher professional well-being
are important issues because not only can it assist school management but also plays a significant role in
improving teachers’ sense of contentment in their profession.

Definition of Teachers’ Professional Well-being

Teacher professional well-being refers to how instructors respond to the demands of their work socially
and emotionally(Viac and Fraser, 2020). Numerous perspectives have been involved to investigate teacher
well-being, including the demands placed on teachers, job satisfaction, involvement at work, self-worth,
working conditions for teachers, and enjoyment in the workplace (Brady and Wilson, 2020). Teachers’
well-being is defined as the ideal psychological functioning and work experience, which comprise the
presence of favorable characteristics such as job satisfaction or work passion, and the lack of negative
aspects such as stress and emotional weariness. Teachers’ well-being is influenced by their employment
and working environment. This is supported by McCallum (2017) who noted that the behavior of
coworkers, administrators, and students, as well as the workplace environment, can all have a significant
impact on teachers’ subjective and psychological well-being.

Principals’ Leadership Styles Theory

The Path-Goal Theory (PGT) can be used to describe how principal leadership styles affect teachers’
professional well-being. PGT was created and then refined by House (1971) with the intention of
identifying a leader’s most used style as a means of motivating followers to achieve goals. The foundation
of PGT is the idea that motivated leaders have an impact on workforce satisfaction. PGT considers four
leadership styles leading to tremendous indicators of leader effectiveness. According to the PGT, leaders
who with the guidance of the following four leadership styles willinspire and fulfill workers in a particular
situation. The PGT examines how leaders motivate their followers to achieve specific goals. According to
this perspective, effective leadership creates a clear and accessible path to the desired outcome through
coaching and direction, removes barriers to success, and enhances the personal satisfaction derived from
the task itself. PGT’s principal leadership styles comprise four distinct leadership styles, namely directive,
participative, supportive, and achievement-oriented leadership.
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Northouse(2018) explained that directive leadership refers to a leader who clearly communicates
expectations for follower tasks, such as performance standards, rules, and regulations, to the followers,
essentially telling them what todo, how to do it, when to do it, and when to finish. In the context of
principal leadership, a directive principal typically gives task commands without including teachers in
significant administrative decisions or policy-making in schools. Olowoselu et al. (2019) elaborated that
principals who use a directive leadership style will often set specific tasks for teachers and gives instruction
on how the tasks should be completed.

Contrastingly, a leader who practices supportive leadership is cordial and approachable. Supportive
leadership placesa strong emphasis on the requirements of the followers in terms of their well-being,
equality of treatment, respect and acknowledgment, as well as the creation of a pleasant working
environment. Additionally, under supportive leadership, teachers are provided the opportunity to offer
proposals and ideas to the administrators or take part in important policy-making, decision-making, and
execution processes (Northouse, 2018).

Participative leadership refers to a leader who asks their followers to weigh in on important decisions,
share in the decision-making process, and participate in policy-making. A participative leader seeks
feedback from followers and considers their perspectives on their roles before finalizing job-related
processes (Northouse, 2018).

Achievement-oriented leadership describes leaders who focus on achieving their goals of establishing
specific objectives with the possibility for high performance standards; additionally, they have strong belief
in the competencyof their subordinates, and prioritize continuous performance development (Northouse,
2018). Principals with participative leadership style combine teacher’s knowledge and imagination to find
answers to issues by seeking their opinions, ideas, and suggestions. According to Atif Saleem et al. (2020),
principals can set targets and goals that inspire teachers’ engagement, energy, and motivation with the aid
of achievement-oriented leadership style.

PGT leadership styles encourage leaders to set clear goals, clarify pathways, remove barriers, and support
followers to increase productivity and achieve goal completion (Northouse, 2018). The approach is
executed in a practical, objective, and functional manner. By placing a strong emphasis on teacher
motivation, this leadership approach supports improved work performance. Northouse (2018) clarified
that PGT leadership styles increase followers’ performance outcome and inspires people to achieve goals.
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Figure 1: 4-Dimensions of PGT Leadership Theory FrameworkSource: Adopted from House (2018)

Teachers’ Professional Well-being Model

Teacher professional well-being refers to the continuous positive experiences that teachers gain when their
needs are satisfied, their abilities are enhanced, they engage in personal development, and they align with
social expectations in their profession. Its dimensions consist of four aspects: cognitive well-being,
subjective well-being, physical and mental well-being, and social well-being (OECD, 2020). The Four-
Dimensional Model of teacher professional well-being proposed by Li Gang et al. (2020) is illustrated in
Figure 2.
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Figure 2: The Dimensions of Teacher Professional Well-being

Cognitive well-being refers to the process of acquiring or understanding factual knowledge, including
attention, knowledge formation, problem solving, decision-making and other related content. Teachers’
cognitive well-being refers to a series of knowledge and skills that teachers should be qualified for effective
work. Its core elements focus on teachers’ cognitive abilities, especially the ability level reflected by
teachers’ self-efficacy and concentration on work. The OECD uses two key indicators to evaluate teachers’
cognitive well-being, namely the ability to focus on work and self-efficacy (Li Guang et al., 2022).

Subjective well-being indicates an individual’s psychological state, encompassing a person’s positive or
negative emotional response to their life experiences. Three key elements define subjective well-being.
Firstly, life evaluation, which represents an individual’s reflective evaluation of their life or specific areas of
it. Secondly, emotional state, which captures an individual’s emotional state or specific feelings at a given
point in time. Thirdly, happiness realization, which expresses an individual’s perception of the meaning
and purpose of life, or overall mental state (OECD, 2013).

Physical and mental well-being is the basic foundation to a fulfilling life. The state of a teacher’s physical
and mental health can be assessed by the frequency of occurrence of psychological symptoms and other
physical and mental manifestations. As explained by Hopper (2020), when physiological requirements
such as hunger and sleep are met, a new set of needs emerges, which include personal security, resources,
health, and property. The work pressure experienced by teachers may lead to teachers’ physical and mental
discomfort. Thus, the OECD measures teachers’ well-being based on their physical and mental health. In
this context, the dimension is measured by assessing teachers’ professional satisfaction and satisfaction
with their work environment.

Social well-being concerns the frequency of contact between teachers and others (students, colleagues,
principals, etc.), whereby the quality of these mutual relationships can influence teachers’ professional
well-being positively or negatively. Social well-being mainly focuses on the teacher’s relationship with
colleagues, students and principals, which are central to their professional well-being (Li Guang et al.,
2022). More importantly, a teacher’s sense of trust in their role as a teacher is paramount. A positive
workplace culture not only cultivate trust but also fulfills deeper emotional and interpersonal
requirements. Hence, Jerome (2013) maintained that self-actualization requirements are met when
management propels employees to attain their maximum potential, which can be achieved through a
constructive connection with the organization’s management. In conclusion, principal leadership styles
that attempt to inspire teachers by enhancing their inner potential or feelings can foster a sense of
responsibility and motivate teachers to work effectively and efficiently toward enhancing their self-
efficacy.

How Can Principals’ Leadership Styles Help to Improve Teachers’ Professional Well-being in
China?

Within an educational institution, the leadership style of the principal is regarded as one of the most
crucial elements in maintaining the efficacy of the school and supporting the continuous professional
growth of instructors. Many believe that the culture of schools and the roles played by leaders are essential
in promoting teaching and learning practice, supporting teachers’ advancements and innovations
(Lunenburg and Ornstein, 2021). The emotional relationships between leader and follower determine
teachers’ perceptions and feelings about their principal (Hallinger et al., 2019). Therefore, it is not
unexpected that a wealth of studies indicates a close link between principalleadership styles and teacher
job effectiveness (Adeyemi, 2010; Imhangbe et al., 2018; Saleem et al., 2020).
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Teacher well-being has been characterized in a variety of ways. Collie et al. (2015) identify teacher well-
being as positive evaluations in their employment. Turner and Thielking (2019) illustrate that positive
school culture is associated with teacher well-being in terms of instructional quality, students’ enthusiasm
to learn, and academic achievement. Research has shown that interventions in professional development
can boost teachers’ work satisfaction, self-efficacy, well-being and performance. According to McCallum
(2020), the job environment, as well as the actions of coworkers, supervisors, and students, can
significantly affect teachers’ psychological and subjective well-being. Along the same line, Dreer (2022)
asserted that positive workplace environments aid in teachers’ ascent tobetter states of wellbeing.

A successful leader equips their team to overcome obstacles and accomplish objectives (Phuc et al., 2021).
In contrast,teachers may find it difficult to achieve their shared objectives if a leader has an ineffective
leadership style. In fact, a lot of instructors frequently decide to voluntarily leave their jobs because of the
unfavorable actions of school leaders (Bickmore and Dowell, 2018). Heidmets and Liik (2014) looked into
the influence of a principal’s leadership style on teachers’ burnout, ambiguity about their career paths,
and willingness to leave the teaching or professional field. Oplatka and Arar (2018) noted the
shortcomings in a principal’s leadership can hamper some individuals from performing or educating
learners effectively. The current challenges of teacher shortages, the gradual decline of teacher status,
as well as the waning levels of job satisfaction and passion for teaching have all impelled local and
international academics to increasingly focus on these issues (Rizvi and Khamis, 2020).

Moreover, improving teacher well-being is paramount in this new era that emphasizes individuals’ well-
being. Against this background, focusing on teachers’ well-being and contentment conforms to the broader
objectives and important prerequisites of nurturing individuals of moral integrity and elevating the quality
of education (Cui Yun, 2016). A teacher’s professional well-being is not only influenced by their own
personality traits, values, salary and school support, but also by the leadership style of the principal, which
has both a direct and indirect effect on a teacher’s professional well-being. In other words, strong principal
leadership enables teachers to meet expectations at work in a more time- and cost-efficient manner.

Undoubtedly, literature has demonstrated that the principal’s role is vital to enhance the sense of
satisfaction associated with the teaching profession. Figure 3 depicts the linkages of different principal
leadership styles and their direct impact on the level of teacher professional well-being. For instance, a
directive leadership style may lead to high levels of mental state through enhancement of positive
influence on teacher cognitive well-being and social well-being. Meanwhile, supportive leadership style
may lead to high levels of teaching efficacy, job satisfaction and foster strong relationships with others,
consequently elevating cognitive, subjective and social well-being. Participative leadership style may
nurture excellent support systems with administrators and a high degree of enthusiasm. Finally,
achievement-oriented leadership style may propel teachers toward a higher level of teacher professional
well-being.
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Figure 3: The Effect of PLS on TPW
Source: Adopted from Li Gang et al. (2020)

In conclusion, school principals typically use a variety of leadership philosophies to provide support in the
administrative and academic spheres by giving clear instructions and guidelines. Analyzing the
associations and impacts of the main leadership philosophies between principal leadership styles and
teacher professional well-being shows how to be a great leader by providing a clear set of instructions or
plans, including when to implement them and how to inspire followers, to achieve the ambitious goals,
and cultivate amicable, constructive relationships. It is evident that principals’ leadership styles have an
impact on teachers’ professional well-being because they influence instructional activities and interactions,
which are intricately linked to each other.
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Conclusion

This concept paper mainly aims to explore principal leadership styles regarding the definition, role and its
importance on teachers’ professional well-being and the quality of education. To enhance teachers’ professional
well-being and in turn, the educational administration system, this paper outlines four characteristics of
principal leadership styles, namely directive leadership, participative leadership, supportive leadership,
and achievement-oriented leadership. A positive impact will be imparted on the four following main
dimensions of teacher professional well-being: cognitive well-being, subjective well-being, physical and
mental well-being, and social well-being. The discussion has shown that principal leadership styles can
play a pivotal role in improving teachers’ professional well-being under the guidance of path-goal
theory. Moreover, this concept paper has identified a notable gap in China in terms of the impact of
principal leadership styles on teachers’ professional well-being. However, in consideration of the lack of
research, It’s potential to further explore the relationship between principal leadership styles and teachers’
professional well-being. One significant area which remains under-investigated is the implications of
principals adopting dominant leadership styles.
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