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Abstract: Nowadays, in order to take steady steps towards the transformation of the modern
school, the transition from the hierarchical model of school administration to a participatory
leadership model, sharing of control and responsibilities is required, which focuses on the
teachers’ empowerment, through the provision of chances for motivation, autonomous action
and professional development. The aim of this paper is to study the supportive mechanisms of
teachers’ empowerment, which is developed by a school principal who acts as a leader, in order
to cope with their multiple responsibilities, contributing, dynamically, to the success of the
school organization’s mission. The results of this study showed that a school leadership, which
creates quality opportunities for teacher’s empowerment, has a catalytic impact on their active
engagement, joint commitment, cooperation, innovative and inquisitive attitude, job
satisfaction, but also on the high achieving of their students, contributing, essentially, to the
restructuring of the educational field.

Keywords: School leadership, teachers’ empowerment, high-quality educational processes,
high students’ performance

1. Introduction

The international framework for the education of the 21% century, reflecting the constant
changes of the wider socioeconomic and political situation, requires the modernization of
outdated educational structures and the redefinition of the modern school’s mission. The central
axis of the school reform is the concept of “quality”, aiming to create schools of excellence and
high achieving that evolve to meet the emerging opportunities and challenges of the future [1].
However, since human resources are the most important investment capital of any organization,
an educational organizational, in order to have high quality indicators to meet the students-
clients’ needs, incorporates high qualified teachers [2].

At the same time, in the modern era of increased school accountability, the necessity of a
decentralized school leadership is becoming imperative, encouraging teachers to take on new
tasks and share their ever-increasing and demanding workload. The priority of the educational
mechanism for the restructuring of the modern school is the teachers’ empowerment. In this
way, they understand and adequately respond to their multifaced roles and responsibilities,
which require the activation of their abilities and the acquisition of new knowledge and skills,
through their continuous professional development. Through the process of empowerment, it
is realized that the views and the attitudes of the school leadership and the teachers present a
continuous dynamic, which is reflected in the setting of the school’s goals, in making decisions
and the selection of the necessary acts and actions for their implementation [3].

In this direction, modern school leadership trends have incorporated practices of
empowering teachers, starting from the understanding that, since they are involved in teaching
and education issues, they must actively participate in the programming and control of the
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educational processes [4]. At the core of this effort is a culture of distributed leadership, by a
transformational school principal, who as a mentor creates an authentic work environment [5].
Within this, teachers value their educational work as important, utilize their knowledge and
abilities and develop new skills, through self-determination and selection provided
experiences, to achieve it. Thus, they experience a sense of their impact on the overall
outcomes of the school organization, ensuring a slow but in-depth change of the school [6],
[71. [8].

The present literature research aims to examine the strategies of teachers’ empowerment
that a school principal uses as an administrator of the school environment, making them sharers
of his/her power, through the targeted combination of their forces, their progressive initiation
and co-responsibility in decision making, for the realization of the school organization’s
common goals and the achievement of its renewal [9]. In addition, it highlights the school
principal’s personality traits and behavioral style, who acting as a leader supports and motivates
the teachers, with a view to forming a sustainable and robust school organization, with high-
effectiveness teaching staff and high-achieving students. Moreover, it investigates how, in a
school organization, the principal coordinating teachers’ educational work, through the
“dynamic interactive process of influence” [3], contributes to higher organizational outcomes,
compared to schools where teachers work individually. Furthermore, this study makes it
possible to be realized the distinction and excellence of schools with open cooperation
networks, diffuse of knowledge and information as well as innovative and creative actions, in
comparison to those schools, where principals insist to introversion and teachers remain
stagnant, without being interested in their professional development.

2. Clarification of concepts

2.1. The leadership

According to the social influence theory “leadership” is the ability to change views, attitudes
and behaviors of subordinates, based on two key features of the leader: a. his/her credibility as
a result of his/her expertise, i.e., of the knowledge and the skills required to solve problems,
but also his/her reliability, i.e., their ethical use for the common good [10] and b. his/her social
attractiveness, which derives from the subordinates’ admiration and their desire to develop
reciprocity relationships with the leader [11].

The main sources of leader’s power are considered to be the development of information
diffusion mechanisms and his/her competence to create relationships and alliances networks,
inside and outside the organization. In addition, the expression ways of his/her power determine
the relationships of influence, confidence or conflict with his/her subordinates [12].

2.2. The empowerment

Education policymakers adopted the term “empowerment” from the field of business
administration [13], where it was used in post-industrial society to address work alienation and
increase productivity [4]. The empowerment is a process of redistributing the leader’s power,
in other words, the control s/he has over the organization’s resources [5]. Firstly, it refers to the
influence of the working environment on the way which a working person understands and
perform his/her role and tasks within it. Besides, it refers to the internal incentives -of the
meaning of his/her work, self-efficacy, self-determination and his/her impact on the
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achievement of overall organizational outcomes- that s/he develops to obtain a strong
professional identity [14].

In this context, it was realized that the teachers’ empowerment, who are the core of the
educational processes, by an authentic school leadership that provides opportunities for self-
management as well as for collective management and co-responsibility, can become the main
driving force for maximizing their efficacy and school organization’s efficiency [8].

2.3. Teachers’ organizational behavior

The term “teachers’ organizational behavior” refers to the mutual responsibility
relationships that develop between teachers and the school environment and includes:

» The organizational commitment, which describes the alignment of the teachers’ needs
with the schools’ goals. It concerns their resilience and high energy levels, which allow
them to work with willingness, responsibility, persistence and patience. It also reflects
their focus on their particularly meaningful work, as stable members of the school
community, so as to present continuity and consistency [13].

» The professional commitment, which reflects the recognition of the importance that
their profession has for them, but also their efforts to meet the needs of their teaching
task. It takes place by providing lifelong learning opportunities and acquiring new
knowledge and skills, in order to develop a strong professional identity, which
perceives educational work as an essential part of their life [15].

» The organizational behavior of citizenship, which refers to the teacher’s behavior as
individual, member of a team, or the entire school community.

» The supervisory support, whish concerns the teachers’ belief that the school principal
values their personal contribution as important and is interested in their professional
development.

> The engaging in work, which implies the teachers’ psychological identification with
their educational work [2].

3. Teachers’ empowerment leadership behaviors and their effectiveness outcomes

3.1. The school leadership’s behaviors styles and personality traits as key factors of teachers’
empowerment

In the traditional school, the principals wielding their power in a centralized way and in a
unilateral orientation to the task, directing and controlling the teaching staff, had the whole
responsibility for the creation of a stable learning environment, the rational distribution of
resources and the achievement of school goals. Despite the fact that there have been no changes
in the hierarchical structures of the school, it is noteworthy the transition to a collaborative
model of leadership, to establish a common direction and coherence of the school organization
[16].

In this perspective, today’s school leaders must perform their work, utilizing the influence
and persuasion of their power, in order to positively influence teachers, to effectively respond
to their new tasks and develop innovative practices. Nowadays, as the model of individual
leadership is questioned, in the field of educational administration three leadership models are
recognized as more effective [17]:
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> The distributed leadership style, with democratic and collaborative cues, which is
centered on the concept of empowering teachers. The school principal is the holder of
power and expertise as well as the creator of school organization’s vision, which
implemented through his/her dynamic interaction with them [11].

» The transformational leadership style, in which school principal guides the
transformation of the school into an attractive place of creation and development,
sharing responsibilities and enhancing the teachers’ autonomy action.

» The authentic leadership style, in which school principal, demonstrating trust,
collegiality, reason-action consequence and having high level of ethics, engages
teachers in decision-making for the welfare of school organization [18].

Thus, in the reformed school environment, the «empowering leaderships’ chain of
influence» refers to the principal’s effort to shape the appropriate conditions, which will
positively affect the commitment, effectiveness and job satisfaction of the teaching staff
[14]. Taking into account the socio-cognitive theory, that the individual’s perceptions affect
his/her cognitive processes and behavior in social contexts, it seems that teachers’ beliefs
of the school principal’s behaviors authenticity are an important psychological mechanism
for their empowerment, affecting their organizational behavior [19].

More specifically, “teachers” empowerment”, which refers to their pursuit of personal
and professional development, is considered to be a school principal’s moral activity that
lays the ethical basis for teachers’ autonomy and professionalism and the creation of a
positive school climate, which promotes the upgrading of the working environment, the
relationships that take place within it and the learning products [20]. It is carried out with
the teachers’ cooperation in the management of issues that affect the quality of their
working conditions and educational work. Besides, it describes a systematic process of
teachers’ consent in decision-making, professional self-determination and self-realization,
which takes place slowly and requires collectiveness, confidence as well as readiness,
volunteering and available time, in order to take on them a wide range of responsibilities
and to engage in every aspect of school life [21]. Additionally, it aims to increase their
power in decision-making and accountability and to develop a collaborative learning and
development school settings [3]. In this empowerment process, the most important factor
is considered the school leadership’s authenticity, but also the provided chances for access
to information, the embracing new ideas and innovative approaches, the respect and the
freedom of teachers’ expression, the recognition and the reward of their contribution [22].

Therefore, depending on the particular characteristics of the school’s social context,
school leadership chooses the appropriate sociopsychological mechanisms to empower
teachers and redefine their traditional roles, by readjusting his/her authority relations, which
stems from his/her hierarchical position, personal and political power. The power, due
his/her hierarchical position, is reflected in his/her control over important areas of the
workplace, such as the distribution of resources, the provision of rewards or sanctions, the
diffusion of information, the programming of educational work. However, a distributed
school leadership transfers part of this control to teachers. The personal power emerges
from his/her expertise and charismatic personality. Nevertheless, an authentic school
leadership recognizes and rewards teachers’ professional experience and development,
valuing their individual contribution to teaching and pedagogical decision-making. At the
level of political power, the school leadership and the teaching staff cooperate to influence
important decisions, concerning the quality of their professional life, to the extent that they
are not limited by the decisions of the central educational administration [21]. Hence, an
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empowering school leadership promotes democratic participatory structures and processes

in the school organization, provides substantial opportunities for teachers’ professional

development and encourages initiatives and innovations [20].

In this team-centered leadership or teachers’ collective leadership, the responsibility for
the school organization’s effectiveness is distributed among teachers and school principal,
who acts as a consultant and coordinator of their educational work, within a working
environment of autonomy and multitude of choices, embedding a strong organizational
culture with core values, the sense of community, the freedom of their expression and the
approval of their diverse ideas. Viewing the team as a collective entity, s/he organizes
regular meetings, assigns them a part of his/her power and provides them with sufficient
time for collaboration and programming of their educational work, supporting them, even
for initiatives that didn’t not work out [6]. In line with above, a school leadership is
considered successful, recruiting the teachers’ abilities and actions, so that they are willing
to improve and voluntary contribute high quality educational work to their students. In
particular, teachers’ empowerment is, mainly, carried out, through six parameters:

» Their participation in decisions making that directly affect their educational work,

enabling them to gain control over their working environment.

» Their professional development, with the training opportunities provided by the
school organization for expanding their knowledge and skills.

» Their professional status, which derives from their sense that they are valued and
respected by the educational community for their specialized knowledge, attitudes,
skills and professionalism.

» Their self-efficacy, resulting from their belief that they can bring out quality
educational outcomes, thanks to their professional adequacy and effectiveness.

» Their autonomy, giving them a sense of power and control the planning and
programming of the educational work and the possibility of making choice of the
practices and the resources for the perform of it.

» Their impact, which boosts their self-esteem and stems from their sense of being
able to influence every aspect of school life with their personality and
professionalism [2].

Other dimensions of school principal’s empowering behaviors include the fostering of the
collective working way, the creation of open communication channels, the articulation of the
school organization’s coherent vision, the provision of mental stimuli and role models to
develop potential leadership behaviors. In the same direction, aims the allocation of control
and responsibilities, according to teachers’ individual capacities, recognition of their success
and sharing of their failures, expressing confidence in their abilities, encouraging and
reinforcing their effectiveness, considering the consequences before taking action, individually
listening and observing their needs and concerns, as well as ensuring their autonomy. Likewise,
the offer of rewards and positive feedback for initiatives and taking risks and the developing
of innovative work behavior of teachers, ensuring the necessary resources for fulfilling their
need to experiment, explore new flexible ideas and strategies and consider alternative solutions
to solve problems serve the purposes of their empowerment. In the same vein, is the provision
of specialized training programs for their continuous professional development [17], [23], [24].

In the sight of above, critical personality traits of an empowering school leadership are
accessibility, genuine interest, optimism, honesty, emotional intelligence, discretion, courtesy,
integrity, sense of justice [15].
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3.2. The organizational effectiveness outcomes of teachers’ empowerment

Hence, it seems that the empowerment and the sense of control their working life is
considered crucial parameters for working people’s well-being [19]. This means that the high
levels of teachers’ empowerment are predictive and mediating in reinforcing the organizational
culture, by multiplying the possibilities of school organization’s development.

In this light, school leadership has to develop tangible and intangible strategies to empower
teachers, providing them with the necessary structural and social context, in order to engage
them in those activities that will commit them to their educational work, in order to improve
their students’ learning and development [15]. Moreover, by discussing and co-deciding with
them, about school organization’s values, policy and vision, s/he facilitates the alignment of
teachers’ expectations with the mutually agreed school’s goals [22]. Thus, empowered
teachers, through giving meaning to their educational work, experience a sense of self-efficacy,
which is increased by the recognition of their individual contribution to the desired educational
outcomes. At the same time, their sense of self-determination is increased, through the
provision of vital space for their personal choices in their working way. Additionally, they
experience a strong sense of their impact in work environment, through participative decision-
making and respect for their professional contribution to the school organization’s high
efficiency [25]. Therefore, a constructive school leadership creates a motivational context for
empowering teachers, which promotes self-determination, self-regulation, flexibility and high
effectiveness degree, enhances their professional identity, ensures the quality of life of their
working environment and contributes to the internalization of determined educational goals,
the creativity, innovation, sense of community and job satisfaction.

In particular, job satisfaction of an individual, which is considered a key pillar of an
organization’s success, is related to the emotions of internal fulfillment in the performance of
his/her work and is boosted by the recognition and the reward of his/her work, but also, it
derives from his/her appreciation for director’s personality, expertise and working experience
[12]. The more school leadership filters teachers’ needs for autonomy and creativity, through
the school’s shared goals, the more it contributes to their job satisfaction [26]. When teachers
get intellectual stimulation, professional respect and positive prompting in participative
decision-making, they configure high expectations of self-efficacy, demonstrating a higher
commitment to their profession and educational work, but also mental resilience, advancing
the completion of their multiple and demanding tasks. They remain to the specific school where
they diligently work and demonstrate high levels of participation in the whole of school life,
beyond their formal obligations, but also, they take advantage of the provided professional
development prospects and develop authentic relationships of interpersonal trust with the
school leadership [2].

Besides, the high levels of teachers” empowerment by an authentic school leadership
facilitate the development of an innovative professional teachers’ culture, through the diffusion
of knowledge and good practices, which emerges from an investigative curiosity and is
reinforced by self-determination, discussion and actions prompts, creativity, risk-taking, the
critical thinking, problem solving and developing of internal incentives [24].

On the contrary, low levels of their empowerment cause high levels of work stress, which
are experienced as a reduced professional self-concept or even as work burnout. This occurs
when the teachers’ self-efficacy is disturbed by some endogenous or external factors of the
school workplace, the lack of interpersonal trust, poor job satisfaction, or even indistinct roles
and relationships with school leadership, which trigger conditions of confusion and role
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conflict. Then, there are resulted in stressful conditions of cognitive resources expenditure as
well as teachers’ withdrawal and distancing that inhibit the creative mood of interaction and
have a negative impact on the school organization’s effectiveness outcomes [5].

4. Discussion & Conclusions

There is no doubt that the educational field, in a rapidly changing society, thanks to
technological and scientific achievements, calls for a redefinition of standards and updating of
traditional roles, through a responsible review of attitudes and perceptions as well as of the
change attempt appropriation, by the school community. Today, more than any other time, it
puts forward the demand for reflection, reconsideration of efficiency criteria and reforming a
quality school, with teachers who invest in the continuous improvement of their educational
work and the high achieving of their students, imparting added value and prestige to the school
organization.

In this direction, school principal as a leader has a catalytic role in empowering teachers,
who are school organization’s most valuable resource, ensuring a high-quality working
environment, through dynamic interactions, authentic interpersonal relationships and
commitment to collaborative actions, to realize the vision of a coherent, sustainable and
competitive school. In the same vein, contributes to the developing of multi-force and multi-
modal culture of collaboration, fosters flexibility, empathy and a sense of security, develops
mechanics for information diffusion, motivates and rewards taking risks and innovative
practices to solve problems and provides opportunities for autonomy and self-regulation for
the emergence of potential school leaders. Such school leaderships, who diffuse empowerment
practices at all levels of the school administration, leaving an indelible reformative imprint on
the field of education, facilitate and coordinate teachers’ educational work, contributing so that
they, internalizing the school organization’s coherent vision, become tireless workers of
knowledge as well as autonomous education professionals. Moreover, considering that a school
principal is evaluated by high teachers’ efficacy and high students’ performance, it is clear that
empowering teachers, s/he actually increases his/her power and status, creating a dynamic
school organization, with a strong organizational culture.

Consequently, schools, with empowered teachers, are steadily and in depth changing and
serve as active professional learning and development communities. They are organizations of
high-quality education processes, opened to society, oriented towards the future, which achieve
their determined goals thanks to systematic but also collective responses to even unexpectedly
situations. At the same time, they are attractive workplaces, where are recorded high rates of
creativity, exploratory action and innovative practices by professional teachers, who value their
educational work as very important and develop internal and external collaboration networks.

To sum up, the modern school is called upon to align itself with the constant challenges of
the information society and a highly competitive job market, preparing active citizens, in order
to join them smoothly and successfully.

Finally we underline the importance of the digital technologies in leadership education
domain and leadership empowerment that is very productive and successful, facilitates and
improves the assessment, the intervention and the educational procedures via Mobiles which
brings educational activities everywhere [33-45], various ICTs applications which are the core
supporters of education [46-88], Al, STEM & ROBOTICS which raise educational procedures
into new levers of performance [89-109], and games which transforms the education in a very
friendly and enjoyable interaction [110-120]. Additionally the enhancement and combination
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of ICTs with theories and models of metacognition, mindfulness, meditation and emotional
intelligence cultivation [121-169] as well as with environmental factors and nutrition [27-32],
accelerates and improves more over the educational practices and results, especially in the
teachers’ leadership empowerment domain and its methods and practices.
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