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The purpose of this study was not only to add information to the existing collective
literature on leadership styles and teacher satisfaction, but also information regarding
the dominant leadership styles which included usage of motivators that created an
environment for satisfaction of teachers.
It is evident that there is no one best leadership style. However, most teachers might

agree with the leadership style of Robert House, because his type of leadership might
promote satisfaction. Hence, it took into account environmental factors and
subordinate contingency factors. A principal satisfies teachers by adopting one or
more leadership styles based on the situation and teachers need. The dominant style
was directive to guide new teachers; a supportive style to teachers during their first
years; an achievement style to meet higher needs of teachers; a participative style was

ix

good for teachers using an internal locus of control and for groups. A Participative
style was dominant compared to other styles.
Teachers are also pleased with the principal when he/she considers both intrinsic and
extrinsic factors. Teacher satisfaction is derived from intrinsic rather than extrinsic
rewards. Principals must deal with hygiene factors first and then use appropriate
motivators to inspire teachers. The overall finding of this study related to dominant
factors which caused teachers' satisfaction in their job were: good leadership,
feedback and recognition, and participation in the school's activities.

x
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Chapter I

INTRODUCTION

Every stakeholder in particular, and the schools' community in general shared the
same idea, which was student success. One key to success in students' achievements
was related to the change agent nature of schools mainly through principals and
teachers. Teachers were at the center in any changes in the school. For the
achievement of education in a classroom and well-being in a school, a teacher's role
is of great importance.
Teachers were often the driving forces that determined if school success was
considered to be effective. Motivated teachers were crucial in making some schools
more effective than others. Therefore, we need to produce more effective teachers.
One of the top priorities in education is the need to produce motivated teachers.
Differences in teacher effectiveness were found to be a dominant factor in student
academic achievement. Teachers did make a difference in student achievement.
Leadership occupies a critical position in the development of teacher satisfaction. A
successful principal was one who understood motivation and satisfaction among
teachers. Satisfaction had a multifaceted dimension, and one dimension that affected
teacher satisfaction was leadership style.

Background of The Study

In this study, "school leader and administrator" referred to the principal. Many
researchers recognized the importance of the human dimension in any type of
organization and conducted studies regarding leader and follower relationships. But,
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the roles of a principal in using the dominant factors that promoted satisfaction were
not fully explored. Some of the studies, which were related to leader and follower
satisfaction, are discussed briefly in this section.
School leaders ought to have some understanding of the factors that influenced
satisfaction (Randall, Fedor, and Longenecker 1990 cited in Mac Millian 1999).
Leading a school required that the principal deliberately influence teachers and others
to adopt the principal' s vision as their own, and their school should be a distinctly
moral one guided by moral principles and staff satisfaction. Other scholars stressed an
individual's perceived ability to contribute positively (Darling-Hammond, 1995) and
the conditions that allowed an individual to experience organizational values. Dalla
Costa (1995) reported that work place conditions positively affected teacher
satisfaction: administrative control was the most important factor followed by
teaching competence and organizational culture.
To achieve a common goal, principals and teachers must work together. Teachers, in
particular, influenced the success of their students. Therefore, principals must be
concerned with the needs and expectations of their teachers.
Many of the sources of conflicts in school resulted from mismanagement. Improving
their satisfaction by using an appropriate leadership style could motivate teachers and
reduce the resistance of teachers and staff.
According to equity theory, developed by Adam (1965) cited in Schermerhorn (2000),
satisfaction of an employee depended upon the relationship between the perceived
value of what an employee puts into the job and the satisfaction that she/he gets from
it in comparison with others.
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Objective of the Study

The objective of this study was to explore the relationship between leadership and
teachers job satisfaction in a school.
Although many studies which were in favor of satisfaction for teachers, a sufficient
number studies had not yet been conducted regarding the influence of leadership
styles_ on teachers' job satisfaction. One way of enhancing satisfaction was to use
appropriate leadership.
Another purpose of this study was to identify the mam factors that led to job
satisfaction.
Specifically, the objectives of the study were:
1) To determine a leadership style that promoted satisfaction and to find if there were
dominant styles relating to job satisfaction.
2) To examine the appropriate motivational techniques that a leader could use to
enhance teachers' job satisfaction.

Statement of The Problem

Factors that affect job satisfaction were leadership, students, school atmosphere,
workplace, background character, and teacher compensation. Among these factors,
leadership ranks first in affecting job satisfaction.

Leaders could promote satisfaction by changing their style or using appropriate
motivational techniques.
In the context of this study, the issues that affect teachers' satisfaction were
determined.
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Specifically, the research problem was investigated to answer the following questions:
1). What were the dominant leadership styles relating to teachers' job satisfaction?
2) Which motivator was the most practical for a school leader (intrinsic or extrinsic)?

Significance of The Study
The results of this study could be useful for schools, administrators, educators, and
stakeholders, and might help schools in the development of programs. Teachers and
principals should support each other in striving for the success of each student.
School leadership style affected teachers' satisfaction. The school principal was the
key person responsible for building job satisfaction. A school principal who was a
leader would give full attention to teacher development.
The study showed that the aim of principal and teacher interaction was to help in
sharing the same concerns about school goals.
The results of this study could help school leaders to use an appropriate leadership
style and recognize motivating factors leading to satisfied teachers. The study also
showed that good leadership was the most useful in motivating teachers.
The study provided information which recommended that a principal use an
appropriate leadership style to motivate teachers according to the teacher's needs. For
different teachers, different styles and different motivators should be used.

Definitions of Terms
"School leadership style" referred to the behavior of principals towards teachers, or
the behavior exhibited by leaders in working with subordinates. Different styles might
be effective under different conditions.

5
"Job satisfaction" was the achievement of outcomes that were attractive for an
individual. Job satisfaction represented the difference between what was expected and
what was experienced in relation to the alternatives available in a given situation.
Individual satisfaction occurred when expectations had been fulfilled, freedom was
given to make suggestions, recognition and expression of appreciation for good
performance, and so on.
How were Leadership Styles and Job Satisfaction related? A task that involved two or
more persons required administration, one leader and other followers, to achieve a
common goal. Principals and teachers worked together to achieve a common goal, i.e.
student success. Leadership was the process of influencing followers; using different
bases of power resulted in different reactions from followers. An individual group
member could not attain maximum productivity and maximum satisfaction unless the
assignments of the employees in the group were evaluated fairly, and this was one of
the principal' s functions.

Conceptual Framework

Leadership style and motivational factors could be considered as causal factors of job
satisfaction.

Motivators
Leadership styles

Satisfaction

Leaders could promote satisfaction by changing their style or usmg appropriate
motivational techniques best suited to their followers. Therefore, leadership styles
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were related to satisfaction by motivators. Leadership styles did, in fact, make a
difference within group functioning. The same group of individuals would behave in
markedly different ways under leaders who behaved differently. This implied that the
relationship between leaders and followers was characterized by how negatively or
positively leadership style influenced followers.
The first part of this study focused on how school principal leadership styles affected
teachers' satisfaction. Then, to foster job satisfaction, a principal should know which
motivators to use in a given situation.
School leadership styles and teachers' job satisfaction were discussed respectively.
One aspect of satisfaction was reassurance resulting from motivating teachers. To
satisfy teachers, a principal should use different styles and motivators depending on
the teacher and situation.
Job satisfaction might be adversely affected by leadership styles. This study was
divided into modules. First, the study contains information on different leadership
styles and the relationships between leadership style and job satisfaction. Second, it
contains theories of content and process motivation related to job satisfaction. Third,
it contains information on the relationship between job satisfaction and motivational
factors leading to job satisfaction.

Further, some specific leadership styles and

motivational factors to promote job satisfaction were proposed as possible solutions in
conflict resolution. Findings, conclusions, recommendations, and suggestions
concerning leadership styles and motivators in relation to job satisfaction of teachers
were analyzed and stated.
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Chapter II

REVIEW OF THE LITERATURE

School Leadership Styles

Leadership is a topic of a great importance to teachers and administrators who are
leaders, who aspire to be leaders, and who want to know the scope of leadership. This
chapter examined what leaders should do in order to be effective, the various
strategies leaders could adopt, and the relationship between leaders and followers.
Every day, we encounter situations that categorize us as either leaders or followers.
Therefore, it is important to know the role of "leader" in a given situation. Throughout
history, scholars and researchers had sought to identify what made a leader. Because
of this search for an explanation of leadership, many theories had been developed.

Definition of Leadership

Many educators usually defined leadership according to their individual perspective
and the phenomena of interest to them. There are almost as many definitions as there
are theorists. A leader was perceived as someone who set a direction and had the
ability to lead in an effort that influenced people to follow that direction. The
following definitions defined leadership pertaining to school as an organization.
Most definitions of leadership reflected the assumption that it involved a process
where, by intentional influence, one person exerted control or guided other people.
Some definitions of leadership are:
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Leadership could be defined as a process through which a person tried to get
organizational members to do something that the person desired (Vecchio, 1995).

Leadership was a dynamic and innovative approach to problems commonly
perceived by an individual or by a group of people (Buchanan and Huczynski, 1997).

Leadership was the conjunction of technical competence and moral complexity.
(Barnard, 1997).

Leadership was the process of influencing people to direct their efforts toward the
achievement of some particular goal or goals (Kuratko and Hodgetts, 1998).

Leadership was the matter of how to be, not how to do (Hesselbein and Cohen, 1999).

Leadership style was the perceived approach and behaviors exhibited by a leader
(Schermerhorn, 2000).

Leadership was defined as "leadership style" which was affected by the expectations
followers had of how a leader should act, by the leader's perception of what behaviors
were appropriate for the various roles he or she must assume, and what behaviors
would produce desired outcomes (Witherspoon, 1997).
In conclusion, leadership is a social process in which one individual influenced the
behavior of others with or without use of a threat.
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To understand leadership, we have to understand compliance and we need to know
why people were willing to let themselves be influenced by some individuals and not
by others.
Leaders appeared to have effective influence on others and tried to influence them to
behave in ways compatible with the goals of the organization.
Leaders engaged with followers were seeking to achieve not only the goals of the
leader, but also the significant goals of the followers. As a result, leadership over
human beings was exercised when a person with a certain purpose mobilized, in
competition or in conflict with others, institutional, political, psychological, and other
resources in order to arouse and satisfy the motives of followers. Future success came
from leadership, schools which challenged teachers, and teachers that knew how to
work together.

Sources ofLeadership

Leadership was not effective without power, and power had leading or controlling
others as one reason for existing. Leadership, most importantly was a process. This
was a process that involved influencing teachers. This potential to influence was the
essence of power. If a person possessed power, which was potential influence, she/he
would then be able to lead the group, and thus exercised leadership. Consequently, if
one person had the qualities of a leader, and possessed leadership ability, then some
potential influence might result. Influence was the effect of one party on another.
Power generally referred to an agent's capacity to influence a target person.
Principals' influence on teachers could be considered as power. Power was a useful
concept which could explain why different people exerted different degrees of
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influence over others. Power could be defined in leadership as the ability of an
individual to control or to influence others, to get someone else to do something.
Why did followers follow a certain leader? There were five reasons why a person
would follow a given leader (French John R. 1993 cited in Lunenburg Fred C. 2000).
The first is "reward power". Reward power was based on the belief of followers that
the leader had access to valued rewards, which might be dispensed in return for
compliance with instructions. The second reason was

"coercive power". Coercive

power was based on the belief of followers that the leader could administer penalties
or sanctions that were considered to be unwelcome. The third reason was known as
"referent power". Referent power (charisma) was based on the belief of followers that
the leader had desirable abilities and personality traits that could and should be
imitated if possible. The fourth reason was referred to as "expert power". Expert
power was based on the belief of followers that the leader had superior knowledge
regarding the situation and the task. The fifth and final reason was "legitimate
power". Legitimate power was based on the belief of followers that the leader had a
position of authority in the organizational hierarchy, which gave her/him the right to
issue orders which followers had an obligation to comply with.
A key to power depends on whether the resource is important or scarce. The source
of a principal's authority is one of legitimate power. A principal has a right to give
them orders, which teachers in tum have an obligation to accept. That is why 'leader
legitimacy" can rely on a job title.
These five power bases had a number of significant features. They all depended on
the beliefs of followers. These power bases were also interrelated. For instance, a
leader who resorted to coercion might affect that leader's ability to influence another
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positively. Leadership, as an influence process, was a function of the elements of the
leader's sources of power and their degree of acceptance compared with the interests
and needs of subordinates.
Figure 1. Source of a Leader's Influence on Subordinates
Outcomes

Behavior
Organizational Power
Legitimate
Reward
Coercive
Personal Power
Expert
Referent

Performance
Influence

Task completion
Job Satisfaction

Absenteeism
Turnover

,.._t-----Leader----------------Subordinate.-..j
....
Source: Lunenburg, Fred C. (2000). Educational Administration: Concepts and
Practices.

Principals could operate from multiple bases of power. The same principal might be
able to use different bases in different contexts and at different times.
A job title as "principal'', on its own, was not enough. Some teachers might have
sources of power of their own which they could use to subvert the leader's position.
Leadership style had thus become a central problem for administration. How could
principals ensure high work motivation and satisfaction? What is a more effective
leadership style? These questions and concerns led to the study of leadership.

St. Gabriel's Library, Au
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Theories Related to Principal's Leadership Styles
There was a clear trend of change or shift of power to flatten hierarchy and
decentralization of decision-making. Now, more than ever before, schools and other
organizations needed a good leader in order to be successful.
According to Hellriegel and Slocum (1996), five core competencies possessed by
effective leaders began from empowerment occurring when a leader shared influence
and control with followers. Next was intuition, the ability to scan a situation and
anticipate changes. The rest were self-understanding, vision, and value congruence.
Self-understanding was the ability to recognize a person's own strengths and
weakness. Vision was the ability to imagine different and better conditions. Value
congruence was the ability to understand the organization's guiding principles and
employees' values and reconcile them.
Among many theories regarding styles of leadership, the following theories were
selected.

Iowa, Ohio and Michigan Studies
. Principal leadership styles based on Iowa studies (Kurt Lewin cited in Lunenburg
2000) classified leadership in three categories: autocratic (authoritarian), permissive
(laissez-faire), and democratic. Autocratic leadership referred to principals' rules
which teachers and students must obey. A permissive principal had no power; power
was invested in teachers and students, which resulted in confusion during the learning
process. In democratic leadership, the principal shared power (principal, teacher, and
student).
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According to Ohio State studies (Stogdill and Coons 1957 cited in Lunenburg 2000)
principals who were rated as effective leaders were described as being high on both
initiating structure and consideration. Initiating structure referred to the extent to
which a leader focused openly on organizational goals in delineating relationships
with subordinates. Consideration referred to the extent to which a leader exhibited
trustworthiness in relationships that provided psychological closeness. Generally, high
initiating structure and high consideration leader behaviors resulted in higher
satisfaction and performance among school administrators, which provided a
framework for solving problems in school organizations (refer to Figure 2).
University of Michigan studies (Stogdill and Coons 1957 cited in Lunenburg 2000)
were also similar to initiating structure (production-centered) and consideration
(employee-centered). Related to Ohio State results, the reported mix of employee and
production-centered leadership increased productivity and satisfaction.
The Iowa State studies identified three leader behaviors, and the Ohio State and
University of Michigan studies focused on two dimensions of leadership behavior.
However, all of them had not considered the effects of situational factors on
leadership.
One who wants to design and innovate in school improvement should consider
situations such as environmental factors, differences in make-up of the group, etc.

St. Gabriel's Library, Au
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Low Structure

High Structure

Low Consideration

Low Consideration

0

n
Low

Low

Initiating Structure

High

Figure 2. Ohio State Leadership Grid

Source: Kreitner& Kinicki (2001 ). Organizational Behavior.

The conclusion arrived at by the Michigan researchers strongly favored leaders who
were employee-oriented in their behavior and were associated with higher group
productivity and higher job satisfaction.
In conclusion, Ohio studies suggested that the high-high style generally resulted in
positive satisfaction, but enough exceptions were found to indicate that situational
factors needed to be integrated into the theory.
Generally, the Iowa studies concluded that democratic leadership was best.
Authoritarian leadership created conflict and lowered teachers' satisfaction. Laissezfaire leadership nearly produced the most ambiguity.
The three theories related to each other and to job satisfaction as shown in Table 1.
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Table 1. Behavioral Theories Related to Subordinate Satisfaction
Leadership
Studies

Summary of the result

Behavior

University of

Authoritarian

Democratic leadership is best

Iowa study

Democratic

and increased subordinate satisfaction

Laissez-faire
Ohio State studies

Initiating structure

High

initiating

structure

and

Consideration

consideration increased productivity and
satisfaction

University of

Production

A mix of employee and production

Michigan studies

centered

centered

leadership

increased

Employee Centered productivity and satisfaction

Leadership Grid Theory
One model of leadership that identified leadership styles of practicing administrators
was the Managerial Grid developed by Blake and Mouton (1985) cited in Lunenburg
(2000). The Managerial Grid rested on the proposition that there were two
fundamental dimensions that determined a leader's effectiveness: concern for task and
concern for people. Their model assumed that all approaches to leadership could be
arrayed on a two-dimensional grid. Theoretically, the grid contained eighty-one
possible styles (refer to Figure 3). Although Blake and Mouton viewed leaders as
being capable of selecting from among them, they emphasized only five of those
possibilities: (1,1) Impoverished Management: a leader who had little concern for
tasks or people and was simply going through the motions; (1,9) "Country Club"
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management: a friendly leader who was concerned about people, but had little
concern for tasks; (5,5) Organizational Man Management (Compromising Manager):
a leader who tried to balance tasks and people; (9,1) Authority-Obedience: a leader
who concentrated on maximizing production through the use of power, authority, and
control; (9,9) team management: a leader who integrated tasks and people and
produced outstanding performance.

Figure 3. Managerial Grid
High
9

(9,9)
(1 ,9)

8

p

7

E

6

0
p

(5,5)

5

L
4

E
3
2
(9,1)

(1,1)
2

3

Low

4

5

6

7

8

9

Concern for Production

(1,9) Country club management

(1,1) Impoverished management

(9,1) Authority- obedience

(5,5) Organization man management

(9,9) Team management
Source: Robbins Stephen P. (1998). Organizational Behavior.
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The Managerial Grid theory lacked concepts for dealing with variations in situations.
The theory's major conclusion was that (9,9) was the recommended leadership style
in all situations and for all time. That is team management might create satisfaction.
The Grid could be used to help people analyze the different possibilities and likely
results to be achieved by each of the grid styles and select the one they believed to be
the most effective.

Three-dimensional Leadership Style

Reddin (1970) cited in Lunenburg (2000) attempted to integrate the concepts of
principal leadership style with situational demands within a specific environment by
adding an effectiveness dimension to the task and participants' behavior.
The four basic leadership styles in the model were: related (low in task but high in
participants' behavior), integrated (high in both task and participants' behavior),
separated (low in both task and participants behavior), and dedicated (high in task but
low in participants' behavior). Reddin proposed that any of the four basic leadership
styles might be effective or ineffective depending on the situation. The separated style
was distinct from both tasks and being people-oriented. The dedicated style
considered behavior as being dedicated to the job. The related style considered
behavior that related to subordinates. The integrated style described principals'
behavior, which combined tasks and people.
In Figure 4, the grid in the center represents the four basic styles formed by the
combination of participants' behavior and task orientation. The titles given to the
other four more effective and four less effective styles were not important. But, there
were two main points to be extracted from this three-dimensional theory. First, every
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leader employed some combination of task and people-orientation in dealing with a
situation. This behavior would be either appropriate (more effective) or inappropriate
(less effective). Second, effectiveness was better described on a continuum. That is,
effectiveness was a matter of degree, and a style that was effective in one situation
might not be effective in another.

Benevel-

Autocrat

1-----1-__.:·:. . -~ '-.~_-~- ~-·-I· ·························
.......

Figure 4. Reddin's 3d Leader Effectiveness Model

Source: Lunenburg, Fred C. (2000). Educational Administration: Concepts and
Principles
The conclusions were: first, an effective leadership style depended on the situation,
second, it encouraged school leaders to notice that no one style was always right, and
third, it brought together the concepts of task and people (relationship) orientation. It
was helpful in training administrators in numerous organizational contexts.
Administrators could identify their leadership styles and adapt them to particular
situation in order to achieve maximum effectiveness, even to satisfying teachers.
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Fiedler's Contingency Theory.
Holt (1993) stated that the essence of Fiedler's research was that any leadership style
could be effective depending on the situation. The favorableness of the situation with
a leadership style determined successful leadership. Leader-member relations, task
structure, and position power determined the situational favorableness for the leader.
Two styles were observed: task-oriented and relationship-oriented. Task-oriented
leaders, where task structure was high and control was needed, were most effective in
extreme situations. Relationship-oriented leaders were most effective when the leader
had moderate power and influence or in situations which required less control, and for
tasks that were less structured. Leadership was a function of the interaction of
leadership style and situational dimensions within the organization.

Figure 5. Fiedler's Contingency Model
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Source: Schermerhorn (2000). Organizational Behavior.
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In conclusion, leaders are trained to diagnose the situation to match their high and low
Least Preferred Co-worker scores with situational control.
Fiedler's theory was important for three reasons. First, it placed prime emphasis on
effectiveness. Second, it illustrated that no one leadership style was best; leaders must
adapt to the situation. Third, it encouraged management to match leaders with
situations.
Different leadership styles fitted different situations and a good match between
leadership style and circumstance led to better employee satisfaction and
organizational results.

Situational Theory of Paul Hersey and Ken Blanchard.
Hersey and Blanchard (1988) cited in Schermerhorn (2000) identified four leadership
styles which a leader should consider using (refer to Figure 6). Their model depended
on subordinates' maturity or readiness level. "Readiness" referred to their attitude and
skills.
First, telling (directing) style: This was a high-task, low-relationship style. The leader
gave direct instructions and supervised performance closely. This style was best for
low-readiness followers that were unable and unwilling to take responsibility.
Second, selling (coaching) style: This was a high-task, high-relationship style.
Leaders took care to explain decisions and gave subordinates an opportunity to check
their understanding. This style was best for low-readiness followers, but who were
willing to take responsibility for tasks.
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Third, participating (supporting) style: This was a high-relation, low-task style. A
leader shared ideas and involved subordinates in decision-making. This style was best
for able but somewhat unwilling employees.
Finally, delegating style: This was a low-task, low-relationship style. Leaders gave
responsibility for decision-making and implementation to subordinates. This style was
best for high-readiness and willing followers.

Figure 6. Hersey and Blanchard's Situational Leadership Model
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Similarity between managerial grid and heresy and Blanchard's four leadership
styles: Telling style (9,1), selling (9,9), participating (1,9), and delegating (1,1)
In conclusion, the key to leadership effectiveness according to this model was to
match the situation with the appropriate leadership style. Successful leaders adjusted
their styles depending on the situation and readiness of their followers (Vecchio,
1995).

Path-Goa/ Theory

Path-goal theory pertained to what leaders should do to motivate people to perform
well and receive satisfaction from their work. Path-Goal theory was based on the
expectancy theory of motivation and emphasized the leader's effect on subordinate' s
goals and the paths to achieve the goals. Leaders had influence over their
subordinates' ability to reach goals, and the rewards associated with reaching goals.
This theory attempted to explain the impact of leadership behavior on subordinate
motivation, satisfaction, effort, and performance as moderated by situational factors
of the subordinates and the work environment. A good leader removed any barrier and
provided appropriate rewards for task achievement.
This theory reached the conclusion that a subordinates' ability to perform certain
work tasks was proportional to the amount of direction and clarification of the paths
that led to the goals of the organization. The specific style of leader behavior
exhibited should be determined by two contingency variables: employee and task
characteristics. Employee characteristics referred to employees who would accept a
particular leadership style if they perceived it to be an immediate source of job
satisfaction. Employees who had strong needs for self-esteem and affiliation mighty
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readily accept supportive leadership. Employees who had strong needs for autonomy
were motivated by achievement-oriented leadership. Task characteristics indicated
that, for task, which were non-routine and complex, direct or achievement-oriented
leadership was more appropriate. Routine work demanded a supportive or a
participative leadership style. Like situational theory, a conclusion of path-goal theory
was that the effect of leader behavior on subordinate satisfaction depended on the
situation.

Robert House (1971) cited in Schermerhorn (2000), and Holt (1993)

developed four major leadership styles (refer to Figure 7):
The first style was directive leadership. The directive leader gave subordinates
structure related to the work and specific guidelines on rules and regulations. There
was no participation by subordinates.
The second style was supportive leadership. The supportive leader was friendly and
approachable, and displayed trust and concern for the well-being and needs of
subordinates.
The third style was achievement-oriented leadership.

The achievement-oriented

leader set challenging goals for subordinates and had confidence that the subordinate
could achieve high levels of productivity.
The fourth style was participative leadership. The leader consulted with subordinates
to receive and consider their suggestions before making a decision.
Hellriegel and Slocum (1996) suggested that, if the tasks were routine, supportive
leadership was best for those who needed social needs satisfied. For non-routine and
complex tasks, directive or achievement oriented leadership was best for those who
wanted self-actualization on the job.
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Figure 7. The Path-Goal Theory of Robert House
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Source: Stephen P. Robbins. (1998). Organizational Behavior.
Leaders could affect the satisfaction, motivation and performance of group members
in several ways (Vecchio, 1995). From path-goal theory's suggestions, training could
be used to change leadership behavior to fit the situational contingencies.
In conclusion, this theory suggested that a leader's behavior was acceptable to
subordinates insofar as they viewed it as a source of either immediate or future
satisfaction. And, it specifies important leadership behaviors and situation variables
that should be considered in almost any organizational setting.

Table 2.Summary of Leadership Styles of Behavioral and Contingency Theories
Studies/ Theories

Task- Oriented

Employee Oriented

Iowa

Authoritarian

Democratic

Ohio

Initiating structure

Consideration

Michigan

Job-centered

Employee-centered

Contingency theory

Task -motivated

Relationship-motivated

Path-goal theory

Directive

Supportive
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Leader-Member Exchange Theory
Graen and Uhl-Bein (1995) concentrated on the behavior of leaders and followers
relative to in an " in-group" and an "out group". They found that in-group followers
showed higher quality personalized exchanges with the leader than out-group
followers. In contrast, out-group followers had lower satisfaction levels and tended to
sabotage team efforts.

Role Influencing

L= Leader E= employee

Figure 8 The Leader- Member Exchange( LMX) Model of Leadership
Kreitner and Angelo Kinicki . (2001 ). Organizational Behavior.
This model (refer to Figure 8) focused on reciprocal influence processes with leadersubordinate dyads. Over time, leaders could establish close interpersonal relationships
with some subordinates ( in-group), but keep their distance from other subordinates(
out-group). Therefore leaders did not treat all subordinates equally.

In conclusion, leaders created in-groups and out-groups, and subordinates with ingroup status would be more satisfied with their superior.
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Leader-Participation Theory of Vroom and Jago
The Vroom model (1988) cited in Lunenburg (2000) suggested that the situation was
a problem or decision faced by a leader (refer to Table 3). The theory categorized
decision-making into three methods. First, authority decision was made by the leader
and then communicated to the group. Second, the leader made a consultative decision
after asking for input from group members for information. Finally, the consensus of
a group decision was that all members participated in making a decision.
According to Schermerhorn (2000), the challenges to successful use of the VroomJago leader-participation theory were to know when each decision method was the
best approach, and be able implement that method when needed. Also, an effective
leader should vary his leadership behavior to meet the needs of different situations.
Table 3. Vroom-Yetton, a Taxonomy of Five Leadership styles
Autocratic (I)
Autocratic (II)

You make a decision yourself using whatever facts you have at
hand
You make a decision yourself, you seek relevant facts from them,
but not their advice.

Consultative (I)

You make a decision yourself you share the problem one on one

Consultative (II)

You make a decision yourself you share the problem as a group.
collective data maybe included.

Group (II)

You make a collective decision. The group determines the
decision

The model assumes that any of the five behaviors may be feasible in a given situation.
In conclusion, a leader could adjust his style to different situations. A consensus of the
group was the best styles that satisfy subordinates.
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Transactional vs. Transformational Leadership
Transactional

leaders are leaders who guide or motivate their followers in the

direction of established goals by clarifying role and task requirements. Leadership
theories such as the Ohio State studies, Fielder's model, Path-goal theory, and the
Leader participation model-have concerned transactional leaders. There was also
another type of leader who inspired and elevated the interest for the good of the
organization, and who was capable of having a profound and extraordinary effect on
his or her followers. These are transformational leaders (refer to Table 4).

Table 4 . Characteristics of Transactional and Transformational Leaders

Transactional Leader
Contingent reward: contracts exchange of rewards for efforts, promises
rewards for good performance, recognizes
accomplishments.
Management by Exception (active): watches and searches for deviations from
rules and standards, takes corrective action.
Management by Exception (passive): Intervenes only if standards are not met.
Laissez-faire: Abdicates responsibility, avoids making decisions.
Transformational Leader
Charisma: Provides vision and sense of mission, instills pride, gains respect
and trust ·
Inspiration: Communicates high expectations, uses symbols to focus efforts,
express important purposes in simple ways.
Intellectual Stimulation: Promote intelligence, rationality, and careful problem
solving.
Individualized consideration: gives personal attention. Treats each employee
individuallv. coaches. !lives advice.

Source: Stephen P.Robbins. (1998). Organizational Behavior.
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In conclusion, transformational leadership is more strongly correlated than
transactional leadership with lower turnover rates, higher productivity, and higher
employee satisfaction.
Followers' motivation and performance were enhanced more by transformational
leadership than by transactional leadership.
Transformational leaders paid attention to the concerns and developmental needs of
individual behavior; they changed a follower's awareness of issues by helping those
followers look at old problems in new ways.
Summary of leadership styles: Many educational researchers found that there were
two significant behaviors relating to influence on followers: behavior concerning task
performance and behavior concerning human relationships. Scholars also recognized
that each leader behavior was appropriate in some situations, but not in all. So, the
situational contingency approaches emerged to match leadership behavior with the
situation.

Table 5. A Comparison of Leadership Styles

Styles

Theories/Studies
Path-Goal

Directive

Supportive

Participative

Hersey & Blan.

Telling

Participative Delegate

Blake & Mouto.

Authority Country

Vroom & yetton

Authority

Achievement
Selling

Impoverished Team

Consensus

Consultative
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Relationship of Leadership to Job Satisfaction
A principal's leadership style has implicit power to influence teachers' satisfaction
either for better or worse. There is no one best leadership style. However, a
compatible combination of leadership style, situation, and workers' behavior could
promote job satisfaction. The research results of the Iowa leacrership 'Studies showed a
relationship between leadership and job satisfaction. Of the three styles of leadership
(authoritarian, democratic, and laissez faire), subordinates preferred the democratic
style. The Ohio and Michigan studies indicated that a people-oriented style affected
followers' job satisfaction more than a task-oriented style. Quality of supervision was
one of the hygiene factors that affected job satisfaction, (Drafke and Kossen, 1998).
Vroom believed that participation enhanced employees' job satisfaction. Research
results from Path-Goal theory indicated that a supportive leadership style would
increase motivation and satisfaction for subordinates working on somewhat menial or
routine tasks. In sum, leadership has an impact on job satisfaction. Thus, a principal
could choose what kind of job was to be done and select an appropriate leadership
style to accomplish the task.
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Motivation
This study included motivation as a process within an individual that stimulated
behavior and channeled it in ways that could benefit the school as a whole. What
energized human behavior, and what motivated employees in the work place? The
answers to these questions could help leaders to satisfy their sl!Qg.rdip.~tes.
Schools required leaders who had the ability to motivate people to maximize their
performance and to change when necessary. To achieve these goals, school
administrators must know and be able to apply the basic theories of motivation. Some
of the theories related to motivation are discussed as follows.

Definition of Motivation

"Motivation" was the amount of effort that an individual puts into doing something.
Motivation was also a basic psychological process which explained why employees
behaved the way they did in the work place, (Kanungo and Mendonca, 1994).

Motivation was a force that resulted from an individual's desire to satisfy needs such
as hunger, thirst, and social approval, (Cascio, 1995).

Motivation itself was a complex phenomenon. Specific behavior might be the result
of several motives. Motives were dynamic, or constantly changing, due to various
levels of satisfaction or dissatisfaction (Vecchio, 1995).

Motivation was not something managers did to employees, but managers could and
should influence motivation in their employees (Wright and Noe, 1996).
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Motivation was a term that described forces within the individual that accounted for
level, direction, and persistence of effort expended at work (Schermerhorn, 2000).

Tozer (1997) pointed out that motivation was thought

of~~~

ai:i _inner state that

energized, activated, directed, and channeled behavior towards goals.

Motivation was defined as the willingness to exert high levels of effort toward
organizational goals, conditioned by the organization's ability to satisfy some
individuals' needs (Robbins, 1998).
From these definitions an individual exerted psychological efforts to satisfy his/her
needs. The level of satisfaction sought and the individual's ability to satisfy personal
needs affected this effort.

Motivational theories

Motivational theories can be divided into two categories: content and process theories.
The following theories are related to a school as an organization. A principal could
use them to motivate teachers.

Content Motivational Theories

Content theories assumed that all individuals possessed the same set of needs and
therefore prescribed the motivational characteristics that ought to apply on the job.
Individuals, according to their needs, valued outcomes in the workplace. It was
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evident that needs differed from one person to another. As a result, their source and
level of satisfaction varied.

Needs Hierarchy Theory
Maslow (1998), believed that individuals would strive to attain a higher-order need
when lower-order needs were fulfilled (refer to Figure 9). These needs were arranged
in hierarchical order as follows: physiological, security, belonging, self-esteem, and
self-actualization. Physiological needs such as hunger and thirst were on the first
level in the hierarchy. Security needs, which included a desire for safety and stability,
were on the second level. Social needs, such as the need for satisfactory and
supportive relationships, were on the third level. From these basic needs, an
individual could move up the hierarchy to attain higher-order needs. Self-esteem
needs for' recognition and a belief in oneself was the next level. Finally, this
progression led to a need to realize one's full potential, which was called selfactualization. Only a small proportion of the population achieved this level. This
theory is highly ethnocentric. Relative to sources of motivation, social needs could be
a more fundamental source of motivation than physiological needs.
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Higher order needs

Self-Actualization
Highest needs level; need to fulfill oneself; to grow and
use abilities to the fullest and most creative extent.

Esteem
Need for esteem of others; respect, p re tige, recognition,
need for self-esteem.
~

Lower order needs

Social:
'
Need for love, affection, and sense of belongingness in
one's relationships with other persons.
Safety:
Need for security, protection, and stability in the physical
and interpersonal events of day-to-day life.
Physiological:
Most basic of all-human needs; need for biological
maintenance; need for food, water, and sustenance.

Figure 9. Higher order and lower needs in Maslow's Hierarchy of needs.
Source: Schermerhorn .(2000). Organizational Behavior.
In conclusion, Maslow' s theory suggested that there is a hierarchy of five needs and
as each need is substantially satisfied, the next need becomes dominant.
Employees would always tend to want more from their employers. The idea of
prepotency might not be relevant for all individuals. There was evidence that people
did tend to think of their own needs.

ERG Theory ofAlderfer
Alderfer's (1972) cited in Lunenburg (2000) model (refer to Figure 10) suggested that
needs might be activated simultaneously unlike the hierarchical sequence of Maslow.
He proposed three categories of needs: existence, relatedness, and growth. Existence
needs (physiological and safety needs according to Maslow) included nutritional and
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material needs. Relatedness needs (belonging needs according to Maslow) and growth
needs (esteem needs and self-actualization according to Maslow) reflected a desire for
personal psychological development. Alderfer argued that it was better to think in
terms of a continuum rather than a hierarchy and move along the continuum in either
direction.
Needs

are

satisfied

not
m

hierarchical

always

a
order,

Barriers

strict

Frustration

they

result

when

-~·

higher order needs cannot

overlap

be met. Individuals then
Human

behavior

frequently satisfies more

regress and satisfy lower
order needs.

than one need at a time.

Figure 10. Human Behavior Results in ERG Theory.
Source: Shriberg, Arthur, et al. (1997) Practicing Leadership: Principles and

Applications.
In conclusion, ERG theory argues, Like Maslow, that satisfied lower needs lead to the
desire to satisfy higher order needs; but multiple needs can be operating as motivators
at the same time, and frustration in attempting to satisfy a higher-order need can result
in regression to a lower-level need.

Learned Need Theory
According to McClelland (1969) cited in Schermerhorn (2000), learned-need theory
identified three basic needs that people acquired from their life experiences. These
were: needs for achivement, affiliation, and power. McClelland's needs corresponded
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to some extent with Maslow's self-actualization needs (achievement), self-esteem
needs (affiliation), and social needs (power). Need for achievement was a concern in
establishing and maintaining high levels of performance quality. People liked to
receive immediate feedback on their performance. A need for power might include
control over others. People high on this need preferred leadersh!l2J?o~.i.tjons and others
usually rated them as effective leaders. A need for affiliation favored social
relationships (Schermerhorn, 2000). People with this need liked cooperative work.
However, this theory recognized that the relative influence of these needs varied
considerably between individuals. McCelland's work emphasized the importance of
context and the social environment outside of work for the development of needs,
whereas Maslow suggested that needs were instinctive.

Two-Factor' Theory

Herzberg (1993), focused attention on the work environment to identify factors that
arose in people's satisfaction such as either intrinsic or extrinsic rewards (refer to
Figure 11 ). Job satisfiers such as achievement, recognition, the work itself,
responsibility, advancement, ·and growth were considered as intrinsic factors because
they fulfilled an individual's need for psychological growth (Maslow's higher-order
needs). Job dissatisfiers such as company policies, supervision, interpersonal
relationships, working conditions, and salary could be considered as extrinsic factors
because they were preventative and environmental (Maslow's lower-order needs).
Dissatisfiers might insure that employees would perform at minimum levels. But
motivation, which contributed to superior performance, was possible only through
satisfiers.
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School administrators might neglect to consider that dissatisfied teachers could
weaken educational programs. If hygiene factors were absent, a worker felt
dissatisfied, but their presence only brought a person to a neutral state. The presence
of motivating factors both satisfied and motivated workers.
Dissatisfaction seemed to result from poor interpersonal relationships, inadequate
styles of supervision, rigid school polices, and inappropriate administrative practices.
Herzberg's theory was useful because it distinguished between intrinsic and extrinsic
job satisfaction factors. These two factors corresponded to a concept of altered school
administrators ' thinking about job satisfaction.
For years, many educators tended to focus on hygiene factors such as salary and
ignored intrinsic job satisfaction. Herzberg's theory drew attention to the intrinsic
factors used now, e.g. job enrichment, shared leadership, which were designed to
increase job satisfaction and performance.

Hygiene factors in job context
affect job dissatisfaction

Motivator factors in job
context affect job satisfaction

Organizational polices
Quality o Supervision
Working conditions
Base wage or salary
Relationships with peers
Relationship with subordinates
Status
Security

Achievement
Recognition
Work itself
Responsibility
Advancement
Growth

High

Job Dissatisfaction

0

Job satisfaction

High

Figure 11. Source of Dissatisfaction and Satisfaction inHerzeberg's two factor theory
Source: Schermerhorn, ( 2000) Organizational behavior.

37

In conclusion, intrinsic factors are related to job satisfaction, while extrinsic factors
are associated with dissatisfaction.

Theory of Reward
Lawler and Porter (1975) cited in Lunenburg (2000) suggested that reward motivated
behavior, could be described as intrinsic, and occurred naturally as_ a person
performed a task. He took seriously concerns that intrinsic rewards were feelings of
competency, personal development, and self-control. Extrinsic rewards included
rewards from co-workers, a supervisor, and the organization. Schermerhorn (2000)
suggested that work environments, like job design and other plans that encouraged
motivation from within, could cause this kind of internal feeling. Some sources of
satisfaction served dual purposes and could be both intrinsic and extrinsic, e.g. high
salary (Ve·cchio, 1995).
Table 6. A Comparison of Theories

Two Factor Lawler
theory

of Theory

Herzberg

Motivators

Hygiene's

reward
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Extrinsic

Theory of
of Maslow

Learned needs
Needs ERG

theory

Theory of
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of Alderfer

McClelland

Self-Actualization

Growth

Achievement

Esteem

Power

Social

Relatedness

Safety & Security
Physiological

Existence

Affiliation
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Theory of Dean R. Spitzer
Spitzer (1995) pointed out two types of motivation: self-motivation and external
motivation. Self-motivation was the most powerful motivational force. Selfmotivation was composed of powerful internal forces that drove people to take action,
while external motivation was made up of external rewards such as money, awards,
and praise.
Internal forces consisted of eight human desires for: activity, ownership, power,
affiliation, competence, achievement, recognition, and meaning. The most powerful
desire that was described was achievement desire. Desire for recognition meant that
people wanted to feel accepted and recognized by others. Desire for meaning meant
that people wanted to feel that their life mattered.

Process Theory ofMotivation
Process theories stressed the differences in people's needs and focused on the
cognitive process that created these differences. That is, all process theories
emphasized cognitive processes in determining levels of motivation.

Equity Theory
Equity theory assumed one important cognitive process that involved people looking
around and observing what efforts other people were putting into their work and what
rewards followed from them. In other words, people tried to balance inputs and
outcomes in relation to others. This comparison was driven by our perception for
fairness and equity. Lawler (1977) stated that perhaps the most influence was on
perceived job inputs (what some one brought in from the outside), such as education
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and work experience (refer to Figure 12). Outcomes were what one took from a
situation such as relationships and working conditions. Motivation resulted through
the process of comparing one's own perceived outcomes to inputs ratio with the
perceived ratio of another comparison person. Rewards perceived as equitable should
have a positive result.

Skill
Experience
Training
Effort
Age
Seniority
Education
Company loyalty
Past performance
Present performance

Level
Difficulty
Time span
Amount of responsibility

Perceived outcomes of ·
referent others

Actual outcomes received

Perceived
personal jobs
inputs
Perceived
inputs and
outcomes of
referent
others

-

Perceived

•

- amount

-

Perceived job
characteristics

that
should be
received

a>b

-

---<lissatisfaction

a<b guilt.
inequity,
discomfort

Perceived

-

8

-

a=b
Satisfaction

-

amount received

Figure 12 . Model of the Determinants of Satisfaction

Source: Lawler,E.E(l 977), Perspective on Behavior on Organizations.
In conclusion, equity theory recognizes that individuals are concerned not only with
the absolute amount of rewards for their efforts, but also with the relationship of this
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amount to what others receive. Therefore, motivation is influenced significantly by
relative rewards as well as by absolute rewards.

Valence, Instrumentality and Expectancy Theory
According to Vroom, 1964, cited in Steer & and porter 1996, motivation at work was
the perception of a link between effort and reward (refer to Figure 13). Acco.rding to
this theory, a person first considered whether there was a connection between effort
and reward (expectancy) and then the probability (valence) which would follow from
high performance (instrumentality). The motivational force of a job could therefore
be calculated if the expectancy, instrumentality, and valence values were known.
Expectancy theory (Vroom, 1964) cited in Schermerhorn (2000) was primarily based
on the assumption that people joined organizations with expectations about their
needs, motiwtion, and experience.

E xpec ta ncy

Ins trumf ntal'ty
1

First-Level Outcomes
Effort

,,

...

Performance

~

Second-Level Outcomes
u

Rewards
~
~

Valence

Valence

Figure 13. Basic Expectancy Model
Source: Lunenburg Fred C.(2002) Educational Administration: Concepts and

Practices
The outcome of this model can be summarized as: performance would not always
lead to satisfaction unless reward was introduced as an intervening variable between
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them. Thus, if employees did a good job and were rewarded for doing so, satisfaction
would result and was dependent on their evaluation and cooperation within the
organization. An expectancy theory helps also to explain why a lot of workers aren't
motivated on their jobs and merely do the minimum necessary to get by.

Feedback and Goal Setting
Despite knowing that results increased satisfaction, many organizations still provided
little or no information about their employees' performance. Lack of feedback could
adversely affect the relationship between employees and managers (refer to Figure
14).

Values

Emotions and
Desires
Intentions (goals)
Frustrat
ion and
lower
motivat
ion

Direct attention mobilized effort
persistence
Strategies

Satisfaction
and further
motivation

Behavior of
performance
Outcome
Figure 14. General Model of Goal Setting Theory.
Source:

Practices.

Lunenburg Fred C (2000). Educational Administration: Concepts and
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Guirdham (1995) suggested that, for feedback to be effective, it first needed to be
generally reward-positive, which was more effective than punishment. Second,
provisions of well-timed feedback "treat" as soon as possible. Third, feedback should
be about behavior the individual has control over. Fourth, provisions should be of
specific and not general feedback. Fifth, use of publicly-ob"S'eYVecl "Practices which
were not based on secrets. Sixth, being sensitive so that some events would not trigger
individuals' defense mechanisms. Further, participation in goal setting increased the
individual's sense of satisfaction. People were often more committed to goals when
they were involved in setting the goals.
Process theories contributed by recognizing the effects of cognitive and perceptual
processes on work. These theories focused on the motivating process which occurred
inside a person to explain why he or she exerted more or less effort on the job.
A school principal who assisted teachers needing help would likely feel a sense of
accomplishment. The reward was guaranteed. Process theories helped principals to
pay attention to their teachers' perceptions. That is, they focused on teachers' crucial
expectancy values. Principals should determine what outcomes teachers value.
Principals needed to link the rewards that teachers value to their performance.
Principals also need to ensure that factors would be perceived as equitable, e.g. salary.
Cascio (1995) integrated and applied motivational theories and types of rewards in
three key areas: performance definition, facilitation, and encouragement. Principals
who wanted to enhance teacher motivation should know what was expected of
teachers, provided enough resources to them, and provided timely rewards that were
valued by teachers.
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Generally, teachers' motivational needs could be strengthened through a combination
of leadership and training, provide positive feedback and encourage teachers to think
of themselves in more positive terms.

Relationship of Motivation to Job Satisfaction
Nearly all job satisfaction theories discussed were derived from theories of
motivation.

These theories were related to content and process theories. They

suggested a comparison and discrepancy between what I needed (content theories)
and what I received (satisfaction). Job satisfaction had dual advantages: it made both a
principal and teachers happy and motivated them to achieve the school's goals.

Extrinsic
Rewards

.................··

Motivation

Performance

Observed and Actual
Experience in
Similar Situation

Problem Solving
Approach

Job
Satisfaction

Intrinsic
Rewards

Figure 15. The Nature oflndividuals
Source: Lawler, E.E (1977). Perspective on Behavior on Organization.
Lawler's model (refer to Figure 15) showed the relationship between motivation and
job satisfaction. Thus, if an employee did a good job and was rewarded for doing so,
satisfaction would result. This model showed how these intentions were translated
into actual behavior: altered motivation influenced future behavior. The strength of a
person's motivation was directly reflected in his effort. In fact, two factors, ability and
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perception, influenced it. Intrinsic rewards were inherent in the job itself, while
extrinsic rewards were not guaranteed.
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Teachers' Job Satisfaction

Many theories of job satisfaction were derived from theories of motivation which
compared between what was needed and what was received (Maslow; need theories),
what was valued and what was received (expectancy theory), equitable treatment and
the way an employee was treated (equity theory), and Herzberg's ~5>-f.~~tor theory;
(sources of satisfaction and source of dissatisfaction were qualitatively different).
However, besides these theories, there were other theories and concepts of job
satisfaction related to teachers' satisfaction.
Job satisfaction could be viewed as a match between a person's need and the
reinforcement received from work performed. Teachers' were satisfied when the
principal answered their needs. The following definitions were related to teachers' job
satisfaction:

Job satisfaction referred to an individual's general attitude about his or her job. (Byars
and, Rue 2000).

Job satisfaction was human thinking, feeling, and action tendencies or one's attitude
to work. A person's level of job satisfaction was influenced by experience, the work
itself, communications, and expectations (Vecchio, 1995).

Job satisfaction was the degree to which an individual felt positively or negatively
about their job and was an importance factor for the organization to consider
(Schermerhorn, 2000).
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The concepts generally referred to variety of aspects of the job that influenced a
person's level of satisfaction with it. Job satisfaction was an attitude that individuals
maintained about their jobs. These attitudes were developed from their perceptions of
their jobs.

Theories of Job Satisfaction
Theories of job satisfaction could be categorized into variance theory and a model of
job characteristics.
Variance theory was based on the assumption that if you want 'x' from your work,
then you were satisfied to the extent that it provided you with 'x'.
On the other hand, the job characteristic model (refer to Figure 16) suggested that the
causes of job satisfaction were objective characteristics. This model viewed job
satisfaction as being influenced by critical psychological states of the individual.
Hackman and Oldham (1975) cited in Schermerhorn (2000) suggested that jobs
differed in how they involved the following: core characteristics and enhanced
motivation. The core characteristics were: skill variety, task identity, task
significance, autonomy, arid task feedback. According to Lawler (1977), skill variety
was the degree to which an individual performed a number of different functions of
the job which involved use of an employee's valued skill; task identity was the degree
to which the individual did a complete and visible piece of work; task significance
referred to how much the result of work would affect the psychological or physical
well-being of other people; autonomy was related to the personal initiative and
discretion an individual had on the job; feedback included the degree to which the
person learned while working how

he or she was doing. Job satisfaction was
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influenced by critical psychological states of the

individual: experienced

meaningfulness related to the work, experienced responsibility and knowledge of the
result. According to this model (refer to Figure 16), skill variety, task identity, task
significance affected experienced meaningfulness. Autonomy affected experienced
responsibility for outcomes. Feedback affected knowledge

of.Jb~

Jlftual results of

work. This model was also concerned with the impact of job motivating
characteristics mainly relevant for workers with growth-need strength. Motivational
job design, e.g. using Herzberg's 2-factor theory, could be helpful. These
characteristics could promote satisfaction.
To recognize both school's and teachers needs that led to a high level of performance
and a high level of job satisfaction, job design was necessary. According to
Schermerhorn (2000), some important aspects of a job could influence a person's job
satisfaction:~This included satisfaction with pay, task, supervision, coworkers, and for

opportunity advancement.
A principal could simplify the job by empowenng teachers. A principal could
maintain job enrichment. This might involve task - planning, and the teacher rather
than a supervisor conducted evaluations. Remove control and grant authority to make
decisions, with accountability. Allow people to complete a unit of work and give them
feedback on their performance.
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Figure 16. Job-design Implications of Job Characteristics Theory.
Source: Schemerhorn (2000) .Organizational Behavior.

Factors that Affect Job Satisfaction
Teachers' attitudes and their relationship with coworkers were important factors in
leadership. Nelson and Quick (1997) stated that individuals might hold different
attitudes toward various aspects of the job. Characteristics of individuals and job
dimensions could affect satisfaction. Teachers' with high negative affectivity were
more likely to be dissatisfied with their jobs. Teachers' job dimensions such as
competent supervision, supportive coworkers, and valued rewards might lead to
satisfaction.
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Draflce & Kossen (1998) reported on three factors affecting job satisfaction. These
three were: individual, internal, and external factors.
Individual factors consisted of nine dimensions. They were: personal outlook, age,
opinions of others, commitment to the job, comparisons, expectations, job
involvement, effort/reward ratio, and the influence of coworkers.
Internal factors comprised dimensions of the work itself such as the kind of w.ork, job
variety, autonomy, and goal determination. In school, work referred to the teacher's
functions. Job varieties considered the number of graduates and types of knowledge
required. Autonomy referred to teachers' control of their own work. Goal
determination might include the freedom to set self-goals.
External factors comprised many dimensions.

Some of which were relevant to

teachers are: achievement, role conflict, job security, social interaction, quality of
supervision, brganizational culture, and work schedules.
Employees (teachers) who received valued rewards that were contingent on
performance tended to perform better, which in turn led to satisfaction (Nelson &
Quick, 1997).
A person's attitude toward their work might have an effect on satisfaction. Given the
conditions under which attitudes and behavior were consistent, it would be expected
that job satisfaction would be an excellent indicator of teacher satisfaction.

Consequences of Job Satisfaction and Dissatisfaction

Job satisfaction was very important for the well-being of the school and for the
teacher. Job satisfaction promoted teachers and school goals simultaneously. If a
teacher was happy in a school, he or she benefited along with the school.
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Job satisfaction had a relationship with school effectiveness and played an important
role in determining job effectiveness (Schemerhorn, 2000).
Vecchio (1995) stated that low levels of job satisfaction had been related to such
problems such as turnover. The relationship between job satisfaction and teacher
behavior could be: unreasonable absenteeism, low job involvement,.Jow professional
commitment, turnover, early retirement, unprofessional behavior such as aggressive
behavior. Teachers were motivated positively in a situation which was rewarding to
them.

Teaching as A Profession
Teachers wanted to teach and selected teaching as a career for several reasons. Some
of them were teachers wanted to work with young people, wanted to do something
valuable, loved the subject field, valued security and financial rewards, and short
working days and long vacations.

Job security perhaps was the major reason

individuals entered the profession. The reasons for choosing a teaching career might
vary, but basically teachers were altruistic and intended to give something back to the
community.
Teachers

with

greater

communication

and

organizational

abilities

and

accomplishments should experience a greater degree of satisfaction with their career.

Relationship of Leadership Style and Motivation to Job Satisfaction
Leadership style and motivational factors influenced job satisfaction. Job satisfaction
was an overall outcome that an individual received from work (Lawler Model).
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Leadership style and motivational factors could be considered as causal factors of job
satisfaction.
Teachers might have self-motivation from their experience. They might like the work
because of its nature. However, they could not be free as long as they worked in lowleadership schools. It was the school climate and administration that motivated them
to comply with school policy and be happy with their work. Primarily, it .was the
principal's role rather than anything else which motivated teachers.
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Chapter III
Finding, Conclusion And Recommendations
Finding

A principal whose leadership style included usage of motivators created an
environment for satisfaction of teachers. The researcher found that there is no best
style. However a principal can use a mixed style in which one style. might be
dominant.
A principal might use a dominant style and motivators to build satisfaction among
teachers. The finding supported House's goal leadership style and Herzberg's theory
that might lead to satisfaction.
A principal's leadership style found to be compatible with teacher satisfaction was in
the path-goal model because the principal took the subordinate into consideration and
also task cbaracteristics to promote satisfaction.
House's leadership style looked at what leaders must do to motivate people to perform
well and to receive satisfaction from work. It was found to be very effective in
meeting teachers' needs and cleared the way for satisfaction.
Teachers' satisfaction was derived from the fulfillment of their needs.

Path-goal

theory looked at what principals did to motivate teachers to perform well and to
receive satisfaction from their work. Principals created the conditions for success if
they followed this theory. Research demonstrated that teachers' satisfaction was
positively influenced when the administrators compensated for shortcomings in either
the teacher or the work setting. It was the principal's job to assist teachers in attaining
goals and to provide direction.
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The researcher selected this finding to illustrate how principals could become used to
satisfying teachers according to their ability and readiness. Leadership styles,
according to House, were directive, supportive, participative, and achievement
oriented.
Directive styles as dominant style

A principal set behavioral standards, commands, and plans for non-r?utine and
complex tasks of the school. A directive leadership style as a dominant style might be
compatible with new teachers. Teachers at this stage needed a lot of instruction and
supervision. Therefore, this style could be used if a teacher lacked experience. New
teachers might benefit from such leadership. A principal might use this style with all
teachers in the case of urgent action demands and if time was limited. This style was
also easy to use when teachers did not know each other well. Traditionally, a
principalship was viewed as directive. Principals often using one-way communication
dictated curriculum materials, type of tests, and other activities. External loci of
control followers were more satisfied with directive leaders.
Supportive Leaders/rip style as dominant style

Principals could provide · a high degree of direction combined with support A
supportive leadership style might be useful for teachers who are in their first years of
teaching. This style was also appropriate for teachers who had strong needs for selfesteem, affiliation, and lacked confidence. It was also useful in routine tasks.
Supportive behavior could increase satisfaction by the group, especially in stressful
situation. Structure was needed because of their limited experience. A high amount of
two-way communications could build confidence in teachers to learn new methods.
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Participative Leadership style as dominant style
We know participation depend on the amount of time consulting with teachers and
asking for their suggestions about the work before a decision was made.

A

participative leadership style was appropriate for teachers who were able and
moderately willing, and for teachers who tended to make poor decisions. S/He did
this by sharing ideas and discussing issues with subordinates. Decisions. should be
made together with staff members with support for their efforts toward performing
tasks. Application of this style could take the form of supporting teachers when they
came up with excellent ideas. Teachers might have the ability, but had not yet
developed enough confidence to put that ability to work. A participative principal
encouraged them to use their self-potential and empowered them to direct themselves.
Internal locus of control followers who believed outcomes were a result of their own
decisions were more satisfied with participative rather than directive leaders. This
style was effective when time was available.
Teachers perceive their needs and measure their job satisfaction by factors such as
participation in decision-making. Too much administrative control and lack of teacher
input into decision-making ·affects teachers' work negatively.
Many studies demonstrated that the characteristic ranked first, which led to teacher
satisfaction, was participation. It is evident that the involvement of teachers in school
decisions affects teachers' satisfaction. Jobs that had too many demands, or
ambiguous demands, and did not allowed participation, hindered satisfaction.
Principals must learn to have teachers participate by delegating routine matters. This
makes the working conditions of the school more harmonious and creates a sense of
satisfaction in teachers.
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Participation might include teacher leadership. Teacher leadership means to
participate in many activities beyond teaching such as: choosing textbooks,
developing the curriculum, setting promotion policy, deciding on the school budget,
evaluating teachers, etc.

Achievement Leadership Style as dominant style

~- _

... _

Principals set challenging goals to satisfy teachers. Achievement-oriented. leadership
worked with teachers' highest-order needs or teachers' beyond minimum instructional
standards. An achievement-oriented style was good for teachers who performed at
their highest level. This style was also appropriate for teachers who lacked job
challenge and had strong needs for autonomy, responsibility, and achievement. It was
also useful in performing non-routine and complex tasks. At this level, the principal
could share power. Teachers might do their work well without leader direction.
Teachers 'could show a high degree of skill and motivation in decision-making on a
joint basis.
Teachers needed sufficient information from the principal to carry out their
responsibilities, allowed teachers the freedom to do things independently, but not
leave them entirely on their own.
In conclusion, most principals used a participative style as a dominant style relating
to other styles.

Manage Intrinsic and Extrinsic factors
Principals should provide the direction and support those teachers needs rather than be
preoccupied with styles s/he is most comfortable with. Motivators to achieve
satisfaction must follow the dominant styles.
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A school leader should carefully examine how to select appropriate motivators. A
school leader should use both intrinsic and extrinsic motivators for different teachers
as well as for an individual teacher. An individual may be made happy by an intrinsic
factor at one time and by an extrinsic factor at another time. Principals should identify
the needs, drives, the ambitions of each individual, and the outcomes each teacher
wants. Principals should relate to their individual needs. Principals co.uld create
satisfaction in their school by studying the characteristics of their teachers. Most
teachers agree that their satisfaction was derived from intrinsic rather than extrinsic
rewards.
It is possible to satisfy teachers in the school. The key is how to handle two factors:

satisfiers (motivators) and dissatisfiers (hygiene).

First address hygiene, then

motivators.
Hygiene first (extrinsic factors)
The work of the principal starts by addressing hygiene first and then motivators.
Although hygiene issues were not the source of satisfaction, principals should make
sure that hygiene issues were dealt first to create an environment in which teacher
satisfaction was possible. Hygiene issues are elements within the work environment
that must be controlled to ensure the ability of the individual to work properly.
Hygiene factors included school policy, supervision, salary, interpersonal relations,
and working conditions.

A School Policy
A school policy, if unclear or unfair, could decrease teachers' satisfaction. A
principal should implement fair polices and treat all equally. A principal should make
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sure all staff members know the policies of the school.

The use of policy and

procedure manuals accessible to staff and using similar practices of other quality
schools might help. If teachers had input in policy-making, they might follow the
policies happily. Therefore, teachers should participate in policy planning.
Supervision

The teachers' immediate supervisor in a school is the principal. To treat

a~l

teachers

fairly means establishing consistent employee evaluation procedures and appropriate
feedback so that no one feels left out. Teachers are encouraged to develop their
potential abilities if the principal considers their needs and aspiration.
Teachers might tend to work more when their evaluation procedure met their needs.
Using variable data sources for supervision should be included in their needs.
Allowing teachers to participate in the supervision process could help to avoid teacher
conflict with principals. Better performance measurement and teacher input into
which measurement procedure to use could improve the evaluation process and
satisfaction for both principals and teachers.
Salary

Salary might not be a motivator for all teachers, but they do want to be paid fairly. If
teachers believe they are not paid well compared to others in a similar job, they will
be unhappy. Money might not be the only motivator, but it is difficult to argue that it
doesn't motivate. The marginal amount of money is significant if it is a direct reward
of performance.
If possible, principals should adjust their salaries and benefits to be comparable with

other schools in the area.
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Interpersonal relationships
Interpersonal relations include teachers' need to belong according to need theory.
Teachers might get satisfaction from teaching students, but this is usually not enough.
They must interact with their fellow teachers. Thus, principals could help them to
develop interpersonal skills and how to work together effectively.
Today, many principals believe that a teacher working alone in a school is
unnecessary. Rather, teamwork might lead to school success to accomplish this task; a
principal might try to build a sense of esprit de corps in teachers by allowing them a
reasonable amount of time for socialization.

Trust
A key factor in the empowerment of teachers as leaders is trust. Principals must trust
teachers to take on additional responsibilities.

Working conditions
Principals should do everything they could to make the environment conducive for
teachers to teach. Principals could provide adequate teaching aids and other materials
according to the schools' budget.

Motivators Second (intrinsic factors)
After hygiene factors, a principal should deal with motivators. Motivators included
the work itself, achievement, recognition, responsibility, growth, and advancement.

Work Itself
Teachers could be happy in their work compared to other careers. Most teachers
believed that they are contributing useful work in the community. Principals should
show support to some teachers in changing their attitude if they have a somewhat
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negative attitude toward teaching. Although the community sometimes considers
teaching as an easy job and might not respect teachers, principals should encourage
teachers to view their work as a noble profession and to be proud of being teachers.

Achievement
Achievement was also one of the factors that made teachers happy. Most teachers
sincerely want to do a good job. They should be placed in a proper environment.
Goals should be in harmony with one's natural talent and, when a match is found and
a desire established, success should result.

Give them immediate feedback in a

meaningful way. Don't overload them or don't give them jobs too difficult. Jobs
advancement providing optimal challenge might include promotions to positions of
higher responsibility. Status quo, hinder their achievement and their school's.

Feedback and Recognition
Teachers want to be recognized for their achievements on the job. If you notice
teachers doing something good, take the time to acknowledge their good work
immediately.
Feedback and recognition could enhance teacher satisfaction. The most effective
teachers feel the greatest frustration when principal's decisions undermine their
expertise and role as a teacher in the school. Teachers want accurate, useful,
consistent, and constructive feedback from their principal. They want to know how
well they are doing their jobs. Also, they want the principal to listen to them and show
interest in their problems. It is vital that the principal communicates that he is
interested in, and values, the individual teacher's contributions. Principals should
spend time with each teacher. By evaluating each teacher's strengths and weaknesses
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seriously, principals can foster satisfaction by practicing good listening skills and by
providing access for teachers to them.
A principal should never forget the power of recognition of individuals for a job well
done. Recognizing teachers' contributions does not only create satisfaction, but also
encourages teachers to continue doing important work. Tangible and intangible
rewards may be given. One way of recognizing teachers is through verbal recognition.
Verbal recognition in front of the staff is a powerful way to reward teachers.
Teachers also appreciate tangible recognition rewards, such as certificates, in-kind
gifts, and titles like the "teacher of the year", and so forth.
Respect and fair treatment could also be considered as feedback and recognition.
Teachers normally receive little recognition form their students. Teachers might not
receive enough recognition from parents also. Therefore, most reinforcement must
come from principals.
Therefore, a principal who offers frequent positive feedback can be helpful m
maintaining a positive work environment and enhanced satisfaction.
Feedback from the job also is a useful way that helps teachers to experience
meaningfulness at work and their responsibility for outcomes. Knowledge of results
could lead to motivation and satisfaction, growth, and effectiveness. A principal who
offers feedback and recognition benefits teachers if s/he follow some important
points: be descriptive rather than judgmental, be specific rather than general,
concentrate on things that can be changed, consider your own motives, choose a time
as close to an actual behavior as possible, and rely as much as possible on information
whose accuracy can be documented reasonably.
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Responsibility
Responsibility might be compared with ownership. Teachers will be more motivated
to do their jobs well if they have ownership of their work. A principal can delegate
power with an explanation, but give responsibility and accountability as well.
However, principals might observe that many teachers are reluctant to lead and
contribute very little outside of their classroom. Teachers sometimes

cla~med

that,

with no time to lead, no recognition for wanting to lead was given. Also, they might
fear their colleagues' opinions, opinions of other personnel, and lack the confidence to
try to lead. Principals are expected to clear the path.

Advancement
A principal could promote teachers because of good performance (advancement). A
principal opens a new position, a new title, or gives them the opportunity to pursue
further education.
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Conclusion

A principal has a disproportionate influence upon teachers for better or worse. A
principal using a mix of leadership styles and uses motivators could build satisfaction
among teachers. Leadership styles and motivators that affect teachers' satisfaction can
be summarized as follows:
A principal could satisfy teachers if he uses multiple, or one style at a time,

~epending

on the teachers' needs. Some administrative situations required all four styles be used
at different times. Others demanded one or two styles even though there was no one
best style. The outcome of the result took the House leadership styles as four
dominant styles and was suitable to create satisfaction in school. The directive style as
a dominant style might use for new teachers. The supportive style as a dominant style
might be used for teachers at their first years of teaching. Achievements style as a
dominant "style might use for experienced teachers, and participative style as a
dominant style for teachers who assume their result rests upon their effort. However
the participative style was dominant compared to other styles. In general, teachers are
willing to practice what they value. The role of principal is to acknowledge what the
teachers deem to be of value to them, not just by instructing, but also by sharing
power with them.
The most practical motivator for school leader was intrinsic. A principal used
Herzberg's motive-hygiene factor helped them to be happy by addressing hygiene
first then motivators.
Some teachers were satisfied by intrinsic rewards while others satisfied by extrinsic
rewards. A principal should identify the actual needs of every individual and act
accordingly, which definitely increases satisfaction.
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A principal also motivates teachers by using both intrinsic factors and extrinsic
factors. However, most of the time teachers are happy by perceiving and accepting
intrinsic factors, and a principal cannot always fully control extrinsic factors.
Hygiene factors might include the following premises. Implement a policy that is fair.
Supervision should encompass teachers' needs. Provide marginal amounts of money
or other rewards for positive performance. Allow a reasonable amount of time for
socialization.
Motivators might consist of: take time to acknowledge their good work immediately
and promote them. Feedback and recognition should concentrate on things that can be
changed. Provide responsibility by delegating with explanation. The dominant factors
that made teachers happy were feedback and recognition from the principal.
First and foremost, one who wants to be a leader should know that the process
demands commitment to cultural values, truthfulness, and balancing organizational
goals with individual goals besides styles and motivators.
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Recommendations:
Leadership styles
Path-goal theory addresses the styles separately. However, a leader must use a mix of
styles relating to the dominant style.
The failure of situational theory and other theories is that they do not show how leader
should test their perceptions of teacher motivation and ability. Implicitly,

th~y

assume

that leaders' perceptions are usually reliable. This notion must be changed.
Principals must behave the way they expect their teachers to behave. A principal
should set an example and show how to conduct the work. These examples might
motivate teachers to imitate him or her and do the intended work. A sense of
achivement increases satisfaction. To build satisfaction from the very beginning, a
principal should deliberately involve all teachers in the yearly school plan. This
condition tbotivates teachers, and they might like their work more because the path is
already known.
A principal could introduce action research teams as a way of sharing power and
helping others to solve their own problems. This increases participation and
satisfaction.
Principals could promote teacher satisfaction and be viewed by teachers as a source of
satisfaction that might include the following characteristics: having vision, valuing
human resources, being a good listener and communicator, and taking risks to satisfy
others.

Some principals believe leadership is a matter of occupying a certain position and
then try to influence teachers. Some teachers also wait for instructions, and they do
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not take any initiative on their own. These views might change by use of a
transformational leadership style.

Motivators
Herzberg's theory of using hygiene-motivators allows us to add factors that are
helpful in the given culture and politics of the school based on two dimensions,
(intrinsic/extrinsic).
To motivate teachers, a principal should introduce self-directed superv1s1on and
inquiry-based supervision for their professional development.
A principal should learn from experience and failure in his ability to motivate
teachers. For a successful leader, failure is the beginning of hope.
To minimize dissatisfaction, a principal can recruit motivated teachers from the
outset. Some interventions might include a few some vital points. For example, to
make teaching attractive, set higher standards for entry into the profession, institute
merit pay, institute a career ladder, use incentives, and so forth.
A principal should view teachers with an appreciation for their resourcefulness rather
than primarily focusing on their deficiencies and problems. The principal would know
them better if she/he involves them in extensive face-to-face communication.
Principals should take the initiative in settling conflicts with teachers, creating a winwin solution that clears the way to satisfaction.
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Executive Summary
Of
.,.

Independent Study Report
TITLE: SCHOOL LEADERSHIP STYLES THAT AFFECT TEACHERS' JOB SATISFACTION
Statement of Problem
The statement of the problem:

Theory Support

Findings

I

A. What were the dominant I House's article on Path-Goal theory

leadership styles relating

I argued

that subordinates' satisfaction

to teachers' job

was dependent on the leadership style

satisfaction?

chosen by their superior.

A dominant style can vary
according to the teachers' needs

I>

Although there was no best style of leadership,

I

teachers' need good leadership. A principal who

I

has full knowledge of teachers' limitations and
needs, and works to satisfy those needs.

I>

Teachers' need a principal who gives clear

I Behavior should be: Directive...

I

directions and helps pefpie under his care to gain

I Specific

I

personal strength to solye their problems.

Leader

advice is given and ground

i

and situation.

I rules and structure are established.

I

>

Principal uses a directive style as dominant style:
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Statement of Problem

Theory Support

Findings

.
Supportive:
promoted

good
and

relations
sensitivity

are
to I

subordinates needs is shown.
Participative:

Decision-making

);;>-

•

for non-routine and complex jobs,

•

for urgent action and new teachers.

Principal uses a supportive style as a dominant

style to motivate teachers during their first year of
is

I teaching to meet teachers' higher needs and for

based on consultation with the group I routine work.
and information is shared with the I •

A participative style as a dominant style was

group.

I

good for teachers who adhere to an internal locus

Vroom and Jago theory argues that

I

of control. One solution was handing them

a consensus of group decision meant I

ownership. This style waf effective when time was

that all members participated in the

available.

;
decision making process
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Statement of Problem

Findings

Theory Support

Achievement: challengipg goals are
set

and

high

performance

I•

1s

Teachers can become highly motivated if they
participate in decision-making, are recognized and

encouraged.

trusted by the leader, and express themselves.
C;

r-

)- A principal could apply achievement-oriented
style as dominant style to meet teachers higher needs
B). Motivators initiate teachers'

I

~

satisfaction. To satisfy their I key to happiness on the job is how to I •!• The most practical motivator for school leaders is

intrinsic
motivators.

and
But

extrinsic I on the work environment to identify
which I factors that arose relative to people

motivator is the most practical

satisfaction and either intrinsic

to principals?

or extrinsic rewards.

--

ftl

According to Herzberg's theory the

needs, a principal uses both I handle two factors. Herzberg focuses

e:

~

..,c

I

intrinsic. This can be accomplished by first
addressing hygiene, then motivators.

...t-

0

~

,.

->
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Statement of Problem

Findings

Theory Support

•!• A teacher may be made happy by an intrinsic
factor at one time, and by an extrinsic factor at
another time.
Leadership style included usage
of motivators which created an

Address Hygiene first

•!• Ensure that all staff members know about school

environment of satisfaction of
teachers.

Herzberg's Theory states that Hygiene

polices. All teachers should participate m

produced

preparing polices.

an

acceptable

working

environment, but did not increase
satisfaction-their absence did however
cause job dissatisfaction.

•!• Use variable data sources for supervision to
include teachers' needs.

I

•!• Create a situation for ;socialization and check if
I
'
there is fair payment.
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Statement of Problem

Theory Support

Teachers' need a principal who I Herzberg's
uses motivators to satisfy them.

Theory

Findings

,address

the

I

•!• Reduce teacher isolation by having them

I presence of motivators in the working
place

caused

enduring

states

participate in different kinds of teamwork.

of I •!• Salary might not be a motivator for all teachers,

motivation in employees but their

but their salaries should be comparable with

absence did not lead to dissatisfaction.

other schools in the area.
After Hygiene manage Motivators:
•

Feedback and goal setting (Gurdhim
1995):

people

were

more

often I •

committed and satisfied to goals they

Encourage teachers to

feel

that they are

contributing useful work to the community.
Empowering teachers as leaders, using two-way
communications,

valuin~

teachers' leadership, and

f

were involved in setting.

r

creating a sprit of entrepreneurship were satisfiers
I

for many teachers.
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Statement of Problem

Findings

Theory Support

Theory of Dean R.Spitizer (1995):

I•

A desire for recognition is human and

I

principal provided immediate recognition and

people wanted the feeling of being

I

feedback. Provide tangible and intangible feedback,

accepted and recognized by others.

I

which would be accurate, useful, consistent,

Most teachers' were satisfied in their job if the

constructive, and timely.
Maslow, McClelland and others:
Recognition and feedback were higher

I • A principal can promote teachers because of

order needs. People liked to receive

I

good performance, such as opening a new

immediate feedback.

I

position and/or providing a new title. Give them
the opportunity to dev~op.

'
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