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ABSTRACT

Teacher empowerment has emerged as a fundamental pillar in modern educational reform, representing a shift from hierarchical structures to participatory
models that value teacher agency. This review synthesises 46 sources to explore the multifaceted relationship between teacher empowerment, professional
development, leadership, and organisational outcomes. Empowerment is defined through dimensions such as decision-making, professional growth, self-
efficacy, status, autonomy, and impact. Empowered teachers demonstrate higher levels of job satisfaction, organisational commitment, and teaching
performance. Central to this process is the role of school leaders, where transformational, distributed, and empowering leadership styles are identified as key
catalysts. Furthermore, the review emphasises that continuous professional development (CPD) is not merely a training event but a cultural condition facilitated
by an empowerment-oriented school environment. Despite its benefits, challenges such as bureaucratic restrictions, excessive administrative workloads, and a
lack of institutional support persist. The study concludes that for schools to achieve sustained effectiveness, they must integrate empowerment into the core of
their professional development strategies, fostering a climate of trust and collaboration. This integration is crucial for creating resilient, high-performing

educational systems capable of meeting 21st-century demands.
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INTRODUCTION

In the contemporary educational landscape, the traditional "heroic"
model of leadership, where power is concentrated in a single
administrator, has become increasingly obsolete (Mukhtar et al,
2026). As educational environments grow in complexity, the necessity
for a paradigm shift toward "teacher empowerment" has gained
significant attention from researchers and policymakers alike (Limon,
2022). Teacher empowerment refers to equipping educators with the
authority, tools, and autonomy to make informed decisions about
teaching and learning (Short, 1994; Estaji & Hafezi, 2024). This
transformation is rooted in the belief that those closest to the
classroom, the teachers, are best positioned to drive school
improvement and enhance student outcomes (Short & Rinehart,
1992).

Empowerment is not a monolithic concept but is recognised as a
multidimensional construct encompassing psychological, structural,
and professional domains (Celik & Konan, 2021; Nazarizadeh et al.,
2025). Early theories focused on structural empowerment, which
involves the distribution of power and resources within an
organisation (Toremen et al., 2011; Boonyarit et al., 2010). However,
the focus has shifted toward psychological empowerment, which
refers to an employee’s intrinsic motivation grounded in cognitive
dimensions: meaning, competence, self-determination, and impact
(Spreitzer, 1995; Buksnyte-Marmiene et al., 2022). In the school
context, researchers further refined this into six key dimensions:
participation in decision-making, professional growth, status, self-
efficacy, autonomy, and impact (Short & Rinehart, 1992; Short, 1994).
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The relationship between teacher empowerment and professional
development is symbiotic. Professional development is a primary
vehicle for empowerment, enabling teachers to "unlearn and relearn”
the skills necessary for the 21st-century classroom (Kimwarey et al.,
2014; Snoek, 2021). When teachers perceive that their institution
offers continuous learning opportunities and supports their
professional development, their sense of empowerment increases
(Aranha, 2012; Dash et al., 2025). Conversely, empowered teachers
are more likely to engage proactively in professional development,
viewing it as a meaningful learning journey rather than a mere
administrative obligation (Short, 1994; Snoek, 2021).

Extensive literature indicates that empowered teachers are
significantly more committed to their organisations and more satisfied
with their roles (Bogler & Somech, 2004; Mohammad et al., 2022).
Higher levels of empowerment are associated with increased
organisational citizenship behaviours, in which teachers voluntarily go
beyond their formal responsibilities to contribute to school success
(Celik & Konan, 2021; Somech, 2005). Furthermore, empowerment
acts as a buffer against professional burnout and reduces turnover
intentions,  particularly in  under-resourced or high-stress
environments (Tarig, 2025; Buksnyte-Marmiene et al., 2022).

The role of school leadership is paramount in facilitating this
empowerment. Empowering leadership involves sharing power,
delegating authority, and creating a climate of trust (Limon, 2022).
Distributed leadership, which stretches leadership practice across
multiple individuals, has been shown to foster a collaborative culture
and enhance collective teacher efficacy (Tarig, 2025; Mukhtar et al.,
2026). By shifting the principal's role from a sole authority to a
facilitator, schools can build the adaptive capacity needed for
sustained improvement (Short & Rinehart, 1992; Mukhtar et al.,
2026).
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Despite the clear benefits, teacher empowerment faces systemic
hurdles. Centralised educational systems often restrict teacher
autonomy through rigid policies and top-down mandates (Short, 1994;
Celik & Konan, 2021). Additionally, excessive administrative
workloads can overwhelm teachers, leaving little time for the very
collaborative and reflective practices that define an empowered
professional (Ingersoll et al., 2020). Understanding these constraints
is essential for developing effective empowerment strategies. This
study aims to provide a comprehensive analysis of the factors
influencing teacher empowerment and its subsequent impact on
school effectiveness and teacher professional growth.

REVIEW OF THE LITERATURE

The literature on teacher empowerment establishes it as a multi-
layered social process essential for educational quality (Short &
Rinehart, 1992). The conceptual framework is frequently built upon
six dimensions: decision-making, professional growth, status, self-
efficacy, autonomy, and impact (Short, 1994; Short & Rinehart, 1992;
Aranha, 2012). These dimensions are rooted in theories of
motivation, such as Bandura’s self-efficacy theory (Bandura, 1977;
Kiral, 2025). Research confirms that empowered teachers who have
confidence in their capabilities exhibit greater agency in their
instructional practices (Estaji& Hafezi, 2024; Buksnyte-Marmiene et
al., 2022).

Leadership styles are the most cited organisational facilitators of
empowerment. Transformational leadership inspires teachers to
surpass formal expectations (Boonyarit et al, 2010), while
empowering and distributed leadership models enhance engagement
and reduce turnover (Limon, 2022; Tarig, 2025). In contrast,
authoritarian or hierarchical leadership often results in teacher
disempowerment (Alferez Tantoy, 2024; Celosia et al., 2026). For
effective empowerment, principals must provide personalised
support, professional recognition, and mentorship (Nazarizadeh et al.,
2025; Celosia et al., 2026).

Teacher empowerment is strongly correlated with positive
organisational outcomes. Meta-analytic findings highlight a
meaningful relationship between empowerment and job satisfaction
(Ahrari et al, 2021). Empowerment also significantly predicts
organisational commitment and professional commitment (Bogler &
Somech, 2004; Mohammad et al., 2022; Toremen et al, 2011).
Furthermore, empowered teachers are more likely to exhibit
organisational citizenship behaviours (OCB) (Celik & Konan, 2021;
Somech, 2005). This proactive behaviour leads to improved
instructional quality and student academic achievement (Short &
Rinehart, 1992; Aliakbari & Amoli, 2016).

Continuous Professional Development (CPD) acts as a bridge
between empowerment and effectiveness (Snoek, 2021). When CPD
is embedded in a supportive, empowerment-oriented culture,
teachers internalise learning as part of their professional identity
(Snoek, 2021). Collaborative practices, such as peer mentoring and
professional learning communities (PLCs), further reinforce this
growth (Mukhtar et al., 2026). However, structural barriers such as
inadequate resources, excessive workloads, and limited time remain
pervasive (Ingersoll et al., 2020; Shaimemanya, 2017).

Contextual variations across different regions, including Turkey, Iran,
India, Ethiopia, Philippines, Afghanistan, Tanzania, Thailand, China,
and Lithuania, show that while the core components of empowerment
are universal, local governance and socio-economic factors
significantly influence its realization (Limon, 2022; Nazarizadeh et al.,
2025; Estaji & Hafezi, 2024; Berhanu, 2023; Alferez Tantoy, 2024;

Tarig, 2025; Shaimemanya, 2017; Boonyarit et al., 2010; Wise et al.,
2023; Buksnyte-Marmiene et al, 2022). Collaborative learning
analytics and digital innovation are also emerging as new frontiers for
empowerment (Wise et al, 2023; Li et al, 2026). Ultimately,
empowerment must be an integral part of teacher professional
development to ensure long-term school success (Aranha, 2012;
Snoek, 2021).

Significance of the Study

This study is significant because it provides a holistic synthesis of the
complex dynamics of teacher empowerment across diverse global
contexts, filling a critical gap in the existing educational leadership
literature. By integrating 46 diverse sources, the research identifies
universal predictors and outcomes of empowerment. It emphasises
teacher empowerment not just as a motivational tool but as a
structural necessity for the success of educational reforms and
student performance (Short & Rinehart, 1992; Ahrari et al., 2021).

Furthermore, the study places teacher welfare and professional
agency at the centre of the education reform conversation, treating
issues like administrative workload and leadership style as
determinants of educational quality (Ingersoll et al., 2020; Limon,
2022). 1t offers actionable insights for school administrators and
policymakers by clarifying mechanisms, such as distributed
leadership and empowerment-oriented CPD, that foster high-
performing school culture (Tarig, 2025; Snoek, 2021). Finally, this
work serves as an evidence-based roadmap for creating resilient
educational systems that can adapt to 21st-century challenges
(Li et al., 2026).

Objectives of the Study

1. To analyse the conceptual dimensions of teacher empowerment
and their interrelationships.

2. To examine the relationship between leadership styles
(empowering, transformational, distributed) and teacher
empowerment.

3. To investigate the impact of empowerment on teacher-related
outcomes, including job satisfaction, organisational commitment,
and performance.

4. To identify the primary structural and psychological barriers and
facilitators of teacher empowerment across different institutional
contexts.

METHODOLOGY

The methodology of this study involves a comprehensive review and
synthesis of 46 peer-reviewed articles, dissertations, and reports
focusing on teacher empowerment and professional development.
The included sources utilise a diverse range of research designs,
reflecting a multi-paradigmatic approach to the subject. A significant
portion of the literature employs quantitative methods, specifically
cross-sectional designs,to identify instantaneous relationships
between variables (Cohen et al., 2005; Limon, 2022). These studies
frequently utilise structural equation modelling (SEM) and path
analysis to test complex hypothesised relationships between
leadership styles, empowerment, and organisational outcomes
(Boonyarit et al., 2010; Mukhtar et al., 2026; Tarig, 2025; Zahed-
Babelan et al., 2019). Other quantitative efforts rely on descriptive-
correlational designs and multiple regressions to determine the
influence of empowerment on professional commitment and ethics
(Maria et al., 2026; McCary, 2024).
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Qualitative methodologies are also well-represented, including
descriptive case studies (Celik & Akar, 2020), phenomenology
(Alferez Tantoy, 2024; Mutluer & Yuksel, 2019), and collaborative
action research (Ward & Ayvazo, 2016). These approaches provide
deep insights into teachers' lived experiences through semi-structured
interviews, focus groups, and participant observations (Kiral, 2025;
Snoek, 2021). Furthermore, several studies adopt mixed-methods
designs, such as exploratory sequential and convergent parallel
approaches, to triangulate quantitative patterns with qualitative
nuances (Celosia et al., 2026; Nazarizadeh et al., 2025).

Sampling techniques across the sources range from convenience
and random sampling to purposive and stratified techniques,
ensuring representation from various global contexts, including
Turkey, Iran, the Philippines, Ethiopia, and Afghanistan (Limon, 2022;
Mohammad et al., 2022; Tarig, 2025). Instrumentation often centres
on the School Participant Empowerment Scale (SPES) and its
established dimensions (Short, 1994; Short & Rinehart, 1992).
Finally, the review incorporates meta-analytic designs and
systematic scoping reviews, which synthesise findings from
hundreds of primary studies to provide high-level evidence on
empowerment’s impact on job satisfaction and institutional resilience
(Ahrari et al., 2021; Dash et al., 2025; Li et al., 2026; Wise et al,,
2023).

MAIN FINDINGS AND DISCUSSION
Objective 1: Conceptual Dimensions of Teacher Empowerment

The study finds that teacher empowerment is consistently defined
through multidimensional frameworks, with the six-dimensional model
of decision-making, professional growth, status, self-efficacy,
autonomy, and impact being the most prominent (Short & Rinehart,
1992; Short, 1994). Decision-making relates to teachers’ involvement
in school-level and curriculum-related policies (Short, 1994; Celosia
et al, 2026). Professional growth is the perception that the school
provides continuous learning opportunities and supports skill
development (Short & Rinehart, 1992; Aranha, 2012). Status is the
feeling of being respected and valued as a professional (Short, 1994).
Self-efficacy pertains to teachers' belief in their ability to positively
influence student learning (Bandura, 1977; Estaji & Hafezi, 2024).
Autonomy refers to the control that teachers have over their
classrooms and professional lives (Short, 1994). Finally, impact is the
perception that their work makes a significant difference to the school
community  (Short, 1994). These dimensions are highly
interconnected; for example, high self-efficacy often enhances a
teacher's sense of impact and professional autonomy (Estaji &
Hafezi, 2024; Buksnyte-Marmiene et al., 2022).

Objective 2: Leadership Styles and Empowerment

Leadership is identified as the primary catalyst for teacher
empowerment (Limon, 2022; Boonyarit et al., 2010). Empowering
leadership, which involves sharing power and authority with
subordinates, directly increases the meaningfulness of teachers' work
(Limon, 2022). Transformational leadership motivates teachers
through a shared vision, fostering a climate of trust and innovation
(Boonyarit et al., 2010). Distributed leadership is particularly effective
because it distributes leadership tasks across the organisation,
encouraging collective responsibility and reducing professional
isolation (Tarig, 2025; Mukhtar et al., 2026). The findings show that
principals who adopt facilitative and trust-based styles create
"psychologically safe" environments where teachers feel empowered
to experiment and take instructional risks (Snoek, 2021; Celosia et
al., 2026). Conversely, directive or autocratic leadership styles that

ignore teacher input are major inhibitors of empowerment and
professional growth (Alferez Tantoy, 2024; Celosia et al., 2026).

Objective 3: Outcomes of Teacher Empowerment

Empowered  teachers  consistently ~ demonstrate  superior
organisational and individual performance (Limon, 2022). There is a
robust positive relationship between empowerment and job
satisfaction, with meta-analytic evidence indicating that empowerment
accounts for a significant portion of the variance in satisfaction (Ahrari
et al., 2021). Empowerment also significantly predicts organisational
and professional commitment, meaning empowered teachers are
more likely to stay in their profession and be dedicated to their
school's vision (Bogler & Somech, 2004; Mohammad et al., 2022;
Toremen et al., 2011). Furthermore, empowerment is a key driver of
organisational citizenship behaviours, encouraging teachers to take
on extra duties and mentor students (Celik & Konan, 2021; Somech,
2005). At the classroom level, teacher empowerment translates into
improved instructional effectiveness and higher student achievement
(Short & Rinehart, 1992; Aliakbari & Amoli, 2016).

Objective 4: Barriers and Facilitators of Empowerment

The study identifies several critical barriers and facilitators of
empowerment. Major barriers include bureaucratic structures that
restrict autonomy, excessive administrative tasks that reduce
instructional time, and a lack of resources or institutional support
(Ingersoll et al., 2020; Shaimemanya, 2017). Time pressure is also a
significant constraint (Alferez Tantoy, 2024). Conversely, key
facilitators include a school culture based on trust and collaboration,
access to continuous professional development, and participatory
decision-making structures (Snoek, 2021; Mukhtar et al., 2026;
Aranha, 2012). The findings underscore that empowerment cannot
happen in a vacuum; it requires a deliberate organisational effort to
create an environment where teachers' voices are heard, and their
professional expertise is utilised (Buksnyte-Marmiene et al., 2022;
Nazarizadeh et al., 2025).

DISCUSSION

The findings of this review align with theoretical frameworks such as
Spreitzer's psychological empowerment theory and Bandura’s self-
efficacy theory (Spreitzer, 1995; Bandura, 1977). Teacher
empowerment is a decisive factor in translating professional
development into improved teaching quality and school effectiveness
(Short, 1994; Snoek, 2021). The results consistently demonstrate that
empowerment serves as a bridge between leadership and
performance outcomes (Limon, 2022). The synthesis confirms that
empowering and distributed leadership models are more effective
than traditional hierarchical approaches in fostering a collaborative
school culture (Tarig, 2025; Mukhtar et al., 2026). A key insight from
the discussion is the role of organisational culture as a mediating
mechanism (Snoek, 2021). Empowerment thrives in "psychologically
safe" environments where teachers feel trusted and valued (Snoek,
2021; Maria et al., 2026). However, the findings also highlight a
significant gap between principals' perceptions and teachers' actual
experiences of empowerment, particularly in areas such as budgeting
and teacher selection (Celosia et al, 2026). Addressing this
discrepancy is essential for realising the full potential of teacher
empowerment as a driver of educational quality.

Suggestions

1. Leadership Training: School principals should be provided with
specialised training on how to implement empowering and
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distributed leadership behaviours, focusing on trust-building and
delegation.

2. Rationalise Workloads: Policymakers should focus on removing
non-teaching administrative tasks from teachers' responsibilities
to restore focus on instructional improvement.

3. Institutionalise Participatory Governance: Schools should
create formal structures for teacher participation in critical
decision-making processes, including curriculum development
and budget allocation.

4. Context-Sensitive CPD: Professional development programs
should be context-sensitive and teacher-driven, placing educators
at the centre of their own growth.

5. Reward and Recognition: Educational institutions should design
balanced reward systems that integrate non-material recognition
to strengthen teachers' professional commitment.

6. Support for Early-Career Teachers: Mentoring systems and
peer coaching should be prioritised, especially for beginning
teachers, to foster professional confidence.

CONCLUSION

Teacher empowerment is not an optional luxury but a strategic
necessity for high-performing education systems in the 21st century.
This review demonstrates that when teachers are empowered
through autonomy, shared decision-making and professional
development opportunities, they become the primary agents of school
transformation. The findings reveal a powerful synergy among
empowerment, organisational commitment, and instructional
effectiveness, all of which are mediated by a supportive, trust-based
school culture. However, the full realisation of teacher empowerment
requires a fundamental restructuring of school leadership and the
removal of bureaucratic and administrative burdens that stifle
professional agency. Educational leaders must move beyond
positional power toward facilitative leadership that views teachers as
experts and valuable institutional assets. Ultimately, empowering
teachers is an investment in students' success, the community, and
the nation's future.
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