The Impact of Leadership Styles on Teacher Performance and Student Outcomes 


Abstract
This literature review looks at the influence of leadership styles on teacher performance and student achievement. Of all the leadership styles, the transformational one has been seen to be most effective as it increases the motivation of the teacher, improves job satisfaction and boosts student achievement. Although the transactional leadership is vital for accountability purposes, other styles such as democratic and instructional leadership also have a significant impact on educational outcomes.
 The relationship between leadership and educational outcomes is also moderated by organizational culture, work environment, teacher efficacy, and cultural contexts. Future research should focus on:
· Examining the combined effects of various leadership styles.
· Investigating contextual factors such as school culture, resources, and teacher characteristics.
· Using mixed-methods designs to build a more complete understanding of the problem.
· Carrying out cross-cultural comparisons to identify best practices.
This review offers useful recommendations to educators, policymakers, and school leaders who want to develop schools that support the performance of teachers and the learning of students.

Introduction

I think that leadership in educational institutions is a very powerful lever that determines the achievements of the educational process. The leaders in schools do not only manage the school but they also define the culture, give the vision and direct the performance of the teachers. With the changing dynamics of the education system especially due to globalization and technological changes, the need for good leadership is more so essential. Educational leaders are responsible with the duty of not only directing but also motivating the staff to improve the students’ learning experience.
 The performance of the teachers is related to the achievements of students hence there is need to understand how different leadership styles affect the teachers. The findings of the studies reveal that when the teachers are motivated and supported, they are able to create better learning environment that in turn improves students’ achievement. Consequently, it is crucial to know the relationships between leadership approaches and teachers’ performance to support academic achievements. These dynamics also affect the classroom experience of the learners and also shapes their future educational progress.
Different leadership styles have been discussed in the context of education including the transformational, transactional and the servant leadership. All these styles and approaches have different philosophies as well as different ways of the handling teachers. This paper will attempt to critically analyse the current literature regarding leadership styles and their effects on educational practices with a focus on the role of leadership in enhancing teacher’s performance, bringing about student outcomes. 
The description of this essay is to examine the relationship between leadership and teachers’ performance and in turn the effect on student achievement. Based on the findings of this review, the gaps that have not been well captured by the current research will be identified in order to enable future research that will help in enhancing the understanding of leadership in educational institutions.

Transformational Leadership
[bookmark: _Hlk187132980]
Transformational leadership which includes inspirational motivation, idealized influence, intellectual stimulation and individualized consideration (Utami, Nelitawati and Al-Kadri, 2024), (Yue, 2024), (Sultana et al., 2024) is seen to be a major factor that brings about positive change. The research findings show that principals who display transformational leadership create a good school culture which in turns enhances teachers’ morale, job satisfaction and productivity. This environment in turn helps to increase students’ engagement and thus enhance learning achievement. A characteristic of transformational leadership is inspirational and supportive which challenges teachers to go the extra mile and create learning environment. Nevertheless, there are certain obstacles that can limit the successful application of transformational leadership, for instance, lack of knowledge and/or uncertainty of the changes to be made (Utami, Nelitawati and Al-Kadri, 2024). In addition, the contextual factors affect the efficiency of the transformational leadership. For example, a study done in UAE showed that there was a variation in the perception of the transformational leadership styles between the international special education schools and the general education schools (Jackson, 2023). More research has to be conducted in order to determine the impact of various contextual factors on the effectiveness of transformational leadership. 

Transactional Leadership

It is, however, different from the transformational leadership where the main focus is on influencing and inspiring followers to perform. This is because transactional leadership is embedded on exchange and reward for performance (Utami, Nelitawati and Al-Kadri, 2024; Lamja, 2024). However, it is not as relevant in the creation of a motivating work culture (Irudayammal and Rita, 2024) yet remains useful in the process of developing a culture of accountability in educational institutions. According to Andriadi and Sulistiyo (2024), instructional leadership which is a form of transactional leadership can improve the performance and job satisfaction of teachers through effective support and guidance. This suggests that to achieve the best educational outcome, there is a need to combine transformational and transactional leadership. For example, Cao (2022) conducted a study during the COVID-19 pandemic and found out that English lecturers in China used both transactional leadership and transformational leadership to shift to online teaching. This flexibility shows that both leadership styles can be applicable to different educational environments. Also, Bwambale and Bulhan (2024) established a very strong positive correlation between transactional leadership and students in primary schools learning social studies highlighting the fact that transactional leadership when effectively implemented can produce positive results for students. However, they also pointed out that headteachers face a challenge of winning the confidence of the stakeholders to enable them put in place measures that will enhance teaching and learning (Bwambale and Bulhan, 2024). Extended research in higher education reveals that the combination of transactional and transformational leadership is effective in enhancing student learning achievement (Erdel and Takka, 2020). Erdel and Takka (2020) established that the active characteristics of transactional leadership together with the transformational approaches were positively related to teacher performance, students’ satisfaction, and students’ effort. This indicates that the leadership by the manager who not only sets rewards for performance but also inspires the employees can enhance the learning experience. Nevertheless, the relative significance of the transformational and transactional aspects can be varied depending on the particular educational environment and stage.


Instructional Leadership
The management function that has the greatest impact on the improvement of teaching practices and curriculum implementation is instructional leadership and this has been supported by Andriadi and Sulistiyo (2024). The principals who practice instructional leadership ensure that there is proper guidance and support to the teachers and this results to improved quality of teaching and therefore student achievement. This type of leadership entails encouraging, demonstrating and advising teachers on how to teach, as well as providing necessary materials and training. The current research by Andriadi and Sulistiyo (2024) focuses on the interactional model of leadership whereby instructional and transformational leadership are combined. This approach seems to enhance educational results which underlines the significance of the balanced leadership that addresses both the instructional and motivational roles of teaching. 

 
 A study on the effect of leadership styles on academic achievement in Thai higher learning institutions (Zhong, 2024) shows different findings. Transformational leadership is positively related with academic achievement as a result of developing a stimulating and encouraging milieu; autocratic leadership though may be effective in decision making can be detrimental to creativity and participation in academic achievement (Zhong, 2024). This implies that the effectiveness of different leadership styles will depend with the culture, in this case the Thai culture given that the cultural, economic and political environment of Thailand is different from the western countries. The cited study also provides cross references to other research works that have focused on leadership styles and organizational performance, faculty job satisfaction, and academic performance in Thai higher learning institutions (Zhong, 2024). However, the findings of these studies are not discussed in detail here, which makes it difficult to compare and contrast their findings with the findings of the main study. 

Other Leadership Styles and Their Impact

Apart from transformational, transactional and instructional leadership, other types of leadership have been studied with regard to their effect on teachers’ performance and students’ achievement.  Kim, Albers and Knotts (2023)’s study on professor leadership styles and their effect on students’ performance, class participation and trust revealed that emotional, Pygmalion and charismatic leadership had positive influence on students’ participation.  Transformational, Pygmalion and charismatic leadership also had positive effect on students’ trust in the professor. The analysis of the study also revealed that the students’ academic performance also largely depended on the professor’s leadership style (Kim, Albers and Knotts 2023). This study also shows how different leadership behaviours may result in different student outcomes. But the method used in the study is the use of undergraduate students thus making the findings of this study not applicable to other levels of education. 
 
[bookmark: _Hlk187138527] A research study on teachers’ leadership styles (democratic, autocratic, transformational and transactional) and students’ achievement in university (Rashid, Amin, and Ahmad, 2019) revealed that the instructional leaders who motivate and take students through the appropriate process of teaching and learning help to enhance academic achievement. Rashid, Amin, and Ahmad, (2019) have stress on vision, planning and action as crucial to effective teacher leadership. However, since the study was conducted on university students, the findings of this study cannot be compared to primary or secondary schools directly. Also, the problem of the study is that there is not enough methodological information provided to conduct a proper analysis of the study and its credibility and reliability. 

[bookmark: _Hlk187139055]Another study was conducted to examine the effect of principals’ leadership styles on teacher performance at college level (Sarwar, Tariq and Yong, 2022). The present study was also conducted by administering a questionnaire where 300 college teachers were involved. From the information given in the abstract, it is not clear as to what specific findings the authors have made but this study shows that leadership styles at the college level need to be taken into consideration when looking at teacher performance (Sarwar, Tariq and Yong, 2022). The absence of particular outcomes makes it impossible to provide a detailed comparison with other works, thus requiring more information about the particular outcomes of this research. 
 
[bookmark: _Hlk187425125] The effect of leadership styles on teachers’ performance is also visible in the field of physical education. A systematic mixed-methods review and analysis by Kim and Cruz  (2024) examined the correlation between the physical education teachers’ leadership and students’ achievement. The findings of the study revealed that the instructional support from the PE instructors had a moderate positive impact on the students’ competence where male students exhibited higher level of competence than the female students (Kim and Cruz, 2024). This shows that leadership plays a significant role in physical education and that it can have an effect on students’ performance with further research needed to examine how different leadership styles may affect this context and whether there is a difference according to gender. 

 A study conducted to determine the effect of leadership training on teachers’ classroom management and students’ achievement in Chinese schools (Yang and Lahoz, 2024). Based on the Transformational Leadership Theory and the Social Cognitive Theory, the study sought to understand how leadership training can enhance teaching practices and classroom practices. The findings reveal that appropriate leadership training can play a positive role in improving the educational quality and students’ achievement in China (Yang and Lahoz, 2024). However, the findings of the study are based on participants from a particular region of China and thus the findings cannot be generalized to other contexts. There is a need to carry out more research to determine the efficacy of leadership training programs in various educational institutions. 
 
 
[bookmark: _Hlk187140940] In the high school setting, a study was conducted to determine the impact of the authoritarian, democratic and laissez-faire leadership on the students’ academic achievement (Maqbool et al., 2024). In order to analyse the relationship between the leadership styles and academic performance, the study employed Structural Equation Modelling and Confirmatory Factor Analysis (Maqbool et al., 2024). From the limited information presented, it can be deduced that the relationship between leadership style and academic performance is not black and white and may be context related. This study calls for the adoption of a system that includes both rigor and reverence of time, teacher freedom and student contact.  However, since the specific results are not disclosed, it is not possible to compare this study with others in more detail. 
 
 
[bookmark: _Hlk187145180] A study conducted in Kenya to establish the degree of correlation between principals’ practice of transformational leadership and students’ academic performance in public secondary schools (Mwove, Mwania, and Kasivu, 2023). The study employed descriptive survey design to establish the relationship between transformational leadership and academic achievement. According to the findings of the study, there was a positive correlation between the two but the degree of the relationship could not be ascertained. More information about the method and the exact results of the study is presented below (Mwove, Mwania, and Kasivu, 2023, p. 61). 
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The Role of Organizational Culture and Work Environment
[bookmark: _Hlk187146437]
There are several research works that have focused on the impact of organizational culture and work environment on teachers’ performance. A study on the impact of principal leadership style and organizational culture on teacher performance by Maryati, Fitria, and Rohana (2020) revealed that both the factors together have significant influence on teacher performance and 59.5% variation was observed by Maryati, Fitria, and Rohana (2020). This reveals the relationship between leadership, organizational culture and teacher performance as asserted by Maryati, Fitria, and Rohana (2020). Due to the study’s limitations of the data collected from the elementary school teachers in a certain region, the findings of the study can only be considered as bias. 
 
 
[bookmark: _Hlk187147160] In another study, the effects of leadership style, work environment and job satisfaction on employee performance in a certain school were reviewed (Chandra, and Priyono, 2015). The results also showed that each of the factors had positive impacts on performance. This supports the proposition that when the work environment is friendly and well organized and leadership is optimal, this has positive impact on teacher’s health and work output (Chandra, and Priyono, 2015). However, the small sample size and the specific context of a certain school make the findings of the study not wholly consistent with the findings. 
 
 
 
 Also, there was a study done in China to analyse the relationship between school leadership and student achievement (Cruickshank, 2017). This study also revealed that the principals who successfully made improvements in the students’ achievement understood the need to adopt an integrated approach to leadership in the process of change management to enhance teaching and learning (Cruickshank, 2017). This is in line with the argument made in the literature that to enhance student outcomes there is need to embrace leadership that is holistic and integrated (Cruickshank, 2017). But since the study was conducted in a certain country and with quite limited details on methods, the findings of the study are not very easily applicable across the context. 
 
 A research study was conducted to explore the mediating role of teacher organizational commitment in the relationship between principal’s instructional leadership and students’ academic achievement (Khan et al., 2020). The study also revealed the mediating effect whereby, the level of instructional leadership in schools enhanced teacher’s commitment and improved student achievement (Khan et al., 2020).  This is because it shows that when examining the effects of instructional leadership on students’ achievement, the role of teacher’s commitment should also be taken into consideration (Khan et al., 2020). Nevertheless, the focus of the study on a particular area of Pakistan, that is, the Islamabad Capital Territory, makes the generalization of the findings difficult.


Teacher Efficacy and Student Learning

A research study that was carried out on an indigenous inland school revealed the relationship between ethnic identity, leadership style, teacher efficacy and students’ learning outcomes (Utami, Nelitawati and Al-Kadri, 2024). The study was designed to identify how ethnic identity influences leadership behaviour and teacher efficacy in the school system. More information about the study’s design and its findings would be helpful to understand the current research in greater detail. 
 
 
 Another study also looked at the correlation between teacher leadership styles and students’ academic achievement (Rashid, Amin and Ahmad, 2019). The study aimed at examining the effects of leadership on students’ achievement and engagement, thus the importance of teacher leadership. However, the study presents a limited methodological analysis and is focused on a certain level of education, which makes it impossible to compare it with other research works.

Leadership Styles in Different Contexts

The effect of leadership styles is also different depending on the level of education and the context in which it is being applied. A study on the effects of leadership on elementary school teachers and their performance as well as students’ achievement was made (Nurabadi et al., 2021). The study also established that instructional, transformational and spiritual leadership had a direct relationship with teacher performance and student achievement while the relationship was indirect through teacher performance (Nurabadi et al., 2021). This shows that to produce positive results, it is imperative to take into account several leadership styles and their combination (Nurabadi et al., 2021). However, the study’s concentration on a particular kind of school and a particular region makes the findings of the study not applicable to other regions. 
 
 Another study to examine the perception of leadership styles in international special and general education schools in United Arab Emirates (UAE) was done by Jackson (2023). The study was designed to identify the perceived leadership styles and to establish how demographic characteristics of the teachers affect the perception of these leadership styles (Jackson, 2023). Specifically, the findings of the study are not provided but the study emphasizes the need to consider context and possible differences in leadership perceptions based on school type.  More details about the findings will be required in order to make a complete comparison. 
 
[bookmark: _Hlk187150930] An investigation of the leadership styles and its impact on teaching to ensure academic performance at the high school level was also made where the authoritarian, democratic and laissez-faire leadership styles were evaluated (Maqbool et al., 2024). The study applied structural equation modelling and confirmatory factor analysis, thus indicating that the leadership style impact is probably not straightforward. This study therefore highlights the need to take into consideration the context when examining the leadership (Maqbool et al., 2024). More information about the results would be helpful for the overall evaluation of the research. 
 
 A comparative research between Germany and China was done to analyse the relationship between the style of leadership of the principal and the academic achievement of the students. (Chen, Ning, B. and Bos, W. (2022). This study revealed that the leadership of the principals hatch a great impact on the school climate, teachers’ perceptions of leadership and their teaching practices which in turn affect student achievement. The study also reveals that there is need to take into consideration the cultural differences when examining the leadership behaviour’s outcomes (Chen, D., Ning, B., & Bos, W. (2022). More specific results for each country should be presented in order to provide a deeper analysis.


Leadership and Teacher Professional Development

A research study reviewed the presence of the major factor of principal’s change leadership on school teachers’ professional development (Chang, Chen and Chou, 2017). The study revealed that creation of a supportive culture and alteration of organization and performance in a principal’s change leadership had positive influence on teacher professional development. This underlines the significance of leadership in facilitating the process of teachers’ professional growth (Chang, Chen and Chou, 2017). However, due to the fact that the study was conducted in a particular region and due to the fact that the results of the study are not provided in a detailed manner, the findings of the study can only be considered as somewhat generalizable.


Key Success Factors in Implementing Professional Learning Communities
[bookmark: _Hlk187153134][bookmark: _Hlk187425168]A systematic literature review reviewed the important factors that affect the effectiveness of leadership in the implementation of PLCs (Siwy and Meilani, 2024). The review found that transformational, democratic and situational leadership are effective in supporting PLCs’ effectiveness (Siwy and Meilani, 2024). This shows the role of leadership in creating conditions that support the creation of learning communities where teachers can develop themselves and enhance students’ achievement. However, the review has some drawbacks such as the limitation of the literature reviewed and the difficulty of establishing a link between leadership behaviours and PLCs performance (Siwy, and Meilani, 2024).


Methodology and Data Sampling
[bookmark: _Hlk187426473]The researches that I discussed in this paper employed a number of research methods which include quantitative surveys, qualitative interviews, review of related literature, and mixed method approaches. All the methods had its own advantages and disadvantages; some of the studies were based on large number of participants and sound statistical analysis (Sultana et al., 2024), (Andriadi and Sulistiyo, 2024), (Uwamahoro, Shavega, Maulid, 2024), while the others were based on smaller samples and the data collected were analysed qualitatively. The method of choice was often dependent on the research question as well as the specific context. Quantitative research designs are particularly useful in making generalizations about the population and in designing tests of cause-and-effect relationships with the help of statistics (Sultana et al., 2024). But they can fall short in providing the insights that qualitative research does (Yue, 2024). Conversely, qualitative research methods enable the researcher to get deeper into the understanding of individuals’ experiences and perceptions which can be used to explain leadership processes (Yue, 2024). Thus, mixed-methods research that incorporates both qualitative and quantitative approaches provides a more comprehensive view of the object (Kim and Cruz, 2024). 
 
[bookmark: _Hlk187426976][bookmark: _Hlk187425600][bookmark: _Hlk187426935]  Nevertheless, there are still several gaps in the literature despite all this research. More research should be conducted to observe the consequences of various leadership styles on students’ achievement in the long run (Siwy, and Meilani, 2024). It is also important to examine how leadership styles are combined with contextual factors such as culture of the school and its resources (Siwy, and Meilani, 2024), (Chen, Ning and Bos, 2022).  It is also important to know the impact of leadership styles on other students especially those who are considered to be from the minority groups. Also, the creation and identification of the leadership styles and their effects on teachers and students and the development of reliable measures for future research.  Finally, comparative research in various cultural contexts will enable one to understand the factors that determine the effectiveness of various leadership styles (Chen, Ning and Bos, 2022).
This review highlights the diversity of sampling methodologies used across research on transformational leadership and teacher performance.  Some studies use robust probability sampling techniques like simple random (Sarwar, Tariq and Yong, 2022), (Rashid, Amin and Ahmad, 2019)   and stratified random sampling (Mwove, Mwania and Kasivu, 2023), while others use non-probability methods such as purposive (Yue, 2024)  and convenience sampling (Maqbool et al., 2024). Other studies employed methods not explicitly detailed. The choice of sampling method has a crucial impact on the generalisability and potential biases of the findings. More transparency is needed in the reporting of sampling methods, along with a recognition of the limitations that are associated with specific approaches. Additionally, a more nuanced understanding of the relationship between sampling methods, data collection techniques, and the specific research context is required to build on the knowledge in this field.



Conclusion

This literature review shows how leadership styles impact the performance of teachers and in turn, student achievement. Of all the leadership styles, transformational leadership is seen to have the best results in that it increases teacher motivation, job satisfaction, and therefore student achievement (Andriadi and Sulistiyo,2024), (Lamja, 2024), (Sultana et al, 2024). However, transactional leadership is very important in ensuring that there is accountability and conformity. Other styles, such as the democratic and the instructional leadership, are also effective in influencing the educational process (Sarwar, Tariq, and Yong, 2022). The efficiency of these leadership styles may be modulated by trust, school culture, organizational commitment and other factors. In the future, research should focus on future investigations of leadership styles’ effects, especially the long-term effects, the impact of contextual factors and leadership styles combination, and research should also employ cross-cultural design to examine leadership effectiveness in different contexts (Siwy, and Meilani, 2024), (Chen, Ning and Bos, 2022). Based on the conclusions of this review, it is evident that there is the need to develop leadership styles that will support a positive, and conducive learning environment for both the teachers and the students. This shows that the relationship between leadership, teacher characteristics and student outcomes is rather complex and therefore a comprehensive strategy is needed in order to enhance educational quality.
Factors such as organizational culture, work environment, teacher efficacy, and cultural contexts significantly moderate the relationship. Future research should focus on:


· Further investigation into the interplay between different leadership styles and their combined effects.
· A deeper exploration of the moderating roles of contextual factors, including school culture, resources, and teacher characteristics.
· More robust methodological approaches that incorporate mixed-methods designs to provide richer and more nuanced understandings.
· Cross-cultural comparisons to identify best practices and adapt leadership strategies to diverse educational contexts.
· Longitudinal studies to track the long-term impact of different leadership styles on teacher retention, professional development, and student achievement.



By addressing these research gaps, we can develop a more comprehensive understanding of how to optimize leadership practices to improve teacher performance and ultimately enhance student success. The findings from this review offer valuable insights for educators, policymakers, and school leaders seeking to create more effective and supportive learning environments.
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