Educational leadership and teacher effectiveness: a systematic literature review of empirical studies from 2015 to 2025

Abstract 
Against the backdrop of global educational reforms, school leadership and teacher effectiveness are recognized as key drivers of educational quality. However, existing research is fragmented, with limited comparative analyses of different leadership models and insufficient attention to how contextual factors moderate leadership effects. Underpinned by the PRISMA guideline, this systematic review synthesizes 26 empirical studies indexed in Scopus and Web of Science between 2015 and 2025 to examine the pathways through which school leadership influences teacher effectiveness, the comparative effects of various leadership models, and the role of contextual moderators. Findings indicate that leadership affects teacher effectiveness through both direct and indirect pathways, with teacher self-efficacy serving as a central mediator. Instructional leadership enhances performance directly through goal clarity, curriculum management, and instructional supervision, while transformational leadership exerts indirect effects by activating teachers’ intrinsic motivation. Servant, participative, and collaborative leadership also show positive effects in specific contexts. Leadership effectiveness is strongly contingent on multilevel contextual factors, including individual teacher characteristics, school organizational environment, and external socioeconomic and policy conditions. The review highlights practical implications: leaders should act as both “context architects” and “meaning-makers,” flexibly combining strategies to support teaching and professional growth; teachers should strengthen instructional expertise and engage in professional learning communities; policymakers should provide differentiated support and institutional safeguards. Future research should expand qualitative and mixed-method approaches and conduct cross-national, cross-cultural comparisons to deepen understanding of leadership mechanisms and enhance teacher effectiveness across diverse educational settings.
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1. Introduction

In the context of global educational reform, enhancing the quality and equity of schooling has become a central concern of both policy and research. This priority is clearly reflected in the United Nations Sustainable Development Goal 4, which aims to “ensure inclusive and equitable quality education and promote lifelong learning opportunities for all” (UNESCO, 2021). Although Sustainable Development Goal 4 does not explicitly designate leadership as an independent target, international policy frameworks and scholarly research consistently recognize school leadership as a key mechanism for translating broad educational goals into tangible improvements in teaching and learning outcomes (Leithwood et al., 2020; Voelkel et al., 2024). At the same time, the global education agenda emphasizes teacher quality and systematic professional development, highlighting teacher effectiveness as a fundamental driver of student achievement, educational quality, and equity (Abuhassira et al., 2024). Consequently, school leadership and teacher effectiveness are widely regarded as interdependent and mutually reinforcing levers for driving educational change and improvement (Duan et al., 2024).

Over the past few decades, the concept of school leadership has evolved from a traditional administrative function focused on management, control, and compliance to a more strategic, instructional, and relational practice that prioritizes vision building, culture formation, and teacher empowerment (Bush & Glover, 2016; Garnham & Beckingham, 2025; Hallinger, 2011). Within this evolution, three major leadership models have emerged as key theoretical lenses for understanding how leadership influences teaching and learning. Transformational leadership inspires teachers’ intrinsic motivation, professional commitment, and creativity through shared vision, trust, and inspiration (Karakus & Akbas, 2024; Leithwood & Jantzi, 2005). Instructional leadership, in contrast, focuses directly on improving classroom practices by emphasizing curriculum alignment, pedagogical quality, and evidence-based feedback (Hallinger, 2011; Nguyena et al., 2025). Meanwhile, distributed leadership extends leadership responsibility across the organization, promoting collaboration, shared decision-making, and the development of professional learning communities that strengthen collective teacher capacity (Spillane et al., 2006; Voelkel et al., 2024). Together, these frameworks illustrate the multidimensional nature of educational leadership and demonstrate how effective leadership can enhance teacher performance, professional growth, and ultimately, student learning outcomes.

In parallel with this reconceptualization of leadership, the notion of teacher effectiveness has also undergone a significant transformation from a narrow focus on test-based outcomes to a multifaceted and dynamic construct that integrates both instructional quality and the broader dimensions of teaching practice (Hattie, 2015; Tschannen-Moran & Hoy, 2001). Modern perspectives conceptualize effective teaching as encompassing several interrelated domains, including instructional design and assessment (Stronge, 2018), classroom management (Marzano & Marzano, 2003), student engagement (Fredricks et al., 2004), emotional support and reflective professional practice. Effective teachers thus function not only as knowledge transmitters but also as facilitators of learning and agents of educational improvement, enhancing both student achievement and socioemotional development (Hattie, 2015). Moreover, through their active engagement in curriculum innovation, research, and collaborative learning, teachers contribute to sustained organizational growth and educational reform (Abuhassira et al., 2024; Vescio et al., 2008). In essence, this broadened understanding shifts attention from outcome-based metrics toward a holistic and human-centered view of teacher effectiveness that values professional reflection, relational quality, and continuous growth (Stronge, 2018; Tschannen-Moran & Hoy, 2001).
The relationship between school leadership and teacher effectiveness has attracted increasing scholarly attention, as leadership shapes the organizational, cultural, and professional contexts in which teachers work, while teachers translate these conditions into classroom practices that affect student learning (Karakus & Akbas, 2024; Nguyena et al., 2025). 

However, despite extensive recognition of their interdependence, existing research remains fragmented and inconclusive, with inconsistent findings and a lack of comprehensive synthesis (Louis et al., 2010). Contextual understanding also remains limited, as variations in policy environments, school culture, and socioeconomic conditions can shape how leadership operates across different educational systems, yet cross-cultural comparative studies are scarce (Duan et al., 2024; Stronge, 2018). Collectively, these gaps highlight the need for a systematic synthesis that clarifies the pathways, mechanisms, and boundary conditions linking leadership and teacher effectiveness across diverse educational contexts.
To address these gaps, this systematic literature review synthesizes empirical studies published between 2015 and 2025, drawing on fully published, peer-reviewed sources indexed in Scopus and Web of Science. The review aims to integrate existing evidence to clarify how school leadership influences teacher effectiveness and how various leadership models differ in shaping teacher outcomes, as well as to identify the contextual factors that influence the relationship between leadership and teacher effectiveness. Specifically, it seeks to answer the following review questions (RQs) by examining relevant studies through qualitative, thematic analysis:
1. What is the effect of school leadership on teacher effectiveness?
2. How do different leadership models compare in their association with teacher effectiveness?
3. Which contextual factors influence the relationship between leadership and teacher effectiveness?
By systematically synthesizing the past decade of empirical research, this review aspires to provide a comprehensive and evidence-based understanding of how school leadership practices enhance teacher professionalism and instructional quality, offering valuable insights for policymakers, school leaders, and researchers aiming to advance global educational quality and equity (Abuhassira et al., 2024; Voelkel et al., 2024).

2. Materials and Methods

This study employed a systematic literature review to comprehensively examine the relationship between educational leadership and teacher effectiveness. The review was conducted in accordance with the Preferred Reporting Items for Systematic Reviews and Meta-Analyses guidelines (PRISMA, 2024) to ensure methodological transparency, replicability, and scholarly rigor (Moher et al., 2009; Page et al., 2021). By following the PRISMA framework, the review adopted a structured and systematic procedure for identifying, screening, and synthesizing relevant literature. The primary objective of this review was to synthesize empirical research published between 2015 and 2025 that investigates the influence of educational leadership on teacher effectiveness. Particular attention was given to identifying leadership models, mediating mechanisms, and contextual moderators that shape the relationship between leadership practices and teacher performance in educational settings. From a methodological perspective, the study is situated within a qualitative research paradigm, which emphasizes the interpretative analysis of existing scholarly work. Consistent with interpretivist and constructivist perspectives, knowledge is understood as socially constructed and contextually embedded within educational environments. Therefore, the review focuses not merely on aggregating empirical findings but on interpreting patterns, meanings, and conceptual relationships emerging from the literature. Through a rigorous and transparent review process, relevant studies were systematically analyzed and synthesized to identify recurring themes, theoretical insights, and research trends related to educational leadership and teacher effectiveness. This interpretative synthesis enabled the development of a comprehensive and nuanced understanding of how leadership practices influence teacher effectiveness across diverse educational contexts.

2.1. Identification

A comprehensive search strategy was implemented across two leading multidisciplinary databases: Scopus and Web of Science (WoS) Core Collection. These databases were selected to ensure broad coverage of peer-reviewed literature while minimizing selection bias (Gusenbauer & Haddaway, 2019). The search employed Boolean combinations of keywords for independent variables (“leadership”) and dependent variables (“teacher effectiveness”) within titles, abstracts, and keywords. The detailed search string used was:
· Scopus: TITLE-ABS-KEY (leadership) AND TITLE-ABS-KEY (“teacher effectiveness:)
· WoS: TS = (leadership) AND TS= (“teacher effectiveness”)
The temporal scope was limited to January 2015 through December 2025 to capture the most recent empirical evidence. The initial search yielded 112 records (Scopus: n = 62; WoS: n = 50), as shown in Figure 1.      
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Figure 1 Identification of relevant studies.

2.2. Screening

All 112 records were imported into reference management software (i.e., EndNote), where 14 duplicate records were identified and removed. The remaining 98 records underwent title and abstract screening independently by two researchers. Eligibility criteria required that studies: (a) be empirical (quantitative, qualitative, or mixed methods); (b) focus on educational contexts such as primary, secondary, or higher education; (c) explicitly examine the relationship between school leadership and a multidimensional construct of teacher effectiveness; and (d) be published in peer-reviewed journals in English. Twenty-six studies were excluded at this stage, primarily due to a lack of direct relevance to the leadership–teacher effectiveness nexus, leaving 77 reports sought for retrieval. Of these, 6 reports could not be retrieved, resulting in 71 full-text articles assessed for eligibility.

2.3. Inclusion

Full-text review of the 71 reports resulted in the exclusion of 45 studies based on clearly defined criteria: 29 did not primarily investigate the leadership–effectiveness relationship; 6 were non-empirical (conceptual or commentary papers); 5 were not written in English; and 5 were not journal articles (e.g., conference proceedings or book chapters). Consequently, 26 studies met all inclusion criteria and were incorporated into the final synthesis. The overall study selection process is illustrated in Figure 1 in accordance with the PRISMA guidelines.


2.4. Dana Analysis

Due to the methodological and contextual heterogeneity of the included studies, a meta-analytic approach was inappropriate. Instead, a thematic synthesis was employed to integrate findings across diverse qualitative and quantitative studies (Thomas & Harden, 2008). Following Braun and Clarke’s (Braun & Clarke, 2021) framework, the analysis involved several iterative stages: familiarization with the data, generation of initial codes related to leadership behaviors, mechanisms, and contextual moderators, identification of potential themes, refinement and consolidation of themes, and final definition and naming of themes.
Data extraction utilized a standardized template capturing: authorship, publication year, geographic context, study objectives, research design, leadership models, teacher effectiveness measures, key findings, and reported mediators and moderators. Guided by the review questions, the synthesis identified three interconnected thematic patterns: (1) indirect pathways and mediating mechanisms through which leadership impacts teacher effectiveness (e.g., instructional feedback, mentoring, collaborative routines) (RQ1); (2) comparative effectiveness of different leadership models (e.g., instructional, transformational, distributed, servant) (RQ2); and (3) contextual moderators (e.g., school resources, policy frameworks, teacher experience, collaboration time) (RQ3). This thematic approach enabled a nuanced interpretation of the complex interplay between leadership behaviors and teacher outcomes, generating insight beyond mere aggregation of findings (Hu, 2025; Hu et al., 2023).

3. Results
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Among the 26 studies included in this review, the majority employed quantitative research methods (n = 21) (e.g., Arop et al., 2020; Burić et al., 2021; Habibi et al., 2025; Meng et al., 2024; Ting & Chuang, 2025), while only five studies used qualitative approaches (n = 5) (e.g., Brannan & Kent, 2017; Clarke, 2023; Lochmiller & Mancinelli, 2019; Matsha et al., 2024; M. Romanowski et al., 2019). No studies employed a mixed-methods design. Quantitative studies primarily used survey questionnaires and statistical techniques such as structural equation modeling, regression analysis, and correlation analysis to examine the relationship between leadership and teacher effectiveness. In contrast, qualitative studies relied on interviews, focus groups, open-ended responses, and case study methods to explore how leadership competencies guide educational practices and influence teacher effectiveness through professional experiences. 

The studies were conducted across a wide range of countries and regions, including India (Rani & Prasad, 2017; Sehgal et al., 2017), Malaysia (Ismail et al., 2020; Jafar et al., 2022), Indonesia (Suyanto et al., 2024; Syarif et al., 2020), Taiwan (Ting & Chuang, 2025), Turkey (Erdel & Eryaşar, 2021), Qatar (M. H. Romanowski et al., 2019), Nigeri (Arop et al., 2020; Bada et al., 2024), South Africa (Matsha et al., 2024), Croatia (Burić et al., 2021), the United States (Brannan & Kent, 2017; Grant & Drew, 2024; Leonard et al., 2025; Lochmiller & Mancinelli, 2019; Steinberg & Yang, 2022), Latin America (Villar-Guevara et al., 2025), etc. The publication years of these studies range from 2017 to 2025, with a noticeable increase in publications after 2020, reflecting a growing scholarly interest in examining the role of leadership in enhancing teacher effectiveness and improving educational outcomes.

3.1 Effects of Leadership on Teacher Effectiveness

[bookmark: _Hlk88805843]Based on a synthesis of 26 studies, the literature consistently indicates that school leadership plays a crucial role in enhancing teacher effectiveness. Many studies show that school leadership influences teacher effectiveness through both direct and indirect pathways. School leadership behaviors and practices can directly improve teacher effectiveness manifested by instructional performance, work engagement, job satisfaction, and teaching quality. Visionary, coaching, and affiliative leadership styles positively affect teacher effectiveness (Rani & Prasad, 2017). Servant leadership directly improves teacher performance (Budiyanto et al., 2025). Participative decision-making leadership enhances teacher performance, creativity, and innovation (Meng et al., 2024). Instructional leadership and integrated leadership approaches predict teacher effectiveness by clarifying school goals, managing teaching programs, creating a positive learning environment, and promoting teacher motivation(Bada et al., 2024; Grant & Drew, 2024; Ismail et al., 2020; Matsha et al., 2024). Leadership also interacts with school management practices and interpersonal communication to strengthen its influence on teacher outcomes (Arop et al., 2020; Lochmiller & Mancinelli, 2019; Sariakin et al., 2025; Steinberg & Yang, 2022; Syarif et al., 2020).
School leadership also affects teacher effectiveness indirectly. Teacher self-efficacy is a key mediator. Leadership behaviors increase teachers’ confidence in their instructional abilities, which improves teaching performance, teacher–student interactions, and classroom outcomes (Burić et al., 2021; Sehgal et al., 2017). Other mediators include professional commitment, teacher competence, collaboration, spirituality, and supportive school culture (Erdel & Eryaşar, 2021; Fairos, 2025; Habibi et al., 2025; Jafar et al., 2022; Safwan et al., 2025; Suyanto et al., 2024). Leadership promotes professional development and supportive learning environments, which indirectly enhance teacher growth and instructional quality (Brannan & Kent, 2017; Clarke, 2023; Lochmiller & Mancinelli, 2019). Student-mediated pathways also exist. Enhanced teacher effectiveness increases student satisfaction, which in turn influences leadership outcomes and teaching practices (Steinberg & Yang, 2022; Villar-Guevara et al., 2025). Teachers’ leadership traits and personal agency can also indirectly improve effectiveness by developing instructional competencies and leadership identity (Erdel & Eryaşar, 2021; Leonard et al., 2025).

3.2 Comparative Effects of Different Leadership Models

Insert text (Calibri font, size 10, and single-line spacing). This review identifies multiple leadership models that influence teacher effectiveness, including instructional leadership, transformational leadership, servant leadership, participative leadership, and collaborative leadership (Bada et al., 2024; Budiyanto et al., 2025; Burić et al., 2021). These models operate through different pathways and mechanisms and are associated with teacher effectiveness (Ismail et al., 2020; Suyanto et al., 2024; Ting & Chuang, 2025). These models exhibit notable comparative differences in their modes of operation, depth of influence, and mediating conditions. Overall, the findings indicate that the degree of influence of different leadership models on teacher effectiveness varies, and instructional leadership and transformational leadership are the leadership approaches most frequently confirmed to be closely associated with teacher effectiveness (Bada et al., 2024; Burić et al., 2021; Safwan et al., 2025).

The evidence consistently shows that instructional leadership positively influences teacher effectiveness through both direct and indirect pathways. Core practices include clarifying the school mission, managing curriculum and instruction, fostering a positive learning environment, and providing instructional supervision. These practices enhance teachers’ professional competencies and classroom performance (Bada et al., 2024; Ismail et al., 2020; Matsha et al., 2024). Instructional supervision, goal clarity, and sustained principal–teacher relationships further strengthen this effect (Ting & Chuang, 2025). Instructional leadership also improves teacher self-efficacy, professional commitment, and school climate. Higher teacher self-efficacy, professional commitment, and a positive school climate enhance teaching quality and performance (Habibi et al., 2025). Principals’ professional development amplifies these effects. Improved instructional leadership and principal growth ultimately translate into better student outcomes (Steinberg & Yang, 2022). Overall, instructional leadership has a stable and significant impact on teacher effectiveness. Its influence is shaped by contextual factors, relational support, and the principal’s professional development.
Transformational leadership positively influences teacher effectiveness, primarily through indirect pathways that activate teachers’ psychological resources and intrinsic motivation. Evidence from multiple contexts highlights a consistent mechanism: transformational leadership enhances teachers’ self-efficacy, engagement, and professional agency, which in turn improves instructional quality and overall performance. For instance, in Croatia, transformational leadership was found to indirectly enhance instructional quality via teacher self-efficacy (Burić et al., 2021), while in Pakistan, it strengthened teacher performance by fostering higher engagement and a supportive classroom climate (Safwan et al., 2025). Furthermore, transformational leadership is critical for facilitating collaborative professional platforms such as Professional Learning Communities, which provide institutional support for teacher development and sustained effectiveness (Jafar et al., 2022). Overall, transformational leadership operates by energizing teachers’ psychological states and reinforcing organizational structures for collaboration, thereby exerting a profound and indirect impact on teacher effectiveness.

Empirical evidence consistently identifies servant leadership as a significant predictor of teacher effectiveness, operating through both direct and indirect pathways that activate teachers’ professional competencies and commitment. Budiyanto et al. (2025) found in Jakarta that servant leadership positively influences Catholic religious teachers’ performance, with competence and professional commitment mediating this relationship, explaining 74.9% of variance in teacher performance. Suyanto et al. (2024) corroborated these findings in Indonesian schools, showing that servant leadership, supportive school culture, and supervision systems jointly enhance teacher performance, with teacher competence serving as a key mediator. Similarly, Villar-Guevara et al. (2025) reported in Latin American higher education contexts that teacher effectiveness and cooperative learning predict the development of servant leadership, with student satisfaction mediating this process, highlighting a potential reciprocal relationship between effective teaching and leadership practices. Collectively, these studies indicate that servant leadership enhances teacher effectiveness primarily by fostering teachers’ capabilities and creating supportive organizational environments, emphasizing relational and service-oriented mechanisms as central to its impact (Budiyanto et al., 2025; Suyanto et al., 2024; Villar-Guevara et al., 2025).

Participative and collaborative leadership models are positively associated with teacher effectiveness. They operate mainly through empowerment, shared decision-making, and professional interaction. Participative decision-making significantly improves teacher performance and creativity. This enhancement fosters innovation in educational practices (Meng et al., 2024). Collaborative leadership also supports teacher growth through professional interaction. In the U.S., mentoring relationships characterized by goal-setting, feedback, and reflective learning improve professional development and classroom practices. These improvements ultimately enhance instructional effectiveness (Brannan & Kent, 2017). Principals navigating external reforms sustain instructional leadership by redistributing administrative tasks and seeking coaching. This highlights collaboration’s role in maintaining leadership efficacy (Lochmiller & Mancinelli, 2019). In higher education, collaborative teaching approaches improve teacher effectiveness and strengthen student-teacher engagement (Clarke, 2023). Overall, participative and collaborative leadership enhance teacher effectiveness by creating a professional environment with trust, shared goals, and continuous learning.

Research conducted in India indicates that visionary, coaching, and affiliative leadership styles are consistently associated with enhanced teacher effectiveness in higher education contexts (Rani & Prasad, 2017). In contrast, pacesetting leadership shows no direct effect on teacher effectiveness, although teacher age may moderate this relationship, suggesting that individual characteristics can influence the outcomes of leadership practices(Rani & Prasad, 2017). Moreover, principal leadership has been shown to strengthen teacher collaboration and support the development of teacher self-efficacy, which in turn contributes to higher instructional effectiveness (Sehgal et al., 2017). These findings underscore that leadership styles not only directly affect teacher performance but also operate indirectly by fostering professional interaction and empowering teachers within their educational environments.
At the school level, integrated principal leadership practices, particularly those incorporating community learning functions, positively predict teacher effectiveness, engagement, and morale(Grant & Drew, 2024). When combined with strong school management practices, effective leadership further enhances teacher performance and contributes to improved student outcomes (Arop et al., 2020; Sariakin et al., 2025). Additionally, leadership behavior, interpersonal communication, and job satisfaction jointly shape teacher work effectiveness, highlighting the complex interplay between leadership practices and organizational dynamics in promoting teaching quality  (Syarif et al., 2020).

Collectively, these findings underscore that both individual-oriented leadership approaches in higher education and integrated school-level leadership practices play critical roles in shaping teacher effectiveness, operating through mechanisms that include professional development, engagement, and the broader organizational environment.

3.3 Contextual Factors

The relationship between school leadership and teacher effectiveness is shaped by multiple contextual factors. Evidence suggests these factors operate across three interrelated levels: individual teacher characteristics, school organizational environment, and broader socioeconomic and institutional contexts. Individual teacher characteristics significantly shape the effects of school leadership on teacher effectiveness. Teacher age moderates leadership outcomes; for instance, Rani and Prasad (2017) found that age significantly influences the relationship between pacesetting leadership and teacher effectiveness. Teacher self-efficacy acts as a key mediator, as principal leadership enhances collaboration, which in turn increases self-efficacy and improves teacher effectiveness (Burić et al., 2021; Habibi et al., 2025; Sehgal et al., 2017). Furthermore, teacher motivation and spiritual beliefs mediate the effects of school leadership in specific contexts (Fairos, 2025; Sariakin et al., 2025).
School climate and culture play a central role in shaping the impact of leadership on teacher effectiveness. A positive, learning-oriented school climate enhances the influence of leadership on teacher competence, job satisfaction, and performance (Habibi et al., 2025; Ismail et al., 2020). Cultural factors, including shared values and collaborative planning, combined with transformational or servant leadership, strengthen professional learning communities and support teacher development (Jafar et al., 2022; Suyanto et al., 2024). Furthermore, teacher collaboration and structured mentoring relationships mediate leadership effects by promoting self-efficacy, professional growth, and instructional quality (Brannan & Kent, 2017; Sehgal et al., 2017). Teacher competence and professional commitment also act as mediators in the leadership–teacher effectiveness relationship (Budiyanto et al., 2025; Suyanto et al., 2024).

External contextual factors, including school socioeconomic status and policy environment, significantly shape the impact of leadership on teacher effectiveness. Evidence shows that principal professional development has stronger effects in economically disadvantaged or urban schools, suggesting leadership interventions yield greater benefits in resource-constrained settings (Steinberg & Yang, 2022). Conversely, low socioeconomic conditions or limited pedagogical knowledge among principals can restrict leadership effectiveness (Matsha et al., 2024). Policy reforms may further necessitate leadership adjustments to maintain and enhance teacher effectiveness(Lochmiller & Mancinelli, 2019). Additionally, learning environment characteristics, such as urban-like school settings, interact with teacher self-efficacy and agency, facilitating the development of teacher leadership identity and enhancing professional outcomes(Leonard et al., 2025).

Therefore, the impact of leadership on teacher effectiveness is not uniform but is shaped by multiple contextual factors. Individual characteristics (age, self-efficacy, motivation, and spiritual beliefs), organizational factors (school climate, culture, collaboration, and teacher competence), and external conditions (socioeconomic status, policy, and learning environment) collectively moderate and mediate the effects of leadership. These findings suggest that context-sensitive leadership interventions are essential for enhancing teacher effectiveness.


4. Discussion

This review of 26 studies shows that school leadership is key to improving teacher effectiveness. Principals use instructional guidance, goal setting, participatory decision-making, and servant leadership. These behaviors directly improve teaching performance, engagement, and creativity (Budiyanto et al., 2025; Grant & Drew, 2024; Rani & Prasad, 2017). Leadership also influences teacher effectiveness indirectly. It shapes psychological and organizational factors. Teacher self-efficacy is a critical mediator. It strengthens instructional confidence and outcomes (Burić et al., 2021; Sehgal et al., 2017). Other mediators include professional commitment, teacher competence, collaborative culture, and spirituality (Fairos, 2025; Habibi et al., 2025; Suyanto et al., 2024).

These findings raise a deeper question: why does school leadership exert such a broad influence on teacher effectiveness? The underlying logic lies in the dual role of effective leaders, who act not merely as administrative managers but as “ecosystem builders.” When school leaders engage in instructional leadership, they define teachers’ professional standards and the meaningful boundaries of their works (Bada et al., 2024; Ismail et al., 2020). When school leaders employ servant or transformational leadership, they activate teachers’ intrinsic motivation systems (Budiyanto et al., 2025; Burić et al., 2021). This shift from external control to internal activation reflects the transition from direct to indirect effects of leadership. Leadership that remains limited to surface-level management without engaging teachers’ belief systems tends to produce only short-term and limited outcomes.
Multiple mediating pathways, such as spirituality and teacher agency, show that leadership effectiveness depends on the organizational and cultural context. Spirituality mediates the influence of leadership in collectivist or high-context cultures. This indicates that effective leadership relies on deeper value alignment rather than only material incentives or formal policies (Fairos, 2025). The development of a teacher leadership identity is also critical for lasting improvements in teacher effectiveness. It emphasizes the transformation of teachers from passive implementers to proactive leaders (Leonard et al., 2025). Future research and practice should focus on how principals trigger internal changes in teachers, not only on what principals do. The impact of school leadership on teacher effectiveness is a complex, multi-level, dynamic process. Leaders who integrate instructional guidance with meaning-making help teachers achieve deeper and more sustainable improvements in effectiveness.

This review highlights several leadership models that influence teacher effectiveness, including instructional, transformational, servant, participative, and collaborative leadership. Instructional leadership directly enhances teacher skills and classroom performance through goal setting, instructional supervision, and a positive learning climate (Bada et al., 2024; Ismail et al., 2020; Ting & Chuang, 2025). Transformational leadership works indirectly by activating teacher self-efficacy and intrinsic motivation, improving instructional quality (Burić et al., 2021; Safwan et al., 2025). Servant leadership supports teacher effectiveness by fostering competence and professional commitment (Budiyanto et al., 2025; Suyanto et al., 2024). Participative and collaborative leadership promote growth through empowerment, shared decision-making, and professional interaction (Brannan & Kent, 2017; Meng et al., 2024). Instructional and transformational leadership show the strongest evidence of impact, indicating that effective leadership requires both practical guidance and motivation activation.

The review suggests, from coexisting models to contextual adaptation, that multiple leadership models can enhance teacher effectiveness because leadership is a capacity for contextual adaptation rather than a fixed set of behaviors. Instructional leadership shows stable effects by providing clear goals, instructional supervision, and a structured learning environment, supporting teacher performance in standards-driven contexts (Bada et al., 2024; Ismail et al., 2020; Ting & Chuang, 2025). Transformational leadership complements this by activating teacher self-efficacy and intrinsic motivation, fostering innovation and instructional quality in uncertain or complex contexts (Burić et al., 2021; Safwan et al., 2025). Servant leadership emphasizes relational and ethical authority, enhancing competence and professional commitment, particularly in collectivist or value-oriented settings (Budiyanto et al., 2025). Participative and collaborative leadership empower teachers through shared decision-making and mentoring, promoting professional autonomy and leadership identity (Brannan & Kent, 2017; Leonard et al., 2025; Meng et al., 2024). These findings indicate that effective principals act as contextual architects, flexibly combining strategies to provide guidance, activate motivation, build trust, and cultivate creativity

School leadership shapes teacher effectiveness through individual, organizational, and socio-economic contexts (Habibi et al., 2025; Sehgal et al., 2017). Teacher self-efficacy is a central mediator, influenced by age, collaboration, motivation, and spirituality (Burić et al., 2021; Fairos, 2025; Rani & Prasad, 2017; Sariakin et al., 2025; Sehgal et al., 2017). Positive school climates, shared values, and structured mentoring further enhance competence, satisfaction, and instructional quality (Brannan & Kent, 2017; Budiyanto et al., 2025; Ismail et al., 2020; Jafar et al., 2022; Suyanto et al., 2024). Socio-economic conditions and policy contexts modulate outcomes, with resource-constrained or urban schools benefiting most, while low SES or limited principal expertise constrain effects. Contexts fostering teacher agency and leadership identity reinforce professional growth and teaching performance (Leonard et al., 2025; Matsha et al., 2024; Steinberg & Yang, 2022).
These findings raise a fundamental question: why do identical leadership behaviors yield divergent outcomes across contexts? Leadership should be understood as a relational practice embedded within a specific educational ecosystem rather than a portable technical tool, with contextual factors serving as integral components of its effectiveness. At the individual level, teachers’ age, self-efficacy, motivation, and spiritual beliefs shape how leadership is received and internalized, with age moderating the impact of directive leadership (Rani & Prasad, 2017). At the school level, organizational climate mediates leadership effects: positive, learning-oriented environments amplify outcomes, whereas low-trust or fragmented contexts diminish them (Habibi et al., 2025; Ismail et al., 2020). Externally, socio-economic and policy conditions constrain or enhance leadership, as professional development is more effective in disadvantaged schools, while limited pedagogical knowledge restricts impact (Matsha et al., 2024; Steinberg & Yang, 2022). Overall, leadership’s effect on teacher effectiveness is a complex, multi-level ecological process requiring sensitivity to individual needs, cultivation of supportive school cultures, and integration of external resources. Future research should examine how these contextual layers dynamically interact to shape leadership outcomes.

This systematic review indicates the effectiveness of multiple leadership models is context-dependent rather than mutually exclusive, with instructional and transformational leadership consistently validated across studies. Leadership outcomes are further shaped by multi-level contextual factors, including individual teacher characteristics (e.g., age, self-efficacy, motivation), school-level organizational culture, and external socio-economic and policy environments. These findings underscore that there is no universal “best leadership model.” Effective school leaders demonstrate contextual sensitivity and strategic flexibility, adapting their approaches based on teacher profiles, school climate, and developmental stages. For teacher professional development, interventions should integrate skill enhancement with mechanisms that foster intrinsic motivation, self-efficacy, and professional commitment. Policy-wise, leadership training should be differentiated across diverse school contexts, with targeted support, resource allocation, and policy flexibility to enable meaningful contextual adaptation.

5. Implications and Conclusion
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Based on the synthesis of 26 empirical studies, this review shows that school leadership has a multifaceted influence on teacher effectiveness. Leadership affects teacher outcomes through both direct and indirect pathways. Direct effects include improvements in instructional quality, teacher engagement, job satisfaction, and classroom performance. Indirect effects operate through key mediators such as teacher self-efficacy, professional commitment, competence, motivation, and spiritual beliefs. Different leadership models influence teacher outcomes through distinct mechanisms. Instructional leadership enhances performance by providing goal clarity, managing curriculum, and supervising teaching. Transformational and servant leadership foster teacher motivation, engagement, and collaborative capacities. Leadership effects are highly context-dependent. They are shaped by individual teacher characteristics, school climate and culture, collaboration and mentoring structures, and broader socioeconomic and policy environments. These findings indicate that effective leadership cannot rely on a universal approach. Instead, it requires adaptive strategies that account for individual, organizational, and external contextual factors. Context-sensitive, multilevel interventions are necessary to enhance teacher effectiveness and improve educational outcomes.

This systematic review contributes to the literature on educational leadership and teacher effectiveness by offering an integrated perspective on how leadership practices influence teacher effectiveness. The review synthesizes evidence from studies on instructional leadership, transformational leadership, servant leadership, and participative leadership. The findings indicate that educational leadership is multidimensional and that different leadership perspectives should be understood as complementary rather than competing approaches. The results also highlight the important role of teacher psychological factors and organizational contexts in translating leadership into teacher effectiveness. These findings support ecological and distributed perspectives that conceptualize leadership as embedded within institutional systems and relational networks. 

This review provides practical implications for multiple stakeholders in education. For school leaders, it emphasizes the importance of instructional leadership practices, including classroom observation, feedback, and curriculum coordination, alongside cultivating supportive relationships and collaborative environments to foster continuous professional growth. For teachers, the findings highlight the value of developing instructional expertise, self-efficacy, and collaborative skills, while actively participating in professional learning communities and mentoring relationships to enhance teaching effectiveness and leadership potential. For policymakers, the study underscores the need to strengthen principal leadership development programs focused on instructional leadership, collaborative management, and teacher development, and to implement policies that support professional learning communities and teacher mentoring systems. For researchers, given the predominance of quantitative studies and evidence concentrated in countries such as Indonesia, Malaysia, and Nigeria, future work should adopt qualitative or mixed-methods approaches and cross-national comparisons to better understand leadership mechanisms and increase the generalizability of findings across diverse educational contexts.

Despite its contributions, this systematic literature review has several methodological limitations that should be acknowledged. First, the review relied primarily on studies indexed in selected academic databases, namely Scopus and Web of Science. Although these databases contain a large body of high-quality research, relevant studies published in other international or regional databases may have been excluded, which could limit the comprehensiveness of the evidence base. Second, the review included only studies published in English. This language restriction may have introduced potential language bias by excluding relevant research conducted and published in other languages, thereby affecting the global representativeness of the findings. Third, the review focused exclusively on peer-reviewed journal articles and did not include other types of scholarly outputs, such as conference papers, books or book chapters, and other forms of grey literature (e.g., research reports, policy documents, or doctoral dissertations). These sources may contain valuable theoretical insights or emerging empirical evidence that could further enrich the understanding of leadership and teacher effectiveness. Future systematic reviews could address these limitations by expanding database coverage to include additional international and regional sources, incorporating multilingual publications, and considering a wider range of publication types, including conference proceedings and grey literature. Such efforts would help provide a more comprehensive and balanced understanding of the research landscape and strengthen the robustness of future evidence syntheses.

Appendix A

	Source
	Index
	Research Objectives
	Research Methodology
	Main Findings

	Rani & Prasad (2017)
	WoS
	Investigate the relationship between teachers’ leadership styles and teacher effectiveness in higher education institutions and examine whether age moderates this relationship.
	Design: Quantitative survey.
Participants: Teachers from higher education institutions in Hyderabad, India.
Data: Structured questionnaire.
Analysis: Factor analysis and hierarchical regression using SPSS.
	a. Visionary, coaching, and affiliative leadership styles have a significant positive relationship with teacher effectiveness. 
b. Pacesetting leadership style shows no significant direct effect on teacher effectiveness. 
c. Teacher age moderates the relationship between pacesetting leadership style and teacher effectiveness.

	Sehgal et al. (2017)
	Scopus/WoS
	Explore the relationship between teacher self-efficacy and teacher effectiveness and examine the roles of teacher collaboration and principal leadership in influencing this relationship.
	Design: Quantitative study.
Participants: 575 teachers and 6,020 students from 25 private secondary schools in India.
Data: Teacher and student survey responses.
Analysis: SEM-PLS (Structural Equation Modeling).
	a. Teacher self-efficacy has a strong positive relationship with teacher effectiveness. 
b. Teacher collaboration and principal leadership positively influence teacher self-efficacy. 
c. Improved self-efficacy enhances instructional delivery, teacher–student interaction, and student learning regulation.

	Steinberg & Yang (2022)
	WoS
	Examine whether principal professional development improves schooling outcomes, particularly teacher effectiveness and student achievement, through Pennsylvania’s Inspired Leadership (PIL) induction program.
	Design: Quasi-experimental study.
Participants: Students, teachers, and principals in Pennsylvania schools.
Data: Statewide panel data.
Analysis: Difference-in-differences and event study methods examining timing of PIL induction across principal–school units.
	a. Principal professional development significantly improves student math achievement through improvements in teacher effectiveness. 
b. Effects on teacher effectiveness are stronger in economically disadvantaged and urban schools. 
c. The impact is greatest when principals complete induction during the first two years of their leadership role. 
d. Teacher turnover decreases after principals complete the induction program.

	Grant & Drew (2024)
	WoS
	Investigate how integrated principal leadership practices predict teacher outcomes such as teacher effectiveness, engagement, burnout, and morale.
	Design: Quantitative survey study.
Participants: 240 teachers.
Data: Online survey measuring 58 principal leadership practices.
Analysis: Discriminant function analysis to identify leadership functions predicting teacher outcomes.
	a. Integrated principal leadership practices significantly predict teacher effectiveness and teacher morale. 
b. Two leadership functions were identified, including a community learning function that strongly supports teacher engagement. 
c. Balanced and appropriately frequent leadership practices are associated with more engaged and effective teachers.

	Sariakin et al. (2025)
	Scopus/WoS
	Examine the relationships among principal leadership, school management practices, teacher motivation, and teacher performance.
	Design: Quantitative study. Participants: Junior high school teachers.
Data: Questionnaire survey. Analysis: Smart Partial Least Squares (PLS-SEM) to test relationships among variables.
	a. Principal leadership significantly improves teacher motivation and teacher performance. 
b. School management practices significantly influence teacher performance but do not significantly affect teacher motivation. 
c. Teacher motivation strongly predicts teacher performance. 
d. Effective leadership combined with strong management practices creates a productive educational environment.

	Ting & Chuang (2025)
	WoS
	Examine the relationship between principals’ positive instructional supervision and teacher teaching effectiveness in Taiwan.
	Design: Cross-sectional survey.
Participants: 900 elementary school teachers in Taipei City. Data: Online questionnaires using stratified sampling. Analysis: Structural Equation Modeling.
	a. Positive instructional supervision significantly enhances teacher teaching effectiveness.
b. Long-term positive principal-teacher relationships strengthen supervision outcomes.
c. Clear goal-setting contributes to improved teaching effectiveness.

	Habibi et al. (2025)
	WoS
	Investigate the effects of instructional leadership, teacher self-efficacy, professional commitment, and school climate on teachers’ job satisfaction and performance in Indonesian secondary schools.
	Design: Quantitative survey. Participants: 1,067 secondary school teachers in Indonesia.
Data: Online questionnaire. Analysis: Partial Least Squares Structural Equation Modeling (PLS-SEM).
	a. Teacher self-efficacy strongly enhances professional commitment and school climate.
b. Positive school climate is associated with higher job satisfaction and improved teacher performance.
c. Enhancing teacher self-efficacy is key to boosting teacher effectiveness.

	Bada et al. (2024)
	Scopus
	Investigate the impact of principals’ instructional leadership practices on secondary school teachers’ effectiveness in Nigeria.
	Design: Quantitative study. Participants: 389 teachers from 18 public secondary schools. Context: North Central Nigeria.
Data: Principal Instructional Management Rating Scale (PIMRS) and Virgilio Teacher Behaviour Inventory (VTBI).
Analysis: Correlation analysis.
	a. Instructional leadership (defining school mission, managing programs, positive learning climate) positively influences teacher effectiveness. 
b. Principals’ focus on instructional leadership enhances teaching and learning outcomes.

	Fairos (2025)
	Scopus
	Examine the mediating effect of spirituality on the relationship between principal leadership and pre-service teacher efficacy in Open and Distance Learning (ODL) contexts.
	Design: Quantitative study. Participants: 300 pre-service teachers in ODL programs.
Data: Survey.
Analysis: PLS-SEM using SmartPLS
	a. Principal leadership positively influences teacher efficacy indirectly via spirituality. 
b. Spirituality mediates the relationship between leadership and teacher effectiveness. 
c. Strong leadership and supportive culture enhance teacher outcomes.

	Erdel & Eryaşar (2021)
	Scopus
	Investigate the relationship between Turkish secondary school teachers’ TPACK competencies and teacher leadership characteristics.
	Design: Quantitative correlational survey.
Participants: Volunteer teachers in 10 secondary schools.
Data: TPACK-deep Scale and Teacher Leadership Scale.
Analysis: Pearson correlation.
	a. Low but significant positive correlation between TPACK and teacher leadership. 
b. Teachers with higher leadership qualities tend to have better technological pedagogical knowledge.

	Safwan et al. (2025)
	Scopus
	Examine factors influencing teacher performance in private secondary schools, focusing on subject mastery, leadership, experience, and communication skills.
	Design: quantitative survey
Participants: 30 teachers and 10 principals in 10 private schools, Karachi.
Data: Semi-structured interviews.
Analysis: Thematic coding and binary endorsement grid.
	a. Deep subject expertise, adaptable lesson planning, and effective communication enhance teacher performance. 
b. Transformational leadership strengthens teacher engagement and improves classroom climate.

	Budiyanto et al. (2025)
	Scopus
	Examine the impact of servant leadership on Catholic religious teachers’ performance, with competence and professional commitment as mediators.
	Design: Quantitative study. Participants: 151 Catholic religious teachers in Jakarta Archdiocese.
Data: Survey.
Analysis: PLS-SEM.
	a. Servant leadership directly and positively influences teacher performance. 
b. Competence and professional commitment mediate the relationship, enhancing performance. 
c. Structural model explains 74.9% of variance in teacher performance.

	Jafar et al. (2022)
	Scopus
	Examine the influence of school culture dimensions on Professional Learning Community (PLC) implementation and teachers’ effectiveness.
	Design: Quantitative correlational study.
Participants: 612 teachers in Malaysia.
Data: Survey.
Analysis: PLS-SEM using SmartPLS.
	a. Professional Value, Sharing Planning, and Transformational Leadership significantly influence PLC implementation. 
b. School culture is critical in promoting teachers’ professional development through PLC.

	Matsha et al. (2024)
	Scopus
	Investigate mathematics teachers’ perceptions of principals’ instructional leadership in managing the instructional program.
	Design: Quantitative study. Participants: Teachers in Quintiles 1–3 schools in Kariega, South Africa.
Data: Principal Instructional Management Rating Scale. Analysis: Descriptive statistics analysis
	a. Instructional leadership positively associated with teachers’ effectiveness. 
b. Socioeconomic factors and lack of pedagogical knowledge in principals limit instructional leadership effectiveness. 
c. Professional development sessions improve teacher learning.

	Lochmiller & Mancinelli (2019)
	Scopus
	Examine how elementary school principals adjust instructional leadership practices in response to statewide teacher evaluation reform.
	Design: Qualitative study. Participants: 354 elementary school principals in Washington State.
Data: Open-ended survey responses.
Analysis: Modified content analysis using ATLAS.
	a. Principals increased the depth and intentionality of classroom observations. 
b. Administrative tasks were redistributed to allow more time for instructional leadership. 
c. Principals sought external support such as coaching to implement evaluation policies effectively.

	Clarke (2023)
	Scopus
	Explore how collaborative leadership learning experiences outside the classroom influence student learning and teacher effectiveness in multicultural university settings.
	Design: Qualitative case study.
Participants: 25 multicultural university students in Hawaii.
Data: Student essays, project reports, ethnographic observations.
Analysis: Content analysis.
	a. Collaborative community projects increase student motivation and engagement. 
b. Integrating theory with real-world practice enhances leadership learning. 
c. Collaborative teaching approaches improve teacher effectiveness and student–teacher engagement.

	(Romanowski et al.) 2019)
	Scopus
	Examine the knowledge and skills required for effective school principals in Qatar’s independent schools from the perspectives of policymakers, principals, and teachers.
	Design: Qualitative study. Participants: 3 policymakers, 21 principals, and 82 teachers.
Data: Interviews and focus group discussions.
Analysis: Thematic qualitative analysis.
	a. Principals play an important role in influencing student achievement and teacher effectiveness. 
b. Required leadership competencies are already embedded in national professional standards. 
c. Participants emphasized the need for principals to develop stronger leadership skills for managing diverse teachers, students, and parents.

	Syarif et al. (2020)
	Scopus
	Examine the effects of leadership behavior, interpersonal communication, and job satisfaction on teachers’ work effectiveness.
	Design: Quantitative survey study.
Participants: 171 private secondary school teachers in Indonesia.
Data: Questionnaires measuring leadership behavior, communication, job satisfaction, and work effectiveness.
Analysis: Path analysis.
	a. Leadership behavior, interpersonal communication, and job satisfaction significantly influence teacher work effectiveness. 
b. Leadership behavior positively affects job satisfaction and interpersonal communication. 
c. Interpersonal communication does not significantly influence job satisfaction.

	Ismail et al. (2020)
	Scopus
	Examine the relationship between school leaders’ instructional leadership and teachers’ functional competency in the Malaysian context and identify which leadership components contribute most to teachers’ competency.
	Design: Quantitative correlational study.
Participants: 225 teachers from high-performance schools in Kedah, Malaysia.
Data: Questionnaire adapted from Principal Instructional Management Rating Scale (PIMRS) and PBPPP competency module.
Analysis: Correlation and multiple regression analysis.
	a. Instructional leadership has a very strong positive relationship with teachers’ functional competency. 
b. School learning climate promotion has the strongest influence on teachers’ competency. 
c. Managing curriculum and teaching and defining school mission also contribute to improving teacher competency.

	Meng et al. (2024)
	Scopus
	Explore the impact of participative decision-making leadership on teacher performance, creativity, and innovation in higher education institutions.
	Design: Quantitative study. Participants: Teachers and administrators in higher education institutions.
Data: Survey data collected between 2016–2024.
Analysis: Statistical analysis examining leadership performance relationships.
	a. Participative decision-making significantly enhances teacher performance and creativity. 
b. Collaborative leadership between administrators and teachers supports innovation in higher education. 
c. Leadership practices influence academic outcomes and institutional development.

	Villar-Guevara et al. (2025)
	Scopus
	Examine the relationships between teacher effectiveness, cooperative learning, and servant leadership, and test the mediating role of students’ satisfaction with studies in higher education.
	Design: Quantitative explanatory study.
Participants: 2,165 university students in Latin America.
Data: Online questionnaire.
Analysis: Structural equation modeling.
	a. Teacher effectiveness and cooperative learning positively influence students’ satisfaction with studies. 
b. Teacher effectiveness and cooperative learning significantly predict servant leadership development. 
c. Students’ satisfaction mediates the relationship between teacher effectiveness and servant leadership.

	Burić et al. (2021)
	Scopus
	Examine the relationship between transformational school leadership and instructional quality during the COVID-19 pandemic, with teacher self-efficacy as a mediator and digital competency as a moderator.
	Design: Quantitative study. Participants: 1,655 teachers in Croatia.
Data: Online survey conducted during school lockdown.
Analysis: Mediation and moderated mediation analysis.
	a. Transformational leadership positively influences instructional quality. 
b. Teacher self-efficacy mediates the relationship between transformational leadership and instructional quality. 
c. Digital competencies did not significantly moderate the relationships.

	Leonard et al. (2025)
	Scopus
	Examine how self-efficacy, agency, and values predict STEM teacher leader identity in urban-like learning environments.
	Design: Quantitative study. Participants: 100 in-service PreK–12 public school STEM teacher leaders.
Data: Survey questionnaire measuring self-efficacy, agency, values, and leadership identity.
Analysis: Correlation and predictive analysis examining relationships among variables.
	a. Urban-like learning environments, teacher self-efficacy, agency, values, and teacher leader roles significantly predict STEM teacher leadership identity. 
b. Self-efficacy and agency positively influence teachers’ transformation into effective STEM teacher leaders. 
c. Findings highlight the importance of leadership identity development in improving STEM education and teacher leadership.

	Suyanto et al. (2024)
	Scopus
	Examine the influence of servant leadership, school culture, and supervision systems on teacher performance with teacher competence as a mediator and good school governance as a moderator.
	Design: Quantitative observational study.
Participants: Teachers from various schools in Indonesia.
Data: Survey questionnaire. Analysis: Partial Least Squares Structural Equation Modeling (PLS-SEM).
	a. Servant leadership, school culture, and supervision systems significantly influence teacher performance. 
b. Teacher competence mediates the relationship between leadership factors and teacher performance. 
c. Effective governance and leadership practices are essential for developing a high-performing education system.

	Arop et al. (2020)
	Scopus
	Examine the relationship between school management practices, teacher effectiveness, and students’ academic performance in mathematics.
	Design: Quantitative factorial research design.
Participants: 2,145 respondents (893 teachers and 1,252 students) from secondary schools in Cross River State, Nigeria.
Data: Questionnaires and Mathematics Achievement Test.
Analysis: Pearson correlation and multiple regression analysis.
	a. School management practices significantly influence teacher effectiveness and student academic performance. 
b. Leadership techniques, teacher motivation, supervision, discipline, and communication jointly predict teacher effectiveness. 
c. Effective school management contributes to improved teaching quality and student achievement.

	Brannan & Kent (2017)
	Scopus
	Explore the impact of mentoring relationships on the development of teacher leaders and instructional practices using a mentoring pyramid model.
	Design: Qualitative case study.
Participants: A literacy professor, a graduate student mentor, and an experienced classroom teacher.
Data: Interviews, blog reflections, and mentoring artifacts.
Analysis: Thematic coding and qualitative analysis.
	a. Mentoring relationships support professional growth, confidence building, and networking among teacher leaders. 
b. Mentoring improves instructional practices through goal setting, feedback, and reflective learning. 
c. Effective mentoring systems contribute to teacher leadership development and improved teaching quality.
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