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The Role of School Leadership in Motivating Primary Educators: A Study of Motivation Strategies and Their Impact on primary School Performance in Wales









Introduction 

After working in a Welsh primary school, it will become clear how significantly leadership will influence the motivation and overall morale of teachers and teaching assistants. On certain days, simple expressions of appreciation such as "thank you" or words of encouragement from the headteacher will make a noticeable difference in how supported staff will feel, which in turn will enhance their performance in the classroom. On other days, many staff members will feel undervalued and unsupported due to a lack of clear communication or effective leadership.

[bookmark: _Int_ikMZ9tfy]Workplace motivation will continue to appear as a major issue within educational leadership, especially as teachers and support staff will have to meet consistently high standards while also facing increasing pressures such as larger class sizes, administrative responsibilities, curriculum changes, and the growing complexity of pupil needs. In this context, the ability of headteachers to motivate and inspire their teams will become more than just a managerial task, it will serve as a cornerstone of academic success.

Although a considerable body of research will exist on teacher motivation, much of it will tend to focus on secondary education or policy’s level perspectives, rather than on the lived experiences of staff teams within primary schools. Research into motivation and leadership will often overlook the role of teaching assistants (TAs), despite their essential contribution to student support.

This research proposal will aim to explore how headteachers in Welsh primary schools will inspire and motivate both teaching staff and teaching assistants. It will also examine how these efforts will affect individual productivity, team cohesion, and overall organisational outcomes (Jerrim, 2025) (Liu, Bellibaş and Gümüş, 2020).





Rationale for the Study.

The researcher has been at Holton Primary School inWales and has the first-hand experience of
[bookmark: _Int_bXlmQvi6]observing how leadership styles of head teacher impacts staff motivation.

[bookmark: _Int_VUQDa3Ev] While supportive leadership fosters a sense of value and engagement among teachers and teaching assistants . On the other hand the lack of communication or recognition often leads to low morale and disengagement.Even though the teacher motivation has been widely studied, but most research focuses on secondary education or national policies, with limited attention to the specific context of Welsh primary schools.Teaching assistant experiences and viewpoints, in particular, are still under-represented. This study aims to close this gap by critically analysing the ways in which head teachers in Welsh primary schools motivate their teaching teams. Understanding these relationships is essential since employee motivation influences student outcomes, retention, teamwork, and performance. The purpose of this research is to offer useful data that will support the growth of beneficial and efficient leadership strategies proper for primary school settings in Wales.

Aim and Objectives overviews 

Critically evaluate the strategies used by school principals to motivate staff in primary school settings.

●Objectives 
1. Understanding the personal and professional needs of teachers and their assistants in primary schools, with the goal of creating a supportive and stimulating work environment.
2. Studying the impact of the motivating methods on employee morale, job satisfaction, and overall performance.
[bookmark: _Int_sSSYj0Sq]3. Gathering employee opinions on what truly motivates them and how leaders can motivate them to increase  productivity.

●Questions 

1. How do primary school principals in the UK motivate staff? How do these strategies affect staff morale and productivity?
 
2.  What are the key personal and professional factors that influence staff motivation in primary school settings?

3. How can school leaders develop a more positive and supportive working environment that empowers staff and enhances their performance?



Literature Review 

[bookmark: _Int_tnZhS4dh]This literature review will explore three key concepts relevant to the research topic: the relationship between employees and school managers, employee motivation, and  all productivity. These concepts will exam within the context of UK primary education will examine these themes through contemporary academic theories, focusing on their application and limitations in school environments. Moreover, this literature will critically assess how such concepts apply in school environmental (Clay,2021).





The Communication Between the HeadTeachers & Teachers

[bookmark: _Int_wVfaa1EV]The communication between primary school’s headteacher and teachers will be viewed as a pivotal factor for both. For teachers, it will make them understand their roles in the school, enable them to seek support also share concerns as well as receive constructive feedback. For the school managers, it is learning to be more informed and effective decisions making, improving the work climate, and enhancing educational performance (Sofia, Syaidah and Shunhaji,2023).
The research will adopt an approach based on Tuckman's model, which tells that work teams go through successive stages, starting with forming, brainstorming, normalising, and finally performing. Applying this theory to primary schools, we find that effective communication between headteachers and teachers at each stage can make a significant difference. For instance, during the forming stage, providing a straightforward vision and shared direction from the headteacher is essential for proving trust and understanding among teaching staff. On the other hand, the absence of this type of communication during the storming stage can lead to internal conflicts that negatively impact teachers' performance but,Tuckman's model is  relying on a fixed plan for team development, which may not fully apply to a school environment that is significantly affected by external factors such as curriculum changes, increased student numbers, and ongoing performance pressures (Reinders, [image: ]2023)(zirar et al.,2023).





Motivation Strategies in Primary Schools:
Teacher motivation is essential for improving individual performance and the overall effectiveness of primary schools. Understanding teachers' motivational drivers enables school leaders to implement strategies that enhance engagement, satisfaction, and productivity.

▪︎Building a Positive School Culture
A positive work environment begins with transparent communication between school’s headteacher and teachers. When school leaders listen attentively to teachers' concerns, they will provide opportunities for valuable feedback, which fosters trust and mutual respect. Empowering teachers to take part in shaping school policies that will enhance their professional value. Regular social activities, such as field trips, camping, and parties, play a vital role in strengthening collegial relationships and fostering a sense of belonging. Showing appreciation and respect for teachers' time, effort, and ability significantly improves their overall morale (Collins,2024).
▪︎Supporting Professional Development
Continuing professional development will support through meetings, workshops, and training camps, which will play a key role in developing teachers' skills and competence. Furthermore, it will raise teachers' self-confidence. Moreover
recognising teachers' achievements and praising their efforts will foster a sense of professional satisfaction. Senior teachers, who will provide experience and guidance to new teachers, that will foster a sustainable collaborative environment in school (Vargo,2024).
▪︎Praise and Rewards Providing: Honest praise and public recognition at school conferences will rise teachers' morale. Recognising efforts reinforces their belief in the school's mission and motivates them to keep working the symbolic rewards (such as prizes or certificates of appreciation) will play an essential role in promoting a culture of gratitude and encourage teachers to continue committed to their duties (Arthur and Brandly,2023).
▪︎According to Herzberg's Two-Factor Theory, employee motivation factors redividing in
Hygiene factors, such as salary and environment, prevent dissatisfaction.
Motivators, such as recognition and development, promote satisfaction and achievement.
This theory reinforces school strategies by ensuring fair working conditions and providing opportunities for recognition and growth. However, it ignores individual differences, which may not be proper for diverse school environment (Nickerson,2025) (Stromberg,2018).

[image: ][image: ]Herzberg's Two-Factor Theory

Teacher productivity
Teachers' productivity reflects their ability to perform educational and administrative tasks effectively. Studies have confirmed that intrinsic motivation and external factors, including recognition and training, are positively related to teacher performance.
On the contrary, poor communication and lack of motivation negatively change productivity. Therefore, investing in strategies that support teacher motivation is essential to improving school performance in the long term (Hua,2024).

Research Methodology 
[bookmark: _Int_qKFsSmYc][bookmark: _Int_roUDD4Pm]This research will adopt a qualitative approach, as its primary objective is to explore the feelings, experiences, and strategies used by managers to motivate employees in the primary school environment. Unlike quantitative approaches that focus on numerical data and statistical analysis, we found a qualitative approach more suitable for studying behaviours, emotions, and complex human relationships that cannot be fully understandable in closed-ended questionnaires alone (Bhandari,2020)(Bazen, Barg and Takeshita,2021).
Given the nature of the educational environment, choosing a qualitative approach is particularly proper, as it requires understanding the perspectives of teachers and managers. Furthermore, qualitative research tools are flexible and allow for in depth exploration of their opinions and experiences. Through direct interaction with participants, the researcher will be able to gather rich descriptive insights into how motivation is implemented and its impact on productivity in the school environment .on the other hand qualitative research’s findings are limited because it focuses on a specific context, the depth and detail it provides are crucial for this research, especially since the goal is to understand the "How are motivational practices done, rather than simply measuring their impact numerically.  Furthermore, the qualitative approach allows for reflection and adaptation throughout the research process, which is essential in constantly changing social environments such as schools (Busetto, Wick, and Gumbinger, 2020).





Data Collection:

Qualitative Research Data Collection is the most popular techniques for gathering data in qualitative research are: 
Structured, semi-structured, or unstructured interviews 2. Focus groups 3. Remarks 4. Analysis of documents (such as reports and policies).
The most suitable data collection strategy for this research will be semi-structured interviews, as they provide teachers with the flexibility to explore and articulate their individual experiences in depth. This method allows the researcher to ask follow-up questions based on participants’ responses, enabling a richer understanding of complex issues such as motivation. Given that motivation is often a sensitive and personal topic, one-on-one interviews are particularly effective, as they foster a more private and trusting environment in which teachers may feel more comfortable expressing their thoughts openly. but on the other hand, semi-structured interviews take time-consuming to sit down with respondents and conduct an open-ended interview. It requires extensive resources. In addition, it needs to interview enough people to draw conclusions and make comparisons (Youngwall, 2023) (Faulkner and Atkinson,2023).




Ethical Considerations, Reliability, and Validity.

Considering ethical issues in research is crucial to protecting the rights, safety, and dignity of study participants. Since this is a qualitative research method involving real people, such as teachers and school administrators in an educational setting, special attention will be to ensuring that everyone feels respected, safe, and comfortable throughout the research process.

Before any interviews, all participants will inform of the purpose of the research and the nature of their participation. Participants will sign a permission form confirming their knowledge of the study and their voluntary participation. In addition, they will have the right to leave at any time and for any reason. The final report will not include the names of participants or schools to protect privacy; codes such as "School X" or "Teacher A" will use. All interview data will be securelystored and used for academically purposes only (Bhandari,2022) (Akdemir,2020).



●Reliability 

[bookmark: _Int_Cps0ZUNP]Semi structured interviews, which are ideal for qualitative research, will be the main research tool. They enable participants to go deeper into their opinions while keeping the motivational focus of the interview. All participants will be asked the same guiding questions to increase reliability. The researcher's particular views during analysis, particularly in open-ended responses, could be problematic. So, interviews will record carefully and subjected to members who check to avoid that (Christou,2025).


TheValidity 
The research will ensure that the data are accurately and fairly as it represented by the voices of teachers and headteachers in primary schools. Since the research focuses on motivation, a highly personal and emotional topic, the questions that will used in the interviews must accurately reflect the purpose of the research and be based on realistic situations and pressures that teachers face in their daily work. In addition to use triangulation by interviewing staff from separate roles in the school. Thus, in turn, will help gather honest and meaningful insights into how school leaders motivate their staff.
It results will be support by interview questions and motivational theories, as Herzberg's two-factor theory, ensuring they relate to the research objectives.However, since motivation is a subjective experience, it will be important to critically consider how different participants interpret the same situation in separate roles, ages, and personalities, especially when their relationships with school leadership vary. Research accommodates this complexity, but the researcher must remain reflective and transparent throughout (Wingate, Bourdage and Steel, 2024).



Although this study offers valuable insights into the impact of leadership on staff motivation in primary schools in Wales, the research faced some limitations. The most significant limitations were time constraints, which made it difficult to access participants in addition to the limited sample size. This may affect the depth and generalisability of the findings. The availability of broader sources and the participation of a greater number of school staff would enhance the accuracy of the data. In future research, the sample size could expand to include multiple schools, providing a more comprehensive understanding. Despite the limitations of the research, it could stand for an important starting point for improving leadership practices and fostering a more supportive and motivating school environment for staff.
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Appendix A: Interview Questions

1. Can you describe how your headteacher supports and

motivates you in your daily teaching role?

2. What types of recognition or rewards (if any) do you
receive for your work? How do they make you feel?

3. Are there any specific actions or behaviours from your
headteacher that make you feel more engaged or
committed to your job?

4. In your opinion, what motivates teachers the most in a
primary school environment?

5. Have you ever felt demotivated at work? If so, what
contributed to that feeling?

6. How does the communication between you and the

headteacher affect your motivation?

7. Do you feel involved in decisions that affect your work or

classroom? Why or why not?

8. What changes would you suggest to improve motivation

among teachers at your school?
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