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ABSTRACT

Teacher motivation and satisfaction are commonly acknowledged to be important factors in the improvement
of instructional quality and school performance. Yet, there has been scant empirical research exploring how
school leadership capacity contributes to these outcomes within culturally distinct school contexts. This article
explores the relationships among principal's leadership capacity, teacher motivation and job satisfaction in
Tamil national-type primary schools (SJKT) in Malaysia. Utilizing a quantitative cross-sectional survey
design, responses were received from 152 teachers through structured questionnaires that assessed perceptions
of leadership ability, motivation and satisfaction with job. Variable levels and interrelations were examined
using descriptive statistics and Pearson correlation analyses. The results reveal that there is a significant and
positive relationship between principal leadership capacity and teacher motivation and job satisfaction.
Furthermore, teacher motivation is highly associated with job satisfaction, thereby indicating that it does serve
as a key relational mechanism between leadership practices and teachers’ professional well-being. The study
provides empirical evidence from a less well-researched school setting and demonstrates the importance of
leadership capacity in cultivating supportive organizational conditions that serve to increase teacher motivation
and satisfaction. Implications for school leader development and policy interventions to enhance teacher well-
being and school effectiveness in diverse educational settings are considered.
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INTRODUCTION

Teacher motivation and job satisfaction are important factors that influence the quality of teaching and school
effectiveness. Teachers who are highly motivated and satisfied with their careers tend to show stronger
professional commitment and play a positive role in student achievement (Zakariya & Wardat, 2024).
Therefore, grasping the factors that influence teacher motivation and job satisfaction remains a major focus of
educational research.

School leadership, particularly principals' leadership capacity, plays an important role in shaping teachers’
work environments (M Azizan et al., 2025). Leadership capacity encompasses school leaders' ability to guide
teaching, support teachers, and nurture a positive school climate (Sekharan & Ayiaboo, 2022). Recent studies
have shown that competent leadership is significantly associated with increased teacher motivation and job
satisfaction (Paul, 2023; Sagathevan & Izham, 2022).

However, empirical studies in the context of language minority schools, such as Tamil National Type Schools
(SJKTs) in Malaysia, remain limited. These schools operate in unique socio-cultural environments and face
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several organisational challenges that can influence teachers’ professional experiences (Thumbarayan et al.,
2024). In addition, recent research suggests that teacher motivation plays an important role in the relationship
between school leadership and job satisfaction (Xiao & Zheng, 2025; Xin & Tahir, 2024).

Accordingly, this study examines the relationships among principal leadership capacity, teacher motivation,
and teacher job satisfaction in Tamil National Type Schools in Shah Alam, Malaysia. The findings of this
study are expected to contribute to the educational leadership literature and to have practical effects on school
leadership development and teacher well-being.

Based on the research objectives, this study is guided by the following research questions:

1. What is the level of principal leadership capacity in Tamil national-type primary schools in Shah Alam?
. What is the level of teacher motivation in Tamil national-type primary schools in Shah Alam?
3. What are the relationships between principal leadership capacity, teacher motivation, and teacher job
satisfaction in Tamil national-type primary schools in Shah Alam?

LITERATURE REVIEW

Principal Leadership Capacity in Schools

In educational institutions, leadership is typically defined as a process of influencing school staff to work
collectively towards achieving shared goals (Ali et al., 2024). In schools, the role of principals is not limited to
administrative management; it also encompasses responsibilities as instructional leaders who guide teaching
and learning practices and shape the ethical direction of school staff (Ozdogru & Sarier, 2024). Effective
school leadership requires principals to balance management roles with pedagogical leadership and ongoing
teacher professional development (Galdames-Calderén, 2023).

Principal leadership capacity comprises a set of competencies that enable school leaders to perform their roles
effectively. These competencies include rational and fair decision-making, clear and coherent communication,
conflict resolution, and the ability to motivate and support teachers in carrying out their professional duties
(Voelkel et al., 2024). Principals with high leadership capacity tend to build positive professional relationships
with teachers, thereby establishing a conducive, trust-based work environment (Zhang et al., 2025). Recent
studies show that open and consistent leadership in decision-making can increase perceptions of organisational
justice and strengthen teachers' devotion to the school (Jiang & Liu, 2024; Ozdogru & Sarier, 2024).

The literature review also shows that effective school leadership directly affects teacher attitudes and
organisational outcomes. Principals who support teacher well-being, value their contributions, and provide
meaningful professional development opportunities can build a positive school culture (Javornik & Klemencic,
2023). This supportive school culture, in turn, promotes work commitment, openness to collaboration, and
career satisfaction among teachers. Leadership that is responsive to teachers’ needs also helps reduce work
stress and improve their professional well-being (Skaalvik & Skaalvik, 2023).

In addition, contemporary research stresses the importance of certain leadership approaches in increasing
teacher motivation and commitment (Kareem et al., 2023). Instructional leadership focuses on the role of
principals in monitoring and guiding the quality of teaching, while transformational leadership stresses the
formation of a collective vision, inspiration, and development of teacher capacity. Distributive leadership, on
the other hand, promotes the sharing of power and accountability among school staff through collaborative
decision-making (Wilson et al., 2023). Recent empirical studies have found that this leadership strategy
positively impacts teacher motivation, particularly by promoting professional collaboration, continuous
learning, and an awareness of collective responsibility for the school's success (He et al., 2024; Salas-
Rodriguez & Lara, 2023).

The principals' leadership capacity is an important factor in developing a supportive and effective school
climate (Veleti¢ et al., 2023). Effective leadership not only determines the performance and effectiveness of
school organisations but also plays a key role in increasing teacher motivation, commitment, and job
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satisfaction (Sucuoglu & Ulug, 2022). This makes the leadership capacity of principals a key factor to address
in efforts to improve teacher well-being and school effectiveness, especially among diverse and challenging
school environments.

Teacher Motivation

Teacher motivation refers to the totality of internal and external factors that influence teachers' willingness and
desire to fulfil their professional duties in education. Internal factors include interest in the teaching profession,
personal satisfaction, intrinsic value of teaching, and professional identity as an educator. External factors
include rewards, organisational support, professional development opportunities, and the school's work
environment (Castro et al., 2022). Recent research shows that teacher motivation is an important factor that
influences teachers' levels of commitment, performance, and professional well-being (Li et al., 2024).

Highly motivated teachers tend to be actively involved in lesson planning, employ effective teaching
strategies, and build positive relationships with students (Yang & Sanchez, 2022). In addition, motivated
teachers take greater initiative to improve their professional competence through participation in continuous
career development training. This motivation helps teachers face occupational challenges more positively and
with greater resilience, thereby improving the quality of teaching and learning in schools (Richter et al., 2024).

The current literature emphasises that teacher motivation is multidimensional and is guided by a combination
of intrinsic and extrinsic factors. Intrinsic motivation comes from internal satisfaction, such as a sense of
meaning in work, self-achievement, and devotion to the educational mission (Berkovich & Hassan, 2023). On
the other hand, extrinsic motivation is determined by external factors such as recognition, incentives,
leadership support, and an encouraging work environment. Empirical studies show that a balance among
intrinsic and extrinsic factors is important for maintaining teacher motivation in the long term (Asif et al.,
2024; Yan et al., 2025).

School leadership, particularly the principal's role, has been identified as a key factor influencing teacher
motivation. Principals who value teachers’ contributions, offer helpful feedback, and offer professional support
can increase teachers' motivation. Supportive leadership practices also help create a positive, safe work
environment, thereby encouraging teachers to actively engage in teaching and school development activities
(Mansor et al., 2021). On the other hand, a lack of leadership support, poor communication, and inconsistent
direction can undermine teachers’ enthusiasm, commitment, and engagement in their professional tasks
(Ozdogru & Sarier, 2024).

Overall, teacher motivation is an important construct influenced by individual and organisational factors,
particularly school leadership. Teacher motivation is not only related to teaching performance, but also works
as an important link between leadership practices and teachers’ professional well-being (Zhou et al., 2024).
Therefore, efforts to increase teacher motivation should emphasise the role of school leadership in developing
an encouraging, meaningful work environment.

Teacher Job Satisfaction

Teacher job satisfaction has been widely examined due to its close association with teacher retention,
instructional quality, organisational commitment, and school effectiveness. Contemporary literature
conceptualises teacher job satisfaction as a multidimensional construct reflecting teachers’ cognitive and
affective evaluations of their professional roles, rather than as a stable individual trait. This perspective
recognises that satisfaction is shaped by organisational conditions within schools rather than individual
disposition alone.

Recent studies define teacher job satisfaction as encompassing perceptions of workload, professional
autonomy, leadership support, collegial relationships, recognition, and opportunities for professional
development (Klassen et al., 2020). Empirical evidence indicates that job satisfaction is context-sensitive and
varies according to school climate and organisational practices. Teachers report higher levels of satisfaction
when organisational conditions promote fairness, participation in decision-making, and constructive
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interpersonal relationships (Collie et al., 2019).

Research further indicates that teachers’ professional evaluations of their work are influenced by the balance
between positive working conditions and occupational strain. Favourable work environments characterised by
manageable demands and access to professional resources are associated with higher job satisfaction, whereas
excessive workload and limited autonomy are associated with lower satisfaction (Admiraal & Kittelsen
Raberg, 2023). These findings position teacher job satisfaction as an outcome shaped by organisational
conditions and psychosocial processes.

Teacher motivation has also been identified as closely associated with job satisfaction. Motivated teachers tend
to report greater professional fulfilment and lower emotional exhaustion, suggesting that motivation plays an
important role in shaping how teachers interpret their work experiences (Skaalvik & Skaalvik, 2020). This
relationship highlights the importance of examining motivational processes when exploring teacher job
satisfaction.

Leadership practices and teacher job satisfaction

Recent research on teacher job satisfaction has shifted from examining leadership styles to analysing specific
leadership practices that shape teachers’ work environments. This shift reflects recognition that leadership
influences job satisfaction indirectly by shaping organisational conditions rather than through direct leader—
follower interactions alone.

Empirical studies demonstrate that leadership practices influence teacher job satisfaction primarily when they
enhance professional autonomy, meaningful collaboration, and perceptions of fairness within schools (Liu et
al., 2021). Instructional and distributed leadership practices are associated with higher job satisfaction when
they foster supportive school cultures and shared responsibility, rather than increasing administrative burden.

Research also shows that not all leadership-driven initiatives produce positive outcomes. Collaboration that is
professionally meaningful and focused on instructional improvement is positively associated with job
satisfaction, whereas administratively driven coordination may intensify workload without improving teachers’
professional experiences (Liu et al., 2021). Leadership practices that expand responsibilities without
safeguarding autonomy may therefore undermine job satisfaction.

From an organisational perspective, leadership practices shape teachers’ work experiences by influencing the
availability of job resources and the intensity of job demands. Supportive leadership contributes to
psychological safety, professional recognition, and participative school cultures, whereas ineffective leadership
may exacerbate role ambiguity and administrative pressure (Admiraal & Kittelsen Raberg, 2023). Leadership
practices thus function as structural mechanisms that either support or constrain teacher job satisfaction.

While transformational and empowering leadership practices have been associated with higher levels of
teacher job satisfaction, much of the existing evidence is based on cross-sectional self-report data, limiting
causal interpretation (Kaya et al., 2024). Meta-analytic studies confirm consistent associations between
leadership practices and job satisfaction while highlighting variation across contexts and methodological
approaches (Shi et al., 2024).

Connecting the Dots Between Leadership Capacity, Motivation, and Job Satisfaction

Recent literature consistently demonstrates that the influence of school leadership on teacher job satisfaction is
rarely direct. Instead, leadership operates through organisational and psychological mechanisms that shape
teachers’ daily work experiences. In particular, leadership capacity influences the availability of job resources
such as autonomy, professional support, trust, and participative school climate, which subsequently affect
teacher motivation and, ultimately, job satisfaction.

From a theoretical perspective, Self-Determination Theory (SDT) provides a strong explanatory framework for
understanding these relationships. SDT posits that the satisfaction of basic psychological needs autonomy,
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competence, and relatedness is essential for sustaining work motivation and well-being. Empirical studies in
educational settings show that autonomy-supportive leadership practices enhance teachers’ intrinsic motivation
and professional engagement, which are positively associated with job satisfaction and lower turnover
intentions (Collie, 2023). When principals demonstrate leadership capacity through fair decision-making,
professional trust, and meaningful support, teachers are more likely to perceive their work environment as
need-supportive, strengthening motivational outcomes.

Complementing SDT, the Job Demands—Resources (JD-R) model conceptualises leadership as a structural
factor that shapes the balance between job demands and job resources. Within this framework, leadership
capacity contributes to job resources by fostering participative cultures, psychological safety, and clarity of
expectations, while ineffective leadership may amplify job demands such as administrative burden and role
ambiguity. Recent large-scale studies confirm that job resources are positively associated with teacher job
satisfaction, whereas excessive demands are negatively related to satisfaction and well-being (Admiraal &
Kittelsen Reberg, 2023; Li, 2025). Leadership practices therefore influence job satisfaction indirectly by
regulating this balance rather than acting as an isolated predictor.

Motivation has been repeatedly identified as a key psychological mechanism linking leadership conditions and
job satisfaction. Studies grounded in SDT and JD-R show that motivated teachers tend to evaluate their
professional roles more positively, even under challenging conditions, due to higher resilience and perceived
meaning in work (Skaalvik & Skaalvik, 2020). Recent empirical evidence further supports mediation models
in which leadership practices influence job satisfaction through motivational and organisational variables such
as organisational commitment and psychological well-being (Kandemir, 2025). These findings reinforce the
view that motivation functions as an intermediary process through which leadership capacity translates into
satisfaction outcomes.

Contemporary leadership research also emphasises that leadership effects are embedded within organisational
practices rather than leadership labels. Distributed and empowering leadership practices have been shown to
contribute to teacher job satisfaction primarily when they enhance professional autonomy and meaningful
collaboration (Eryilmaz, 2026; Shi et al., 2024). Longitudinal and multi-wave studies indicate that these effects
unfold over time, as leadership practices gradually shape school climate and teachers’ motivational
orientations (Berkovich & Hassan, 2023). This temporal dimension supports the argument that leadership
capacity influences job satisfaction through sustained organisational conditions rather than short-term
perceptual alignment.

Synthesising these perspectives, the literature supports a linear and theoretically grounded model in which
principal leadership capacity shapes organisational and psychological conditions within schools, these
conditions enhance teacher motivation, and heightened motivation contributes to higher levels of teacher job
satisfaction. This integrated perspective aligns with both SDT and JD-R frameworks and is supported by recent
empirical findings across diverse educational contexts. Within under-researched school settings such as Tamil
national-type primary schools, examining these interconnected relationships offers valuable insight into how
leadership capacity contributes to teachers’ professional well-being through motivational pathways.

METHODOLOGY

This study adopted a quantitative, cross-sectional survey design to examine the relationships between
principal leadership capacity, teacher motivation, and teacher job satisfaction. The research was conducted in
Tamil national-type primary schools (Sekolah Jenis Kebangsaan Tamil, SIKT) located in Selangor, Malaysia.
Teachers currently serving in these schools constituted the study participants. The focus on SJKT schools was
deliberate, as these institutions represent an under-researched segment of the Malaysian education system with
distinct linguistic, cultural, and organisational characteristics, thereby providing a meaningful context for
examining leadership-related influences on teacher outcomes.

Data were analysed using the Statistical Package for the Social Sciences (SPSS) version 26. Descriptive
statistics, including means and standard deviations, were employed to determine the levels of principal
leadership capacity, teacher motivation, and teacher job satisfaction. One-sample t-tests were conducted to
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examine whether the observed mean scores differed significantly from the test values, thereby indicating the
overall levels of the constructs under investigation. Pearson product—-moment correlation analysis was used to
examine the strength and direction of relationships among principal leadership capacity, teacher motivation,
and teacher job satisfaction. These statistical techniques were selected as they are appropriate for examining
group-level perceptions and linear relationships among continuous variables in cross-sectional survey research.

RESULTS

Principal Leadership Capacity

Table 1: Results of One-Sample T-Test on The Level of Principal Leadership Capacity Among Teachers In
Tamil National-Type Primary Schools, Shah Alam.

Variable Mean (M) SD t df p

Principal Leadership Capacity | 112.10 24.96 53.64 151 <.001

Note. p <.05.

The results indicate that the mean score for principal leadership capacity (M = 112.10, SD = 24.96) was
significantly higher than the test value, t(151) = 53.64, p < .001. This finding suggests that teachers generally
perceived their principals as demonstrating a high level of leadership capacity. The statistically significant
result indicates that perceptions of leadership capacity among principals in the sampled schools were
consistently positive across respondents.

Teacher Motivation

Table 2: Results of One-Sample T-Test on Teacher Motivation Levels in Tamil National-Type Primary
Schools, Shah Alam.

Variable Mean (M) SD t df )

Teacher Motivation | 62.01 10.66 67.68 151 <.001

Note. p <.05.

The results show that the mean score for teacher motivation (M = 62.01, SD = 10.66) was significantly higher
than the test value, t(151) = 67.68, p < .001. This indicates that teachers in the sampled schools generally
reported a high level of motivation. The statistically significant finding suggests that teacher motivation is
positively perceived across the respondent group.

Relationships Between Leadership Capacity, Motivation, and Job Satisfaction

Table 3: Pearson Correlation Matrix Between Principal Leadership Capacity, Teacher Job Satisfaction, And
Teacher Motivation

Variable 1 2 3
1. Principal Leadership Capacity 1 98#* 90**
2. Teacher Job Satisfaction 98%* 1 88**
3. Teacher Motivation 90#* 88#* 1

Note. p <.01 (two-tailed)

Pearson product-moment correlation analysis was conducted to examine the relationships among principal
leadership capacity, teacher motivation, and teacher job satisfaction in Tamil national-type primary schools in
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Shah Alam. The results indicate a strong, positive, and statistically significant relationship between principal
leadership capacity and teacher job satisfaction (r = .98, p < .01). Principal leadership capacity was also
strongly and positively correlated with teacher motivation (r = .90, p < .01). In addition, a significant positive
relationship was found between teacher motivation and teacher job satisfaction (r = .88, p <.01).

Overall, the findings suggest that higher perceived levels of principal leadership capacity are associated with
higher levels of teacher motivation and job satisfaction. The strong association between teacher motivation and
job satisfaction further indicates that motivation is closely linked to teachers’ professional well-being within
the school context.

DISCUSSION

This study’s results support the role of principal leadership capacity based on empirical evidence in
influencing teachers’ motivation and job satisfaction among Tamil national-type primary schools in Malaysia.
In line with international leadership studies, competent, supportive and fair perceived principals are related to
more favourable teacher attitudes and professional well-being (Fong et al., 2025; Ghani et al., 2025; Kasim et
al, 2025). Nonetheless, the significance of the relationships found in this study highlights an amplified interest
in leaders’ practices within culturally and organisationally bound school contexts such as SJKT schools.

A unique contribution of this study is the attention on teachers' perceptions on leadership capacity instead of
only the leadership style (Zubairi et al, 2024). This view will shed light on how managerial skills of school
leaders like decision making, communication and motivation support significantly influence teachers’ work
experiences at a daily level. Particularly in SJKT settings, where schools usually function under tight resource
constraints and high community expectations, leadership capacity may serve as a compensatory factor for
maintaining teacher motivation and satisfaction.

The close relationship between teacher motivation and job satisfaction also indicates that motivation is a vital
psychological process through which leadership practices affect the professional well-being of teachers. When
teachers interpret leadership practices as supporting and facilitating, they will feel more intrinsic and extrinsic
motivation that increase job satisfaction (Bartol & Locke, 2000). While no causal inference should be drawn
from the current study, results are consistent with organizational and motivation theories which highlight the
importance of psychological needs satisfaction and employee well-being.

Notably, this study contributes the field of educational leadership by presenting empirical data from an under-
investigated school setting. A great deal of Malaysian school leadership research concentrates in national
schools, and little in vernacular schools. By raising the discourse on SJKT schools, this paper tries to
demonstrate the respective significance and contextualisation of leadership capacity accordingly emphasise a
call for culturally responsive leadership development.

Taken together, the results recommend developing leadership capacity as a strategic means to contribute to
teacher motivation and job satisfaction particularly within schools that enrol diverse linguistic and cultural
communities. Future studies using longitudinal or mixed method designs might continue this work by
investigating the influence of leadership practices on teacher motivation over time and the mechanisms
through which leadership capacity leads to lasting professional well-being.

Implication

These findings suggest the need for enhancing principals’ leadership competencies, especially at motivating
teachers, positive communication and moral decision making. Employee motivation and job satisfaction are
enhanced through supportive, transparent management practices which can create a positive school climate. At
the policy making level, findings suggest that addressing teacher well-being and leadership should be an
integral part of school effectiveness, and there is a need for an evidence-based framework to guide
professional development. Future studies are recommended to use multiple methods or longitudinal research
designs to investigate the relationships over time and expand the study contexts to other schools for greater
generalisability.
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CONCLUSIONS

The findings of the study reveal that principal leadership capacity is one of the factors contributing to teacher
motivation and job satisfaction in Tamil national-type primary schools in Malaysia. Good leadership practices
lead to motivated teachers, and satisfied teachers are crucial for the maintenance of instructional quality and
school success.

The study has implications for educational leadership literature and is of practical benefit to school leaders
and policy makers as it discusses an under-researched school context. Increasing leadership capability is seen
as an effective way of promoting teacher well-being and improving educational achievement.
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