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Teachers’ views on empowerment and its impact on commitment – A 

case study of an “American Type” private school in Lebanon. 
 

Elizabeth Sadek 
 

ABSTRACT 
 

This study explores teachers’ empowerment and its impact on their commitment to school by 

eliciting participants’ perceptions of the matter. Empowerment takes place when teachers and 

staff are provided with the opportunities to have the freedom, responsibility and choice to 

participate in making decisions related to their work. Empowering implies the presence of 

distributed power, shared responsibility and democracy at school, which may result in 

teachers’ improved self-esteem, job satisfaction and commitment and a nurturing environment 

for personal, social and academic development of youth. The theoretical framework presents 

theories on empowerment, decision making and commitment; the reviewed literature includes 

studies mainly from the West due to the absence of similar studies in Lebanon and the region. 

Data were collected through questionnaires administered to the school’s teachers and 

management body, interviews with the principal and middle managers and focus group 

interviews with teachers. Qualitative and quantitative data analysis yielded results that were 

used to address the main research question. Findings indicate a positive relationship between 

teacher empowerment and commitment to school and the profession. The managerial 

implications include the development of a manual for managerial operations outlining the 

procedures and processes that may increase teachers’ empowerment and positions of 

responsibility within the organizational structure and give them the chance to participate and 

use their skills outside of the classroom. Other schools are encouraged to conduct similar 

studies for improvement purposes. 

 
Keywords: Empowerment, Commitment, Implications, Perceptions, Theoretical Framework 
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Chapter 1 

 

 

 

 Introduction 
 
 

1.1 Overview and Research Context 
 

 

This research paper explores teachers’ views and perceptions on empowerment and 

the impact of these views on their commitment to the school. According to Short, 

Greer and Melvin (1994) empowerment takes place when teachers and staff are 

encouraged and provided with the opportunities to have the freedom, responsibility 

and the choice as to whether they participate in the decision making process.  

Furthermore, according to Murrell and Meredith (2000), “empowering is mutual 

influence; it is the creative distribution of power; it is shared responsibility; it is vital 

and energetic, and it is inclusive, democratic, and long-lasting” (p. 1). 

 

Several studies have specifically demonstrated that if teachers are involved in the 

leadership practices at the school, this can result in improved self-esteem and job 

satisfaction (Harris & Daniel, 2005). Furthermore, this practice of participation is 

an integral method for the schools to nurture teachers’ creativity and their 

commitment. 

‘Successful organizations are those that ‘involve’, ‘empower’ and ‘listen’. (Preedy, 

Bennett & Wise, 2012).  Establishing working conditions for teachers that foster 

collaborative decision making, improved collegiality and a partnership with the 

school’s administration can ensure that the education of children will lead to 

continuous improvement and to a nurturing environment that will develop the 

personal, social and academic dimensions of today’s youth. 

 

There are 3 main reasons why this area in the educational profession must be 

explored: First and foremost, teachers are working closely with their students. Thus, 

they are the closest they can be to better identifying what is conducive and essential 
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for student’s well- being and enhanced education. Second, if we are to keep our 

specialist and effective teachers in schools, there should be an avenue that allows 

them to perceive themselves as professionals and that their input into decision 

making is elicited, taken into consideration and advocated. According to Blasé and 

Blasé (1994) the greater the teachers’ involvement in decision making, the greater 

their job satisfaction and commitment to the goals of the institution. Furthermore, to 

ensure the long term survival of any institution, principals and administrators must 

build mechanisms and opportunities for teachers who possess leadership skills to 

emerge as future school leaders. 

 

This distributed leadership within schools can improve school outcomes. In some 

countries, there is a push to distribute and assign roles and responsibilities across 

senior and middle management teams within the school’s structure. This allocation 

of distributed leadership tasks is supported by a body of literature which stipulates 

that school outcomes can improve when this form of leadership is practiced in 

schools. (Beatriz, Deborah, & Hunter, 2008) 

 

Furthermore, the available school literature emphasizes that collaboration of this 

nature; one which has a high degree of teacher involvement can be considered as one 

of the significant elements for change. “The literature suggests that distributing 

leadership to teachers, or ‘teacher leadership’, has positive effects on transforming 

schools as organizations and on helping to diminish teacher alienation” (Rosenholtz 

1989; Little 1990; Hagreaves 1991). 

 

 

According to Lieberman, Saxl & Miles, teachers collaborate in a collective manner 

and are able to learn from one another and together, the possibility of ensuring  

effective and productive teaching is increased (Lieberman et al. 2000). Additionally, 

at the heart of distributed leadership is this type of collaboration and collegiality 

which has resulted in positive effects upon teachers’ self-efficacy and morale (Mac 

Beath 1998). 

 

Other research findings suggest that when teachers take on leadership roles, this leads 

to the enhanced self-esteem and work satisfaction. This in turn leads to improved 
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performance on the part of teachers and may increase the possibility of greater 

retention in the teaching profession (Ovando 1996; Katzenmeyer & Moller 2001). 

 

In Lieberman’s et al. (2000) investigation of 17 teachers, they all expressed that this 

experience had resulted in an improvement in their confidence and in their own 

abilities which in turn taught them to encourage, lead and motivate their colleagues 

to do the same. Another survey of 42 teacher leaders, O’Connor and Boles (1992) 

reported that this improved self-confidence of the teachers resulted in the 

development of their knowledge and a better and more positive attitude to teaching.  

In the most effective schools, Pellicer and Anderson (1995) also found that 

leadership was positively viewed as a shared responsibility of teachers, senior and 

middle managers. Other studies also demonstrate that one of the positive effects of 

teacher participation in decision making led to a reduction in teacher absenteeism. 

(Sickler 1988; Rosenholtz 1989). 

 

Two other studies conducted by Helm (1989) and Leithwood & Jantzi (1990) 

describe how school leaders are able to provide opportunities for teachers to 

participate in decision making and school development. This can be achieved by the 

distribution of authority and decision-making throughout the school whereby it is 

shared with and amongst the staff and faculty through establishing committees who 

are given a certain level of power. Through this form of delegation, teachers’ 

feedback and opinions are solicited. They are also involved in problem solving and 

discussion within groups comprised of management members and through this 

process, teachers are able to feel that they have a certain level of autonomy and time 

for collaboration and collegiality. Furthermore, they are regularly informed and 

involved in new initiatives such as contributing input into their own professional 

development and the areas that they perceive as areas of growth to better enhance 

their performance at school. According to Wong (1996) through another survey of 42 

teacher leaders, student learning and achievement could be seen in schools which 

exercised a strong collaborative teacher- principal relationship. 

 

Furthermore, empowering teachers may not only improve their job satisfaction 
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and commitment at work but may also: 

 

 instill a sense of ownership for the school 
 

 increase teacher productivity 
 

 instill a sense of intrinsic motivation on the job 
 

 keep excellent teachers in the classroom and at the school 
 

 aim to ensure the best environment that is conducive to the learner’s health  

and wellbeing 
 

  minimize dissatisfaction amongst staff as they are given the forum to voice 

their opinions and views 

  minimize staff turnover as teachers are able to see the opportunities 

for promotional growth with incentives 

 create schools that are caring and which aim to develop the personal, social 

and academic dimensions of their learners. 

 

The above studies clearly point to the element that school improvement in the form of 

teacher collaboration and involvement can also be one of the underlying factors for 

change. According to Rosenholtz (1989), Little (1990) and Hargreaves (1991), this 

type of shared decision making and teacher leadership can have positive effects on 

the transformation of schools into hubs whereby teachers no longer experience 

alienation and a lack of direct involvement in the day to day affairs and management 

of the school. 

 

1.2 School Background and Information 
 

 

The school cited in this research study is one of four schools in Lebanon which is 

currently managed by a Lebanese owned international educational services and 

consultancy firm. The company’s affiliate offices are also operating in the Kingdom 

of Saudi Arabia - Riyadh, Jeddah, Iraq and in the United Arab Emirates - Dubai.  

This company is committed to bringing to Lebanon, the Middle East and the rest of 

the developing world a “learner centered international education” that is technology 

based, relevant to daily life experience and conducive to the personal growth and 

creativity of the individual learner as stated by the company’s mission statement. 
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The school is a private coeducational school that is not religiously affiliated. During 

the academic year 2011-2012, the student enrolment was 365. Its instructional staff 

was comprised of 80 faculty and staff members.  The school’s middle management 

was also comprised of a high school director ( Grades 9-12), a middle school director 

(Grades 5-8) and a preschool and lower elementary director ( Nursery – grade 4). 

The school offers both the Lebanese and the American high school program. The 

school also caters for special needs students who comprise 10% of the student body. 

 

One of the distinguishing features of the school is that it offers a value based 

education which is referred to as peace education. In 2009, the school was 

accredited by the New England Association of Schools and Colleges (NEASC) after 

an exhaustive and thorough self study whereby the integral focus was to improve 

and maximize the teaching and learning at the school. The school’s vision and 

mission are revisited annually through a joint meeting of the school’s constituents. 

Namely, parents, teachers, administrators, students and members of the community 

participate in revising and reviewing the school’s philosophy and guiding statements 

thus ensuring that the mission of the school remains uncompromised. The school’s 

management is committed to an ongoing approach to evaluation and quality 

assurance.  Ensuring quality assurance is the underlying goal as stated by the 

managing firm of the school. Through its consultative body, it adheres to the 

following core beliefs: 

 

 The ultimate goal of education is to cultivate in each learner a lifelong 

passion for learning. 

 Each learner’s academic potential is most fully realized through a 

challenging and varied multilevel curriculum integrating the latest 

technologies combined with the appropriate support. 

  Learners learn best in a respectful, supportive community of trust where 

each learner’s needs and abilities are understood and accommodated as 

fully as possible. 

 Intellectual growth requires not only the acquisition of knowledge, but 
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its application in analytical, creative, and expressive ways that make 

learning meaningful to the learner. 

 Physical and emotional health is critical to the development of each learner’s 
 

personal potential. 
  

 Each learner’s life is enriched in a diverse community where differences  

 among people are accepted, recognized and celebrated. 

 

 Schools share with families the responsibility for fostering in each learner, 

strength of character, a sense of personal responsibility, and an attitude of 

faith, reverence, and acceptance of others. 

 The development of moral leadership in each learner should include instilling 

a commitment to use one’s knowledge, skills and resources in the service of 

others within the community in order to promote and foster positive change. 

 The transformation of teaching institutions into active and cooperative 

learning environments. 

 Developing schools should serve as hubs for promoting educational, 

environmental, social and cultural awareness within the community at 

large. (School Development Consultants Website, 2009). 

 

At present, the school is preparing to ensure that its accreditation status remains 

within the standards of the 8th Edition issued by NEASC. As such, an ongoing 

process of evaluation, revision and review of the following areas is in progress. 

Committees have been formed to closely review the following areas: 

 

 School mission and guiding statements 
 

 Teaching and learning 
 

 Standard operating procedures/operational systems 
 

 Physical plant readiness and safety 
 

 Professional development 
 

 Student support services and community relations 
 

 

The school’s administration is currently carrying out a thorough needs assessment of 
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the school in order to develop an action plan to address the high staff turnover that 

has been evident for the past three years. 

 

Additionally, teachers have voiced their dissatisfaction with not being further 

empowered and involved enough in the decision making processes as well as not 

having the opportunity for promotion.  The lack of a specific and systematic salary 

scale with incentives has also been of major concern to teachers. The school’s Board 

of Trustees has increased the school’s budget for the current academic year 2013-

2014 with the hope of alleviating the high staff turnover by attempting to address the 

above concerns and by also ensuring that working conditions, salaries and benefits 

are suitable and attractive to the current staff and for new and eligible candidates for 

the school.  

1.3 Purpose/Rationale and Significance 
 

The purpose of this study is to investigate the association between empowerment of 

teachers and its impact on teachers’ commitment to the school and furthermore 

whether there is a positive correlation exists between the two variables, 

empowerment and commitment. The association between empowerment and its 

impact on commitment are of significant importance because satisfaction and 

commitment may reduce staff 

turnover and contribute to improving the effectiveness of a school. Although the 

study is limited to one school, it sets out to explore the areas of empowerment as 

perceived by teachers and the extent to which they are involved in the decision 

making processes. 

 

As such, the thesis explores the current levels of empowerment of teachers at the 

school as well as their views and perceptions of empowerment within the school’s 

structure. Teachers are also given the opportunity to identify the areas in which they 

believe they can take a more defined and active role within the decision making 

process. Resulting from this analysis will be a set of recommendations for the 

school’s administration to adopt a strategic plan in order to address the dissatisfaction 

of staff and the high staff turnover as witnessed by the current administration. 
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This study will also focus on the concept of school based management and how 

decentralization and collaborative decision making can transform the working 

environment of teachers into hubs in which groups of individuals are productively 

communicating and working on maximizing the educational experiences of 

learners. 

 

This study and its findings will not only be of significant importance to the school but 

it will also have far reaching consequences for other schools to consider, in order to 

maintain and keep the best and most productive teachers in our schools. We need to 

accept and understand that empowering our instructional faculty can positively 

impact the overall culture of the school thus ensuring a more productive education for 

its learners. Furthermore, this investigation can lead the way as a pilot study for other 

schools to adopt and utilize for their own school situation. It must be noted that there 

are no studies or investigations that have been conducted in Lebanon or the Middle 

East on the topic of teacher empowerment. As such, to have a successful and 

reputable school lies not only in beautifying or enhancing the physical setting but it is 

in advocating and embracing shared decision making within  a school community in 

which teachers and administrators are collaboratively planning, discussing and 

executing what is in the best interests of its student body. 

 

By exploring the current level of empowerment of teachers at the school followed by 

devising a plan for extending this empowerment, this would most likely lead to an 

increase in the commitment of teachers at the school. In the long run, this increase in 

teacher commitment will minimize staff turnover and dissatisfaction within the staff 

thus paving the way for collaboration at the school amongst teachers and 

administration in their attempt to provide a more productive education for learners. 

 

The assumption states that there is a positive correlation between teacher 

empowerment and commitment. In order to carry out this research, the following 

questions will be addressed: 

 

1.   What are the areas of empowerment for teachers within the school? 
 

2.   What are teachers’ perceptions of this empowerment in the school? 
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3.   If empowered further, would this positively impact their 

commitment at school? 

 

1.4 Brief Overview of All Chapters 
 

 

This thesis includes 6 chapters. The first one introduced the overview and research 

context, the rationale and significance in addition to the purpose.  Chapter two 

reviews the literature of the thesis topic. The literature review includes looking at the 

definitions of empowerment, empowerment and organizational commitment theories 

and studies on how empowerment or shared decision making is practiced in schools 

across the world and whether it has any impact on the commitment of teachers to 

their work. 

 

Chapter three provides an in depth description of the procedures and methods that 

are used for this research which includes a thorough explanation on the type of 

data used which is either primary or secondary.  

Chapter four presents the results gathered from both the primary and secondary 

sources of data. Chapter five provides an analysis of the generated results in specific 

detail thus focusing on whether the hypotheses from the research questions are 

accepted or rejected and a comparison is made of the findings of the literature review. 

An explanation highlighting the limitations of this research is also given.  The chapter 

also puts forth a set of recommendations for the school’s management in order to 

further implement empowerment across the school. Chapter 6 summarizes the study 

and provides the managerial implications and recommendations from this 

investigation. 
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Chapter 2 

 

 

 
 

Review of Literature 
 
 

2.1  Introduction 
 

 

This chapter presents a review of the literature relevant for the purposes of this study 

such as the theoretical framework which includes theories relevant to empowerment, 

commitment, job satisfaction and distributed leadership. A number of definitions of 

empowerment and commitment are also provided. The history of empowerment, and 

the emergence and adoption of school based management as a central tenet for school 

improvement is also presented. 

 

The research and case studies present findings on the areas of teachers’ 

empowerment and their perceptions of this empowerment and the findings focus 

on the relationship between empowerment and commitment. The specific case 

studies generated from different parts of the world demonstrate how teacher 

empowerment has positively impacted the dedication and commitment of teachers 

to their work environment. 

 

The cited references are by no means an exhaustive representation of the available 

studies. The information on teacher empowerment has been generated from studies 

conducted in the United States of America, Canada, Australia and from other parts of 

the world as studies within Lebanon and the Middle East have not been initiated as 

yet. 

 

The literature review targets findings that relevant to the following research 

questions which are central to this investigation: 

 

1.   What are the areas of empowerment for teachers within the school? 
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2.   What are teachers’ perceptions of this empowerment in the school? 
 

3.   If empowered further, would this positively impact their commitment at 

school? 

  

2.2 Organizational Commitment and Empowerment 

 
The following section contains definitions of empowerment and the theoretical 

concept of organizational commitment and empowerment. Bruce, Avolio, Zhu, W, 

Bhatia & Avolio (2004) have used the definition of empowerment as proposed by 

Spreitzer (1995) whereby empowerment is “increased intrinsic task motivation 

manifested in a set of four cognitions reflecting an individual’s orientation to his or 

her work role: competence, impact, meaning, and self-determination” (p. 953). 

Empowerment has been identified as a central tenet to transformational leadership and 

thus to organizational commitment.  In Avolio et al’s (2004) study, the results clearly 

depicted “a positive association between transformational leadership and 

organizational commitment” (p. 962). The association between transformational 

leadership at the indirect level showed that empowered employees had increased 

commitment to the organization due to a feeling of working for a greater purpose. 

‘Empowerment’ as a motivating tool is described as “conditions that enable people to 

feel competent and in control of their work, and energized to take initiative and persist 

at meaningful tasks” (Conger & Kanungo, 1988) (Bloisi, Cook & Hunsaker 2003, p. 

269). Another way to understand empowerment is through Norton (2005) who stated 

that Mary Parker Follett put forward the idea of “power with the people as opposed to 

power over people” (p. 18).  Wilkinson et al. (2010) regard employee involvement in 

companies as a strategy to address management’s dominant concerns about employee 

motivation and commitment to organizational objectives’. Therefore, empowerment is 

defined as a process of enhancing feelings of self-efficacy among organizational 

members through the identification of conditions that foster powerlessness and 

through their removal by both formal organizational practices and informal techniques 

of providing efficacy information. (Conger & Kanungo, 1988, p. 474). 

 

 

Research by Katzenmeyer and Moller (2001) suggests that empowering teachers 
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through teacher leadership improves their self-efficacy in relation to student learning. 

Teacher expectations directly relate to student achievement, thus strengthening the 

self-efficacy of teachers is an important contributing factor of teacher leadership 

(Muijs & Reynolds, 2001). Ovando ( 1996) found that when teachers took on 

leadership roles, it positively influenced their ability to innovate in the classroom and 

had a positive effect on student learning outcomes.( Harris & Muijs, 2005 p.42). 

 

According to Bolman and Neal 2003, empowerment includes making information 

available, but it does not stop there. It also involves encouraging autonomy and 

participation, redesigning work, fostering teams, promoting egalitarianism, and 

giving work meaning. (p.143). In other words, the main idea is to provide 

employees with opportunities to influence decisions within their working 

environment and conditions and as such, the yielded results have been productive 

and successful. (Bolman & Neal 2003, p 146).According to Shtogren (1999) 

empowerment means helping and making people feel strong. The decision making 

process will help them develop relationships in order to build collaborative teams. 

 

According to Murrell and Meredith (2000), “empowering is mutual influence; it is 

the creative distribution of power; it is shared responsibility; it is vital and energetic, 

and it is inclusive, democratic, and long-lasting” (p. 1). Middle or senior 

management should play the role of ‘facilitator’ in order to support and provide 

employees with clear direction and information. 

 

When decision-making is shared, the ultimate result is also ‘shared responsibility’ 

which holds everyone equally accountable. An organization’s spirit refers to its 

vision, mission, and values that to which individuals become committed. Central to an 

organization’s spirit is building relationships based on trust between the organization 

and its members, the managers and the subordinates, as well as amongst employees 

themselves. Providing employees with as much information as possible, through open 

communication, is imminent for employees to perform to the best of their ability. 

When employees feel they are entrusted with valuable company information, this 

should lead to shared commitment to the organization. 
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It is important to explain all facets related to empowerment, develop systems to 

enable the process, and see what is working for the organization, and what is not. 

Based on that feedback; develop the strategies further (Murrell & Meredith, 2000, p. 

54). Thomas and Velthouse (1990) describe empowerment “as increased intrinsic 

task motivation” (p. 666). Spreitzer (1995), like others before him, also claims to be 

contributing to the theories of empowerment “by developing and validating a 

measure of psychological empowerment” (p. 1442). The author refers to “Thomas 

and Velthouse's (1990) notion of the process of empowerment: an individual's work 

context and personality characteristics shape empowerment cognitions, which in turn 

motivate individual behavior” (Spreitzer, 1995, p. 1444). In other words, 

empowerment of individuals can lead and develop their motivational level. 

 

Two schools of thought have emerged on the concept of ‘commitment’ according to 

Scholl (1981). The rational organizational approach is one of them. This approach 

illustrates commitment as an attitude that the employee has. This can be explained as 

a set of intentions which border on the employee’s behavior towards the organization 

that they work for. In other words, wanting to remain with the organization, exerting 

a great deal of effort and being able to exhibit a sense of ownership by identifying 

and embracing the goals of the institution was needed. As such, the outcomes of this 

type of commitment resulted in a reduction of absenteeism and staff turnover and 

instead increased performance (Steers, 1977).  Rosenholtz and Simpson (1990) 

discuss how teachers lack of commitment to the workplace can be measured through 

absenteeism and hostility toward or dissatisfaction with the workplace. The authors 

also add that ‘organizational conditions in school’ also influence teacher 

commitment. ‘Performance efficacy’ is one of the most important determinants for 

work commitment. Efficacy is a sense of worth or usefulness that teachers obtain 

from their job. 

 

2.3  Empowerment and Commitment 
 
 

“Teachers report deriving their greatest rewards from positive and successful relations 
 

with students and from observing their students' success” (Guskey 1984; Rosenholtz 
 



14 
 

1985) (Rosenholtz & Simpson, 1990, p. 244.) ‘Learning possibilities’ increase 

teacher commitment due to decreased routine and the possibility of teachers’ 

personal growth that learning provides. Rosenholtz and Simpson (1990) also state 

that “in effective organizations, managers, who have the greatest stake in the 

survival of an organization, buffer workers to reduce extraneous forces that may 

upset the pursuit of organizational goals” (p. 245). Effective managers are people 

who develop a network of collaboration and collegiality by ensuring that employees 

are protected and obstacles which may affect their productivity are minimized. 

Previous studies (Steers, 1977; Jauch, Glueck, Osborn, 1978) have concluded that 

commitment and job satisfaction are key factors to individual performance in an 

organization. Mowday, Porter, Steers (1982) have argued that commitment is a 

linkage between individual employee and the organization. The authors have 

indicated that such a linkage leads to a strong belief and acceptance of the 

organization's goals and objectives. 

 
Teachers in this study, who perceived greater empowerment and found a higher level 

of status in their work, perceived that the goals and values of the institution are more 

closely aligned with their own expectations. Furthermore, it was evident that teachers 

who see themselves as enjoying status in the organization may feel greater personal 

importance and investment, resulting in greater commitment (Mowday et al, 1982). 

One implication from this study is that schools should pay closer attention to creating 

environments that encourage greater teacher empowerment. In other words, the areas 

of empowerment for teachers should be expanded to provide teachers with the 

opportunities to participate in a broader array of tasks (White, 1992). The author 

states that empowerment led to several positive changes with regards to the teachers 

influence on the organization, improved morale and increased communication 

amongst teachers. In addition, teachers were able to obtain access to additional 

information and improved student motivation resulted. White (1992) also expressed 

that a marked difference in budget allocation resulted with regards to the material and 

equipment that the teachers needed. When teachers were endowed with the task of 

developing a budget, teachers treated the issue of financials with caution and care. 
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Teachers were also given the opportunity to provide their input with regards to 

curriculum design, selecting courses and developing the class schedules in addition to 

choosing their professional development workshops based on what they viewed was 

beneficial to their needs. Furthermore, teachers were given the opportunity to be on 

recruitment committees and thus having a direct say in the hiring of teachers (White, 

1992). Research question 1 addresses the areas of empowerment that teachers cited as 

areas that they were directly involved in. Namely, the areas which related to the 

curriculum and academic related matters. It is worthy to note that White (1992) also 

mentions other areas such as teacher recruitment and scheduling as further areas for 

teachers to be involved in. These areas were also cited by the participants in this 

investigation as areas for further participation. The implications for schools would be 

to create school environments where teachers gain competence, expand their 

professional stature, and grow to believe that they have the capacity to act in ways 

that bring about student learning, ultimately may impact teacher job satisfaction and 

commitment. 

There is a positive correlation between empowerment and commitment. Adedoyin, 

(2012) explores the perceptions of the pre-service teachers regarding the importance 

of teacher empowerment within the school system and how this relates to teaching 

effectiveness. A sample of 200 pre-service teachers was randomly chosen whereby 

185 teachers completed the questionnaire. The conclusions generated clearly depict 

that the pre-service teachers also perceived that professional growth was one way of 

empowering teachers within the school system in Botswana. 

 

The findings are also in line with the study of Wu and Short (1996), who studied the 

relationship between teacher empowerment and teacher job commitment and job 

satisfaction, and found that professional growth, self-efficacy and status were 

significant predictors of job commitment and effectiveness. 

 

Toremen, Karakus and Savas (2010), in their study aimed to determine the effect of 

staff empowerment on teachers’ three dimensioned organizational commitment. The 

empowerment scale was administered to 151 teachers who were randomly selected 

from primary schools in Gaziantep, Turkey. Furthermore, it was also noted that when 
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senior managers provided their staff with professional development possibilities this 

also enhanced their commitment to the workplace. 

In another article, Sharif, Kanik, Tamby and Suleimany (2011), explore the level of 

teachers’ empowerment, the level of teachers’ organizational commitment and the 

relationship between teachers’ empowerment and the organizational commitment of 

teachers in rural secondary schools in Malayasia.  The findings indicate that in 

general, secondary school teachers in rural secondary schools show high levels of 

empowerment and organizational commitment.  

In another article Wu and Short (1996) investigated the relationship among   

perceptions of empowerment, job satisfaction, and commitment of 612 public school 

teachers from 39 schools in a northeastern state of America. The instruments used for 

the data collection included the School Participant Empowerment Scale (SPES), the 

Brayfield- Rothe Index of Job Satisfaction, the Organizational Commitment 

Questionnaire (OCQ), and a demographic form was also used. The purpose of this 

study was to examine whether or not teachers' perceptions of their level of 

empowerment in the school organization related to how committed they were to their 

jobs and the extent to which they were committed to their work. This investigation 

explores how teachers perceive their level of empowerment at the school and how 

their perceptions contribute to their commitment to the workplace. In other words, 

teachers who perceived that their level of empowerment is minimal clearly expressed 

that if empowered further, this would result in increased commitment to their jobs. 

 
The findings of this investigation indicated that teachers' perceptions of their level of 

empowerment is significantly related to their perceptions of job satisfaction and 

organizational commitment. Among the six subscales of the SPES, Self-Efficacy and 

Professional Growth were significant predictors of job satisfaction while 

Professional Growth, Self-Efficacy, and Status were significant predictors of 

commitment. The researchers (Maehr, 1989; Rosenholtz, 1989) suggest that the 

personal investment of employees at all levels of the school is necessary for any 

effective organization. Recent research on school effectiveness emphasizes the 

importance of personal investment and commitment of teachers (Rosenholtz, 1989). 
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Other researchers (Csikzentmihalyi & McCormack, 1986) along with Rosenholtz 

(1989) indicate that if teachers are not satisfied with their work and lack commitment 

to their organizations, not only will teachers suffer but also their students will suffer 

as well. 

 
The case studies such as the following also highlight the importance of loyalty and 

commitment to the school which can be seen as developing a sense of ownership. 

Saad (2012) aims to identify the relationship between teachers’ participation with 

teachers’ commitment in decision making in a school in Kedah, Malaysia. Findings 

showed that teachers’ participation in decision making with regards to lesson 

planning resulted in a significant relationship with their loyalty and willingness to 

remain in school. Teachers’ participation in curriculum management decision 

making had a significant relationship with turnover. This positive attitude on behalf 

of the teachers’ may eventually increase their commitment to the school. The study 

questions of this investigation included the participation level of teachers in decision 

making and if there is a correlation of their participation in decision making on their 

commitment. 

 
 

2.4  Distributed Leadership 
 

 

A significant component to this thesis is distributed leadership as proposed by Alma 

Harris (2008) was defined ‘as being a web of leadership activities and interactions 

stretched across people and situations’ (Camburn et al, 2003; Heller, Firestone, 

1995; Copland, 2003; Spillane, Sherer, 2004). This concept of distributed leadership 

evolved in the late 1990s and early 2000s. This type of leadership specifically 

illustrates the direct link between using this type of leadership in schools which 

yielded improvement in the level and quality of teaching and learning within certain 

subjects. (Harris 2008). 

 

The distributed leadership model is a type of leadership which is not restricted by 

organizational or structural constraints but rather a model that is concerned with the 

leadership practices and interactions that involves the inclusion of a broader base type 
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of leadership in which the involvement of teachers and other constituents within the 

school, students, parents and the wider community are given the opportunity to 

participate in the decision making process: (Harris & Lambert, 2003). 

 

Wageman et al (2008) stated that in the longer term, the key to success lies in the 

ability to create and manage effective teams, to stimulate an environment in which 

innovation and knowledge sharing are not just given lip service and to communicate 

complex concepts of strategy comprehensibly to a wider stakeholder group. A major 

study of effective leadership in England concluded that “well-executed distributed 

leadership is a key feature of effective models of leadership” (DfES, 2007, p.89). 

There was a general consensus amongst the stakeholders that contributed to the study 

of a need for greater distributed leadership in schools, coupled with structures that 

facilitate a great focus on teamwork. Collarbone (2005) emphasizes that distributed 

leadership is a necessity given the new challenges for schools. She notes:… 

leadership in many of our schools remains vested in the hands of one person, and in 

most of our schools with just a small number of individuals, and this continues to be 

based around existing hierarchies. The new demands upon schools will require a 

greater degree of team working and more widely distributed leadership authority. 

(Collarbone, 2005, p.827).  In order to ensure that school improvement can be 

achieved, school leaders need to establish collaboration amongst staff members and 

networking that will result in staff and administrators participating in decision 

making and achieving this through teamwork. 

 

Hulpia, Devos and Van Keer (2010) investigated the effects of a collaborative 

leadership team, demonstrated leadership, and on participative decision making on 

teachers organizational commitment. The findings showed that a cooperative 

leadership team and leadership support impact positively in predicting teacher’s 

organizational commitment. In addition to participative decision making and support 

significantly impacts teachers organizational commitment. The study findings suggest 

that teachers’ organizational commitment was mainly related to teachers’ perceptions 

concerning the cooperation of the leadership team and the support received from the 

leadership team. Teachers felt committed to the school if it was led by a leadership 
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team working in a cooperative way and where all leaders support teachers 

sufficiently. In order to establish a working environment that permeates collaboration 

and cooperation, senior managers of schools would need to have a level of decision 

making that they could use to develop participative leadership with their staff. As 

such, school based management is an integral element in providing schools with the 

opportunities to make decisions. This process of decentralization paved the way for 

schools to establish their own identities and to be active participants in how their 

schools operate. 

 
 

2.5  History of School Improvement and SBM 
 

 

During the 1980’s, school improvement was centralized around the work of 

teachers who were in the process of conducting research and self-evaluations. This 

work was typified by the ‘teacher as a researcher’ (Elliott, 1980; 1981) and as such, 

school self- evaluation and school self-review was completed through action 

research projects.  At the time, school improvement was seen as the 

implementation of something new whereby teachers were engaged in a type of 

action research. In countries such as the United States and Australia, funding from 

the government was given to schools in order to address their needs and in 

particular for the types of schools which catered for disadvantaged students. (Harris 

& Hageman 2006 p 45) 

 

What emerged was the creation of school based improvement groups which resulted 

in projects and programs that would address certain schools and groups within these 

schools. In the United States, there were several local schools which carried out their 

improvement efforts to enhance their schools. This led to the Effective School 

Research which involved delegation of power and decision making to the school as 

the local educational authorities and districts’ power began to diminish. Some state 

governments in Australia like Victoria abolished the local educational authorities.  

This too was followed in New Zealand and in some provinces of Canada. What 

began to emerge was the creation of site based management where usually the local 

boards of education were the decision makers. “In the United States, where local 
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boards of education were the primary educational decision-makers, many school 

boards implemented site-based management as an engine for teacher empowerment 

and school improvement.” Lieberman, 1986; Mohrman, Wohlstetter and Associates, 

1994; Brazer, 2004). Harris and Hageman 2006. 

 

Administrative and financial power was delegated from the state level to the school 

district and on to the school level. The next level of decentralization was implemented 

as ‘self-managing teams’ of teachers were made as an option to schools. The schools 

themselves decided which areas they want to involve the teams in, except for salaries 

and appointments and dismissals of teachers. The teams were often considered to be 

small groups within the schools. The reasons for this option were on the one hand, a 

wish to delegate the finances to the people who were responsible for the work and on 

the other hand, an understanding that this transformation would contribute to better 

working conditions and more commitment. 

2.6  School Based Management 
 

 

Through the adoption of SBM, teachers were provided with the mechanisms that 

improved collaboration and collegiality as they worked together within an 

environment that promoted participative decision making and greater involvement in 

the decisions that were pertinent to the success of the students. Much of the research 

has shown that when teachers work together in a collaborative manner and are given 

the needed support, they are more willing to experiment and take risks and as such 

results in commitment to ongoing improvement ( Hargreaves, 1994).  Furthermore, 

teacher collegiality is seen as forming a significant connection between school 

improvement and teacher development. These are not only to improve teachers’ 

morale and job satisfaction, but they will also contribute to positive school 

outcomes. (Hargreaves, 1994). As such, the future workplace and the ‘enlightened 

organization’ must adopt the practice of shared decision making and participation as 

part of its standard operating procedures.  This mode of operation is essential in 

enhancing the employee’s creativity and commitment. Increasingly, management 

texts and gurus suggest that successful organizations are those that ‘involve’, 

‘empower’ and ‘listen’. (Lucio, 2010) 
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The distribution of leadership among different people or groups at the school level is 

viewed as another key policy strategy for improving school leadership. The 

evidence shows that different staff in schools and school boards participate in 

different ways in the roles and responsibilities and they can make a difference to 

school outcomes (Pont, Nusche, Moorman 2008).  A body of research literature is 

emerging to support the idea that distributed leadership when formally or informally 

organized can improve school outcomes. (Pont, Nusche, Moorman 2008 p83). 

 

In addition to the above, White (1992)  mentions that empowerment led to several 

positive changes with regards to teacher influence on the organization; better morale 

and increased communication amongst teachers, as well as access to more 

information, improved student motivation and lastly, incentives to bring in valuable 

human resources. 

White (1992) states that empowerment led to several positive changes with regards to 

the teachers influence on the organization, improved morale and increased 

communication amongst teachers. In addition, teachers were able to obtain access to 

additional information and improved student motivation resulted. White (1992) also 

expressed that a marked difference in budget allocation resulted with regards to the 

material and equipment that the teachers needed. When teachers were endowed with 

the task of developing a budget, teachers treated the issue of financials with caution 

and care. Teachers were also given the opportunity to provide their input with regards 

to curriculum design, selecting courses and developing the class schedules in addition 

to choosing their professional development workshops based on what they viewed 

was beneficial to their needs. Furthermore, teachers were given the opportunity to be 

on recruitment committees and thus having a direct say in the hiring of teachers 

(White, 1992). An open line of communication between the management and teachers 

resulted from the principals having an open door policy. 

 

It is evident that the above literature and case studies highlight the positive correlation 

between empowerment and commitment. In order for this to happen, school 

leadership must entail the involvement of staff and faculty in decision making. School 
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leaders must provide these opportunities to the staff within a caring and supportive 

environment. 

 

Chapter 3 presents the methodology that was used in this research study. 

  



23 
 

Chapter 3 

 

 

 
 

Methodology 
 
 
 
 

This chapter reports on the methodology that was followed and implemented in order 

to address the three research questions in this study. The first section presents the 

research design and the sample used during the data collection. The second section 

explains the instruments that were used to collect the qualitative and quantitative data 

and measures taken to ensure the validity and reliability of the study. The third 

section illustrates the triangulation method that was used for analyzing the data 

generated from the three instruments. 

 

3. 1 Research Design 
 

 

The research design that was used was a case study with mixed methods. The 

exploratory design was chosen in order to identify the significant areas and 

perceptions of empowerment at the school as identified by the teachers. This design 

was adopted because the current and existing information was not sufficient to 

address certain issues or topics. The exploratory design provides insights and 

understanding which in turn sets out to test the hypothesis or hypotheses. It also aims 

to explain the relationship between the variables (Fraenkel & Wallen, 2010) 

 

The purpose of using the exploratory design was to enable the researcher to become 

more familiar with the issues under investigation in order to plan and prepare for 

further investigation.  By using the exploratory design, the qualitative method was 

used to discover the important variables within the investigation. As such, the next 

step was to discover the relationship between these variables. 

 

In this particular design, both qualitative and quantitative methods were used in order 
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to gain as much information as possible about the topic at hand.  This approach is a 

sequential methodology which provides a direct follow up of the qualitative findings 

with the quantitative analysis (Kennedy 2013). 

According to Bergman (2008), when researchers use the Explorative Soft Ontology 

(ESO) design, it not only supports but also facilitates the integration of the various 

types of collected data within a single case study. 

 

Using the ESO tools assists in the integration of structured and unstructured data. We 
 

can assume that using the ESO approach provides the researcher with the necessary 

tools that require building information, knowledge and data analysis that is related to 

the investigation of mixed methods research projects. 

 

As such, interviews were conducted in order to collect a significant amount of data 

for analyzing from the school principal, the section directors and subject 

coordinators. The focus group interviews were conducted with a selective sample 

representing teachers from preschool to grade 12. Questionnaires were used to 

collect quantitative data from teachers and middle management members. 

 

The above- mentioned instrumentation used throughout the study was primarily 

qualitative in nature since it included open-ended questionnaire responses and open- 

ended responses to the interviews. However, the use of quantitative data to measure 

the hypotheses was used throughout the analysis of the quantitative questions 

included in the questionnaire. In-depth interviews were carried out with the middle 

management in order to identify their perceived areas of empowerment, their views 

and the areas that they also felt further empowerment could take place in. This 

qualitative method complemented the quantitative data collected from the 

questionnaires. 

According to Fraenkel and Wallen (2010) the mixed methods research provides 

explanations that may exist between the variables in addition to confirming and cross 

validating any relationships between empowerment and commitment in order to 

identify whether one interpretation is provided or not. 
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3.2  Sample 
 

 

The purposive sampling technique was used to enable the researcher to collect data 

that was required in order to address the research questions.  Purposeful sampling 

was used to include and ensure that these members of staff know as much about the 

topic as anyone else and thus are able to provide insight into the issues addressed. 

The researcher was a teacher, section director and vice principal who had worked at 

the school for 14 years. As a result, the private school was chosen, keeping in mind 

that the researcher was quite knowledgeable of the standard operating procedures, 

rules and regulations and the organizational chart and the communication channels 

available at the school. The instructional and non-instructional staff were the 

participants within this sample. 44 teachers from the preschool and elementary, 

middle and high school sections completed the questionnaire. The instructional 

teachers who were also the middle managers of the school were of mixed gender and 

of different nationalities and religious backgrounds. The composition also included 

new teachers who were in the classroom for the first time and others who have 

several years of experience in addition to a difference in the level 

of qualifications held by each teacher. Some have taught in government schools, in 

religiously affiliated private schools and others in schools abroad. They also 

represent the different disciplines or subjects taught at the school within preschool 

and elementary, middle school and high school. The language of instruction at the 

school is English. The middle management at the school was comprised of three 

section directors, high, middle and preschool and elementary. There were also nine 

subject coordinators, each responsible for one or more of the subjects taught at the 

school and one Learning Support coordinator. 

 

 

Some of the participants were both teachers as well as middle management members. 

There are three section directors and nine heads of departments all of whom are 

teachers. 

 

Interviews with the Principal and middle management were held. One focus group 

interview was conducted with 10 teachers who teach different subjects chosen from 
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all of the sections at the school. The variety of the positions included selectively for 

the focus group was intended to increase their perspectives across the school’s 

divisions and further elaboration of their answers to the questions. 

 

 

3.3 Instruments 
 

 

The instrumentation included a questionnaire for the teachers and middle 

management, an interview with the principal, section directors and subject 

coordinators and a follow up interview with a focus group representing teachers 

from preschool, elementary, middle and high. The questions were aimed at 

identifying the areas of empowerment, teachers’ and administrators’ perceptions of 

empowerment and whether further empowerment would positively impact teachers’ 

commitment. The instrumentation also aimed to elicit the areas for further 

empowerment as perceived by the teachers. Furthermore, the instruments have 

common items which are relevant to the research questions. These common items 

have been constructed to present the views of teachers, members of the middle 

management, the focus group and of the principal. 

 

As such, the exploratory case design was best suited to this investigation because 

the results of both the qualitative and quantitative data were compared for common 

themes and then interpreted. By using the exploratory design, the teaching staff was 

given the opportunity to: 

 

 Identify the areas that they were empowered in such as curriculum, resources 

and the school’s budget. The questions are detailed and specific to their daily 

job descriptions 

 Share their perceptions and views on delegation and empowerment at school 
 

 Express the areas that they would like to be further empowered in 
 

 Maintain that further empowerment will increase their commitment to their 

 work 
 

 
 

As for the interviews, the importance of asking in-depth questions about their work as 

administrators assisted in measuring the level of empowerment of the middle 
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management and the areas that they were already exercising decision making in, 

keeping in mind that all middle managers were also teachers.  Throughout this 

investigation, first-hand information about the school’s teachers and its administration 

as it relates to empowerment and active decision making was established. 

 

This mixed-methods approach to collecting the data was utilized in order to provide 

a detailed and more complete understanding of the issue being investigated. 

According to Fraenkel and Wallen (2010) p. 558: 

“The mixed methods research will help to clarify and explain relationships 

found to exist between the variables.” (empowerment and commitment). 

“The mixed methods approach will also allow the researcher to confirm or 

cross validate relationships discovered between the variables in order to see 

whether a single interpretation is given or not.” 

 

3.4  Semi-structured Interview 
 

 

Interviews were conducted with the principal, section directors and subject 

coordinators and a follow up interview with the focus group representing teachers 

from preschool, elementary, middle and high in order to compare and contrast the 

results. Semi structured interviews are verbal questionnaires. “Rather formal, they 

consist of a series of questions designed to elicit specific answers from respondents” 

(Fraenkel & Wallen, 2010,p.446). 

 

 

The semi-structured interviews are used quite flexibly to extract specific information 

from the participants in order to provide detailed responses to the list of questions 

that have been formulated.  Furthermore, one must note that in highly structured 

interviews, questions and the order in which they are asked are determined ahead of 

time although interviewing in qualitative investigations is more open-ended and less 

structured. The questions in the interviews were less structured and more open-ended 

characteristic of a semi structured interview. According to Merriam (2009), “the 

semi structured interview is in the middle, between structured and unstructured” 

(p.89-91) 
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The interviews included questions that addressed the areas of empowerment as 

identified by the principal and the middle management in addition to their perceptions 

of empowerment and its extension within the school. However, it must also be noted 

that the middle management views and perceptions were based on their role as 

teachers and also as members of the administrative team thus providing two points of 

view. 

 

The items on the questionnaire and the interview questions were composed from 

personal experience as a teacher and administrator. Furthermore, these items were 

related to the daily roles and responsibilities of teachers. The aim was to attempt to 

cover the areas as cited in some of the literature especially those related to school 

based management whereby delegating to teachers certain tasks and responsibilities 

is emphasized.  The accreditation process was also considered in formulating the 

items as they relate to staff, teaching and learning and other areas of the school’s day 

to day operation. 

 

 

3.5 Focus group interviews 
 

 

A focus group interview is usually comprised of four to eight participants whose task 

is to ponder and answer a set of questions. The participants of the focus group were 

seated together during the interview and were able to hear one another’s responses to 

the questions as this was the case with the focus group interview that was conducted. 

Merriam (2009) explains: the focus group interview is an interview on a topic with 

certain members who have knowledge of that topic. Purposeful sampling should be 

used to include people who know the most about the topic and most writers would 

suggest to have six to ten participants who do not know each other very well. During 

such interviews, additional comments are sometimes made by the participants once 

they hear what other respondents have to say, sometimes agreeing or disagreeing with 

each other. The aim of the interview is to really delve into one another’s views and 

opinions as compared to the other participants and then to assess their own views. The 

aim of such an interview is not to discuss, problem solve or to make decisions. It is 

merely an interview. 
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Furthermore, as part of the collection of qualitative research data, the focus group is 

an interview on a specific topic or issue and that the group of participants usually 

has knowledge and information which is related to the topic under investigation 

(Krueger, 2008; Stewart, Shamdasani, & Rook, 2006). Merriam (2001) states that 

one must consider is that the focus group interaction produces the obtained data in a 

social manner. It is the mechanism in which data is obtained and as such, as Patton 

(2002) explains that a constructivist perspective underlies this data collection 

procedure. “Unlike a series of one-on-one interviews, in a focus group, participants 

get to hear each other’s responses and to make additional comments beyond their 

own original responses as they hear what other people have to say. However, 

participants need not agree with each other or reach any kind of consensus. Nor is it 

necessary for people to disagree. 

The object is to get high-quality data in a social context where people can consider 

their own views in the context of the views of others”. (Merriam, 2001, p.386) The 

focus group set up provides the participants with the chance to express their views and 

to listen to the opinions of others. This allows for participants to reconsider and 

perhaps further develop their own comments by listening to others. 

That is why the focus group composition in this investigation was comprised of 

teachers across the sections of the school and middle managers in order to get as 

much accurate information about the underlying topics within the questions. The 

participants in this study, were nine members and were not very known to each other. 

 

We must also note that selectively including a variety of positions for the focus group 

is intended to increase the perspectives on the questions that were administered in the 

questionnaire in addition to providing further elaboration on the answers that they 

would have provided in the questionnaire. 

 

The interviews incorporated open-ended questions. The questions were constructed 

using what and how types of inquiry. For example, the following questions were 

asked of the middle management during the interviews which provided insight into 

the research question that relates to the areas of empowerment: 

 What are the areas that you and teachers make decisions in together? As for 
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their perception of empowerment at school, the following question is asked: 

 What is your perception of empowerment at school? 
 

 

As for the relationship between empowerment and commitment, teachers were 

asked whether further empowerment increases their commitment. The interviews 

were administered in the school’s conference room. Privacy and comfort of the 

interviewee was established through an explanation of what the aim and purpose of 

the interviews were all about and by also ensuring that privacy and confidentiality 

would be maintained. 

 

Furthermore, the conference room was chosen so that staff members did not feel that 

they were being watched. This gave them an opportunity to move away from the 

hustle and bustle of their work area into an area that was quite tranquil and private.  

The questions were already typed and prepared in advance on A4 sheets. Staff 

members were shown that their names would not be recorded on the papers. A tape 

recording was not used to minimize the anxiety of the staff and to minimize their 

inhibitions. Their answers were copied as they were being asked the questions. 

Interviews were approximately 25-30 minutes. 

 

 

Patton (1990) “points out that the interviewer’s task is first and foremost to gather 

data, not change people” (p.354).The purpose of the interviews was to compare the 

answers to those of the questionnaire. The interviews provided explanations that were 

not mentioned in the questionnaires. The interviews were all carried out on the same 

day including the interview with the principal. 

 

3.6 Questionnaire 
 

 

The questions took into consideration the job description of instructional staff, their 

roles and responsibilities, the areas that they perceive to be empowered in and to 

identify the areas that they foresaw as further development. Furthermore, the 

questionnaire and its content were constructed in order to be aligned with the 

interview questions. The common items that were explored in all three instruments 

were as follows: Numbers 1, 2 and 3 were asked during the Principal’s interview: 
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1. How do you empower your teachers? 
 

2. What do you think the perception of the faculty regarding empowerment is? 
 

3. Are there any areas that teachers can play a more active role in decision 

making at school? 

The following were asked during the interviews: 
 

4. What areas do you feel that teachers can be further involved in the 

decision making? Do you feel that the school administration has 

empowered you? 

The following were asked within the questionnaires: 
 

5. According to the above definition, are you empowered at your school? I f yes, 

explain how and why. List the areas of decision making that you would like to 

be further empowered in according to the following sections etc…. 

 
 

The questionnaire was comprised of three sections. The first section included 

questions about the areas of empowerment for teachers. The second section was 

comprised of questions which addressed the perceptions of teachers with regards to 

this empowerment in their school. The third section was comprised of four questions 

which aimed to elicit definitions of empowerment as perceived by teachers in 

addition to providing teachers with the opportunity to state which areas they would 

like to be more involved in and furthermore, whether increased empowerment in the 

decision making process does impact their level of commitment at work. 

 
 

The items for the questionnaire were constructed and based on their responsibilities 

as outlined by the current job descriptions of teachers,  their daily duties and tasks, 

the decision making areas that can be carried out in a collaborative manner and the 

standard operating procedures implemented at the school in addition to the 

accreditation standards that stipulate the roles and responsibilities of all school 

personnel according to the New England Association of Schools and Colleges 

(NEASC). 44 teachers were requested to complete the questionnaire as it was sent to 

them via email. They were given 48 hours to complete the questionnaires and all 44 

participants sent back their responses. 



32 
 

 

3.7 Piloting the Instruments 
 

Before administering the questionnaires and conducting the interviews, a pilot test 

was conducted to examine the validity of the questionnaire and interview questions.  

In other words, the aim of the pilot test was to test how clear and valid the questions 

were for the participants to complete. No questions were modified after the pilot test 

was conducted. A sample of 10 teachers and middle management members from 

across the sections comprised the initial focus group who assisted in further 

developing the questionnaire draft to ensure that it addressed the areas of concern or 

misunderstandings as identified by teachers. Once the final draft of the questionnaire 

was finalized, all teachers completed it. 

The answers were reviewed to identify the number of responses that were completed, 
 

left blank or simply misunderstood by teachers.  After the questionnaire was 

finalized, it was then sent to all the instructional staff (44 teachers) for them to 

complete the questionnaire. The questionnaire was completed by all staff members.  

 

3.8 Triangulation 

 

Triangulation is used in order to ensure validity and reliability by using three 

different strategies to collect the data and information. According to Fraenkel and 

Wallen (2010) triangulation is about using different methods to examine the same 

research question. When the results are in full agreement, they validate the findings 

of each. Both quantitative and qualitative methods are used to study the same subject 

in order to determine if both types of data combine one single understanding of the 

research problem under investigation. 

Furthermore, according to Bergman (2008), using the triangulation method, aims 

to check and validate an interpretation which is generated from one source of 

data and compared to another source of a different type. Through this approach, 

data from sources that are very different will reduce the possibilities of 

establishing unfounded and false conclusions. When the data from the different 

sources is established and this data can confirm the original conclusion, then one 
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can present this conclusion with a sense of confidence and precision. 

 

However, if there is a discrepancy in the data from different sources, then this requires 

interpretation in terms of the threats to validity likely to be involved in each type of 

data, and the direction and extent of error that these would tend to produce. Moreover, 

discrepancies will usually indicate a need for further investigation involving yet other 

sources of data, chosen to counter the effects of specific threats to validity. 

 

According to Bergman (2008, p. 27) triangulation is defined as a way of obtaining 

complementary information. “The use of different methods to investigate a certain 

domain of social reality can be compared with the examination of a physical object 

from two different viewpoints or angles. Both viewpoints provide different pictures of 

this object that might not be useful to validate each other but that might yield a fuller 

and more complete picture of the phenomenon concerned if brought together” 

(Bergman 2008, p.27). 

 

 

Triangulation provides the researcher with a mechanism that other methodologies do 

not have.  In order to provide a set of conclusions as related to the research questions, 

the answers resulting from the questionnaires and the responses to the interviews were 

compared and cross validated in order to ensure whether commonalities or 

discrepancies existed with regards to the research questions. Furthermore, these 

results were compared to the literature that relates to empowerment and commitment. 

If the data that was collected from the three different instruments are in agreement, 

this will enhance and validate the findings of each. Through triangulation the quality 

of the data improves and also the accuracy of the researcher’s interpretations 

(Fraenkel &Wallen 2010). Triangulation aims to complement the strengths and offset 

the weaknesses of both the qualitative and quantitative methods to obtain information.  

 

3.9 Validity and Reliability 
 

 

It is crucial to note that the qualitative study results aim to maximize the credibility, 

the accuracy and the trustworthiness of the obtained data. In other words, the 

researcher is aiming for precision through duplicating the results in a quantitative 
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study. Qualitative data was collected from the principal, section directors and subject 

coordinators in addition to the focus group who shared information about the areas 

of empowerment at the school and how empowerment was perceived.  Furthermore, 

the interviews and questionnaires ensured the credibility and the trustworthiness of 

the data. 

 

In any quantitative study, if the results are consistent and replicated, then this implies 

reliability.  In this particular study, the reliability of the quantitative data was 

reflected through the fact that all the participants had prior knowledge and 

information which pertains to the school’s vision, mission, organizational chart, job 

descriptions especially of the middle management members and instructional staff in 

addition to the general culture and morale of the teachers with regards to 

empowerment and shared decision making. As a result, their opinions did not vary 

and were quite similar to each other in many of the responses that were provided. 

The triangulation of the data from the instructional staff, and the middle management 

administrators which included the principal and focus group were significant in 

ensuring the validity of this study. According to Edmonds and Kennedy (2013; p3), 

“The overarching goal of research is to reach valid outcomes based upon the 

appropriate application of the scientific method. In reference to research designs, 

validity is defined at the extent to which the outcome accurately answers the stated 

research questions of the study. The validity of a measurement tool simply means that 

it measures what it is developed to measure.” 

Validity is a significant component when conducting research as it aims to maintain 

the many elements involved in a case study. 

 

According to Merriam (2008), reliability can be defined by stating that if the study 

is repeated, the same results will be obtained. 

This factor is central to the traditional form of experimental research which sets out 

to identify causal relationships among variables. In other words, external validity is 

about seeing whether the findings of one study can be applied to other investigations. 

 

“The quantitative study must convince the reader that procedures have been followed 
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faithfully because very little concrete description of what anyone does is provided. 

The qualitative study provides the reader with a depiction in enough detail to show 

the author’s conclusions ‘make sense” (Merriam 2008, p.19). 

 

The data used throughout this study is both primary and secondary in nature. The 

literature review mentioned in chapter 2 is secondary in nature as the sources of 

information have been collected from online data base journals and books. The 

specific information about the school has been collected directly from the school 

which is a primary source of information. In order to provide a detailed and more 

complete understanding of the school, a mixed methods approach to the data 

collection ensured that both quantitative and qualitative information was generated. 

 

3.10 Data Analysis 
 

 

The following research questions are at the center of this investigation: 
 

 

1.   What are the areas of empowerment for teachers within the school? 
 

2.   What are teachers’ perceptions of this empowerment in the school? 
 

3.   If empowered further, would this positively impact their commitment 

at school? 

The expected results are that if teachers were further empowered, this would increase 

their commitment at work. These results were derived from the information provided 

through the questionnaires and the focus group interviews. The data was divided into 

three main sections: The areas that teachers were empowered in, their perceptions of 

empowerment and the suggestions that have been made by teachers as possible areas 

for further empowerment. 

The quantitative data involved statistical analysis whilst the qualitative data provided 

in depth information in narrative form via interviews and written communication. 

The quantitative data was entered using an SPSS data structure. Data cleaning and 

consistency checks were carried in order to assure that the data is fit for analysis. 

Analysis was performed using SPSS v21 and R version 2.15. Descriptive statistics 

including frequencies, percentages and bar graphs were generated in order to display 
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the distribution of answers on all items. 

Factor analysis was performed on each set of questions in order to explore the 

different attitudinal dimensions of responses. As a first stage: (i) a spherical 

representation of the correlation matrix (similar to principal component analysis but 

the mapping being done on a sphere) of each set of questions has been generated in 

order to explore the pattern of inter-item correlation; (ii) scree plots (for each set of 

questions) with 200 simulations were generated in order to graphically represent the 

eigenvalues of the covariance matrix. The use of the scree plots is useful to determine 

the dimensional structure of each set of variables/questions. After graphically 

exploring the data, factor analysis with varimax orthogonal rotation was performed on 

all factor solutions. The emerging factors were refined based on pre-set hypothesis or 

notions. 

 
The items with factor loadings greater than 0.4 were retained. Measure of internal 

consistency was assessed for each emerging factor using Cronbach Alpha. 

Spearman correlation was then used to calculate the correlation between the 

different factors emerging from the factors analysis. 

 
The data generated from the interviews were also categorized according to the 

content and frequency of each response thus ensuring validity.  Qualitative research 

question number three was analyzed thematically as were the unstructured 

interviews with the principal, middle management and focus group. As such, the 

responses to each question during the interviews and to the qualitative question 

number 3, in the questionnaire were addressed by collecting the responses to each 

and categorizing them. In other words, the answers provided by the participants 

were collected and grouped under each number/question and then summarized and 

analyzed. 

 

The 3 research questions and the hypotheses that if teachers are further empowered, 

this would positively impact their commitment at school were investigated through 

the quantitative sections of the questionnaire in addition to the qualitative sections. 

The hypothesis was further explored via the interviews with the principal, middle 
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management administrators and the focus group. All information that was gathered 

was treated with confidentiality in order to protect the rights of all teachers. 

 

Once the factors have been created, non-parametric statistics (Mann Whitney and 

Kruskal Wallis tests) will be used to test the association between the empowerment 

scores at one hand with level of empowerment at school and teacher’s commitment 

to the school on the other. 

 

3.11  Ethical Considerations 
 

Throughout this study, the researcher ensured that collection of data and research 

was carried out through ethical channels while ensuring the highest level of 

confidentiality. Approval was given by the school’s board of trustees and the 

principal in order to conduct the study. It was agreed that the school’s name would 

remain confidential in addition to the names and demographics of the staff who 

participated in this study. 

 

According to Merriam (2008), in qualitative studies, ethical issues relate to ensuring 

the protection of all participants. Thus the researcher must ensure absolute 

confidentiality and security of any information that has been obtained. Furthermore, 

validity and reliability also depends upon the ethics of the investigator. Patton (2002) 

in fact identifies the “credibility of the researcher along with rigorous methods and “a 

fundamental appreciation ”of qualitative inquiry as three essential components to 

ensure for the credibility of qualitative research. The credibility of the researcher, he 

says, “is dependent on training, experience, track record, status, and presentation of 

self” (p.552). Credibility also involves “intellectual rigor, professional integrity, ad 

methodological competence” (p.570). These qualities are essential because as in all 

research, we have to trust that the study was carried out with integrity and that it 

involves the ethical stance of the researcher. In other words, the researcher must 

remain within the boundaries of ethical practice and also uphold the highest values. 

The protection of all participants from any harm, ensuring their right to privacy and 

their consent should always be taken into consideration prior to the data collection of 

the investigation. Furthermore, this also applies to how the findings are interpreted 
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and disseminated. 

 

As Stake (2005) observes, “Qualitative researchers are guests in the private spaces of  

theworld. Their manners should be good and their code of ethics strict” (p.459). 

 
 
 

3.12  Conclusion 

 

This chapter summed up the procedures and methodology that were used throughout 

the study. Based on the research question developed in this chapter, a hypothesis 

was developed for the research question.  The research question is directly related to 

the results obtained both qualitatively and quantitatively form the various 

instruments used throughout the study to observe the issue of empowerment on the 

job for teachers. 

The set of recommendations that will be developed will come as a result of the 

findings as related to the research question based on responses to questions in the 

survey, interviews as well as the focus group in addition to the study results included 

in the literature review. 
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Chapter 4 

 

 

 
 

Data Results 
 
 
 

The data results of the interview questions, questionnaires, and the focus group 

interviews are presented in this chapter. The findings that were common in nature 

are presented and synthesized as a result of comparing data from the three 

instruments to each other and obtaining the conclusions generated from these 

comparisons. These are categorized into tables and used to address each research 

question at a time. 

 
 

4.1 Research Question 1: Data Results From Questionnaires- 

Quantitative Results: What are the areas of empowerment for teachers 

within the school? 

The tables found in appendix 1A display descriptive statistics of teachers’ areas of 

empowerment, their perceptions and views on empowerment, and the decision 

making areas in which they would like to be further empowered. (Refer to table 1 in 

appendices 1A) 

 

When it came to the subjects teachers taught, the vast majority of teachers (around 

95%) believed they were given the responsibility to monitor and revise the 

curriculum, write their own lesson plans, and choose the assessment tools, 

instructional practices and methodologies applied in these classes. 
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Figure 1: Make Decisions About Resources and 

Materials 

 

Around 60% of teachers agreed that they made decisions about resources and 

materials, while 25% strongly agreed with this statement, and only 3% disagreed. 
 

 
 

Figure 2: Make Decisions About Educational 

Issues 
 

Interestingly, 25% of teachers were not sure whether they made decisions 

about educational issues while around 65% agreed with this statement. 
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Figure 3: Participate in Finalizing Decisions About the 

Vision&Mission 
 

In terms of community involvement, competitions and events, around 55% of 

teachers did not believe they were part of the decision making process while around 

33% believed they did. However, around 43% declared they were, and only 18% 

thought they weren’t. 

 
 

Figure 4: Participate in the Strategic Planning of the School 

 

While around 55% of teachers declared that they participated in the strategic planning 

of the school and in finalizing decisions about the vision and mission of the school, 

around 25% disagreed with the former and around 13% disagreed with the latter. 
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Figure 5: Participate in Finalizing the Annual School Budget 
 

The majority of teachers declared they did not participate in finalizing the annual 

school budget while only 15% thought they did. 

 

 
 

Figure 6: Make Decisions about Professional Development 
 

Almost 50% of teachers did not think they made decisions about professional 

development in and out of school while around 33% believed they did. 
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Figure 7: Make Decisions about Rules, Regulations and Policies 

 
Interestingly, around 33% of teachers were not sure whether they were part of the 

decision making process in terms of rules, policies and disciplinary regulations. 

 

 
 

Figure 8: Make Decisions Regarding the School’s Handbooks 
 

Surprisingly, around 48% of teachers declared they were not consulted regarding the 

school’s handbooks. 
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Figure 9: Make Decisions about Orientation and Induction of New Faculty 

 

 
 

Figure 10: Make Decisions about the Recruitment of Faculty 

Furthermore, the majority of teachers declared they were neither part of the 

orientation process nor the one that recruited new faculty members within their 

respective departments. 

 

When it came to perceptions of empowerment, (refer to table 2 in appendices 1A), the 

majority of teachers felt that their schools provided them with opportunities to take on 

leadership roles with only around 10% disagreeing with this statement. However, 

while around 45% of teachers felt they had an appropriate level of influence on 

decision making at schools, almost 38% felt they didn’t. Furthermore, the vast 

majority of teachers reported an atmosphere of trust and mutual respect in school, 
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with the faculty and administrative leadership sharing a common vision. While the 

majority of teachers felt comfortable raising issues and concerns that are important to 

them, almost 80% reported being involved in providing possible solutions to these 

concerns through collaboration with other teachers. Almost 80% of teachers reported 

that the school leadership encouraged these collaborative contributions. Moreover, 

around 60% of teachers declared that faculty members were recognized for their 

accomplishments with only 20% disagreeing with this statement and another 20% 

being unsure. While around 55% of teachers felt the school leadership effectively 

communicated policies, around 20% disagreed with this statement and around 25% 

were unsure. When it came to creativity, the vast majority of teachers reported being 

strongly encouraged to try new methods and types of assessment in order to improve 

instruction. 

 

Finally, when asked about the areas that needed further empowering, (refer to table 3 

in appendices 1A) almost 82% of teachers reported they were lacking in resources, 

with another 71% stating they were lacking in policies and standard operating 

procedures. Almost 68% of teachers felt they could make use of more student and 

community event competitions, as well as a physical plant. Surprisingly, almost 35% 

of teachers felt that they should be more involved in reviewing the school’s vision and 

mission. 

 

 
 

Figure 11: School Provides 

Teachers 
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Figure 12: Teachers have an appropriate level of 

influence 

 

 
 

Figure 13: School Leadership Effectively Communicates 

Policies 
 

 

4.1.1 Correlations 
 

In an attempt to detect correlations within the generated factors for the three 

instruments, a correlation matrix containing all the factors was plotted. Very weak yet 

significant associations were detected between participating in decision making on the 

one hand and establishing the school mission and community relations (β=0.3244; 

P=0.0411), as well as participating in educational issues like curriculum 

implementation (β=0.4697; P=0.0022) on the other. Interestingly, a strong and 
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significant correlation was detected between describing the school’s leadership in 

relation to decision making and collaboration in team work (β=0.7416; P=0.0000). 

Finally, a strong and significant association (β=0.6675; P=0.0000) was detected 

between the need to empower in academic and non-academic fields on the one hand, 

and empowering teachers by involving them in middle management administrative 

issues. 

 
4.2  Factor analysis 

 
Using exploratory factor analysis (refer to table 4 in appendix 1A) with varimax   

rotation I was able to identify the different emerging themes/factors for each of the 3 

instruments: Instrument 1 (i) areas of empowerment (ii) perception of empowerment 

and (iii) areas of decision making that the respondent would like to be further 

empowered in. The following factors/themes emerged from the first instrument: (i) 

Participating in decision making (ii) Admin decision making/management,  (iii) 

establishing mission/community relations and (iv) educational issues/curriculum. 

Instrument 2 Whereas 4 factors emerged from the second instrument and these 

factors were: (i) Describing the school's leadership in relation to decision making, (ii) 

Team work and collaboration (iii) encouraging to make decision, and (iv) 

empowering teachers to make decisions. Instrument 3 Three factors emerged from the 

third instrument: (i) decision making in management, (ii) academic and non academic 

issues and (iii) involvement in middle management and administrative issues. 

 

Tables A through C (refer to tables A-D in appendix 1A) display the results of the 

factor analysis with the factor loadings of each item. Table D displays the measure of 

internal consistency (Chronbach Alpha) of each factor. As it can be seen all factors 

display a high level of internal consistency ranging between 0.66 and 0.90. 

 

Having combined together within each instrument the items that had the highest 

internal consistency into conceptual themes, we can clearly depict in Table 4 the 

average responses of the participants. The average response across the sample for the 

concept of participation in decision making was 1.86, clearly demonstrating that 

teachers’ answers varied between strong agreement and agreement. Moreover, the 
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majority of teachers were not sure whether they were part of the management and 

administrative decision making or not. Additionally, the average response rate as to 

whether teachers were part of community relations and establishing the school 

mission was 2.83, indicating that the answers varied between agreements and being 

not sure, with a clear inclination toward being not sure. On the other hand, teachers 

were in full agreement as to their active role in educational issues and curriculum 

implementations. 

The average teacher was either in agreement or not as to the school’s leadership as it 

pertains to decision making. On the other hand, the average teacher was rather in 

agreement as to the presence of team work and collaboration within the faculty. While 

the average response rate to the school hierarchy’s encouragements of teachers to 

make decisions was favorable, the average response became slightly weaker when 

questioned about the empowering methods employed to encourage teachers to make 

decisions. This indicates that while the schools’ intentions are naturally to encourage a 

stronger role for teachers, they do not seem to invest enough resources to ensure this 

occurrence. 

Finally, all teachers overwhelmingly agreed that the areas for further 

empowerment would be in academic and non-academic areas in addition to 

direct involvement of the middle management’s administrative affairs. 

 

 
4.2.1 Qualitative results generated from the 3 instruments: middle 

management, focus group and principal 

The following tables contain the areas and perceptions of empowerment, comments 
 

cited by the participants and summaries of the findings. 
 

 
 

Table 5: Areas of Empowerment within the School 
 

Curriculum Related Matters 

Comments 
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Middle “Directly involved in curriculum related issues, such as the resources 
 

Management and assessments for their classes.” 
 

“Decision making opportunities are made in all areas be it academic and 

student affairs”.  “I make all decisions on social and academic issues in 

my department.” 

Focus Group “Teachers and administrators were making active decisions in all 
 

activities related to the curriculum and assessment of the classes taught 

by these teachers.” 

Principal                 “Teachers within their departments have full autonomy provided their 

decisions are consistent with our vision, mission, and philosophy that 

endorses a learner centered environment and holistic education.” 

 
 

According to the focus group responses, the above points were also made by 

the middle management. 
 

As for Table 5, the overwhelming majority of subject coordinators across the 

school’s sections made reference to the curriculum as the major area of decision 

making that they were directly involved in. References to decisions that are 

taken outside of thedepartments were also cited by the staff. It was evident that 

staff expressed the lack of opportunities for input into the decision making 

process in areas other than curriculum matters. One must note that although 

both the subject coordinators and section heads are middle managers, there is a 

difference in their roles as cited above.  Furthermore, it was also stated that their 

opinions were asked for during staff/administrators meetings, yet most of the 

time decisions were made from the top of the organizational chart of the school 

and filtered down. 
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Table 6:  Teachers’ perceptions of Empowerment at School. 
 

The following subtopics have been categorized accordingly: 
 

6.A Relationship between Middle Management and Staff 

Comments 

Middle 
 

Management 

“Great,  very good,  professional,  excellent,  friendly lovely and 
 

mutual respect for one another does exist.” 

Focus Group “Some groups sit and work together. Most of the time everything 
 

is ok, although we have groups at school.” 

Principal “There is a positive environment where most teachers if not all 
 

get along and work together in harmony of course at times certain 

groups develop which is normal among large groups.” 

 

 

Staff concerns were communicated positively and it was noted that support and 

collaboration were evident despite the staff groups that are present at school.  

Similarly, the focus group and the principal also reinforced this element by stating 

that the relationship between the middle management and the teachers was referred 

to as quite good on the whole. 

 

 

 
  

6.B Teacher Recruitment 

 Comments  

Middle 

Management 

“Doesn’t (middle management members) take my decisions into 

consideration although I am involved in the process.”  

 

Focus Group Teachers and subject coordinators are not directly involved in 

the recruitment process. However, occasionally section 

directors are involved in the process of recruitment. 
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Six members of the middle management stated that they are not directly related to 

the recruitment process. Three others also stated that although they are involved in 

the recruitment process, they are not involved in determining the salary that is 

given to a new candidate. Middle managers observe and evaluate possible 

candidates yet when it comes to the final decision in whether the candidate is to 

be hired or not, their role ceases. The final decision is taken by the principal and 

at times by the section directors. 

 
 

6.C Induction and Orientation 

Comments 

Middle 
 

Management 

“As a subject coordinator, I explain the course, curriculum, to 
 

everyone else.” 

Focus Group “Section directors are responsible for induction and orientation and 
 

occasionally to a certain extent, some of the subject coordinators 

play an active role in participating in these procedures at school.” 

 

As for the induction and orientation of teachers; 6 responded by saying that they are 

not directly involved and that it is specifically the section directors who carry out the 

induction and orientation of new staff members.  However, 3 of the subject 

coordinators clearly stated that they are directly involved. 
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6.D Mentoring new teachers 

Comments 

Middle 
 

Management 

 “The mentoring program was not successful.” 

 “When you’re going to mentor someone, you need to be in the 

 same teacher’s lounge and department for it to work.” 

 “I do it of my own will. There is no program that states that I 

 must mentor new teachers.” 

 “There was a mentoring program but it wasn’t followed 

through.” 

 “We help when we can as teachers but the administrators have a 

 bigger role.” 

 “For new and existing teachers to collaborate and work together 

through a system of guidance”.  

 

Four responded by stating that they were involved in the mentoring program as it 

was implemented during the academic year 2011-2012. However, the above 

comment quoted by the middle management members clearly depict that a certain 

level of confusion existed in how the program was to be implemented and that more 

clarity was needed to describe the roles and responsibilities of each person involved. 

 

According to the focus group, once again the same point was reinforced and 

reiterated in that there was a mentoring program but it wasn’t followed through and 

that as teachers, we assist other teachers when we can but the administrators have a 

bigger role. 
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6.E Training of Teachers 

Comments 

Middle 
 

Management 

“Yes in part and outside of the class, on the level of the 

curriculum and in teaching methodologies”. 

Focus Group “Teachers are not involved and it is the middle management who 
 

tends to try and train teachers. However, it is not sufficient 

and training is not continuous.” 

Principal “The teachers’ professional development takes place during the 
 

first 3 weeks of every year and is spent on holistic development 

which includes professional development in strategies and 

methods, use of IT, curriculum review and revision, strategic 

planning, First Aid, health, in addition to non academic areas 

such as safety. There is also the requirement of professional 

development for each teacher to attend at least 2 workshops 

outside of school per year. Professional development also extends 

to collaboration with the other 3 affiliate/sister schools under the 

management of SchoolDevelopment Consultants.” 

 

With regards to research question 1, mixed responses were given when it came to 

the areas of empowerment. Three respondents stated that they do provide training 

for teachers in their departments. The mentoring system was not perceived as the 

real mentoring system. Furthermore, training to them was going into class in order 

to follow up on the development and competence of the teacher. 

 

Other administrators mentioned that at the beginning and during the year, they 

visit classes and give teachers feedback on their work specifically for lesson 

planning and classroom management. 

The four remaining administrators stated that their work is limited to giving advice 
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and guidance to the teachers in their sections. 
 
 

6.F Mutual Respect and Support 

Comments 

Middle 
 

Management 

“Yes, nearly all the time.” 

Focus Group “Mutual respect and support was apparent most of the times.” 

Principal “The school has a positive environment where most teachers if not 
 

all get along and work together in harmony. Despite the fact that 

of course at times certain groups develop which is normal in 

schools.” 

 

 

Answers were overwhelmingly responded to as yes with the exception of one 

middle manager who stated that “not always”. Clearly, during the interview, she 

had expressed discontent with certain teachers in her section. 

 

6.G Collaboration with Teachers 

Comments 

Middle Management “Yes.” 

Focus Group This was strongly supported by the focus group. 

Principal “The long range goal is to create an environment whereby 
 

teachers feel their working with me and not for me: and that 

they’re working at their school and not at mine. This is done by 

ensuring that teachers are part of setting the strategic plan and 

rules, regulations rather than simply being soldiers to 

implement then modeling it whereby teachers are reminded that 

leadership should be practiced by everybody and that they 

don’t need a title or authority from anyone. 

 

 

It is evident that after going through the self-study for accreditation, the staff built a 

collaborative working environment with each other and as such much of the work at 
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the school is done through a collaborative team approach. However, one must note 

that the principal’s perception of leadership needs to be transformed into a plan to 

actively empower the teachers who do not carry a title as their comments have 

clearly shown that they are not empowered enough. Therefore, to establish a sense 

of ownership on the part of teachers this has to be coupled with an environment that 

encourages active and participative decision making amongst staff and 

administrators. 
 

6.H Relationship With the Principal 

Comments 

Middle Management “Very good, respectful and professional.” 

Focus Group “Friendly and professional.” 
 

“We can joke with him”. 
 

“There are some concerns that I have that I can’t approach him 
 

with. I would be crossing the red line because they are about 

the way things are done at school.” 

  

The comments related to the relationship with the principal are significant to the 

research questions of this investigation. Although the relationship with the principal is 

professional and respectful, the belief is that staff members do not have the 

opportunity to question the way things are done at school and the established standard 

operating procedures. In other words, although a professional working relationship 

does exist at the school, the areas of empowerment for teachers are limited and their 

perception states that questioning how things are done at school is not encouraged. 
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6.I Opportunities for the Middle Management 

Comments 

Middle Management “Being involved in the scheduling process. Instead of the 

same 2 section directors (elementary and high school) who 

have been directly responsible for the scheduling for the past 5 

years.” 

“I must make the request and get the approval for 

purchasing”. One of the section directors clearly stated that “I 

give my input in all of the above areas”. 

Focus Group  “We work on the curriculum, assessment and teaching 
 

methodologies. Administrators, work on scheduling, 

and the budget with the principal.” 

 “We give our input in retesting and make up exams. We 

feel this should be entirely up to the discretion of the 

teacher and not the section director.” 

 “We give input about things and are considered to a certain 

extent but most of the time the decision has already been 

made.” 

 “We want to be more involved in recruitment, staffing, 

events and activities offered at the school, disciplinary 

issues, academic affairs and sometimes student affairs 

and in decisions whereby teachers are directly involved.” 
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Principal “Teachers within their departments have full autonomy 

provided their decisions are consistent with our vision, 

mission and philosophy that endorses a learner centered 

environment and holistic education.  With regards to the 

school budget, their role is limited to and within their 

department and it includes “Open forums are utilized to solicit 

opinions and recommendations regarding strengths, 

weaknesses, opportunities  and threats additionally surveys 

and questionnaires are given for faculty to provide feedback 

on.” 

 
 

Middle management stated that they are directly involved in working on the 

curriculum, implementing teaching methodologies, assessment procedures although 

the school administration determines how many tests each section/department must 

complete and these need approval from the principal and section directors. 

 

Budgeting was seen as an area that 6 of the administrators voiced concern over as 

not being given the chance to work on the school budget or at least on being directly 

involved with the budget of their section as opposed to 2 who were directly involved 

in the preparation and execution of the budget. 

 

 
 

6.J Effective Educators 

Comments 

Middle Management “We are able to relate to the children’s daily experiences and 

personal issues to lessons in which they could connect and find 

meaning or solutions to.” 

 

 
 

There is an attempt to have the learners feel that they can address issues they have in 

the classroom with the consent of the teacher. Other answers stipulated that where 

possible, relaying the learning outcomes in the classroom  to real life situations is 
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what teachers were attempting to do and this was seen as a crucial element in 

attending to the needs of learners. 

 Another response touched on the teacher’s role of keeping abreast of new trends and 

methodologies that would in turn assist students to increase their learning capacities. I 

am responding to the needs of my students. Giving them the chance to express 

themselves and helping them to reach their goal through listening, follow up and an 

ethical approach to decision making.  The use of humor was also cited as one way of 

being effective. Attempting to find the ways that students learn best was also viewed 

as a significant factor. 

The onus is on being flexible and always attempting to find and teach in certain 

ways so that all of the students can benefit. A number of reasons for not being 

effective educators were cited by the respondents: These included the limitations of 

adhering to the lesson plan content as not enough activities are presented and used 

for fear of not finishing the curriculum in addition to not having the technology or 

resources to use as tools in the classroom. Having a strenuous load of work which at 

times minimizes contact time with learners especially when they may have issues or 

concerns that go beyond the classroom. On at least 3 occasions, there were 

references to teachers/administrators being overloaded and constrained by the 

processes and regulations that they needed to abide by. 

 
 
 

6.K Professional Development 

Comments 

Middle “We were able to benefit from these sessions and were assisted in 
 

Management their areas of specialization.” 
 

“Yes. Many experiences. I can avoid a lot of problems which I’m 

familiar with. I have the knowledge and the training that I need to 

accommodate to new situations.” 
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Focus Group           “The professional development offered at the school has not 

addressed decision making except in classroom management 

sessions.” 

 
However, some respondents were in the middle with regards to their answers stating 

that there were benefits and at the same time there were not. On the other hand, other 

answers clearly highlighted that there were not enough opportunities to be involved in 

direct decision making. It is important to point out that the topics that have 

been presented have not addressed direct decision making. It was noted that 

the only workshop that addressed making decisions was in the classroom 

management sessions. 

 
 
 
 

6.L Schools Working Environment 

Comments 

Middle “Friendly.”, 
 

Management “Professional but disorganized at times, lacking structure and 

follow up.” 

Focus Group “The working environment is professional and friendly, though at 
 

times systems and the standard operating procedures are 

disorganized and not well planned.” 

 
 

Although the school was viewed as promoting professional development, certain 

areas were viewed as laid back and that there are always so many things to do at 

school. However, certain references were made to the physical plant about its 

undesirable working conditions in addition to not having the needed resources for 

better teaching. As for the school being a professional place, although it was 

viewed as such, many of the participants still felt that there was room for 

improvement in areas such as the physical plant not being up to par. 
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6.M Areas Staff would like to change at school 

 Comments  

Middle 

Management 

and teachers 

 “A better physical plant.” 

 “Ac’s in the classroom.” 

 “Better furniture in the cafeteria.” 

 “New desks and chairs in some of the classrooms.” 

 “Reviewing the organizational chart.” 

 “More decision making involvement.” 

 “Chance to be promoted.” 

 “A unified salary scale.”  

 “Less teaching hours.” 

 “There’s no difference between 1st year teachers and the ones 

who have been here for several years. Being at the school for 

several years should entitle you to have the experience to make 

more decisions; the longer you are the more decision making 

authority you should have. 1st year and tenured should be treated 

and have the right to be treated differently. When this does not 

happen it leads to a lack of motivation.”  

Focus Group  “We need: 

 More follow up and organization 

 A new salary structure  

 Workloads of teachers 

  Teaching hours 

 Extra and break duties 

 The staff lounges 

  The physical plant” 

 
 

In relation to research question 2 the above table summarizes the areas that staff have 

cited for further involvement in the decision making process. All participants stated 
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that if they were further empowered, this would positively impact their commitment 

to the school. As such, physical plant enhancement was cited, revisiting the 

organizational chart of the school, more involvement in decision making, reviewing 

the salary scale used at the school, less periods of teaching and ensuring that the 

school remains financially stable. 

 

 

 

6.N Areas for further involvement 

Comments 

Middle  “In recruitment, teacher’s schedules, rules and regulations 
 

Management & for the staff, planning events, budgeting and in admin 
 

Teachers work.” 

Principal  “Extracurricular activities.” 

 
 
 

Three participants stated that they have been empowered. Two said they are not and 

they might be next year. Seven participants answered that there was partial 

empowerment but not enough and that although attempts have been made for further 

shared decision making, it is surely not sufficient. Joint or collaborative decision 

making between middle management and teachers was viewed and limited to the 

following: setting dates and deadlines, how things should be done (standard 

operating procedures), how lessons should be written, teaching procedures and 

activities, curriculum matters and all areas pertaining to academics. 

 

Most answers from the subject coordinators were overwhelmingly about the 

curriculum, whereas section directors were involved in: finalizing grade reports, 

monthly reports and that if teachers were empowered this would surely lead to an 

increase in their commitment to the school. 

 

According to the principal, instructional faculty were empowered in school by 

different mechanisms. These include: flexibility in teaching hours is granted where 

needed and appropriate and by providing a supportive environment which 
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motivates them extrinsically; by having fair salaries and bonuses. Providing an 

atmosphere whereby teachers feel a sense of fairness. Treating them as 

professionals including factoring their input into the decision making process.  The 

principal also stated that the main areas of empowerment for teachers as in all 

areas of the school. However the degree of involvement or empowerment varies 

between and among different dimensions. For ex: it is extensive within the 

curriculum and daily operation of the school while it is limited in the area of 

budgeting and governance. He also added that teachers are empowered soliciting 

their input on a regular basis in all dimensions of the school and that people are 

credited for their input. Additional input that has not been utilized is explained and 

not being ignored so people don’t say how come we couldn’t. Furthermore, they 

are encouraged to play a leadership role at the school. 

 

The principal was asked what he thought the perception of the faculty regarding 

empowerment was and responded by stating that although it may not be unanimous, 

the different feedback collected from teachers formally and informally indicates that 

they feel a sense of ownership and belonging to the school. He went on to define 

empowerment as creating an environment that allows teachers to become 

intrinsically motivated through delegation and positive support and which creates a 

sense of ownership. Teachers are encouraged to see mistakes and failures as 

learning opportunities in a nonthreatening environment. It is also a motivational 

mechanism for people to reach their highest potential. Delegation was defined as 

setting the boundaries, guidelines and ensuring clarity with limits and empowering 

the teacher. 

 
 

The perception of empowerment at school as viewed by the staff is summarized 

below: only certain people are empowered whilst some who are not should be 

given the opportunity. 
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6.O Perceptions of Empowerment 

 Comments  

Middle 

Management & 

Teachers 

 “It can be better especially for teachers as there is room for 

real teacher empowerment.”  

  “Nonexistent. There isn’t any empowerment at the school 

and it really doesn’t exist.”  

  “It is only for the middle management and even then only 2 

members with the principal are the ones who really make 

the decisions.” 

 “Teachers who are ethical, qualified and trusted by the 

school administration should be empowered and involved in 

shared decision making. They can be given extra 

responsibilities.” 

 “Empowerment is limited and not equally distributed.”  

 “In advising students and helping them in their future 

education.” 

 
 

4.3  Conclusion 
 

The quantitative and qualitative data specifically highlights the areas of empowerment 

as cited by teachers in the questionnaire in addition to the data collected from the 

interviews with the middle management, the focus group and the principal. The areas 

of empowerment were explored in the questionnaire as teachers were specifically 

asked to highlight the areas that they are involved in the decision making process. 

The interviews with the middle management, focus group and the principal also 

provided anecdotal information about the areas of empowerment. 

As for the perceptions of empowerment the questionnaire and the three 

instruments answered this question by stating how they perceived empowerment at 

the school and who was responsible for decision making in non-academically 

related areas. All participants were also given the opportunity to answer that if 

they were empowered further would this positively impact their commitment. The 
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answers were overwhelmingly answered as ‘yes’ in support of this statement as 

already indicated in the quantitative findings. 
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Chapter 5 

 

 

 
 

Discussion of the Findings 
 
 
 

5.1 Introduction 
 

In this chapter, discussion and analysis of the findings takes place, in addition 

to a comparison of the literature review of chapter 2. 

 

5.2 Quantitative and Qualitative Results 
 

The following results pertain to research question 1: What are the areas of 

empowerment at the school? 

In terms of the frequencies of the variables, curriculum review, lesson planning and 

choosing assessment tools were found to be areas in which teachers are always 

involved. When it came to creativity, the vast majority of teachers reported being 

strongly encouraged to try new methods and types of assessment in order to improve 

instruction in the classroom. This clearly shows that decision-making in the classroom 

is rather high. More than half of the teachers also stated that they participated in the 

strategic planning of the school and in finalizing decisions about the vision and 

mission of the school. This is supported by the fact that due to the ongoing 

accreditation process, instructional and non instructional staff members were always 

directly involved in this process as the self study requirements clearly stipulate that 

the vision, mission and strategic planning needs to take place collaboratively with the 

constituents of the school, namely, the teachers, parents and students. However, due 

to the high staff turnover, it would be accurate to state that at least a quarter of 

teachers answered that they were not directly involved in the above simply because 

they were not at the school during the self-study implementation. 

 

This was later elaborated upon in the focus group interview as the difference 
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between tenure (have been at school for more than two years as full timers) teachers 

and new members of faculty. People who went through the accreditation process at 

school were very much involved in these areas and yet, people who have joined the 

school this year have not yet been part of any change processes at school. This 

shows that there is no specific time frame or system set into place for the review of 

the school’s strategies, action plan and literature. 

 

As for involvement in budgeting needs, and the development of the timetable, most 

teachers claimed never to be involved. It was noted that only certain members of the 

middle management were directly involved in timetabling and budgeting. As for 

professional development, around half of the teachers expressed that they did not 

make decisions about professional development in school. Although teachers are 

given the opportunity to attend workshops that are not conducted in school, it is 

evident that the in school professional development is set and finalized by the middle 

management without eliciting the opinions of the staff as to what they perceive their 

needs to be. Furthermore, more than half of teachers did not believe that they were 

part of the decision making as it relates to community involvement, competitions and 

events. This is due to the fact that the school devises an annual calendar at the 

beginning of the year which includes all community related events and activities with 

specific dates. It is then shared with the staff but not discussed. 

 

As for the standard operating procedures and rules and regulations that govern student 

discipline and staff policies, these are distributed and can be found in the Parent and 

the Staff manuals. Teachers are given these manuals at the beginning of the year. 

They are discussed and all members of staff are requested to implement the rules and 

regulations that are contained inside each manual. Furthermore, as for recruitment, 

staff orientation and induction, the majority of teachers clearly stated that they were 

not involved in these tasks. 

The qualitative results clearly demonstrate that the overwhelming majority of subject 

coordinators across the school’s sections made reference to the curriculum as the 

major area of decision making that they were directly involved in. References to 

decisions that are taken outside of the departments were also cited during the 
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interviews. It was evident that staff expressed the lack of opportunities for input into 

the decision making process in areas other than curriculum matters. One must note 

that although both the subject coordinators and section heads are middle managers, 

there is a difference in their roles. This point was referred to repeatedly during the 

interviews with the middle management. Namely, that section directors were directly 

involved in more decision making areas than the subject coordinators. Furthermore, it 

was also stated that their opinions were asked for during staff and administrators’ 

meetings, yet most of the time decisions were made from the top of the organizational 

chart of the school and filtered down. 

 

The following results pertain to research question 2: What are the perceptions 

of empowerment at the school? 

When it came to perceptions of empowerment, the majority of teachers felt that 

their school provided them with opportunities to take on leadership roles with only 

around 10% disagreeing with this statement. However, while around 45% of 

teachers felt they had an appropriate level of influence on decision making at 

schools, almost 38% felt they did not. Furthermore, the vast majority of teachers 

reported an atmosphere of trust and mutual respect in school, with the faculty and 

administrative leadership sharing a common vision. While the majority of teachers 

felt comfortable raising issues and concerns that are important to them, almost 

80% reported being involved in providing possible solutions to these concerns 

through collaboration with other teachers. Almost 80% of teachers reported that 

the school leadership encouraged these collaborative contributions. However, the 

qualitative findings generated from the interviews depicted that although teachers’ 

views and opinions were asked for during staff and management meetings, the 

final decisions were made by specific members of the middle and senior managers 

at the school thus refuting the notion that school leadership encouraged teachers’ 

views and opinions. 

Although the staff expressed that their working environment was professional and 

collaborative, their perception of empowerment demonstrated that they felt they 

were really not empowered enough at school.  while tenured teachers are the ones 
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who provide the management with input regarding school issues and new teachers 

feel that they rarely participate because they have not had a say in the matter 

because they did not realize that they could make suggestions to the management. 

48% of teachers stated that they were not involved in the review of school literature 

as most teachers responded that they never or rarely participate in these areas, 

although this school has been through the accreditation process, and was accorded 

accreditation. After further investigation, this was understood to be the result of the 

lack of any system or timeframe through which teachers were supposed to 

participate in these areas on an annual basis since accreditation. 

It is evident from the interviews, that after going through the self study for 

accreditation, the staff built a collaborative working environment amongst each other 

and as such, much of the work at the school is done through a collaborative team 

approach. However, one must note that the principal’s perception of leadership needs 

to be transformed into a plan to actively empower the teachers who do not carry a title 

as their comments have clearly shown that they are not empowered enough. 

Therefore, to establish a sense of ownership on the part of teachers this has to be 

coupled with an environment that encourages active and participative decision 

making amongst staff and administrators whereby staff opinions are taken into 

consideration and implemented as well. 

The comments related to the relationship with the principal are significant to the 

research questions of this investigation. Although the relationship with the principal 

is professional and respectful, the belief is that staff members do not have the 

opportunity to question the way certain things are implemented at school. In other 

words, although a professional working relationship does exist at the school, the areas 

of empowerment for teachers are limited and their perception states that questioning 

how decisions are made at school is not encouraged. 

Finally, the majority of the teachers reported that they were lacking in resources and 

in policies and standard operating procedures at the school. More than half of the 

staff felt that they could make use of more student and community events and 

activities as well as enhancement of the physical plant. The following summarizes the 

areas that staff have cited for further involvement in the decision making process. 
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 Recruitment 
 

 Scheduling teacher allocations 
 

 Reviewing rules and regulations pertaining to teachers and students 
 

 Event planning 
 

 Salaries and the development of a remuneration system that should be based 

on competencies, experience 

 Physical plant enhancement 

 Budgeting 
 

 More involvement in administrative areas not just in teaching. 
 

The perceptions of empowerment as relayed from the quantitative findings show that 

only certain people are empowered whilst some who are not should be given the 

opportunity to actively participate as it is only for the middle management and even 

then only 2 members with the principal are the ones who really make the decisions as 

stated overwhelmingly by the focus group and some of the middle managers thus 

leading to the perception that empowerment is limited and not equally distributed. 

When asked about the areas for further involvement and decision making, the 

principal responded by naming extracurricular activities and that if teachers were 

empowered this would surely lead to an increase in their commitment to the school. 

According to the principal, instructional faculty were empowered in school by 

different mechanisms. These include: flexibility in teaching hours is granted where 

needed and appropriate and by providing a supportive environment which motivates 

them extrinsically, by having fair salaries and bonuses and by providing an 

atmosphere whereby teachers feel a sense of fairness. The principal further explained 

that treating staff as professionals was by including factoring their input into the 

decision making process.  The principal also stated that the main areas of 

empowerment for teachers is in all areas of the school. However the degree of 

involvement or empowerment varies between and among different dimensions. For 

ex: it is extensive within the curriculum and daily operation of the school while it is 

limited in the area of budgeting and governance. He also added that teachers are 

empowered soliciting their input on a regular basis in all dimensions of the school 
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and that people are credited for their input. 

 

It is evident that the principal’s view on empowerment is not fully shared and in 

accordance with the staff’s perception. Both quantitative and qualitative findings 

highlight the element that despite the professional working relationship that is 

evident at the school, staff strongly believes that there is room for further 

empowerment in areas that are not academically related. The principal also claimed 

to be practicing participative management and emphasized his strong belief in 

teamwork, yet the responses to the questionnaire and the findings of the interviews in 

terms of areas outside the classroom contradict this statement. 

The quantitative and qualitative results specifically highlight the areas of 

empowerment as cited by teachers in the questionnaire in addition to the data 

collected from the interviews with the middle management, the focus group and the 

principal. The areas of empowerment were explored in the questionnaire as teachers 

were specifically asked to highlight the areas in which they are involved in the 

decision making process. The interviews with the middle management, focus group 

and the principal also provided anecdotal information about the areas of 

empowerment. 

 

As for the perceptions of empowerment the questionnaire and the three instruments 

answered this question by stating how they perceived empowerment at the school 

and who was responsible for decision making in non academically related areas. 

All participants were also given the opportunity to answer that if they were 

empowered further would this positively impact their commitment. The answers 

were overwhelmingly answered as “yes” in support of this statement as already 

indicated in the quantitative findings. These findings demonstrate the majority if 

not all of the teachers who participated in this investigation strongly believe that 

there is a strong correlation between empowerment and commitment. 
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5.3 Analysis of the Main Findings and Comparison with Literature 
 

Review 
 

According to the results, the school applies a human relations approach to 

management, which Mary Parker Follet expressed through her concept of integration 

of the human element into the organization as a whole and through Norton (2005) 

who stated that Mary Parker Follett put forward the idea of “power with the people as 

opposed to power over people” (p. 18). This area appears to be satisfied at the school 

in that most the teachers mention colleague and managerial support as one of the 

factors of self- motivation. According to Lieberman, where teachers collaborate in a 

collective manner and are able to learn from one another and together, the possibility 

of ensuring effective and productive teaching is increased (Lieberman et al. 2000). 

Additionally, at the heart of distributed leadership is this type of collaboration and 

collegiality which have resulted in positive effects upon teachers’ self- efficacy and 

morale (MacBeath 1998). Furthermore, this type of empowerment whereby teachers 

are taking on leadership roles leads to the enhancement of teachers’ self-esteem and 

work satisfaction and this in turn leads to an improved performance on the part of 

teachers which positively correlates to higher motivation on their part as well as the 

possibility of greater retention in the teaching profession (Ovando 1996; 

Katzenmeyer & Moller 2001). In Lieberman’s et al. (2000) investigation of 17 

teachers, they all expressed that this experience had resulted in an improvement in 

their confidence and in their own abilities which in turn taught 

them to encourage, lead and motivate their colleagues to do the same. The findings 

show that the school has managed to establish a collaborative and collegial 

environment that was cited in the quantitative and qualitative results. However, in 

order to develop and maximize the commitment of teachers at the school, as stated in 

the literature, the concept of commitment as explained by Scholl can be utilized. 

According to Scholl, (1981) two schools of thought have emerged on the concept of 

‘commitment’. The rational organizational approach is one of them. This approach 

illustrates commitment as an attitude that the employee has and this can be explained 

as a set of intentions which border on the employee’s behavior towards the 

organization that they work for. In other words, wanting to remain with the 



72 
 

organization, exerting a great deal of effort and being able to exhibit a sense of 

ownership by identifying and embracing the goals of the institution is needed. As 

such, the outcomes of this type of commitment resulted in a reduction of absenteeism 

and staff turnover and instead increased performance.  It is evident that the school has 

been subjected to high staff turnover for the past three years. As such, teachers 

supported the contention that further empowerment would lead to an increase in their 

commitment to the school. This investigation clearly depicts that if teachers are 

involved further in the decision making process, their commitment would impact the 

school positively. Therefore, the school management will need to change the 

perceptions of the teachers on the empowerment and redefine the areas for further 

empowerment since teachers overwhelmingly expressed the areas of empowerment to 

be directly academically related (Steers, 1977). Rosenholtz and Simpson (1990) 

discuss how teachers “lack of commitment” to the workplace can be measured 

through absenteeism and hostility toward or dissatisfaction with the workplace. The 

authors also add that ‘organizational conditions in school’ also influence teacher 

commitment. This concept can also be applied to references made by the staff 

regarding their working conditions and the suggestion made for their improvement. 

Once again, these organizational conditions may adversely affect teacher 

commitment. The school management must take these views of the teachers and the 

contention as stipulated by the authors as strategies that can be used to minimize staff 

turnover and teacher absenteeism. 

 

A number of case studies have shown that there is a positive correlation between 

empowerment and commitment. Adedoyin (2012) explored the perceptions of the 

pre- service teachers regarding the importance of teacher empowerment within the 

school system and how this relates to teaching effectiveness. The conclusions 

generated from this study clearly depict that the pre-service teachers also perceived 

that professional growth was one way of empowering teachers within the school 

system in Botswana. The findings of this study were also in line with the study of Wu 

and Short (1996), who studied the relationship between teacher empowerment and 

teacher job commitment and job satisfaction, and found that professional growth, self-
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efficacy and status were significant predictors of job commitment and effectiveness. 

 

Furthermore, Toremen, Karakus & Savas (2010) in their study aimed to determine the 

effect of staff empowerment on teachers’ three dimensioned organizational 

commitment. Furthermore, in my study, it was also noted that when senior managers 

provided their staff with professional development possibilities this also enhanced 

their commitment to the workplace. 

 

Sharif, Kanik, Tamby and Suleiman (2011) explored the level of teachers’ 

empowerment, the level of teachers’ organizational commitment and the relationship 

between teachers’ empowerment and the organizational commitment of teachers in 

rural secondary schools in Malaysia.  The findings obtained based on this study 

indicates that in general, secondary school teachers in rural secondary schools show 

high levels of empowerment and organizational commitment which is central to the 

hypothesis in this investigation. 

 
Furthermore, Wu & Short (1996) examine whether or not teachers' perceptions of 

their level of empowerment in the school organization related to how committed they 

were to their jobs and the extent to which they were committed to their work. This 

investigation is central to research question number 2 as it also explores how teachers 

perceive their level of empowerment at the school and how their perceptions 

contribute to their commitment to the workplace. In other words, teachers who 

perceived that their level of empowerment is minimal clearly expressed that if 

empowered further, this would result in increased commitment to their jobs. 

 
The findings of the above article indicates that teachers' perceptions of their level 

of empowerment is significantly related to their perceptions of job satisfaction and 

organizational commitment. The researcher (Rosenholtz, 1989) suggests that the 

personal investment of employees at all levels of the school is necessary for any 

effective organization. Recent research on school effectiveness emphasizes the 

importance of personal investment and commitment of teachers (Rosenholtz, 

1989). Rosenholtz (1989) indicates that if teachers are not satisfied with their work 

lives and lack commitment to their organizations, not only will teachers suffer but 
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also their students will suffer as well. 

 
As for the leadership of the school, the concept of distributed leadership mentioned in 

the literature review is necessary in establishing a collegial working environment. The 

perception of the teachers regarding decision making was seen to be that only certain 

members of the administration have been empowered in non academic areas. During 

this period, distributed leadership as proposed by Alma Harris (2008) was defined: ‘as 

being a web of leadership activities and interactions stretched across people and 

situations’. This concept of distributed leadership took place in the late 1990s and 

early 2000s. This type of leadership specifically illustrates the direct link between 

using this type of leadership in schools which yielded improvement in the level and 

quality of teaching and learning within certain subjects. (Harris 2008). 

 

The distributed leadership model is a type of leadership which is not restricted by 

organizational or structural constraints but rather a model that is concerned with the 

leadership practices and interactions that involves the inclusion of a broader base type 

of leadership in which the involvement of teachers and other constituents within the 

school, students, parents and the wider community are given the opportunity to 

participate in the decision making process: (Harris & Lambert, 2003). 

 

Collarbone (2005) emphasizes that distributed leadership is a necessity given the new 

challenges for schools: she notes:… leadership in many of our schools remains vested 

in the hands of one person, and in most of our schools with just a small number of 

individuals, and this continues to be based around existing hierarchies. The new 

demands upon schools will require a greater degree of team working and more 

widely distributed leadership authority. (Collarbone, 2005, p.827). 

 

In order to ensure that school improvement can be achieved, school leaders need to 

establish collaboration amongst staff members and networking that will result in 

staff and administrators participating in decision making and achieving this 

through teamwork. 

According to the literature review of chapter 2 the distributed leadership model is a 

type of leadership which is not restricted by organizational or structural constraints 
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but rather a model that is concerned with the leadership practices and interactions that 

involves the inclusion of a broader base type of leadership in which the involvement 

of teachers and other constituents within the school, students, parents and the wider 

community are given the opportunity to participate in the decision making process: 

(Harris & Lambert, 2003).Wageman et al. (2008) stated that in the longer term, the 

key to success lies in the ability to create and manage effective teams, to stimulate an 

environment in which innovation and knowledge sharing are not just given lip service 

and to communicate complex concepts of strategy comprehensibly to a wider 

stakeholder group. Collarbone (2005) emphasizes that distributed leadership is a 

necessity given the new challenges for schools: she notes:… leadership in many of 

our schools remains vested in the hands of one person, and in most of our schools 

with just a small number of individuals, and this continues to be based around 

existing hierarchies. The new demands upon schools will require a greater degree of 

team working and more widely distributed leadership authority. (Collarbone, 

2005:827). 

The following study by Saad aims to identify the relationship between teachers’ 

participation with teachers’ commitment in decision making. Findings showed that 

teachers’ participation in decision making with regards to lesson planning resulted in 

a significant relationship with their loyalty and willingness to remain in school. 

Teachers’ participation in curriculum management decision making had a significant 

relationship with turnover. This positive attitude on behalf of the teachers’ may 

eventually increase their commitment to the school. The study questions of this 

investigation included the participation level of teachers in decision making and if 

there is a positive correlation of their participation in decision making on 

commitment. The findings of my investigation overwhelmingly show that if teachers 

are further empowered, this will increase their commitment to the workplace. These 

findings were concluded from the questionnaire which specifically asked teachers 

whether empowerment would increase their commitment. The answers provided by 

the teachers to this question were yes. 

 

In support of the above contention, the following article by Hester Hulpia Geert 
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Devos Hilde Van Keer (2010) investigated the effects of a collaborative leadership 

team, demonstrated leadership, and on participative decision making on teachers 

organizational commitment. The study findings suggest that teachers’ organizational 

commitment was mainly related to teachers’ perceptions concerning the cooperation 

of the leadership team and the support received from the leadership team. Teachers 

felt committed to the school if it was led by a leadership team working in a 

cooperative way and where all leaders support teachers sufficiently. 

As a result, the importance of distributed leadership is summarized in the following. 

White (1992) states that empowerment led to several positive changes with regards to 

the teachers influence on the organization; improved morale and increased 

communication amongst teachers. In addition, teachers were able to obtain access to 

additional information and improved student motivation resulted. White (1992) also 

expressed that a marked difference in budget allocation resulted with regards to the 

material and equipment that the teachers needed. When teachers were endowed with 

the task of developing a budget, teachers treated the issue of financials with caution 

and care. Teachers were also given the opportunity to provide their input with regards 

to curriculum design, selecting courses and developing the class schedules in addition 

to choosing their professional development workshops based on what they viewed 

was beneficial to their needs. Furthermore, teachers were given the opportunity to be 

on recruitment committees and thus having a direct say in the hiring of 

teachers.(White, 1992, p. 74). According to the findings of my study, teachers cited 

that they wanted to be involved in budgeting and finance, in devising the schedules 

and in stating what their professional development needs are. 

 

5.4  Conclusion 
 

 

In conclusion, the findings of this study support the hypothesis that if teachers are 

further empowered, this will increase their commitment. The case studies presented in 

this chapter support the above findings on the correlation between empowerment and 

commitment. Furthermore, the articles that refer to the areas and perceptions of 

empowerment are similar to my findings as they mention how teachers perceive the 

leadership of the school and the areas for further empowerment. The findings of this 
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study are similar to the articles and literature cited in that collegial and collaborative 

work place is essential in establishing an environment that encourages teamwork and 

professionalism. This investigation simply provided teachers with a forum to voice 

their concerns regarding empowerment. 
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Chapter 6 

 

 

 
 

Conclusions and Recommendations 
 

 
 
 

The purpose of this study was to address the following research questions. 
 

1.   What are the areas of empowerment for teachers within the school? 
 

2.   What are teachers’ perceptions of this empowerment in the school? 
 

3.   If empowered further, would this positively impact their commitment 

at school? 

The above questions were addressed, researched, discussed, and several conclusions 

were made as a result. It is evident that teachers noted the areas of empowerment to 

be directly related to the teaching and learning process and curriculum matters. The 

participants overwhelmingly described the school’s working environment as 

professional, collegial and collaborative. By cross-referencing the information that 

was provided by the principal, the middle management, the teachers and the focus 

group it was found that open communication was evident between the senior and 

middle management and teachers. 

However, the majority felt that middle managers and senior management were 

predominantly the main decision makers when it came to matters such as 

budget, recruitment, policies and procedures just to name a few. 

Therefore, one can conclude that the teachers at the school do not have decision-

making ability in areas outside of the classroom and student-related matters. Teachers 

are empowered in terms of their professional capacity; they participate in the 

development of the curriculum, lesson planning and methodology. Furthermore, 

respondents overwhelmingly stated that if they were further empowered, this would 

impact their commitment at school. 
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6.1  Managerial Implications and Recommendations 
 

Based on results from research question 3: If empowered further, would this 

positively impact their commitment at school, the school management needs to 

develop a plan in order to further empower teachers and staff within the decision 

making process. Although the research that was conducted demonstrated that most 

respondents felt that their working environment was collegial and professional, it is 

without any doubt that the majority expressed their need for further empowerment at 

the school. 

Although a high level of empowerment is related to the curriculum and the teaching 

and learning, other areas as cited by the participants clearly show that there is a limit 

to the areas for participative decision making. It is imperative that the school 

management drafts a set of policies and procedures for instructional and non 

instructional staff. That is, a plan which directly involves teachers in the decision 

making arena. This will mean that teachers are not limited to the teaching and 

learning, curricular affairs and teaching methodologies. They must be included in 

areas that have been prior to the decentralization process, solely for administrators to 

decide on but instead should be given the opportunities to be on the following 

committees: 

 Recruitment panels 
 

 Orientation and Induction for new teachers 
 

 Mentoring Committees 
 

 Curriculum related committees 
 

 Student and community relations committees 
 

 Budgeting committees 
 

 Evaluation and appraisal committees 
 

 Professional development committees 
 

 Disciplinary committees 
 

 Events and activities committees 
 

 Accreditation committees 
 

 Committees that periodically review the standard operating procedures at the school 
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The accreditation process that the school is going through provides staff and teachers 

with the opportunities to participate in the self-study conducted by the school. 

However, this is done at periodic intervals especially when visits from the accrediting 

agencies are about to take place. Teachers need to feel that they are not only involved 

in the teaching and learning process but instead are given the opportunity to partner 

the senior and middle management throughout the year in areas normally reserved for 

administrators. 

For example, when teacher allocation and class scheduling takes place in preparation 

for the academic year, variables should be discussed with and amongst teachers in 

order to get their insight into whether allocation of subject periods maximizes the 

teaching and learning. Furthermore, the views of teachers can be included in 

determining whether the manner in which subjects are assigned is conducive to the 

academic environment of the school. The reason being that teachers who are in class 

day in and day out and as such are the only ones that really know what works and 

what does not for their students. Another example is the budgeting process for 

departments within the school. Normally, a specific budget is assigned for each 

section and decided upon by the senior and middle management personnel. It is 

evident and as cited in the literature, that when teachers were given the chance to 

provide their input into the budgeting process for their departments, the decisions that 

were made by the teachers demonstrated a sense of responsibility and care in how the 

budget was allocated. 

The other area that would also need to be looked at is having an organizational chart 

which provides instructional teachers with the opportunity to participate in the daily 

administrative affairs. This implies that teachers in collaboration with heads of 

sections, subject coordinators and senior management members would be able 

participate in the day to day procedures and policies as assistants to the assigned 

administrators. This would give teachers the experience of direct participation in 

administrative affairs. 

The school management will need to produce a managerial manual which 

specifically outlines job descriptions, the school’s organizational chart and the 

policies and procedures that dictate how management and teachers will serve the 
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school within a joint and collaborative manner.  The implications of having a 

documented manual which clearly defines participatory management would be the 

only way of maintaining quality control and maximizing on the development of a 

collaborative community within the school’s daily operation. This manual would 

outline: 

 The specific roles and responsibilities of each and every member of the staff 

and faculty. 

 Implementing the formative and summative evaluation of all members of 

the administration and teaching staff. 

 Devising action plans for the implementation of the schools vision and mission 

 Reviewing the teaching and learning policies. 
 

 Reviewing the teaching and learning policies. 
 

 The standard operating procedures at the school 
 

 Staff rules and regulations 
 

 The role of the governing board at the school 
 

 Reviewing student support services and community relations. 
 

 
 

The school’s staff manual should provide an outline for staff on the criteria for 

selection and promotion possibilities. This would entail a detailed description on the 

required skills and abilities for certain positions of responsibility. This would give 

staff the perception that there is room for growth and serve as an incentive for certain 

members of the staff who might want to further their studies with the hope for 

growth within the school. 

 
 

Moreover, the manual must also include evaluation tools which evaluate the 

teachers’ performance on the job, both inside and outside the classroom and the 

specific skills needed for teachers to be able to participate in areas which pertain to 

administrative affairs. Examples would include budgeting, prioritizing, assisting in 

recruitment and mentoring of new members, etc. The staff manual should also 

include a criterion- referenced salary scale including criteria for performance-

based pay, overtime pay, benefits and others. 
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Obviously, the section on promotion possibilities stipulates a development of the 

school’s organizational chart to include more positions of responsibility whereby 

temporary positions of responsibility, as well as in training positions of responsibility 

are made available. Examples of these positions would be mentors of new teachers, 

year leaders, class advisors, committee chairs. In the case of committees, the 

accreditation manual used by these schools stipulates at least seven committees 

covering areas of curriculum, safety and security at school, budgeting and finance, 

staffing and recruitment, physical plant and resources. While the schools appointed 

chairs and members to these committees, therefore involving most school staff during 

the accreditation process, it would be highly recommended that these committees are 

maintained as a permanent feature of school work. This would not only enhance 

teamwork within the school, but would also give a chance to everybody within the 

school community to practice skills other than teaching thereby preparing them for 

positions of responsibility, and giving management the chance to observe and 

measure performance outside the classroom. 

The other positions referred to such as year leaders and class advisors, as well as 

mentors, give members of the staff the possibility of taking charge of a relatively 

small department, again allowing them to practice new skills that enhance self-

esteem, growth and self-actualization. An example of a year leader would be a key 

teacher in charge of all teachers working in the same class (grades 3a, b and C). A 

class advisor would be responsible for coordinating the work of all subject teachers 

of a given class. In this manner, many more positions of responsibility are created, 

inviting more participatory management, and giving the chance for personal growth 

and empowerment; this scenario would certainly enhance motivation of individual 

teachers through by providing them with more challenge, and more of a change to 

utilize and explore different sets of skills than they would normally use in the 

classroom (leadership skills, social skills, persuasion skills, financial skills, etc.). 

 

6.2  Suggestions for further research 
 

Similar studies that combine quantitative and qualitative research should be 

conducted at other private schools, colleges and universities in Lebanon. These 
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investigations will provide insight and valuable information for schools in their 

endeavors for ongoing school improvement in addition to discovering the needs of the 

staff as they relate to working conditions, salaries and benefits, and opportunities for 

growth within the hierarchy of the school. The implications of these investigations 

may also provide tertiary institutions with knowledge of the performance of graduates 

who have completed courses related to education and educational management and 

leadership and whether these areas of study have adequately prepared the students for 

a career in education. The overall school improvement plan is an ongoing task that 

can only be enhanced as schools conduct needs assessments and action research 

projects that are based on networking and collaboration which in turn may result in an 

enhanced working environment for staff and a more conducive education for students. 

 

6.3  Limitations 
 

Although the size of the sample of participants (44) was small, this investigation is 

significant in setting the standards for how other private schools in Lebanon can use 

these findings and carry out needs assessments within their schools to further 

empower and promote shared decision making in order to establish an environment 

that is built on collaboration and collegiality between the administration and the 

teachers. 

The validity and the reliability of the findings would have been greater had the 

sample been larger. As such, the conclusions would have been more general. It is 

important to mention that the results of this study will serve as a pilot study for other 

schools to adopt noting that empowerment and commitment are positively correlated. 

This study has also focused on the concept of school-based management and how 

decentralization and shared collaborative decision making in schools between 

administrators and teachers can transform the working environment of teachers into 

hubs in which groups of individuals are productively communicating and working on 

maximizing the educational experiences of learners. Furthermore, empowering 

teachers may not only improve their commitment at work but may also instill a sense 

of ownership for the school, increase teacher productivity, instill a sense of intrinsic 

motivation on the job, keep excellent teachers in the classroom and at the school, aim 
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to ensure the best environment that is conducive to the learner’s health and wellbeing, 

minimize dissatisfaction amongst staff as they are given the forum to voice their 

opinions and views, minimize staff turnover as teachers are able to see the 

opportunities for promotional growth with incentives and last but not least create 

schools that are caring and which aim to develop the personal, social and academic 

dimensions of their learners. One other limitation is that the questionnaire that was 

administered to the teachers was created by the researcher based on the literature 

review and her own experience. As such a standardized questionnaire was not used in 

this investigation. 

Last but not least, most similar studies on empowerment and commitment studies 

in schools are conducted in the Western World and in other countries on public 

schools rather than private, leading to difficulty in drawing exact parallels. 
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Appendix 1A 

 

Questionnaire 
 
 

Table 1: Areas of empowerment 
 

Table 1.A  I am given the responsibility to monitor and revise the 

curriculum of the subjects that I teach N % 

Strongly agree 21 52.5 

Agree 17 42.5 

Not sure 1 2.5 

Disagree 1 2.5 

Strongly disagree 0 0 

Table 1.B   I write my own lesson plans N % 

Strongly agree 33 82.5 

Agree 5 12.5 

Not sure 1 2.5 

Disagree 0 0 

Strongly disagree 1 2.5 

Table 1.C I choose the assessment tools, instructional practices and 

methodologies for my classes N % 

Strongly agree 24 60 

Agree 15 37.5 

Not sure 0 0 

Disagree 1 2.5 

Strongly disagree 0 0 

Table 1.D I make decisions about resources and materials N % 

Strongly agree 10 25 

Agree 24 60 

Not sure 5 12.5 

Disagree 1 2.5 

Strongly disagree 0 0 
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Figure 1: Make Decisions About Resources and Materials 
 

Table 1.E I make decisions about educational issues N % 

Strongly agree 8 20 

Agree 18 45 

Not sure 10 25 

Disagree 3 7.5 

Strongly disagree 1 2.5 

 

 
 

Figure 2: Make Decisions About Educational Issues 
 

Table 1.F I participate in finalizing the curriculum content and learning 
outcomes N % 

Strongly agree 16 40 

Agree 19 47.5 

Not sure 2 5 

Disagree 2 5 

Strongly disagree 1 2.5 
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Table 1.G I participate in finalizing decisions about the vision and 
mission of the school N % 

Strongly agree 7 17.5 

Agree 15 37.5 

Not sure 13 32.5 

Disagree 2 5 

Strongly disagree 3 7.5 

 

 

 
 

Figure 3: Participate in Finalizing Decisions About the Vision&Mission 

 
Table 1.H I participate in the strategic planning of the school N % 

Strongly agree 8 20 

Agree 14 35 

Not sure 8 20 

Disagree 8 20 

Strongly disagree 2 5 
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Figure 4:Participate in the Strategic Planning of the School 
 

Table 1.I I participate in finalizing the annual school budget N % 

Strongly agree 1 2.5 

Agree 5 12.5 

Not sure 7 17.5 

Disagree 15 37.5 

Strongly disagree 12 30 

 

 
 

Figure 5: Participate in Finalizing the Annual School Budget 
 

Table 1.J  I make decisions about professional development in and out of 
school N % 

Strongly agree 3 7.5 

Agree 10 25 

Not sure 8 20 
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Disagree 14 35 

Strongly disagree 5 12.5 
 

 
 

 
 

Figure 6: Make Decisions about Professional Development 
 

Table 1.K I make decisions about community involvement, 
competitions, events N % 

Strongly agree 1 2.5 

Agree 12 30 

Not sure 5 12.5 

Disagree 11 27.5 

Strongly disagree 11 27.5 

Table 1.L I make decisions about rules, regulations, policies and 
consequences in disciplinary procedures and issues N % 

Strongly agree 1 2.5 

Agree 17 42.5 

Not sure 13 32.5 

Disagree 7 17.5 

Strongly disagree 2 5 
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Figure 7: Make Decisions about Rules, Regulations and Policies 
 

Table 1.M I make decisions regarding the school’s handbooks N % 

Strongly agree 6 15 

Agree 7 17.5 

Not sure 8 20 

Disagree 16 40 

Strongly disagree 3 7.5 

 

 
 

Figure 8: Make Decisions Regarding the School’s Handbooks 
 

Table 1.N I  make decisions about orientation and induction of new 
faculty N % 

Strongly agree 0 0 

Agree 4 10 

Not sure 9 22.5 

Disagree 14 35 

Strongly disagree 13 32.5 
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Figure 9: Make Decisions about Orientation and Induction of New Faculty 
 
 
 

Table 1.O I make decisions about the recruitment of faculty within 

my department N % 

Strongly agree 2 5.1 

Agree 4 10.3 

Not sure 5 12.8 

Disagree 16 41 

Strongly disagree 12 30.8 

 
 

 

Figure 10: Make Decisions about the Recruitment of Faculty 
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Table 2: Perceptions of empowerment 
 

Table 2.A  The school provides teachers with opportunities to take 

on leadership roles N % 

Strongly agree 11 27.5 

Agree 18 45 

Not sure 7 17.5 

Disagree 2 5 

Strongly disagree 2 5 

 

 
 

Figure 11: School Provides Teachers 

 
Table 2.B  Teachers have an appropriate level of influence on 

decision making at the school N % 

Strongly agree 6 15 

Agree 12 30 

Not sure 7 17.5 

Disagree 13 32.5 

Strongly disagree 2 5 
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Figure 12: Teachers have an appropriate level of influence 
 

Table 2.C  The faculty and administrative leadership have a shared 

Vision N % 

Strongly agree 7 17.5 

Agree 22 55 

Not sure 7 17.5 

Disagree 3 7.5 

Strongly disagree 1 2.5 

Table 2.D  There is an atmosphere of trust and mutual respect in 

the school N % 

Strongly agree 16 40 

Agree 17 42.5 

Not sure 4 10 

Disagree 2 5 

Strongly disagree 1 2.5 

Table 2.E  Teachers feel comfortable raising issues and concerns 

that are important to them N % 

Strongly agree 10 25 

Agree 17 42.5 

Not sure 9 22.5 

Disagree 2 5 

Strongly disagree 2 5 

Table 2.F  Teachers are involved in providing possible solutions to 
stated concerns through collaboration with other 

teachers N % 

Strongly agree 8 20 

Agree 23 57.5 

Not sure 4 10 

Disagree 3 7.5 
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Strongly disagree 2 5 

Table 2.G The school leadership consistently supports and 

encourages teachers N % 

Strongly agree 8 20 

Agree 24 60 

Not sure 5 12.5 

Disagree 2 5 

Strongly disagree 1 2.5 

Table 2.H The school leadership encourages collaborative decision- 

Making N % 

Strongly agree 8 20 

Agree 21 52.5 

Not sure 7 17.5 

Disagree 4 10 

Strongly disagree 0 0 

Table 2.I Faculty members are recognized for accomplishments N % 

Strongly agree 3 7.5 

Agree 21 52.5 

Not sure 8 20 

Disagree 5 12.5 

Strongly disagree 3 7.5 

Table 2.J The school leadership effectively communicates policies   N  % 

Strongly agree 2 5 

Agree 20 50 

Not sure 10 25 

Disagree 6 15 

Strongly disagree 2 5 

 

 

 
 

Figure 13: School Leadership Effectively Communicates Policies 
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Table 2.K Teachers work in collaborative teams to develop the 

curriculum N % 

Strongly agree 12 30 

Agree 23 57.5 

Not sure 1 2.5 

Disagree 4 10 

Strongly disagree 0 0 

Table 2.L Teachers are encouraged to try new things to improve 

Instruction N % 

Strongly agree 16 40 

Agree 21 52.5 

Not sure 3 7.5 

Disagree 0 0 

Strongly disagree 0 0 

Table 2.M Teachers are encouraged to devise different types of 

Assessments N % 

Strongly agree 11 27.5 

Agree 25 62.5 

Not sure 2 5 

Disagree 1 2.5 

Strongly disagree 1 2.5 

Table 2.N Teachers are encouraged to utilize different 

Methodologies N % 

Strongly agree 19 47.5 

Agree 20 50 

Not sure 0 0 

Disagree 1 2.5 

Strongly disagree 0 0 

Table 2.OTeachers have the freedom to make decisions about 

curriculum and resources N % 

Strongly agree 9 22.5 

Agree 21 52.5 

Not sure 6 15 

Disagree 3 7.5 

Strongly disagree 1 2.5 

Table 2.P Teachers are involved in devising the school’s 

handbooks, rules and regulations N % 

Strongly agree 3 7.5 

Agree 15 37.5 

Not sure 11 27.5 

Disagree 11 27.5 

Strongly disagree 0 0 
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Table 2.Q Teachers are involved in the financial aspects of the 

school (i.e.budget) N % 

Strongly agree 0 0 

Agree 2 5 

Not sure 7 17.5 

Disagree 21 52.5 

Strongly disagree 10 25 
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Table 4: Results of factor analysis 

Instrument 1 

Participating in decision making (what they teach and rules and policies that govern students) ±S.D   

Admin decision making/management ± S.D 

Establishing mission/community relations ± S.D 

Educational issues/curriculum ± S.D 

Instrument 2 

Describing the school's leadership in relation to decision making ± S.D 

Team work and collaboration ± S.D 

Encouraging to make decisions ± S.D 

Empowering teachers to make decisions ± S.D 

Instrument 3 

Decision making in management ± S.D 

Academic and non-academic ± S.D 

Involvement in middle management administrative issues ± S.D 

1.86±0.67 

3.21 ± 0.75 

2.83 ± 0.97 

1.88 ± 0.62 

1.44 ± 0.36 

1.46 ± 0.31 

1.54 ± 0.36 

 

2.55 ± 0.74 

2.10 ± 0.83 

1.72 ± 0.54 

2.45 ± 0.82 

Table 3: Areas that need further empowering (%yes)    N % 

  Vision and Mission  12 34.29 

Strategic Plan for the next 3 years  21 56.76 

Accreditation review  21 56.76 

Curriculum revision and review  25 67.57 

Establishing Learning Outcomes  24 63.16 

Policies, systems and standard operating procedures for teachers, students and parents  26 70.27 

Parents’ Committee  13 35.14 

Content of the teachers’, parents and students’ handbook and other school brochures 11 29.73 

Physical plant  25 67.57 

Resources  30 81.08 

Budget and financial allocations  17 45.95 

Student support Services  23 62.16 

Student and Community events and competitions  25 67.57 

Marketing and enrolment  14 37.84 
Administrative tasks and duties (scheduling of classes, teachers’ schedules, duty roster) 21 56.76 
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Table A: factor loadings for each item 

Items Factor1 Factor2 Factor3 Factor4 

a1 0.826 -0.243 0.0587 0.2615 

a2 0.722 -0.1891 -0.0743 0.2309 

a3 0.337 0.4438 -0.1374 0.421 

a4 0.3953 0.2377 0.1317 0.5142 

a5 0.2998 0.1216 0.2179 0.6741 

a6 0.8148 0.0745 0.3346 -0.0214 

a7 0.3434 0.3256 0.6341 -0.0233 

a8 0.2326 -0.0392 0.7441 0.0628 

a9 -0.1634 0.6818 0.2524 0.1934 

a10 0.0831 0.685 0.2849 0.1606 

a11 -0.1136 0.4477 0.6518 0.2663 

a12 0.5157 0.0461 0.4099 0.1504 

a13 0.4422 0.5598 -0.1055 -0.0971 

a14 -0.1814 0.7593 0.1457 0.1214 

a15 -0.2369 0.6846 0.0118 -0.08 
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Table B: factor loadings for each item 

 

Factor1 Factor2 Factor3 Factor4 
 

 
 

b1 0.7435 0.2468 0.0444 0.1235 

b2 0.8347 0.0433 0.1868 0.2237 

b3 0.5304 0.5313 0.3107 0.0928 

b4 0.4333 0.5586 0.2096 0.2465 

b5 0.7891 0.3882 -0.0225 -0.1691 

b6 0.4236 0.7075 0.0101 0.1608 

b7 0.7957 0.3135 0.1538 0.0905 

b8 0.4697 0.188 -0.155 0.41 

b9 0.8217 0.1259 -0.0825 -0.0053 

b10 0.6875 0.0663 0.1128 0.1892 

b11 0.2437 0.0566 0.0622 0.0417 

b12 0.2834 0.062 0.6014 0.1853 

b13 -0.0566 0.0495 0.707 0.0514 

b14 0.0883 0.3483 0.4934 0.2406 

b15 0.3679 0.3128 0.3842 0.5077 

b16 -0.0326 0.146 0.1824 0.68 

b17 0.4393 -0.2395 -0.0066 0.1791 
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Table C: factor loadings for each item 

 Factor1 Factor2 Factor3 

c1 0.6987 0.0486 0.0421 

c2 0.7379 -0.0074 0.0479 

c3 0.6745 0.2118 0.0166 

c4 0.5263 0.0283 0.3474 

c5 0.7274 0.1421 0.4831 

c6 0.4932 0.1813 0.325 

c7 -0.0976 0.4824 0.4868 

c8 0.2328 0.5384 0.4297 

c9 -0.1077 0.6095 0.1853 

c10 0.3982 0.4165 -0.2034 

c11 -0.0012 0.3556 0.2673 

c12 0.2477 0.6327 -0.1548 

c13 0.0921 0.8135 0.1213 

c14 0.2926 0.5144 0.3724 

c15 0.1846 0.0675 0.8527 
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Table D: factor loadings for each item 

 Factor1 Factor2 Factor3 

c1 0.6987 0.0486 0.0421 

c2 0.7379 -0.0074 0.0479 

c3 0.6745 0.2118 0.0166 

c4 0.5263 0.0283 0.3474 

c5 0.7274 0.1421 0.4831 

c6 0.4932 0.1813 0.325 

c7 -0.0976 0.4824 0.4868 

c8 0.2328 0.5384 0.4297 

c9 -0.1077 0.6095 0.1853 

c10 0.3982 0.4165 -0.2034 

c11 -0.0012 0.3556 0.2673 

c12 0.2477 0.6327 -0.1548 

c13 0.0921 0.8135 0.1213 

c14 0.2926 0.5144 0.3724 

c15 0.1846 0.0675 0.8527 
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Appendix 1B 

 Interview for Principal 

 

 

1. How much time is spent on: 
 

• INSTRUCTIONAL PLANNING WITH TEACHERS? 
 

• OBSERVING AND EVALUATING TEACHERS? 
 

• TEACHERS’ PROFESSIONAL DEVELOPMENT? 
 

• MEETING AND ADDRESSING TEACHERS’ CONCERNS? 
 

2. How do you facilitate a collaborative working environment for teachers? 
 

3. How do you nurture teachers’ leadership skills? 
 

4. Define Empowerment. 
 

5. How are the instructional faculty empowered in school? 
 

6. What are the main areas of empowerment for teachers? 
 

7. How do you empower your teachers? 
 

8. What do you think the perception of the faculty regarding empowerment is? 
 

9. Are there any areas that teachers can play a more active role in decision 

making at school? 
 

10. How much autonomy do teachers have with regards to the curriculum 

planning, methodologies, assessment procedures and the school budget? 
 

11. Do you have a plan on how to encourage your good teachers to remain 

in teaching? 
 

12. How do you limit staff turnover? 
 

13. Are teachers encouraged to participate in school leadership roles? How? 
 

14. Is the faculty involved in making group decisions to solve problems? 
 

15. Is there a shared vision amongst the faculty and teachers? 
 

16. How would you describe the general atmosphere at the school in terms of collegiality? 
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17. How do you provide support for your teachers? 

 
18. How do you assess teachers’ performance? 

 
19. How do you recognize your teachers’ accomplishments? 

 
20. How do you address teacher grievances? 

 
21. Which areas would you like teachers to be more active in? 

 

22. Do you believe that teacher empowerment increases their commitment? 
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Appendix 1C 

Interview for Focus Group 

 

1. Describe the opportunities for decision making available to you at the school. 
 

 
 
 
 
 
 

2. Describe your relationships with the teachers within your department. 
 

 
 
 
 
 
 

3. Are you involved in the teacher recruitment process? 
 

 
 
 
 
 
 

4. Are you a part of the induction and orientation of new teachers? 
 

 
 
 
 
 
 

5. Are you involved in mentoring new teachers? 
 

 
 
 
 
 
 

6. Are you involved in the training of teachers? 
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7. Is there mutual respect and support within your department? 
 

 
 
 
 
 
 

8. Is there collaboration with other teachers in your department? 
 

 
 
 
 
 
 

9. Describe your relationship with the principal. 
 

 
 
 
 
 
 

10. Is there mutual respect and support? 
 

 
 
 
 
 
 

11. Describe the opportunities that you have for providing input into scheduling, 
 

 curriculum, teaching methodologies, assessment procedures and budgeting? 
 

 
 
 
 
 
 

12. Are there any areas where you feel that your input is not considered? 
 

 
 
 
 
 
 

13. Describe your relationship with your students. 
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14. Do you believe that you are empowering them? If yes, describe how. 
 

 
 
 
 
 
 

15. Are you challenging them to think independently and critically? 
 

 
 
 
 
 
 

16. Is there mutual respect between you and your students? 
 

 
 
 
 
 
 

17. Describe the ways that you are an effective educator. 
 

 
 
 
 
 
 

18. Describe the ways that you are not an effective educator. 
 

 
 
 
 
 
 

19. Has the professional development that you have engaged in for the past 3 years 
 

 assisted you in better decision making? 
 

 
 
 
 
 
 

20. Describe your school’s working environment. 
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21. Is it a professional place to work in? 
 

 
 
 
 
 
 

22. What would you like to change? Why? 
 

 
 
 
 
 
 

23. What areas do you feel that teachers can be further involved in the decision 
 

making? 
 

 
 
 
 
 
 

24. Do you feel that the school’s administration has empowered you? 
 

 
 
 
 
 
 

25. What are the areas that you and teachers make decisions in together? 
 

 
 
 
 
 
 

26. What is your perception of empowerment at school? 
 

 
 
 
 
 
 

27. Are there any areas that you can be more involved in with regards to decision- 

making? 
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Appendix 1D  

Questionnaire/Interview for Staff 

Questionnaire – Instructional Faculty 
 

 
Please answer the following questions to the best of your ability. The questions are 

designed to identify the areas of empowerment and teachers’ views on 

empowerment in your school. The questionnaire also asks teachers to identify areas 

for further empowerment. Please use the following scale to rate your opinion. 
 
 
 

Strongly 
Agree SA Agree A Not Sure NS Disagree SD Strongly D Disagree 

 

 
 
 
 
 
 

A- Areas of Empowerment 
 

 Scale 
 

 
1 

I am given the responsibility to monitor and revise the curriculum of the subjects that I 

teach 

 

2 I write my own lesson plans  

3 I choose the assessment tools, instructional practices and methodologies for my classes  

4 I make decisions about resources and materials  

5 I make decisions about educational issues  

6 I participate in finalizing the curriculum content and learning outcomes  

7 I participate in finalizing decisions about the vision and mission of the school  

8 I participate in the strategic planning of the school  

9 I participate in finalizing the annual school budget  

10 I make decisions about professional development in and out of school  

11 I make decisions about community involvement, competitions, events  

 
12 

I make decisions about rules, regulations, policies and consequences in disciplinary 
procedures and issues 

 

13 I make decisions regarding the school’s handbooks  

14 I make decisions about orientation and induction of new faculty  

15 I make decisions about the recruitment of faculty within my department  

 
  

Strongly Agree 

Agree 
Not Sure 
Disagree  
Strongly 

Disagree    

SA 
A 
NS 
SD 
D 
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B- Perceptions of  Empowerment 
 

 Scale 
 

 
1 

The school provides teachers with opportunities to take on leadership 

roles 

 

 
2 

Teachers have an appropriate level of influence on decision making at 
the school 

  

3 The faculty and administrative leadership have a shared vision   

4 There is an atmosphere of trust and mutual respect in the school   

 
5 

Teachers feel comfortable raising issues and concerns that are important 
to them 

  

 
6 

Teachers are involved in providing possible solutions to stated concerns 
through collaboration with other teachers 

  

7 The school leadership consistently supports and encourages teachers   

8 The school leadership encourages collaborative decision-making   

9 Faculty members are recognized for accomplishments   

10 The school leadership effectively communicates policies   

11 Teachers work in collaborative teams to develop the curriculum   

12 Teachers are encouraged to try new things to improve instruction   

13 Teachers are encouraged to devise different types of assessments   

14 Teachers are encouraged to utilize different methodologies   

 
15 

Teachers have the freedom to make decisions about curriculum and 
resources 

  

 
16 

Teachers are involved in devising the school’s handbooks, rules and 
regulations 

  

17 Teachers are involved in the financial aspects of the school (i.e.budget)  

 
  

Please answer the following questions 

      

        1 In your opinion, please define “Empowerment”.    

 

         

 

 

  

        

2 

According to the above definition, are you empowered at your school? If yes, explain 

how and why. 
   explain how and why.           
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3 

 List the areas of decision making that you would you like to be further empowered in 

according to the following   
   sections:            
 

        

       

Y/N 

 

       Vision and Mission              

 

       Strategic Plan for the next 3 years              

 

       Accreditation review              

 

       Curriculum revision and review              

 

       Establishing  Learning Outcomes              

 

       Policies, systems and standard operating procedures for teachers, students and 

parents    

 

       Parents’ Committee              

 

       Content of the teachers’, parents and students’ handbook and other school 

brochures   

 

       Physical plant              

 

       Resources              

 

       Budget and financial allocations              

 

       Student support Services              

 

       Student and Community events and competitions            

 

       Marketing and enrolment              

 

       Administrative tasks and duties ( scheduling of classes, teachers’ schedules, duty 

rosters, etc)    

 

       Other…Please specify              

        4 Does empowerment increase your commitment? 
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1. Describe the opportunities for decision making available to you at the school. 
 

 
 
 
 
 
 

2. Describe your relationship with the teachers within your department. 
 

 
 
 
 
 
 

3. Are you involved in the teacher recruitment process? 
 
 
 
 
 
 
 
 
 

4. Are you a part of the induction and orientation of new teachers? 
 

 
 
 
 
 
 

5. Are you involved in mentoring new teachers? 
 

 
 
 
 
 
 

6. Are you involved in the training of teachers? 
 

 
 
 
 
 
 

7. Is there mutual respect and support within your department? 
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8. Is there collaboration with other teachers in your department? 
 

 
 
 
 
 
 

9. Describe your relationship with the principal. 
 

 
 
 
 
 
 

10. Is there mutual respect and support? 
 

 
 
 
 
 
 

11. Describe the opportunities that you have for providing input into scheduling, 
 

curriculum, teaching methodologies, assessment procedures and budgeting? 
 

 
 
 
 
 
 

12. Are there any areas where you feel that your input is not considered? 
 

 
 
 
 
 
 

13. Describe your relationship with your students. 
 

 
 
 
 
 
 

14. Do you believe that you are empowering them? If yes, describe how. 
  



119 
 

 
 

15. Are you challenging them to think independently and critically? 
 

 
 
 
 
 
 

16. Is there mutual respect between you and your students? 
 

 
 
 
 
 
 

17. Describe the ways that you are an effective educator. 
 

 
 
 
 
 
 

18. Describe the ways that you are not an effective educator. 
 
 
 
 
 
 

 
19. Has the professional development that you have engaged in for the past 3 years 

 

assisted you in better decision making? 
 

 
 
 
 
 
 

20. Describe your school’s working environment. 
 

 
 
 
 
 
 

21. Is it a professional place to work in? 
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22.   What would you like to change? Why? 
 

 
 
 
 
 

23. What areas do you feel that teachers can be further involved in the decision 
 

making? 
 

 
 
 
 
 
 

24. Do you feel that the school’s administration has empowered you? 
 

 
 
 
 
 
 

25. What are the areas that you and teachers make decisions in together? 
 

 
 
 
 
 
 

26. What is your perception of empowerment at school? 
 
 
 
 
 
 

 
27. Are there any areas that you can be more involved in with regards to decision- 

making? 




