10(37), 2026, 147-179

elSSN: 2476-6372

Received in revised form November 18, 2025

Published Online March 25, 2026

Received April 26, 2025

ISSN: 2476-5872

Article Type: Research Article

Accepted December 01, 2025

ATU
PRESS

Educational Leadership Research 8
https://jrlat.atu.ac.ir/ D4

Empowering Elementary School Teachers: Challenges
and Solutions (A Phenomenological Study)

Master of Educational Management, Allameh Tabatabaei University,
Fatemeh Zare'™ l1ehran, Iran. E-mail: f213632@gmail.com

Hossein Corresponding Author, Department of Educational Management and
- Educational Planning, Faculty of Psychology and Educational Sciences,
Abdollahi Allameh Tabatabaei University, Tehran, Iran. E-mail: abdollahi@atu.ac.ir
ABSTRACT

The present study aimed to identify the challenges of teacher empowerment
from the perspective of teachers and principals of elementary schools. The
research method used was qualitative and phenomenological. The study
population included teachers and principals of elementary schools in Tehran's
District 2 during the academic year 2021-2022. Purposive sampling was used,
and 34 people were selected, including 24 teachers and 10 principals, and
sampling continued until theoretical saturation was reached. Semi-structured
interviews were used as the research tool. The data were analyzed using
content analysis (open, axial, and selective coding). According to the results,
the challenges facing teacher empowerment are: managerial challenges,
financial obstacles, personal issues of teachers, and inappropriate course
content. From the perspective of school teachers, the most important challenge
related to managerial challenges is teachers' personal issues. From the
perspective of administrators, teachers' personal issues are among the most
important challenges to their empowerment. The overall results of the study
indicate that currently, from the perspective of teachers and administrators,
teacher empowerment in schools faces many challenges, although there are
schools that are seeking to empower their teachers in a new and efficient way.
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Extended Abstract

Introduction

Qualified and professional human resources are the primary capital of
any organization. Teachers are regarded as the main capital of the
public education system. Teacher empowerment is considered one of
the fundamental responsibilities of educational leaders. Moreover,
employee empowerment can be viewed as a motivational strategy that
enhances employees’ job satisfaction and their sense of belonging to
the organization (Kumar & Kumar, 2017). Empowerment enables
individuals to share their knowledge with others, strengthen their roles
in fostering job-related creativity, and seek innovative ways to correct
errors and redesign work processes (Ahmed et al., 2016).

Teachers constitute a fundamental pillar of human resources in the
education system. In many organizations, particularly schools, the
importance of focusing on human factors is doubled, as both the inputs
and outputs of these organizations are human beings. Therefore,
educational managers must recognize the importance of implementing
human resource empowerment programs and strive to enhance
teachers’ capacities through accurate needs assessments and the design
of effective programs. Among teachers, empowering primary school
teachers is of particular importance, as this stage represents the gateway
to formal education, during which the foundations of students’
knowledge, attitudes, and skills are formed. Given the rapid
transformation of students’ needs in today’s technology-driven world,
the necessity of empowering teachers to improve the effectiveness of
their performance has become increasingly evident.

Awareness of the challenges and barriers to teacher empowerment
constitutes the first and most essential step toward enhancing the
capacities of this influential group in the educational process. The
education system must properly diagnose issues related to teacher
empowerment, identify existing barriers and challenges, and propose
effective solutions accordingly. Various empowerment models have
been introduced as comprehensive frameworks to support the
improvement of educational systems (Chaudhuri, 2016). However, the
empowerment programs proposed in these models are often either
impractical or implemented incompletely and ineffectively. Many of
the problems associated with teacher empowerment stem from
inaccurate or incomplete needs assessments of teachers. The
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complexity of today’s world, characterized by rapid changes, dynamic
environments, a shortage of capable human resources, and numerous
structural barriers, has posed significant challenges to the effective
management of education systems (Dhaenens, 2018). It appears that
teacher empowerment programs are not sufficiently aligned with
teachers’ actual needs in teaching, classroom management, and
interaction with students. Therefore, it is essential to accurately identify
the barriers to teacher empowerment and eliminate them through
effective strategies. In this study, the researchers aim to first explore the
challenges of teacher empowerment and then propose appropriate
solutions.

Research Questions

The present study pursues two main objectives: identifying the
challenges of teacher empowerment and proposing solutions to
overcome these challenges from the perspectives of primary school
teachers and principals. Accordingly, the following research questions
are addressed:

1. What are the challenges of teacher empowerment from the
perspectives of teachers and principals?

2. What strategies can be employed to overcome the challenges of
teacher empowerment from the perspectives of teachers and principals
in primary education?

Literature Review

Linguistically, empowerment has been interpreted through concepts
such as “becoming powerful,” “granting power,” and “enhancing
capability.” Although there is no consensus among scholars regarding
a single definition of empowerment, common elements can be
identified across most definitions. In general, empowerment refers to
the process of increasing authority, actualizing individual capacities, or
developing and enhancing knowledge, attitudes, skills, and specialized
experience, and applying them to improve human resource productivity
within organizations or enhance performance and quality of life
(Abdollahi, 2025: 460).

Teacher empowerment involves granting power to teachers,
meaning helping them strengthen their self-confidence and overcome
feelings of helplessness, as well as providing a suitable context for
independent decision-making (Jafari & Taleghpasand, 2017). Teacher

Homepage: https://jrlat.atu.ac.ir/



Homepage: https://jrlat.atu.ac.ir/

150 | Educational Leadership Research | Vol. 10 | No. 37 | 2026

empowerment differs from the empowerment of other participants in
educational environments or employees working outside the
educational sector, as it is defined based on teachers’ capacity to
participate in decision-making processes related to teaching and
learning across the school (Balkar, 2015). According to Ahmadi and
Arief (2022), teacher empowerment entails teachers’ participation in
school decision-making processes, acting upon those decisions, and
benefiting from the outcomes of implemented school policies (Ahmadi
& Arief, 2022: 431).

A study conducted in China in 2024 examined the impact of teacher
empowerment on professionalism, with trust among colleagues and
affective commitment serving as mediating variables. The findings
indicated that teacher empowerment can have a significant positive
effect on interpersonal trust and affective commitment within the
Chinese cultural context (Yao, Ma, & Duan, 2024). Researchers argue
that educational organizations can foster conditions that enable teachers
to control their professional lives, grow sufficiently to assume greater
responsibilities in the future, and access a wider range of solutions to
their professional challenges. Teacher empowerment is regarded as one
of the key approaches to professional development. Teacher
effectiveness depends on possessing a combination of competencies,
some of which stem from individual abilities and others from the
educational environment (Altan et al., 2019). In this regard, scholars
emphasize that without empowered and high-quality teachers in
classrooms, the success of educational programs is unattainable
(Helsby & McCulloch, 1997; Priestley, 2005).

Celik and Kiral (2022), in their qualitative study conducted in
Turkey, identified teacher empowerment strategies across four
domains:  financial and psychological support, improved
communication, organization of school operations, and increased
teacher autonomy. They also reported barriers to empowerment,
including lack of authority, financial constraints, personal problems,
and administrative rigidity. The researchers recommended that
ministries of education enhance principals’ authority, support teachers’
professional development, and revise regulations to facilitate more
effective empowerment practices (Celik & Kiral, 2022).

Kandemir’s (2025) study demonstrated that empowering leadership
has a positive impact on organizational commitment and job
satisfaction. It was further emphasized that training principals in
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empowering leadership styles and providing opportunities for teacher
autonomy and participation are essential for enhancing teachers’
satisfaction and commitment. Pei, Lu, and Jing (2025) investigated
factors influencing artificial intelligence literacy among pre-service
teachers and identified gaps in understanding Al mechanisms and their
relationship with teacher participation and professional development as
key empowerment-related issues.

Methodology

This study adopts a qualitative research approach and, given its focus
on individuals’ lived experiences, employs a phenomenological design.
The study population consisted of teachers and principals from public
and private primary schools in District 2 of Tehran. Participants were
selected through purposive sampling. The sample included 34
individuals: 5 principals from public schools, 5 principals from private
schools, 14 teachers from public schools, and 10 teachers from private
schools. Data were collected using semi-structured interviews. At the
outset of the interview process, participants were informed about the
research objectives. Interviews were conducted individually at
scheduled times, ensuring confidentiality, anonymity, and informed
consent. Face-to-face interviews lasted between 15 and 40 minutes.
Data collection continued until theoretical saturation was achieved.
Interview recordings were transcribed verbatim, and participants’
responses were organized according to the research questions. Data
analysis was carried out using thematic analysis. Initial codes, sub-
themes, and main themes were subsequently identified.

Conclusion

Schools, as open systems, are primarily based on human interactions.
Transforming this system requires empowering teachers as key agents
of education, and educational leaders must adopt a holistic and systemic
perspective toward schools and their challenges. Numerous reports and
studies by organizations such as the World Bank, UNESCO, and the
OECD indicate that teacher empowerment—alongside factors such as
early childhood development and basic health services—has had the
most significant impact on reducing educational inequalities in
development projects across various countries (Office of the Vice
President for Strategic Affairs, 2024: 12).
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Based on the findings of the present study, teachers identified
managerial functions as the most significant challenges to teacher
empowerment. Managerial challenges appear to stem partly from
principals’ insufficient expertise in educational leadership and
management, and partly from structural weaknesses within the
administrative and educational systems at the ministry level.
Accordingly, the most important strategy for teacher empowerment
involves reforming managerial and leadership practices.

From principals’ perspectives, the main challenges of teacher
empowerment relate to teachers’ personal and economic issues.
Organizational transformation programs often have strong systemic
dimensions. For instance, ensuring job security and financial stability—
particularly in the teaching profession—can generate immediate
positive outcomes that affect the entire system. Teachers must feel
secure in their positions in order to plan effectively for improved
performance in both their current and future roles. Moreover, teachers
must perceive organizational justice in financial compensation;
otherwise, motivation declines. Although justice is a subjective
perception, equity theory (Adams) suggests that employees compare
their inputs and outcomes with those of others, and perceived inequity
leads to tension and dissatisfaction. Therefore, principals must closely
monitor teachers’ performance and capabilities to ensure fair
compensation practices.
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