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Abstract  Efficient leadership and a healthy teaching 

environment are the two factors that determine how school 

teachers conduct themselves professionally. Work 

engagement not only reflects the teachers’ performance but 

also implies the performance of the pupils and the school and 

it depends on how congenial their working conditions are. 

The present study intended to assess the extent to which  the 

leadership behaviour of principals mediated the effect of 

organizational health on  the work engagement of 516 

secondary school teachers working in Bengaluru, India. The 

organizational health inventory was employed to quantify 

the organizational health of schools at institutional, 

managerial and technical levels, the Utrecht tool was used to 

measure teachers’ work engagement through their vigor, 

dedication and absorption, and the leadership behaviour of 

principals was measured in terms of consideration and 

initiat ing behaviour. The findings implied a positive 

relationship between organizational health and teachers’ 

work engagement. Further, while leadership behaviour 

indeed mediated the impact of organizational health on work 

engagement, the mediating effect was only part ial. The 

results imply that the teachers’ work engagement cannot be 

entirely attributed to the school management and working 

conditions, which implies scope for further research on the 

factors affecting work engagement among the teachers. 

Keywords  Organizational Health, Leadership 

Behaviour, Work Engagement, Pupil Performance, 
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1. Introduction

The roles of school admin istrators have witnessed 

significant changes in this century and leadership endeavor 

has become much more apparent in recent years (Buluc, 

2015). Efficient school leaders empower teachers and 

contribute significantly to school improvement (Muijs & 

Harris, 2006). On the other hand, healthy indiv iduals grow 

in healthy settings and schools are among the healthy 

settings where an individual develops. Schools need to 

remain  a healthy organizat ion to operate more effectively  

and satisfy its stakeholders. Healthy organizations can 

provide a positive environment and instill common values 

in their staff; thereby accomplish their mission (Hoy & 

Tarter, 1997). Hence, the organizational health  of a s chool 

system is important not only to realize the development of 

school but also to foster effective student educational 

outcomes and teacher work outcomes (Stolp, 1994; Freiberg,  

2005). The study analyzes the impact of organizational 

health on the work engagement of teachers and how it has 

been mediated by the leadership behaviour of principals.  

1.1. Organizational Health 

According to Miles (1969), organizational health  can be 

defined as “one that not only survives in its environment, 

but continues to cope adequately over the long haul, and 

continuously develops and expands its coping abilit ies” 

(p.378). Miles (1969)’s configuration of a healthy 

organization reflects the task needs, maintenance needs, as 

well as the growth and development needs of a social 

system. However, it was impossible to operationalize 

Miles’s formulation  of organizational health. Hence, Parson 

et al.’s (1953) perspective of organizational health was 

adopted.  

According to Parson et al. (1953) and Etzioni (1975), any  

social system must be able to solve four basic problems 

such as adaptation, goal attainment, integration, and latency. 

They suggested that schools have three levels of control 

over these problems: technical level, managerial level and 

institutional level (Hoy, Tarter & Bliss, 1990; Savas & 

Karakus, 2012). The technical level of organizat ional health 
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is more concerned with the process of teaching and learn ing. 

It involves finding solutions to problems that are related to 

teaching and learning effectively (Freiberg, 2005). The 

managerial level of organizat ional health is concerned with 

the internal administration of the organization. It involves 

acquiring all the necessary resources for teaching, which  

includes financial, personnel and physical materials by the 

school administrative officers. At this level, the schools 

must identify practices that can enhance teacher’s loyalty, 

trust, commitment, and motivation (Savas, & Karakus, 

2012). The institutional level of organizat ional health 

connects the school with its environment. It represents the 

amount of support received by the school from its 

community. Admin istrators and teachers can perform their 

functions effectively if they are p rotected from undue 

pressures from individuals and groups outside the school 

(Freiberg, 2005).  

Hoy, Tarter, and Kottkamp (1991) identified a set of 

seven dimensions of organizational health to represent the 

three Parsonian organizat ional levels and the four functional 

problems of social systems. The dimensions include 

Institutional integrity (Institutional level); Principal 

influence, Consideration, In itiating structure, Resource 

allocation (Managerial level);  and Morale and Academic 

emphasis (Technical level). These dimensions are described 

as follows: “Institutional Integrity (II) describes a school 

that has integrity in its educational program and can cope 

successfully with destructive outside forces; Initiating 

Structure (IS) refers to the principal’s task- and 

achievement -oriented behaviour; Consideration (CO) is 

principal behaviour that is friendly, supportive, and 

collegial. The principal looks out for the welfare of facu lty 

members and is open to their suggestions; Principal 

Influence (PI) is the principal’s ability to affect the actions 

of superiors; Resource Support (RS) refers to a school 

where adequate classroom supplies and instructional 

materials are availab le and ext ra materials are easily  

obtained; Morale (MO) is the sense of trust, confidence, 

enthusiasm, and friendliness among teachers; and Academic 

Emphasis (AC) refers to the school’s press for achievement 

including h igh but achievable goals set for students, orderly  

and serious learning environment, and hardworking 

atmosphere among students” (Hoy, Tarter, and Kottkamp, 

1991, p.186). 

Parson’s concept of organizational health was put to 

practical use by Hoy and Fedman (1987) who developed a 

reliable and valid set of measures known as Organizational 

Health Inventory (OHI) for measuring the various aspects 

of organizational health. The same has been adopted in the 

study to measure organizational health of schools”.  

1.2. Leadership Behaviour 

Leadership has been considered as an important factor in  

effective schools and numerous studies have been carried  

out on the same. Principal’s leadership behaviour plays an 

important role in creating a positive school culture and 

learning environment. Principals must possess certain 

competencies and styles to be successful in their 

organization which  calls for the need to test a list of skills 

and other indicators of competence among principals. 

Existing theory and research on leadership reveals that 

leadership can be conceptualized to support two distinct 

categories, namely interpersonal activ ities and task 

achievement. Accordingly, two separate dimensions have 

been proposed by Halpin and Winer (1957), In itiat ing 

structure and Consideration. “Initiat ing Structure refers to 

the leader’s behaviour in delineating the relationship 

between himself and members of the work-group, and in 

endeavoring to establish well-defined patterns or 

organization, channels of communication, and methods of 

procedure. Consideration refers to behaviour indicat ive of 

friendship, mutual t rust, respect, and warmth in  the 

relationship between the leader and the members of his staff” 

(Halpin, 1956, p.4). Thus, the Init iating structure is oriented 

and consideration is more concerned with group 

cohesiveness and morale. These two kinds of leadership 

were considered to be independent and incompatible in  

measuring leadership qualities and provide a strong 

framework fo r studying leadership in schools (Kunz & Hoy, 

1976; Evenson, 1959).  

1.3. Work Engagement 

Employees who are engaged are likely to work harder 

through increased discretionary effort  when compared  to 

disengaged employees. The concept of work engagement 

was first theorized by Kahn (1990) who stated that 

employees who are cognitively, physically and emot ionally  

connected with their work roles can be described as 

engaged employees. According to him, engaged teachers 

projected a unique identity that was different from their 

identity as a result of their attachment towards their job. 

Later, Bakker, Schaufeli, Leiter, and Taris (2008) posited 

that work engagement can be defined as a “positive and 

motivating state of work-related subjective well-being.” It  

points to the personal interest of teachers towards their work 

and the resultant enjoyment and satisfaction derived from 

work (van Beek, Hu, Schaufeli, Taris, et al., 2012).  

In spite of the various definitions available for work 

engagement, the study adopted the most often cited 

definit ion provided by Schaufeli and Bakker (2003), which  

is “work engagement can be defined as an active, positive 

work-related state that is characterized  by vigor, dedication, 

and absorption”. Vigor refers to the willingness of the 

employee to invest effort in his/ her work as well as 

persistence in the work at times of difficult ies. In short, 

vigor is characterized by employee’s energy levels and 

mental resilience towards work (Schaufeli, Salanova, 

Gonzalez-Roma & Bakker, 2002). Dedication, on the other 

hand, refers to employee’s involvement in work while 

experiencing a sense of enthusiasm, pride, inspiration, 
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significance, and challenge (Bakker, 2011). The last 

defining factor absorption, is characterized by being 

completely engrossed in work with full concentration, 

whereby one finds it hard to detach oneself from work 

(Hakanen, Bakker & Schaufeli, 2006). 

Several job resources and physical resources  have been 

found to play an important role in predicting the work 

engagement of employees (Albrecht, 2010; Schaufeli, 

Bakker & Van Rhenen, 2009; Hakanen, Perhoniemi, & 

Toppinen-Tanner, 2008; Hobfoll, Johnson, Ennis & Jackson, 

2003). The present study investigates the role of 

organizational health in determin ing work engagement 

among teachers.  

1.4. Research Gaps 

Recently, the number of studies about work engagement  

has increased significantly due to its impact on individual 

and organizational outcomes. In spite of several studies 

carried out on the drivers of work engagement of teachers 

(Guglielmi, Bruni, Simbula, Fraccaro li, et al., 2016;  

Albrecht, 2010;  Schaufeli, Bakker & Van Rhenen, 2009), 

there is a paucity of research in exp loring the impact of 

organizational health on work engagement. Further, among 

the studies that discuss the relationship between 

organizational factors and work engagement, most of them 

have studied factors like organizational commitment, 

support, trust, organizational cu lture and climate (Wang, 

Liu, Zou, Hao, et al., 2017; Nazir & Islam, 2017; Roslan, 

Ho, Ng & Sambasivan, 2015). The few studies  based on 

organizational health also tested satisfaction and 

commitment of teachers but not work engagement (Dou, 

Devos & Valcke, 2017; A ldridge & Fraser, 2016; Fernet, 

Trépanier, Austin & Levesque-Côté, 2016). Further, the 

influence of the principal’s leadership behaviour on 

organizational health (Garcia, 2018; A llen, Grigsby, & 

Peters, 2015; Korkmaz, 2007) has been studied extensively 

but not on work engagement. The mediating influence of 

leadership behaviour between organizational health and 

work engagement has not been explored previously.  

1.5. A Conceptual Framework for the Study 

According to Hoy & Woolfolk (1993), all social systems 

must meet four main needs to sustain and evolve. These 

include successfully coping with the environment, 

maintaining harmony and coordination within the system, 

achieving goals, and maintain ing and transmitt ing 

distinctive culture and values. Schools have control over 

these needs at three levels, namely technical, managerial, 

and institutional level (Parsons, 1951, 1967). Further, 

school health is defined as the ability of a school to pursue 

its mission of educating students by aligning these three 

levels of control to meet the aforementioned needs of a 

social system (Hoy, Tarter, & Kottkamp, 1991). Hence, in  

the present study, the organizational health of schools was 

measured at these three levels. The technical level is 

concerned with producing educated students through a 

teaching-learning process. Teachers who like each other and 

help each other feel a sense of accomplishment and promote 

harmony (morale) and those who believe in a student’s 

ability create achievable goals for students and provide with 

an orderly learn ing environment (academic emphasis). 

Hence at the technical level, school health has been 

operationalized using two constructs, namely Morale and 

Academic emphasis. The managerial level deals with the 

internal administrative functions of the school, with 

principals as the prime administrative officers. The 

principals must be able to influence the actions of the 

superiors (Principal in fluence),  be friendly  and supportive 

with a genuine concern for the welfare of teachers 

(Consideration), and provide with all the necessary 

classroom supplies and instructional materials (Resource 

support) to coordinate work-effort. Hence, the managerial 

level has been operationalized using factors, namely  

Principal influence, Initiating structure, Consideration , and 

Resource support. Lastly, the institutional level is concerned 

with integrating the school with the environment and hence 

has been operationalized using the factor ‘Institutional 

integrity’ which refers to protecting teachers from unwanted 

demands from the community so that its educational 

integrity is maintained as it copes with its environment. 

Organizational health has been conceptualized in the study 

as an assessment tool to assess the health of the school at 

technical, managerial and institutional levels.  

The leadership behavior of principals could be adequately 

described as using two main factors or behaviors: 

Consideration and Initiating structure (Korman, 1966). 

While Consideration refers to the extent to which the 

principal is likely to have job relationships characterized by 

trust, respect for subordinates’ opinions and consideration 

for their feelings, Init iating structure refers to the extent to 

which the principals define their role and those of their 

subordinates’ towards achieving a common goal (Fleishman 

& Peters, 1962). The three dimensions of Work engagement 

(Vigor, Dedication, and Absorption) proposed by Schaufeli 

et al. and Bakker (2003) was adopted in the study. Further, 

perceptions of organizational health were positively  

correlated with teachers’ outcomes (Viseu, Rus, & de Jesus, 

2015; Mehta, Atkins, & Frazier, 2013). The present study 

intends to explore the effects of school health on teacher’s 

work engagement through the principal’s leadership 

behavior.  

Hypothesis 1: Leadership behaviour mediates the 

relationship between organizational health and work 

engagement. 
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2. Methodology 

2.1. Study Design and Sample 

A Descriptive survey design was adopted for the study 

and data were collected with the help of s tandardized 

questionnaires. A Stratified random sampling technique was 

used for selecting the study participants. The sample 

composed of 516 secondary school teachers from aided, 

unaided and government schools in Bangalore. The study 

data was collected during the period from Jan-2017 to 

Jun-2017.  

2.2. Research Instrument and Data Analysis  

Respondents’ work engagement was measured using the 

Utrecht work engagement scale, which has three subscales 

reflecting the underlying dimensions of work engagement: 

vigor (6 items), dedication (5 items) and absorption (6 

items), provided by Schaufeli and Bakker (2003). The scale 

has been validated in several countries (Xanthopoulou, 

Bakker, Demerouti & Kantas, 2007; Yi-wen & Yi-qun, 

2005; Storm & Rothmann, 2003); hence, has been used in 

our study. Organizational health inventory (44 items) (Hoy, 

Tarter & Kottkamp, 1991; Hoy & Fedman, 1987) was used 

for measuring the organizational health at three levels with 

six dimensions: Institutional level (Institutional integrity), 

Managerial level (Principal influence, Consideration, 

Resource support) and Technical level (Morale and 

Academic emphasis). The Principal’s leadership behaviour 

was measured using two factors, Consideration and 

Initiat ing structure. The scales measuring Cons ideration 

(α=0.842) and Init iating behaviour (α=0.804) were found to 

be internally consistent and reliable and hence were adopted 

in the study. The mediation analysis was carried out with 

the help of PROCESS macro available in Statistical 

Package for Social Sciences (SPSS) v24. 

3. Results 

3.1. Sample Characteristics  

The sample consisted of male and female in  equal 

proportion (50%), out of which, around 67% of them were 

above 30 years of age. Concerning the type of institution in 

which the participant teachers work (aided, unaided or 

government schools), it was found that they were equally  

distributed (33.3%). Though a majority of the participants 

(80%) had less than 20 years of experience, more than half 

of them (57%) reported holding a Post Graduate degree. 

Table 1.  Sample description 

Factor Frequency Percentage  

Age group (years) 

21 to 30 86 16.67 

31 to 40 170 32.95 

41 to 50 180 34.88 

>51 80 15.5 

Gender  

Female 258 50.00 

Male 258 50.00 

Type of institution 

Aided 172 33.30 

Unaided  172 33.30 

Govt. 172 33.30 

Work experience (years) 

< 5  75 14.50 

< 10  120 23.30 

< 20  216 41.90 

>20  105 20.30 

Educational qualification    

Post Graduate 296 57.40 

Under Graduate 220 42.60 

3.2. Mediating Effects of Leadership Behaviour 

Mediation analysis was conducted with the help  of Hayes 

and Preacher p rocess method to find out whether leadership 

behaviour (LB) has any mediat ing influence on the 

relationship between organizational health (OHI) and work 

engagement (WE)or not. 

Results showed that organizational health is a significant  

predictor of leadership behaviour of principal (R=0.398;  

R2=0.159; F (1, 514) = 97.051) with β=-0.527, SE=0.053, 

p<0.05 [a path] and also leadership behaviour was found to 

be a significant predictor of work engagement with 

β=-0.386, SE=0.055, p<0.05 [b path]. The direct effect of 

organizational health on work engagement [c’ path] 

(β=0.434, SE=0.072, p<0.05) and the indirect effect through 

mediation by leadership behaviour [c path] (β=0.203, 

SE=0.036, LLCI=0.137, ULCI=0.281) was found to be 

significant at 5% level. Hence, the variable leadership 

behaviour acts as a partial mediator between organizational 

health and work engagement. Therefore, the hypothesis 

“Leadership behaviour plays a major role between  

organizational health and work engagement” has been 

partially accepted.  
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Table 2.  Mediation analysis through leadership behaviour as the mediator 

Regression paths B S.E t p LLCI ULCI 

OHI on LB -0.527 0.053 -9.851 0.000* -0.633 -0.422 

LB on WE -0.386 0.055 -7.053 0.000* -0.493 -0.278 

Direct effect, OHI on WE 0.434 0.072 6.000 0.000* 0.292 0.576 

Indirect effect (OHI on WE 
including LB as mediator) 

0.203 0.036 0.137 0.281 

Total effect 0.637 0.069 9.182 0.000* 0.501 0.774 

SE-Standard error, LLCI-Lower Limit Confidence Interval, ULCL-Upper Limit Confidence Limit. Indirect effects were tested using the bootstrapping 
procedure with 5000 bootstrap samples 

* supported 

Table 3.  R
2
 values of the variables 

R R-sq MSE F df1 df2 P 

OHI --> LB 0.398 0.159 0.202 97.051 1 514 0.000* 

OHI --> WE (Direct effect) 0.375 0.141 0.340 84.306 1 514 0.000* 

OHI--> LB --> WE (Indirect effect) 0.466 0.217 0.310 71.027 2 513 0.000* 

* - significant at the 0.05 level

Figure 1.  Mediating effects of Leadership behaviour 

The β estimates from the structural path coefficients as 

well as the R2 values that suggest the power of 

explanation of independent variables on the dependent 

variables are depicted in Figure 1.  

4. Discussion

In this study, we examined the ro le of the principal’s 

leadership behaviour in mediating the effects of 

organizational health on work engagement. Firstly, 

Organizational health was found to have a significant 

influence on the work engagement of teachers. The result 

shows that teacher’s vigor, dedication, and absorption in 

work increase as their schools become healthier. This 

supports the stance put forward by previous studies like 

Song, Kim, Chai, and Bae (2014); Klusmann, Kunter, 

Trautwein, Lüdtke, et al. (2008); and Bakker, Hakanen, 

Demerouti, and Xanthopoulou (2007) which reported that 

job resources and school climate predicted work 

engagement of teachers. Organizational health was found 

to have a significant impact on the leadership behavior of 

principals (both Consideration and Initiating structure). 

This indicates that positive school health enables its 

principals to be more considerate towards other teachers’ 

opinions (Consideration behavior) and effect ively define 

their ro les and those of their subordinates in achieving 

organizational goals (Initiating behavior).  

Moreover, previous studies like Fernet, Guay, Senécal 

and Austin (2012), Eyal and Roth (2011), and Griffith 

(2004) established empirical relationships between the 

principal’s leadership style and teacher’s job outcomes 

work engagement, motivation, commitment, and 

employee turnover. With these findings, the current study 

also identified that the leadership behaviour of principals 

(Consideration and Initiat ing structure) has a significant 

impact on the work engagement of teachers. Principals 

who can direct the act ivities of their group towards 
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achieving their goals and maintain their group as a single 

cohesive unit were found to influence the teachers to 

become h ighly engaged with their work. Also, principals 

who were considered to respect the opinions of their 

subordinates can positively affect the work engagement of 

teachers. Teachers who realize that their opinions and 

ideas are being considered by their superiors tend to get 

more involved in their work which in turn will enhance 

their work engagement levels.  

Most importantly, the study observed that such 

leadership behaviour of p rincipals (Initiat ing structure and 

Consideration) partially mediated this relationship 

between organizational health and work engagement of 

teachers, which has not been explored previously.  

5. Implications and Recommendations 

The results indicate that teacher’s work engagement 

was uniquely related to organizational health which 

reflects schools’ attitudes towards educating students and 

promoting internal norms and values for student 

achievement at institutional, managerial and technical 

levels. Hence, developing interventions that can sustain 

and support organizational health toward educating 

students and promoting internal values can enhance the 

work engagement of teachers. For example, 

implementation of Positive Behavioral Interventions and 

Supports can promote organizational health which in turn 

enhances work engagement in teachers. Further, the 

results indicate that the work engagement of teachers is 

affected by the Consideration and Init iating behavior of 

principals. Hence, principals as leaders must play an 

active role in directing their subordinates through 

appropriate planning and communication of information 

so that teachers will be more encouraged at their  work. 

Further, by ensuring a climate of good rapport with 

teachers and two-way communication, principals can 

increase the engagement of teachers.  

6. Scope, Limitations and Future 
Directions 

The current study was limited only to secondary school 

teachers in the city  of Bangalore. The factors such as 

principal consideration and init iating behaviour were 

measured indirect ly through the perceptions of teachers 

using the research instrument. In the future, the study can 

be expanded by including assistant principals to measure 

their leadership behaviour directly and gain deep insights 

on their mediat ing influence between organizational 

health and work engagement. Further, organizational 

health was measured only at an individual level in the 

study; however, it was examined at a school level to gain 

a comprehensive understanding of its impact on work 

engagement on teachers.  

7. Conclusions 

The present study found evidence for the mediating 

influence of the principal’s leadership behaviour on the 

relationship between organizational health and work 

engagement of teachers. However, only part ial mediating 

effects could be observed. Hence, it can be understood 

that the involvement of teachers in their work cannot be 

completely attributed to either the health of the school 

alone or the leadership behaviour of school leaders or 

administrators like principals. 
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