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Abstract 

 
This study examines the intensification of paperwork and multitasking among school leaders, highlighting how 

increased demands for accountability and administrative compliance have reshaped the leadership landscape. 

Drawing from recent literature, the findings reveal that while bureaucratic pressures have become an inevitable 
aspect of educational leadership, their negative impacts on leaders’ well-being are not unavoidable. A positive school 

climate—marked by trust, collaboration, and strong social support—emerges as a crucial moderating factor that can 
buffer the emotional and physical toll of heightened workloads. Conversely, environments characterized by weak 

professional relationships exacerbate stress and burnout among leaders. The study also underscores the often-

invisible emotional labor involved in managing bureaucratic tasks, as leaders struggle to balance administrative 
demands with their core mission of fostering teaching and learning. This emotional strain poses a significant risk not 

only to individual leaders' mental health but also to the broader stability and effectiveness of schools. The paper 
concludes that systemic interventions, including school culture reforms, administrative streamlining, and professional 

development focused on resilience, are urgently needed. Supporting school leaders in these ways is essential for 

sustaining effective leadership and ensuring long-term educational excellence in increasingly complex school 
environments. 
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Introduction: 
 

The professional well-being of school leaders is pivotal to the effective operation of educational institutions. In 

contemporary education systems, however, leaders face mounting challenges that threaten their mental health and 
job satisfaction. The intensification of administrative duties, coupled with the demands of multitasking, has 

dramatically reshaped the daily experiences of school heads (Fitzgerald et al., 2019; Gavin et al., 2021).  
 

Instead of focusing predominantly on instructional leadership, many school leaders now find themselves 

overwhelmed by bureaucratic paperwork, operational logistics, and accountability measures. This shift has profound 
implications not only for their personal well-being but also for the broader school environment they are tasked to 

nurture. 

 
Research consistently highlights that the administrative burden placed upon school leaders has expanded 

disproportionately in recent years (Green, 2021; Lawrence, Loi, & Gudex, 2019). This phenomenon, often referred 
to as work intensification, has led to rising levels of stress, burnout, and attrition among educational leaders 

worldwide. In Australia, for example, national reports emphasize that escalating workloads pose a threat to 

democratic practices within education by limiting leaders' engagement with teachers and communities (Gavin et al., 
2021). Similarly, studies in Canada have revealed that secondary school assistant principals are particularly 

vulnerable to work intensification, leading to diminished role satisfaction and professional longevity (Lim, 2019; Lim 
& Pollock, 2019). These patterns suggest that without targeted interventions, schools risk eroding leadership stability, 

which is fundamental to sustainable educational improvement. 

 
Within this context, the role of school climate becomes especially critical. School climate encompasses collegial 

relationships, trust among stakeholders, support systems, and the overall morale within the school (Maas et al., 

2021; Nilsson, Blomqvist, & Andersson, 2017). A positive climate can serve as a protective buffer, mitigating the 
negative effects of paperwork overload and multitasking.  

 
Conversely, a toxic or unsupportive climate may exacerbate stress, emotional exhaustion, and feelings of professional 

isolation (Manuel, Carter, & Dutton, 2018). Thus, understanding the interplay between school climate and 

administrative demands is essential to crafting strategies that promote leaders’ resilience and well-being. 
 

Moreover, international frameworks such as the OECD's TALIS reports (2018, 2019, 2021) corroborate these findings, 
underscoring that teacher and leader workloads have become a global concern, with implications for recruitment, 

retention, and student outcomes. Reports from the Commonwealth of Australia (House of Representatives Standing 

Committee on Employment, Education and Training, 2019) further reinforce that addressing the pressures on 
educational leaders is not merely a matter of individual coping but a systemic necessity. As Newman and Gough 
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(2020) argue, systematic reviews are indispensable in aggregating evidence on these challenges, providing a 
comprehensive understanding that can inform policy and practice reforms across different contexts. 

 
Given these urgent concerns, this study seeks to explore how the intensification of paperwork multitasking, combined 

with varying school climates, impacts the professional well-being and career sustainability of school leaders. By 

analyzing the complex relationship between administrative demands and workplace environment, this research aims 
to contribute actionable insights to support educational leaders' mental health, enhance job satisfaction, and 

ultimately foster healthier, more effective schools. In doing so, it aspires to shed light on an often-overlooked 

dimension of school leadership and to advocate for reforms that prioritize the well-being of those at the helm of 
educational communities. 

 
Methodology: 

 

This study adopts a systematic review approach as its primary research design, drawing upon the methodology 
outlined by Newman and Gough (2020). A systematic review is particularly suited for this research because it allows 

for a structured, transparent, and replicable synthesis of existing literature across multiple disciplines. Through this 
method, the study aims to comprehensively gather, evaluate, and integrate findings from a diverse range of scholarly 

articles, national reports, and empirical studies related to educational leadership, professional well-being, workplace 

psychology, and organizational behavior. 
 

The review systematically analyzes peer-reviewed journal articles, government and institutional reports, and relevant 
empirical investigations published within the last two decades. This ensures that the study captures both historical 

trends and the most recent developments concerning paperwork multitasking, school climate, and professional well-

being among school leaders.  
 

Inclusion and exclusion criteria were carefully established to focus on sources that specifically address leadership 

roles in educational settings, the impact of administrative workload, and environmental factors within schools. Studies 
from psychology and workplace management fields were also included to enrich the analysis with broader theoretical 

frameworks that relate to multitasking, stress, and organizational support. 
 

The research design emphasizes an interdisciplinary perspective, recognizing that the intersection of paperwork 

multitasking and school climate cannot be fully understood through a purely educational lens.  
 

Educational research offers insights into leadership practices and institutional structures, psychology contributes 
theories related to cognitive load, stress, and coping mechanisms, while workplace studies provide empirical findings 

on task management, occupational stress, and organizational well-being. By integrating these areas, the study aims 

to build a robust understanding of how excessive paperwork demands and varying school climates influence the 
mental health, job satisfaction, and overall professional well-being of school leaders. 

 

Additionally, the systematic review method ensures that the synthesis of findings is not merely descriptive but also 
critical and analytical. Themes, patterns, and contradictions in the existing body of literature are identified and 

discussed, offering nuanced insights into the complexities faced by school leaders. Through this design, the study 
aspires to inform policy recommendations and professional development initiatives aimed at reducing administrative 

burden and fostering supportive school environments that enhance leaders’ well-being. 

 
Findings: 

 
Impact of Paperwork Multitasking on Professional Well-Being 

 

The intensification of bureaucratic tasks has profoundly reshaped the professional landscape for school leaders, 
significantly increasing their workload and contributing to emotional exhaustion, cognitive overload, and professional 

dissatisfaction. Fitzgerald et al. (2019) vividly describe the situation as a “tsunami of paperwork,” highlighting how 

administrative duties divert leaders’ attention away from their core function of pedagogical leadership.  
 

This sentiment is echoed by Green (2021), who observed a notable decline in job quality among educational 
professionals in the United Kingdom, linking it directly to mounting administrative and compliance demands. 

Similarly, Lawrence et al. (2019) linked work intensification with increased levels of burnout and attrition, especially 

among secondary educators required to juggle instructional, managerial, and bureaucratic responsibilities 
simultaneously. 

 
assistant principals and principals now report spending more than half of their working hours managing paperwork 

and fulfilling bureaucratic functions rather than engaging in instructional leadership activities (Lim & Pollock, 2019). 

This heavy administrative burden disrupts their sense of professional identity, weakens their commitment to their 
primary leadership mission, and fosters chronic stress that can lead to physical and psychological burnout. 



  

Volume 2, Issue no. 4     | 537 

 
Research in cognitive psychology supports the idea that multitasking, particularly under conditions of heavy 

administrative demand, negatively impacts cognitive functioning. Ambrocio (2007) emphasizes that multitasking 
requires constant cognitive switching, which increases mental fatigue and reduces overall task efficiency. Boehm 

Davis (2008) further theorized that frequent interruptions inherent in paperwork multitasking degrade memory 

retention and attention spans, compounding the stress experienced by educational leaders. 
 

Digital technology, while intended to streamline communication and administrative tasks, has ironically exacerbated 

the burden. Brasel and Gips (2011) demonstrated that dual-task interference, even in simple tasks, leads to 
performance declines, implying that school leaders' simultaneous engagement with paperwork, emails, and reporting 

systems may substantially reduce their effectiveness and well-being. Akavov (2012) and Anderson et al. (2008) 
similarly reported that heavy use of digital platforms for work purposes can increase cognitive load and emotional 

exhaustion, especially among individuals already burdened with other professional stressors. 

 
The phenomenon of "always being online," as discussed by Bonilla (2015), illustrates another layer of pressure placed 

on school leaders. Instant email notifications, electronic reporting deadlines, and digital compliance checks contribute 
to an "always available" expectation, limiting opportunities for restorative breaks essential for maintaining cognitive 

health. This digital inequality, described by Brunce (2014), suggests that while technology was meant to bridge gaps, 

it often intensifies workloads for those in positions of responsibility, such as school administrators. 
 

Moreover, Bardshaw (2012) found that constant technology use in educational settings, while offering new learning 
opportunities, also fosters an environment of continuous partial attention, weakening sustained focus needed for 

deep leadership work. Brodmann (2012) adds that multitasking environments, even among highly capable 

individuals, erode long-term performance outcomes, mirroring the trends seen in educational leadership burnout 
statistics. 

 

The social context of technology use also plays a significant role. Luciana (2013) highlighted the psychological toll 
that social networking and constant connectivity can have on users, noting differences in mental health outcomes 

between heavy users and non-users. Although Luciana’s study focused on general populations, parallels can be drawn 
for school leaders whose professional and personal lives blur due to persistent digital engagement, intensifying the 

pressures on their well-being. In response to these challenges, some regulatory frameworks have attempted to 

address work-life balance issues. For example, the Department of Education’s Order Number 16, series of 2009, 
sought to establish guidelines on working hours for public school teachers in the Philippines, aiming to reduce 

excessive workload and bureaucratic encroachment. While well-intentioned, the practical implementation of such 
policies often falls short, as paperwork demands continue to escalate without corresponding systemic supports to 

alleviate them. 

 
Taken together, the literature paints a consistent and concerning picture: paperwork multitasking, compounded by 

technological demands, has a deeply detrimental effect on the professional well-being of school leaders. Not only 

does it lead to cognitive overload and emotional exhaustion, but it also undermines their professional identity and 
reduces the time available for authentic instructional leadership. As school leaders are critical to fostering effective 

school climates and supporting teacher development, the consequences of their declining well-being ripple 
throughout the entire educational ecosystem. 

 

Addressing these issues requires a systemic response that moves beyond individual coping strategies. Schools and 
education systems must rethink leadership roles, reduce unnecessary bureaucratic burdens, better leverage 

technology for genuine efficiency rather than surveillance, and prioritize the mental health of their leaders. Only 
through these efforts can school leaders be empowered to focus once again on the vital work of guiding learning 

communities toward excellence. 

 
Moderating Role of School Climate 

 

School climate plays a pivotal role in either mitigating or amplifying the stresses induced by paperwork multitasking 
among school leaders. Recent studies emphasize that the organizational environment significantly influences how 

individuals perceive and respond to occupational demands. Maas et al. (2021) found that supportive leadership 
structures and collegial environments were strongly correlated with lower levels of emotional exhaustion among both 

teachers and administrators. In schools where positive social interactions and collaborative practices were present, 

leaders reported feeling less isolated, more professionally fulfilled, and better equipped to manage administrative 
workloads. 

 
Conversely, fragmented and toxic school climates intensified feelings of alienation, frustration, and burnout. This 

aligns with Howard’s (2012) findings on social ties, suggesting that weakened interpersonal networks, whether in 

educational or broader societal contexts, erode emotional resilience. When leaders are surrounded by distrust, 
competition, or hierarchical rigidity, the bureaucratic load feels heavier and more personally taxing. 
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Salutogenic resources—factors that promote well-being and help individuals cope with stress—have been widely 

recognized as protective factors against work-life imbalance. Nilsson, Blomqvist, and Andersson (2017) highlighted 
positive work relationships, meaningful professional engagement, and a sense of autonomy as crucial elements that 

buffer school leaders from the adverse effects of multitasking pressures. These findings are echoed by Galvanni 

(2015), who noted that sustained engagement in meaningful activities, combined with strong social support, was a 
predictor of persistence and success in high-stress academic environments. Similarly, the OECD (2021) reported that 

leaders working within collaborative school climates experienced greater resilience and job satisfaction, despite high 

administrative demands. 
 

The integration of technology into school environments has also influenced school climate, for better or worse. While 
digital tools can enhance communication and administrative efficiency, they also introduce new stressors. Dux (2014) 

emphasized that web-use skills varied significantly among educational professionals, with less digitally literate 

individuals struggling to keep pace with bureaucratic tasks moved online. This digital divide is not just about access 
but also about differentiated use, as Meyer (2012) explained in the context of broader social inequalities. Leaders 

who lack confidence in navigating online administrative platforms may experience greater cognitive overload, adding 
another layer of stress to their workday. 

 

Moreover, Gafman (2013) noted that frequent search engine use, while empowering in some contexts, could also 
contribute to information overload and decision fatigue when not managed properly. This phenomenon is particularly 

relevant to school leaders who are often required to process vast amounts of information quickly and accurately. 
Meyer (2011) and Kieras (2012) both explored how multitasking—such as handling digital communications while 

performing other complex tasks—leads to diminished performance and heightened stress levels. 

 
Beyond the technological dimension, instant communication tools like messaging apps can either facilitate 

collaboration or become sources of distraction and tension. Goodrac (2015) and Monk (2008) pointed out that while 

instant messaging supports real-time collaboration in virtual schooling environments, it also introduces challenges 
related to message overload, miscommunication, and reduced deep focus. School leaders must navigate these 

tensions carefully to foster a climate that supports rather than undermines collective well-being. 
 

Interestingly, studies from digital learning contexts offer additional insights. Lee (2013) emphasized that students' 

experiences with mobile technologies in educational settings depended largely on the surrounding climate—whether 
their use was guided, collaborative, and aligned with clear pedagogical goals. Translating this insight to leadership 

contexts suggests that the mere presence of digital tools is not enough; how they are integrated into the school’s 
organizational culture matters significantly. 

 

Theoretical frameworks around memory and attention, such as those proposed by Lemar (2012) and Rubinstein, 
Meyer, and Evans (2011), reinforce the idea that human cognitive systems are not naturally suited to constant 

multitasking. When school climates demand or normalize fragmented attention through frequent interruptions and 

bureaucratic micro-tasks, leaders are placed at greater risk of burnout. Salvucci (2007) further supports this, noting 
that voluntary task-switching under pressure compromises decision-making quality and emotional regulation. 

 
Additionally, Procast (2014) studied self-disclosure patterns on social media and found that environments 

encouraging authentic expression contributed to better psychological well-being. In educational leadership, a climate 

where leaders can openly communicate challenges without fear of judgment mirrors this dynamic, offering protective 
benefits against the stresses of multitasking. 

 
Building a positive school climate requires intentional strategies that address both interpersonal dynamics and 

structural conditions. The Manila Times (2017) discussed the generational gaps in digital competence—between so-

called digital natives and digital immigrants—which could influence how school leaders adapt to technology-mediated 
administration. Awareness and bridging of such gaps can prevent additional stress caused by technological 

transitions. 

 
School climate serves as a critical moderator in the relationship between paperwork multitasking and professional 

well-being. A supportive, collegial, and digitally competent environment fosters resilience, reduces emotional 
exhaustion, and enhances job satisfaction among school leaders. Addressing climate factors—such as promoting 

meaningful work relationships, ensuring equitable access to technological resources, managing communication 

expectations, and fostering authentic dialogue—can significantly buffer the adverse effects of administrative 
overload. As schools continue to digitize and bureaucratic demands evolve, prioritizing a healthy organizational 

climate will be essential for sustaining effective and fulfilled educational leadership. 
 

Coping Mechanisms and Organizational Strategies 
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The literature offers a variety of coping mechanisms that help school leaders and teachers navigate the increasing 
demands associated with work intensification. One of the most widely recognized strategies is the strengthening of 

social support systems within schools.  
 

Maas et al. (2021) found that strong social support from fellow administrators, teaching staff, and particularly school 

principals significantly buffered the negative emotional impacts of high workloads and multitasking demands. Their 
study highlights that perceptions of supportive leadership are associated with reduced emotional exhaustion, thereby 

protecting teachers’ overall mental health and professional engagement. 

 
Delegation of administrative and paperwork tasks is another effective coping strategy identified across multiple 

studies. According to the OECD (2019) TALIS technical report, effective delegation of routine administrative work to 
dedicated support staff enables school leaders to focus more on instructional leadership and reduces the burden of 

multitasking. Similarly, Luu (2021) emphasized in her systematic review presentation that investing in administrative 

support personnel is essential for mitigating the adverse effects of role overload among school leaders. 
 

Digital management tools also play an important role. The OECD (2018) teacher questionnaire report indicated that 
school leaders who leverage digital technologies for scheduling, record-keeping, and communication report lower 

perceived time pressure. Good practices such as the integration of centralized digital platforms streamline paperwork 

processes and foster greater efficiency, as highlighted by Green (2021) in his study of British teachers’ declining job 
quality. 

 
Leadership training programs that focus on emotional regulation, mindfulness, and workload management have also 

proven effective in promoting professional well-being. Lim (2019) explored this in the context of Canadian secondary 

vice-principals and found that training on mindfulness techniques and emotional self-regulation empowered leaders 
to maintain professional composure even under high stress.  

 

Lim and Pollock (2019) further noted that when secondary principals employed proactive stress management 
strategies learned through professional development programs, they were better able to navigate role intensification 

without experiencing significant burnout. 
 

Beyond individual coping mechanisms, structural and systemic reforms are widely recommended in the literature. 

Policy recommendations argue that systemic reductions in bureaucratic expectations are necessary. Fitzgerald et al. 
(2019) characterized the intensification of teachers' administrative duties under devolution reforms as a "tsunami of 

paperwork," underscoring how systemic expectations, if left unchecked, lead to overwhelming role overload. Gavin 
et al. (2021) also reported that the sheer volume of administrative tasks was threatening democratic ideals in 

education by shifting teacher and leader focus away from student-centered practices toward bureaucratic compliance. 

Systemic solutions also include clearer role definitions and enhanced administrative support.  
 

The House of Representatives Standing Committee on Employment, Education and Training (2019) advocated for 

investments in administrative staffing to offload non-instructional tasks from teachers and leaders. Manuel, Carter, 
and Dutton (2018) echoed these findings, emphasizing that secondary English teachers, while passionate about their 

instructional roles, found themselves overwhelmed by increasingly complex bureaucratic expectations, thus leading 
to dissatisfaction and attrition risks. 

 

Work intensification has consistently been linked to burnout across different educational contexts. Lawrence, Loi, and 
Gudex (2019) provided empirical evidence that higher levels of work intensification predict greater levels of burnout 

among secondary teachers, reinforcing the urgent need for targeted interventions. Likewise, Nilsson, Blomqvist, and 
Andersson (2017) stressed the importance of promoting salutogenic resources such as positive work relationships, 

autonomy, and meaningful work to support teachers’ work-life balance. 

 
Moreover, the OECD (2021) found that school leaders working in collaborative, collegial environments displayed 

greater job satisfaction and resilience, even when confronted with substantial administrative workloads. This finding 

aligns with the salutogenic perspective that emphasizes the enhancement of resources that promote health and well-
being rather than merely focusing on risk factors. 

 
Another structural recommendation from Newman and Gough (2020) emphasizes the importance of systematic 

reviews and evidence-based policymaking. By applying systematic review methodologies to educational research, 

stakeholders can identify and scale best practices for mitigating workload challenges and promoting well-being at 
both the individual and institutional levels. 

 
It is also important to recognize that workload intensification and its impacts vary across demographic variables. The 

OECD (2022) dataset highlights the changing age distribution of teachers across OECD countries, suggesting that 

age-related factors should be considered when designing coping strategies. Older teachers may face different 
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challenges compared to their younger counterparts, particularly when it comes to adapting to new digital tools 
intended to reduce paperwork burdens. 

 
The literature converges on the understanding that coping mechanisms must operate on multiple levels—individual, 

organizational, and systemic. While strong social support, effective delegation, use of digital tools, and leadership 

training provide vital individual and organizational strategies, they are insufficient without broader structural reforms. 
Decreasing bureaucratic demands, redefining roles, and investing in administrative staffing represent necessary 

systemic changes that can meaningfully reduce the negative mental health impacts of work intensification in 

education. 
 

Given the scope and severity of the issue, it is imperative for policymakers, school boards, and educational institutions 
to act collectively. Protecting the well-being of school leaders and teachers not only enhances their professional 

sustainability but ultimately ensures better outcomes for students, who are the heart of the educational enterprise. 

As the evidence base continues to grow, particularly through systematic reviews and longitudinal studies, a more 
holistic and integrated approach to coping with work intensification can—and must—be realized. 

 
Discussion: 

 

The findings of this review indicate that the intensification of paperwork and multitasking in school leadership roles 
is an undeniable and escalating reality, driven by growing demands for accountability, compliance, and data-driven 

reporting (Fitzgerald et al., 2019). Contemporary school leaders are operating in an environment characterized by 
unprecedented administrative burdens, often described as a "tsunami" of paperwork (Fitzgerald et al., 2019).  

 

This intensification, while well-intentioned in efforts to enhance transparency and educational outcomes, has 
profound consequences for the well-being and professional satisfaction of school leaders and teachers alike. 

 

However, the detrimental effects of increased paperwork and multitasking are not inevitable. Research highlights 
that school climate serves as a powerful moderating factor, capable of buffering the stressors associated with 

workload intensification and fostering resilience among educational leaders (Maas et al., 2021). A positive and 
collegial school environment—marked by trust, mutual respect, collective efficacy, and strong principal support—can 

significantly mitigate the negative impacts of administrative multitasking (Maas et al., 2021; Nilsson, Blomqvist, & 

Andersson, 2017). When school leaders feel supported by their colleagues and empowered within their institutions, 
they are better able to navigate the emotional and cognitive demands of their expanding roles. 

 
Conversely, schools characterized by toxic or unsupportive climates amplify leaders' vulnerability to burnout and 

emotional exhaustion. Maas et al. (2021) demonstrate that a lack of social support from school principals exacerbates 

feelings of time pressure and emotional fatigue among teachers—a dynamic that equally applies to leadership roles.  
 

Lawrence, Loi, and Gudex (2019) further show that work intensification correlates strongly with teacher burnout, 

suggesting similar risks for principals and vice-principals who often shoulder even greater bureaucratic demands. 
Poor school climates not only diminish leaders’ personal well-being but can also erode staff morale, professional 

identity, and ultimately, the quality of education delivered to students (Lim, 2019; Lim & Pollock, 2019). 
 

Importantly, the review underscores the need for educational authorities and policymakers to acknowledge the 

invisible emotional labor associated with paperwork multitasking. As Manuel, Carter, and Dutton (2018) observe, 
teachers—and by extension, school leaders—are often caught in a painful tension between their intrinsic motivation 

to improve teaching and learning and the bureaucratic demands placed upon them.  
 

This tension is not merely a technical or logistical issue; it constitutes a profound emotional struggle that threatens 

the sustainability of educational leadership (Green, 2021). Leaders find themselves performing significant emotional 
labor to mask their frustration and maintain organizational stability, even as their personal resilience is strained. 

 

Further compounding the problem is the broader societal and systemic trend of work intensification in education 
systems globally. Reports from the OECD (2018, 2019, 2021) and findings from the House of Representatives 

Standing Committee on Employment, Education, and Training (2019) in Australia reinforce that educators are 
experiencing an erosion of job quality due to rising administrative demands.  

 

The TALIS 2018 survey (OECD, 2018) revealed that a significant proportion of teachers and principals across 
participating countries reported spending a large share of their work time on administrative tasks unrelated to direct 

instruction or instructional leadership. This misalignment between core educational values and everyday tasks further 
deepens professional dissatisfaction. 

 

Research by Gavin et al. (2021) notes that excessive workload and paperwork not only strain individual leaders but 
also pose broader risks to educational democracy, equity, and innovation. When leaders are preoccupied with 
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administrative compliance, their capacity to engage meaningfully with pedagogical leadership, community building, 
and student-centered reforms is severely limited. Newman and Gough (2020) emphasize that systematic educational 

change requires leaders who can think critically, foster collaboration, and advocate for their school communities—
capacities that are undermined when bureaucratic obligations dominate their time and energy. Addressing this 

multifaceted challenge demands systemic interventions at both the school and policy levels. At the school level, 

strategies to enhance collegial support structures, professional autonomy, and emotional well-being are crucial.  
 

As Nilsson et al. (2017) suggest, fostering salutogenic resources—factors that promote health and well-being—can 

help leaders maintain a better work-life balance and build resilience. Initiatives such as distributed leadership models, 
mentorship programs, and wellness-focused professional development can empower leaders to better manage the 

demands placed upon them. 
 

At the policy level, governments and educational authorities must move beyond tokenistic workload reduction 

initiatives and undertake substantive reforms aimed at rebalancing administrative and instructional responsibilities. 
As Fitzgerald et al. (2019) argue, addressing the "tsunami" of paperwork requires critical examination of the systems 

and accountability frameworks that generate excessive reporting demands. Policies must prioritize pedagogical 
leadership and support over compliance for its own sake. 

 

Moreover, it is vital for policymakers to recognize the importance of emotional labor in educational leadership and to 
provide structural supports that validate and sustain this work. Drawing from the work of Maas et al. (2021) and Lim 

(2019), school systems should embed leadership coaching, mental health services, and flexible administrative 
practices into their organizational cultures. Ensuring that principals, vice-principals, and other school leaders are not 

left isolated and overwhelmed is essential for maintaining educational quality, innovation, and equity in the long 

term. 
 

Future research should continue to explore the complex interplay between administrative workload, school climate, 

emotional labor, and leadership sustainability. Longitudinal and mixed-methods studies, such as those advocated by 
Newman and Gough (2020), can provide deeper insights into how interventions at various levels influence leaders' 

experiences over time. Comparative studies across national contexts, building on OECD data (2021, 2022), can also 
offer valuable lessons about how different systems navigate the challenges of workload intensification and leadership 

well-being. 

 
While the intensification of paperwork and multitasking in school leadership roles appears to be an entrenched reality, 

its negative effects are not unalterable. A supportive, collegial school climate can serve as a powerful protective 
factor, enhancing resilience and preserving the professional and personal well-being of educational leaders. Systemic 

action at both the school and policy levels is urgently needed to recalibrate the balance between administrative duties 

and pedagogical leadership. By recognizing and addressing the invisible emotional labor of school leaders, educational 
systems can safeguard not only the individuals who lead schools but also the broader mission of education itself. 

 

Conclusion: 
 

The findings indicate that the intensification of paperwork and multitasking in school leadership roles has become an 
undeniable reality, driven by heightened demands for accountability, compliance, and administrative reporting 

(Fitzgerald et al., 2019; Gavin et al., 2021). These trends reflect broader global patterns where teachers and leaders 

alike face mounting bureaucratic pressures, which are often detached from the core educational mission of supporting 
student learning (OECD, 2018; Green, 2021). However, the detrimental effects of these pressures on leaders’ well-

being are not inevitable. Evidence suggests that school climate acts as a significant moderating factor, capable of 
buffering the adverse impacts of intensified workload and fostering resilience among educational leaders (Maas et 

al., 2021; Nilsson, Blomqvist, & Andersson, 2017). 

 
A positive, collegial school environment—characterized by trust, mutual respect, and a strong sense of collective 

efficacy—can mitigate the harmful effects of paperwork and multitasking (Maas et al., 2021). Principals and vice-

principals who perceive strong social support from their school communities report lower levels of emotional 
exhaustion and stress.  

 
In contrast, poor school climates, where collaboration is weak and professional trust is lacking, exacerbate leaders’ 

vulnerability to burnout and disengagement (Lawrence, Loi, & Gudex, 2019; Lim & Pollock, 2019). These findings 

point to the urgent need for systemic interventions both at the school level, through leadership development and 
team-building strategies, and at the policy level, through the reduction of unnecessary administrative burdens. 

 
Importantly, the review highlights the often-overlooked emotional labor embedded in paperwork multitasking. School 

leaders are not merely managing tasks; they are constantly navigating tensions between their professional 

commitment to improving teaching and learning and the bureaucratic demands imposed upon them (Manuel, Carter, 
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& Dutton, 2018; Gavin et al., 2021). This invisible emotional strain threatens not only individual leaders’ mental 
health but also the overall quality and stability of educational environments over time. 

 
Therefore, recognizing, valuing, and alleviating the emotional and administrative demands placed on school leaders 

is essential. Reforms should focus on creating supportive school cultures, streamlining reporting requirements, and 

providing professional development focused on resilience and well-being. Only through such comprehensive 
approaches can educational systems hope to sustain effective leadership while protecting the human capacities that 

drive educational excellence (OECD, 2019; Newman & Gough, 2020). 
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