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Abstract: Teacher motivation plays a central role in education because of its impact on student motivation. Previous reviews of
teacher motivation have focused on individual variables and psychopathology indicators. However, it is also important to understand
the effect of organizational variables on teacher motivation because these highlight the context that the teacher is a part of (i.e., the
school). The literature review in this paper analysed studies related to teacher motivation and a pre-defined group of organizational
variables that were published between 1990 and 2014 in several electronic databases. The study found that organizational culture
was the most studied variable associated with teacher motivation and most studies in this area were published between 2010 and
2014. Further, there was a prevalence of quantitative studies. This paper concludes with the theoretical and practical implications of
the results, as well as suggestions for future research directions.
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A Relacao Entre a Motivacao Docente e Variaveis Organizacionais: Revisao
da Literatura

Resumo: A motivagdo docente ocupa um papel central na area da educagao, especialmente pelo seu impacto na motivagao dos alunos.
Revisdes anteriores sobre este tema focaram-se, maioritariamente, em variaveis individuais e indicadores de psicopatologia. Todavia,
¢ importante analisar as variaveis organizacionais associadas a motivagdo docente, uma vez que estas salientam a importancia do
contexto onde o docente esta inserido (i.e., a escola). Desta forma, a presente revisdo da literatura procurou efetuar um levantamento
dos estudos, publicados entre 1990-2014 e disponiveis em varias bases de dados eletronicas, que relacionam a motivagao docente e
um conjunto pré-definido de variaveis organizacionais. Os resultados obtidos demonstraram que a cultura organizacional foi a variavel
mais estudada em conjunto com a motivagao docente, a maioria dos estudos foi publicado entre 2010-2014 e que existiu um dominio de
metodologias quantitativas. Sdo apresentadas as implicagdes tedrico-praticas dos resultados obtidos, bem como se indicam sugestoes
para futuras investigagdes.

Palavras-chave: ambiente escolar, motivagdo do empregado, revisdo de literatura, comportamento organizacional, trabalho docente

La Relacion Entre la Motivacion Docente y Variables de la Organizacion: Revision
de la Literatura

Resumen: La motivacion docente ocupa un papel central en el area de la educacion, sobre todo por su impacto en la motivacion
de los alumnos. La mayoria de las revisiones anteriores sobre este tema se han centrado en variables individuales e indicadores de
psicopatologia. Es importante analizar las variables de la organizacion asociadas a la motivacion docente, ya que estas subrayan la
importancia del contexto donde esta el docente. Esta revision de la literatura ha procurado recoger los estudios, publicados entre
1990-2014 y disponibles en varias bases de datos, que relacionan la motivacion docente y una serie predefinida de variables de la
organizacion. Los resultados muestran que la cultura de la organizacion ha sido la variable mas estudiada, que la mayoria de los
estudios se publico entre 2010-2014 y que los métodos cuantitativos fueron predominantes. Se presentan las implicaciones tedrico-
practicas de los hallazgos y se realizan sugerencias para investigaciones futuras.

Palabras clave: ambiente escolar, motivacion del empleados, revision de la literatura, conducta organizacional, trabajo docente

Work motivation is one of the most influential constructs
in organizational psychology, and it has been analysed in
many work contexts (Gomes & Borba, 2011). In education,
teacher motivation is considered to be a key construct due
to its impact on student motivation and effective school
functioning (Rufini, Bzuneck, & Oliveira, 2012; Zenorini,
Santos, & Monteiro, 2011). According to Jesus (2003),
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studies in this area increased significantly during the 1980s,
but they focused solely on the impact of salary incentives.
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In the opinion of Miiller and Hanfstingl (2010), additional
research on teacher motivation is needed to develop a
consistent field of study, clarify contradictory findings, and
develop new research guidelines.

However, teacher motivation should be considered
extremely important. Teachers are fundamental to student
motivation through their teaching quality and the development
of the teacher—student relationship (Santisi, Magnano, Hichy,
& Ramaci, 2014). Since the foundation of the European
Higher Education Area, numerous studies (e.g., Ariza,
Quevedo-Blasco, & Buela-Casal, 2014) have addressed the
professional motivation of university teachers and the impact of
performance appraisals. Jesus (1996) remarked that in addition
to the importance of the role of teachers in the classroom,
they are very important in the implementation of educational
policies. In short, teacher motivation is important due to its
impact on the classroom and the school because it influences
both the organization and individuals (Bentea & Anghelache,
2012; Miiller & Hanfstingl, 2010). Therefore, it is imperative to
understand which aspects influence this construct.

Aloe, Shisler, Norris, Nickerson, and Rinker (2014)
and Jesus (2010) observed that teachers had higher levels of
distress and burnout compared with individuals in other human
service professions. Several studies (e.g., Aloe et al., 2014;
Bascia & Rottmann, 2011; Guglielmi, Panari, Simbula, &
Mazzetti, 2014; Roness & Smith, 2010) concluded that work-
related variables such as (a) monetary incentives; (b) large
class sizes; (c) poor working conditions; (d) few promotion
opportunities; (e) student misbehaviour; and (f) high
workloads contributed significantly to teacher demotivation
and could induce teacher turnover. A study realized in
Portugal (Jesus, 1996) demonstrated that in a sample of 576
teachers, over 50% wanted to leave teaching. Another study
that examined Portuguese and Brazilian teachers showed
similar results (Jesus et al., 2011). In conclusion, teachers
are exposed to difficult working conditions that influence
their motivation and may result in negative psychological
outcomes, leading to teacher turnover.

Given the above-mentioned aspects, it is important to
synthesize teacher motivation studies to fully understand
the present state of the art. Miiller and Hanfstingl (2010)
noted that teacher motivation studies have tended to focus
on variables related to the teachers themselves (Jesus,
2003), and few studies have addressed teacher motivation
from an organizational perspective. As a result, this study
seeks to examine teacher motivation studies that have
focused on organizational variables because they are crucial
to gaining an understanding of these influences (Bentea &
Anghelache, 2012; Miiller & Hanfstingl, 2010). To achieve
this goal, a set of organizational variables was selected:
(a) organizational climate; (b) organizational culture; (c)
organizational health; (d) organizational justice; and (e)
performance appraisal.

Organizational climate is an organizational attribute that
refers to working experiences (Schneider, Ehrhart, & Macey,
2013). According to Kohl, Recchia, and Steffgen (2013) and
Schneider et al. (2013), an organization is heterogeneous
because it tends to have several climates. Despite this, Bocchi,
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Dozza, Chianese, and Cavrini (2014) felt that interpersonal
relationships and social interactions were the most important
dimensions of a school’s organizational climate.

Organizational culture refers to the set of shared values
and assumptions that determine a teacher’s behaviour (Ipek,
2010; Schneider et al., 2013). Negis-Isik and Gursel (2013)
found that organizational culture was fundamental to a
school’s success and that it significantly affected teacher
satisfaction and motivation.

Organizational health refers to the need to respond to
constant changes and the ability to give an effective response
to external demands (Bennis, 2002). An organization is
healthy when it can effectively adapt to external demands
while promoting the integration of its members (Fernandes,
Gomide Junior, & Oliveira, 2011). The stability betweeen
these parameters and when stability between these parameters
(i.e., response to external demands and employee integration)
contributes to teacher motivation (Roness & Smith, 2010).

Organizational justice has a central role in
educational establishments because perceptions of
injustice affect teachers’ work motivation, well-being, and
performance, which may lead to negative work attitudes
(e.g., absenteeism and turnover; Elma, 2013). Aguinis,
Joo, and Gottfredson (2011) found that while performance
appraisal was utilized in the majority of organizations, 70%
of employees felt that these appraisals did not contribute
to their professional development. Darling-Hammond,
Newton, and Wei (2013) and Firestone (2014) believed
that though modest progress has been made in this field,
teacher performance appraisal is essential in estimating
the quality of teaching and students’ learning (Tuytens
& Devos, 2012; Wang, Tseng, Yen, & Huang, 2011). Due
to the inconsistencies in many current teacher appraisal
processes, teachers tend to view them negatively (O’Pry &
Schumacher, 2012).

The literature review in this paper aimed to analyse
the organizational variables associated with teacher
motivation. To this end, an assessment of the studies about
teacher motivation and the above-mentioned variables
was conducted. We believe this work is valuable for future
research developments in this area because it integrates
different organizational variables related to teacher
motivation rather than focusing on the more commonly used
individual variables.

Method

A systematic review of studies published between
January 1990 and September 2014 was performed. An
electronic search was conducted using the Web of Science
(Web of Knowledge), PsychInfo (EBSCOhost), Psychology
and Behavioral Sciences (EBSCOhost), Education Resources
Information Center (ERIC; EBSCOhost), ProQuest,
ScienceDirect, and the Wiley Online Library. The keywords
used were teacher motivation, organizational climate or
school climate, organizational culture or school culture,
organizational health or school health, organizational
Justice or school justice, and performance appraisal. The
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search period occurred between June 2014 and September
2014. In the selected databases, the month and year of the
time limit (i.e., January 1990-September 2014) were entered
when possible (ERIC; Psychology and Behavioral Sciences;
and ProQuest). When this was not possible (Web of Science,
Psychlnfo, ScienceDirect and Wiley Online Library), only the
defined years (i.e., 1990-2014) were entered in the respective
search fields. The keyword teacher motivation was used in all
searches and was combined individually with the keywords
related to each of the chosen organizational variables (e.g.,
teacher motivation and organizational climate or school
climate; teacher motivation and organizational culture or
school culture).

The following inclusion criteria were defined: (a)
empirical paper; (b) publication in a peer-reviewed journal
between 1990 and 2014; (c) teacher motivation related with
the specified organizational variables; (d) inclusion of the
above-mentioned keywords; and (e) Portuguese, English, and
Spanish as languages of publication. If the studies failed to
meet these criteria, they were excluded from the review. Two
researchers were responsible for the selection process, which
was divided into four stages. First, the articles were analysed
concerning the inclusion criteria. In the second stage, papers
were assessed in terms of title and abstract. Subsequently, the

Table 1
Summary of the Global Results for the Sample of Studies (N = 51)

full text was examined. Finally, a search for identical papers was
performed. For excluded papers, explanations for the decisions
were documented. An agreement level of 96% was registered
between the researchers regarding the selected studies. In
case of doubt, two independent researchers were consulted. A
database was created with Microsoft Excel to document the
main characteristics of each study: (a) allocation of the study
to the respective organizational concept; (b) year of publication
(i.e., 1990-2014); (c) author(s); (d) sample composition (i.e.,
total participants, gender, and type of education provided);
(e) methodology employed (i.e., quantitative, qualitative, or
mixed); (f) type of instruments administered; and (g) synthesis
of the main results.

Results

In all, 94 articles were included in the literature review.
After evaluation, 43 were excluded, of which 39 did not meet
the inclusion criteria and four referred to repeated documents.
Therefore, 51 documents composed the final sample in this
review. In Table 1, a summary of the global results for the
sample of studies is presented.

With regard to the research related to teacher motivation
and defined organizational variables, it was found that

Analyzed characteristics

Obtained results

Publication flow (per year)
Highest number of studies
Fewest number of studies

Methodological approach
Quantitative
Qualitative
Mixed

Type of samples
Sample composition (gender)
Education level provided

Type of instruments used*
Self-report questionnaire
Interview
Document analysis
Critical incident analysis

Number of participants
Mean
Median
Maximum

Minimum

2012 (n=11;21.57%)

1990-1998, 2001-2002, and 2005 (n = 0; 0%)

41 (80.39%)
5 (9.80%)
5 (9.80%)

Male and female teachers (n = 51; 100%)
Different education levels (n = 28; 54.9%) and same education level (n = 23; 45.1%)

46 (76.67%)
9 (15%)
4 (6.67%)
1 (1.67%)

~ 1840 (M = 1839.76; SD = 5195.47)
391
26257
12

Note. “The number of instruments used exceeded the total number of studies (N = 51) because some studies employed more than one type of

instrument.
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organizational culture was the construct most frequently studied A synthesis of the main findings of each study and
along with teacher motivation (n = 16; 31.37%), followed by data related to the methodological aspects, namely the
organizational climate (n = 11; 21.57%), organizational justice methodological approach used (i.e., quantitative, qualitative, or
(n=11; 21.57%), performance appraisal (n = 11; 21.57%), and mixed), the number of participants, the names of the authors,
organizational health (n = 2; 3.92%). and the year of publication, are summarized in Table 2.

Table 2

Synthesis of the Key Findings of the Sample of Studies (N = 51)

Author (year) N Methodology Main results

Organizational climate

Jaafari, Karami, & Soleimani (2012) 117 Quantitative Organizational climate and teacher motivation
established a negative and statistically signifi-

Thomas (2008) 957 Quantitative cant correlation.
Organizational climate and teacher motivation
Meristo & Eisenschmidt (2014) 112 Quantitative had a positive and statistically significant cor-
relation.

Bentea (2013) 201 Quantitative

. . o Different perceptions of organizational climate
Hart, Wearing, Conn, Carter, & Dingle (2000) 1520 Quantitative led to a distinct impact on teacher motivation.
Klusmann, Kunter, Ludtke, & Baumert (2008) 1939 Quantitative
Collie, Shapka, & Perry (2011, 2012) 664 Quantitative School leadership and interpersonal relation-
Klassen et al. (2008) 526 Mixed ships were significant predictors of teacher
Liu (2012) 510 Quantitative motivation.

Teacher motivation was higher in private insti-
Buka & Bilgic (2010) 429 Quantitative tutions, due to differences at the organizational
climate level.

Organizational culture

Aeclterman, Engels, Petegem, & Verhaeghe (2007) 2000 Quantitative Organizational culture was a significant
Marcone, Trigo, & Martin del Buey (2003) 436 Quantitative predictor of teacher motivation.
Karadag, Baloglu, & Cakir (2011) 228 Quantitative Organizational culture and teacher motivation

o were positively correlated; however, this
Dumay & Galand (2012) 660 Quantitative correlation was not statistically significant.
Troman (2008) 4 Qualitative Changes in organlzatlonz.il ctlllture influenced

teacher motivation.
Perceptions of organizational culture were

Shaw & Reyes (1992) 104 Quantitative different between distinct schools levels

(elementary and high school), as a result
teacher motivation also varied.

Organizational culture differed in schools from
Abd Razak, Darmawan, & Keeves (2010) 1154 Quantitative different countries, leading to divergent results
in teacher motivation.

School culture management was crucial to

Ware & Kitsantas (2007, 2011) 26257 Quantitative maintaining the teachers’ motivation

. o A goal-oriented culture was a significant
Zhu, Devos, & Li (2011) 181 Quantitative & oredictor of teacher mofiva Eon
Devos, Dupriez, & Paquay (2012) 295 Quantitative
Lam, Cheng, & Choy (2010) 182 Quantitative A supportive culture contributed to an increase
Sezgin (2010) 270 Quantitative in teacher motivation.
Weiss (1999) 5088 Quantitative
Ha & Sung (2011) 43 Qualitative A competition-based culture had a detrimental
Rots, Kelchtermans, & Aelterman (2012) 12 Qualitative impact on teacher motivation.

continued...
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...continuation

Author (year)

N

Methodology

Main results

Organizational health

Mehta, Atkins, & Frazier (2013)

Pas, Bradshaw, & Hershfeldt (2012)

203

600

Quantitative

Quantitative

Positive learning environment and material
resources established a positive and statistically
significant correlation with teacher motivation.

School leadership, teacher affiliation, and
academic emphasis significantly predicted
teacher motivation. However, student mobility
contributed negatively to this aspect.

Organizational justice

Boudrias et al. (2011)
Cheng (2014)

Cohen & Keren (2008)
Sousa & Mendonga (2009)
Babaoglan & Erturk (2013)
Mohammadtaheri (2011)
Ozgan (2011)

Oztug & Bastas (2012)
Yavuz (2010)

Shapira & Lishchinsky (2007)

Ugurlu & Ustuner (2011)

391
2180
539
233
1463
2800
212
225
445

1016

9004

Quantitative
Quantitative
Quantitative
Quantitative
Quantitative
Quantitative
Quantitative
Quantitative

Quantitative

Quantitative

Quantitative

The relationship between organizational justice
and teacher motivation could either be direct or
indirect.

A positive and statistically significant correla-
tion between organizational justice and teacher
motivation was obtained.

The relationship between organizational justice
and teacher motivation differed in terms of
gender.

Justice behaviours, adopted by schools’
administrators, had a positive impact on teacher
motivation.

Performance appraisal

Collins (2004)
Rahman (2006)

Ortner (2012)

Harris & Sass (2014)

Kowai-Bell, Guadagno, Little, & Ballew (2012)
Rasheed, Aslam, Yousaf, & Noor (2011)
Delvaux et al. (2013)

Blaskova & Blasko (2014)
Kelly, Ang, Chong, & Hu (2008)

Runhaar, Sanders, & Konermann (2013)

Lundstrom (2012)

44
232

103
30
44
100

1983

655

85

365

23

Qualitative
Quantitative

Quantitative
Mixed
Mixed
Mixed

Quantitative

Quantitative
Quantitative

Mixed

Qualitative

Performance appraisal processes focused
solely on results had a detrimental influence on
teacher motivation.

High workloads, that cause teacher
demotivation, led to poor work performance,
one of the aspects measured on teachers’
performance appraisal.

Feedback, supervisors’ training, and
evaluation criteria were key features in
performance appraisal and influenced teacher
motivation. On the one hand, negative
feedback, poor supervisor training, and vague
criteria caused teacher demotivation. On the
other hand, the existence of: (a) a constructive
relationship between supervisor and teacher;
(b) positive feedback; and (c) clear criteria,
increased teacher motivation.

Note. For each study we presented the author(s), year of publication, and methodology employed. However, because some studies had similar
results, the main results were aggregated in those situations.

Discussion

The present review examined studies published between
1990 and 2014 that addressed the relationship between
teacher motivation and organizational variables. A majority

of the studies (58.82%) was published in 2010-2014. Also,
most of the studies employed a quantitative methodology
likely because quantitative methods allow the collection
of larger samples and the inference of causal relationships
(Gelo, Braakmann, & Benetka, 2008). According to Spector
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(1994), the use of self-report questionnaires facilitates the
analysis of several variables and provides an accurate picture
of an individuals’ work environment.

Organizational culture has a critical relationship with
teacher motivation because it determines the way in which
teachers behave and perform (Ipek, 2010). However, the
analysis of the relationship between school organizational
culture and teacher motivation mustbe addressed meticulously,
because different cultures have distinct effects on teacher
motivation. These assumptions may explain why different
cultures (i.e., goal-oriented, supportive, and competition-
based) had different effects on teacher motivation in the
analysed studies. Educational leaders must be aware of the
effects of each type of organizational culture not only for
the motivation of teachers but also for the functioning of the
school as a whole. Moreover, these results emphasized the
need to conduct more studies, which could clarify the type of
culture that best elevates teacher motivation.

The divergent results in some of the studies that evaluated
the relationship between teacher motivation and organizational
climate might have occurred because of this concepts’
heterogeneity. Therefore, it could be concluded that different
organizational climate perceptions can have a distinct effect
on motivation. Bocchi et al. (2014) felt that school leadership
and interpersonal relations, which are organizational climate
dimensions, were the most important predictors for teacher
motivation, which was supported by the results of the analysed
studies. However, differences in teacher motivation levels due
to organizational climate may occur not only because of the
different leadership styles employed by school directors and
relationships with other teachers, but also due to interactions
with the school staff and student parents, which were not
addressed in the sample of studies. Further, class climate may
also be affected by poor student discipline, subsequently causing
teacher demotivation.

O’Brien-Pallas, Murphy, Shamian, Li, and Hayes (2010)
stressed that leadership styles, adequate working conditions (e.g.,
access to recent materials), and cooperation between different
organizational actors were crucial to professional motivation.
These organizational health dimensions were congruent with
those presented in the examined studies. Nevertheless, despite
the relevance of organizational health, few studies have been
conducted on the relationship between this concept and teacher
motivation. This situation needs to be examined in future works
because of the increase, in the last few years, of a focus on the
psychosocial risk factors.

In a systematic review, Colquitt, Conlon, Wesson, Porter,
and Ng (2001) found that different types of organizational justice
were positively and significantly associated with motivation, and
Cohen-Charash and Spector (2001) reported that demographic
variables had little effect on justice perceptions. School leaders
and other organizational members. must employ fair, clear
justice criteria to increase teacher motivation and, consequently,
student motivation and to reduce teacher turnover rates, which
are a preoccupying factor in the teaching profession.

Performance appraisal was found to be significantly
influenced by the type of feedback and the supervisors’ role
(O’Pry & Schumacher, 2012). Firestone (2014) noted that
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feedback has been undervalued but is fundamental because
it relates to teachers’ intrinsic motivation. Supervisors are
responsible for feedback that may help teachers’ career
development; thus, when supervisors promote support,
they generate satisfaction and motivation (Pichler, 2012).
Nevertheless, supervisors’ control attitudes were also found
to prejudice teacher motivation (O’Pry & Schumacher, 2012).
Goal clarification also potentiates satisfaction and motivation
(Wang et al., 2011). Another aspect worth mentioning is the
scope of the performance appraisal, because it was found that
this process should not only focus on outcomes but also on
processes and employee behaviours (Firestone, 2014). Schools
must create appraisal systems that teachers consider fair, and
teachers should be included in the development of these systems
because they are active actors in the education process and they
know which work characteristics prejudice or improve teaching.
This situation would make teachers feel that they are a part of
the educational process and not only instruments to achieve
educational goals. In addition to these concerns, supervisors
must also receive adequate training to deliver useful feedback
and promote a supportive environment for the teachers, which
would help them develop their professional skills.

In general, the analysed studies were congruent with the
premises mentioned above. Therefore, we can conclude that
teacher motivation is affected not only by variables related
to the teacher, as reported in past literature reviews (Jesus,
2003), but also by organizational variables, which refer to the
relationship established between the teacher and the school.
This approach emphasizes the importance of the context in
which the teacher works and the relationships established
within this context.

The present literature review possesses some limitations.
The time period analysed could have been extended because
teacher motivation has been a serious problem in schools
for several decades. In addition, other organizational (e.g.,
organizational citizenship behaviours) and individual
(e.g., positive psychological capital) variables could have
been assessed along with job satisfaction, the most studied
work attitude in the literature. This would have allowed
a comparison between the studies that related teacher
motivation to organizational and individual variables, and to
work attitudes to determine which of these variables was the
most studied within the above-mentioned construct. Future
reviews could focus on work attitudes and the individual
variables related to teacher motivation to update past works.
In addition, researchers could develop theoretical models that
address the effect of organizational and individual variables,
and work attitudes on teacher motivation, which could lead
to the development of an integrative model for the study of
teacher motivation, as in Jesus and Lens (2005), but would
consider several more aspects. Further, intervention programs
should understand the influence of the school environment
to consider its effects on teacher motivation because it is
important to not only ensure high levels of motivation and
well-being, but also ensure that the environment in which
the teachers are working is healthy and has good working
conditions so they can perform their duties.
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