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Abstract: In the field of education, principals play an important role in creating a conducive working
environment for teachers. This study aims to analyze the leadership communication strategies employed
by the principal in improving teachers’ work motivation at SMK Budi Asih Jakarta. This research used a
qualitative descriptive approach with data collected through in-depth interviews with the principal as the
main informant. The findings reveal that the principal applies interpersonal, situational, formal, and
informal communication strategies to foster teachers’ work motivation. Family-oriented communication,
coaching, emotional support, and task delegation adjusted to teachers’ conditions emerged as the
primary approaches in creating a positive working environment. Guided by Situational Leadership
Theory, the study identifies the implementation of directing, coaching, supporting, and delegating
leadership dimensions in the principal’s communication practices. The novelty of this study lies in its
exploration of leadership communication strategies within the context of a vocational school through the
lens of situational leadership. The findings provide practical insights for educational leaders in
developing adaptive communication strategies to enhance teachers’ motivation and strengthen a positive
organizational climate in schools.

Keywords: Leadership Communication, Principal, Teacher Work Motivation, Situational Leadership,
Educational Communication.

INTRODUCTION

In the field of education, communication plays a very important role in building harmonious
working relationships within the school environment (At-tamimy & Eloy, 2025; Briganti, 2025).
Communication is not only a means of delivering information, but also functions as a medium to
influence attitudes, behavior, and individual motivation within educational organizations.
According to (Nurhadi & Kurniawan, 2017), communication is a process of delivering messages
aimed at creating certain effects on communicants, either directly or indirectly. In the context of
educational organizations, effective communication is able to create good work coordination,
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increase trust, and build positive interpersonal relationships between leaders and educators.

As the leader of an educational organization, the principal has a major responsibility in
creating a conducive working environment for teachers (Ayyubi et al., 2025; Syafi’l et al., 2024).
In addition to being responsible for administrative aspects, principals are also required to establish
effective leadership communication in order to improve teachers’ work motivation (Chaanpraserta
et al., 2024; Yulianti et al., 2024). Teachers who possess high work motivation tend to be more
committed in carrying out their duties, capable of creating a positive learning atmosphere, and able
to contribute to improving the quality of education in schools. On the other hand, weak leadership
communication can lead to decreased teacher morale, misunderstandings, and low work
effectiveness within the school organization.

Organizational communication is basically a process of exchanging messages within an
organization to achieve common goals. Goldhaber in (Gani, 2019) explains that organizational
communication is the process of creating and exchanging messages within a network of
interdependent relationships. Furthermore, organizational communication also includes internal
communication, vertical communication, horizontal communication, and interpersonal
relationships among organizational members (Katuuk et al., 2016). Within the school
environment, the principal acts as the main communicator who has a significant influence on the
organizational climate and teachers’ work motivation. Leaders with effective communication
skills will be more capable of building participation, creating a comfortable working atmosphere,
and increasing employee loyalty. (Zahara, 2018)

In practice, principals need to adapt their leadership communication style to the diverse
conditions and characteristics of teachers. One relevant approach used in this study is the
situational leadership theory proposed by Hersey and Blanchard. This theory emphasizes that there
is no single leadership style that is effective for all situations; therefore, leaders need to adjust their
leadership approach based on the readiness and condition of their subordinates (Toana, 2018).

Situational leadership consists of four main approaches, namely directing, coaching, supporting,
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and delegating (Darmawan & Roselini, 2022).

As one of the vocational schools in Jakarta, SMK Budi Asih also faces challenges in
maintaining teachers’ work motivation, such as workload, changes in educational policies, and the
dynamics of workplace relationships within the school environment. Under these conditions, the
principal’s leadership communication strategy becomes an important factor in maintaining
organizational stability and improving teachers’ morale (Minarti et al., 2024; Sholeh, 2025).
Therefore, research on principals’ leadership communication strategies in improving teachers’
work motivation is important to conduct in order to provide an overview of effective leadership
communication practices in educational organizations.

Several previous studies have examined the role of principal leadership and communication
in educational settings. For instance, (Sihotang et al., 2021) found that principals’ communication
styles influence teachers’ work motivation through both formal and informal interactions.
Similarly, (Sofia et al., 2023) emphasized that effective communication between principals and
teachers contributes positively to teacher performance and organizational effectiveness. More
recent studies have also highlighted the importance of transformational communication and
leadership practices in fostering teacher motivation and satisfaction (Holisoh et al., 2026; Zahriyah
& Fuadi, 2026). However, most existing studies focus on leadership styles, teacher performance,
or job satisfaction in general, while limited attention has been given to how principals employ
communication strategies through the dimensions of Situational Leadership Theory to enhance
teachers’ work motivation. Furthermore, empirical studies exploring leadership communication
within vocational school settings remain relatively scarce. Therefore, this study seeks to fill this
gap by examining how the principal of SMK Budi Asih Jakarta implements leadership
communication strategies through the dimensions of directing, coaching, supporting, and

delegating to improve teachers’ work motivation.

METHOD
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This study employed a qualitative descriptive approach to explore the leadership

communication strategies implemented by the principal of SMK Budi Asih Jakarta in improving
teachers’ work motivation (Creswell, 2007; Patton, 2002). A qualitative approach was considered
appropriate because it allows researchers to gain an in-depth understanding of participants’

experiences, perspectives, and communication practices within their natural context.

The participant in this study was the principal of SMK Budi Asih Jakarta, Mrs. Iryanis, S.E.,
S.Pd, who was selected through purposive sampling. The principal was chosen as the key informant
because of his central role in planning, implementing, and evaluating communication practices and
leadership strategies within the school. As the primary decision-maker and organizational leader, the
principal possesses comprehensive knowledge regarding communication processes, teacher

management, and motivational practices in the school environment.

Data were collected through an in-depth semi-structured interview conducted with the
principal. The interview lasted approximately 60 minutes and was carried out in a face-to-face setting
at the school. The interview focused on communication patterns, leadership approaches, teacher
motivation, conflict management, and strategies used to address the diverse characteristics of
teachers. During the interview process, the researcher recorded and transcribed the conversation to

facilitate data analysis.

To ensure the credibility of the findings, member checking was conducted by providing the
interview transcript and research interpretations to the participant for confirmation. This process
allowed the participant to verify the accuracy of the information and interpretations presented by the
researcher. In addition, prolonged engagement during the interview process enabled the researcher

to obtain a deeper understanding of the participant’s experiences and perspectives.

The collected data were analyzed using the interactive model of Miles and Huberman, which
consists of data reduction, data display, and conclusion drawing (Miles et al., 2014). Data reduction
was conducted by selecting relevant information related to leadership communication strategies.
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Subsequently, the data were organized and displayed according to the dimensions of Situational

Leadership Theory, namely directing, coaching, supporting, and delegating. Finally, conclusions

were drawn based on recurring themes and patterns identified from the interview data.

Ethical considerations were observed throughout the research process. Prior to the interview,
the participant was informed about the objectives of the study and the intended use of the data.
Voluntary participation and informed consent were obtained before data collection commenced. The
participant was also assured that the information provided would be used solely for academic

purposes and reported responsibly in accordance with research ethics.

RESULT AND DISCUSSION

Communication plays an important role in organizational life, particularly within
educational institutions where interactions between leaders and teachers influence organizational
climate and teachers’ work motivation. According to Goldhaber in Gani (2019), organizational
communication is the process of creating and exchanging messages within a network of
interdependent relationships in dealing with uncertain environments. In educational organizations,
principals function as communicators who play a strategic role in establishing effective
communication patterns with teachers. Effective leadership communication enables principals to
build harmonious relationships, encourage participation, and maintain teachers’ motivation within

the school environment.

Based on the interview conducted with the principal of SMK Budi Asih Jakarta, it was found
that interpersonal and family-oriented communication approaches are prioritized in managing
teachers. The principal emphasized the importance of direct communication and emotional
closeness with teachers to create a comfortable working atmosphere. The principal stated:

“...1 prefer direct communication with teachers rather than only communicating through
WhatsApp groups because face-to-face interaction creates a stronger sense of closeness...”
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This statement indicates that direct interpersonal communication is considered more
effective in building emotional relationships between the principal and teachers. In addition, the
principal also applies informal communication through activities such as casual discussions,
shared meals, and recreational activities outside the school environment. The principal explained:

“...sometimes we eat together, have casual conversations, and we have even gone hiking

together so that our relationship becomes closer and less formal...”

These findings reflect the concept of organizational communication, where interpersonal
relationships become an important factor in creating a positive organizational climate and
strengthening work motivation among organizational members.

The findings of this study were analyzed using Situational Leadership Theory proposed by
Paul Hersey and Ken Blanchard. According to (Toana, 2018), situational leadership is a leadership
model that adapts to changing situations because there is no single leadership style that is effective
for all conditions. Leaders are required to adjust their leadership style according to the readiness
and conditions of subordinates. Furthermore, (Darmawan & Roselini, 2022) explain that
situational leadership consists of four dimensions, namely directing, coaching, supporting, and
delegating. Based on the interview findings, all four dimensions were identified in the leadership

communication practices of the principal of SMK Budi Asih Jakarta.

Principal Leadership Communication

{ Leadership Dimen
(Directing, Coaching, Supporting, Delegating)

Teacher’s Work Motivation

Figure 1. Conceptual Framework of the Study
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Directing

The directing dimension refers to leadership behavior that emphasizes giving instructions,
supervision, and task-oriented communication to subordinates. In this dimension, leaders provide
clear guidance regarding what tasks should be completed and how those tasks should be carried
out.

Based on the interview findings, the principal implemented the directing approach when
teachers experienced difficulties related to classroom management or school responsibilities. The
principal explained:

“...if there are teachers experiencing difficulties in handling students or work-related issues, |

ask them to come directly to me so that we can immediately find solutions together...”

This statement demonstrates that the principal provides direct guidance and opens
communication channels for teachers who require direction regarding their work. In addition, the
principal also adjusts communication pressure according to organizational situations and teachers’
conditions. The principal stated:

“...there are certain situations where teachers need to be pushed more firmly so that the

school’s targets can still be achieved, but their conditions must also be considered...”

This finding indicates that the principal applies directive communication while still

considering situational conditions within the organization.

Coaching

The coaching dimension refers to leadership behavior that combines direction with
emotional support. Leaders not only provide instructions but also motivate and guide subordinates
in solving problems and improving performance.

The interview findings revealed that the principal prefers persuasive communication rather
than directly blaming teachers when problems occur. The principal explained:

“...if mistakes occur, | do not immediately get angry or blame the teachers. Instead, | invite
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them to discuss the issue together so we can find solutions collaboratively... ”

This approach demonstrates the implementation of coaching communication because the
principal attempts to encourage teachers to evaluate problems collaboratively while maintaining
emotional comfort. Furthermore, the coaching dimension is also reflected in the principal’s
communication strategy toward younger teachers, particularly Generation Z teachers. The
principal stated:

“...younger teachers nowadays require different approaches. We cannot be too harsh with

them. They are more suited to being given space to learn and guided gradually...”

This finding is consistent with previous studies emphasizing the importance of adaptive
leadership communication in educational organizations. (Sofia et al., 2023) found that principals
who employ supportive and participative communication strategies tend to foster higher levels of
teacher engagement and performance. The findings of the present study support these perspectives,
demonstrating that coaching-oriented communication can strengthen teachers’ motivation and
commitment within the school environment.

The findings also highlight the growing challenge of managing multi-generational teachers
in contemporary educational institutions. Differences in work values, communication preferences,
and professional expectations between senior teachers and younger Generation Z teachers require
principals to adopt more flexible communication strategies. In the present study, the principal
acknowledged that younger teachers respond more positively to supportive guidance, collaborative
discussions, and opportunities for learning and self-development. This suggests that leadership
communication should not rely on a single approach but instead adapt to the characteristics and
expectations of different generations of educators. Such findings reinforce the relevance of
Situational Leadership Theory, which emphasizes the importance of adjusting leadership

behaviors according to the readiness and needs of followers.

Supporting
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The supporting dimension refers to leadership behavior that emphasizes emotional support,

interpersonal relationships, and participation between leaders and subordinates. Leaders focus on
creating comfort, trust, and psychological support for employees.

Based on the interview findings, the principal demonstrated the supporting dimension
through family-oriented communication and informal interpersonal interactions with teachers. The
principal explained:

“...I often come to the teachers’ room just to have casual conversations so that they feel

comfortable and not too tense... ”

The principal also acknowledged that teachers may experience boredom and decreased
motivation, particularly during the end of semesters or when school activities become less active.
To overcome this situation, the principal attempts to maintain teachers’ morale through supportive
communication approaches. The principal stated:

“...when teachers begin to feel bored or exhausted, I usually invite them to have relaxed

conversations or create a more comfortable atmosphere so that their motivation returns...”

In addition, the supporting dimension also appears in the way the principal handles conflicts
among teachers. The principal explained:

“...if conflicts occur among teachers, | usually speak personally with each individual first

before bringing them together...”

This finding demonstrates that interpersonal communication and emotional support are
considered important strategies in maintaining harmonious organizational relationships within the

school environment.

Delegating
The delegating dimension refers to leadership behavior in which leaders provide trust and
responsibility to subordinates according to their competence and readiness levels. In this approach,

leaders reduce direct supervision and allow subordinates to complete tasks more independently.
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Based on the interview findings, the principal applies delegation strategies by considering

teachers’ competencies, experiences, and personal conditions. The principal explained:

“...ta_sk distribution is usually adjusted according to each teacher’s abilities and

experience... ”

The principal also stated:

“...new teachers are still given opportunities to learn and develop even though they may not

yet have much teaching experience...”

These findings indicate that the principal emphasizes empowerment and professional
development through delegation strategies. Teachers are gradually entrusted with responsibilities
according to their readiness and competencies. This communication strategy is considered
effective in increasing teachers’ confidence, responsibility, and work motivation within the school
organization.

Overall, the findings of this study indicate that the leadership communication strategies
implemented by the principal of SMK Budi Asih Jakarta significantly contribute to improving
teachers’ work motivation and maintaining a conducive organizational climate. The application of
directing, coaching, supporting, and delegating dimensions demonstrates that leadership
communication within educational organizations requires adaptive, interpersonal, and emotionally
supportive approaches. These findings also reinforce the relevance of Situational Leadership
Theory proposed by Hersey and Blanchard in understanding how principals’ communication

strategies influence teachers’ work motivation and organizational relationships within schools.

/

Figure 2. Interview with the Principal of SMK Budi Asih Jakarta, Mrs. Iryanis, S.E., S.Pd
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Practical Implications

The findings of this study offer several practical implications for educational leadership and
school management. For school principals, the study highlights the importance of adopting
adaptive communication strategies that combine formal, informal, and interpersonal approaches.
Principals are encouraged to build closer relationships with teachers through regular interactions,
constructive feedback, emotional support, and open communication channels. Such practices can
foster a positive organizational climate and enhance teachers’ work motivation.

For educational administrators, the findings emphasize the need to support leadership
practices that prioritize effective communication within schools. Educational authorities may
encourage principals to develop communication competencies that enable them to manage diverse
teacher characteristics and workplace challenges more effectively. Strengthening communication
skills among school leaders can contribute to improved teacher engagement and organizational
performance.

The findings provide implications for teacher development programs. Professional
development initiatives should not only focus on pedagogical competencies but also address
communication, collaboration, and interpersonal relationships within educational organizations.
Programs designed to facilitate constructive interaction between school leaders and teachers may
help strengthen teacher motivation and job satisfaction.

The study offers insights for school leadership training initiatives. Leadership development
programs should incorporate situational leadership principles, particularly the dimensions of
directing, coaching, supporting, and delegating. Training that emphasizes adaptive communication
strategies can better prepare current and future school leaders to manage multi-generational
teaching staff and respond effectively to the evolving challenges of contemporary educational

environments.
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CONCLUSION

This study concludes that the principal of SMK Budi Asih Jakarta employs leadership

communication strategies that play a significant role in improving teachers’ work motivation.
Through the integration of interpersonal, formal, informal, and situational communication
approaches, the principal creates a supportive and conducive working environment that encourages
teacher engagement and commitment. The findings demonstrate that effective leadership
communication contributes not only to teachers’ motivation but also to broader organizational
effectiveness by fostering positive relationships, strengthening collaboration, and maintaining a
healthy organizational climate within the school.

The study further confirms the theoretical relevance of Situational Leadership Theory
proposed by Hersey and Blanchard. The dimensions of directing, coaching, supporting, and
delegating were clearly reflected in the principal’s communication practices and proved useful in
understanding how leadership communication can be adapted to meet the diverse needs and
characteristics of teachers. These findings reinforce the applicability of situational leadership
within educational settings and highlight the importance of adaptive communication in managing
multi-generational teaching staff.

From a practical perspective, the findings suggest that school leaders should develop
communication strategies that balance guidance, support, and empowerment in order to maintain
teacher motivation and organizational cohesion. Educational policymakers and administrators may
also consider incorporating communication competence and situational leadership principles into

leadership development and professional training programs for school principals.

This study is limited to a single case study involving one principal at a vocational school.
Therefore, future research is encouraged to involve multiple schools, diverse educational settings,
and broader participant groups, including teachers, vice principals, and educational administrators.

Such studies may provide a more comprehensive understanding of leadership communication
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practices and their influence on teacher motivation across different organizational contexts.
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