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The study considered how school leaders’ visibility can lead to well-being and institutional 
strengthening. The objective is to contribute to leadership literature on visible leadership, 
school well-being, and institutional strengthening and how these variables contribute to 
effective schools. The literature study approach was the methodology used with the purpose 
of  reviewing and analysing relevant literature in the fields. Existing data were analyzed in 
the form of  articles, books, and other library sources using meta-analysis, which require 
searching, selecting, and evaluating literature relevant to the research topic. The findings 
of  the study indicate that school leaders’ visibility is a proven strategy that strengthens 
content and instruction, promotes a positive learning environment, advances professional 
growth, and creates a favourable learning environment. Furthermore, when leadership foster 
participation in the design of  well-being initiatives, a sense of  ownership and long-lasting 
change becomes part of  the school’s culture. In conclusion, it is revealing that frequent 
leader visibility and fostering well-being build relationships, promote mutual trust and 
excellence in school.
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INTRODUCTION
Leadership plays a pivotal role in shaping the vision, 
culture, and overall performance of  an organization 
(Muridzi & Dhliwayo, 2025). Educational leadership 
involves setting clear goals, supporting teaching and 
learning, fostering collaboration among staff, and creating 
a safe and inclusive atmosphere that promotes academic 
excellence and personal development for all learners 
(Lehmeidi, 2025). School leader’s role has evolved for 
some time now. Today, leadership duties include active 
engagement in curriculum planning, teacher development, 
and classroom support (Kilag & Sasan, 2023; Darling-
Hammond, 2021).
Visible leadership in education deals with the active 
presence and engagement of  educational leaders such 
as school heads, School Improvement Support Officers 
(SISO) and policymakers in shaping institutional culture, 
decision-making, and performance (Shaked, 2025). 
Visible leaders can engage other stakeholders and share 
key ideas, values, and behaviours that promote effective 
school. According to DeWitt (2018), a visible leader is 
one who consistently interacts with teachers, learners, 
and stakeholders, demonstrating a hands-on approach 
to management rather than being an arm chair leader 
operating from behind the scenes. Visible leaders in 
educational settings are increasingly recognised as critical 
in fostering effective teaching, and cultivating a positive 
school culture (Chamo, 2024).
Visible leadership is the observable presence, accessibility, 
and influence of  leaders within an organization. It is closely 
linked to transformational and transparent leadership 
styles where leaders are engaged, communicative, and 

clearly aligned with institutional goals (Bolden, 2021). In 
the dynamic educational landscape, visible leaders play a 
key role in driving change and fostering innovation. They 
do so by embracing new ideas, challenging the status quo, 
and empowering teachers, learners and other stakeholders 
to explore new approaches. Visible leaders create 
an environment where innovation thrives. However, 
leadership training to enhance visible leadership for 
prospective school heads is lacking today (Fullan, 2023).
Models on visible educational leadership describes how 
school leaders’ team up with stakeholders to positively 
transform the school through trust and interdependence 
which in turn deliver transformational change (Holcombe 
et al., 2023). The education system is considered as a 
complex network of  participants (government agencies, 
public and private providers, individuals, communities, 
and organizations) concerned with the provision, and 
regulation of  essential services concerned with learning 
and financing (Gachie, 2020; World Bank, 2010). Other 
key indicators such as economic, political, good health, 
interpersonal relationship and an efficient managerial 
system works to make education succeed.
Well-being is a broad concept that covers a whole range 
of  dimensions. Well-being refers to material comfort, 
good health, emotional stability that individuals enjoy 
in a society as a whole (Husain & Akram, 2022). The 
World Health Organization (2001) defined well-being 
as a state in which each individual is capable of  making 
a positive contribution to their community, is able to 
manage the ordinary stresses of  life, and realises their 
potential. A significant priority in the present educational 
landscape is the enhancement of  student well-being. 
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Although concepts of  well-being have garnered 
considerable attention in the last decade, but how the 
concept precisely works in the educational landscape 
need to be explored further. School well-being includes 
academic achievement, physical and mental health, 
satisfying interpersonal relations and success (Anchunda 
& Anchunda, 2023). The concept of  well-being used in 
everyday conversations formally or informally appears all 
over life, but explanations about exactly what well-being 
looks, feels or sounds like are elusive (Burke, 2020; Svane 
et al., 2019). The task of  the school in promoting learners’ 
well-being in terms of  academic, social relationship with 
teachers, peers and the school community go a long way 
to promote effective school. By performing these essential 
roles by leadership, the school is positioned to work well 
and strengthened. A typical school well-being transcends 
beyond the learner to include the leadership, staff  (teaching 
and non-teaching), parents and the community as seen in 
Alanoglu’s (2026) school well-being model.
Institutional strengthening, which shapes the learner and 
promotes well-being, consists of  the processes, systems, 
and leadership mechanisms that enhance the effectiveness, 
efficiency, accountability, and sustainability of  institutions 
(UNDP, 2021). Institutional strengthening relies on strong 
leadership practices to enhance organizational capacity 
and deliver services effectively. Leadership, particularly, 
visible, is a core driver in this transformation where the 
entire group works to promote growth. According to 
O’Reilly and Chatman (2020), visible leadership improves 
institutional trust and motivation, as leaders become 
role models who drive change and innovation. Leaders 
who are visible promote accountability, clarity of  vision, 
and alignment of  team’s critical vision for strengthening 
institutional frameworks. Heifetz et al. (2022) argue that 
visible leadership reduces resistance and reinforces shared 
ownership of  goals in institutions undergoing change, 
thereby enhancing institutional resilience and adaptability.
Schmid (2023) postulates that an institution is a 
relationship pattern that is reflected by the group, which 
sees the relationship between organised human behaviour 
in a group. According to Manahung and Gamar (2022), 
an institution is a rule within a community, group or 
organization that promotes cooperation among its 
members to help them with the hope that everyone can 
work together or relate with one another for the good 
of  all. Communities succeed when their institutions are 
formidable and work to promote one another. World 
learning envisions a world in which all society’s institutions 
such as school, fulfil their missions strategically and 
possess the flexibility to adapt to changing circumstances 
(Eddy & Amey, 2023). Based on this understanding, it can 
be said that an institution is a series of  rules, systems, and 
incentive structures that guide the behaviour patterns and 
relationships between and among community members 
that are mutually binding to shape social behaviours, and 
are widely accepted to serve common goals. Institutional 
strengthening involves improving the capacity, structure, 

and processes within educational organizations to enhance 
their effectiveness, sustainability, and responsiveness to 
challenges (Mozin & Nggilu, 2023).
In contemporary organizational development, the 
pursuit of  institutional strengthening has become a 
central goal for achieving sustainable performance, and 
improved service delivery (Babalola, 2022). However, 
despite numerous capacity-building initiatives and reform 
programmes, many institutions continue to grapple 
with issues such as weak accountability structures, low 
staff  morale, inefficient resource management, and 
poor institutional performance (Sule, 2024). Partly, 
these challenges emanate from the absence of  visible 
leadership that is actively engaged, present, transparent, 
and responsive to the evolving needs of  the institution 
(Adole, 2024; Agwoje & Okeleke, 2023).
Visible leadership is increasingly recognised as a critical 
factor of  institutional change and resilience (Morris et 
al., 2020). It influences organizational culture, facilitates 
strategic direction, ensures alignment of  institutional 
goals with operational practices, and fosters a sense 
of  ownership and accountability among staff. Yet, in 
many institutional settings, leadership remains distant or 
symbolic with minimal impact on day-to-day operations 
and engagement. This disconnect often leads to 
weakened institutional coherence, poor communication, 
and resistance to change further stalling development 
initiatives. This cannot be different from the educational 
setting.
While there is extensive literature on leadership 
and institutional development, there is a notable 
gap in empirical research that explores the practical 
manifestations and outcomes of  visible leadership, school 
well-being and institutional strengthening in education. 
This study therefore searches through literature on 
visible leadership in education, school well-being and 
institutional strengthening. It is hoped that the study 
will unearth their alignment and possible contribution to 
leadership and educational thought.

Statement of  the Problem
Globally educational leadership is seen as a driver of  
better education, school change and teacher development. 
Much of  the evidence-based frameworks and empirical 
studies on visible leadership and school well-being 
largely were carried out in the western world. These 
fragmented researches in countries makes it difficult to 
gain a coherent understanding of  what visible leadership 
and school well-being looks like and how they strengthen 
educational institutions in other settings. Again, most 
existing reviews on visible educational leadership are 
global in name but overwhelmingly feature studies from 
Europe, Asia, and North America. The same can be said 
of  school well-being and how educational institutions 
can be strengthened. Putting together various researchers 
thought on these themes therefore can go a long way to 
strengthens best educational leadership practices.
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Aim and Objectives
The central aim of  this study is to review literature on 
visible educational leadership, school well-being and 
institutional strengthening from the global perspective 
taking a look at their methods, insight and key findings.
The specific objectives are to:

1. Identify publication trends in visible leadership, 
school well-being and institutional strengthening research 
across the global between 2017 and 2026.

2. Map the most active authors, countries, institutions, 
and journals contributing to this body of  research.

3. Synthesize the key themes on visible leadership, 
school well-being models and institutional strengthening 
research methodologies used in these studies.

Research Questions
To address these objectives, the study was guided by the 
following research questions:

1. What are the publication trends in visible leadership 
in education, school well-being and institutional 
strengthening research between 2017 to 2026?

2. Which countries, institutions, and authors are the most 
prolific and influential in this area of  visible leadership, 
school well-being and institutional strengthening?

3. What themes, methodologies and insight dominate 
the literature review to guide practice?

MATERIAL AND METHODS
This research uses a literature study method. The purpose 
is to review and analyze relevant literature in the fields 
being studied. The methodology does not involve 
collecting new data. Rather, it analyzes existing data in the 
form of  articles, books, and other library sources (Bisaria 

et al., 2026). The research design is a meta-analysis, which 
requires searching, selecting, and evaluating literature 
relevant to the research topic (Chigbu et al., 2023). 
Research can be conducted systematically, using clear 
criteria for selecting literature to be part of  the analysis. 
The population and sample consist of  literature that is 
relevant to the selected research topic, decided by using 
predetermined inclusion and exclusion criteria to select 
the most relevant and high-quality literature. Therefore, 
the background and data sources in this qualitative 
research are literature collected from various sources 
such as scientific journals, books, research reports, and 
other literature sources. Researchers can utilize academic 
databases such as Scopus, Web of  Science, Google 
Scholar or Books to search for literature that are relevant 
to the research topic. Once relevant literature is found, 
the researcher then proceeds to make a selection based on 
predetermined criteria. Data analysis technique used was 
reading and critically evaluating the selected literature. 
Researchers will identify the main findings of  each 
literature, compare and integrate relevant research results, 
and compile a synthesis of  these findings. Analysis can 
be done narratively, or through meta-analysis, taken into 
account the purpose of  the study and the characteristics 
of  the available literature.

RESULTS AND DISCUSSIONS
Literature was conducted by analyzing thirty (30) studies 
including books, journal articles, and project reports 
published on Scopus, Web of  Science, Google Scholar, 
and other databases. These sources containing the studies 
were published in 2017 - 2026. Table 1 gives the details of  
the literature review:

Table 1: Literature Study Analysis
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Discussion
The study discusses how leader visibility promotes well-
being and institutional strengthening. School leadership 
can have a bigger influence on the performance of  
learners, internal and external stakeholders by establishing 
trust through regular, and more purposeful visibility in all 
activities they do. Leader visibility strengthens instruction, 
fosters good learning climate, and work towards a 
successful professional development effort. This creates 
the needed learning environment for learners as well as 
staff  to thrive in school. The literature review points out 
that consistent leader visibility improves staff  morale and 
well-being and changes teacher work attitude which affect 
positively the school culture.
Improving well-being is seen as systematic rather than 
incidental. Recognising that motivates resilient staff  to 
support student achievement. In order to foster well-
being in school, it is necessary to change leadership 
preparation. Again, the distribution of  resources must 
be guided by professional development, support systems, 
and thorough assessments of  best practices. Schools can 
provide the foundation for improving well-being practices 
and carry out their potent role in promoting well-being at 
the individual and group levels.
Analysis of  current models of  school leadership 
reveals that school governance needs to take social and 
economic circumstances into consideration in addition 
to administrative pursuits. Schools should encourage 
clear communication to all members in order to establish 
inclusive, and participatory settings.
To improve capacity building, it is necessary to ensure 
effective communication, proper resource allocation, 
and training, and institutional strengthening, since 
these greatly influence service quality. Similarly, 
improving quality teaching and research output require 
capacity building of  academic personnel. Therefore, 
it is desirable for educational institutions to establish 
supportive settings for employees to engage in capacity-
building initiatives. Cross-cutting integration of  digital 
management capabilities within educational policy 
ensuring infrastructure, connectivity, and ongoing 
training for educators and school employees. Again, 
inter-institutional collaboration, and active community 
participation must all be encouraged as policies to develop 
both mentors and mentees.
By building trust in a more consistent manner through 
high visibility in both formal and informal interactions 
can have a greater impact on the performance of  school 
and stakeholders in this perspective. Visibility is a very 
successful instructional leadership strategy that also 
strengthens content and instruction, promotes a positive 
learning environment, advances professional growth, and 
creates a favourable learning environment.
Visible leadership approach in this literature review has 
demonstrated how consistent leader presence enhances 
staff  and learners’ well-being, changes teacher’s practice, 
and impacting school culture. It also creates a chance for 
leaders and educators to have meaningful conversations 

regarding classroom practices and their real impact on 
learning.
When stakeholders participate in the design of  well-
being initiatives, their sense of  ownership and long-
lasting change are fostered, and to ensure that future 
leaders acquire the needed well-being skills, and visible 
leadership ideals, schools must change the way they train 
school leaders. How schools use their resources should 
also be guided by research on best practices, professional 
development, and support systems.
For schools including higher education to expand and 
offer high-quality education, they must have strong 
leadership, and training. For instance, when higher 
institutions have a strong learning culture, sustainable 
leadership fosters innovation.
The review further indicates that building stronger 
educational institutions enhances the quality of  services 
and facilitates communication, resources, and training. 
Therefore, teaching and research must be prioritised as a 
way of  enhancing staff  capacity building.

CONCLUSION
The research found that frequent visibility of  the school 
leader and high-quality interactions build relationships 
which promote mutual trust and excellence. The literature 
review highlights the need for school leadership to 
practice frequent visibility, especially in an unscheduled, 
personal interactive manner to celebrate milestones. 
Formal observations to check in and converse with staff  
and being visible in the daily routines. Prioritising well-
being in school works to support all and this lead to 
goodwill and institutional growth.
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