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Abstract: 

As global educational landscapes undergo rapid transformation, the mental health of educators has emerged as a 

critical determinant of institutional efficacy and student success. This review article examines the multifaceted 

challenges faced by school teachers, framed within the context of the evolving 21st-century workplace. While teaching 

has historically been recognized as a high-stress vocation, the post-pandemic era has introduced unique stressors, 

including "technostress," administrative intensification, and a burgeoning "emotional labor" gap. By synthesizing 

contemporary research (2020–2025) and foundational literature (pre-2020), this article identifies the primary barriers 

to a thriving teaching workforce: namely, systemic workload issues, professional isolation, and the absence of robust 

institutional mental health support. The review moves beyond a deficit-based model (focusing solely on burnout) to 

explore innovative, salutogenic pathways. It highlights successful global policy interventions, such as the integration 

of Social-Emotional Learning (SEL) for staff and "well-being-by-design" institutional frameworks. Findings 

underscore that teacher well-being is not merely an individual responsibility but a systemic necessity. The article 

concludes by proposing a holistic framework—The Pathway to a Thriving Educational Workforce—which integrates 

digital literacy training, institutional psychological safety, and workload reform. 
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Introduction: The School as a High-Stakes 

Workplace 

The contemporary school is no longer just a site of 

academic instruction; it is a complex psychosocial 

environment. According to Hascher and Waber (2021), 

teacher well-being is a multi-dimensional construct 

comprising positive emotional experiences, job 

satisfaction, and a sense of professional purpose. 

However, recent data suggests that teachers report 

higher levels of anxiety and work-related exhaustion 

compared to other white-collar professions (MDPI, 

2023). 

Historically, the seeds of this crisis were planted 

decades ago. Kyriacou (2001) defined teacher stress as 

the experience of unpleasant, negative emotions 

resulting from work, a definition that still anchors 

contemporary research. Foundational studies by 

Johnson et al. (2005) across various professions 

identified teaching as one of the top three most stressful 

occupations globally. Today, this stress has evolved. 

Puhakka et al. (2021) argue that teacher turnover is not 

merely an HR issue but a symptom of systemic mental 

health neglect. This article synthesizes current and 

historical research to map the challenges and identify 
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the "pathways for a thriving workforce" as envisioned 

by current international policy trends. 

The Challenge of Emotional Labor and "Empathy 

Fatigue": 

Teachers are required to manage not only their own 

emotions but also the diverse emotional needs of 

students and parents. This "emotional labor" is a 

significant predictor of burnout. 

Surface Acting and Authenticity: 

Aldrup and Klusmann (2021) found that teachers who 

engage in "surface acting"—hiding true feelings to 

maintain a professional facade—experience 

significantly higher levels of emotional exhaustion. 

This builds on the seminal work of Grandey (2000), 

who theorized that the effort required to "fake" an 

emotional state depletes cognitive resources. 

Secondary Traumatic Stress and Compassion 

Fatigue: 

As schools become primary sites for student mental 

health support, teachers often suffer from "compassion 

fatigue." Beames et al. (2023) highlight that educators 

are frequently exposed to the trauma of their students 

without having the clinical training to process it. This 

was echoed by Greenberg et al. (2016), who noted that 

the "burnout cascade" often begins when a teacher's 

emotional resources are overwhelmed by students' 

social-emotional needs. 

The Impact of Student Behavior: 

Historically, disruptive student behavior has been cited 

as the primary stressor for educators (Boyle et al., 

1995). Modern research by Zhang et al. (2023) 

indicates that this has been exacerbated by the 

intensification of parental expectations in the digital 

age, adding a layer of "social stress" where teachers 

feel under constant surveillance via communication 

apps. 

Administrative Intensification and the "Audit 

Culture": The modern teacher's workload has shifted 

from purely pedagogical tasks to administrative 

documentation, a trend known as "intensification." 

Quantified Professionalism: 

Brandt and Lopes Cardozo (2023) discuss the "audit 

culture" in schools, where teachers’ value is tied to 

data-driven metrics. This shift reduces professional 

autonomy and increases "moral injury"—the distress 

felt when administrative demands conflict with 

pedagogical values. Foundational research by Skaalvik 

and Skaalvik (2011) established that a lack of 

institutional recognition and the pressure of 

standardized testing are core drivers of "reduced 

personal accomplishment." 

The Time-Poverty Paradox: 

Research by Taylor & Francis (2025) shows that while 

technology was intended to save time, it has led to 

"workload creep." Teachers now spend an average of 

15-20 hours per week on non-teaching tasks. Jain et al. 

(2025) define this as "chronic time poverty," building 

on the Job Demands-Resources (JD-R) model 

popularized by Bakker and Demerouti (2007), which 

posits that when demands (workload) consistently 

outweigh resources (support), burnout is inevitable. 

Technostress and the Digital Transition: 

The rapid integration of AI and digital learning has 

introduced "Technostress," a term initially explored by 

Al-Fudail and Mellar (2008) but now reaching critical 

levels. 

Digital Self-Efficacy: 

IJIP (2025) identifies a direct correlation between low 

digital literacy and high cortisol levels in educators. 

Veteran teachers face "identity threats" when their 

expertise is challenged by new software systems. Wang 

et al. (2024) found that teachers with higher "digital 

self-efficacy" reported 30% lower stress levels during 

the transition to hybrid learning. 

Boundary Blurring: 

The "always-on" culture facilitated by digital platforms 

has eliminated "transition time." Walter and Fox (2021) 
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found that teachers who cannot psychologically 

"detach" from work due to digital notifications show a 

40% higher risk of clinical insomnia. This mirrors 

earlier findings by Salo (1995), who noted that stress 

accumulates throughout the term without proper 

recovery periods. 

Innovative Pathways: Moving Toward a Thriving 

Workforce: 

The shift from a "deficit model" (focusing on burnout) 

to a "salutogenic model" (focusing on the origins of 

health) represents the most significant evolution in 

educational policy. To move toward a thriving 

workforce, innovations must address the intersection of 

technology, psychology, and organizational design. 

The "Well-being-by-Design" Institutional 

Framework: 

Current research suggests that individual resilience 

training (e.g., mindfulness) is insufficient if the 

environment remains toxic. Dreer (2023) argues for a 

"Well-being-by-Design" approach, where school 

structures are built to minimize cognitive load. 

● Cognitive Load Reduction: Innovative schools are 

now using AI-driven automation to handle "low-

value" administrative tasks like attendance tracking 

and grading. Smith (2025) demonstrates that 

schools using automated grading systems report a 

25% reduction in teacher "after-hours" work, 

leading to better sleep hygiene and reduced anxiety. 

● Psychological Safety as a KPI: Building on 

Edmondson (1999), recent studies by López et al. 

(2017) and MDPI (2023) show that schools which 

treat "Psychological Safety" as a Key Performance 

Indicator (KPI) see higher levels of teacher 

innovation. In these environments, teachers feel safe 

to admit pedagogical failures and mental health 

struggles without fear of professional retaliation. 

Adult Social-Emotional Learning (SEL) and 

Professional Agency: While SEL is traditionally 

student-centric, Collie et al. (2015) and Hascher & 

Waber (2021) emphasize that "Adult SEL" is a critical 

pathway for a thriving workforce. 

● Emotional Regulation Training: Rather than 

generic stress management, innovative pathways 

include "Deep Acting" training, helping teachers 

align their internal emotions with their professional 

persona. This reduces the "Emotional Labor" gap 

identified by Aldrup and Klusmann (2021). 

● Restoring Teacher Agency: The National 

Education Policy (NEP 2020) in India and similar 

frameworks in Finland emphasize "Teacher 

Agency." Skinner et al. (2021) found that when 

teachers have the autonomy to design their own 

curriculum, their sense of "moral injury" vanishes. 

The agency acts as a buffer against the "Audit 

Culture" described by Brandt and Lopes Cardozo 

(2023). 

Technostress Mitigation and Digital Wellness: 

As schools transition to "Education 4.0," managing the 

digital-human interface is paramount. 

● Digital Self-Efficacy Programs: Wang et al. 

(2024) highlight that providing teachers with 

continuous, "just-in-time" digital training—rather 

than one-off workshops—reduces technostress by 

40%. 

● The "Right to Disconnect" Policy: Inspired by 

European labor laws, some international school 

districts have implemented "Blackout Hours" for 

digital communication. Walter and Fox (2021) 

found that teachers in schools with strict boundaries 

on parent-teacher digital messaging (e.g., no 

messages after 6:00 PM) showed significantly 

higher rates of psychological detachment and 

recovery. 

Peer Support Networks and "Reflective Practice" 

Groups: Isolation is a primary driver of teacher 

attrition. Puhakka et al. (2021) and McCallum (2021) 

propose "Professional Learning Communities" (PLCs) 

that focus specifically on emotional processing. 
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● Supervision Models: Borrowing from the medical 

and psychological professions, some schools are 

implementing "Clinical Supervision" for teachers. 

This allows educators to discuss the emotional 

impact of "Secondary Traumatic Stress" (Beames et 

al., 2023) in a structured, safe environment. 

● Mentorship 2.0: Moving beyond pedagogical 

advice, modern mentorship focuses on "Well-being 

Mentorship," where veteran teachers guide novices 

on managing workload and emotional boundaries. 

Systemic Policy Pathways: The Macro Perspective 

For a workforce to truly thrive, national policies must 

provide the scaffolding. 

● The "Whole-School" Approach: Greenberg et 

al. (2016) and UNESCO (2022) advocate for 

policies that link teacher well-being directly to 

school accreditation. When teacher health is a 

metric for institutional success, school leaders are 

incentivized to prioritize it. 

● Wellness Sabbaticals: Innovative policy pathways 

now include "Well-being Leaves"—fully funded, 

short-term sabbaticals for teachers in high-stress 

urban environments to prevent burnout before it 

occurs. 

Proposed Framework: 

The synthesis of research from the foundational studies 

of the 1990s (Kyriacou, 2001; Salo, 1995) to the 

contemporary digital-first era (Wang et al., 2024; Jain 

et al., 2025) reveals a critical truth: teacher well-being 

is not a peripheral "soft" issue but the core engine of 

educational quality. As this review has demonstrated, 

the challenges of emotional labor, administrative 

intensification, and technostress are systemic failures 

rather than individual shortcomings. To foster a 

"thriving workforce" as envisioned by the conference 

theme, a paradigm shift is required—one that moves 

from treating burnout to designing for flourishing. 

 

 

The Multi-Dimensional Pathway to Thriving: 

A thriving workforce is characterized by high levels of 

professional agency, psychological safety, and 

institutional support. Based on the evidence gathered, 

the following expanded pathways are proposed: 

● Redefining Professional Agency: As highlighted 

by the NEP (2020) and Skinner et al. (2021), 

restoring autonomy to teachers is the most effective 

buffer against "moral injury." When teachers are 

empowered to adapt curricula to their students' 

unique needs, their sense of "personal 

accomplishment"—the third dimension of the 

Maslach Burnout Inventory—is significantly 

restored. 

● The Structural Deceleration of Work: To combat 

"chronic time poverty," schools must adopt a policy 

of "structural deceleration." This involves the 

strategic removal of redundant administrative tasks 

through AI-driven automation (Smith, 2025) and 

the implementation of "Right to Disconnect" 

policies that legally protect teachers’ recovery time 

after school hours (Walter & Fox, 2021). 

● Normalization of Emotional Support: Moving 

forward, the "secondary traumatic stress" inherent 

in teaching must be addressed through 

institutionalized peer-supervision models, similar to 

those used in clinical psychology. Collie et al. 

(2015) and Beames et al. (2023) both emphasize 

that when emotional processing becomes a 

scheduled part of the school week rather than an 

after-thought, the "empathy fatigue" that leads to 

resignation is drastically reduced. 

Conclusion:  

In conclusion, the pathway to a thriving teaching 

workforce requires a "salutogenic" transition—

focusing on the origins of health rather than the origins 

of disease. By integrating the historical lessons of the 

Job   Demands – Resources  model  with  modern  
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innovations in Psychological Safety and Digital 

Literacy, we can ensure that the school remains a site 

of growth for everyone within it. If we fail to protect 

the mental health of our educators, we risk the collapse 

of the very educational systems meant to build the 

future. A thriving workforce is not just a policy goal; it 

is a moral and economic imperative for the 21st 

century. 

from high-stress workplaces into thriving ecosystems 

for both educators and students. 
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