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emotional labour

noun

1. the mental activity required to manage or perform the routine tasks necessary for maintaining relationships and ensuring 
smooth running of a household or process, typically regarded as an unappreciated or unacknowledged burden borne 
disproportionately by women.

2. the management of one’s emotions in order to present oneself and interact with other people in a certain way 
while doing a job. (Oxford Languages, 2025)

This research project is dedicated to the 6,727 public schools and their educators across Australia.

ACKNOWLEDGEMENTS

The research team would like to sincerely 
acknowledge and thank our industry advisory 
group and academic visiting scholars for their 
generous and insightful feedback into our reports, 
which have considerably strengthened them.

TABLE OF CONTENTS

Executive Summary������������������������������������ 1

Research Questions and Objectives������������� 2

About these reports������������������������������������ 3

01. Introduction����������������������������������������� 4

02. Literature Review��������������������������������� 8

03. The Invisibility of Emotional Labour������ 10

04. Research Methodology����������������������� 13

Conclusion���������������������������������������������� 17

https://doi.org/10.26180/30311881


Executive Summary
This report provides a 

technical overview of 
the ARC Discovery Grant 
(DP230100594) research 
project: Invisible Labour: 
Principals’ Emotional Labour in 
Volatile Times. The study is a 
collaboration between Monash 
University, Deakin University and 
the University of Sydney.

The report is the first in a series of four and 
provides a technical foundation for a national 
study examining the emotional labour of 
Australian public-school principals. Drawing 
on 298 critical incident testimonies from 256 
principals, as well as stakeholder interviews, 
case studies and a policy audit, the study 
reveals how principals’ emotional labour – 
often invisible and unacknowledged – has 
intensified and become central to their role. 
The research highlights the toll this labour 
takes on principals’ health, wellbeing and 
professional sustainability and calls for 
systemic reform to acknowledge and better 
support the emotional demands of the 
principals’ role.

METHODOLOGY

The study uses a multi-method qualitative 
approach, including 298 critical incident 
testimonies from 256 public school 
principals, stakeholder interviews and focus 
groups, a policy audit, and case studies 
of emotional labour in diverse school 
settings. The project has an activist stance, 
amplifying principal voices and advocating 
for public education as a public good. 
It aims to influence policy reform, workforce 
development and public awareness to 
better support the emotional wellbeing of 
school leaders.

KEY FINDINGS

1.	�Public-school principals face escalating 
psychosocial risks, including violence, 
burnout, and emotional exhaustion.�

2.	�Emotional labour is intensified by 
systemic underfunding of public schools, 
complex student needs and increasingly 
polarised communities.

3.	�The emotional demands of leadership 
are gendered, racialised and classed, 
with women and principals in 
disadvantaged, rural and remote schools 
disproportionately affected.�

4.	�Emotional labour is largely absent from 
policy frameworks and principal role 
descriptions, despite its centrality to 
effective leadership.

RECOMMENDATIONS

Recommendations are detailed in 
Reports Two, Three and Four.
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Our research study examines the following questions:

1. �How is emotional labour currently understood and 
experienced by Australian public-school principals?

2. �What broad and specific contextual and personal 
factors are significant in such understandings 
and experiences?

3. �What theoretical and practical tools can help to 
better understand, prepare and support principals 
and systems to navigate the increasingly complex 
and demanding emotional labour that characterises 
leaders’ work?

RESEARCH QUESTIONS AND OBJECTIVES

Our study has three overarching 
key objectives:

(i) �Develop a theoretically rigorous 
conceptualisation of public-school 
principals’ work that addresses 
the intensified emotional demands 
of the role in times of heightened 
social divisions;

(ii) �Generate a robust evidence base to 
inform scholarship, education policy 
and workforce development reforms 
to enable educational systems and 
principals to recognise and productively 
manage these new and intensified 
forms of labour; and

(iii) �Develop theoretical and practical 
tools to better understand, prepare 
and support principals and systems 
to manage the increasingly complex 
emotional demands that characterise 
principals’ work.

WHAT DO WE MEAN BY 
EMOTIONAL LABOUR?

The definition we use in our project varies 
from the standard definition provided at 
the start of this report. Emotional labour 

has been defined as “the management 
of feeling to create a publicly observable 
facial and bodily display [that is] sold for 
a wage” (Hochschild, 1983, p. 7). It was 
originally coined as a term to describe 
service industry work, where workers had 
to project a different emotion than the 
one they were experiencing, e.g., a flight 
attendant tasked with maintaining an air 
of friendly calm, even amidst passenger 
complaints or turbulence (Hochschild, 
1983). More recently, the concept of 
emotional labour has been extended to 
study the ‘caring’ industries of healthcare 
(Riley & Weiss, 2016) and education 
(Steen-Johnsen et al., 2024), as well as 
management (Bolton, 2009). 

Our study documents how emotional 
labour is currently experienced by 
Australian public-school principals and 
how this labour differs from other ‘caring’ 
professions. Emotional labour in the 
principalship is a poorly researched and 
understood phenomenon (Maxwell & Riley, 
2017). What is known is that the nature 
and characteristics of principals’ labour 
involves repeated, ongoing interactions 
with key stakeholders at varied 
developmental levels versus ‘one-off’ 

brief encounters typically experienced in 
other ‘caring’ professions such as health 
(Maxwell & Riley, 2017). 

The skills required to manage competing 
demands, and the emotional capacity to 
switch seamlessly between stakeholder 
interactions whilst simultaneously 
impression managing, can impact on 
health and wellbeing, e.g., chronic 
stress, feelings of burn out and lowered 
job satisfaction levels (Berkovich & Eyal, 
2015; Heffernan & Pierpoint, 2020). 
Moreover, this work is highly gendered, 
‘raced’ and classed, with women 
viewed as skilled emotional managers 
(Blackmore, 1996) and over-represented 
in challenging, hard-to-staff public 
schools where disadvantaged students 
are predominantly located (MacDonald 
et al., 2021).

Understanding the emotional labour of 
principals matters because it provides key 
insights into the broader phenomenon 
of rapidly declining principal and teacher 
workplace health, safety and wellbeing 
that is negatively impacting the attraction 
and retention of Australian educators into 
the profession.
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ABOUT THESE REPORTS

This report (Report One) provides a 
technical overview of the ARC funded 
(DP230100594) project, Invisible labour: 
Principal’s emotional labour in volatile times. 
The reports aim to identify the knowledge 
and practices required by education systems 
and governments to support and nurture a 
healthy and resilient principal (and ultimately 
teacher) workforce. For too long schools, 
and in particular, principals have been held 
solely responsible for the academic, social 
and physical outcomes of their students. 
Whilst principals are a key factor in students’ 
flourishing (Edwards et al., 2018; Global 
School Leaders, 2024; Hughes et al., 2015; 
Leithwood et al., 2019), our reports reveal 
the crucial role that governments and 
education systems can play in thoughtfully 
supporting – or alternatively undermining – 
the agency of the principal workforce, and 
public schools more generally, in carrying out 
their important work. Our research cannot 
promise to directly benefit issues of principal 
turnover, preparation, improved teacher 
retention, improved student outcomes and 
greater social cohesion, but action from 
these reports may ameliorate these issues.

Report Two is the first in a series of 
thematic reports that draws predominantly 
on findings from a survey of public-school 
principals’ critical incidents to examine 
how emotional labour impacts principals. 
Report Three examines how violence and 
other social volatilities in relation to gender 
in schools impact the emotional labour 
of principals. Report Four examines the 
impact of education systems on principals’ 
emotional labour. The reports focus on the 
principals’ emotional labour in relation to 
these intersecting domains. They cover the 
following themes:

Report Two: The Impact of Emotional 
Labour on the Individual Principal

1.	Wearing a professional mask

2.	�The diverse geographies of 
emotional labour

3. �The bodily impacts of emotional labour.

Report Three: Schools and 
Emotional Labour

4.	�The escalation of violence in schools and 
its repercussions for principals’ 
emotional labour

5.	Social volatilities and gender

6.	�Emotional labour as a collective act 
of solidarity

Report Four: Emotional Labour, 
Schooling and Education Systems

7.	�Emotional labour and principals feeling 
“hung out to dry”

8.	Who would want to be a principal?

Note that these themes overlap and intersect, 
with threads running throughout the themes, 
such as wearing a professional mask and the 
exploitation of principals’ care. 

Reports Two, Three and Four are based 
on extensive analysis of principal critical 
incident testimonies, drawn from a survey 
of Australian public-school principals 
conducted from 2023-2024. These 
findings are corroborated by close analysis 
of stakeholder interviews, an extensive 
literature review, case studies and policy 
audit (see detailed explanation below). The 
recommendations at the conclusion of 
Reports Two, Three and Four are drawn from 
these research findings.1

The attraction and retention of high-quality 
educators into the principalship and lower 
turnover accrues significant social benefits: 
positively impacting teacher retention, 
school-community engagement and 
students’ outcomes, particularly those from 
more marginalised backgrounds (Bartanen 
et al., 2019; Kelchtermans, 2017). The 
project supports governments to foster 
healthy and resilient Australian communities 
by reducing the significant social costs 
associated with high principal turnover, stress 
and burnout.2 3 This is a crucial benefit given 
Australia’s significant economic investment 
in its public-school systems. By adopting an 
activist approach in its methodology, through 
the publication of (anonymised) principals’ 
testimonies from public school principals that 
promote principal voice, our research aims 
to raise public consciousness and engender 
dialogue about the hazardous occupational 
conditions of public-school principals. 

FOOTNOTES

1 �The wording of critical incident testimonies and 

stakeholder interviews sometimes has been slightly 

changed to protect the anonymity of participants.

2 �When it comes to principal health and wellbeing, 

“all principals do significantly worse than the general 

population” (Victorian Auditor-General’s Office, 2023). 

Mental injury was consistently the highest cause of 

principals’ workers compensation claims between 

2015 and 2021. It made up almost half (48 per cent) 

of all claims. By comparison, mental injury makes up 

an average of 29 and 20 per cent of teachers’ and 

non-teaching school staff claims, respectively (Victorian 

Auditor-General’s Office, 2023).

3 �WorkSafe Victoria reported a 22% increase in claims 

from educators in 2022-2023, with total costs for the 

two-year period of more than $50 million (Al Afreed, 

et al., 2022).
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We are at a critical juncture of global 
events – social, political and economic – 
that is fuelling international and national 
tensions. These events are experienced 
in the form of increased social volatility 
at national and local levels.

INTRODUCTION
01
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These volatilities heighten 
emotions such as anger, 

anxiety or despair, circulate ‘on 
the ground’ in varied ways in 
local communities, and diversely 
impact the affective atmosphere 
or ‘mood’ of schools (Ahmed, 
2004a). Given that leading and 
educating is primarily relational 
work (Edwards-Groves et 
al., 2025; Helstad & Moller, 
2013), principals (and teachers) 
are major recipients of these 
heightened emotions and effects.

These volatilities arise from a variety of factors. 
They include the impact of climate change on 
our environment; the economic pain caused 
by increasing gaps between rich and poor; 
the emergence of populist and sometimes 
extremist politics that foster fears and 
anxieties about immigration; heightened levels 
of racism as experienced in the campaign 
for the 2023 Australian Indigenous Voice 
referendum; a rise in misogynist attitudes; 
the elevation of conspiracy theories fueled by 
social media, and a related decline in trust 
in scientific knowledge and governments 
(Biddle et al., 2023; Keddie, 2024; Milne et 
al., 2024; O’Neill, 2002; Over et al., 2025).

At the national and state levels, these 
volatilities also result from the hollowing out 
of the Australian public education system and 
the public sector more broadly (Macdonald 
et al., 2023; Smyth, 2008). Four decades 
of government policies favouring the 
marketisation of and competition between 
government and non-government schools 
have taken its toll4 (Cobbold, 2024; Mockler, 
Thompson et al., 2023). An increasingly 
depleted public education system and its 
educators are being asked to support more 
complex student populations with less 
resources and systemic support. All the 
while they are accompanied by a long-term 
chorus of political and media disparagement 
of public education (Cobbold, 2024; 
Longmuir et al., 2024).

Schools and principals must navigate the 
relational tensions that arise from these 
global and national events. These play out in 
the form of heightened anxieties and greater 
levels of violence as caregivers, students and 
communities grapple with a more unsafe, 
uncertain and hazardous world (ACU 2024; 
Walsh et al., 2020; Wilkinson et al., 2020). 
From this perspective public schools are 
proverbial canaries in the coalmine – a 
warning signal of the social and emotional 
impacts of increasing volatilities which are 
playing out in classrooms and playgrounds 
across Australia. As our reports document, 
principals are on the receiving end of these 
tensions. They are forced to engage in 
heightened levels of emotional labour as 
they navigate parent, student and community 
tensions, anxieties and alienation that arise 
from these increasing social, economic and 
political volatilities. It is adversely impacting 
their mental and physical health, sense of 
safety and wellbeing and in turn, their desire 
to stay in the job (Chandler et al., in press; 
Dicke et al., 2025).

Our research looks beneath the impact 
of excessive workload to the increased 
emotional intensity of public-school 
principals’ work. Drawing on the voices of 
principals themselves, our reports document 
its emotionally draining nature and the 
long, hard hours where principals deal with 
more demanding situations as they support 
troubled staff, students and parents. 

The ratcheting up in the emotional intensity 
of principals’ work has been a less visible 
element of principals’ work. It is one that 
is not easily quantified or measured but 
plays a significant role in increasing the 
stressors that impact their health and 
wellbeing. In turn it is adversely impacting 
the attraction and retention of teachers into 
the principalship. For instance, the Australian 
principal class is experiencing the highest- 
ever recorded levels of burnout and cognitive 
stress (Dicke et al., 2025) attributed to a 
range of factors. These include excessive 
workloads5, as well as dealing with record 
levels of mental health issues for children 
and youth (Australian Bureau of Statistics, 
2025; Brennan et al., 2021), and rising 
levels of student absenteeism, school 
disengagement6 and violence7 (Dep. of Ed., 
Australia, 2023).

We now turn to a review of the emotional 
labour literature to examine these issues in 
more detail.

FOOTNOTES

4 �Since 2009, government funding increases have 
favoured Catholic and Independent schools over 
government schools (Cobbold, 2024). This has led to 
severe underfunding of public education systems across 
Australia, with only the Australian Capital Territory 
[ACT] meeting the School Resource Standard [SRS] for 
students (Department of Education, 2023). This matters 
because Australian public schools enrol most students 
from the lowest SEA quartile – the most disadvantaged 
students in our society (Cobbold, 2025). Just over 80% 
of low SEA students attend public schools compared 
to 11.8% in Catholic schools and 7.7% in independent 
schools (Cobbold, 2025, p.7).

5 Analysis of 2021 Census data report the following:

	� Female classroom teachers worked longer hours 
than males at all ages … School teachers worked 		
extraordinarily long hours compared with workers 
in comparable occupations. They worked particularly 
longer hours than individuals with school teaching 		
qualifications working full-time in other occupations. 		
Similarly, full-time school teachers with highest 
qualifications in selected fields of study worked 
much longer hours than individuals in other 		
occupations with highest qualifications in the same 		
fields of study… The incomes of public sector 		
classroom teachers were on average lower than 
their counterparts in the private sector, especially 
in the peak career age range 45 to 49 (Preston, 
2023, p. 2). 

6 �Year 10-12 full-time apparent retention rates reveal 
that between 2014-2024 Catholic and Independent 
sectors have had little change. In the government sector 
there has been a decline from 78.6% in 2014 to 74.3% 
(Australian Bureau of Statistics, 2024). In Australia in 
2022, “The proportion of the Year 12 population that met 
the requirements of a Senior Secondary Certificate or 
equivalent was 76.3% … Year 12 certification rates … 
were higher in major cities (79.4%) than in inner regional 
areas (67.6%), outer regional areas (69.2%) and remote/
very remote areas (55.5%)” and “for the population 
living in high socio-economic status areas (82.9%) than 
those in medium and low socio-economic status areas 
(75.2% and 69.7% respectively) … the gap between 
Year 12 certification rates in high socio-economic status 
areas compared to low socioeconomic status areas has 
widened” (ACARA, 2022).

7 �From 2022 to 2023, the largest increase cited by 
educators intending to leave the profession was student 
behaviour (+9 percentage points) and parent behaviour 
(+5 percentage points). Between 2019 and 2023, there 
was a large percentual increase in student behaviour as 
a reason to leave the profession (rising from 30 to 42%) 
(Australian Institute of Teaching and School Leadership, 
2025a).
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The concept of ‘emotional labour’ first appeared in 
Hochschild’s The Managed Heart: Commercialization of 
Human Feeling (1983). Hochschild argued that a crucial 
aspect of the service industries is workers being paid 
to project a different emotion than the one they might 
be experiencing. 
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They do so by suppressing or concealing their emotional 
responses in order to placate others and behave in a 
way that is deemed professionally appropriate. Emotional 
labour is “the management of feeling to create a publicly 
observable facial and bodily display [that is] sold for a 
wage” (Hochschild, 1983, p. 7).
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LITERATURE REVIEW 
02

Unlike psychological notions of 
emotions as an individual and 

private experience, Hochschild 
(2012) draws on sociological 
notions of emotions as socially 
constructed. She argues that the 
emotions we experience operate 
under the norms of “feeling 
rules” (Hochschild, 1979) that 
determine what is socially and 
culturally appropriate to feel at 
a given time, e.g., experiencing 
sadness at the death of a friend 
or family member. The pinch 
between what we should feel and 
what we actually feel tells us that 
we are doing emotional labour 

(Hochschild, 1983). Wharton 
(1993) argues that emotional 
labour can be positive and 
depends on workers’ autonomy, 
involvement and ‘self-monitoring’ 
abilities (Wharton, 2009). 
Principals in our research have 
spoken about both the positive 
and negative aspects of their 
work. We explore how emotion 
is integral to understanding the 
labour of principals. 

Emotional labour is now a crucial aspect 
of the modern principalship (Beatty, 2000; 
Blackmore, 1996; Crawford, 2009; Oplatka, 
2017; Wilkinson et al., 2021). It may 
be heightened for principals working in 
more socially disadvantaged settings with 

greater student and community diversity. 
Alternatively, when supported by education 
systems and community, it can be a source 
of considerable emotional nourishment and 
satisfaction (Hirsh et al., 2023; Langelotz et 
al., in press). Moreover, the commodification 
of one’s feelings and those of others to 
gain and retain market share is now an 
integral aspect of the twenty first century 
principalship (Berkovich & Eyal, 2015). 

Despite this, much remains unknown 
about the emotional labour of leaders, and 
principals in particular (Maxwell & Riley, 
2017). What is known is that the nature and 
characteristics of principals’ labour involves 
repeated, ongoing interactions with key 
stakeholders with complex and varied needs 
versus ‘one-off’ brief encounters typically 
experienced in other ‘caring’ professions 
such as health (Maxwell & Riley, 2017). 
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Feminist research on the emotional labour of 
women principals interrogates how normative 
notions of leadership as an individualistic 
rather than collective form of practice 
maintain a masculinist, rationalist hegemony. 
Strength in the principalship is defined as 
denying or concealing one’s emotions. As 
the women principals in an Australian study 
of school leadership recounted, “You never 
show you can’t cope” (Sachs & Blackmore, 
1998). More recent research in the 
principalship has examined the ‘crisis’ facing 
principals in Australia and internationally, 
including their declining wellbeing (Maxwell 
& Riley, 2017) and the resultant “looming 
shortage of people who want to take up 
the role” (McKay et al., 2022, p. 673). 
This recent Australian scholarship employs 

diverse theoretical frameworks including 
critical feminist and practice architectures 
theory to examine the emotional labour 
of women principals from diverse ethnic 
and class backgrounds (Wilkinson et al., 
2021), affective justice to explore love, care 
and solidarity (McKay & Mills, 2022) and 
quantitative approaches stemming from 
large-scale surveys (Maxwell & Riley, 2017). 

Studies in Australia (Cole, 2024; Kamara, 
2017; Wilkinson et al., 2021) and the 
USA (Ipsa-Lander & Thomas, 2019) 
have provided suggestive findings that 
intersectionality factors matter when it comes 
to how emotional labour is experienced by 
principals, e.g., how gender intersects with 
Indigeneity, gender class, stage of career 

etc. Given the overwhelming Anglo-Celtic 
whiteness of the Australian principalship 
and the under-representation of teachers 
and principals from historically excluded 
groups8 (Hawkins et al., under review), this 
is a particularly important area to explore. 
But precisely what the implications may be 
for more enabling and productive forms of 
emotional labour in the principalship, such 
as understanding the crucial contribution of 
Indigenous caring pedagogies (Bishop, 2024) 
remains unclear. Report Two explores this 
aspect of emotional labour when it comes to 
Indigenous principals. 

FOOTNOTE

8 �See Appendix One.
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Invisible labour’ was first 
introduced by Daniels (1987) 

as a sociological understanding 
of work that takes place in 
private realms that are emotional 
and relational. Lewis (2007) 
related this work to the invisible 
aspects of teaching work. We are 
now relating this work to public-
school principals.

While the emotional labour of principals is still 
poorly understood and largely invisible, the 
challenges and emotional toll of the role is 
significant. Its complexity, variance and nuance 
are misunderstood or unacknowledged in 
principals’ role descriptions and the Australian 
Principal Standard.

 8 See Appendix One.

Our study of public-school principals’ emotional 
labour commenced with an audit of Australian 
education policies and principal role descriptions. 
The Australian Institute for Teaching and School 
Leadership [AITSL] Australian Professional 

Standard for Principals “set[s] out what school 
principals are expected to know, understand 
and do to succeed in their work” (Australian 
Institute for Teaching and School Leadership 
[AITSL], 2025b). It integrates “three Leadership 
Requirements” and “actions that effective 
principals implement as they progress to higher 
levels of proficiency” with a focus on their own 
learning. The Standard seeks to “empower 
school leaders across the country to develop 
and support teaching that maximises impact on 
student learning.” It aims to make visible aspects 
of the principals’ role and connects closely with 
state and jurisdiction role descriptions.

THE INVISIBILITY OF 
EMOTIONAL LABOUR 
IN PRINCIPAL ROLE DESCRIPTIONS AND
THE AUSTRALIAN PRINCIPAL STANDARD  

03

‘
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The AITSL Principal Standard was first released 
in 2011 and at the time of writing this report, 
is currently under revision. It acknowledges 
the “relational” nature of principal’s daily work, 
which includes “engaging and working with the 
community” as leaders of learning and leaders 
of their community. The national profile in the 
area of community encompasses “coaching”, 
“reflecting” and “giving feedback”, “planning 
teaching and learning” with others, “building 
a culture of trust”, “embedding collaborative 
practices”, “continuous improvement”, “partner 

with stakeholders”, “build strategies for hard-
to-reach parents and carers” and building 
feedback loops and trust. The Standard also 
declares that principals are leaders of wellbeing, 
stating that “They model the importance of 
health and wellbeing, watch for signs of stress 
in self and others and take action to address it”. 

In sum, The Standard for Principals (AITSL, 
2025b) places the wellbeing of school staff 
on the shoulders of Australian principals. 
Whilst being held responsible for the health 
and wellbeing of themselves and others, there 

is little/no mention of who should provide 
support for principals. What is invisible in the 
Standard is the current conditions of increased 
stress and work intensification for principals 
that have been escalating over the past 
decade. These conditions have implications for 
principals’ work requirements. For instance, 
principals may simply be unable to “model the 
importance of health and wellbeing” (AITSL, 
2025b) given these current conditions. As one 
principal recounted in their critical incident 
testimony, dealing with a critical incident was:

(MALE PRINCIPAL, F-12 SCHOOL, CAPITAL CITY).

“�like juggling 10 chainsaws… You are caring for students 
and staff, managing media, responding to the community, 
responding to the Minister’s office, reaching out to the 
actual family of the child, shutting down ridiculous gossip, 
working with police and attending to a multitude of other 
tasks. You go home at night, don’t sleep and repeat the 
next day. After a few weeks it dies down and life returns 
to normal for everyone else. As my DP [Deputy Principal] 
said to me two weeks following, ‘I don’t know how you’re 
still standing. Adrenalin was my only answer.’”
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Each Australian state and territory has a 
principal role description that is modelled on 
or defers to the AITSL Principal Standard. 
For instance, the New South Wales [NSW] 
Principal role description (2021) states, 
“This role description should be read in 
conjunction with the Principal Role Description 
Companion Resource” (New South Wales 
Department of Education [NSW DoE], 
2021). Specific emotional dimensions in 
the role description are mandated for NSW 
principals, e.g., “The principal develops a 
positive school culture in partnership with 
the staff and school community. Principals 
are collaborative, collegial and empathetic 
leaders”, who “demonstrate personal and 
interpersonal qualities that influence and 
impact relationships”. The responsibility for 
principal wellbeing in NSW appears to be 
placed on principals who “are committed 
to their own professional development and 
wellbeing in order to enhance their resilience 
and manage the complexity of the role”. It 
is the principals’ responsibility to “establish 
a positive, collaborative workplace culture 
in order to maintain an inclusive, effective 
and safe working and learning environment” 
(NSW DoE, 2021). According to the NSW role 
description, principals are held responsible 
for their emotional wellbeing and that of 
others. The Principal Standard and NSW role 
description are silent on who else may or 
should be responsible for principals’ emotional 
health and wellbeing.

In the Western Australian principal role 
description (Western Australian Department 
of Education, 2025), principals are expected 
to be “developing self and others” through 
“respectful relationships”. However, there 
is no mention of the wellbeing of the 
principal or staff. The Victorian Government 
Schools guidelines for principals that come 

under Schedule 2 and 3 of the Victorian 
Government Schools agreement is similarly 
silent on principal wellbeing, but states that 
the principal is responsible for running the 
school (Victorian Department of Education, 
n.d.). Queensland’s Department of Education 
principal role description also states that 
principals “nurture positive relationships 
between students, teachers, the community 
and stakeholders” (Queensland Department 
of Education [Qld. DoE, n.d.). Principals 
should “uphold the principalship as a values 
based, ethical and moral activity” with 
“demonstrated strong interpersonal skills” and 
have the “ability to manage effectively human 
resources” (Qld. DoE, n.d.). There is little to no 
mention of principal wellbeing.

The South Australian principal role description 
(South Australia Department of Education 
[SA DoE], 2021) is distinct in its model of 
governance. Principals are responsible to 
the “Chief Executive” of the Department of 
Education with a “joint responsibility” to govern 
their school with their “governing council”, to 
“deliver the department’s goals” and “code 
of ethics” (SA DoE 2021). Here, responsibility 
in their role description is shared. Principals 
are responsible for wellbeing and compliance, 
where “the principal is required to maintain 
a safe and healthy environment for staff, 
children and young people and comply with 
all provisions of the relevant workplace 
health and safety legislation and related 
departmental health, safety and wellbeing 
responsibilities and procedures, including 
child safety” and to “promote and create a 
safe work environment” (SA DoE, 2021). It 
is unclear who is responsible for principals’ 
health and wellbeing. 

The Tasmanian Principal role description 
(Tasmanian Department of Education [Tas. 

DoE] 2024) states that “it is the responsibility 
of the occupant to actively participate, promote 
and model behaviours which are consistent 
with the Department’s commitment to the 
safety and wellbeing of children and young 
people” and “provide for the well-being and 
safety of students and staff” (Tas. DoE, 2024). 
Tasmanian principals are expected to have 
“excellent interpersonal skills and the capacity 
to develop and sustain productive relationships 
and partnerships with staff, students, 
parents and the broader community” (Tas. 
DoE, 2024). Like other states and territories 
including Northern Territory (Northern Territory 
Government Department of Education and 
Training, n.d.) and ACT (Australian Capital 
Territory Education Directorate, 2020), there 
is no mention of who is responsible for the 
principals’ health and wellbeing. 

The role descriptions for principals in 
each state and territory rightly highlight 
the importance of the role of the principal 
in supporting the health and wellbeing of 
students and staff. However, except for the 
South Australian role description, principals 
appear to be held solely responsible for 
these tasks with no mention of how broader 
systemic and government arrangements such 
as policy and resourcing steer the landscape 
in which public school principals operate. 
Moreover, the role descriptions appear to place 
the onus of responsibility for principals’ health 
and wellbeing on the principals themselves. 
AITSL’s Principal Standard and role 
descriptions within each state and territory are 
silent when it comes to acknowledging system 
or government responsibility for the workplace 
and social conditions in which government 
school principals operate. This is the context 
in which Australian principals conduct their 
invisible emotional labour.
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(A) THEORETICAL LENS

Our study conceptualises emotional 
labour (Hochschild,1983) as a sociological 
phenomenon, exploring how it manifests 
through “complex interrelations of discursive 
practices, social and cultural forces, and 
individually experienced but historically 
situated emotions and affects” (Zembylas, 
2014, p. 4). We do not view emotional 
labour as an individual phenomenon rooted 
in a psychological notion of emotions. 
Instead, we see emotions as socially 
constructed. We draw on the theory of 

practice architectures (Kemmis et al., 2014) 
to examine how particular emotions attune 
our practices – helping us to understand 
how we should think, what we say and how 
we act and relate to one another (Wilkinson, 
2021). We combine our understanding 
of emotions with Sara Ahmed’s (2004b) 
notion of emotions and affect as relational, 
moving between bodies and signs in a 
constant circulation. 

To illustrate, rather than seeing emotions as 
an individual set of feelings or ‘intelligences’ 
(such as emotional intelligence), we examine 

how practices – the everyday, often taken-
for-granted ways of being and doing in 
the world – are crucial in learning how to 
socialise in our society (Wilkinson, 2021). 
Emotions are an important means by which 
we learn how to go on in our world – they 
signal what is appropriate to feel, say, do or 
how to relate to people in different situations. 
As Hochschild (1983) tells us, emotions 
are not individual qualities but are socially 
regulated, e.g., little Australian boys in our 
Anglo-Celtic majority population learn quickly 
that in the public arena of schools, ‘big boys 
don’t cry’. 

RESEARCH
METHODOLOGY 
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Theory of Practice Architecture views 
practices as composed of sayings (how 
we talk and think about our world), doings 
(how we act in our everyday lives) and 
‘relatings’ (our emotions, how we feel and 
what values we draw on). These are all held 
together by the intention or ‘project’ of the 
practice (Kemmis et al., 2014). However, our 
social practices do not occur in a vacuum 
(Kemmis et al., 2014). Instead, they are 
prefigured – enabled and constrained – by 
the arrangements (or practice architectures/
conditions) that make practices more or less 
possible in specific sites such as schools. 
These conditions include cultural-discursive 
arrangements – the language or ideas we 
draw on; material-economic arrangements 
found in or brought into a site – objects, ‘set-
ups’, spatial and temporal arrangements; 
and social-political arrangements found in or 
brought to a site – such as system roles and 
lifeworld relationships (Kemmis et al., 2014).

In our study, we examine the specific 
arrangements that make certain practices 
of the emotional labour of the principalship 
more or less possible. For instance, in 
Report Three, we examine how gendered 
constructions of the principalship prefigure 
what principals should feel, say or do, e.g., 
males are expected to disguise feelings of 
vulnerability or fear. We found that societal 
expectations of women as caregivers and 
nurturers appear to lead to additional 
emotional burdens in female principals’ 
professional roles. Many of the women 
principals report feeling that they should 
prioritise the emotional needs of others over 
their own needs. This can lead to neglect of 
their own emotional and mental 
health needs.

By examining the relational and situated 
ways in which principals experience 
emotions and how these experiences are 
enabled and constrained by the (cultural-
discursive, material-economic and social-
political) arrangements of specific schooling 
sites (Wilkinson, 2021), we aim to add new 
knowledge about the nature of emotional 
labour for principals. Report Two documents 
how the practice architectures that enable 
and constrain the emotional labour of 
government school principals are informed 
by their multiple intersectionalities (e.g., 
gender, Indigeneity) enacted across diverse 
sites of practice (eg. rural, remote, urban). 

B) ACTIVIST FOCUS

The project deliberately has adopted an 
activist focus. We have done so in 
several ways.

Firstly, we have created a website 

8 monash.edu/education/research/projects/
school-principals-emotional-labour-in-volatile-
times where anonymous, de-identified critical 
incident testimonies are shared in order to 
raise awareness amongst the general public 
about the complex nature of the emotional 
demands of principals’ roles (see methods 
below for more detail). Secondly, we have 
established an Industry Reference Group 
comprising education stakeholders from state 
systems, principals’ associations, teacher 
unions and parent groups. The group meets 
twice a year and has provided invaluable 
advice and insights.

Thirdly, from the beginning of the study, we 
have consulted widely with and presented 
to public principals’ associations, parent 
groups, teacher unions and departmental 
personnel about our study’s aims and 
its emerging findings. An unintended but 
important consequence of this ongoing 
consultation and sharing has been that it 
has helped to ‘break the silence’ about the 
range of emotions – both desirable and 
undesirable – that principals experience in 
their role. Presentations of the critical incident 
testimonies – which recount often harrowing 
stories of major incidents in principals’ 
work – have helped to create a forum where 
some principals can feel safe to share their 
experiences of emotional labour in their work. 
This sharing has helped to create an affirming 
environment in which principals come to 
understand that the emotions they are 
experiencing are not an isolated experience 
but one which many others experience. This, 
in turn, has helped to build a shared sense of 
solidarity and camaraderie. As one principal 
remarked after he saw testimonies from 
the critical incidents, “I thought I was alone 
in feeling this way but now I see that is not 
the case”. Our stakeholder consultation on 
our reports during 2025 is a further step in 
fulfilling this activist approach.

Our study spans 2023-2026. It employs 
a variety of methods including an audit 
of principal policies and role descriptions 
(see above), interviews with key education 
stakeholders, critical incidents testimonies and 
case studies of principals. The purpose of the 
policy audit and key education stakeholder 
interviews was to provide a sense of the 
broader practice architectures (Kemmis et 
al., 2014) shaping the emotional labour of 
public-school principals. The critical incident 
testimonies and case studies have provided a 
more detailed examination of how this labour 
plays out in the daily work of principals. We 
now turn to an outline of each of 
the methods.

(C) CRITICAL INCIDENT TESTIMONIES

A critical incident is “an emotional event in the 
life of a person or an organization in that it is 
a period of intense feelings” that help render 
the invisible, visible (Gherardi & Rodeschini, 
2016, p. 272). Critical incidents permit the 
examination of breakdowns in ‘normal’ 
practices, “to gain deeper understanding of 
the values, rules, and behaviours that are 
taken for granted in the principalship and 
are therefore almost invisible for most of the 
time” (Gherardi & Rodeschini, 2016). These 
incidents have major affective and ethical 
dimensions with which principals often feel 
ill-equipped to grapple (Levinson & Fay, 2016; 
Wilkinson et al., 2020). The incidents refer 
to acute moments in their work, including 
violence, suicide, accidents and abuse. Critical 
incident analysis has provided a ‘point in time’ 
glimpse from diverse perspectives into the 
varied conditions in which principals’ labour is 
experienced, and how such work plays out in 
terms of the relational tensions of diverse sites 
– rural, remote and urban, primary, secondary 
and special schools, and principals ranging 
from early career to highly experienced.

Public school principals across Australia 
were invited to contribute a short anonymous 
testimony (in written and audio forms) in 
response to the following open-ended questions:

1. �Describe a critical incident that has 
occurred in your role as a principal. 
What was your professional response?

2. �How did the incident make you feel? What 
do you wish people understood about the 
incident and what you went through? What 
did you learn from this experience?

3. Is there anything else you wish to add? 

The critical incident survey ran from July 2023 
to October 2024. A total of 256 principals 
across Australia shared a response, with 
298 testimonies. Principals were invited via 
principal association newsletters, teacher 
union newsletters and social media. 

Principal locations were varied, as shown 
below and in Appendix One of this report. 
The data was organised in NVivo and 
analysed according to a coding framework 
that was both deductive and inductive. In the 
deductive analysis, data was categorised into 
key themes drawn from Hochschild’s theory 
of emotional labour (1983, 2012). In the 
inductive analysis, key themes were discerned 
from the data in a collaborative process 
inspired by grounded theory (Charmaz & 
Thornberg, 2020).
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WHERE IS YOUR SCHOOL OR OTHER EDUCATIONAL 

SETTING LOCATED?

NUMBER OF RESPONDENTS

In a regional city 49

In a remote area 9

In a rural area 61

In an inner suburb of a capital city 60

In an outer suburb of a capital city 77

TOTAL 256

FIGURE 1: LOCATION OF PRINCIPALS

Key themes in the data have been identified through thematic analysis of recurring, dominant 
and subordinate themes. These themes were then coded and checked by the team – within 
and driven by the study’s broader theoretical frameworks. Reports Two, Three and Four share 
key thematic findings focusing on the critical incident testimonies, corroborated by stakeholder 
interviews and case studies.

As the data included sensitive themes 
including violence, suicide and despair, the 
research team were informed by Burrell et al 
(2023)’s recommendations on working with 
emotionally demanding research. Note that 
the wording of these testimonies has at times 
been slightly changed to protect anonymity 
of participants.

(D) POLICY AUDIT 

The project team conducted a system/policy 
audit in 2023 to analyse broader policies 
of schooling reform nationally and at state 
levels to investigate the broader conditions 
shaping principals’ labour in relation to the 
‘invisible’ emotional aspects of this work. This 
audit has informed the broader project by 
highlighting the different policy arrangements 
that inform and shape principal work. Across 
Australia’s eight states and territories, 
relevant agencies communicate and describe 
principal expectations differently. For example, 
published principal position descriptions and 
industrial agreements describe principals work 
in managerial terms, whereas principal health 
and wellbeing policies – released by most 
systems over the past eight years – describe 
principal work more explicitly as part of a 
broader education system. The policy audit 
has supported our research team to critically 
examine the different ways that the role of the 
principal is imagined by governments, and 
compare that with principal testimonies, key 
stakeholder interviews and case studies. 

(E) STAKEHOLDER INTERVIEWS AND 
FOCUS GROUPS

In addition to principal testimonies, interviews 
and focus groups were held with key 
education stakeholders across Australia 
(N=28). These have included principal 
associations, teacher unions, school council/
parent/citizens associations, and senior 
education system personnel, e.g., policy 
makers. The aim of these interviews/focus 
groups was to identify: 

(i) stakeholders’ understandings of the broader 
conditions at system and societal levels 
that are shaping the specific conditions of 
schooling (e.g., policy discourses, resourcing 
and staffing demands, changes in parenting, 
societal volatilities);

(ii) how stakeholders see these conditions 
being enacted (at national, state and local 
levels) in encounters between principals and 
various stakeholder groups, such as students, 
educators, parents, community members and 
system personnel; and

(iii) the implications for principals’ 
emotional labour of these understandings 
and enactments.

Findings from the stakeholder interviews are 
included in Reports Two, Three and Four.

(F) CASE STUDIES 

The aim of the case studies is to capture the 
daily nature of principals’ emotional labour 
as it unfolded in a range of diverse sites. 
Four case studies were conducted in Victoria. 
The case studies included: one rural primary 
school led by a mid-career female principal; a 
secondary urban school of high religious and 
ethnic diversity led by a new female principal; 
an urban primary school led by a mid-career 
male principal, located in an area of acute 
socioeconomic disadvantage and which was 
ethnically and linguistically diverse; and a case 
study spearheaded by a highly experienced 
male principal. In order to explore the variety 
of ways in which emotional labour plays 
out in different sites, the case studies were 
deliberately selected to represent a diversity 
of school types, sizes, demographics and 
locations, as well as principal demographics, 
e.g., career stage, gender, ethnicity and 
class origin. 

The cases aimed to add new knowledge about 
the heightened emotional dynamics shaping 
principals’ work; the dialectical interactions 
between these emotional dimensions and 
principals’ individual demographics; and how 
such labour is undertaken. Its aim was to 
bring depth to studies of emotional labour, 
in contrast to the shortcomings of ‘one-off’ 
insights from surveys and interviews that 
dominate current research on principals’ 
emotional labour. 
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Interviews and focus groups were conducted 
with: executive staff; teachers ranging from 
novice to highly experienced; students (range 
of year levels and diverse backgrounds); 
parents (with children across diverse grades 
and backgrounds); and community members 
(e.g. school council and parent/community 
associations). In-depth interviews with the 
principal were conducted (initial interview, 
midpoint of study, and conclusion) to examine 
their life history and career development. 
Interviews provided deeper insights into 
how particular factors influencing principals’ 
leadership journey shaped the practices of 
emotional labour in which they engaged (e.g., 
deflecting/minimising/denying their or others’ 
emotions, distancing from staff and students, 
passionate advocacy for groups within a 
school community). To explore the emotional 
intensities of their work, leaders were asked 
to identify and reflect on critical incidents that 
had shaped their work, including the impact of 

these incidents on their leadership practices 
and ways of ‘doing’ the principalship.

Observations allowed for a deeper insight 
into the relational tensions and site-specific 
conditions shaping principals’ work, and 
the emotional dimensions of this labour. 
They encompassed sites of practice where 
relational tensions may play out, e.g., 
classrooms, play time, boundaries between 
community and school exemplified in school 
entrance gates at opening or closing times 
of the day, staff meetings, principal meetings 
with parents or students, principal’s office, 
front office, and so forth. Observations 
included micro-shadowing (1-2 days with 
principal) which recognised how busy 
participants are while giving an opportunity 
to observe their everyday “micro” interactions 
with diverse stakeholders and place-based 
method, i.e., neighbourhood walk to gain 
familiarity with the broader conditions in which 
the school is situated (Thomson & Hall, 2017). 

These case studies will be explored in 
future publications. 

(G) REFERENCE GROUPS

The project has drawn from two reference 
groups. The first is an Industry Reference 
Group comprising Australian education 
stakeholders from state systems, principals’ 
associations, teacher unions and parent 
groups. The group met twice a year 
and has provided invaluable advice and 
insights. The study has also drawn from 
our International Expert Reference Group 
of internationally-renowned scholars who 
have discussed and debated emerging cross 
national, national and local findings from the 
first phase of the project and supported further 
lines of inquiry. The work of both groups has 
been crucial in informing our reports and we 
thank them for their generous and thoughtful 
insights and contributions. As a result, our 
work has been considerably strengthened.
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Our project began with the 
insight that despite the 

crucial nature of emotional 
labour in the work of the 
principalship, the emotional 
dimensions of the role were 
largely invisible in policy settings 
and principal role descriptions. 
Our findings seek to make this 
labour visible and foreground 
its crucial role in the work of 
the principalship.

In response to model work, health and safety 
laws put forward by Safe Work Australia 
(2022), many Australian states and territories 
are now amending existing legislation to 
require workplaces to identify and ameliorate 
both physical and psychosocial hazards for 
their employees (Safe Work Australia, 2022). 
Hence, an in-depth study of principals’ 
emotional labour is both timely and significant. 

Our qualitative study champions public 
education by examining the emotional labour 
of public-school principals at system and 
school levels nationally. There are major 
economic and social benefits to understanding 
this aspect of public-school principals’ work. 
Economically, Australia has a significant 
economic investment in its public-school 
systems. The New South Wales and Victorian 
sectors are responsible for a combined 
1,471,000 students, 3773 schools, 103,000 
teachers and total budgets of approximately 
$28 billion (NSW DoE, 2021). The attraction 
and retention of high-quality educators into 
the principalship and lower turnover accrues 
significant social benefits: positively impacting 
teacher retention, school-community 
engagement and students’ outcomes, 
particularly those from more marginalised 
backgrounds (Bartanen et al. 2019; 
Kelchtermans, 2017). Conversely, the “costs 
of principal turnover are significant, and likely 
to have the most serious impact on vulnerable 
communities and students” (Heffernan & 
Pierpoint, 2020, p. 6). In conclusion, there 
is an opportunity cost to governments and 
systems doing nothing and it is the most 
vulnerable children and young people in our 
communities who will be impacted.

To find out more, explore our other reports 
on the challenges and rewards of emotional 
labour on our project website 

8 monash.edu/education/research/
projects/school-principals-emotional-
labour-in-volatile-times which contains rich 
principal testimonials.

REFERENCES

Ahmed S. (2004a). Affective economies, Social Text, 79, 
22(2), 8 https://muse.jhu.edu/article/55780  

Ahmed, S. (2004b). The cultural politics of emotion. Routledge. 

Al Afreed, F. M., Lane, T. J., & Gray, S. E. (2022). 
Work-related injuries in the Australian education sector: 
A retrospective cohort study. Injury, 53(12), 3962-3969. 

8 https://doi.org/10.1016/j.injury.2022.09.046  

Australian Bureau of Statistics. (2020-2022). National study 
of mental health and wellbeing. 8 https://www.abs.gov.
au/statistics/health/mental-health/national-study-mental-
health-and-wellbeing/latest-release 

Australian Bureau of Statistics. (2024). Schools: 
Data on government and non-government students, 
staff and schools. 8 https://www.abs.gov.au/statistics/
people/education/schools/latest-release

Australian Catholic University. (2024, May 22). 
Violence escalates and mental health suffers but 
principals remain resilient. Media Release. 

8 https://www.acu.edu.au/about-acu/news/2024/
march/violence-escalates-and-mental-health-suffers-but-
principals-remain-resilient

Australian Curriculum, Assessment and Reporting 
Authority. (2022). Year 12 certification rates. 

8  https://www.acara.edu.au/reporting/national-report-
on-schooling-in-australia/year-12-certification-rates 

Australian Capital Territory Education Directorate (2020) 
Principal: School board roles and responsibilities. 
Australian Capital Territory Government. 8 https://
www. act.gov.au/__data/assets/pdf_file/0006/2825709/
School-Board-Principal-Factsheet.pdf 

Australian Education Union. (2024, September 10). 
New OECD report highlights inequity in Australia’s 
education system. 8 https://www.aeufederal.org.au/
news-media/media-releases/2024/september/new-oecd-
report-highlights-inequity-australias-education-system 

Australian Institute for Teaching and School Leadership 
(2025a) Australian Teacher Workforce Data. 

8 https://www.aitsl.edu.au/research/australian-teacher-
workforce-data 

Australian Institute for Teaching and School Leadership. 
(2025b). Australian Professional Standard for Principals. 

8 https://www.aitsl.edu.au/tools-resources/resource/
australian-professional-standard-for-principals

Australian Institute for Teaching and School Leadership. 
(2023, September). Spotlight: Australia’s teacher workforce 
today. 8 https://www.aitsl.edu.au/research/spotlights/
australia-s-teacher-workforce-today

Australian Institute for Teaching and School Leadership. 
(2021, December). Australian teacher workforce data: 
National teacher workforce characteristics report. 
8 https://www.aitsl.edu.au/docs/default-source/
atwd/atwd-teacher-workforce-report-2021.
pdf?sfvrsn=126ba53c_2 

Bartanen, B., Grissom, J., & Rogers, L. (2019). The 
impacts of principal turnover. Educational Evaluation & 
Policy Analysis, 41(3), 350-374. 

8 https://doi.org/10.3102/0162373719855044 

Beatty, B. R. (2000). The emotions of educational 
leadership: Breaking the silence. International Journal of 
Leadership in Education, 3(4), 331-357. 

8 https://doi.org/10.1080/136031200750035969

Berkovich, I. & Eyal, O. (2015). Educational leaders 
and emotions: An international review. Review of 
Educational Research 85(1), 129–167. 8 https://doi.
org/10.3102/0034654314550046  

Biddle, N., Gray, M., McAllister, I., & Qvortrup, M. (2023, 
November 28). Detailed analysis of the 2023 Voice to 
Parliament Referendum and related social and political 
attitudes. ANU Centre for Social Research and Methods. 8 
https://polis.cass.anu.edu.au/files/docs/2025/6/Detailed_
analysis_of_the_2023_Voice_to_Parliament_Referendum_
and_related_social_and_political_attitudes.pdf

Bishop, M. (2024). Indigenous education sovereignty: 
Another way of ‘doing’ education. In G. Vass & M. Hogarth 
(Eds.),” Critical studies and the international field 
of Indigenous education research, 63(1), (131-
146). Routledge. 8 https://doi.org/10.1080/17508487.
2020.1848895 

Blackmore, J. (1996). Doing ‘emotional labour’ in the 
education marketplace: “Stories from the field of women 
in management.” Discourse,17(3), 337-349, 

8 https://doi.org/10.1080/0159630960170304

Bolton, S. (2009). Getting to the heart of the emotional 
labour process: A reply to Brook. Work, Employment & 
Society, 23(3), 549-560. 

8 https://doi.org/10.1177/0950017009337069 

Brennan, N., Beames, J. R, Kos, A., Reily, N., Connell, 
C., Hall, S., Yip, D., Hudson, J., O’Dea, B., Di Nicola, 
K., & Christie, R. (2021) Psychological distress in 
young people in Australia: Fifth biennial youth mental 
health report: 2012-2020. Mission Australia: Sydney, 
NSW. 8 https://www.blackdoginstitute.org.au/
wp-content/uploads/2021/09/Youth-Mental-Health-
Report-2012-2020.pdf 

Burrell, A., Costello, B., Hobson, W., Morton, R., Muñoz, 
C. G., Thomas, K., & Kloess, J. A. (2023). Being prepared 
for emotionally demanding research. Communications 
Psychology, 1(1), 9. 8 https://doi.org/10.1038/s44271-
023-00008-x

Chandler, P., Wilkinson, J., Grice, C., Longmuir, F., 
Walsh, L., Delany, T., & Keddie, A. (in press) “I had to put 
my emotions on hold”: School principals’ emotional labour 
in responding to critical incidents. In The international 
handbook for governance, leadership, administration, and 
management in education. Springer.

Charmaz, K., & Thornberg, R. (2020). The pursuit of quality 
in grounded theory. Qualitative Research in Psychology, 
18(3), 305–327. 8 https://doi.org/10.1080/14780887.
2020.1780357

Cobbold, T. (2024, May 27). The state of school funding in 
Australia. Save our schools. 

8 https://saveourschools.com.au/funding/the-state-of-
school-funding-in-australia/

Cobbold, T. (2025, February 3). Public schools bear the 
greatest burden of disadvantage. Save Our Schools. 

8 https://saveourschools.com.au/funding/public-schools-
bear-the-greatest-burden-of-disadvantage/

Conclusion

FACULTY OF EDUCATION RESEARCH REPORTS17 INVISIBLE LABOUR: PRINCIPALS’ EMOTIONAL LABOUR IN VOLATILE TIMES  REPORT 1

https://www.monash.edu/education/research/projects/school-principals-emotional-labour-in-volatile-times
https://www.monash.edu/education/research/projects/school-principals-emotional-labour-in-volatile-times
https://www.monash.edu/education/research/projects/school-principals-emotional-labour-in-volatile-times
https://muse.jhu.edu/article/55780
https://www.injuryjournal.com/article/S0020-1383(22)00714-8/abstract
https://www.abs.gov.au/statistics/health/mental-health/national-study-mental-health-and-wellbeing/latest-release
https://www.abs.gov.au/statistics/health/mental-health/national-study-mental-health-and-wellbeing/latest-release
https://www.abs.gov.au/statistics/health/mental-health/national-study-mental-health-and-wellbeing/latest-release
https://www.abs.gov.au/statistics/people/education/schools/latest-release
https://www.abs.gov.au/statistics/people/education/schools/latest-release
https://www.acu.edu.au/about-acu/news/2024/march/violence-escalates-and-mental-health-suffers-but-principals-remain-resilient
https://www.acu.edu.au/about-acu/news/2024/march/violence-escalates-and-mental-health-suffers-but-principals-remain-resilient
https://www.acu.edu.au/about-acu/news/2024/march/violence-escalates-and-mental-health-suffers-but-principals-remain-resilient
https://www.acara.edu.au/reporting/national-report-on-schooling-in-australia/year-12-certification-rates
https://www.acara.edu.au/reporting/national-report-on-schooling-in-australia/year-12-certification-rates
https://www.act.gov.au/__data/assets/pdf_file/0006/2825709/School-Board-Principal-Factsheet.pdf
https://www.act.gov.au/__data/assets/pdf_file/0006/2825709/School-Board-Principal-Factsheet.pdf
https://www.act.gov.au/__data/assets/pdf_file/0006/2825709/School-Board-Principal-Factsheet.pdf
https://www.aeufederal.org.au/news-media/media-releases/2024/september/new-oecd-report-highlights-inequity-australias-education-system
https://www.aeufederal.org.au/news-media/media-releases/2024/september/new-oecd-report-highlights-inequity-australias-education-system
https://www.aeufederal.org.au/news-media/media-releases/2024/september/new-oecd-report-highlights-inequity-australias-education-system
https://www.aitsl.edu.au/research/australian-teacher-workforce-data
https://www.aitsl.edu.au/research/australian-teacher-workforce-data
https://www.aitsl.edu.au/tools-resources/resource/australian-professional-standard-for-principals
https://www.aitsl.edu.au/tools-resources/resource/australian-professional-standard-for-principals
https://www.aitsl.edu.au/docs/default-source/atwd/atwd-teacher-workforce-report-2021.pdf?sfvrsn=126ba53c_2
https://www.aitsl.edu.au/docs/default-source/atwd/atwd-teacher-workforce-report-2021.pdf?sfvrsn=126ba53c_2
https://www.aitsl.edu.au/docs/default-source/atwd/atwd-teacher-workforce-report-2021.pdf?sfvrsn=126ba53c_2
https://doi.org/10.3102/0162373719855044
https://doi.org/10.1080/13603120075003596
https://doi.org/10.3102/0034654314550046
https://doi.org/10.3102/0034654314550046
https://polis.cass.anu.edu.au/files/docs/2025/6/Detailed_analysis_of_the_2023_Voice_to_Parliament_Referendum_and_related_social_and_political_attitudes.pdf
https://polis.cass.anu.edu.au/files/docs/2025/6/Detailed_analysis_of_the_2023_Voice_to_Parliament_Referendum_and_related_social_and_political_attitudes.pdf
https://polis.cass.anu.edu.au/files/docs/2025/6/Detailed_analysis_of_the_2023_Voice_to_Parliament_Referendum_and_related_social_and_political_attitudes.pdf
https://doi.org/10.1080/17508487.2020.1848895
https://doi.org/10.1080/17508487.2020.1848895
https://doi.org/10.1080/0159630960170304
https://doi.org/10.1177/0950017009337069
https://www.blackdoginstitute.org.au/wp-content/uploads/2021/09/Youth-Mental-Health-Report-2012-2020.pdf
https://www.blackdoginstitute.org.au/wp-content/uploads/2021/09/Youth-Mental-Health-Report-2012-2020.pdf
https://www.blackdoginstitute.org.au/wp-content/uploads/2021/09/Youth-Mental-Health-Report-2012-2020.pdf
https://doi.org/10.1038/s44271-023-00008-x
https://doi.org/10.1038/s44271-023-00008-x
https://doi.org/10.1080/14780887.2020.1780357
https://doi.org/10.1080/14780887.2020.1780357
https://saveourschools.com.au/funding/the-state-of-school-funding-in-australia/
https://saveourschools.com.au/funding/the-state-of-school-funding-in-australia/
https://saveourschools.com.au/funding/public-schools-bear-the-greatest-burden-of-disadvantage/
https://saveourschools.com.au/funding/public-schools-bear-the-greatest-burden-of-disadvantage/


Cole, A. (2024). Transformative school leadership that 
privileges the voices of Aboriginal and Torres Strait 
Islander peoples in Australian education. The Australian 
Journal of Indigenous Education, 53(2). 

8 https://doi.org/10.55146/ajie.v53i2.1098 

Crawford, M. (2009). Getting to the heart of leadership: 
Emotions and educational leadership. SAGE.

Daniels, A. K. (1987). Invisible work. Social problems, 
34(5), 403-415. 8 https://doi.org/10.2307/800538 

Department of Education, Australia (2023, December 11). 
Improving outcomes for all: The report of the independent 
expert panel’s review to inform a better and fairer 
education system. 8 https://apo.org.au/node/325269 

Department of Education (2025, September). Statistics 
on Victorian schools and teaching. Victorian Government. 

8 https://www.vic.gov.au/statistics-victorian-schools-
and-teaching 

Dicke, T., Kidson, P., Marsh, H., (2025). The Australian 
principal occupational health, safety, and wellbeing survey 
(IPPE Report). Sydney: Institute for Positive Psychology 
and Education, Australian Catholic University. 

8 https://static1.squarespace.com/
static/666032c06b6f9c6fdba32972/t/67e619704e6435
740f89f156/1743133alian+Principal+Occupational+He
alth%2C+Safety%2C+and+Wellbeing+Survey+%28IPPE
+Report+2024+Data+%29.pdf  

Edwards, W.L., Quinn, D.J., Fuller, E.J., & Pendola, A. 
(2018). Policy Brief 2018 – 4: Impact of principal turnover. 
University Council for Educational Administration.

Edwards-Groves, C., Grootenboer, P., Tindall-Ford, S., 
& Attard, C. (2025). Relational coherence in middle 
leading for school-based professional development. 
Professional Development in Education, 1–15. 

8 https://doi.org/10.1080/19415257.2024.2445549 

Gherardi, S., & Rodeschini, G. (2016). Caring as a 
collective knowledgeable doing: About concern and being 
concerned. Management Learning, 47(3), 266–284. 

8 https://doi.org/10.1177/1350507615610030. 

Global School Leaders (2024). Evidence Review 
2024: A Review of Research on the Role of School 
Leaders in Improving Student Learning Outcomes. 
Global School Leaders: Los Angeles. 8 https://www.
globalschoolleaders.org/evidence-review 

Hawkins, A., Wilkinson, J., Lampert, J., & Longmuir, F. 
(under review). The cultural, racial, linguistic and ethnic 
homogeneity of the Australian school workforce: Moving 
beyond anecdotal claims of whiteness. Teaching and 
Teacher Education. 

Heffernan, A. & Pierpoint, A. (2020, July). Autonomy, 
accountability, and principals’ Work. Australian Secondary 
Principals’ Association. 8 https://researchmgt.monash.
edu/ws/portalfiles/portal/324416419/314450604_oa.pdf 

Helstad, K., & Møller, J. (2013). Leadership as relational 
work: Risks and opportunities. International Journal of 
Leadership in Education, 16(3), 245–262. 

8 https://doi.org/10.1080/13603124.2012.761353

Hirsh, Å., Liljenberg, M., Jahnke, A., & Karlsson Pérez, Å. 
(2023). Far from the generalised norm: Recognising the 
interplay between contextual particularities and principals’ 
leadership in schools in low-socio-economic status 
communities. Educational Management Administration 
& Leadership, 53(3), 641-658. 8 https://doi.
org/10.1177/17411432231187349

Hochschild, A. R. (1979). Emotion work, feeling rules 
and social structure. American Journal of Sociology, 
85(3), 551–575. 8 http://www.jstor.org/stable/2778583

Hochschild, A. R. (1983). The managed heart: 
Commercialization of human feeling. University of 
California Press. 

Hochschild, A. R. (2012). The managed heart: 
Commercialization of human feeling (3rd ed.). University of 
California Press.

Hughes, A. L., Matt, J. J., & O’Reilly, F. L. (2015). Principal 
support is imperative to the retention of teachers in 
hard‑to‑staff schools. Journal of Education and Training 
Studies, 3(1), 129–134. 8 https://doi.org/10.11114/
jets.v3i1.622 

Ispa-Landa, S., & Thomas, S. (2019). Race, gender 
and emotion work among school principals. 
Gender & Society, 33(3), 387-409. 8 https://doi.
org/10.1177/0891243218821920 

Kamara, M. (2017). Remote and invisible: The voices 
of female Indigenous educational leaders in Northern 
Territory remote community schools in Australia. Journal of 
Educational Administration and History, 49(2), 128–143. 

8 https://doi.org/10.1080/00220620.2017.1284765 

Keddie, A. (2024, July 15). Promising news: How 
young men think about Andrew Tate and what he sells. 
EduResearch Matters. 8 https://blog.aare.edu.au/tag/
amanda-keddie/ 

Kelchtermans, G. (2017). ‘Should I stay or should I go?’ 
Teachers & Teaching, 23(8), 961-977. 

8 https://doi.org/10.1080/13540602.2017.1379793

Kemmis, S., Wilkinson, J., Edwards-Groves, C., Hardy, I., 
Grootenboer, P., & Bristol, L. (2014). Changing education, 
changing practices. Springer. 

Langelotz, L., Forssten Seiser, A., & Hirsh, Å. 
(forthcoming). Emotional labour of Swedish principals 
in structurally disadvantaged areas. In J. Wilkinson, F. 
Longmuir, K. MacDonald, M. Adams, M. Cooke, K. Reimer, 
& F. Diamond (Eds.) Theorising the affective and relational 
intensities of educating and researching: A practice 
architectures lens. Springer. 

Leithwood, K., Harris, A., & Hopkins, D. (2019). Seven 
strong claims about successful school leadership 
revisited. School Leadership & Management, 40(1), 5–22. 

8 https://doi.org/10.1080/13632434.2019.1596077

Levinson, M., & Fay, J. (2016). Dilemmas of 
educational ethics: Cases and commentaries. 
Harvard Education Press. 8 https://hep.gse.harvard.
edu/9781612509327/dilemmas-of-educational-ethics/ 

Lewis, J. (2007) Teaching as invisible 
work. [Doctoral dissertation, University of 
Michigan]. 8 https://www.proquest.com/
docview/304847284?sourcetype=Dissertations%20
&%20Theses#

Longmuir, F., Delany, T., Wilkinson, J., & Lampert, J. 
(2024, October). What the profession needs now for the 
future: Discussion Paper 2—Provision for Victoria’s Public 
Schools. Monash University. 8 https://www.monash.
edu/__data/assets/pdf_file/0004/3802756/WPNNF_
MonashAEU_Paper2.pdf 

Longmuir, F., McKay, A., Gallo Cordoba, B., Allen, K. A., 
& Phillips, M. (2024). Australian teachers’ perceptions of 
safety, violence and limited support in their workplaces. 
Journal of School Violence, 24(1), 1–20. 

8 https://doi.org/10.1080/15388220.2024.2385893 

MacDonald, K., Wilkinson, J., & Rivalland, C. (2021). The 
neoliberal challenge to leading in disadvantaged public 
primary schools in Vic, Australia. In K. Arar, Drücü, & 
J. Wilkinson (Eds.), Neoliberalism and education systems in 
conflict: Exploring challenges across the globe. Routledge. 

8 https://doi.org/10.4324/9780429345135-9 

MacDonald, K., Keddie, A., Eacott, S., Wilkinson, J., 
Blackmore, J., Niesche, R., & Gobby, B. (2023). The 
spatiality of economic maldistribution in public-school 
funding in Australia: Still a poisonous debate. Journal of 
Educational Administration and History, 56(2), 180-201. 

8 https://doi.org/10.1080/00220620.2023.2174952

McKay, A., MacDonald, K., & Longmuir, F. (2022). The 
emotional intensity of educational leadership: a scoping 
review. International Journal of Leadership in Education, 
28(4), 673–695. 8 https://doi.org/10.1080/13603124.
2022.2042856 

McKay, A., & Mills, M. (2022). Love, care, and solidarity: 
understanding the emotional and affective labour of 
school leadership. Cambridge Journal of Education, 
53(3), 311–327. 8 https://doi.org/10.1080/030576
4X.2022.2103099 

Maxwell, A., & Riley, P. (2017). Emotional demands, 
emotional labour and occupational outcomes in school 
principals. Educational Management, Administration & 
Leadership, 45(3), 484-502. 

8 https://doi.org/10.1177/1741143215607878 

Milne, B., Cambazoglu, I., Haslop, C., & Ringrose, J. 
(2024). Researching young masculinities during the 
rise of ‘misogyny influencers’: Exploring affective and 
embodied discomfort and dilemmas of feminist and queer 
researchers. YOUNG, 0(0). 

8 https://doi.org/10.1177/11033088241295844

Mockler, N., Thompson, G., & Hogan, A. (2023). ‘If you 
can’t beat them, join them’: Utility, markets and the absent 
entrepreneur. British Journal of Sociology of Education, 
44(3), 467–484. 8 https://doi.org/10.1080/01425692.
2023.2167701

New South Wales Department of Education. (2022). 
Schools and students: 2021 statistical bulletin. New South 
Wales Government.8 https://education.nsw.gov.au/
about-us/education-data-and-research/cese/publications/
statistics/annual-statistical-bulletin/schools-and-students-
2021-statistical-bulletin 

News South Wales Department of Education. (2021, 
February 15). Principal Role Description – 2021. 

8 https://education.nsw.gov.au/content/dam/main-
education/school-leadership-institute/role-descriptions/
SLI-principal-role-description-15-02-2021.pdf  

Northern Territory Government Department of 
Education and Training (n.d.) Conduct, information 
and privacy management. 

8 https://education.nt.gov.au/policies/conduct  

O’Neill, O. (2002). A question of trust: The BBC 
Reith Lectures, Cambridge University Press. 

8 https://assets.cambridge.org/97805215/29969/
sample/9780521529969ws.pdf 

Oplatka, I. (2017). Empathy regulation among 
Israeli school principals. Journal of School 
Leadership, 27(1), v97-118. 8 https://doi.
org/10.1177/105268461702700104

Over, H., Bunce, C., Baggaley. J., & Zendle, D. (2025). 
Understanding the influence of online misogyny in 
schools from the perspective of teachers. PLoS ONE 
20(2): e0299339. 8 https://doi.org/10.1371/journal.
pone.0299339

Preston, B. (2012, December) Initial teacher education 
information scoping study: A report prepared for 
the Australian Institute for Teaching and School 
Leadership. Barbara Preston Research. 8 https://www.
barbaraprestonresearch.com.au/documents/2012_
BPreston_Report_for_AITSL_Initial_teacher_education_
information_scoping_study.pdf 

Queensland Department of Education (n.d.). 
Role Description: Principal, Head of School, 
Head of Campus. Queensland Government. 

8 https://qed.qld.gov.au/workingwithus/Documents/
teach-s3-principal-level3-7.pdf 

Riley, R., & Weiss, M. C. (2016). A qualitative thematic 
review: Emotional labour in healthcare settings. Journal of 
Advanced Nursing, 72(1), 6-17. 10.1111/jan.12738 

FACULTY OF EDUCATION RESEARCH REPORTS18 INVISIBLE LABOUR: PRINCIPALS’ EMOTIONAL LABOUR IN VOLATILE TIMES  REPORT 1

https://doi.org/10.55146/ajie.v53i2.1098
https://doi.org/10.2307/800538
https://apo.org.au/node/325269
https://www.vic.gov.au/statistics-victorian-schools-and-teaching
https://www.vic.gov.au/statistics-victorian-schools-and-teaching
https://static1.squarespace.com/static/666032c06b6f9c6fdba32972/t/67e619704e6435740f89f156/1743133alian+Principal+Occupational+Health%2C+Safety%2C+and+Wellbeing+Survey+%28IPPE+Report+2024+Data+%29.pdf
https://static1.squarespace.com/static/666032c06b6f9c6fdba32972/t/67e619704e6435740f89f156/1743133alian+Principal+Occupational+Health%2C+Safety%2C+and+Wellbeing+Survey+%28IPPE+Report+2024+Data+%29.pdf
https://static1.squarespace.com/static/666032c06b6f9c6fdba32972/t/67e619704e6435740f89f156/1743133alian+Principal+Occupational+Health%2C+Safety%2C+and+Wellbeing+Survey+%28IPPE+Report+2024+Data+%29.pdf
https://static1.squarespace.com/static/666032c06b6f9c6fdba32972/t/67e619704e6435740f89f156/1743133alian+Principal+Occupational+Health%2C+Safety%2C+and+Wellbeing+Survey+%28IPPE+Report+2024+Data+%29.pdf
https://static1.squarespace.com/static/666032c06b6f9c6fdba32972/t/67e619704e6435740f89f156/1743133alian+Principal+Occupational+Health%2C+Safety%2C+and+Wellbeing+Survey+%28IPPE+Report+2024+Data+%29.pdf
https://doi.org/10.1080/19415257.2024.2445549
https://doi.org/10.1177/1350507615610030
https://www.globalschoolleaders.org/evidence-review
https://www.globalschoolleaders.org/evidence-review
https://researchmgt.monash.edu/ws/portalfiles/portal/324416419/314450604_oa.pdf
https://researchmgt.monash.edu/ws/portalfiles/portal/324416419/314450604_oa.pdf
https://doi.org/10.1080/13603124.2012.761353
https://doi.org/10.1177/17411432231187349
https://doi.org/10.1177/17411432231187349
http://www.jstor.org/stable/2778583
https://doi.org/10.11114/jets.v3i1.622
https://doi.org/10.11114/jets.v3i1.622
https://doi.org/10.1177/0891243218821920
https://doi.org/10.1177/0891243218821920
https://doi.org/10.1080/00220620.2017.1284765
https://blog.aare.edu.au/tag/amanda-keddie/
https://blog.aare.edu.au/tag/amanda-keddie/
https://doi.org/10.1080/13540602.2017.1379793
https://doi.org/10.1080/13632434.2019.1596077
https://hep.gse.harvard.edu/9781612509327/dilemmas-of-educational-ethics/
https://hep.gse.harvard.edu/9781612509327/dilemmas-of-educational-ethics/
https://www.proquest.com/docview/304847284?sourcetype=Dissertations%20&%20Theses#
https://www.proquest.com/docview/304847284?sourcetype=Dissertations%20&%20Theses#
https://www.proquest.com/docview/304847284?sourcetype=Dissertations%20&%20Theses#
https://www.monash.edu/__data/assets/pdf_file/0004/3802756/WPNNF_MonashAEU_Paper2.pdf
https://www.monash.edu/__data/assets/pdf_file/0004/3802756/WPNNF_MonashAEU_Paper2.pdf
https://www.monash.edu/__data/assets/pdf_file/0004/3802756/WPNNF_MonashAEU_Paper2.pdf
https://doi.org/10.1080/15388220.2024.2385893
https://doi.org/10.4324/9780429345135-9
https://doi.org/10.1080/00220620.2023.2174952
https://doi.org/10.1080/13603124.2022.2042856
https://doi.org/10.1080/13603124.2022.2042856
https://doi.org/10.1080/0305764X.2022.2103099
https://doi.org/10.1080/0305764X.2022.2103099
https://doi.org/10.1177/1741143215607878
https://doi.org/10.1177/11033088241295844
https://doi.org/10.1080/01425692.2023.2167701
https://doi.org/10.1080/01425692.2023.2167701
https://education.nsw.gov.au/about-us/education-data-and-research/cese/publications/statistics/annual-statistical-bulletin/schools-and-students-2021-statistical-bulletin
https://education.nsw.gov.au/about-us/education-data-and-research/cese/publications/statistics/annual-statistical-bulletin/schools-and-students-2021-statistical-bulletin
https://education.nsw.gov.au/about-us/education-data-and-research/cese/publications/statistics/annual-statistical-bulletin/schools-and-students-2021-statistical-bulletin
https://education.nsw.gov.au/about-us/education-data-and-research/cese/publications/statistics/annual-statistical-bulletin/schools-and-students-2021-statistical-bulletin
https://education.nsw.gov.au/content/dam/main-education/school-leadership-institute/role-descriptions/SLI-principal-role-description-15-02-2021.pdf
https://education.nsw.gov.au/content/dam/main-education/school-leadership-institute/role-descriptions/SLI-principal-role-description-15-02-2021.pdf
https://education.nsw.gov.au/content/dam/main-education/school-leadership-institute/role-descriptions/SLI-principal-role-description-15-02-2021.pdf
https://education.nt.gov.au/policies/conduct
https://assets.cambridge.org/97805215/29969/sample/9780521529969ws.pdf
https://assets.cambridge.org/97805215/29969/sample/9780521529969ws.pdf
https://doi.org/10.1177/105268461702700104
https://doi.org/10.1177/105268461702700104
https://doi.org/10.1371/journal.pone.0299339
https://doi.org/10.1371/journal.pone.0299339
https://www.barbaraprestonresearch.com.au/documents/2012_BPreston_Report_for_AITSL_Initial_teacher_education_information_scoping_study.pdf
https://www.barbaraprestonresearch.com.au/documents/2012_BPreston_Report_for_AITSL_Initial_teacher_education_information_scoping_study.pdf
https://www.barbaraprestonresearch.com.au/documents/2012_BPreston_Report_for_AITSL_Initial_teacher_education_information_scoping_study.pdf
https://www.barbaraprestonresearch.com.au/documents/2012_BPreston_Report_for_AITSL_Initial_teacher_education_information_scoping_study.pdf
https://qed.qld.gov.au/workingwithus/Documents/teach-s3-principal-level3-7.pdf
https://qed.qld.gov.au/workingwithus/Documents/teach-s3-principal-level3-7.pdf


Sachs, J., & Blackmore, J. (1998). ‘You never show you 
can’t cope’: Women in school leadership roles managing 
their emotions. Gender and Education, 10(3), 265–279. 

8 https://doi.org/10.1080/09540259820899 

Safe Work Australia. (2022, July). Model Code of Practice: 
Managing psychosocial hazards at work. 

8 https://www.safeworkaustralia.gov.au/sites/default/
files/2022-07/model_code_of_practice_-_managing_
psychosocial_hazards_at_work.pdf 

Smyth, J. (2008). Australia’s great disengagement 
with public education and social justice in educational 
leadership. Journal of Educational Administration 
and History, 40(3), 221–233. 

8 https://doi.org/10.1080/00220620802507219 

South Australian Department of Education (2001, 
September) Principal Position Description (Principal 
Positions – Education Act). South Australian Government. 

8 http://docs.decd.sa.gov.au/Jobs/GetJP.html?JP=p/
JP_967183.docx 

Steen-Johnsen, T., Magnussen, M. L., & Trysnes, I. 
(2024). Emotional labour in the neoliberal university: 
The standpoint of female academics in Norway with 
experience of sick leave. NORA – Nordic Journal of 
Feminist and Gender Research, 33(2), 192–204. 

8 https://doi.org/10.1080/08038740.2024.2419441 

Tasmania Government Department for Education, Children 
and Young People (2024, May) Principal: Statement of 
Duties. Department for Education, Children and Young 
People. Tasmanian Government. 

Thomson, P., & Hall, C. (2016). Place‑based methods for 
researching schools. Bloomsbury Academic.

Victorian Auditor-General’s Office. (2023, June). 
Principal health and wellbeing: Independent assurance 
report to Parliament, 2022–23: 21. 8 https://www.
audit.vic.gov.au/sites/default/files/2023-06/20230622_
Principal%20Health%20and%20Wellbeing.pdf 

Victorian Department of Education (n.d.) Human 
Resources: Principal Selection. 8 https://www2.
education.vic.gov.au/pal/principal-selection/overview 

Western Australian Department of Education (2025). 
Principals: All government schools. Government of 
Western Australia. 8 https://www.education.wa.edu.au/
web/policies/-/principals-all-government-schools 

Walsh, L., Keddie, A., Wilkinson, J., & Howie, L. (2020). 
An ecological case-study of the benefits and challenges 
of socially-just leadership engaging in ‘challenging 
conversations’ about social disharmony. Journal of 
Educational Administration and History, 52(4), 403–416. 

8 https://doi.org/10.1080/00220620.2020.1738361 

Wharton, A. S. (1993). The affective consequences 
of service work: Managing emotions on the job. 
Work and Occupations, 20(2), 205–232. 

8 https://doi.org/10.1177/0730888493020002004  

Wharton, A. S. (2009). The sociology of emotional labor. 
Annual Review of Sociology, 35, 147–165. 

8 https://doi.org/10.1146/annurev-soc-070308-115944 

Wilkinson, J. (2021). Educational leadership through 
a practice lens: Practice matters. Springer.

Wilkinson, J., Walsh, L., Keddie, A., & Longmuir, F. 
(2020, September). Leading for social cohesion in 
Victorian public schools: Final report. Monash University. 

8 https://researchmgt.monash.edu/ws/portalfiles/
portal/324967787/324967726_oa.pdf

Wilkinson, J., Walsh, L., Keddie, A., Longmuir, F. (2021). The 
emotional labour of educational leading: A practice lens. In: 
Educational Leadership through a Practice Lens. Springer. 

8 https://doi.org/10.1007/978-981-16-7629-1_8 

WorkSafe Victoria. (2025). Occupational Health and Safety 
(Psychological Health) Regulations 

8 https://www.worksafe.vic.gov.au/occupational-health-
and-safety-psychological-health-regulations

Zembylas, M. (2014). Theorizing “difficult knowledge” 
in the aftermath of the “affective turn”: Implications 
for curriculum and pedagogy in handling traumatic 
representations. Curriculum Inquiry, 44(3), 390–412. 

8 https://doi.org/10.1111/curi.12051

APPENDIX ONE
Demographics of principals who responded to our survey: 

GENDER NUMBER OF RESPONDENTS

Man 91

My gender identity isn't listed, I identify as… 1

Prefer not to say 1

Woman 163

TOTAL 256

AGE NUMBER OF RESPONDENTS

30-39 8

40-49 66

50-64 166

65 or older 16

TOTAL 256

WHERE WERE YOU BORN? NUMBER OF RESPONDENTS

Australia 224

Other country 32

TOTAL 256

WHERE WERE YOUR PARENTS BORN? NUMBER OF RESPONDENTS

Australia 185 

Other country 71 

TOTAL 256
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DO YOU IDENTITY AS ANY OF THE FOLLOWING? NUMBER OF RESPONDENTS

Aboriginal 1

Aboriginal and Torres Strait Islander 1

Neither 252 

Prefer not to answer 2

TOTAL 256

HOW LONG HAVE YOU BEEN A PRINCIPAL? NUMBER OF RESPONDENTS

Less than a year 6

1-5 years 64 

6-15 years 141 

16+ years 45 

TOTAL 256

DO YOU IDENTIFY AS HAVING A 

CULTURALLY OR LINGUISTICALLY 

DIVERSE BACKGROUND? 

NUMBER OF RESPONDENTS

No 235

Unsure 2 

Yes 19

TOTAL 256

ARE YOU CURRENTLY EMPLOYED IN A PRINCIPAL 

ROLE, OR HAVE YOU CHANGED ROLES/RETIRED/

RESIGNED WITHIN THE PAST FIVE YEARS?

NUMBER OF RESPONDENTS

Retired/resigned within the past five years 5

Currently in a principal role 237 

Changed to a different education-focused role 
within the past five years

10

Other 4

TOTAL 256

WHERE IS YOUR SCHOOL OR OTHER 

EDUCATIONAL SETTING LOCATED?

NUMBER OF RESPONDENTS

In a regional city 49 

In a remote area 9

In a rural area 61 

In an inner suburb of a capital city 60 

In an outer suburb of a capital city 77 

TOTAL 256

WHICH BEST DESCRIBES THE TYPE OF SCHOOL 

WHERE YOU ARE CURRENTLY A PRINCIPAL?

NUMBER OF RESPONDENTS

F-12 / Central School 20 

Primary school 112 

Secondary school 100 

Specialist School or Special Developmental School 12 

Other – responses included K-10, K-12, senior 
secondary, primary with kinder, primary and 
secondary combined with special development.  

12 

TOTAL 256
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