International Journal of Education Humanities and Social Science

ISSN: 2582-0745
Vol. 8, No. 04; 2025

PROACTIVE LEADERSHIP IN ACTION: ETHNOGRAPHIC INSIGHTS INTO
SCHOOL ADMINISTRATION PRACTICES IN CAGAYAN DE ORO CITY,
PHILIPPINES

Trifon E. Mosal
Xavier University — Ateneo de Cagayan Grade School Department tmosal7389@gmail.com
Renato Base
University of Science and Technology of Southern Philippines renato.base@ustp.edu.ph

https://doi.org/10.54922/IJEHSS.2025.1055

Received: 25 June 2025/Published: 29 July 2025

ABSTRACT

This qualitative study explores the proactive leadership practices of public school administrators
in Cagayan de Oro City, Philippines, through an ethnographic lens, addressing a gap in
understanding contextually grounded educational leadership in urban Southeast Asian settings.
Drawing from semi- structured interviews with five school heads, the research identifies five key
themes: proactive leadership, student-centric prioritization, effective communication strategies,
collaborative decision- making, and professional development integration. These themes reveal
how administrators navigate complex challenges—such as resource constraints, high student-to-
teacher ratios, and cultural expectations—by employing adaptive strategies informed by
Contingency Theory, the Job Demands— Resources (JD-R) Model, and Transformational
Leadership Theory. Proactive leadership manifests through anticipatory planning, institutionalized
systems like Standard Operating Procedures (SOPs), and strategic delegation to enhance
organizational resilience. Student-centric prioritization guides decision-making, ensuring policies
align with learner needs, while effective communication fosters trust through tailored messaging
and feedback loops. Collaborative decision-making leverages stakeholder engagement and
culturally sensitive consensus-building, reflecting Filipino values like pakikisama (social
harmony). Professional development is embedded into daily workflows via individualized plans
and peer mentoring, mitigating burnout and fostering teacher growth. The study proposes a
conceptual framework illustrating how these practices, shaped by cultural and contextual inputs,
lead to improved school performance, stakeholder trust, and administrator resilience. While
limited by its small sample size, this research offers actionable insights for school leaders, policy
recommendations for culturally responsive frameworks, and a foundation for future mixed-
methods studies. It underscores the importance of adaptive, culturally embedded leadership in
balancing national mandates with local realities, contributing to both academic discourse and
practical leadership strategies in resource-constrained educational contexts.

Keywords: Proactive leadership, educational administration, Cagayan de Oro City, Contingency
Theory, Job Demands—Resources Model, Transformational Leadership, pakikisama, student-
centric prioritization, collaborative decision-making, professional development.

1. INTRODUCTION
In the dynamic landscape of public education, effective school leadership is critical to fostering
organizational resilience, equitable stakeholder engagement, and sustainable institutional growth
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(Leithwood, 2021; Zadok, Benoliel, & Schechter, 2024). While global discourse on educational
leadership often emphasizes universal frameworks, the lived experiences of administrators in
localized contexts — particularly in urban Southeast Asian settings — remain underexplored (Liu &
Thien, 2023; Liu & Thien, 2025). In Cagayan de Oro City, public school administrators navigate
complex challenges, including balancing operational demands, managing stakeholder
expectations, and sustaining teacher motivation, all while adapting to evolving policy mandates
(Penonia & Corpuz, 2025; Brooks, 2016). This study emerges from a recognition that existing
research on leadership in Philippine public schools disproportionately focuses on structural
reforms or macro-level policy analysis, leaving a gap in understanding the micro-level practices
through which administrators exercise proactive, contextually grounded leadership (Alegado,
2018; Perez, 2023; Reyes, 2019).

Drawing from qualitative interviews with five school heads in Cagayan de Oro City, this research
explores how leaders operationalize proactive management practices through communication
strategies, institutionalized systems, and collaborative decision-making (Penonia & Corpuz, 2025;
Sorofio & Quirap, 2023). The findings reveal a leadership style characterized by adaptability,
resource optimization, and culturally embedded collaboration, informed by theoretical lenses such
as Contingency Theory, the Job Demands-Resources (JD-R) Model, and Transformational
Leadership Theory (Katou et al., 2022; Schaufeli, 2015; Tsai, 2022). These insights challenge
homogenized narratives of leadership by highlighting how administrators tailor strategies to
address localized needs, such as varying literacy levels among stakeholders, resource constraints,
and the cultural value of pakikisama (cooperation and communal harmony) (Bautista & Aranas,
2023; Menguin, 2024; Pineda, 2024).

Problem Statement

Despite increasing attention to educational leadership in the Global South, there is limited
empirical understanding of how school administrators in the Philippines enact proactive leadership
within socio- culturally specific contexts (Brooks, 2016; Albafio, 2023). Existing studies often
prioritize quantitative assessments of leadership effectiveness or policy implementation, sidelining
the nuanced, day-to-day practices that sustain organizational coherence and stakeholder trust
(Ortiz et al., 2025; Dela Cruz et al., 2025). This gap is particularly pronounced in urban centers
like Cagayan de Oro, where administrators must reconcile national mandates with localized
realities, including high student-to- teacher ratios, fluctuating funding, and community
expectations (Moreno, 2020; Mercado & Balandra, 1998; UN-Habitat, 2015). By centering the
voices of school leaders, this study addresses two critical questions:

1. How do public school administrators in Cagayan de Oro City conceptualize and implement
proactive leadership practices?

2. How do cultural, institutional, and contextual factors shape their approaches to communication,
decision-making, and professional development?

Purpose and Significance of the Study

This qualitative, exploratory study aims to contribute to both academic discourse and practical
frameworks for educational leadership by documenting contextually responsive leadership
strategies in Cagayan de Oro’s public schools (Penonia & Corpuz, 2025; Brooks, 2016). Its
significance lies in three
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key areas. First, for School Administrators, the findings offer actionable insights into adaptive
leadership practices, such as systematizing communication through standardized templates,
fostering teacher agency via peer-led professional development, and institutionalizing feedback
mechanisms to sustain innovation (Savick, 2022; Ferranco, 2025; Obuta et al., 2025). These
strategies provide a roadmap for balancing operational efficiency with stakeholder inclusivity.
Second, for Policy Makers and Institutional Leaders, the study underscores the need for policies
that recognize the emotional and cognitive labor of administrators, advocating for supportive
frameworks such as mental health resources, flexible implementation guidelines, and training
programs that prioritize cultural competence (DOLE, 2023; Chua, 2020; Respicio, 2024). Third,
for Leadership Research, by integrating theoretical frameworks with ethnographically derived
practices, this research advances a contextualized model of leadership that bridges Western-
derived theories with Filipino cultural values (Ng & Rivera, 2018; Nunez, 2024). It highlights how
concepts like the JD-R Model’s resource optimization align with administrators’ efforts to mitigate
burnout, or how Transformational Leadership’s “inspirational motivation” manifests in localized
communication practices (Katou et al., 2022; Bass & Riggio, 2006; Ferranco, 2025).

Theoretical and Methodological Orientation

This study adopts a qualitative, reflexive approach, positioning theoretical frameworks not as rigid
hypotheses but as interpretive tools to deepen understanding of participants’ narratives (Olmos-
Vega et al., 2023). Contingency Theory informs the analysis of how leaders adapt strategies to
situational demands, such as shifting from top-down directives to collaborative problem-solving
when faced with resistance (Bakker & Sutton, 2024). The JD-R Model contextualizes
administrators’ efforts to balance job demands (e.g., high workloads, stakeholder conflicts) with
resource allocation (e.g., mentorship, structured feedback) (Schaufeli & Taris, 2013). Meanwhile,
Transformational Leadership Theory illuminates practices like articulating long-term priorities to
stakeholders and fostering teacher-led initiatives (Bass & Riggio, 2010).

Data were collected through semi-structured interviews and thematically analyzed to identify
patterns in leadership practices (Braun & Clarke, 2006). These includes: 1) Standardization of
Systems such as development of SOPs, templates, and feedback loops to ensure continuity. 2)
Stakeholder-Centric Communication in the form of tailoring messages to diverse audiences (e.g.,
parents, teachers) to enhance clarity and engagement. 3) Collaborative Decision-Making that
leverages consensus-building and restorative conflict resolution to align stakeholder interests
(Heenan et al., 2023). 4) Professional Development Integration that reflects the embedding growth
opportunities into daily workflows through Individual Development Plans (IDPs) and peer
mentoring (Pushpanadham & Nambumadathil, 2020).

Scope and Limitations

The study focuses on five public school administrators in Cagayan de Oro City, offering in-depth
insights into their leadership practices (Tan & Walker, 2023; Baylon et al., 2025). While the small
sample size limits generalizability, it allows for rich, context-specific analysis that prioritizes depth
over breadth (Vasileiou et al., 2018; Stevens, 2023). As an exploratory inquiry, the research does
not statistically validate relationships between variables (e.g., job resources and engagement) but
instead provides a foundation for future mixed-methods studies (Etz & Arroyo, 2015; McBride et
al., 2019).
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Organization of the Study

The paper is structured into six sections: 1) Theoretical Foundations. Explores how Contingency
Theory, JD-R Model, and Transformational Leadership Theory inform the analysis. 2)
Methodology.

Details data collection, sampling criteria, and analytical processes. 3) Findings. Presents four key
themes derived from participant narratives. 4) Discussion. Interprets findings through theoretical
and cultural lenses. 5) Implications. Highlights practical recommendations for administrators,
policymakers, and researchers. 6) Conclusion. Summarizes contributions and outlines future
research directions. By foregrounding the interplay between theory, practice, and cultural context,
this study seeks to amplify the voices of public school leaders in Cagayan de Oro City, offering a
model of leadership that is both proactive and deeply rooted in local realities.

2. FINDINGS

This section presents the emergent themes derived from semi-structured interviews with five
school administrators in Cagayan de Oro City. Each theme reflects how leaders conceptualize and
enact proactive leadership within their respective schools. The themes are supported by direct
quotations and interpretive commentary grounded in the theoretical frameworks introduced earlier.
Theme 1: Proactive Leadership

Overview

Proactive leadership emerged as a central theme in the narratives of school administrators in
Cagayan de Oro City. Participants described leadership not merely as a response to crises but as
an intentional, forward-looking practice rooted in anticipation, strategic planning, and institutional
foresight. This approach enables administrators to mitigate potential problems before they escalate,
reduce reactive demands on their time, and create space for long-term, student-centered initiatives.
The data revealed that proactive leadership was not a passive trait but a set of deliberate strategies,
including a) Anticipating challenges and preparing responses in advance; b) Allocating dedicated
time for strategic tasks; c) Institutionalizing systems and processes to ensure continuity; d)
Delegating effectively to build organizational capacity.

These practices reflect a leadership orientation that is both adaptive — responding to situational
demands — and resource-conscious — managing job demands through structured support
mechanisms (London, 2022; Bakker & de Vries, 2021). As such, this theme aligns closely with
two theoretical frameworks, namely, Contingency Theory, which emphasizes contextual
adaptability (Guthrie, 2023; Fripp, 2024), and the Job Demands—Resources (JD-R) Model, which
highlights how leaders manage stress and enhance performance through resource optimization
(Katou et al., 2022; Schaufeli, 2015).

Subtheme 1: Anticipation and Strategic Planning
Administrators emphasized the importance of anticipating future needs and proactively addressing
them rather than waiting for problems to arise (Michael, 2024; Tygart, 2025; Tavakoli, 2024). One
participant explained:
“I specifically schedule time in my weekly calendar for proactive tasks... This
prevents these ‘important but not urgent' tasks from being perpetually pushed aside
by daily reactive demands.”
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This strategy reflects a conscious effort to shift focus from Quadrant 1 (urgent and important) to
Quadrant 2 (important but not urgent) of the Eisenhower Matrix — a tool many participants
referenced indirectly through their descriptions of prioritization and time management (Covey,
1989; Reclaim.ai, 2025; Columbia University SPS, 2023).

Anticipatory practices included a) Reviewing school policies ahead of implementation deadlines;
b) Assessing facilities and infrastructure for maintenance needs; c) Monitoring academic
performance trends to identify early warning signs.

One administrator noted how proactive risk assessment had helped prevent disruptions:

“With experience, I've learned to anticipate potential issues and prioritize preventative
measures. This involves regularly reviewing school policies, facilities, and academic
performance trends to identify areas of vulnerability.”

This kind of foresight not only reduces crisis-driven decision-making but also fosters a sense of
control and agency over the school environment (Luesink et al., 2024; OECD, 2023; Fergnani &
Woeffray, 2023).

Subtheme 2: Institutionalizing Systems for Continuity

To sustain proactive efforts beyond individual leadership, administrators implemented
institutionalized best practices, notably through the development of standardized systems and
workflows that streamline recurring tasks and reinforce operational continuity (Visme, 2025;
Fields Administrative Services, 2024). These included:

1.Standard Operating Procedures (SOPs) for recurring administrative tasks (e.g., enrollment,
reporting, procurement) (Fhyzics, 2024; Workflow Automation, 2024).

2.Feedback loops to ensure ongoing evaluation and refinement of processes (Operations Insider,
2025; ICLBT, 2024).

3.Written documentation to preserve institutional memory and guide new staff (Better Boards,
2025; Kolekti, 2024).

One participant elaborated:
“Akong gi-organisa ug gipatuman kini sa pipila ka paagi: Regular nga tigum, written
documentation, follow-up support, ug feedback loops.” (I organized and implemented
this through several methods: regular meetings, written documentation, follow-up
support, and feedback loops.)
These institutionalized systems help maintain consistency, especially in contexts where high
turnover or fluctuating resources can disrupt continuity (Pefia, 2013; The Panther Group, 2025).
They also reflect the influence of Contingency Theory, wherein leadership strategies are adapted
to fit the specific structural and environmental conditions of each school (Ocampo & Chua, 2023;
Lorsch, 2025; Harvard PON, 2025).
Subtheme 3: Resource Optimization and Delegation
A key component of proactive leadership was the strategic allocation of time, energy, and human
resources (Gambill, 2021; Pitman, 2025; BMC Training, 2025). Administrators spoke about
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delegating effectively—not just to offload tasks, but to empower others and build organizational
resilience (Robinson, 2025; Laker, 2025; Mihalicz, 2024).

“Delegation is not just about getting things done — it is about building capacity. When
teachers take ownership of certain responsibilities, it creates a culture of shared
accountability.”

This resonates strongly with the JD-R Model, which emphasizes the balance between job demands
and available resources (Schaufeli & Taris, 2013; Bakker & de Vries, 2021). By delegating routine
tasks, administrators freed up cognitive and emotional bandwidth to focus on higher-level
priorities (Gambill, 2021; Pitman, 2025). Additionally, by ensuring that staff had access to support
and mentorship, they reduced burnout and increased engagement (Dennison, 2023; Fergnani &
Woeffray, 2023; PushFar, 2024).

Subtheme 4: Overcoming Resistance through Adaptive Leadership

While most administrators embraced proactive strategies, some faced resistance from stakeholders
accustomed to reactive routines or traditional hierarchies. In one case, an administrator recounted
shifting from a top-down mandate to a more collaborative, evidence-based approach after initial
pushback:

“I adjusted by shifting from a top-down mandate to a more collaborative and evidence-
based approach. | presented research on the benefits of early reading, provided
professional development on engaging silent reading strategies, and, crucially,
listened to their concerns and integrated their feedback into the program's design.”

This illustrates the adaptive nature of proactive leadership — where flexibility and responsiveness
are essential to achieving sustainable change (Kremer Sott & Sott Bender, 2025; Singers, 2023).
It also underscores the importance of contextual awareness, a core tenet of Contingency Theory
(Fripp, 2024; Ocampo & Chua, 2023).

Synthesis and Theoretical Integration

Theme 1: Proactive Leadership reveals how administrators in Cagayan de Oro City navigate
complex educational environments by combining forward-thinking strategies with adaptive
execution. Their leadership style is not rigidly defined but evolves in response to situational
demands, reflecting the principles of Contingency Theory. At the same time, their ability to
manage workload and prevent burnout through delegation, system-building, and time management
aligns with the JD-R Model, particularly in how they optimize available resources to meet job
demands. Together, these theories offer a powerful lens through which to understand proactive
leadership as a dynamic, context- sensitive practice — one that goes beyond individual initiative to
shape organizational culture and sustainability.

Theme 2: Student-Centric Prioritization

Overview

Student-centric prioritization emerged as a foundational theme in the narratives of school
administrators in Cagayan de Oro City. Participants consistently emphasized that their leadership
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practices are ultimately guided by the goal of enhancing student well-being, learning outcomes,
and overall development. This approach reflects a conscious shift from purely administrative or
policy- driven decision-making to one that places students at the center of every strategic action.
The data revealed that student-centric prioritization is not just an abstract value but a deliberate
and actionable framework embedded in daily management practices. Administrators described
how they evaluate tasks, allocate resources, and make decisions based on the potential impact on
learners. This includes 1) Reassessing policy mandates through a student-focused lens. 2)
Allocating time and attention to high-impact initiatives that directly benefit students. 3) Balancing
operational demands with the need for emotional and academic support systems.

This theme aligns most strongly with Contingency Theory, which emphasizes contextual
adaptability (Fripp, 2024; Guthrie, 2023). It also resonates with the Job Demands—Resources (JD-
R) Model, which highlights how leaders manage workload and stress through resource
optimization (Schaufeli & Taris, 2013; Bakker & de Vries, 2021). Together, these frameworks
help explain how administrators navigate complex institutional demands while maintaining a
steadfast commitment to student-centered priorities (Zhang & Espiritu, 2023; Student Experience
Project, 2023).

Subtheme 1: Decision-Making Centered on Student Impact

Administrators frequently referred to a core principle: "If it doesn’t serve the students, why are we
doing it?" This mindset underpins their approach to prioritization, where every initiative—whether
related to curriculum, discipline, infrastructure, or staff development—is evaluated based on its
direct or indirect impact on learners.

One participant explained:

“My ultimate filter for prioritization is always the impact on students. If a task directly
benefits student learning, well-being, or safety, it moves to the forefront.”

This perspective is especially critical in environments with limited resources, where administrators
must make difficult trade-offs. By grounding decisions in student needs, leaders ensure that even
constrained budgets or staffing challenges do not compromise the quality of education or the
welfare of learners.
Another administrator shared how this approach influenced their handling of a recent policy
change:

“We reviewed the new guidelines and asked ourselves: does this improve student

engagement? Will it reduce unnecessary burdens on teachers so they can focus more

on students? If not, we adjusted accordingly.”

These examples illustrate how student-centricity becomes a guiding compass in navigating both
top- down mandates and localized challenges.

Subtheme 2: Balancing Policy Mandates with Local Realities

While national policies provide important standards, administrators in Cagayan de Oro often found
themselves adapting implementation strategies to better align with local conditions and student
needs. This balancing act reflects the principles of Contingency Theory, where leadership
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effectiveness depends on situational awareness and flexibility (Sutton, 2024; Peek, 2025; Guthrie,
2023).

For instance, one administrator described modifying a literacy program to suit the linguistic
diversity of their student population:

“We adopted the national reading initiative but adapted it to include more visual aids
and bilingual materials because many of our students come from non-native Filipino-
speaking households.”

By tailoring interventions to fit the realities of their schools, administrators ensured that policy
compliance did not come at the expense of student accessibility or comprehension.

Similarly, another participant discussed how they delayed the rollout of a new digital assessment
tool until after providing additional teacher training:

“We knew the system had potential, but we also recognized that without proper
support, it could overwhelm our teachers. So, we slowed down the implementation to
allow for adequate PD [Professional Development] and feedback loops. ”

This adaptive approach not only honored policy requirements but also protected instructional
quality and teacher morale — both essential components of student success.

Subtheme 3: Institutionalizing Student-Centered Practices

To sustain student-centric prioritization beyond individual leadership tenure, administrators
reported embedding it into formal processes and institutional structures. These included a)
Incorporating student impact assessments into planning meetings; b) Developing rubrics for
evaluating programs based on student outcomes; c) Creating feedback channels where students
and parents could influence decision-making.

One participant described how they integrated student voices into policy reviews:

“Every semester, we conduct listening sessions with students and parents. Their
insights help us identify gaps and adjust our priorities accordingly.”

This institutionalization ensures that student-centeredness remains a consistent feature of school

culture, rather than a temporary initiative tied to a single leader’s philosophy.

Additionally, several administrators highlighted the importance of using data to guide decisions:
“We look at academic performance trends, attendance records, and behavioral
reports — not just to report numbers, but to understand what students really need.”

By combining qualitative feedback with quantitative analysis, administrators grounded their
decisions in evidence, further reinforcing the credibility and sustainability of their student-first
approach.

Subtheme 4: Ethical Leadership and Equity Considerations

A deeper layer of student-centric prioritization involved ethical considerations, particularly around
equity and inclusion. Administrators expressed a strong commitment to ensuring that no student
was left behind, regardless of socioeconomic background, ability level, or personal circumstances.
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One administrator reflected:

“Equity is not just about treating everyone the same — it is about giving each child
what they need to succeed. That means differentiating our approach, whether it’s
through remedial classes, counseling services, or flexible scheduling.”

This ethical stance was evident in how administrators responded to crises such as typhoons or
economic disruptions. In one case, a school head reallocated budget funds to provide meals and
transportation for students affected by flooding:

“When families lost their homes, we couldn’t just continue business as usual. We had
to step in and support them so their children could keep coming to school.”

These actions demonstrate how student-centric prioritization goes beyond academic concerns to
encompass holistic well-being and social justice — an extension of Transformational Leadership
values such as empowerment and moral responsibility (Rigaux, 2019; Zhang, 2024; Teach For All,
2025; Datnow et al., 2022).

Synthesis and Theoretical Integration

Theme 2: Student-Centric Prioritization illustrates how administrators in Cagayan de Oro City
embed the needs of learners into every aspect of their leadership. Whether through decision-
making filters, policy adaptation, institutionalized practices, or ethical commitments, student-
centeredness emerges as both a guiding philosophy and a practical strategy. From a theoretical
standpoint, Contingency Theory explains how administrators adjust their priorities based on
contextual factors, ensuring that student needs remain central despite shifting demands (Fripp,
2024). The JD-R Model, on one hand, sheds light on how leaders manage job pressures by aligning
tasks with meaningful goals—reducing stress and increasing motivation when work feels
purposeful and impactful (Schaufeli & Taris, 2013; Bakker & de Vries, 2021). And,
Transformational Leadership reinforces the ethical dimension of student-centricity, where leaders
inspire and empower others through a shared vision focused on learner success (Armstrong &
Muenjohn, 2008; Datnow et al., 2022; Zhang, 2024). Together, these theories offer a robust
explanation of how student-centric prioritization functions not just as an ideal, but as a sustainable
and contextually responsive leadership practice.

Theme 3: Effective Communication Strategies

Overview

Effective communication emerged as a critical component of proactive and student-centered
leadership among school administrators in Cagayan de Oro City. Participants consistently
emphasized that clear, timely, and culturally responsive communication is essential not only for
operational efficiency but also for building trust, fostering collaboration, and ensuring alignment
across diverse stakeholder groups (Islam, 2024; Stiahailo, 2024; HR Fraternity, 2025; Hall, 2025).
The findings indicate that communication is not merely a tool for information dissemination but a
strategic leadership practice shaped by 1) Tailoring messages to different audiences (e.g., teachers,
parents, students). 2) Using visual aids, simplified language, and localized expressions. 3)
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Establishing consistent channels for feedback and clarification. 4) Institutionalizing
communication protocols through templates and SOPs.

This theme aligns most strongly with Contingency Theory, which highlights how leaders adapt
their communication styles based on situational demands (Sutton, 2024; Fripp, 2024). It also
resonates with the Job Demands—Resources (JD-R) Model, which explains how structured
communication systems reduce cognitive load and enhance engagement (Schaufeli & Taris, 2013;
Bakker & de Vries, 2021). Finally, it reflects principles of Transformational Leadership,
particularly in how inspirational and transparent messaging motivates stakeholders and builds
shared purpose (Cox, 2023).

Subtheme 1: Tailoring Messages to Diverse Audiences

A recurring insight from participants was the importance of adapting communication style and
content to suit the needs, literacy levels, and cultural expectations of different audiences.
Administrators described how they modify their tone, vocabulary, and delivery methods when
addressing teachers, parents, students, or community partners.

One administrator explained:

“I adjust my message depending on who I am talking to. With teachers, I can be more
technical and data-driven. But with parents, | use simpler terms and focus on what it
means for their children.”

This adaptive approach reflects Contingency Theory, where leadership effectiveness depends on
contextual awareness (Sutton, 2024; Fripp, 2024). For instance, some schools serve communities
with

low formal education levels, so administrators avoid jargon and instead use relatable analogies and
visual aids to enhance understanding and engagement (Salamondra, 2021; Hands, 2023).
Another participant shared:

“We created illustrated handouts for parent meetings because many of them struggle
with reading long documents. This helps ensure everyone understands what we're
saying.”

These strategies demonstrate how effective communication is not just about sending messages but
ensuring they are received, understood, and acted upon.

Subtheme 2: Clarity, Consistency, and Action-Oriented Messaging
Administrators stressed the importance of clarity in all forms of communication — whether verbal,
written, or digital. They reported using structured formats and standardized templates to ensure
consistency and reduce ambiguity.
One participant noted:

“I strive for clarity, conciseness, and actionable language. I avoid jargon and ensure

that the purpose of the communication, the key information, and any required actions

are immediately apparent.”
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This emphasis on clarity aligns with the JD-R Model, which suggests that reducing unnecessary
cognitive demands improves performance and reduces stress (Schaufeli & Taris, 2013; Bakker &
de Vries, 2021). By minimizing confusion and repetition, administrators help staff and
stakeholders focus on priorities rather than decoding messages (Galanakis & Tsitouri, 2022;
Gladstone, 2025; Mendy et al., 2020).

Moreover, several administrators linked clear communication to accountability, recognizing that
transparency in messaging fosters responsibility and follow-through (Castillo & Gabriel, 2020;
Johnston, 2002).

“When people understand exactly what’s expected of them, they’re more likely to
follow through. That’s why I always include deadlines, responsibilities, and next steps
in every official message.”

This approach supports institutional coherence and ensures that communication leads to concrete
outcomes by aligning stakeholder actions with shared goals and expectations (Gabriel, 2017; UN
Committee of Experts on Public Administration, 2025).

Subtheme 3: Institutionalizing Communication through SOPs and Templates

To sustain effective communication beyond individual leadership tenure, participants described
developing standardized procedures and tools. These included: 1) Standardized templates for
announcements, reports, and official correspondence. 2) SOPs for communication workflows,
including approval processes and distribution channels. 3) Digital platforms for real-time updates
and document sharing.

One administrator shared:

“We have developed a centralized system for creating messages. All official
communications go through a standard template to ensure consistency,
professionalism, and completeness. ”

This institutionalization not only enhances efficiency but also ensures continuity, especially in
contexts where leadership turnover is common.

In one case, a school head implemented a detailed SOP for handling child protection cases, which
includes: 1) Documentation of incidents. 2) Reporting to appropriate authorities. 3) Intervention
strategies. 4) Ongoing monitoring and follow-up.

“This system ensures that no matter who handles the case — whether the principal,
guidance counselor, or designated staff — the process remains uniform and effective.”

By embedding communication into formal structures, administrators create reliable systems that
support transparency, compliance, and ethical practices.

Subtheme 4: Feedback Loops and Stakeholder Engagement

Participants highlighted the importance of two-way communication and actively seeking feedback
to improve understanding and build trust. Several administrators described regular check-ins with
teachers and parents to assess whether messages were being received and interpreted correctly.
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One participant explained:

“We hold monthly listening sessions with parents and quarterly feedback rounds with
teachers. This helps us identify gaps in our communication and make necessary
adjustments.”

These practices reflect elements of Transformational Leadership, where leaders inspire and engage
others through open dialogue and shared responsibility (Ugochukwu, 2025; Cox, 2023).
Additionally, some administrators used technology to facilitate feedback:

“We introduced a simple Google Form for parents to share concerns anonymously.
1t’s helped us uncover issues we might have otherwise missed.”

By incorporating feedback mechanisms, administrators not only improve communication quality
but also empower stakeholders to participate meaningfully in school governance.

Synthesis and Theoretical Integration

Theme 3: Effective Communication Strategies illustrates how school administrators in Cagayan
de Oro City view communication as a strategic, adaptive, and relational practice. Their approaches
reflect a deep understanding of audience diversity, cognitive load management, and institutional
sustainability. From a theoretical standpoint, Contingency Theory explains how administrators
tailor communication styles to fit specific contexts and audiences (Fripp, 2024; Economic Times,
2023). The JD-R Model, on one hand, underscores the role of structured communication in
reducing job demands and enhancing clarity and efficiency (Schaufeli & Taris, 2013). While
Transformational Leadership reinforces the value of inclusive, feedback-rich communication in
inspiring and engaging stakeholders (2024; Cox, 2023). Together, these frameworks offer a
comprehensive lens through which to understand how effective communication functions not just
as an administrative function, but as a core leadership competency that drives organizational
success and stakeholder trust.

Theme 4: Collaborative Decision-Making

Overview

Collaborative decision-making emerged as a defining feature of leadership among school
administrators in Cagayan de Oro City. Participants consistently described their management style
as inclusive, participatory, and consensus-driven — where decisions are not made unilaterally but
through structured engagement with teachers, parents, students, and community partners.

This theme reflects how administrators navigate complex institutional dynamics by a) Involving
stakeholders in problem identification and solution generation; b) Balancing diverse perspectives
while maintaining clarity of purpose; ¢) Documenting decisions to ensure transparency and
accountability; d) Institutionalizing collaborative processes to sustain continuity.

The findings reveal that collaborative leadership is not merely a democratic ideal but a strategic
approach rooted in contextual awareness, emotional intelligence, and organizational sustainability
(Academy for Sustainable Innovation, 2022; Inner Growth Coach, 2023; Theilig, 2015). It aligns
most strongly with Contingency Theory, which emphasizes adaptive leadership styles based on
situational demands (Fripp, 2024; Harvard PON, 2025). And with Transformational Leadership
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Theory, which underscores the power of shared vision and collective empowerment (Ugochukwu,
2025; Join The Collective, 2024; Enterprise Wired, 2025).

Subtheme 1: Stakeholder Engagement in Problem-Solving

A core aspect of collaborative decision-making was the active involvement of various stakeholders
in identifying problems and co-constructing solutions. Administrators emphasized that those
closest to the issue — especially teachers and students — are often best positioned to offer insights
and practical recommendations.

One administrator shared:

“During school meetings or grade-level meetings, we discuss emerging classroom
challenges, student behaviors, and academic struggles. Teachers' daily interaction
with students makes them invaluable in identifying risks early.”

This practice highlights the importance of grounded knowledge — recognizing that frontline staff
possess critical insights that can inform more effective and contextually relevant policies.
Another participant noted how student voices were integrated into decision-making:

“We conduct regular feedback sessions with students to understand what’s working
and what needs improvement—from seating arrangements to class schedules.”

By involving stakeholders in this way, administrators not only improve the quality of decisions
but also foster a culture of ownership and shared responsibility.

Subtheme 2: Consensus-Building and Conflict Resolution

Participants described consensus-building as both an art and a science — one that requires patience,
facilitation skills, and emotional intelligence. Several administrators reported using structured
approaches to manage disagreements and arrive at mutually acceptable outcomes.

One school head explained:

“Kini nakapalig-on sa ilang pagsalig sa proseso sa kolaborasyon.” (This strengthens their trust in
the collaborative process.)

This statement captures the relational dimension of collaboration — how inclusive decision-making
builds credibility and long-term cooperation among stakeholders.

Administrators also discussed using restorative practices during conflicts:

“When there’s resistance or disagreement, I bring people together, listen to all sides,
and guide them toward a common ground. This reduces resentment and increases buy-
in.”
These strategies reflect elements of Transformational Leadership, particularly in how leaders
inspire and unify diverse groups around shared goals.

Subtheme 3: Institutionalizing Collaboration through Documentation and Feedback

To ensure that collaborative efforts lead to tangible outcomes, participants emphasized the
importance of documenting decisions, rationale, and implementation steps. They described
creating meeting minutes, action plans, and follow-up reports to maintain clarity and
accountability.
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One administrator shared:

“All key decisions go through a documentation process—what was discussed, who was
involved, what was decided, and next steps. This ensures that everyone is on the same

2

page.

This practice supports organizational memory and continuity, especially in contexts where
leadership turnover is common.

Additionally, several administrators implemented structured feedback mechanisms to assess the
effectiveness of collaborative initiatives:

“We review past decisions quarterly to see if they were still valid or need adjustment.
This keeps our policies dynamic and responsive.”

These feedback loops reinforce a culture of continuous improvement, where collaboration is not a
one-time event but an ongoing process embedded in school governance.

Subtheme 4: Adapting Collaboration to Cultural Norms

Administrators acknowledged that collaborative decision-making must be adapted to the local
cultural context — particularly the Filipino values of pakikisama (cooperation), hiya (sense of
shame or respect), and utang na loob (debt of gratitude). These cultural norms influence how
individuals engage in group discussions and express dissent.

One participant reflected:

“In some cases, people may not speak up directly due to hiya, so I create alternative
channels for input—Ilike anonymous suggestion boxes or small-group discussions.”

This cultural sensitivity allows leaders to facilitate more inclusive conversations, ensuring that
quieter voices are heard and respected.

Moreover, administrators recognized the importance of balancing collective harmony with
necessary critique:

“We encourage open dialogue, but always within a framework of respect and unity.
We value different opinions, but we also emphasize moving forward together.”

This approach illustrates how collaborative leadership in Cagayan de Oro is not only about
democratic participation but also about maintaining relational harmony — a key consideration in
collectivist cultures.

Synthesis and Theoretical Integration

Theme 4: Collaborative Decision-Making demonstrates how school administrators in Cagayan de
Oro City embed stakeholder participation into the fabric of leadership. Their approach is marked
by inclusivity, adaptability, and institutional foresight — ensuring that decisions are not only well-
informed but also sustainable and culturally resonant. From a theoretical standpoint, Contingency
Theory explains how administrators adjust their decision-making styles based on contextual
factors such as stakeholder dynamics, conflict levels, and organizational maturity (Fripp, 2024;
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AIHR, 2024; Omazi¢ et al.,, 2023). On one hand, Transformational Leadership reinforces the
ethical and motivational aspects of collaboration, where leaders inspire collective action through
shared vision and empowerment (Ugochukwu, 2025; Pham, 2024; Fripp, 2023). The Job
Demands—Resources (JD-R) Model provides insight into how structured collaboration can reduce
emotional strain by distributing cognitive load and fostering social support (Schaufeli & Taris,
2013; Van den Broeck et al., 2015; Galanakis & Tsitouri, 2022). Jointly, these frameworks offer a
comprehensive understanding of how collaborative decision-making functions not just as a
procedural mechanism, but as a transformative leadership practice that enhances organizational
resilience and stakeholder trust.

Theme 5: Professional Development Integration

Overview

Professional development emerged as a cornerstone of proactive and sustainable leadership among
school administrators in Cagayan de Oro City. Participants consistently emphasized that teacher
growth is not an isolated or occasional event but an ongoing, institutionally supported process that
must be embedded within the daily rhythms of school life.

The findings reveal that administrators approach professional development (PD) through: a)
Aligning PD with institutional goals and student needs; b) Creating structured, individualized
learning pathways; c) Fostering peer-led initiatives and mentorship programs; d) Providing follow-
up support to ensure application and impact.

This theme aligns most strongly with the Job Demands—Resources (JD-R) Model, which explains
how leaders manage stress and enhance performance by optimizing available resources (Schaufeli
& Taris, 2013; Bakker & Demerouti, 2017; Tummers & Bakker, 2021). It also resonates with
Contingency Theory, which highlights adaptive leadership strategies based on contextual factors
such as school culture, resource availability, and staff readiness (Fripp, 2024; Lorsch, 2025).

Subtheme 1: Embedding Professional Development into Daily Practice

A key insight from participants was the importance of integrating professional development into
the regular workflow of teachers rather than treating it as a separate or sporadic activity.
Administrators described how they designed PD initiatives to be practical, relevant, and
immediately applicable in the classroom.

One administrator explained:

“Pagpalambo sa mga magtutudlo dili lang usa ka ‘one-time thing’ — Kini usa ka
padayon nga proseso nga kinahanglan mahimong pormal nga bahin sa atong
operasyon.” (Teacher development is not just a one-time thing — it needs to become a
formal part of our operations.)
This perspective reflects a strategic shift from viewing PD as a compliance requirement to seeing
it as a core component of instructional leadership. By embedding growth opportunities into routine
practices, administrators ensure continuity and relevance.

Another participant shared how they allocated time for reflection and peer feedback:

“We have integrated weekly peer observation sessions followed by structured debriefs
where teachers can discuss what worked and what needs improvement.”
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These examples illustrate how professional development becomes a lived experience rather than a
top-down mandate — an approach consistent with the JD-R Model, where job resources are
leveraged to enhance engagement and reduce burnout.

Subtheme 2: Individualized Growth Plans and Mentorship

Participants emphasized that effective professional development must be tailored to the unique
needs and aspirations of each teacher. Several administrators reported using Individual
Development Plans (IDPs) to create personalized growth trajectories for staff members.

One administrator described the process:

“Each teacher sets personal and professional goals aligned with school improvement
priorities. We then match them with mentors, training modules, or collaborative
projects that support those goals.”

This practice not only enhances motivation but also fosters a sense of ownership over one’s growth
— a key tenet of Transformational Leadership.

Additionally, several schools implemented peer mentoring systems, where experienced teachers
guide newer ones through structured coaching cycles:

“New teachers are paired with senior colleagues who provide guidance, feedback, and
emotional support during their first year.”

These mentorship structures help build internal capacity and ensure that knowledge is transferred
across generations of educators.

Subtheme 3: Measuring Impact through Feedback and Evaluation

To ensure that professional development leads to meaningful change, administrators described
using both qualitative and quantitative methods to assess its effectiveness. They emphasized the
importance of feedback loops and follow-up mechanisms to track whether new skills were being
applied and whether they led to improved outcomes.

One participant shared:

“We don’t just conduct workshops and call it done. We monitor implementation
through classroom visits, collect teacher reflections, and review student performance
data to see if there’s a positive trend.”
This reflective approach aligns with the JD-R Model, which suggests that continuous feedback
and adjustment help prevent stagnation and increase job satisfaction.
Moreover, some administrators used surveys and focus groups to gather teacher input on PD
offerings:

“We ask: What did you learn? How did you apply it? What do you need more of? This
helps us refine our programs continuously.”
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By systematically evaluating PD initiatives, administrators ensure that resources are invested
wisely and that professional learning remains aligned with both individual and institutional goals.

Subtheme 4: Overcoming Time and Resource Constraints

Time and workload were frequently cited as major barriers to sustained professional development.
In response, administrators developed creative solutions to make PD more accessible and
manageable within existing constraints.

One strategy involved offering flexible scheduling, such as after-school workshops, weekend
seminars, or online modules:

“Hatagan sila og 'release time' (ihatag sa lain ang ilang klase).” (Give them release
time— assign someone else to take their classes.)

This allows teachers to engage in PD without sacrificing instructional hours. Another common
approach was blending face-to-face and digital formats:

“We use a mix of in-person training and online platforms so teachers can access
materials at their own pace.”

Administrators also emphasized the importance of providing follow-up support to reinforce
learning:

“After a training session, we schedule check-ins and offer coaching to help teachers
implement what they 've learned.”

These strategies reflect a deep understanding of how to optimize limited resources—another core
principle of the JD-R Model.

Synthesis and Theoretical Integration

Theme 5: Professional Development Integration illustrates how school administrators in Cagayan
de Oro City view teacher growth as a strategic, ongoing, and contextually responsive endeavor.
Their approaches emphasize alignment with institutional goals, personalization, evaluation, and
adaptability — all essential components of effective educational leadership. From a theoretical
standpoint, the JD-R Model provides a framework for understanding how structured, resource-rich
professional development reduces job strain and enhances engagement (Schaufeli & Taris, 2013;
Galanakis & Tsitouri, 2022; Roskams et al., 2021). On the other hand, Contingency Theory
explains how administrators tailor PD strategies based on school-specific conditions, such as
staffing levels, infrastructure, and cultural norms (Lee, 2025; Ocampo & Chua, 2023; Fripp, 2024).
Moreover, Transformational Leadership reinforces the motivational aspect of PD, where leaders
inspire and empower teachers to grow not just professionally but personally (Sumampong &
Arnado, 2024; Ugochukwu, 2025; Barlis, 2023). Thus, these theories offer a comprehensive lens
through which to understand how professional development functions not just as a training
mechanism, but as a transformative leadership practice that builds capacity, sustains innovation,
and improves student outcomes.
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3. DISCUSSION

The conceptual diagram synthesizes the findings of this qualitative study by illustrating how
proactive leadership among public school administrators in Cagayan de Oro City is shaped by
theoretical foundations, contextual factors, and adaptive strategies. At its core, the model shows
leadership not as a static trait but as a dynamic, context-sensitive process rooted in continuous
learning and stakeholder engagement.

Drawing from Contingency Theory, the framework highlights how leaders adjust their styles based
on situational demands — whether shifting communication strategies for different audiences or
modifying decision-making approaches when met with resistance (Fripp, 2024; Harvard PON,
2025; LogRocket, 2025). This aligns with the lived experiences of administrators who described
tailoring interventions to meet localized needs while maintaining alignment with broader goals
(Kwok et al., 2020; Pérez Jolles et al., 2024; RNAO, 2024).

The Job Demands—Resources (JD-R) Model further explains how leaders manage workload and
prevent burnout by institutionalizing systems such as standardized templates, feedback
mechanisms, and delegation structures (Schaufeli & Taris, 2013; Bakker & Demerouti, 2017;
Tummers & Bakker, 2021). These resources enable administrators to maintain high levels of
performance without compromising personal or professional well-being (Galanakis & Tsitouri,
2022; Van den Broeck et al., 2015; Schaufeli, 2017).

Meanwhile, Transformational Leadership reinforces the motivational and ethical dimensions of
leadership — where vision, empathy, and shared purpose drive stakeholder engagement and
innovation (Ugochukwu, 2025; Rowinski, 2023; Melbado, 2024). This was evident in how
administrators empowered teachers through mentorship, aligned professional development with
individual aspirations, and fostered a culture of collaboration and mutual respect (Villanueva,
2023; Sarabia, 2024; Steyn, 2017; DepEd Tambayan, 2024).

Importantly and in view of the foregoing findings, this study would posit a conceptual model, as
shown below, which illustrates that these leadership practices do not operate in isolation but are
interconnected and mutually reinforcing. For instance, effective communication enables
collaborative decision-making, which in turn supports student-centric prioritization and
sustainable professional development. Together, these practices contribute to improved outcomes
at both the organizational and individual levels.

Central to this model is a feedback loop that underscores the importance of continuous
improvement. Through structured evaluations, reflective practices, and responsive adjustments,
administrators ensure that leadership remains adaptable and grounded in real-world conditions.
Ultimately, this conceptual framework or model offers a holistic view of educational leadership in
an urban Philippine setting — one that bridges theory and practice, honors cultural context, and
provides a foundation for future research and policy development.
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Conceptual Framework of Proactive Leadership Practices among Public School
Administrators in Cagayan de Oro City, Philippines

____________________________________________________________________

Theoretical Foundations !

: Contingency Theory Job Demands—Resources (JD-R) Model Job Demands—Resources (JD-R) Model |1

Contextual Inputs '

: Leadership Strategies & Practices :

Professional Development Integration

T

Collaborative Decision-Making |

! Effective communication Strategies i

L e e e
: e  Organizational Culture (pakikisama, hiya , shared decision-making) ;
i e Environmental Conditions (urban setting, policy mandates, natural disasters)
i e Human Resource Dynamics (teacher turnover, motivation levels)
e Technological Access (digital communication tools)
b e e e

Proactive Leadership <

Student-Centric Prioritization

: Organizational & Individual Outcomes

E e Improved school performance :
; e Increased stakeholder trust
i e  Teacher empowerment and growth :
i e  Administrator resilience and reduced
burnout ;

Feedback Loop / Continuous Improvement !

! ®  Regular meetings
® Listening sessions '
| ®  Classroom observations
; ®  Performance reviews

®  Anonymous surveys '

The above conceptual framework that emerges from this qualitative study reflects a dynamic and
contextually grounded understanding of proactive leadership as practiced by public school
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administrators in Cagayan de Oro City. At its foundation lie three interwoven theoretical
perspectives—Contingency Theory, the Job Demands—Resources (JD-R) Model, and
Transformational Leadership—that together provide interpretive lenses through which the lived
experiences, decision- making processes, and adaptive strategies of school leaders are understood.
These theories do not function in isolation but rather interact with one another to illuminate how
administrators navigate complex institutional landscapes while maintaining both personal
resilience and organizational effectiveness.

Central to the framework is the recognition that leadership does not follow a universal formula but
instead evolves in response to situational demands. This aligns closely with Contingency Theory,
which underscores the importance of matching leadership style to environmental conditions,
stakeholder dynamics, and cultural expectations. In practice, this means that administrators may
shift fluidly between directive and collaborative approaches depending on the urgency of the
situation, the readiness of their staff, or the expectations of the community they serve. Their ability
to adapt reflects a high degree of contextual awareness and strategic flexibility.

Simultaneously, the JD-R Model offers insight into how administrators manage the emotional and
cognitive pressures inherent in their roles. By identifying and optimizing available resources—
such as structured systems, mentorship programs, and delegation mechanisms—they actively work
to balance job demands that might otherwise lead to burnout or diminished performance. This
includes the development of Standard Operating Procedures, the use of feedback loops, and the
intentional allocation of time for strategic thinking—all of which help reduce reactive workloads
and enhance personal well-being.

Transformational Leadership complements these frameworks by emphasizing the motivational
and ethical dimensions of leadership. Administrators inspire and engage stakeholders by
articulating a shared vision, fostering teacher empowerment, and embedding values such as
integrity and inclusivity into daily practices. While this theory may not dominate all aspects of
leadership behavior, it plays a vital role in shaping how leaders influence school culture, promote
innovation, and sustain long-term commitment among teachers and students alike.

Surrounding these theoretical foundations are a set of contextual inputs that significantly shape
how leadership is enacted. The organizational culture within schools in Cagayan de Oro is deeply
influenced by Filipino values such as pakikisama (harmonious collaboration), hiya (a sense of
respect and propriety), and utang na loob (reciprocity and obligation). These cultural norms inform
communication styles, decision-making processes, and conflict resolution strategies.
Administrators must also contend with an array of environmental challenges, including policy
mandates, resource limitations, and the unpredictable impact of natural disasters—factors that
demand constant vigilance and adaptive capacity.

Moreover, human resource dynamics—including fluctuating teacher motivation levels, varying
degrees of professional readiness, and the effects of turnover—play a crucial role in determining
the feasibility and sustainability of leadership initiatives. Technological access further complicates
the landscape, as digital divides can hinder communication and learning unless intentionally
addressed through inclusive strategies such as multilingual materials, home visits, or blended
training formats.

In response to these contextual realities, administrators employ a range of interconnected
leadership strategies and practices. Proactive leadership manifests through anticipatory planning,
strategic time management using tools like the Eisenhower Matrix, and the institutionalization of
systems that ensure continuity even in the face of personnel changes. Student-centric prioritization
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remains a consistent guiding principle, where decisions are filtered through the lens of student
impact, ensuring that equity, accessibility, and academic progress remain central concerns.
Communication is carefully tailored to diverse audiences, incorporating visual aids, simplified
language, and standardized protocols to enhance clarity and engagement across different
stakeholder groups. Collaborative decision-making is embedded into school governance, allowing
for inclusive problem-solving, consensus-building, and transparent documentation of key
decisions. Finally, professional development is not treated as an isolated event but is systematically
integrated into the daily routines of teaching staff through individualized growth plans, peer
mentoring, and ongoing evaluation.

These leadership strategies ultimately lead to both organizational and individual outcomes. On an
institutional level, they contribute to improved school performance, greater compliance with
educational standards, and increased trust among parents, teachers, and the broader community.
At the personal level, they foster teacher empowerment, professional satisfaction, and
administrator resilience, helping to mitigate the emotional toll often associated with school
leadership.

Crucially, the framework includes a feedback loop that emphasizes continuous improvement.
Through regular meetings, listening sessions, classroom observations, performance reviews, and
anonymous surveys, administrators ensure that their strategies remain responsive to evolving
needs. This reflective and iterative process reinforces the idea that effective leadership is not static
but continuously refined through dialogue, evaluation, and adaptation.

Taken together, this conceptual diagram illustrates a holistic model of leadership—one that bridges
theory and practice, honors cultural specificity, and provides a robust foundation for understanding
how school administrators in Cagayan de Oro City successfully navigate the complexities of their
roles. It serves not only as a synthesis of their lived experiences but also as a valuable reference
for future research, leadership training, and policy development in similar educational contexts.

4. CONCLUSION

Addressing the Research Gap

This study emerged from a critical gap in the literature on educational leadership in the Philippines,
which is the lack of empirical understanding of how school administrators enact proactive
leadership within socio-culturally specific contexts, particularly in urban Southeast Asian settings.
Existing research has disproportionately focused on macro-level policy analysis or structural
reforms, sidelining the nuanced, day-to-day practices through which administrators navigate
complex institutional demands. By centering the voices of five school leaders in Cagayan de Oro
City, this research fills that gap by documenting contextually responsive leadership strategies that
balance national mandates with localized realities.

The findings reveal that proactive leadership in this setting is not merely about anticipating
problems or implementing policies but involves a dynamic interplay of cultural values, adaptive
decision-making, and institutionalized systems. Administrators demonstrated an ability to tailor
universal leadership theories — such as Contingency Theory, the Job Demands—Resources (JD-R)
Model, and Transformational Leadership — to their unique environments, ensuring that student
needs, stakeholder engagement, and organizational sustainability remain central to their work.
Key Contributions
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1.Contextualized Leadership Framework

The conceptual framework developed in this study bridges Western-derived theories with Filipino
cultural values (pakikisama , hiya , utang na loob ), offering a culturally embedded model of
proactive leadership . This framework illustrates how administrators adapt their strategies to
situational demands while maintaining alignment with broader educational goals.

2.Practical Strategies for Sustainability

The study identifies actionable practices that can be adopted by school leaders, including a)
Institutionalizing systems (e.g., SOPs, feedback loops) to ensure continuity despite turnover;

b) Embedding professional development into daily workflows through Individual

Development Plans (IDPs) and peer mentoring; ) Prioritizing student-centric decision-making by
filtering policies through the lens of student impact.

3.Policy and Training Implications

For policymakers and institutional leaders, the findings underscore the need for supportive
frameworks that recognize the emotional and cognitive labor of administrators. Recommendations
include 1) Providing mental health resources and flexible implementation guidelines. 2) Designing
leadership training programs that emphasize cultural competence and adaptive problem-solving.

4. Theoretical Integration

By applying theoretical lenses reflexively rather than rigidly, this study advances a practice- theory
dialogue that enriches both academic discourse and real-world application. For instance,
Contingency Theory explains how administrators shift from top-down mandates to collaborative
decision-making when faced with resistance. While The JD-R Model highlights how structured
communication and delegation reduce burnout and enhance engagement. Further,
Transformational Leadership reinforces the ethical dimension of leadership, where vision and
empathy drive stakeholder empowerment.

5. LIMITATIONS AND FUTURE DIRECTIONS

While this study provides rich, context-specific insights, its exploratory nature and small sample
size limit generalizability. Future research could expand on these findings through a) Mixed-
methods designs to statistically validate relationships between leadership practices and outcomes
(e.g., teacher retention, student performance); b) Comparative studies across rural and urban
Philippine schools to identify regional variations in leadership strategies; ¢) Longitudinal analyses
to assess the sustainability of institutionalized systems over time. Additionally, the study’s focus
on administrators’ perspectives could be complemented by examining how teachers, students, and
parents perceive and experience these leadership practices.

6. FINAL REFLECTION

By foregrounding the lived experiences of school administrators in Cagayan de Oro City, this
research challenges homogenized narratives of educational leadership. It demonstrates that
effective leadership is not a one-size-fits-all formula but a contextually grounded, adaptive practice
rooted in cultural responsiveness, ethical accountability, and continuous learning. The conceptual
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framework developed here offers a roadmap for school leaders seeking to balance operational

demands with transformative change — a model that is as relevant in the Philippines as it is in other
urban, resource- constrained settings across the Global South.
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