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The survey of principals’ occupational 
well-being conducted since 2019 – A record number 
of respondents

• A study on the occupational well-
being of Finnish principals in 
collaboration with Suomen Rehtorit 
ry (Finnish Association of Principals)

• The data collection takes place 
annually in the spring 

• Additionally, principals may 
participate in Firstbeat 
measurements to assess stress, 
sleep, physical activity, and recovery.

• The study is influenced by the 
international Principal Health and 
Wellbeing –research project



Theoretical background: 
Job demands and resources model

Key propositions:

• Occupational wellbeing can be categorized into work 
engagement and work burnout

• Job characteristics can be categorized into job demands 
and resources.
→Job characteristics are key determinants of 
occupational well-being, which, in turn, impacts on job 
performance.

• The motivational process:
Job/personal resources  → work engagement

• The health impairment process:
Job demands → exhaustion

• Personal resources and long-term reserves 
• Job crafting plays a significant role in occupational well-

being

Bakker, A. B. & Demerouti, E. (2014). Job demands–resources theory. In P. Chen & C. Cooper (toim.), Wellbeing: A complete reference guide, Work and wellbeing (pp. 37–64). 

(Bakker & Demerouti, 2014)



Finally, light at the end of the tunnel – 
Burnout is declining …

• Burnout increased in 2020, in 
response to the COVID-19 pandemic.

• It increased thereafter and reached its 
peak in 2023.

• In 2024, the increase in burnout 
ceased, and signs of recovery began 
to appear.

• Many of the job demands have now 
begun to decrease  (slide 8) and job 
resources have begun to increase 
(slides 9-10).

• Finding one’s work meaningful 
provided the strongest protection 
against burnout (slide 11). The blurring 
of boundaries between work and 
leisure time posed a risk for burnout .

aNäätänen, P., Aro, A., Matthiesen, S. & Salmela-Aro, K. (2003). Bergen Burnout Indicator-15. Edita. Y-axis: The mean score of the overall BBI-15 at each time point.

The trend of burnout among principals



… and principals are regaining work 
engagement 

• Work engagement decreased in 
response to the pandemic, 
reaching its lowest level in 2023. 
Finally, in 2024 it began to 
increase.

• The job resource that explained the 
most variance in work engagement 
was meaningfulness of work, 
followed by possibility for 
development, task variation, and 
role clarity (slide 11).

bSchaufeli, W. & Bakker, A. (2004). UWES. Utrecht Work Engagement Scale. Preliminary manual. Y-axis: The mean score of the overall UWES-9 at each time point.

The trend of work engagement among principals



Three work engagement and burnout profiles: 
engaged, normative, and burned out

• Three groups of principals were identified from the data:  “engaged", “burned out“ and “normative" (i.e. a mean level of the 
investigated population, indicating moderate work engagement and burnout)

• In response to the pandemic, the proportion of principals in the “engaged” group declined, while the proportion in the “burned out” 
group increased.

• In 2024,  the proportion of principals in the “engaged”  group began to increase, but it is still less than one-third of the proportion of 
principals in this group prior to the pandemic → Recovery is very slow, and the “shadow of the COVID-19 crisis is long”

• In 2024, the proportion of “burned out” began to decreased

”Engaged" (%) 

”Normative” (%) 

”Burned out" (%)



Job and personal demands 

In 2024, quantitative demands, work pace, and work-family conflicts slightly reduced compared to the previous year, 

whereas cognitive and emotional demands increased.



Job and personal resources…

In 2024, most job resources increased compared to the previous year (not commitment to the 
workplace). 

To be continued…



…social resources increased 2024



Meaningfulness of work –
the most important job resource

• Among job resources, finding one’s work meaningful provided the strongest protection against burnout, followed 
by recognition, role clarity, and influence (table on the left).

• Meaningfulness of work explained the most variance in work engagement, followed by possibilities for 
development, task variation, and role clarity (table on the right).

= role clarity 
= influence
= social support inside, 
= meaningfulness of work 
= possibility for development 
= predictability 
= quality of leadership 
= recognition 
= social support from supervisor 
= task variation

muuttuja

The relative importance of 
job resources for work engagement 

The relative importance of 
job resources for burn out



Violence experienced by principals is low

In 2024, most violence-related problems reduced, with the exception of physical violence, which is still slightly increasing.

(Response options: 1 = never, 2 = a few times per year, 3 = monthly, 4 = weekly, 5 = daily)



Sources of stress experienced by principals

The most salient stress sources were sheer quantity of work and lack of time, followed by teachers’ coping, and resourcing 
needs.
(Response options: 1 = a minor source of stress－ 10 = a major source of stress)



Job crafting, stress, and recovery from work

Approach-job crafters
Approach job crafters, who 

proactively tried to increase job 

resources and job challenges, 

experienced slightly higher stress 

levels in the morning, lower stress 

levels from afternoon to evening, and 
higher relaxation levels at night.

Avoidance-job crafters
Avoidance job crafters, who 

proactively avoid confronting 

hindering job demands*, experienced 

higher stress levels in the morning, in 

the afternoon, and at night. 

*Hindering job demands: Tasks that impede goal 

achievement
Less recovery

More recovery

More stress

Less stress

N = 124
More stress

Less stress

More recovery

Less recovery



Off-job crafting, work related stress, 
and recovery 

Off-job crafters experienced 

lower stress levels during 

working hours and at night, 

and higher relaxation levels at 

night.

Less recovery

More recovery

More stress

Less stress

Less recovery

More recovery

More stress

Less stress

N = 124



Summary of results

• Burnout is declining, and principals are regaining work engagement
• The proportion of “burned out” (25%) decreased, while the proportions of “normative” (46%) and 

“engaged”(29%) began to moderately increase
• The quantitative job demands, work pace, and work-family conflicts slightly reduced compared to the previous 

year 
• The main sources of stress were still the sheer quantity of work and lack of time
• Cognitive and emotional job demands increased
• Most job and personal resources increased 
• Violence experienced by principals was low, and most violence-related problems reduced

• There is a need for new leadership support and structures in schools
• The greatest training needs: Leadership of school community well-being, crisis leadership, self-management, 

and socio-emotional skills training

• Job and off-job crafting is important for well-being 
• Work-related stress is reduced when leisure time is tailored to suit one’s well-being needs



Recommendations

Training Programs
Develop job and off-job crafting skills, resilience 
building, and self-care strategies.

Policy Support
Enable flexibility in job design to meet personal and 
institutional needs.

Continuous Development
Provide ongoing professional development and 
well-being support for principals.

Will be released in spring 2025:

Pre-order link:
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