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Abstract
This review synthesises recent scholarship on how principals manage communication with teachers and how such management influences academic outcomes, mainly through indirect pathways. The paper positions communication management as a set of deliberate Principal–teacher communication is a central leadership process through which public secondary schools coordinate instruction, sustain teacher motivation, and create conditions that support students’ academic performance. In Nigeria, where public secondary schools frequently operate under resource constraints, heavy administrative demands, and complex accountability expectations, communication management becomes a practical mechanism for translating leadership intentions into classroom practice. leadership practices that include clarifying instructional goals, establishing reliable feedback loops, supporting teacher professional learning, facilitating collaboration, and building relational trust. Through these practices, principals can shape teacher effectiveness, strengthen collegial coordination, and promote a positive school climate—factors that jointly influence learning opportunities and performance. The review further highlights contextual conditions in Nigerian public secondary schools that can weaken or strengthen communication effects, including role overload, hierarchical organisational norms, uneven leadership preparation, teacher workload, and infrastructural limitations affecting information flow. By integrating leadership-for-learning perspectives with Nigeria-relevant considerations, the article offers an explanatory framework for understanding communication as both an organisational routine and a relational practice that can enable instructional improvement. The review concludes by identifying implications for principal development, school-level management routines, and future research that can more precisely measure communication quality and test causal pathways linking communication management to student achievement in Nigeria.	Comment by Dr PINKI RANI DEI: The review further highlights contextual conditions in Nigerian public secondary schools that can either strengthen or weaken communication effects, including role overload, hierarchical organisational norms, uneven leadership preparation, teacher workload, and infrastructural limitations that impede information flow. 
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1. Introduction
Principal–teacher communication is central to the daily life of schools and to the long-term improvement of student learning. Communication structures how instructional priorities are conveyed, how teachers interpret expectations, how feedback circulates, how professional learning communities are sustained, and how staff collectively respond to performance pressures. Although communication is frequently treated as a “soft” component of leadership, contemporary evidence suggests that it is inseparable from core mechanisms of school improvement, including instructional leadership, professional collaboration, trust-building, and the development of effective school climates. In contexts where resources are constrained and the governance environment is complex, communication can become a decisive factor in determining whether leadership intentions are effectively translated into classroom practice.
In Nigeria’s public secondary schools, this issue is especially salient. The system faces persistent challenges associated with infrastructure, teacher supply and deployment, policy implementation gaps, and uneven leadership preparation. Principals are expected to oversee curriculum delivery, manage human relations, monitor instruction, respond to external supervision, and maintain community legitimacy—often with limited formal leadership training. Within this reality, communication is not simply the transmission of information; it is a leadership tool through which principals coordinate teaching, mediate conflict, mobilise commitment, and build coherence around performance goals. Empirical work in Nigeria indicates that leadership practices are associated with school effectiveness and teacher-related outcomes, but that the explanatory power of leadership alone may be modest because broader systemic conditions also shape outcomes (Umar et al., 2021). This underscores the need to understand principal communication not as an isolated leadership trait but as a managed organisational process operating within constraints.	Comment by Dr PINKI RANI DEI: Empirical work in Nigeria indicates that leadership practices are associated with school effectiveness and teacher-related outcomes, but the explanatory power of leadership alone may be modest, as broader systemic conditions also shape outcomes (Umar et al., 2021). 
Leadership research across different systems provides strong reasons to examine communication as a school improvement lever. Meta-analytic evidence indicates that principal leadership is positively associated with overall student achievement, although effects are often mediated by factors within the school, such as climate, teaching practices, and collaboration (Shen et al., 2020). In other words, leadership influence typically becomes educationally meaningful when it changes what teachers do and how schools organise instruction. Instructional leadership studies similarly show that leadership practices shape teacher job performance and student achievement through pathways involving school climate and teacher work behaviours (Dutta & Sahney, 2022). Communication is embedded within these pathways because climate, collaboration, and teacher motivation depend heavily on the quality, clarity, frequency, and reciprocity of leader–teacher interactions.	Comment by Dr PINKI RANI DEI: Leadership research across different systems provides strong reasons to examine communication as a lever for school improvement. 
The present review focuses on the management of principal–teacher communication—meaning how principals plan, structure, and enact communication processes—and its implications for students’ academic performance in Nigeria’s public secondary schools. The review treats academic performance broadly as learning outcomes captured through internal assessments and external examinations, while acknowledging that performance is shaped by multi-layered influences beyond school control. The argument developed here is that communication management functions as a mechanism of alignment and capacity-building: when communication is purposeful, relationally supportive, and instructionally grounded, it improves teacher effectiveness and the school learning environment, which together create conditions more favourable for academic achievement.	Comment by Dr PINKI RANI DEI: The argument developed here is that communication functions as a mechanism of alignment and capacity-building: when communication is purposeful, relationally supportive, and instructionally grounded, it improves teacher effectiveness and the school learning environment, thereby creating conditions more favourable for academic achievement.
1.1. Communication as a leadership mechanism in schools
Communication is an organisational process that includes message design, channel selection, feedback loops, sense-making, and relationship maintenance. In schools, communication links strategic intent to instructional practice. Principals communicate to set direction, coordinate teaching, support implementation, monitor progress, and sustain morale. Importantly, communication is not neutral: the same message can produce different effects depending on whether it is experienced as supportive or controlling, whether it invites professional voice or imposes compliance, and whether it respects teachers’ expertise. Research on leadership for learning suggests that leadership influence depends on how effectively leaders cultivate professional conditions for learning, including relational trust and collaboration (Talebizadeh et al., 2021). Communication is central to these conditions because trust is formed through consistent, transparent, and respectful interaction.
1.2. Nigerian public secondary school context and the communication problem
Nigeria’s public secondary schools operate within governance structures that often combine central policy expectations with local implementation realities. Principals frequently manage large staff teams, multi-shift schedules, accountability requirements, and community demands. While some principals may develop strong interpersonal competence through experience, the literature repeatedly notes that leadership selection and preparation processes can be insufficiently aligned with leadership skill requirements (Umar et al., 2021). In such contexts, communication failures can become costly: unclear expectations may weaken classroom supervision, inconsistent feedback can reduce teacher learning, and conflict mismanagement can erode trust. Conversely, well-managed communication can partly buffer systemic constraints by strengthening internal coordination and professional efficacy.	Comment by Dr PINKI RANI DEI: In such contexts, communication failures can be costly: unclear expectations may weaken classroom supervision, inconsistent feedback may reduce teacher learning, and mismanagement of conflict may erode trust. Conversely, well-managed communication can partly buffer systemic constraints by strengthening internal coordination and professional efficacy.
Evidence from Nigeria also suggests that instructional leadership is significantly associated with teacher effectiveness (Bada et al., 2020). While this does not prove causality, it supports the view that principals’ everyday leadership interactions—including communication—matter for teaching quality. However, Nigeria-specific research on principal–teacher communication remains comparatively limited and sometimes methodologically uneven, necessitating careful reliance on broader international evidence while remaining attentive to contextual fit.
1.3. How communication links to student academic performance
The communication–performance relationship is rarely direct. Instead, communication affects intermediate variables—teacher motivation, job performance, professional learning, collaboration, and school climate—that then influence student outcomes. For example, studies demonstrate that principal instructional leadership affects student achievement through school climate and teacher job performance (Dutta & Sahney, 2022). Similarly, instructional leadership can promote teacher collaboration, and collaboration in turn relates to student achievement (Mora-Ruano et al., 2021). Communication is the operational substrate through which such leadership practices are enacted: principals clarify instructional goals, convene teacher collaboration, provide feedback, and build a climate where teachers are willing to share practice.	Comment by Dr PINKI RANI DEI: The communication–performance relationship is rarely direct. Instead, communication affects intermediate variables—teacher motivation, job performance, professional learning, collaboration, and school climate—that, in turn, influence student outcomes. 
1.4. Scope and objectives of the review
This article reviews recent empirical and review literature on principal–teacher communication management and its relationship to students’ academic performance, with a focus on implications for public secondary schools in Nigeria. The specific objectives are to: (a) synthesise contemporary evidence on how principal–teacher communication shapes teacher and school-level conditions linked to academic performance; (b) integrate Nigeria-relevant empirical findings with broader international research to propose plausible mechanisms and contextual contingencies; (c) identify practical implications for principal leadership practice and education policy in Nigeria; and (d) propose priorities for future research that can strengthen causal inference and contextual specificity regarding communication management in Nigerian public secondary schools.	Comment by Dr PINKI RANI DEI: This article reviews recent empirical and review literature on the management of principal–teacher communication and its relationship to students’ academic performance, with a focus on implications for public secondary schools in Nigeria. 
2. Methods for literature selection
This review employed a targeted narrative synthesis approach, guided by transparent search and screening procedures. Literature searches were conducted across Scopus, Web of Science, ERIC, and Google Scholar for peer-reviewed journal articles. The search window prioritised 2018–2025 to meet the need for recent evidence, while allowing the inclusion of a small number of highly relevant works slightly outside this period when necessary to capture foundational synthesis. Search strings combined leadership, communication, and outcomes terms using Boolean operators, including: “principal* AND teacher* AND communication”, “instructional leadership AND school climate AND achievement”, “principal leadership AND teacher collaboration AND student achievement”, “professional learning community AND principal leadership”, and “Nigeria AND principal leadership AND secondary school”.	Comment by Dr PINKI RANI DEI: This review employed a targeted narrative synthesis approach, guided by transparent search and screening procedures. 
Inclusion criteria were: peer-reviewed journal articles; empirical or systematic evidence relevant to principal–teacher communication or closely linked leadership practices enacted through communication (e.g., instructional leadership, learning-centred leadership, distributed leadership); relevance to teacher outcomes, school climate/collaboration, or student academic outcomes; and conceptual applicability to secondary schooling. Exclusion criteria were: non-peer-reviewed sources; studies focused exclusively on higher education or non-school organisations; articles without clearly identified methodology; and studies lacking sufficient relevance to principal–teacher interactions or school outcomes. After screening titles and abstracts for relevance and quality, full texts were consulted for those meeting inclusion criteria, and final selection emphasised reputable journals and verifiable DOI records.	Comment by Dr PINKI RANI DEI: After screening titles and abstracts for relevance and quality, full texts were consulted for those that met the inclusion criteria, and the final selection emphasised reputable journals and verifiable DOI records.
3. Principal–teacher communication management in schools: concepts and lenses
3.1. Defining principal–teacher communication management as a leadership practice
Principal–teacher communication management can be understood as the deliberate, patterned, and goal-oriented way in which school leaders design and sustain information flow, meaning-making, and relational exchange with teachers in order to coordinate teaching and learning. In school organisations, communication is not merely the transmission of messages; it is also the process by which instructional priorities are clarified, expectations are negotiated, feedback is normalised, and professional norms are reinforced over time. From this perspective, communication management includes what principals communicate about (instructional goals, assessment standards, student discipline, teacher support), how they communicate (tone, frequency, dialogic openness, feedback quality), and the organisational routines through which communication becomes reliable (staff meetings, instructional conferences, departmental coordination, supervision cycles). Empirically, work that explicitly conceptualises principal–teacher management communication shows it as a consequential predictor of teacher-side outcomes such as empowerment, affective commitment, and job performance, implying that communication management is a plausible upstream mechanism for strengthening classroom practice (Yao et al., 2020).
3.2. A sensemaking lens: communication as the production of shared instructional meaning
A useful conceptual lens is sensemaking, which treats leadership communication as the continuous construction of shared interpretations about “what matters,” “what counts as good teaching,” and “what we do next.” In schools, teachers face uncertainty stemming from curricular changes, heterogeneous student needs, and shifting accountability demands. When principals communicate in ways that reduce ambiguity—by naming instructional priorities, providing coherent rationales, and connecting daily work to longer-term goals—teachers can more easily align classroom decisions with school-wide expectations. Conversely, when leadership messages are inconsistent or primarily compliance-driven, teachers may interpret reforms as unstable or symbolic, which weakens coordinated instructional effort. Evidence from leadership-for-learning research underscores that leadership effects often operate through such indirect pathways and mediated processes rather than through direct leader-to-test-score links (Wu & Shen, 2022). This makes communication management especially important because it is one of the principal channels through which coherence and direction are enacted in daily practice.
3.3. A social exchange lens: communication quality, trust, and reciprocal professional effort
Social exchange theory and leader–member exchange perspectives extend this argument by emphasising that communication is also relational. Teachers’ willingness to invest discretionary effort, engage in improvement work, or take instructional risks is influenced by whether they experience leadership communication as respectful, supportive, and fair. Research linking learning-centred leadership to teacher professional learning suggests that trust and knowledge sharing can function as key mediators: leadership that foregrounds learning and sustains open exchange helps cultivate trust, which in turn supports professional learning processes (Talebizadeh et al., 2021). Similarly, studies connecting transformational leadership and leader–member exchange to school learning climate highlight that high-quality leader–teacher relationships and supportive climates are closely intertwined, reinforcing the view that communication management is partly about building relational conditions for teacher innovation and learning (Vermeulen et al., 2022).
3.4. A distributed and instructional leadership lens: communication as coordination across the instructional core
Distributed and instructional leadership lenses shift attention to how principals use communication to mobilise instructional work across multiple actors and routines. Rather than assuming that leadership resides only in the principal’s actions, distributed perspectives emphasise how instructional direction is enacted through conversations, shared tools, middle-leader roles, and collaborative routines. Communication management therefore becomes a coordination function: aligning departmental practices, ensuring consistent assessment expectations, and enabling professional dialogue that converts data and observations into instructional adjustments. Complementing this, evidence from meta-analytic syntheses indicates that leadership is meaningfully associated with student achievement but that the relationship varies by context and operates through intermediate organisational conditions (Karadağ, 2020; Wu & Shen, 2022). One implication is that communication management should be analysed not as a single event (e.g., a staff briefing) but as a system of routines and relational practices that shape climate, instructional quality, and teacher learning. Supporting this view, work on school context and instructional quality indicates that leadership, teacher collaboration, and school climate are associated with dimensions of instructional quality such as classroom management and feedback practices—features closely connected to how teachers interpret expectations and support one another professionally (Holzberger & Schiepe-Tiska, 2021).	Comment by Dr PINKI RANI DEI: Communication management, therefore, becomes a coordination function: aligning departmental practices, ensuring consistent assessment expectations, and enabling professional dialogue that converts data and observations into instructional adjustments. 	Comment by Dr PINKI RANI DEI: . Supporting this view, research on school context and instructional quality indicates that leadership, teacher collaboration, and school climate are associated with dimensions of instructional quality, such as classroom management and feedback practices—features closely linked to how teachers interpret expectations and support one another professionally (Holzberger & Schiepe-Tiska, 2021).
3.5. Integrative framing: communication management as an indirect-effect pathway to academic performance
Taken together, these lenses converge on a practical conclusion for research and school improvement: principal–teacher communication management is best treated as an indirect-effect mechanism. Communication does not raise achievement in isolation; rather, it strengthens the organisational conditions that make high-quality teaching more likely, including teacher empowerment, trust, professional learning, collaboration, and a climate oriented to learning (Dutta & Sahney, 2021; Talebizadeh et al., 2021; Wu & Shen, 2022; Yao et al., 2020). This integrative framing is particularly useful for studies in public secondary schools because it directs attention to measurable intermediate processes—feedback routines, knowledge sharing, trust, and instructional coherence—through which communication can plausibly translate into improved student academic performance.

4. Evidence linking principal communication management to teacher outcomes
Teacher-related outcomes are pivotal because teachers constitute the direct interface with student learning. In the leadership–achievement literature, teacher outcomes often function as mediators between principal practices and student performance (Wu & Shen, 2022). The relevant teacher outcomes most consistently highlighted include teacher effectiveness, job performance, professional learning, psychological empowerment, affective commitment, and collaboration.	Comment by Dr PINKI RANI DEI: Teacher-related outcomes are pivotal because teachers constitute the direct interface with student learning. In the leadership–achievement literature, teacher outcomes often mediate the relationship between principal practices and student performance (Wu & Shen, 2022). The most consistently highlighted teacher outcomes include teacher effectiveness, job performance, professional learning, psychological empowerment, affective commitment, and collaboration.
4.1. Teacher effectiveness, job performance, and instructional practice
Evidence from Nigeria suggests that principals’ instructional leadership is positively associated with teacher effectiveness (Bada et al., 2020). Instructional leadership is enacted through communication-intensive activities: clarifying mission, supervising instruction, giving feedback, and supporting instructional improvement. If such activities are weak or inconsistent, teacher practice may remain unchanged despite formal leadership roles.
In other contexts, research links principal instructional leadership to teacher job performance and student achievement through mediators such as school climate (Dutta & Sahney, 2022). Teacher job performance in this sense includes not only task performance (instructional delivery) but also citizenship behaviours (supporting colleagues, contributing to school initiatives). Communication management matters because it can encourage shared responsibility and professional norms that sustain citizenship behaviours. A principal who communicates expectations clearly, recognises contributions, and follows through on commitments can strengthen teacher engagement and reliability; conversely, erratic communication may foster cynicism and withdrawal.	Comment by Dr PINKI RANI DEI: Teacher job performance, in this sense, includes not only task performance (instructional delivery) but also citizenship behaviours (supporting colleagues and contributing to school initiatives). 
4.2. Psychological empowerment, affective commitment, and performance
Communication can influence teachers’ sense of empowerment and commitment, thereby shaping performance. Evidence from the Asia-Pacific context shows that principal–teacher management communication predicts psychological empowerment and affective commitment, which partially mediate the relationship between communication and teacher job performance (Yao et al., 2020). Although this study was conducted outside Nigeria, the mechanism is relevant: when communication is participatory and respectful, teachers are more likely to feel competent and valued, increasing their commitment and effort.
For Nigerian public secondary schools, empowerment and commitment are particularly relevant because teachers may experience significant workload pressures and limited material support. In such conditions, communication that acknowledges constraints while offering professional support can protect morale. However, empowerment should not be confused with absence of accountability; rather, effective communication combines clarity about expectations with genuine professional voice.	Comment by Dr PINKI RANI DEI: However, empowerment should not be confused with the absence of accountability; rather, effective communication combines clarity about expectations with a genuine professional voice.
4.3. Teacher professional learning, trust, and knowledge sharing
Teacher professional learning requires time, collaboration, and psychological safety. Research in Studies in Educational Evaluation shows that learning-centred leadership is associated with teacher professional learning through trust and knowledge-sharing behaviours (Talebizadeh et al., 2021). Communication management is embedded in this mechanism: trust requires leaders to communicate transparently and reliably, while knowledge sharing depends on whether leaders foster norms and structures that make professional exchange safe and worthwhile.
In Nigerian public secondary schools, formal professional development opportunities may be uneven, and teacher learning may depend strongly on school-level collaboration. Thus, principals’ communication routines—how meetings are used, whether feedback is developmental, whether teachers can discuss practice without fear—can become a central determinant of professional learning.
5. School-level pathways from communication management to student academic performance
Because leadership effects on achievement are commonly mediated, understanding pathways is essential for interpreting evidence and designing interventions. Three overlapping pathways emerge strongly in the recent literature: school climate, teacher collaboration, and instructional quality.
5.1. School climate as a mediating pathway
School climate captures shared perceptions about safety, relationships, expectations, and the general learning environment. Climate is strongly communication-dependent: it is shaped by how conflict is handled, how consistent policies are applied, how teachers are respected, and whether leadership messages are coherent. Research in the Journal of Educational Administration indicates that principal instructional leadership relates to student achievement indirectly through school climate and teacher job performance (Dutta & Sahney, 2022). This finding reinforces the proposition that communication management should be evaluated not only by message transmission but also by its climate-building effects.	Comment by Dr PINKI RANI DEI: School climate encompasses shared perceptions of safety, relationships, expectations, and the overall learning environment.
Nigeria-relevant evidence similarly points toward the importance of leadership practices for school effectiveness, while suggesting that leadership alone explains only part of the variance in outcomes (Umar et al., 2021). This implies that climate-building communication may be necessary but not sufficient: it must operate alongside resource provision, teacher development, and supportive governance.	Comment by Dr PINKI RANI DEI: Evidence relevant to Nigeria similarly points to the importance of leadership practices for school effectiveness, while suggesting that leadership alone accounts for only part of the variance in outcomes (Umar et al., 2021). 
5.2. Teacher collaboration and professional learning communities
Teacher collaboration is frequently cited as a key mechanism through which leadership shapes instructional improvement. In the Frontiers in Education study using the German PISA 2015 sample, principal instructional leadership was linked to teacher collaboration and student achievement, with collaboration playing an important role in the relationship (Mora-Ruano et al., 2021). In a related line of evidence, analysis of TALIS 2018 data from Taiwan shows that leadership styles (instructional and distributed) influence teacher professional collaboration through distinct mediating paths involving innovativeness and self-efficacy (Hsieh et al., 2024).	Comment by Dr PINKI RANI DEI: In a Frontiers in Education study using the German PISA 2015 sample, principal instructional leadership was associated with teacher collaboration and student achievement, with collaboration playing an important role in this relationship (Mora-Ruano et al., 2021). 
For Nigerian public secondary schools, collaboration is often constrained by timetable pressures, large class sizes, and limited institutional support. Communication management becomes essential to create workable collaboration routines, such as departmental lesson study, structured peer observation, or moderated assessment meetings. Importantly, not all collaboration improves instruction. Collaboration needs to be focused on teaching and learning rather than limited to administrative coordination. Principals’ communication choices—what is discussed, how time is used, whether data are examined, whether teachers share practice—determine whether collaboration becomes instructional.	Comment by Dr PINKI RANI DEI: Communication management is essential for establishing effective collaboration routines, such as departmental lesson study, structured peer observation, or moderated assessment meetings. Importantly, not all forms of collaboration improve instruction. Collaboration should focus on teaching and learning rather than be limited to administrative coordination. Principals’ communication choices—what is discussed, how time is used, whether data are examined, whether teachers share practice—determine whether collaboration becomes instructional.
5.3. Instructional quality and the “translation” problem
A core challenge in school improvement is translating policy and leadership intention into classroom instruction. Communication management directly addresses this translation problem. Research shows that school context factors—including leadership and collaboration—relate to instructional quality (Holzberger & Schiepe-Tiska, 2021). When principals manage communication to promote shared instructional norms, teachers are more likely to align their pedagogical practices, coordinate curriculum pacing, and maintain consistent expectations for students.	Comment by Dr PINKI RANI DEI: Research shows that school-level context factors—including leadership and collaboration—are associated with instructional quality (Holzberger & Schiepe-Tiska, 2021). When principals manage communication to promote shared instructional norms, teachers are more likely to align their pedagogical practices, coordinate curriculum pacing, and maintain consistent expectations for students.
Meta-analytic work also suggests that leadership effects on achievement are real but vary across contexts and are shaped by methodological and conceptual differences (Wu & Shen, 2022). This reinforces a practical implication: in Nigeria, it is not enough to assert that “communication improves performance.” Instead, leaders and policymakers must identify which communication practices change instruction, under what conditions, and for which student groups.	Comment by Dr PINKI RANI DEI: Meta-analytic research also indicates that leadership's influence on achievement is genuine but differs across various contexts due to methodological and conceptual factors (Wu & Shen, 2022). This highlights a practical point: in Nigeria, simply claiming that “communication improves performance” is insufficient. Leaders and policymakers need to determine which communication strategies affect instruction, the conditions necessary for their effectiveness, and which student groups benefit from these practices.
6. Nigeria-specific evidence and contextual considerations
6.1. Empirical evidence linking principal communication-oriented leadership to instructional quality in Nigeria
Nigeria-specific studies consistently suggest that what principals do to frame, communicate, and sustain instructional priorities matters for downstream classroom practice and, by extension, student outcomes. In a large quantitative study of public secondary schools in Nigeria’s North Central zone, Bada et al. (2020) found that principals’ instructional leadership dimensions—such as defining the school mission, managing instructional programmes, and building a positive learning climate—were positively associated with teacher effectiveness. Although “communication” is not always isolated as a standalone construct in Nigerian school-leadership studies, these leadership dimensions are inherently communicative: they rely on clear messaging about goals, frequent feedback cycles, and shared interpretation of instructional expectations. Recent evidence from Anambra State indicates that principals’ administrative and communication strategies are significantly associated with teachers’ job performance in public secondary schools (Okoye & Ogwurumba, 2023). In practice, the study implies that when principals communicate mission clarity and maintain routines for monitoring and supporting instruction, teachers report stronger professional behaviours that are widely understood as proximal contributors to student academic performance (Bada et al., 2020). 	Comment by Dr PINKI RANI DEI: In practice, the study suggests that when principals communicate mission clarity and maintain routines for monitoring and supporting instruction, teachers report stronger professional behaviours, which are widely regarded as proximal contributors to student academic performance (Bada et al., 2020). 
In Niger State, Umar et al. (2021) provide complementary evidence by modelling “school effectiveness” in secondary schools and identifying leadership practices that meaningfully predict it. Their results show that leadership practices explain a non-trivial share of the variation in effectiveness, with particular salience for leadership approaches that strengthen collective action in schools (Umar et al., 2021). Importantly for principal–teacher communication management, their operationalisation of leadership practices explicitly includes “flow of communication” alongside trust, distributed leadership, and community engagement (Umar et al., 2021). Even where “flow of communication” is not the single strongest predictor in their model, its inclusion in the leadership practice bundle underscores a Nigeria-relevant point: communication is a core mechanism through which leadership practices are enacted and experienced by teachers in day-to-day school life.	Comment by Dr PINKI RANI DEI: Importantly, for the management of principal–teacher communication, their operationalization of leadership practices explicitly includes the “flow of communication” alongside trust, distributed leadership, and community engagement (Umar et al., 2021). Even where the “flow of communication” is not the single strongest predictor in their model, its inclusion in the leadership practice bundle underscores a Nigeria-relevant point: communication is a core mechanism through which leadership practices are enacted and experienced by teachers in day-to-day school life.
6.2. Nigerian evidence on leadership, teacher learning, and the communication infrastructure of professional development
Recent research from Anambra State strengthens the argument that principal communication practices are tightly coupled with teacher capacity-building—an important pathway to improved student learning. He et al. (2024), drawing on Nigerian secondary school samples, report that principals’ instructional leadership predicts teachers’ professional development. While professional development can be discussed as a resource or programme, the practical reality in many public secondary schools is that teacher learning is mediated through routine principal–teacher interactions: clarifying expectations, aligning lesson planning to curricular goals, using supervision to provide developmental feedback, and signalling which instructional problems deserve collective attention. This makes the Nigerian evidence especially relevant to the present review’s focus on communication management, because it indicates that principals’ instructional leadership—implemented through ongoing communication—helps shape whether teachers experience professional growth in ways likely to benefit classroom instruction (He et al., 2024). 	Comment by Dr PINKI RANI DEI: Recent research from Anambra State bolsters the view that principal communication is strongly connected to teacher capacity development, which is vital for enhancing student learning. He et al. (2024), using data from Nigerian secondary schools, found that principals’ instructional leadership influences teachers’ professional growth. While professional development is often seen as a resource or program, in many public secondary schools, teacher learning mainly occurs through routine interactions with principals: clarifying expectations, aligning lesson plans with curriculum goals, providing developmental feedback through supervision, and highlighting instructional issues for collective focus. This evidence from Nigeria is particularly relevant to this review’s emphasis on communication management, as it shows that principals’ instructional leadership—delivered through continuous communication—plays a key role in fostering teachers' professional growth, which can positively impact classroom instruction (He et al., 2024). 
Across these Nigeria-centred studies, a convergent interpretation emerges: academic performance in public secondary schools is unlikely to improve through structural reforms alone if the “communication core” of instructional leadership remains weak. Where principals systematically communicate learning goals, coordinate instructional routines, and support teacher learning, school systems become more coherent, and teachers are more able to translate policy intent into classroom practice (Bada et al., 2020; He et al., 2024).
6.3. Policy–practice gaps and contextual constraints shaping principal–teacher communication in Nigeria
A key contextual consideration is the persistent gap between the aspiration for principals to be “leaders for learning” and the institutional realities of principalship. Evidence from a cross-national study that includes Nigeria suggests that instructional leadership is often constrained by limited policy specificity, uneven training, and the practical burdens of administrative work, which can displace time for sustained engagement with teaching and learning (Bush et al., 2022). This has direct implications for principal–teacher communication: when principals are pulled into compliance, reporting, and crisis management, communication tends to become episodic, directive, and task-focused, rather than developmental and instruction-centred. The Nigerian challenge, therefore, is not only whether principals value communication, but whether the system conditions allow communication to be frequent, trustworthy, and anchored in instructional improvement rather than short-term administrative demands (Bush et al., 2022).
Taken together, the Nigeria-specific empirical record indicates that leadership practices that depend on effective communication—mission clarity, instructional coordination, supportive supervision, and teacher development—are associated with stronger teacher and school outcomes (Bada et al., 2020; He et al., 2024; Umar et al., 2021). However, the same evidence base also points to constraints that limit sustained instructional communication at school level, including role overload and insufficient leadership preparation for instructional leadership in contexts such as Nigeria (Bush et al., 2022). For public secondary schools, this means interventions that seek to improve academic performance through principal–teacher communication must be designed around real workload conditions, and must strengthen the routines and skills through which principals communicate for learning rather than merely communicate about administration.	Comment by Dr PINKI RANI DEI: For public secondary schools, this means that interventions to improve academic performance through principal–teacher communication must be designed around real workload conditions and strengthen the routines and skills through which principals communicate for learning rather than merely communicate about administration.
7. Management strategies for principal–teacher communication in Nigerian public secondary schools
A review of the evidence suggests that effective communication management is strategic, relational, and instructionally grounded. The strategies discussed here are not presented as universal “best practices” but as evidence-informed directions that align with the mechanisms supported by recent research.
7.1. Establishing coherence through structured communication routines
Principals can reduce ambiguity and improve coordination by institutionalising predictable routines for instructional communication. In Akwa Ibom State, evidence suggests that school discipline and reward systems relate to principals’ administrative efficacy, reinforcing the need for communication routines that make behavioural expectations and reinforcement systems transparent and consistent (Umoetuk et al., 2023). This includes using departmental meetings for curriculum pacing, assessment moderation, and discussion of student learning gaps rather than limiting meetings to announcements. Evidence that instructional leadership influences student achievement through climate and teacher performance implies that communication routines should reinforce shared instructional norms and professional expectations (Dutta & Sahney, 2022).
In Nigeria, where administrative interruptions and external directives may fragment school routines, coherence-building communication is particularly important. Principals can strengthen coherence by framing messages around a small number of stable instructional priorities and revisiting them consistently over time.
7.2. Balancing accountability with developmental feedback
Communication that focuses only on compliance may produce surface-level adherence but limited instructional improvement. The evidence on empowerment and commitment suggests that performance improves when communication supports teachers’ psychological ownership and professional identity (Yao et al., 2020). This implies that classroom observation feedback should be formative, specific, and linked to instructional improvement, while still maintaining accountability expectations.
In Nigeria’s public secondary schools, formal supervision may sometimes be experienced as punitive. Principals can shift this dynamic by communicating supervision as joint problem-solving, focusing on instructional challenges (e.g., differentiation, formative assessment, student engagement) and offering practical support.
7.3. Communication that builds trust and knowledge sharing
Trust is repeatedly identified as a condition enabling professional learning and collaboration. Leadership that builds trust can increase teachers’ willingness to share practice and learn collectively (Talebizadeh et al., 2021). Communication behaviours that support trust include transparency in decision-making, follow-through on commitments, respectful listening, fair conflict resolution, and recognition of teacher expertise.
For Nigeria, where hierarchical organisational cultures may discourage upward feedback, principals can actively signal that professional voice is valued by inviting teacher input on instructional strategies and by visibly using that input in decision-making. Such practices are especially important for sustaining collaboration under resource constraints.
7.4. Leading collaboration toward instruction, not only coordination
Research indicates that teacher collaboration is an important pathway between leadership and student achievement (Mora-Ruano et al., 2021). Yet collaboration may drift into administrative coordination if not guided. Principals can manage communication to keep collaboration instruction-centred by framing meeting agendas around student work analysis, assessment results, and shared lesson planning. Evidence from TALIS-based analysis suggests that leadership can shape professional collaboration through multiple paths, including teacher self-efficacy and collective innovativeness (Hsieh et al., 2024). In practical terms, this implies that principals should communicate in ways that build teachers’ confidence to try new approaches and support experimentation as a collective endeavour.	Comment by Dr PINKI RANI DEI: Research shows that teacher collaboration is a key link between leadership and student performance (Mora-Ruano et al., 2021). However, without proper guidance, collaboration can degenerate into mere administrative coordination. Principals can steer communication toward instruction by setting meeting agendas that include analysis of student work, assessment data, and joint lesson planning. Data from TALIS analyses indicate that leadership influences professional collaboration through various mechanisms, such as enhancing teacher self-efficacy and fostering collective innovation (Hsieh et al., 2024). Practically, this means principals should communicate in ways that boost teachers’ confidence to experiment with new methods and encourage collective experimentation.
7.5. Supporting teacher professional development through communication infrastructure
Professional development is not only external training; it also occurs through school-level learning processes. Nigeria-linked evidence indicates that principals’ instructional leadership predicts teachers’ professional development (He et al., 2024). Communication management contributes by creating mentoring structures, peer support routines, and reflective dialogue. Where budgets for external training are limited, principals can treat communication design as a low-cost capacity-building strategy: for example, rotating teacher-led micro-workshops, structured peer observation, or collaborative marking and feedback sessions.	Comment by Dr PINKI RANI DEI: Professional development extends beyond external training to include school-level learning processes. Evidence from Nigeria suggests that principals’ instructional leadership influences teachers’ professional growth (He et al., 2024). Effective communication management helps by establishing mentoring programs, peer support routines, and reflective dialogues. When external training budgets are limited, principals can view communication design as an affordable capacity-building approach. This can involve rotating teacher-led micro-workshops, organized peer observations, or collaborative marking and feedback sessions.
8. Limitations
This review has several limitations that should be considered when interpreting its findings and the confidence in its conclusions. First, although it emphasizes Nigeria’s public secondary school context, there is limited Nigeria-specific empirical research that directly examines principal–teacher communication as a distinct construct. Consequently, some arguments rely on related leadership concepts, like instructional leadership and school climate, which involve communication but are not solely focused on communication management. Secondly, the studies reviewed differ significantly in how they define and measure “academic performance” and “effective communication,” ranging from exam results to broader measures of school effectiveness, from general leadership scales to specific interaction-quality assessments. This variability makes comparison difficult and limits the precision of the overall synthesis.
Third, much of the underlying evidence base relies on cross-sectional survey designs, which are useful for identifying associations but cannot establish causal direction. It is plausible, for example, that higher-performing schools create conditions that enable better communication, rather than communication alone producing higher performance. Fourth, contextual factors that are highly salient in Nigeria—such as teacher deployment instability, class size, infrastructure gaps, and policy implementation pressures—may moderate the communication–performance relationship in ways not adequately captured in many studies. Finally, publication bias and database coverage limitations may have shaped the available literature, potentially underrepresenting null findings or high-quality local studies published in non-indexed outlets.
9. Future research agenda
Although evidence supports the relevance of principal–teacher communication to teacher outcomes and student performance pathways, several research gaps remain, especially in Nigeria. First, more Nigeria-based studies are needed that examine communication management directly rather than treating communication as an implicit component of leadership. Such work should distinguish between types of communication (administrative, instructional, relational, crisis communication) and test which types matter most for academic performance. Second, stronger causal designs are needed, including longitudinal studies that track changes in communication practices, teacher collaboration, and student outcomes over time. Third, researchers should examine contextual moderators relevant to Nigeria, such as school size, urban–rural differences, teacher deployment instability, and varying levels of infrastructure and digital connectivity.	Comment by Dr PINKI RANI DEI: Although evidence supports the relevance of principal–teacher communication to teacher outcomes and student performance pathways, several research gaps remain, especially in Nigeria. First, more Nigeria-based studies are needed that examine communication management directly rather than treating communication as an implicit component of leadership. This research should distinguish among communication types—administrative, instructional, relational, and crisis—and identify which are most crucial to academic success. Additionally, there is a need for more rigorous causal designs, such as longitudinal studies that observe how communication practices, teacher collaboration, and student results evolve over time. Moreover, researchers should consider contextual factors specific to Nigeria, including school size, urban versus rural settings, teacher deployment stability, and differences in infrastructure and digital connectivity.
Fourth, measurement development is needed to capture communication quality and reciprocity in culturally appropriate ways. Finally, future research should pay attention to equity: communication practices may influence not only average performance but also the distribution of achievement within schools. Synthesising leadership evidence with Nigeria-specific realities can generate a more practically useful knowledge base for policy and leadership development.
10. Conclusions
This review underscores that principal–teacher communication management is not a peripheral administrative function but a practical leadership mechanism through which public secondary schools can strengthen teaching and learning. When principals communicate with clarity, consistency, and instructional purpose, they are more likely to align staff around shared academic goals, coordinate classroom expectations, and sustain routines that support lesson preparation, assessment quality, and timely feedback to students. Equally important is the relational dimension of communication. Communication that builds trust, invites professional voice, and treats teachers as instructional partners can increase commitment, reduce resistance to change, and encourage collaborative problem-solving around student learning needs.	Comment by Dr PINKI RANI DEI: This review highlights that principal–teacher communication management is more than just an administrative duty; it is a key leadership tool for enhancing teaching and learning in public secondary schools. When principals communicate clearly, consistently, and with instructional intent, they tend to align staff with common academic objectives, coordinate classroom routines, and maintain routines that facilitate lesson planning, assessment, and prompt student feedback. Additionally, the relational aspect of communication is vital. Building trust, encouraging professional dialogue, and valuing teachers as instructional partners can boost commitment, lessen resistance to change, and foster collaborative solutions to student learning challenges.
For Nigerian public secondary schools, where resource constraints and system pressures often compete with instructional priorities, effective communication management becomes a means of creating internal coherence despite external limitations. The review indicates that the most consequential communication is not limited to announcements or compliance demands, but is embedded in supervision conversations, professional learning interactions, departmental collaboration, and shared reflection on learning outcomes. Communication practices that are feedback-rich, respectful, and oriented to instructional improvement are more likely to translate leadership intentions into classroom change and, ultimately, improved student academic performance.	Comment by Dr PINKI RANI DEI: In Nigerian public secondary schools, where resource constraints and system pressures often compete with instructional priorities, effective communication management helps create internal coherence despite external limitations. The review indicates that the most consequential communication is not limited to announcements or compliance demands but is embedded in supervision conversations, professional learning interactions, departmental collaboration, and shared reflection on learning outcomes. Communication practices that are feedback-rich, respectful, and oriented toward instructional improvement are more likely to translate leadership intentions into classroom change and, ultimately, improved student academic performance.
Overall, strengthening principal communication capacity should be treated as a core component of leadership development and school improvement policy. Future efforts should focus on building principals’ skills in instructional dialogue, coaching-oriented feedback, collaborative facilitation, and conflict-sensitive communication, while also improving the organisational conditions that allow these practices to be sustained consistently over time.
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