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Abstract Manuscript Information 

Teaching is widely regarded as one of the most meaningful professions in society, yet it 

is also among the most demanding, requiring educators to balance classroom duties, 

lesson planning, administrative work, assessment, continuous professional development, 

and increasingly, digital and emotional labour. This paper presents a conceptual review 

of work-life balance (WLB) among teachers, synthesising established organisational-

behaviour theory principally work-family conflict theory (Greenhaus & Beutell, 1985) 

and work/family border theory (Clark, 2000) with the wider human resource management 

(HRM) literature on employee well-being. Rather than presenting original empirical 

findings, the review draws on secondary academic sources to (a) organise the factors that 

erode teachers’ work-life balance into a coherent theoretical structure, (b) evaluate the 

institutional and HR strategies proposed in the literature to address them, and (c) identify 

gaps that primary research has yet to address. The review finds that teachers’ WLB 

challenges are best understood as a combination of role conflict (competing, incompatible 

demands) and boundary permeability (the erosion of clear lines between school and 

home, accelerated by digital communication and post-pandemic online teaching). It 

further finds that the literature on solutions workload management, supportive leadership, 

flexibility, wellness programming, and recognition is well developed in general HRM 

terms but rarely tested specifically within educational institutions. The review concludes 

that work-life balance should be treated as a strategic HR priority in education, and it 

proposes directions for future empirical research. 
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1. INTRODUCTION 

The teaching profession occupies a distinctive position in 

society: teachers are responsible not only for transmitting 

academic knowledge but also for shaping students’ confidence, 

values, and social development. This dual mandate academic and 

pastoral make teaching an unusually demanding profession, and 

one in which the boundary between “work” and “life” is often 

difficult to draw. 

Modern teachers are expected to perform far more than 

classroom instruction. Lesson planning, assessment, 

examination duties, administrative record-keeping, parent 

communication, training, and increasingly digital-platform 

management all extend the working day well beyond scheduled 

teaching hours. Unlike many other professions, teaching also 

carries a strong emotional-labour component: teachers invest 

sustained emotional energy in understanding students’ needs and 

managing classroom relationships, which can compound the 

physical demands of the role. 

The COVID-19 pandemic intensified these pressures. The rapid 

shift to online and hybrid teaching blurred institutional and 

domestic boundaries further, as digital platforms made teachers 

reachable outside conventional working hours. This period 

sharpened academic and institutional interest in teacher well-

being, and it is the backdrop against which this review situates 

the literature. 

This paper does not report new empirical data. Instead, it 

undertakes a conceptual review: it organises existing theory and 

secondary literature on WLB into a structure specific to the 

teaching profession, critically compares what different strands of 

research emphasise, and identifies where the literature is thin. 

The aim is to produce a more analytically rigorous foundation 

than a simple narrative summary one that can subsequently be 

tested empirically. 

 

2. THEORETICAL FRAMEWORK 

Two theoretical perspectives anchor this review, chosen because 

they address complementary aspects of the WLB problem: why 

conflict arises, and how it is structurally managed (or 

mismanaged). 

 

 

2.1 Work-Family Conflict Theory 

Greenhaus and Beutell (1985) conceptualised work-family 

conflict as a form of inter-role conflict, arising when 

participation in the work role and the family role becomes 

mutually incompatible in three ways: time-based conflict (time 

devoted to one role leaves less for the other), strain-based 

conflict (stress from one role spills into the other), and 

behaviour-based conflict (behaviours expected in one role are 

incompatible with the other). This framework is directly 

applicable to teaching: examination periods and administrative 

deadlines are classic time-based conflicts, while the emotional 

demands of classroom management readily produce strain-based 

conflict that carries over into personal life. 

 

2.2 Work/Family Border Theory 

Clark (2000) offers a complementary, more structural lens. 

Border theory treats work and family as distinct domains 

separated by borders that vary in permeability and flexibility. 

Individuals act as “border-crossers” who must manage the 

transition between domains; where borders are weak permeable, 

flexible, or poorly defined role blending increases and balance 

becomes harder to sustain. Applied to teaching, this explains 

why digital communication technologies are so consequential: 

they make the border between school and home highly 

permeable, allowing work demands (parent messages, grading 

platforms, virtual meetings) to cross into personal time with little 

friction. 

 

2.3 Why Both Theories Are Needed 

Work-family conflict theory explains the sources and 

mechanisms of strain, while border theory explains the structural 

conditions institutional policy, technology, workplace culture 

that determine how much that strain actually intrudes on personal 

life. Used together, they support a more precise reading of the 

teaching-specific literature than either offers alone: challenges 

can be classified as conflict-driven (competing demands on time 

and energy) or border-driven (the erosion of separation between 

roles), and institutional strategies can be evaluated by whether 

they reduce role conflict, strengthen boundaries, or both. This 

structure is used to organise Sections 5 and 6 of this review. 
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3. LITERATURE REVIEW 

Work-life balance has received sustained attention in the human 

resource management, organisational behaviour, and employee 

well-being literatures. This section synthesises that literature 

specifically as it bears on teaching, rather than summarising each 

source in isolation. 

 

3.1 Organisational Support and Outcomes 

Guest (2002) frames WLB as mutually beneficial: employees 

gain improved health, satisfaction, and motivation, while 

organisations gain productivity and reduced turnover. Allen 

(2001) adds an important qualifier these benefits are conditional 

on perceived organisational support; employees who believe 

their organisation is family-supportive report materially lower 

stress and higher satisfaction than those who do not, independent 

of formal policy. Read together, these two studies suggest that 

WLB policy in schools is unlikely to succeed on paper alone: 

what matters is whether teachers perceive leadership and 

administration as genuinely supportive, a distinction the original 

literature review did not draw out. 

 

3.2 Occupational Stress and Burnout in Teaching 

Kyriacou (2001) identifies workload, resource shortages, 

classroom management difficulties, and administrative pressure 

as the primary sources of occupational stress specific to teachers. 

Maslach and Leiter (2016) situate this within the broader 

construct of burnout, characterised by emotional exhaustion, 

depersonalisation, and reduced sense of accomplishment a useful 

addition, because it distinguishes ordinary work-family conflict  

(Section 2.1) from its more severe, cumulative endpoint. This 

distinction matters for institutions: interventions aimed at  

 

 

reducing daily role conflict (e.g., flexible scheduling) address a 

different mechanism than interventions aimed at preventing 

burnout (e.g., counselling, workload caps), and the literature 

suggests institutions often conflate the two. 

 

3.3 Technology and the Erosion of Boundaries 

Several strands of the literature converge on technology as a 

border-theory issue rather than a simple workload issue. Digital 

tools expanded teaching flexibility but simultaneously raised 

expectations of constant availability, drawing teachers into 

grading, communication, and administrative tasks well outside 

scheduled hours. The pandemic-era shift to online instruction 

accelerated this trend, with research from that period reporting 

elevated stress linked specifically to longer hours, technical 

difficulties, and the collapse of the school-home boundary a 

direct illustration of Clark’s (2000) border permeability at scale. 

 

3.4 Synthesis and Gap Identification 

Across these strands, three points stand out. First, the literature 

on WLB in teaching is largely descriptive: it documents sources 

of stress and their correlation with satisfaction, but rarely tests 

specific institutional interventions with teacher populations most 

controlled or empirical HRM literature on interventions 

(Lockwood, 2003) is generic to knowledge workers, not teaching 

specifically. Second, almost none of the reviewed literature is 

geographically or institutionally specific (government vs private 

schools, K-12 vs higher education), which limits how 

confidently its conclusions transfer across contexts. Third, while 

burnout (Maslach & Leiter, 2016) and conflict theory 

(Greenhaus & Beutell, 1985) are both frequently invoked, they 

are rarely used together to explain teacher-specific outcomes an 

integration this review attempts in Section 5. 
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Table 1: Summary of key literature underpinning this review. 

 

Author & Year Theoretical Focus Key Contribution to This Review 

Greenhaus & Beutell (1985) Work-family conflict theory 
Defines time-, strain-, and behaviour-based conflict; 

primary lens for Section 6.1. 

Clark (2000) Work/family border theory 
Explains boundary permeability; primary lens for 

Section 6.2. 

Guest (2002) 
Organisational support & WLB 

outcomes 

Links WLB to productivity and turnover at the 

organisational level. 

Allen (2001) Perceived organisational support 
Shows perceived support, not policy alone, drives stress 

reduction. 

Kyriacou (2001) Teacher occupational stress 
Identifies workload, resources, and administration as 

teacher-specific stressors. 

Maslach & Leiter (2016) Burnout 
Distinguishes cumulative burnout from day-to-day role 

conflict. 

Lockwood (2003) 
WLB challenges & solutions 

(HRM) 

Basis for flexible-arrangement strategies in Section 

6.5.1. 

Armstrong (2020); Dessler (2020); Cascio 

(2018); Noe et al. (2021) 
General HRM practice 

Ground workload management, development, and 

recognition strategies in Section 6.3. 

Robbins & Judge (2019) Organizational behavior 
Frames leadership's role in protecting non-working 

time. 

4. OBJECTIVES OF THE REVIEW 

As a conceptual review rather than an empirical study, the 

objectives below concern synthesis and evaluation of existing 

knowledge rather than the testing of new hypotheses: 

• To organise the concept of work-life balance in the teaching 

profession using established work-family conflict and 

border theory frameworks. 

• To synthesise, rather than merely summarise, the existing 

literature on the factors affecting teachers’ work-life 

balance. 

• To critically evaluate the institutional and HR strategies 

proposed in the literature for supporting teacher well-being. 

• To identify gaps in the current literature that primary 

research has not yet addressed. 

• To propose a research agenda for future empirical work on 

teacher work-life balance. 

 

5. REVIEW METHODOLOGY 

5.1 Approach 

This paper follows a narrative / conceptual review methodology. 

Unlike a systematic review, it does not apply a pre-registered 

search protocol or quantitative inclusion criteria; its purpose is 

instead to build a coherent theoretical structure from existing 

secondary sources and to use that structure to organise and 

critique the literature on teacher WLB. 

 

5.2 Sources 

The review draws on secondary sources: peer-reviewed journal 

articles on work-family conflict, border theory, occupational 

stress, and burnout; and HRM textbooks and professional-body 

publications addressing workload management, flexible work 

arrangements, and employee wellness programmes. 

 

5.3 Scope 

The conceptual analysis is intended to apply broadly across 

teachers in schools, colleges, and universities. It does not 

distinguish between these settings, government and private 

institutions, or national education systems a limitation discussed 

in Section 8. 

 

5.4 Limitations of the Method 

Because this is a conceptual rather than systematic or empirical 

review, its conclusions are interpretive rather than statistically 

generalisable. It should be read as a theoretical foundation for 

future primary research, not as evidence of causal relationships 

between WLB and outcomes such as retention or performance. 

 

6. Theoretical Analysis: Challenges Affecting Teachers’ 

Work-Life Balance 

Applying the framework from Section 2, the challenges 

commonly cited in the literature can be grouped into two 

categories: those driven primarily by role conflict (competing 

demands that consume time and energy), and those driven 

primarily by border erosion (the collapse of separation between 

professional and personal domains). Several challenges involve 

both mechanisms. 

 

6.1 Conflict-Driven Challenges 

6.1.1 Increasing Academic and Administrative 

Responsibilities 

Teachers are responsible not only for classroom instruction but 

also for curriculum planning, student evaluation, research 

activity, mentoring, and academic-improvement initiatives, 

often within limited time. This is a textbook instance of 

Greenhaus and Beutell’s (1985) time-based conflict: hours 

consumed by one role are unavailable to the other. 

 

6.1.2 Examination and Evaluation Pressure 

Examination periods generate concentrated spikes in workload 

question-paper preparation, evaluation, and record maintenance 

producing acute, time-bound conflict episodes rather than a 

constant baseline of strain. 

 

6.1.3 Pressure to Improve Student Performance 
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Accountability for student outcomes introduces strain-based 

conflict: teachers report feeling responsible not only for 

academic results but for students’ broader development, which 

sustains stress beyond the immediate task and into personal time 

consistent with Maslach and Leiter’s (2016) emotional-

exhaustion component of burnout. 

 

6.1.4 Lack of Adequate Resources 

Insufficient teaching materials, infrastructure, or technological 

support force teachers to spend additional personal time 

compensating converting a resourcing problem into a direct 

time-based conflict. 

 

6.2 Border-Driven Challenges 

6.2.1 Digital and Online-Offline Integration 

The expansion of online education after the pandemic requires 

teachers to manage both traditional classroom duties and digital 

responsibilities messaging platforms, learning-management 

systems, and virtual meetings that are reachable at any hour. This 

is the clearest illustration of border permeability (Clark, 2000) in 

the literature: the technology itself weakens the boundary, 

independent of workload volume. 

 

6.2.2 Lack of Recognition and Appreciation 

Recognition operates differently from the challenges above: it 

does not directly consume time or cross a boundary, but its 

absence weakens the psychological benefit that might otherwise 

offset conflict and border strain consistent with Guest’s (2002) 

finding that organisational support conditions how strain is 

experienced, not merely how much of it exists. 

 

6.3 Institutional and HR Strategies for Supporting Teacher 

Well-Being 

The HRM literature offers a well-developed set of interventions 

for employee well-being generally (Armstrong, 2020; Cascio, 

2018; Dessler, 2020; Noe, Hollenbeck, Gerhart, & Wright, 2021; 

Robbins & Judge, 2019). Mapped onto the conflict/border 

framework above, these interventions target different 

mechanisms, which has implications for how institutions should 

prioritise them. 

 

6.4 Strategies Targeting Role Conflict 

6.4.1 Effective Workload Management 

Fair distribution of teaching, administrative, and evaluation 

duties rather than concentration among a small number of staff 

directly reduces time-based conflict. Regular review of teaching 

schedules and additional responsibilities is a standard HRM 

practice for maintaining this balance (Cascio, 2018; Dessler, 

2020). 

 

6.4.2 Professional Development Without Added Pressure 

Continuous learning is necessary for teaching quality, but 

development delivered during working hours, rather than added 

on top of it, avoids converting a growth opportunity into a further 

source of conflict (Noe et al., 2021). 

 

6.5 Strategies Targeting Border Strength 

 

6.5.1 Flexible Work Arrangements 

Flexible scheduling, hybrid teaching, and reasonable deadlines 

do not necessarily reduce total workload, but they restore 

teachers’ control over where the school-home border sits directly 

addressing the permeability problem identified in Section 6.2.1 

(Lockwood, 2003). 

 

6.5.2 Supportive Leadership and Organisational Culture 

Principals, administrators, and department heads who encourage 

open communication influence both conflict and boundary 

dimensions: supportive leadership reduces perceived strain 

(Allen, 2001) and can formally protect non-working hours from 

encroachment (Robbins & Judge, 2019). 

 

6.6 Strategies Targeting Recovery and Recognition 

6.6.1 Wellness Programmes 

Stress-management workshops, counselling access, and health 

or fitness initiatives address the cumulative, burnout dimension 

of the problem (Maslach & Leiter, 2016) rather than day-to-day 

conflict, and should be evaluated on that basis rather than 

expected to resolve workload pressure directly. 

 

6.6.2 Recognition Systems 

Formal acknowledgement of teachers’ contributions strengthens 

perceived organisational support (Guest, 2002; Allen, 2001), 

improving how existing strain is experienced even where it 

cannot be fully eliminated. 

A recurring limitation across this literature is that these strategies 

are drawn almost entirely from general HRM practice and have 

rarely been tested within educational institutions specifically a 

gap discussed further below. 

 

Table 2: Mapping of teacher-specific challenges to primary mechanism and corresponding institutional strategy. 
 

Challenge Primary Mechanism Corresponding Strategy 

Academic & administrative overload Role conflict (time-based) Fair workload distribution, regular schedule review 

Examination & evaluation pressure Role conflict (time-based, acute) Workload management during peak periods 

Pressure to improve student performance Role conflict (strain-based) Wellness programmes, realistic accountability framing 

Lack of adequate resources Role conflict (time-based) 
Resourcing investment, paced professional 

development 

Digital always-on culture / online-offline 

blending 
Border erosion (permeability) Flexible arrangements, communication-hours policy 

Lack of recognition & appreciation Weakened perceived support Supportive leadership, formal recognition systems 
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6.7 Critical Synthesis and Gaps in the Literature 

• Empirical scarcity: Most sources reviewed are 

conceptual or drawn from general 

HRM/organisational-behaviour research; few studies 

test specific interventions with teacher populations 

directly. 

• Contextual specificity: The literature rarely 

distinguishes government vs private institutions, or 

school vs college vs university faculty, despite 

plausible differences in workload structure, job 

security, and institutional support. 

• Underused integration of conflict and burnout 

theory: Work-family conflict (Greenhaus & Beutell, 

1985) and burnout (Maslach & Leiter, 2016) are usually 

discussed separately in the literature, even though they 

describe related but distinct stages of the same 

underlying process. 

• Technology as a double-edged variable: Digital tools 

are credited with enabling flexibility and blamed for 

boundary erosion within the same literature, with little 

work reconciling when technology helps versus harms 

teacher WLB. 

• Outcome measurement: Claims that WLB improves 

teaching quality, retention, or student outcomes are 

common but are rarely linked to measurable 

institutional data in the sources reviewed. 

 

6.8. Limitations of This Review 

• This is a conceptual, not systematic, review; it does not 

apply formal inclusion/exclusion criteria or 

exhaustively search the literature. 

• It relies entirely on secondary sources and does not 

generate or analyse primary data. 

• Findings and theoretical applications are interpretive 

and should be validated through primary research 

before being treated as generalisable. 

• The review does not differentiate by country, institution 

type, or teaching level, which may limit applicability to 

specific educational contexts. 

 

6.9. Directions for Future Research 

• Comparative studies of work-life balance between 

teachers in government and private institutions. 

• Comparative studies across school, college and 

university faculty. 

• Empirical testing of specific institutional interventions 

(flexible scheduling, wellness programmes) against 

teacher-reported WLB and burnout measures. 

• Primary survey or interview-based research capturing 

teachers’ own experiences and coping strategies. 

• Longitudinal study of the relationship between work-

life balance and teacher retention. 

• Research on the role of artificial intelligence and 

automation in reducing administrative workload, and 

its effect on border permeability. 

7. CONCLUSION 

Work-life balance in teaching is not a single problem but two 

related ones: conflict between competing demands on time and 

energy, and the erosion of the boundary that once separated 

school from home. Viewing the literature through this dual lens 

shows that institutional strategies address these mechanisms 

unevenly workload management and professional-development 

reform target conflict, while flexible arrangements and 

technology policy target boundary strength, and wellness and 

recognition programmes address the cumulative, longer-term toll 

of both. Educational institutions seeking to support teacher well-

being should therefore match interventions to mechanism rather 

than treating “work-life balance” as a single problem with a 

single solution. The existing literature provides a solid 

conceptual foundation for this approach but stops short of testing 

it directly within teaching contexts the central gap this review 

identifies for future empirical research. Investing in that 

research, and in teacher well-being more broadly, is ultimately 

an investment in the quality and sustainability of education itself. 
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