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ABSTRACT 

 

Transformational school leaders at all levels are responsible for student achievement in 

public education in the 21
st
 century.  The purpose of this study is to examine 

transformational leaders’ motivation in a West Texas school district.  This study utilized 

a sequential explanatory mixed method design.  The study included a questionnaire that 

measured leadership style that was given to 113 principals and assistant principals; 44 

surveys were voluntarily returned (39% response rate).  Multiple regression analysis 

revealed a significant contribution to the prediction of the amount of ethical training and 

the self-reported score measuring transformational leadership with p < .05.  Based on that 

self-reported survey score, six-purposefully selected participants were interviewed in an 

open-ended, semi-structured interview that contributed to the qualitative portion of the 

study.  The qualitative findings revealed five themes: shared leadership/vision, 

innovation/creativity, morals/ethics, drive/motivation, and mentor/coaching.  The 

quantitative phase results indicate a correlation between ethical training and self-reported 

transformational leadership.  The qualitative theme of drive/motivation expanded upon 

the intrinsic motivation to be a transformational leader, and the quantitative results 

further substantiated ethics training as a component of transformational leadership.  

Implications of the study are that further research in transformational leadership as a tool 

for increasing student achievement is needed especially in the areas of ethical and 

intrinsic motivation research.  Future research is needed on the entrepreneurial actions of 

transformational school leaders, and if those actions contribute to overall student 

achievement.   
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CHAPTER I 

Introduction 

For almost a century, educators, scholars, politicians, and other stakeholders have 

debated the purpose of our public school system and at the heart of this debate is how to 

best reform it (Muhammad, 2009).  Leaders must become adept at gaining cooperation 

and be skilled in many capacities.  In the leadership literature, transformational leadership 

theory offers a better fit for leading in today’s complex educational settings and 

organizations.  People not only seek an inspirational leader to help guide them through an 

uncertain environment, but want to be challenged and feel empowered, if they are to be 

high performers.  Transformational leadership can provide public schools a positive 

outcome in changing the culture where students, teachers and the community can best 

agree on what is right.  However, little is known as to the ethical values and 

entrepreneurial skills that principals and others need in order to practice transformational 

leadership.  Moreover, the literature is fuzzy as to the difference between transactional, 

transformational, and transformative leadership.  This study contributed to the existing 

theory on transformational research.    

Background of the Study 

 Leadership can occur at all levels in an organization and by any individual within 

the organization.  James MacGregor Burns (1978) conceptualized leadership as either 

transactional or transformational.  Transactional leaders are those who lead through social 

change.  Transformational leadership emphasizes intrinsic motivation and on the positive 

development of followers (Bass & Riggio, 2006).  Transformational leaders stimulate and 

inspire followers to both achieve extraordinary outcomes, and in the process, develop 

their own leadership capacity.  Recent research demonstrated that transformational 

leadership is important in every aspect and in every setting (Bass & Riggio, 2006).  



Texas Tech University, Bruce Sifrit, December 2012 

 2 
 

Transformational leadership has much in common with charismatic leadership, but 

charisma is only a part of transformational leadership.  A criticism of both leadership 

styles involves leaders who use their abilities to inspire and lead followers to destructive, 

selfish, and even evil ends, such as Adolf Hitler.  These types of leaders can be called 

pseudo transformational (Bass & Riggio, 2006).   

 Studies on ethical aspect of the leadership have been discussed in the context of 

transformational and charismatic leadership approaches; those approaches proposed by 

Burns (1978) in particular led the way for discussion of the relationship between 

leadership and ethics.  Bass (1985) has further advanced transformational and 

transactional leadership approaches, with transformational leadership having high moral 

development.  A leader’s moral principles and integrity add legitimacy to vision, with 

which the leader can be identified.  Previous researches in transformational leadership 

have generally tried to find its effect on employee attitude, efforts, and performance 

(Sagnak, 2010).  Since educational leaders have a critical role in determining an ethical 

climate, more research is needed as empirical studies in these fields are fairly limited 

(Sagnak, 2010).   

 The increase in uncertainty, complexity, competitiveness, resources, continuous 

change in public education has made entrepreneurship a vital asset for organizational 

growth and productivity (Damanpour, 1991; Howell & Higgins, 1990).  Entrepreneurship 

requires persuading and motivating others to sustain their effort, generating a vision and 

making it reality (Baron, 2002; Baron & Markman, 2000; Vecchio, 2003) and one of the 

main components of transformational leadership is influencing and increasing devotion 

among followers (Bass & Riggio, 2006), which is linked to entrepreneurship (Bass & 

Riggio, 2006).  However, the complexities of reality impact entrepreneurial efforts.  For 

example, it is common accepted knowledge that good schools tend to get good principals, 
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while poor schools get poor principals and novice principals.  A factor that is not taken 

into consideration when new leadership takes the helm is that poor schools are difficult to 

change for new principals because of the necessity of reshaping the existing normative 

structure (Heck, 1992).  As the student population becomes more diverse, as well as rapid 

technological advances, legal, and societal changes in public schools become more 

complex, the uncertainties greater, the need for schools to become more adaptive and 

innovative increases.  Public schools need take advantage of new opportunities in the 

school environment and act upon them, while providing better schools for diverse needs 

of students (Eyal & Kark, 2004).   

Impact of leadership.  School leadership is synonymous with the principal and 

for the most part, research has focused on the principal as the source of power and 

leadership.  Research has largely ignored other sources of leadership within the school 

such as assistant principals, lead teachers, and counselors (Stewart, 2006).  However, 

educational leaders’ influences on student learning are mostly indirect (Anderson, 

Leithwood, Mascall, & Strauss, 2012).  Evidence of a recent study describe four distinct 

paths in which the influence of successful leadership practices move in order to improve 

student learning; rational, emotional, organizational and family (Anderson, Leithwood, 

Mascall, & Strauss, 2012).  Although most research has focused on leadership style, a 

recent study indicated that transformational school leaders have a small, albeit 

significant, positive effects on student achievement and more attention needs to be 

devoted to the impact of specific leadership practices with less study on leadership 

models and styles (Leithwood & Sun, 2012).  

The principalship has acquired increased responsibilities without the needed 

compensation to attract highly qualified persons.  Stress, time demands, and the 

compensation were cited as the barriers that prevented applicants from applying (Tirozzi, 



Texas Tech University, Bruce Sifrit, December 2012 

 4 
 

2001).  Since that study was done, the job of the principal has become more complex and 

demanding.  The lack of professional development, training, and support are not adequate 

or up to the task of producing capable principals (Tirozzi, 2001).  

The role must change from a focus on management and administration to a focus 

on leadership and vision (Tirozzi, 2001).  Mechanical changes such as bus routes, and 

cafeteria duty accomplishes little, if any, transformation.  The principal ultimately bears 

the responsibility for a school’s success as student achievement is demanded and 

expected from parents, the community, and legislative bodies.  The idea of a whole 

school reform agenda is needed with a systemic plan that ensures continued interaction 

among all faculty members, at all levels, and disciplines.  The success of the principal 

will not be measured by the accomplishments of individual teachers or students, but by 

the achievement of a total student body.  The principal of the future will be one who 

raises academic standards, academic performances, and provides support and assistance 

to the faculty (Tirozzi, 2001).  

Theoretical/Conceptual Framework 

This study utilized transformational leadership styles as the theoretical framework 

in examining the behaviors of principals in a West Texas school district.  Burns (1978) 

conceptualized leadership as either transactional or transformational and further 

developed by Bass (1985).  Transformational leaders stimulate and inspire followers to 

both achieve extraordinary outcomes and, in the process, develop their own leadership 

capacity (Bass & Riggio, 2006).  The four components of transformational leadership 

include; idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration.  Leaders behave in ways that followers want emulate them, 

and serve as role models for the followers.  There are two aspects to idealized influence; 

the leader’s behavior and the elements that are attributed to the leader by the followers 
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and other associates.  They are admired, respected, and can be counted on to do the right 

thing, exhibiting high standards of ethical and moral conduct.  Inspirational motivation is 

provided to the followers by leaders who inspire and motivate others, creating meaning.  

Idealized influence and inspirational motivation usually form a combined single factor of 

charismatic-inspirational leadership (Bass & Riggio, 2006).  Leaders behave in ways to 

challenge the followers’ work, where team spirit is aroused, demonstrating a commitment 

to the goals and shared visions of the organization.  Intellectual stimulation occurs when 

transformational leaders espouse their followers’ efforts to be more innovative and 

creative by questioning, reframing problems, and approaching old situations in new ways.  

Creativity is encouraged and they are not criticized if their ideas differ from the leaders’ 

ideas.  Individualized consideration is created when leaders pay attention to each 

individual follower’s needs for achievement and growth by acting as a coach or mentor.  

Two-way communication is encouraged, and the individual is seen as a whole person 

rather than as just an employee. Transformational leadership typically provides a positive 

edge in leader performance beyond the effects of transactional leadership in research 

from around the world (Bass & Riggio, 2006).  

Transformational Leadership and Ethical Climate 

Ethical behavior is directly related to leadership in organizations, indicating that 

employees take leader’s behavior as model in organizations.  If leaders have ethical 

conduct, employees also have ethical conduct (Calabrese & Roberts, 2001; Sagnak, 2010; 

Trevino et al., 2000).  Bass (1990) further advanced the notion that transformational 

leadership has high moral development increasing autonomy while increasing employee 

satisfaction.  The basic effect of transformational leaders is to change the values, beliefs, 

and attitudes of the followers (Conger, 1999; Kuhnert & Lewis, 1987; Sagnak, 2010). 

The changing trend, until recently, ethical aspects of the management were largely 
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abandoned and managers were considered as people who whom responsible for ensuring 

effectiveness.  This great concern for the relationship between leadership and ethics is 

fairly limited due to the amount of empirical studies in the field (Sagnak, 2010).  

Transformational leadership is the most appropriate leadership style in restructuring 

initiatives in schools’ today because this style aims the innovation in organizations and 

supports teachers (Leithwood, 1992, 1994; Marks & Printy, 2003; Sagnak, 2010).  

Ethical climate studies carried out in organizations usually excluded educational settings, 

and only a small amount of research has been conducted on schools’ ethical climate.  

Transformational leaders’ vision and ethical behaviors can be considered as a basis of 

transformational leadership and identified with by followers (Sagnak, 2010; Trevino, 

Brown, & Pincus, 2003). The more transformational leadership behaviors are realized, 

the stronger the ethical climate is (Sagnak, 2010).  Leaders play a critical role in 

determining the ethical climate, and have the greatest impact on the climate of the 

organization (Carlson & Perrewe, 1995; Grojean et al., 2004; Sagnak, 2010).  Kanungo 

(2001) stresses that this leadership process is ethical, while transactional leaders serve 

their self-interest.  Only recently, have those who research the issue of ethics have begun 

to consider these relationships (Sagnak, 2010; Schminke, Ambrose, & Neubaum, 2005).  

The current research calls for heightened awareness of the ethical aspects of educational 

leadership, changing the view of this type of leadership (Campbell, 1999; Rucinski & 

Bauch, 2004; Sagnak, 2010).  Burns’ (2003) has expanded his contention that leaders can 

learn to become transformational and it is a moral undertaking and a response to human 

wants, expressed in human values focusing on ways that leaders emerge from being 

ordinary and becoming dynamic leaders of social change.   
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Transformational Leadership and Entrepreneurship 

 The increase in uncertainty, complexity, competitiveness, resources, continuous 

change in public education has made entrepreneurship a vital asset for organizational 

growth and productivity (Damanpour, 1991; Eyal & Kark, 2004; Howell & Higgins, 

1990).  Entrepreneurship requires persuading and motivating others to sustain their effort, 

generating a vision and making it reality; one of the main components of transformational 

leadership is influencing and increasing devotion among followers (Baron, 2002; Baron 

& Markman, 2000; Eyal & Kark, 2004; Vecchio, 2003).  People act within a complex 

organizational framework that facilitates or even limits their actions (e.g. Baron, 2002; 

Covin & Miles, 1999; Eyal & Kark, 2004; Sharma & Chrisman, 1999).  Various claims 

have been raised in the literature regarding the relationship between transformational 

leadership and entrepreneurship (e.g. Bass, 1985; Bass & Avolio, 1994; Eyal & Kark, 

2004; Howell & Avolio, 1993; Howell & Higgins, 1990; Oberg, 1972; Spreitzer et al., 

1999).  As the student population becomes more diverse, as well as rapid technological 

advances, legal, and societal changes in public schools become more complex, the 

uncertainties greater, the need for schools to become more adaptive and innovative.  

Drucker (1985) proposes that if schools cannot be entrepreneurial, they might lose their 

relevance and allow other agencies take over the process, and limiting equal access to all 

children.  Public schools need take advantage of new opportunities in the school 

environment and act upon them, while providing better schools for diverse needs of 

students (Eyal & Kark, 2004). 

Practices.  Principals who adopt transformational leadership styles contribute to 

higher collective teacher efficacy and to teachers’ commitment to the school mission, to 

the school as a professional community, and to involving the external community in 

setting school directions (Ross & Gray, 2006).  The results indicate that principals who 
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adopt a transformational leadership style are likely to have a positive impact on teacher 

beliefs about their collective capacity on teacher commitment to organizational values 

(Ross & Gray, 2006).  Teachers who believe that they constitute an effective instructional 

team are more likely to take responsibility for school outcomes than to attribute school 

failure to parent influences and are less likely to fear pressure from middle class parents 

(Ross & Gray 2006). 

We know that effective transformational leaders are good communicators and 

emphasize instructional leadership.  Research has established that strong principal 

leadership influences school academic achievement, and that this relationship is more 

complex than originally thought.  High school principals spend less time in classrooms 

observing instruction than their elementary counterparts (Heck, 1992).  In classifying 

groups of schools, the three predictors that tend to dominate are; the amount of time 

principals spend directly observing classroom practices, promoting discussion about 

instructional issues, and emphasizing the use of test results for program improvement 

(Heck, 1992).  The need for districts to emphasize the principal’s role as communicator, 

quality feedback, and clarified school goals translate into effective instructional strategies 

to improve outcomes (Heck, 1992).  The effort in this study supports similar efforts to 

establish links between what principals do as instructional leaders and school outcomes.   

Statement of the Problem 

The limited amount of mixed methods research lends an opportunity to broaden 

the understanding of transformational leadership in public schools by incorporating both 

qualitative and quantitative research.  Research is limited on transformational leadership 

and the debate continues as to whether if transformational leadership is ethical or 

entrepreneurial.  The theory has yet to be completely explored from that perspective as 

shown by the limited research. 
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Principals are held responsible for student achievement in their schools.  That is 

the accepted theme in schools, but the research on the principal’s effect on student 

achievement is mixed.  Marzano, Waters, & McNulty (2005) assert that the principals 

account for 25% of a school’s total impact on student learning.  However, earlier research 

reviews reflect that the direct effect of principals on student achievement is near zero 

(Hallinger & Heck, 1996; Leithwood, Jantzi, & Steinbach, 1999; Ross & Gray, 2006; 

Witziers, Bosker, & Kruger, 2003).  A recent meta-analysis of unpublished studies about 

the nature of transformational school leadership and its impact on the school organization 

conducted by Leithwood and Sun (2012) indicated a significant but small effect on 

transformational school leaders on student achievement.  The results support the general 

claims about significant school leader contributions to student learning with both the 

leaders and their approaches to school leadership.  There is a growing interest in which 

approaches or models of leadership in particular make the greatest contribution to student 

achievement (Leithwood & Sun, 2012).  If one accepts that research, that strong principal 

leadership does influence a school’s academic achievement, and that this relationship is 

more complex than originally thought, then the question becomes what are the practices 

of those transformational leaders? 

   The recent demands for accountability and increased public control of school 

policy-making underscore both the need and the challenge to develop and implement 

objective systems for evaluating the principal’s contribution to overall school 

effectiveness.   

Purpose of the Study 

The intent of this two-phase, sequential mixed method was to gain insight and add 

to the knowledge base on transformational leadership.  In the first phase, a quantitative 

research questionnaire (survey) was administered to participants at the annual leadership 
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institute in a suburban school district in West Texas, completing a self-assessment 

questionnaire measuring transactional and transformational leadership behaviors.  The 

information in this phase was explored further in a second qualitative phase.  In the 

second phase, qualitative interviews were used to probe significant results with six 

purposefully selected participants based on scores obtained from the survey.  The 

interviews were used to explore the quantitative results in more depth through a 

qualitative case study analysis.  The reasons for following up with qualitative research in 

the second phase were to better understand and explain the quantitative results. 

Research Questions 

Within the breadth of this dissertation and mixed methods study, the research 

questions for this study were: 

1)  What is the relationship between the independent variables of gender, years 

of experience, ethical training, entrepreneurial training, and dependent 

variable of transformational leadership identified through self-reported scores 

on an instrument that measured transformational leadership? 

2) In what ways do principals who identify themselves as transformational 

leaders’ exhibit intrinsic motivation to be transformational leaders? 

3) In what ways does the qualitative data help explain the results from the initial 

quantitative phase of the study? 

Significance of the Study 

 Further research is needed in the area of educational leadership and 

transformational leadership theory that combines quantitative and qualitative data.  This 

study filled a void in the transformational leadership theory research by conducting 
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mixed methods research.  Most of the research on transformational leadership is either 

quantitative or qualitative studies.  This study produced a creative answer in 

understanding educational leadership through a mixed methods approach.  This study 

added to the field and investigated the relationship between transformational school 

leadership and ethical climate.  This study also looked for a relationship between 

transformational leadership and entrepreneurship.  This will benefit administrators, 

college preparatory programs, and researchers linking transformational school leaders to 

student achievement.  The condition between leadership and student achievement is a 

complex relationship and improvement requires leaders to enact a wide range of 

practices.  

Overview of the Methodology 

A mixed methods approach provides an expanded understanding of research 

problems (Creswell, 2009).  These processes are necessary to move the current theory of 

transformational leadership into new territories.  Qualitative measures along with 

empirical data is needed to substantiate the claim that transformational leadership can 

produce the results people are looking for in public schools and raise the expectations of 

both the leader and follower in a manner that motivates both to higher levels of 

commitment and performance.  The integration of the two phases are linked and logical 

in answering the research questions.  Moving from the first, quantitative phase into the 

second, qualitative phase makes sense from the standpoint of unraveling the complex 

nature of transformational leadership and the motivation behind it. 

 The study employed a sequential explanatory mixed method design (Creswell, 

2009), collecting and analyzing quantitative and then qualitative data in two consecutive 
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phases within one study.  Quantitative research facilitates qualitative research.  This 

means quantitative research helps with the choice of subjects for a qualitative 

investigation (Punch, 1998).  The rationale for this approach is that the quantitative data 

and subsequent analysis provided a general understanding of the research questions.  The 

qualitative data and analysis will refine and explain the statistical results by exploring the 

participants’ views in more depth (Creswell, Ivankova, & Stick, 2005).  As a result, the 

design allowed the researcher to explore the quantitative results in more detail, which was 

an advantage. 

One of the most common mixed methods research combinations in the literature 

is close-ended questionnaires and qualitative interviews (Teddlie & Tashakkori, 2009).  

This combination allows for the strength of each strategy to be combined in 

complementary manner with the strengths of the other (Teddlie & Tashakkori, 2009).  

This interpretive lens allowed the researcher to answer the research questions.  By 

obtaining quantitative results from a survey given to113 participants attending a 

leadership institute in a West Texas school district, followed with six purposefully 

selected individuals to explore those results in more depth through a qualitative open-

ended interview added to a better understanding of transformational leadership.  The 

quantitative phase, questionnaire (survey) was administered to participants at the annual 

leadership institute in a suburban school district, completing a self-assessment 

questionnaire measuring transactional and transformational leadership behaviors.  The 

information in this phase was explored further in a second qualitative phase.  The 

interviews were used to explore the quantitative results in more depth through a 

qualitative case study analysis.  
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It was decided from the beginning to give priority the qualitative data collection 

and analysis despite its being the second phase of the research process.  The decision was 

influenced by the purpose of the study to gain insight why transformational leaders are 

effective and identify the factors that determine this influence, focusing on intrinsic 

motivation.  

Context of the Study 

Every summer for the past two years, this West Texas school district has held an 

annual summer leadership institute for recognized leaders within the district.  The 

leadership institute participants include; teachers, counselors, lead teachers, principals, 

and central office administrators, as well as invited university professors, graduate 

students and presenters.  Over 500 people attend the institute, listening to guest speakers 

on various topics dealing with leadership, motivation, and engagement.  Participants who 

attend the three day institute are invited participate in seven break-out sessions that cover 

a wide range of interests including: leadership styles, engagement of students, value-

added research, brain research,  research in special education, personal success and 

university research.  Individual school leadership teams also have time for meeting, 

establishing, and setting goals for the upcoming school year.  Invited speakers provide 

messages throughout the institute, opening and closing the institute, they include people 

from within the district in leadership roles, national speakers, and school board members.       

Research Assumptions 

Yin (2003) refers to assumptions as propositions.  The assumptions in the current 

study are as follows: (a) the quantitative questionnaire is a self-reporting survey, it 

assumes that participants responded honestly to the items; (b) the six purposefully 
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selected participants were sincere and honest in the semi-structured interview; (c) the 

instrument used in the study accurately measured transactional and transformational 

leadership styles.  Additionally, the assumptions reflect the researchers’ understanding of 

leadership styles gleaned from 23 years of experience in public education. 

Delimitations 

Delimitations are self-imposed boundaries used to delimit the scope of this study.  

The setting for this study was a school district in West Texas.  The researcher 

purposefully selected six individuals from the school district who self-rated themselves as 

transformational leaders during a normal school day.  Thus, only participants from one 

school district in West Texas.  This study focused only on principals within the school 

district.  All participants voluntary completed the questionnaire, which allowed the 

researcher to gather the quantitative information needed to identify six purposefully 

selected principals for a follow up semi-structured interview.  The quantitative data 

allowed comparisons of gender, age, experience, ethical training, and entrepreneurial 

training among the participants. 

Limitations of the Study 

After the completion of the study, the following limitations were noted.  A 

limitation of this study was the sample size for the quantitative phase of the study.  The 

study consisted of 44 participants, 21 principals and 23 assistant principals out of 113 

distributed questionnaires.  The quantitative potion of the study was conducted within a 

few weeks after the end of the school year, which may have affected the results as leaders 

are weary during this time period.  The qualitative portion of the study was completed 

during the following school year, which may have affected the data collection.  Another 
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limitation was the focus on intrinsic motivation; the study did not focus on the impact of 

student achievement.  The qualitative portion focused on the intrinsic motivation of 

transformational leadership, this study did not explore other components of 

transformational leadership.  A larger sample size could lead to a more variance between 

the scores.  Another limitation of the research was the collection of data from one school 

district in West Texas; even though transformational leadership is practiced throughout 

Texas and the United States.  Samples from multiple school districts from the region and 

the state would provide empirical data to fill the void and help educators transform public 

schools across the nation. 

Key Terms 

Components of transformational leadership.  The components of 

transformational leadership are; Idealized influence, inspirational motivation, intellectual 

stimulation, and individualized consideration (Bass & Riggio, 2006).   

Drive.  Pink (2009) suggests that there are three main drives powered behaviors; 

biological, reward and punishment, and the performance of the task.  The third drive has 

three essential elements; autonomy, mastery, and purpose.  The desire to direct our own 

lives, the urge to get better and better at something that matters, and the yearning to do 

what we do in the service of something larger than ourselves.  

Extrinsic/Intrinsic motivation.  Extrinsic motivation comes from outside the 

person and the job itself, which include; pay, job security, title, fringe benefits, working 

conditions, and relationships.  Intrinsic motivation comes within the person through the 

work itself, which include; achievement, recognition, challenge, and advancement.  

Doing something well and something we want to do can be its own reward.  
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Organizations understand the importance of making jobs more interesting and 

challenging, while balancing intrinsic and extrinsic motivation (Lussier & Achua, 2007).   

Mixed Methods.  Mixed methods is defined as research in which the investigator 

collects and analyzes data, integrates the findings, and draws inferences using both 

qualitative and quantitative approaches or methods in a single or a program of inquiry 

(Tashakkori & Creswell, 2007). 

Path-Goal Theory of Leadership.  Path-Goal leadership deals with the 

interaction between supervisors and their subordinates and is meant to improve 

subordinates’ performance and satisfaction and suggests that leaders help followers by 

removing obstacles or helping them around the obstacles as a means of increasing overall 

satisfaction.  According to House (1971), the path-goal leader motivates subordinates by 

clearing the way for their success. 

Principals.  Transformational school leaders behave in ways that followers want 

emulate them, and serve as role models for the followers.  There are two aspects to 

idealized influence; the leader’s behavior and the elements that are attributed to the leader 

by the followers and other associates.  They are admired, respected, and can be counted 

on to do the right thing, exhibiting high standards of ethical and moral conduct.  

Inspirational motivation is provided to the followers by leaders who inspire and motivate 

others, creating meaning.  Idealized influence and inspirational motivation usually form a 

combined single factor of charismatic-inspirational leadership (Bass & Riggio, 2006).  

Situational Leadership Theory.  Fiedler (1967) began to develop this theory and 

it was the first to determine how variables interact with leader personality and behavior.  

His theory was called “Contingency Theory of Leader Effectiveness.”  This model is 

used to determine if a person’s leadership is task or relationship oriented and if the 

situation matches the leader’s style to maximize performance.  The more control the 
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leader has over the followers, the more favorable the situation is for the leader.  A 

criticism of this view that the leader should not change their style, rather the situation 

should be changed (Lussier & Achua, 2007). 

Theory X.  McGregor (1966) suggested that leaders view people as lazy, work 

avoidant, and deviously opportunistic, and so have a fundamental distrust of employees, 

leading to tight controls, close supervision, and heavily centralized authority with little 

opportunity for employee involvement in organizational decision-making.  Theory Y 

leaders, by contrast, view people as basically honest, industrious, responsible, and willing 

to take initiative, and as such are more inclined to delegate authority, share responsibility, 

and enable employee participation in making various organizational decisions. 

Transactional leadership.  Transactional leaders seek to maintain stability within 

the organization with regular economic and social exchanges that meet specific goals for 

both the followers and leader.  This form of leadership acts to strengthen existing 

structures, strategies, and culture in an organization.  Three dimensions of transactional 

leadership include; contingent reward, management by exception, and passive leadership 

(Lussier & Achua, 2007). 

Transformational leadership.  Transformational leadership is defined as a 

multidimensional construct that involves three clusters: charisma, intellectual stimulation 

of members, and individual considerations.  Transformational leadership enhances an 

organization by raising the values of members, motivating them to go beyond self-

interest to embrace organizational goals, and redefining their needs to align with 

organizational preferences (Lussier & Achua, 2007). 

Transformative leadership.  Transformative leaders engage in self-reflection, 

systematically analyzing schools, and confronting inequities regarding race, class, 

gender, language, ability, and/or sexual orientation.  Transformative leadership is done 
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with the intent of enacting social justice, empowering various stakeholders which 

requires; self-awareness, passion, courage, commitment and risk taking (Cooper, 2009).     

Summary 

After having clarified the significance and purpose of this study, as well as having 

defined the important terms within this dissertation, it is important to review the literature 

on leadership.  By reviewing the literature of these important concepts in Chapter II, the 

hope is to provide educators with a supportive foundation in the area of leadership.  This 

foundation serves as the theoretical support to the research carried out in this mixed 

method study as presented in Chapter III.   Chapter IV reports the analysis of the 

findings, and finally, the discussion and conclusion of the study are presented in Chapter 

V. 
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CHAPTER II 

REVIEW OF LITERATURE 

Introduction 

This chapter presents a review of research and literature on leadership; the initial 

focus of this review is on current books, research studies, and journal articles.  The 

purpose is to provide an understanding of the previous research in this area, as well as to 

develop a rationale for the choice of variables in the present study.  In addition to the 

review of literature, the mixed methods, original research that is carried out in this study 

allowed for an in-depth study of the topic of leadership.  By narrowing the research 

within the literature review and conducting original research, this study was able to focus 

on the leadership styles.  The hope is that the literature review and subsequent mixed 

methods research study may be of benefit to educators in general.  This chapter addresses 

educational leadership in the following ways: historical overview of Modernism and 

Postmodernism, theoretical framework, movement toward the transformational leader, 

synthesis and critical analysis of the research. 

Historical Overview of Modernism and Postmodernism 

The prevailing conceptual framework tends to take on a postmodernist flare, as 

studies attempted to answer research questions that explored pluralities of options, 

approaches and possibilities, and were more interested in the questions, rather than just 

the answers.  This section contains the viewpoints posited by postmodernists in order to 

move educational administration forward in the field of educational research.  

Postmodernism is an adjustment and an advancement from modernism.  Modernism 

focused on one set of beliefs asserting that there was one and only one truth, while 

postmodernism separates beliefs of multiple truths.  There is no set date in time that 

signifies the departure from modernism (English, 2003).  The biggest posit in 
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postmodernism is that multiple truths exist (Clark, 1985).  The context determines 

whether something is true, allowing researchers to examine a variety of phenomenon.  

 Emerging trends attempt to expand on seeking the truth, both common in 

modernist and postmodernist camps with one truth in modernism and multiple truths seen 

by postmodernists (Clark, 1985).  Modernism works within one paradigm or center, as 

postmodernism works within competing/multiple paradigms.  Modernism is seen as total, 

final, and absolute.  A pragmatic approach is best suited to advancing theory.  

Feyerabend (1993) stated, “Without chaos no knowledge” (p. 147).  Competition among 

camps will move the theory into uncharted territories, creating competing fields.  Without 

multiple paradigmatic approaches in a wide variety of forms of inquiry, no real 

breakthroughs will be encountered (English, 2003).     

 Postmodernism is also a reflective activity that truth can change and develop over 

time (English, 2003).  A person should be reflective in their practices to grow and expand 

the research in whatever he or she is interested in pursuing.  Postmodernism explores the 

nature of reality, truth, knowing, and what constitutes acceptable research.  This 

advancement of modernism is related to the metaphor of a tent: in a tent, the area is 

expanded to include other schools of thought, not attempting to keep others from gaining 

access into the tent by making it impossible to be included, akin to being left in the rain 

(Murphy, 1999).  Educational leadership has enlarged the tent to include postmodernism 

as there is no such thing as wrong or right science (English, 2003).  Postmodernism has 

no set boundaries or a definition that limits itself in a tight set of limitations that separates 

science from non-science, truth from non-truth, objective and subjective.  It does not 

impose a one view of reality, but allows for serious contemplation of multiple realities of 

what constitutes truth (English, 2003).  This reality or rather these realities are shaped by 
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language and culture which can mean different things for different people in times that 

are different and which develop over time (Foucault, 1972).  

A Field  

The influence of modernity’s impact on the so called field of educational 

leadership revealed a monistic area which has stagnated the advancement of the 

educational leadership phenomenon professors seek to understand and teach (English, 

2003).  The distinction between science and non-science creates the borders between a 

field and non-field.  This field assumes that the totality of all that is currently worth 

knowing works in the field of boundaries, limiting itself, and perpetuating the issue.  

Postmodernism influenced that field by opening up the tent to thoughts of reality as 

multi-theoretical and the concept that any definition of the field will lead to under-

theorization.  Science grows by proliferation and extension (English, 2003).   

The implications of modernity on preparation of educational leaders have also 

come under scrutiny in the age of postmodernism.  Educational colleges have been 

preparing educational leaders through scientific management, a modernistic approach 

(English, 2003). Based on efficiency and productivity, this configuration, measurement, 

and management has been the focus of such programs.  This is one of the reasons we 

know so much about management and so little about leadership.  English (2003) believes 

professors, who have narrowed this field through countless studies regarding matters of 

efficiency, are failing to produce educational leaders.   

 A consistent criticism by practitioners of the theories they encounter in 

educational administration is that they are little use to them in actual decision-making 

situations in school.  The reason scientific administration theory does not work is because 

it is not scientific at all, but philosophical (Greenfield & Ribbons, 1993).  Continuing this 
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type of research in educational administration is not only regressive, but in dire need of 

new perspectives and competition.   

Schools of today continue to be over-managed and under led (English, 2003).  

The dynamic interaction between human beings is left by the wayside while researchers 

focus on organizational structures in hope of finding foundations that can be laid in every 

school to improve student achievement.  Leadership in which two parties, the leader and 

the follower, share common goals removes the bureaucratic barriers that make 

administration automatic and moves leadership to encompass moral values.  This places 

importance on right and wrong and on concerns regarding values and morality (English, 

2003).   

Different Values 

Science as taught, however, is not science as practiced (English, 2003).  

Interiority is a label given to the aspects of leadership which are rooted in language, 

culture, and context.  For example, identities are narratives that help individuals think 

about and feel who they are, where they come from, and where they are headed.  The 

primary motivation leaders have for telling stories is to enable followers to develop 

plausible explanations that deal with identity and purpose (Gardner, 1995).  A leader’s 

subject is anchored in the responses of followers, leading to a thesis of shared identities.  

However, when educational leadership continues to be centered in theories compatible 

with bureaucratic order and control and humans are secondary to structure, function, and 

economics, those values of identity and purpose cannot be expressed (English, 2003). 

 Art vs. science.   

 Management is concerned with science, facts, quantitative analyses, and details.  

Administration is concerned with art, policies, values, reflection, and qualitative nature 

(Hodgkinson, 1991).  Leadership within context, culture, and time must be examined if 
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we are to advance theory in educational administration (English, 2003).  We must 

comprehend leadership in its moral and philosophical dimensions using multi-theoretical 

realities.  Without the inclusion of postmodernist thought into the educational leadership 

tent, art would not be considered an essential trait of educational leadership (English, 

2003).   

For now, it is important to consider the major concepts of leadership and 

leadership styles, as well as how they have evolved over the past 40 years.  Modernism 

has influenced how the field approaches research on educational leadership, and 

postmodernism is both a method of critique of modernism as well as a different approach 

to guide research.  Both are interconnected now in the tent of educational leadership. 

Postmodernists are distrustful of boundaries and of conceptual boxes.  Discourse is often 

blind to its own prejudices (English, 2003).  If we keep using the same old theories, we 

will continue to get the same old results (English, 2003).  Nothing is above being 

questioned.  As leaders we must continually look at things we do, and why we do them.  

We must ask ourselves who has the power to speak, what is spoken, and who is not 

allowed to speak.  By no means will this review of the literature try to review all that has 

been written on the topic.  It does, however, attempt to give the reader an overview of the 

most important and historical, as well as recent, research on leadership, leadership styles 

and the framework being discussed in the literature. 

Leadership Theory Overview 

This section examines various leadership models and the contributions to research 

and is not meant to be an exhaustive review of leadership theory.  These models led the 

way for Burns (1978) who proposed a new paradigm of leadership.  The major theoretical 

underpinning of this study utilized transformational leadership as the foundation, and is 
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the most widely adopted and tested models in which school leaders work (Leithwood & 

Sun, 2012). 

Path-Goal Theory.  According to House (1971), the path-goal leader motivates 

subordinates by clearing the way for their success.  Path-Goal Leadership deals with the 

interaction between supervisors and their subordinates and is meant to improve 

subordinates’ performance and satisfaction and suggests that leaders help followers by 

removing obstacles or helping them around the obstacles as a means of increasing overall 

satisfaction.  By achieving their goals, subordinates also benefit in some manner.  The 

leader is there to support them, giving them the necessary resources and providing them 

with opportunities for success.  This theory is based on several assumptions, including 

effort level, expectancy level for their benefit, and role ambiguity (House, 1971).   

The components of path-goal include leader behavior, subordinate characteristics, 

task characteristics and motivation.  The leader behavior component is further subdivided 

into four different leadership styles: directive, supportive, participative, and achievement 

oriented (House & Mitchell, 1974).  The directive leadership style describes a leader who 

gives followers instructions about their task, including expectations, how it should be 

done, and a completion time line.  A supportive leadership style involves being friendly 

and approachable as a leader and guiding from a humanistic perspective.  The 

achievement-oriented leadership style describes a leader who challenges followers to 

perform at the highest level possible, setting the expectation of no less than excellence.  

Leaders may demonstrate some or all leadership characteristics, depending on the 

situation (House & Mitchell, 1974). 

Theory X and Theory Y.  McGregor (1966) suggested that Theory X leaders 

view people as lazy, work avoidant, and deviously opportunistic, and so have a 

fundamental distrust of employees, leading to tight controls, close supervision, and 
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heavily centralized authority with little opportunity for employee involvement in 

organizational decision-making.  Theory Y leaders, by contrast, view people as basically 

honest, industrious, responsible, and willing to take initiative, and as such are more 

inclined to delegate authority, share responsibility, and enable employee participation in 

making various organizational decisions.  This led to the beginnings of distributive 

leadership (Lussier & Achua, 2007). 

Situational leadership theory.  Fiedler (1967) began to develop situational 

leadership theory, and it was the first to determine how variables interact with leader 

personality and behavior.  His theory was called “Contingency Theory of Leader 

Effectiveness.”  This model is used to determine if a person’s leadership is task or 

relationship oriented and if the situation matches the leader’s style to maximize 

performance.  The more control the leader has over the followers, the more favorable the 

situation is for the leader.  A criticism of this view that the leader should not change their 

style, rather the situation should be changed (Lussier & Achua, 2007).  

Synthesis of the Research 

This section discusses various research articles relating to transformational 

leadership theory and educational leadership.  It is intended to give a broad over-arching 

understanding of transformational leadership theory with regard to public education.  

Specific information including the results, themes, and participants of each study can be 

found in the chapter about critical analysis. 

Proposed theory.  Unfortunately, literature on charismatic leadership does not 

provide an explanation of the process by which charismatic leadership has profound 

effects.  No motivational explanations are provided to explain how charismatic leaders 

bring about changes in followers’ values, goals, needs, and aspirations.  This article 

includes four main parts of the proposed theory: leader behaviors, effects on followers’ 
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self-concepts, further effects on followers, and motivational processes by which the 

leader behaviors produce the charismatic effects.  Five proposals were presented within 

the theory that can be tested.  They include increasing the intrinsic valence of effort, 

increasing effort-accomplishment expectancies, increasing the intrinsic valence of goal 

accomplishment, and instilling faith in a better future.  The leader behavior is activated 

by two classes of behavior, role modeling and frame alignment.  The results provide an 

extension of current theories of charismatic and transformational leadership.  The theory 

is speculative but provides an explanation and accounts for the rather profound effects of 

charismatic leader behaviors demonstrated in prior research.  Their propositions do not 

contradict existing models of motivation, and the theory advanced here will be pruned, 

modified and extended as a result of future empirical testing.  There is a need to 

supplement current theories of charismatic leadership with a motivational theory that will 

be able to better explain the relationships between leader behaviors and effects on 

followers and to account for transformational effects of charismatic leaders is warranted 

(Boas, House & Arthur, 1993).   

Personal Characteristics.  Different characteristics are called for in a leader, 

depending on the nature of the organization, its philosophy, and its purpose.  Simply put, 

the effective leader is one who is followed.  To seek for the personal characteristics 

which typify the leader is a fruitless search.  There are two broad generalizations: 

effective organizations achieve their purpose only when the members are willing to 

collaborate for a common end, and people collaborate willingly toward an organizational 

goal when in doing so they are able to satisfy their own unique personal needs.  Genuine 

communication moves two ways, not just top to bottom, creating dynamic relationships 

from a leader who coordinates, stimulates, and inter-relates the variables in the 
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workplace.  Mutual confidence and trust between the members of the organization is vital 

(McGregor, 1952). 

Research has demonstrated that actual observed activities of those in 

leadership/management positions vary remarkably little, whether the individual is a 

highly effective or relatively ineffective leader (Manasse, 1985).  The concept of 

visionary leadership and four interacting components were analyzed in this study by 

Manasse: organizational vision, future vision, personal vision, and strategic vision.  Six 

competency clusters were found in research among high-performing and average 

performing principals: purpose and direction, cognitive skills, consensus management, 

quality enhancement, organization, and communication.  The greatest differentiation 

between the skills of average and high performers was that of cognitive skills.  

Interpersonal search, informational search, concept formation, and conceptual flexibility 

are included in the cognitive set.  The author added a fifth, conceptual analysis.  

Leadership requires a certain maturity, a clear sense of self, a willingness to continually 

learn and reassess one’s view of the world, the ability to focus on intentionality of actions 

and expected results, and a sense of humor that prevents one from taking oneself too 

seriously and keeps things in the proper perspective (Manasse, 1985). 

Principals are held responsible for student achievement in their schools. However, 

earlier research reflects that the direct effect on student achievement is near zero 

(Hallinger & Heck, 1996; Leithwood, Jantzi, & Steinbach, 1999; Ross & Gray, 2006; 

Witziers, Bosker, & Kruger, 2003).  According to a recent article by Ross and Gray 

(2006), the model provided empirical support for holding principals accountable for 

student achievement in their schools.  Principals who adopt transformational leadership 

styles contributed to higher collective teacher efficacy and to teachers’ commitment to 

the school mission, to the school as a professional community, and to involving the 
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external community in setting school directions.  The results indicate that principals who 

adopt a transformational leadership style are likely to have a positive impact on teacher 

beliefs about their collective capacity on teacher commitment to organizational values.  

Transformational leadership is a stronger predictor of teacher beliefs and practices than 

transactional leadership (e.g. Koh, Steers, & Terborg, 1995; Ross & Gray, 2006). 

Teachers who believe that they constitute an effective instructional team are more likely 

to take responsibility for school outcomes than to attribute school failure to parent 

influences and are less likely to fear pressure from middle class parents (Fullan, 2005; 

Ross & Gray 2006).  Teachers who are more committed to the values of an organization 

and to its members incorporate instructional practices, assist colleagues, and work to 

achieve the goals of the organization.  That commitment contributes to higher student 

achievement (Koh et al., 1995; Park, 2004; Ross & Gray, 2006).  

Past research has been heavily focused on transformational, charismatic, 

visionary, or inspiring leaders (Bono & Judge, 2003).  Transactional leadership employs 

a rational approach to leadership, while transformational leaders recognize the affective 

and emotional needs and responses of followers.  As such, little is known about the 

process by which transformational leaders have their effects on followers (Bono & Judge, 

2003).  This investigation was designed to extend the theory by linking some elements 

with the self-concordance model which includes internal self-regulation, goal-directed 

effort, and goal attainment.  Participants included 247 individual leaders holding 

supervisory roles in various organizations.  The purpose of this study was to gain a better 

understanding of why followers of transformational leaders’ exhibit increased motivation, 

job satisfaction, organizational commitment, and job performance.  Self-concordance 

refers to the extent to which activities, tasks, or goals express authentic values and 
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interests and is a contemporary personality/social psychological model (Bono & Judge, 

2003).  

The results found a small, positive relationship between transformational 

leadership and follower self-concordance.  The finding of empirical support to 

psychological theories of motivational effects of transformational leadership with respect 

to follower self-engagement and meaningful work make an important contribution.  This 

is an important step in linking the model of self-concordance to transformational 

leadership paving the way for future studies to help demystify leadership.  Additional 

research is needed to advance this model and explain why followers respond to 

transformational leadership styles more than to others. 

Research has established that strong principal leadership influences school 

academic achievement, and this relationship is more complex than originally thought 

(Andrews & Soder, 1987; Bossert, Dwyer, Rowan, & Lee, 1982; Hallinger & Murphy, 

1987; Heck, 1992).  The relationship between principal behavior and student 

achievement is at best indirect (Boyan, 1988; Heck et al., 1990; Heck, 1992).  High 

school principals spend less time in classrooms observing instruction than their 

elementary counterparts. In classifying groups of schools, three predictors tend to 

dominate the amount of time principals spend directly observing classroom practices, 

promoting discussion about instructional issues, and emphasizing the use of test results 

for program improvement.  The need for districts to emphasize the principal’s role as 

communicator were found in the results of the study; quality feedback and clarified 

school goals translate into effective instructional strategies to improve outcomes 

(Andrews & Soder, 1987; Heck, 1992).  The findings also suggested that good schools 

tend to get good principals, while poor schools get poor principals. Poor schools are 

difficult to change for new principals because of the necessity of reshaping the existing 
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normative structure (Hart, 1991; Heck, 1992; Ogawa, 1991).  The effort in this study 

supports similar efforts to establish links between what principals do as instructional 

leaders and school outcomes.   The recent demands for accountability and increased 

public control of school policy-making underscore both the need and the challenge to 

develop and implement objective systems for evaluating the principal’s contribution to 

overall school effectiveness.  In other words, more empirical studies are needed for 

further exploration. 

Copland (2003) suggests that Leithwood and his colleagues (Leithwood & Jantzi, 

1991; Leithwood & Steinbach, 1991) began to apply studies to the educational leadership 

styles with an understanding that transformational leadership focused on the leaders’ 

attention on school culture, manifested through other people.  Sergiovanni (1984) argued 

that leadership in an organization is not a function of the leader, but has to do with a 

mixture of the school culture and the competence of the leader, not a set of management 

techniques.  Elmore (2000) set out a framework for understanding the reconstruction of 

leadership roles and functions around the idea of distributed leadership in the service of 

large scale instructional improvement.  As a system level perspective, this new way of 

seeing is rooted in principles of distributed expertise, mutual dependence, reciprocity of 

accountability and capacity, and the centrality of instructional practice.  Elmore identified 

five domains: policy, professionalism, system, school, and practice. Each domain 

includes multiple actors and develops a robust understanding of leadership functions 

associated with each domain (Copland, 2003).   

Distributed leadership is collective activity, focused on collective goals, which 

compares a quality or energy that is greater than the sum of individual actions (Bennett et 

al., 2003).  Distributive leadership involves multiple leaders and followers, depending on 

their situational and social contexts.  Distributed leadership involves the spanning of task, 
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responsibility, and power boundaries between traditionally defined organizational roles.  

Distributive leadership involves decisions about who leads and who follows are dictated 

by the task or problem situation, not necessarily by where one sits in the hierarchy 

(Bennett et al., 2003).  A conceptual definition is that distributive leadership rests on a 

base of expert rather than hierarchical authority.  Recognizing expertise rather than 

formal position as the basis of leadership authority in groups is not normally found inside 

of schools.  School reform shows us that strategies for improving teaching and learning 

fundamentally succeed or fail in the interaction between teachers and students behind the 

classroom door.  The responsibility for sustaining school improvement is shared among a 

much broader group of school community members, rather than being owned primarily 

by formal leaders at the top the organizational chart (Copland, 2003).   

Principals who have been successful in promoting shared leadership perform key 

functions that protect the vision of the school, and in some cases, act as buffers between 

the district and the school.  The role of the principal might change in distributive 

leadership function, but remains crucially important in school reform. Where shared 

leadership has taken hold, principals appear to exert less role-based authority.  The key to 

understanding the distribution and shared leadership is built through a shared inquiry into 

improving student learning, providing a policy direction for moving beyond narrow role 

based strategies that have defined school leadership for decades (Copland, 2003).   

This research also presents some challenges by recognizing that structural change 

by itself is not enough to broaden leadership and those structures require people to carry 

out the work.  Complex challenges associated with school reform need additional 

research opportunities that seek a new look across all roles within school systems to 

determine future action.   
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Case study.  Another article presented an exploratory case study of I. King 

Jordan.  The study highlighted transformational leadership and the need for additional 

research as a tool for change.  The purpose of the study aimed to identify a parallel 

between Jordan’s self-reported perception of leadership and research-based leadership 

theories.  The researchers predicted that the self-reported leadership style that emerged 

would parallel the characteristics associated with a transformational leader (Kamm-

Larew, Stanford, Greene, Heacox, Hodge, 2008).     

The study provided an overview of leadership theory, including transformational 

leadership and path-goal leadership.  Several sources were cited in the article depicting 

the concept of transformational leadership and path-goal leadership.  Transformational 

leaders are known for changing things in a big way, by communicating to followers a 

special vision of the future, tapping into followers’ higher ideals and motives.  They seek 

to alter existing structure and influence people to buy into a new vision and new 

possibilities.  Transformational leadership is about change.  It describes a process of 

positive influence that changes and transforms individuals, organizations, and 

communities.  Transformational leaders generate excitement and energy by focusing on 

the future.  The path-goal leadership model is used to select the leadership style 

(directive, supportive, participative, or achievement-oriented) appropriate to the situation 

to maximize both performance and job satisfaction (Lussier & Achua, 2007).  The leader 

is responsible for increasing followers’ motivation to attain personal and organizational 

goals.  The leader works with followers to help them identify and learn behaviors that 

will lead to successful task accomplishments and organizational rewards.  After the 

interview, these two leadership roles emerged. 

 The interview tool was a 14-item questionnaire based on common qualities and 

characteristics found in the literature which included empathy, interdependence, 
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emotional intelligence, self-awareness, strong relationships, creating meaning, shared 

vision, shared decision making, empowerment, use of language, and dedication to 

follower (Kamm-Larew, Stanford, Greene, Heacox, Hodge, 2008).  The interview was 

audio-taped and videotaped to facilitate transcription.  Jordan also reviewed the 

transcripts for accuracy prior to analysis.  Analysis of the results is credible to the 

participants and readers for a variety of reasons.  The interview clearly showed a 

connection to transformational leadership.  Common themes in transformational 

leadership outweighed other styles of leadership evident in the interview.  The design of 

the template of transformational leadership against the leadership style of I. King Jordan 

is apparent.  Jordan emerged as a truly transformational leader who acted as a change 

agent and mobilized and inspired the community (Kamm-Larew, Stanford, Greene, 

Heacox, Hodge, 2008). 

The study did not include a 360-degree assessment that would have provided 

impressions from Jordan’s peers, coworkers, and followers both on and off the Gallaudet 

University campus.  The study solely relied on the self-reported perceptions of leadership 

provided during the interview with Jordan in conjunction with characteristics identified in 

the literature, an exploratory study.  To build a holistic understanding of leadership 

within the deaf community, further research must include not only Jordan’s perspective 

but that of his peers and subordinates, as well as the leadership perspectives of others, to 

illuminate the totality of Jordan’s impact on the deaf community (Kamm-Larew, 

Stanford, Greene, Heacox, Hodge, 2008).  

Movement toward Instructional Leader 

Every school has its own set of needs, and the role of an effective principal is 

based on each particular campus, available resources, and support from the 

superintendent and school board.  This can be measured by the way the leader devotes 
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him or herself to create a positive school climate (Wilmore & Thomas, 2001).  This was 

best described in the late 20th century as an instructional leader--people who knew what 

effective teaching looked like, how to evaluate it, and how to help teachers improve their 

instruction. Thus a shift began, changing the role of the principal as manager into a role 

as instructional leader. 

According to De Bevoise (1984), the major focus of the principal’s activity 

should be two-fold: development of the instructional program and support for the 

teachers and students.  They should develop and coordinate a productive, satisfying work 

environment while improving student achievement.  The responsibility of the 

instructional leader should facilitate student learning (Playko, 1991).  Brookover (1982) 

divided the role of the principal into two categories: the instructional leader and the 

change agent.  The improvement of the instructional program and encouraging teachers 

to be risk takers by utilizing innovative techniques and strategies are two of the most 

critical functions of the principal.  If the needs of the students are not met, the principal 

must become the change agent by modifying the conditions that will meet the students’ 

needs more effectively.  An instructional leader also includes the moral and ethical issues 

of schooling (Playko, 1991).  Bennis and Nanus (1985) noted, “Managers do things right, 

but leaders do the right things” (p. 18).      

Without understanding the challenges ahead, the willingness to change, and an 

eye to encourage each student, schools fall short in preparing them in this ever changing 

and complex world.  The principal establishes a climate for excellence, puts forth a vision 

for continuous improvement in student performance, promotes excellence in teaching, 

and commits to sustained, comprehensive professional development for all staff members 

(Tirozzi, 2001).  In short, the principal is the instructional leader.  In order to understand 

what skills principals are going to be required to understand in the 21st century, a look at 
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the projected changes in the educational landscape and how those changes will affect the 

principal’s roles and vision is needed.  In the near future, several areas will need to be 

addressed: school age population, transience, buildings, aging population, virtual 

learning, testing, staff requirements, and resource allocation (Tirozzi, 2001).     

There is also a shortage of qualified candidates applying for principalship 

(Tirozzi, 2001).  The principalship has acquired increased responsibilities without the 

needed compensation to attract highly qualified persons.  Stress, time demands, and 

compensation were cited as the barriers that prevented applicants from applying.  The 

professional development, training, and support are not adequate or up to the task of 

producing capable principals.  Universities need to provide more rigorous coursework 

and intensive internships (Tirozzi, 2001).   

The role must change from a focus on management and administration to a focus 

on leadership and vision (Tirozzi, 2001).  Mechanical changes such as bus routes and 

cafeteria duty accomplishes little, if any, transformation.  The principal ultimately bears 

the responsibility for a school’s success as student achievement is demanded and 

expected from parents, the community, and legislative bodies (Tirozzi, 2001).  The idea 

of a whole school reform agenda includes a systemic plan that ensures continued 

interaction among all faculty members, at all levels, and disciplines.  The success of the 

principal will not be measured by the accomplishments of individual teachers or students, 

but by the achievement of a total student body.  The principal of the future will be one 

who raises academic standards, academic performances, and provides support and 

assistance to the faculty (Tirozzi, 2001).  Fullan (2001) suggests that as our society 

becomes more complex, the more sophisticated the leader must become as change is 

rapid, unpredictable, and non-linear.  The ability to change amongst this uncertainty is 

paramount, ensuring that leaders acquire the necessary knowledge and skills. 
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The role of principal continues to evolve and has progressed from manager, 

administrator, supervisor, instructional leader, and into leaders who are transformational, 

ethical, and innovative, navigating complex and multilayered work days that ensure 

student achievement and equity for all.  This change requires the principal to be radically 

different in the 21st century (Kafka, 2009).  This shift has been addressed in recent 

publications discussing school culture, instructional leadership, and moral and 

transformational leadership which continue to shape the role of the principalship 

(English, 2008; Dufour & Eaker, 2008; Marzano, Waters, & McNulty, 2005; Schmoker, 

2011; Sergiovanni, 1996). 

 

 

 

      LEADER  

           AS  

    MANAGER    

          INSTRUCTIONAL 

      LEADER  

   

     TRANSFORMATIONAL 

      LEADER  

       TRANSFORMATIONAL LEADER 

          ETHICAL LEADER       

                                ENTREPRENEURIAL LEADER   
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Theoretical Framework of the Study 

Transformational leadership is a stronger predictor of teacher beliefs and practices 

than transactional leadership (Lussier & Achua, 2007).  Transformational leadership is a 

multidimensional construct that involves three clusters: charisma, intellectual stimulation 

of members, and individual considerations (Lussier & Achua, 2007).  Transformational 

leadership enhances an organization by raising the values of members, motivating them 

to go beyond self-interest to embrace organizational goals and redefining their needs to 

align with organizational preferences.  Transformational leaders understand that in order 

to get followers to fully contribute to the transformation process, they have to empower 

them and offer support in getting things done, encourage creativity, challenge followers 

to rethink old ways of doing things and to re-examine old assumptions, foster 

collaboration, motivate, and reinforce positive behavior (Lussier & Achua, 2007).  

Effective transformational leaders see themselves as change agents who are visionaries 

with a high level of trust for their intuition.  They see themselves as risk-takers but are 

not reckless.  Transformational leaders are capable of articulating a set of core values that 

tend to guide their own behavior, possess exceptional cognitive skills, and believe in 

careful deliberation before taking action, and show sensitivity to the needs of others 

(Lussier & Achua, 2007). They are also flexible and open to learning from experience.  

From a power and a moral perspective, charismatic and transformational leaders support 

and reinforce each other.  Early research on transformational leadership conducted by 

Bass (1985) draws heavily on leadership in the military, and, more recently, research on 

transformational leadership has been explored in business, healthcare, and education, in 

numerous settings around the world (Bass & Riggio 2006). 
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Leadership can occur at all levels in an organization and by any individual within 

the organization.  James MacGregor Burns (1978) conceptualized leadership as either 

transactional or transformational.  Transactional leaders are those who lead through social 

change.  Burns (1978) states, “Such leadership occurs when one person takes the 

initiative in making contact with others for the purpose of an exchange of valued things” 

(p. 19).  Transactional leadership seeks to maintain stability within the organization with 

regular economic and social exchanges that meet specific goals for both the followers and 

leader.  This form of leadership acts to strengthen existing structures, strategies, and 

culture in an organization.  Three dimensions of transactional leadership include 

contingent reward, management by exception, and passive leadership (Lussier & Achua, 

2007). 

On the other hand, transformational leaders stimulate and inspire followers to 

both achieve extraordinary outcomes and, in the process, develop their own leadership 

capacity.  Transformational leadership typically provides a positive edge in leader 

performance beyond the effects of transactional leadership.  Recent research 

demonstrates that transformational leadership is important in every aspect and in every 

setting (Bass & Riggio, 2006).  Transformational leadership has much in common with 

charismatic leadership, but charisma is only a part of transformational leadership.   

The four components of transformational leadership include idealized influence, 

inspirational motivation, intellectual stimulation, and individualized consideration (Bass 

& Riggio, 2006).  Leaders behave in ways that followers want to emulate and serve as 

role models for the followers.  There are two aspects to idealized influence: the leader’s 

behavior and the elements that are attributed to the leader by the followers and other 
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associates (Bass & Riggio, 2006).  Transformational leaders are admired, respected, can 

be counted on to do the right thing, and exhibit high standards of ethical and moral 

conduct.  That inspirational motivation creates meaning for those who follow.  Idealized 

influence and inspirational motivation usually form a combined single factor of 

charismatic-inspirational leadership (Bass & Riggio, 2006).  Leaders behave in ways to 

challenge the followers’ work, arouse team spirit and demonstrate a commitment to the 

goals and shared visions of the organization which followers often adopt.  Intellectual 

stimulation occurs when transformational leaders espouse their followers’ efforts to be 

more innovative and creative by questioning, reframing problems, and approaching old 

situations in new ways.  Creativity is encouraged, and they are not criticized if their ideas 

differ from the leaders’ ideas.  Individualized consideration is created when leaders pay 

attention to each individual follower’s needs for achievement and growth by acting as a 

coach or mentor.  Two-way communication is encouraged, and the individual is seen as a 

whole person rather than as just an employee (Bass & Riggio, 2006).   

Transformational School Leaders 

With the premise about widespread belief that school leadership is central to 

school improvement (Leithwood & Sun, 2012), many countries have sought for the 

leadership practices that matter most.  Most models considered promising for school 

leaders can be traced to non-school context and have been welcomed, but limited to 

varying degrees of success because of the unique circumstances in school leaders’ work 

(Leithwood & Sun, 2012).  The most widely adopted and tested model is 

transformational leadership developed by Burns (1978), but that model does not predict 

the behaviors of organizational members resulting from the influence of transformational 
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leadership practices (Leithwood & Sun, 2012).  The researchers found that integrated 

transformational leadership and shared instructional leadership practices targeted directly 

at improving instruction had significant direct effects on teachers’ working relationships 

and indirect effects on student achievement.  The study showed that with shared 

leadership between teachers and principals, teachers’ working relationships were stronger 

and student achievement was higher.  Assessing the extent to which school leadership 

influences student achievement should not target which leadership model is best utilized, 

as the researchers suggested, but should target identification of more specific practices 

that have emerged from recent research using complex research designs (Leithwood & 

Sun, 2012).   

Transformational leadership is the most appropriate leadership style in 

restructuring initiatives in schools today because this style aims the innovation in 

organizations and supports teachers (Leithwood, 1992, 1994; Marks & Printy, 2003; 

Sagnak, 2010).  Educational leadership research makes two fundamental assumptions in 

regard to direct effects on improving student achievement: effects on student learning are 

mostly indirect and leadership is mostly about the exercise of influence.  Four distinct 

paths along which the influence of successful leadership practices flow in order to 

improve student learning have been identified:  rational, emotional, organizational, and 

familial (Anderson, Leithwood, Mascall, & Strauss, 2012).  In addition, House (1981) 

distinguished technical, political, and cultural perspectives in school leadership as it 

pertains to school improvement (student achievement). 
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Walking the Path(s) 

In theory, as the status of variables on the path improves through influences from 

the leaders, the students’ school and classroom experiences are enriched, thus resulting in 

greater learning.  Effective leadership is not a matter of which path to choose, rather 

leaders should be aware of the relevant variables within each of the paths they take.   

Included in the rational path are both classroom and school level variables, 

including the improvement to the extent to which teachers are providing students with 

immediate and informative feedback (Anderson, Leithwood, Mascall, & Strauss, 2012).  

The principal is the most potent factor in setting the tone for school climate, and a direct 

relationship between the visionary leadership and the culture is imperative to support 

teacher efforts, leading to the success of the instructional program (Anderson, Leithwood, 

Mascall, & Strauss, 2012; Benda, 2002).     

The rational and emotional paths are closely aligned as we know that teacher 

emotions have significant effects on teaching and learning.  Trust between teachers and 

principals is a strong predictor of achievement (Anderson, Leithwood, Mascall, & 

Strauss, 2012).  Transparency, competence, and reliability are among the qualities that 

indicate a leader is trustworthy (Anderson, Leithwood, Mascall, & Strauss, 2012; Bryk & 

Schneider, 2003; Lee & Croninger, 1994).     

The organizational path includes cultures, structures, policies and procedures.  

Beginning with the level of the individual and transforming into collective learning is 

often how practices move beyond implementation by a few people to long term practices 

institutionalized by many (Anderson, Leithwood, Mascall, & Strauss, 2012).  One way to 

influence learning is to protect and buffer teachers from the many distractions they face 
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from inside and outside the classroom by limiting those distractions, devoted to 

academically engaged time students spend on their own learning. 

The family path is a high leverage option for school leaders that include parental 

involvement, home environment, time spent watching television, and visits to the home 

by school personnel.  Parent involvement can take many forms; the most common is 

engagement with young children in learning to read (Anderson, Leithwood, Mascall, & 

Strauss, 2012). 

All paths are connected and interact with variables on the other paths; failure to 

take the interaction into account severely limits school leaders’ influence.  The need for 

alignment across paths, planning for the most likely interactions, makes the leadership 

task much more manageable.  Leaders need to think and plan their work so that the 

majority of their efforts lead to positive student achievement.  There are things other than 

teachers’ instructional practices that can improve student learning, and principals are 

typically the only people in schools in a position to stimulate improvements on the four 

paths (Anderson, Leithwood, Mascall, & Strauss, 2012).  Leithwood concludes that 

transformational leaders are in constant pursuit of three goals: helping staff members to 

develop and maintain a collaborative and professional culture; foster teacher 

development; and help teachers solve problems together more effectively (Stewart, 

2006). 

Transformational Leadership and Ethics 

It is plausible that Burns (1978) paved the way for discussion of the relationship 

between leadership and ethics, as he defined the characteristics of a transformational 

leader in moral terms (Sagnak, 2010).  The ethical aspect of transformational and 
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charismatic approaches has been discussed in previous studies (Brown, Trevino, & 

Harrison, 2005; Sagnak, 2010).  Ethical behavior is directly related to leadership in 

organizations, indicating that employees take leaders’ behavior as the model to follow in 

organizations.  If leaders have ethical conduct, employees also have ethical conduct 

(Calabrese & Roberts, 2001; Sagnak, 2010; Trevino et al., 2000).  Bass (1990) further 

advanced the notion that transformational leadership has high moral development 

increasing autonomy while increasing employee satisfaction.  The basic effect of 

transformational leaders is to change the values, beliefs, and attitudes of the followers 

(Conger, 1999; Kuhnert & Lewis, 1987; Sagnak, 2010).  Until recently, ethical aspects of 

the management were largely abandoned and managers were considered as people who 

were responsible for ensuring effectiveness.  This great concern for the relationship 

between leadership and ethics is fairly limited due to the small amount of empirical 

studies in the field (Sagnak, 2010).  Ethical climate studies carried out in organizations 

usually excluded educational settings, and only a small amount of research has been 

conducted on schools’ ethical climates.  Transformational leaders’ vision and ethical 

behaviors can be considered as a basis of transformational leadership and identified with 

by followers (Sagnak, 2010, Trevino, Brown, & Pincus, 2003). The more 

transformational leadership behaviors are realized, the stronger the ethical climate is 

(Sagnak, 2010).  Leaders play a critical role in determining the ethical climate, and have 

the greatest impact on the climate of the organization (Carlson & Perrewe, 1995; Grojean 

et al., 2004; Sagnak, 2010).  Kanungo (2001) stresses that this leadership process is 

ethical, while transactional leaders serve their self-interest.  Only recently, have those 

who research the issue of ethics have begun to consider these relationships (Sagnak, 
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2010, Schminke, Ambrose, & Neubaum, 2005).  The current research calls for 

heightened awareness of the ethical aspects of educational leadership, changing the view 

of this type of leadership (Campbell, 1999; Rucinski & Bauch, 2004; Sagnak, 2010).  

Burns’ (2003) has expanded his contention that leaders can learn to become 

transformational, and it is a moral undertaking and a response to human wants, expressed 

in human values focusing on ways that leaders emerge from being ordinary and 

becoming dynamic leaders of social change.   

Foster (1986) wrote, “Each administrative decision carries with it a restructuring 

of human life: that is why administration at its heart is the resolution of moral dilemmas” 

(p. 33).  As our society becomes more diverse, educational leaders will need to be able to 

develop, foster, and lead democratic schools.  Every administrator must be ready to bend, 

adjust, and show partiality if equity and justice are shown to those they serve (Shapiro & 

Stefkovich, 2009).  According to Dewey (1902), ethics is the science that deals with 

conduct insofar as this is considered right or wrong, good or bad.   

Four ethics.  Shapiro & Stefkovich (2009) identified four paradigms of ethics: 

justice, critique, care and profession.   

The ethic of justice focuses on the rights and law, part of the democratic tradition 

according to Delgado (1995), and “is characterized by incrementalism, faith in the legal 

system, and hope for progress” (p. 1).  Educators have a profound impact on educational 

leadership as contemporary writings on the principle of justice include works by 

Beauchamp and Childress (1984); Kohlberg (1981); and Sergiovanni (1992).  

Sergiovanni proposed that there should be a deep concern for the welfare of the school as 

a community, extending beyond the walls and into the local community, incorporating all 
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stakeholders.  Sergiovanni placed this principle at the center of his concept of school 

(Shapiro & Stefkovich, 2009).  

The ethic of critique is based on critical theory and some scholars find a tension 

between the ethic of justice and the concept democracy.  By challenging the status quo 

and proposing to redefine the concepts of power, culture, race, and gender, scholars 

analyze social class and inequities.  Classrooms are political as well as educational 

locations, and teachers should be concerned with making known the voices of those who 

are silenced, particularly students (Giroux, 1988; Shapiro & Stefkovich, 2009; Weis & 

Fine, 1993). 
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Figure 2.2 Ethical dilemmas paradigm. Adapted from “Ethical Leadership and Decision 

Making in Education,” by J.P. Shapiro & J.A. Stefkovich, 2009. Copyright 2009 by 

Routledge Taylor & Francis Group: New York. Reprinted with permission 

Educational leaders need to adapt to the diverse and changing public schools by 

engaging in self-reflection, analyzing schools, and then confronting inequities regarding 

race, class, gender, language, ability and/or sexual orientation by becoming 

transformative leaders.  Transformative leaders use their positional power to promote 

democracy, redress inequities, empower various stakeholders, including marginalized 

students.  The current demographic change and cultural tensions present opportunities for 

principals to enact transformative leadership (Cooper, 2009).  Dantley and Tillman 

(2006) clarify that such leadership is done with the intent of social justice.  This type of 
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leadership requires self-awareness, passion, courage, commitment, and risk taking 

(Cooper, 2009; Dantley & Tillman, 2006; Marshall, 2004; Marshall & Oliva, 2006; 

Pounder, et al., 2002; Shoho, Merchant, & Lugg, 2005; Theoharis, 2007).  Basic care is 

not enough in the midst of cultural change, segregation, and conflict; it is not adequate 

and promotes a color-blind and culturally-blind school that permeates social division 

(Cooper, 2006; Shields & Sayani, 2005).  Being an effective school leader means not 

viewing cultural barriers as limitations, but as unique opportunities for transformative 

practices (Cooper, 2006; Lopez et al., 2006). 

Noddings (1992) placed the ethic of care at the top of the list when she wrote, 

“The first job of the schools is to care for our children” (p. xiv).   Students are at the 

center of the educational process and need to be nurtured and encouraged.  Beck (1994) 

stressed that school leaders move from the top-down, hierarchical model for making 

moral decisions and use a leadership style that is based on relationships.  The ethic of 

care is another way for school leaders to respond to the complex moral problems facing 

them on a daily basis.   

The ethic of profession rose out of the need to provide school administrators with 

some ethics training and the Interstate School Leaders Licensure Consortium (ISLLC) set 

forth six competencies in the 1996 document, Standards for School Leaders.  

Professional ethics has been viewed in the past as a subset to the justice paradigm, 

equated with codes, rules and principles (Shapiro & Stefkovich, 2009).  It is often not 

easy to separate professional from personal codes. One cannot be completely independent 

of the other, and there is a moral imperative for the profession to serve the “best interests 

of the student”(Shapiro and Stefkovich, 2005, p. 25).  Rights, responsibility, and respect 
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are the keys to making ethical decisions that are in the student’s best interest (Shapiro & 

Stefkovich, 2009). 

Working through ethical processes should provide school leaders with options for 

dealing with complex and difficult dilemmas as our society becomes more 

demographically diverse (Shapiro & Stefkovich, 2009).   

Transformative Leadership and Entrepreneurial School Leaders 

 The increase in uncertainty, complexity, competitiveness, resources, continuous 

change in public education has made entrepreneurship a vital asset for organizational 

growth and productivity (Damanpour, 1991; Eyal & Kark, 2004; Howell & Higgins, 

1990).  Entrepreneurship requires persuading and motivating others to sustain their effort, 

generating a vision and making it reality.  This matches one of the main components of 

transformational leadership: influencing and increasing devotion among followers 

(Baron, 2002; Baron & Markman, 2000; Eyal & Kark, 2004; Vecchio, 2003).   

People act within a complex organizational framework that facilitates or even 

limits their actions (e.g. Baron, 2002; Covin & Miles, 1999; Eyal & Kark, 2004; Sharma 

& Chrisman, 1999).  Various claims have been raised in the literature regarding the 

relationship between transformational leadership and entrepreneurship (e.g. Bass, 1985; 

Bass & Avolio, 1994; Eyal & Kark, 2004; Howell & Avolio, 1993; Howell & Higgins, 

1990; Oberg, 1972; Spreitzer et al., 1999).  As the student population becomes more 

diverse, as well as rapid technological advances, legal, and societal changes in public 

schools become more complex, the uncertainties become greater and the need grows for 

schools to become more adaptive and innovative.  Drucker (1985) proposed that if 

schools cannot be entrepreneurial, they might lose their relevance and allow other 
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agencies take over the process, limiting equal access to all children.  Public schools need 

take advantage of new opportunities in the school environment and act upon them, while 

providing better schools for diverse needs of students (Eyal & Kark, 2004). 

Cohan (1999) believes that organizations remain competitive because they are 

able to support and implement change that is continuous and transformational.  As 

research continues to develop, it is estimated the rate of failure of delivering sustainable 

change at times reaches 80-90% (Cope, 2003).  Unsuccessful implementation of change 

stems from the inability of the organization to remain flexible and adaptive to dynamic 

environments (Bossidy & Charan, 2002; Drucker, 1999; Finkelstein, 2003; Gilley, Dixon, 

& Gilley, 2008).  A critical factor in enabling and driving change efforts is the leadership 

within the organization (Gilley, 2005; Gilley, Dixon, & Gilley, 2008; Gilley, Quatro, 

Hoekstra, Whittle, & Maycunich, 2001; Pfeffer, 2005).  Recent research has focused on 

how to harness change and innovation that would best yield a competitive advantage 

(Florida, 2005; Friedman, 2005; Gilley, Dixon, & Gilley, 2008; Howkins, 2001).  Kuhn 

(1970) argued that while incremental and continuous change is important for 

organizational sustainability; transformational change is the key to realizing innovation in 

an organization.  This execution of successful change is a rarity as literature abounds of 

the failed attempts and the ability to achieve transformational change (Beer & Nohria, 

2000; Cope, 2003; Gilley, Dixon, & Gilley, 2008; Senge, et al., 1999).  The ability to 

change often lies with the leaders, their lack of skill, or will, impeding successful 

implementation.  Even though leaders desire the change, few are capable of achieving it, 

namely going through the motions necessary to bring about change while hoping its 

catalyst disappears (Connor, 1992; Gilley, Dixon, & Gilley, 2008).  While creativity can 
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be described as the emergence of ideas, innovation is the implementation of those ideas 

(Gilley, Dixon, & Gilley, 2008; Zornada, 2006).  According to Birdi (2005), poor 

leadership support and inadequate work environment limit the impact of creativity in the 

terms of implementation leading to innovation.  As the systems become more complex, 

organizations need to generate new ideas, grow, renew, and respond quickly to novel 

problems or situations in the environment (Berkes, Colding, & Folke, 2000; Gilley, 

Dixon, & Gilley, 2008).  The linkage between leadership skills and abilities along with 

effectiveness at implementing changes, demonstrates that the need for innovation is clear 

(Gilley, Dixon, & Gilley, 2008).  This ability to change, no matter how small, has a 

cascading effect on an organization (Miles, 2001).  Six skill sets have been found to 

positively influence the organizational success rate: ability to coach, ability to reward, 

ability to communicate, ability to motivate, ability to involve and support others, and the 

ability to promote teamwork and collaboration (Gilley, Dixon, & Gilley, 2008).  

Emphasizing the importance of improving innovation through development of leaders at 

all levels is necessary if organizations are to thrive in the global economy.     

Critical Analysis of Key Studies 

The Ross and Gray (2006) study re-analyzed a previously reported database to 

test several models linking leadership to student achievement.  All elementary teachers in 

two Ontario districts were invited to participate.  If at least five teacher responses were 

received (N = 205 schools; 3042 teachers) the results were retained.  Data consisted of 

teacher responses to Likert items with a 6-point scale anchored by strongly disagree and 

strongly agree.  All items were taken from previous studies. 
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Ross and Gray (2006) tested a model hypothesizing that principals contribute to 

student achievement indirectly through teacher commitment and beliefs about their 

collective capacity.  Schools with higher levels of transformational leadership had higher 

collective teacher efficacy, greater teacher commitment to school mission, school 

community, and school-community partnership, and higher school achievement.  The 

results support the view that principal effects on achievement occur through leadership 

contributions to teachers’ perceptions of their capacities, collective teacher efficacy and 

teacher commitment to professional values.  The indirect effect of leadership on student 

achievement was small.   The study found no statistically significant direct effect of 

leadership on achievement, demonstrating that teacher beliefs about their capacity and 

their professional commitment mediated the impact of principals on student achievement.  

Principals who adopt a transformational leadership style are likely to have a positive 

impact on teacher beliefs about their collective capacity and on teacher commitment to 

organizational values. 

Heck (1992) presented data from a study to determine whether principal 

instructional leadership is predictive of school outcomes.  The study focused on two 

aspects of the link between principal instructional leadership and school performance.  

The sample included all public elementary and high schools in California that had 

achieved above or below their comparison band test scores for three consecutive years, as 

measured by the California Assessment Program.  The requirement that the principal and 

at least four teachers had to return the questionnaire resulted in a sample of 56 elementary 

and high schools.  Additionally, the principal and teachers had to be present in the school 

for the entire three years of the study.  This resulted in a sample of 23 elementary and 17 
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high schools.  The questionnaire was administered to the principal and a random selection 

of six teachers in the elementary and high school whose academic achievement was 

stable over the three-year period and measured 22 strategic interactions between 

principals and teachers in terms of the principal’s instructional leadership role.  Each of 

the variables was constructed as a five-point Likert type scale with responses ranging 

from never to always and took approximately 15 minutes to complete.   

A discriminant analysis was performed to determine which principal instructional 

leadership interactions would best classify low and high performing elementary and high 

schools. The results indicate that principals in low-achieving elementary schools are less 

likely (M = 3.4) to make regular classroom visitations than principals in high-achieving 

elementary schools (M = 4.2).  There was no difference between low and high achieving 

high schools, suggesting that, in general, high school principals spend less time in 

classrooms observing instruction than their elementary counterparts.  The results indicate 

the ability to predict achievement outcomes based on teachers’ and principals’ 

perceptions of the instructional leadership activities in the school.  The analysis indicates 

that three instructional leadership predictors are important in classifying the groups of 

schools; the amount of time principals spend directly observing classroom practices, 

promoting discussion about instructional issues, and emphasizing the use of test results 

for program improvement. 

Copland (2003) reported on findings from a longitudinal study of leadership in the 

context of a region-wide school renewal effort entitled the Bay Area School Reform 

Collaborative (BASRC).  A retrospective survey of principals within the BASRC 

Leadership Schools attributed positive changes in the development of teachers’ 
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leadership capacity to schools’ involvement (N=63 principals).  Teachers’ leadership 

capacity was defined by a series of measures that assessed principals’ perceptions of the 

extent to which teachers have voice in school decisions related to instructional change 

and improvement, the extent to which teachers share a consensus about the particular 

areas in need of change at the school and associated learning outcomes, as well as the 

extent to which the nature of staff discussions changed to focus on issues of teaching and 

learning.  The survey revealed that 91% of the principals agreed or strongly agreed that 

their school’s BASRC involvement was instrumental in changing teacher leadership, 

while 97% noted agreement that BASRC involvement promoted teachers’ consensus on 

needed areas for whole school change. 

Teachers in the sample (N=18) responded to survey questions about conditions of 

leadership in their school.  Teacher responses correlated significantly with responses 

made by principals to questions of teacher engagement in data analysis and in general 

examination of school performance which focused on the use of the cycle of inquiry, 

presence of school-wide vision, broad encouragement of reform work, use of data in 

making school decisions, and the responsiveness of the school as a whole to making 

change is intended to address student needs.   

This study provided evidence that BASRC has helped to develop leadership 

capacity within its funded schools and documented how this capacity is developed within 

schools.  The challenge remains that structural change is not sufficient to broaden 

leadership, that structure require people with skills to carry out the mission. 

A qualitative mini-case study done by Kamm-Larew, Stanford, Greene, Heacox, 

and Hodge, (2008) of I. King Jordan and his leadership style explored the influence of a 
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transformational leader on Gallaudet University and the Deaf community.  This study 

featured a template style semi-structured interview with Jordan regarding his perceptions 

of leadership and personal insights.  The qualitative case study examined the leadership 

style of Jordan against the template of transformational leadership.  The interview tool 

was a 14-item, semi-structured questionnaire based on common qualities and 

characteristics found in the literature.  The interview lasted 39 minutes and was 

transcribed and reviewed by Jordan.  The final stage of data collection consisted of 

developing a matrix from the literature review and prominent keywords in the 

manuscript.   

Common themes in transformational leadership strongly outweighed other styles 

evident in the interview.  His commitment to intellectual stimulation, communication of 

high expectations, emotional intelligence, and expressed confidence are all characterized 

by transformational leaders.  Path-goal leadership emerged as the secondary self-reported 

leadership style during the keyword analysis.  The two distinct styles that emerged from 

the analysis define Jordan as a more formal administrative manager, responsible for the 

daily management of the university and the other as a more informal leader wearing the 

hat of spokesperson and inspirational role model of the disability rights movement.   

Tirozzi (2001) states without the understanding of the challenges ahead, along 

with a willingness to change, and an eye to encouraging each student to excel, schools 

will fall short in preparing students for tomorrow’s complex and changing world.  The 

principal’s role must shift from a focus on management and administration to a focus on 

leadership and vision.  The principal’s fate will be determined not by the 

accomplishments of individual teachers or students, but by the achievement of a total 



Texas Tech University, Bruce Sifrit, December 2012 

 55 
 

student body.  The successful school principal of the future will be the individual who 

raises academic standards, improves academic achievement for all students, and provides 

support and assistance to the faculty.   

Bono and Judge (2003) utilized the Multifactor Leadership Questionnaire 

developed by Bass and Avolio.  The purpose was to gain a better understanding of the 

reasons why followers of transformational leaders’ exhibit increased motivation, job 

satisfaction, organizational commitment, and job performance.  The two studies used the 

self-concordance model, which refers to the extent to which activities such as job-related 

tasks or goals express individuals’ authentic interests and values.  It is the theory of self-

regulation, for acting range on a continuum from complete control by reward or 

punishment to full integration and internalization.  In the first study, participants were 

247 individuals holding supervisory roles and 954 individuals who reported directly to 

them.  Data was collected over the internet.  Follower satisfaction was measured with a 5-

point scale ranging from strongly disagree to strongly agree.   

The four dimensions of transformational leadership were highly interrelated in the 

data with an average correlation coefficient (r) of .77 before aggregation.  

Transformational leadership is positively associated with both follower job attitudes and 

job performance.  The association between transformational leadership and self-

concordance is positive and significant, though not large (r = .13).  Autonomous 

motivation appeared to be related to transformational leadership (r = .21).  To examine 

the relationships more closely, a follow-up laboratory experiment was conducted with 

two goals: provide causality between transformational leadership and self-concordance 

and to assess the effects of self-concordance on performance in a more controlled setting. 
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Participants were 162 undergraduate management students at a public university.  

Two leader scripts were developed, transformational and non-transformational and 

modeled by one actor wearing the same clothing in the same physical setting.  A 

significant difference (t = 7.2, p < .01) confirmed that perceptions of transformational 

leadership were significantly higher among the participants in the transformational 

condition.  In both of the studies, a small positive relationship between transformational 

leadership and follower self-concordance were found.  Consistent with the self-concept-

based theory, followers of transformational leaders do report greater self-concept 

engagement in their work.   

Leithwood and Sun (2012) used meta-analytic review techniques to synthesize the 

results of 79 unpublished studies about transformational school leadership and its impact 

on school organizations.  Their research associated 11 specific leadership practices used 

by transformational school leaders.  Transformational school leadership has small but 

significant positive effects on school achievement.  The primary evidence for the review 

were unpublished theses and dissertations which included quantitative data, investigated 

the relationship between transformational leadership and at least one variable, and used at 

least one type of statistical analysis that included correlation, regression, ANOVA and t 

test.  The 11 practices were grouped into four categories or dimensions after a conception 

of transformational school leadership originally proposed.   

The findings suggest that each transformational school leadership practice adds to 

the status of consequential school conditions.  Each condition is complex and 

improvement requires leaders to enact a wide range of practices, and a narrow set of 

leadership practices seems unlikely to work.  Results also included a significant but small 
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effect of transformational school leadership on student achievement (weighted mean r = 

.09).  The results support general claims about significant school leader contributions to 

student learning.  The growing interest in which approaches or models of leadership in 

particular make the greatest contribution to student learning is an ongoing debate. 

Eyal and Kark (2004) aimed to study the relationship between different leadership 

styles alternative entrepreneurial strategies in the public school system.  Entrepreneurship 

requires persuading and motivating others to sustain their effort, generating a vision and 

turning it to reality and transformational leadership as one of the main processes in 

influencing others and increasing their devotion, loyalty, excitement, and enthusiasm.  

The study was based on a stratified random sample of 140 Israeli elementary schools 

located in three districts.  Response rate was 81%.  In each school, ten teachers were 

chosen randomly to participate in the study.  Items from the Public School 

Entrepreneurial Inventory (PSEI) were used to measure the two dimensions of 

entrepreneurship- proactivity and innovativeness.  A Likert 7-point scale was and 

subjects were asked to indicate the degree to which each item described the situation in 

their school.  Four items measured proactivity and ten measured innovativeness.  Items 

from the short version of Bass and Avolio’s Multifactor Leadership Questionnaire were 

used to measure the different leadership styles on a 5-point Likert scale.  To measure 

transformational leadership they used 16 items pertaining to the four components of 

transformational leadership; individualized consideration, intellectual stimulation, 

inspirational motivation, and idealized influence. 

An ANOVA indicated that individual perceptions of all variables clustered 

significantly by group (p < .001).  Transformational leadership was found to have a 
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significant positive correlation with principal proactivity (β = 0.50; p ≤.001) and 

organizational innovativeness (β = 0.43; p ≤.001).  In a chi-square test examining the 

relationship between leaders’ transformational style and entrepreneurial distribution was 

found to be statistically significant, indicating transformational leaders take more liberties 

to initiate new projects that were previously not pursued in the school, in association with 

an inclination to implement innovations which might lead to second-degree changes in 

school.  The results support the notion that leadership and management should be viewed 

as distinct processes.   

Sagnak (2010) investigated the relationship between transformational school 

leadership and ethical climate and whether transformational school leadership was a 

predictor of ethical climate.  The participants were 764 teachers in 50 elementary schools 

in Nigde.  Two instruments were used in the study.  The Principal Leadership Style 

Inventory developed by Leithwood and Jantzi (1991) was used to determining principals’ 

transformational leadership style and the Ethical Climate Questionnaire developed by 

Victor and Cullen (1988) was used to determine the ethical climate. The leadership style 

inventory instrument contained 40 items using a five-point Likert type scale from 

strongly disagree to strongly agree.  The ethical climate questionnaire consisted of 26 

items using a six-point Likert scale from completely false to completely true. 

There was a significant positive relationship between caring and providing vision 

or inspiration, models behavior, fostering group goals, providing support, providing 

intellectual stimulation, holding high performance expectations (p<.01).  

Transformational leadership was a significant predict of ethical climate and 

approximately 40% of the total variance.  It may be stated that elementary school 
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principals mostly exhibit transformational leadership style. The results are consistent with 

the opinion that transformational leadership goes beyond the self-interest and focuses on 

the good of the organization and that of the community.  The more transformational 

leadership behaviors are realized, the stronger the ethical climate is. 

In summary, the research on transformational leadership has only recently 

become the subject of empirical examinations in schools. A theme from this literature 

review indicates the need for additional research on the effects of transformational 

leadership in public schools.  There are major gaps in the literature dealing with 

transformational school leaders and student achievement.  Continued research is needed 

to advance the educational leadership that fosters an environment of continuous learning. 

There is a lack of research being conducted as to the effect that school leaders have on 

student achievement, and the complexity of identifying the variables that promote 

positive student achievement.     

Conclusion 

 Studies on ethical aspect of the leadership have been discussed in the context of 

transformational and charismatic leadership approaches; those approaches proposed by 

Burns (1978) in particular led the way for discussion of the relationship between 

leadership and ethics.  Bass (1985) has further advanced transformational and 

transactional leadership approaches, with transformational leadership having high moral 

development.  A leader’s moral principles and integrity add legitimacy to vision, which 

the leader can be identified with. Previous researches in transformational leadership have 

generally tried out to find its effect on employee attitude, efforts, and performance.  
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Educational leaders have a critical role in determining an ethical climate, and empirical 

studies in these fields are fairly limited (Sagnak, 2010).  

School leadership is synonymous with the principal and for the most part, 

research has focused on the principal as the source of power and leadership.  Research 

has largely ignored other sources of leadership within the school such as assistant 

principals, lead teachers, and counselors (Stewart, 2006).  A conflict exists between the 

leader and being the educational expert in the building, suggesting that some principals 

have less expertise than the teachers they supervise (Hallinger, 2003; Stewart, 2006).  

While some leaders are so engrossed in the daily administrative tasks that they rarely 

have time to lead others in teaching and learning.  As practical approaches to leadership 

change, it is important that leaders support their theories with empirical evidence that 

supports student achievement (Stewart, 2006).       

Transformational leaders in public schools can be effective in increasing teacher 

and student performance with a shared vision, empowerment, and creating buy in to the 

organization to achieve the goals set forth by the leader.  There are four components of 

transformational leadership: idealized influence, inspirational motivation, intellectual 

stimulation, and individualized consideration (Bass, 1985). 

It is important to continue to research transformational leadership and the effects 

on followers to fully understand the process and its meaning.  Although many leadership 

styles can be categorized as being important to the success of schools, it is difficult to say 

that only one style is better than another.  The purpose of this literature review was to 

provide a background for further research, and to provide a foundation to this mixed 

methods dissertation.  Leadership is dependent upon the situation and the context. 
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CHAPTER III 

METHODS 

Introduction 

This chapter highlights the research methods and procedures used in the study.  It 

explains the rationale, research design, rationale for research design, and research 

questions.  Information about the participants, instrument development, and how the data 

was collected and analyzed is also provided.  Further research is needed in the area of 

educational leadership and transformational leadership theory that combines quantitative 

and qualitative data.   

Mixed methods research is an approach to inquiry that combines both quantitative 

and qualitative approaches in tandem so that the overall strength of a study is greater than 

either qualitative or quantitative research (Creswell, 2009).  Many mixed methods studies 

use case studies as the qualitative component of the design (Teddlie & Tashakkori, 2009).  

Mixed methods are used in situations where neither quantitative nor qualitative methods 

alone would be sufficient to answer the research questions (Teddlie & Tashakkori, 2009).  

As research methodology continues to evolve and develop, mixed methods is a step 

forward, utilizing the strengths of both quantitative and qualitative research methods.  

The recent growth of mixed methods research expressed in books, journals, and articles 

lends an opportunity to broaden understanding by incorporating both qualitative and 

quantitative research thus far involving transformational leadership.  This combined 

approach provides an expanded understanding of research problems (Creswell, 2009).  

These mixed method processes are necessary to move the current theory of 

transformational leadership into new territories.  Qualitative measures along with 
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quantitative data are needed to substantiate the claim that transformational leadership can 

produce the results people are looking for in public schools and raise the expectations of 

both the leader and follower in a manner that motivates both to higher levels of 

commitment and performance.  Past studies mainly focused on one methodology, either 

quantitative or qualitative (Creswell, 2009).  A mixed method approach will help fill a 

void in transformational leadership theory by combining methods to gain a better 

understanding that leads to positive organizational outcomes and goals.   

In June, 2011, the Institutional Review Board (IRB) at Texas Tech University 

(TTU) (Appendix A), and the school district (Appendix B) granted permission for the 

study to begin.  Qualitative data was collected during the summer of 2011.  The 

interviews were completed during the spring of 2012.   

Research Questions 

This study focused on three research questions: 

1)  What is the relationship between the independent variables of gender, years of 

experience, ethical training, entrepreneurial training, and dependent variable of 

transformational leadership identified through self-reported scores on an 

instrument that measured transformational leadership? 

2)  In what ways do principals who identify themselves as transformational 

leaders’ exhibit intrinsic motivation to be transformational leaders? 

3)  In what ways does the qualitative data help explain the results from the initial 

quantitative phase of the study? 
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Research Design 

Despite its popularity and straightforwardness, mixed methods research studies 

are not easy to implement (Creswell, 2009).  Researchers who choose to conduct a mixed 

method sequential explanatory study have to consider certain methodological issues such 

as priority or weight given to the quantitative and qualitative data collection and analysis 

in the study, the sequence of the data collection and analysis, and the stage in the research 

process at which they are connected and the results are integrated need to be considered 

when conducting this type of design (Creswell, 2009).   

The mixed methods sequential explanatory design consists of two distinct phases: 

quantitative followed by qualitative.  In this design, a researcher first collects and 

analyzes the quantitative data.  The qualitative data are collected and analyzed second in 

the sequence and help explain, or elaborate on the quantitative results obtained in the first 

phase.  Quantitative research facilitates qualitative research.  This means quantitative 

research helps with the choice of subjects for a qualitative investigation (Punch, 1998).  

The rationale for this approach is that the quantitative data and subsequent analysis 

provides a general understanding of the research questions.   

The second, qualitative phase builds on the first, quantitative phase, and the two 

phases are connected in the intermediate stage in the study.  The rationale for this 

approach is that the quantitative data and their subsequent analysis provide a general 

understanding, and their analyses refine and explain those statistical results by exploring 

participants’ views in more depth (Creswell, Ivankova, & Stick, 2005).  This study 

employed a sequential explanatory mixed method design (Creswell, 2009), collecting and 

analyzing quantitative and then qualitative data in two consecutive phases within one 
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study.  The qualitative data and analysis will refine and explain the statistical results by 

exploring the participants’ views in more depth (Creswell, Ivankova, & Stick, 2005).  It 

was an advantage to the study to explore the quantitative results in more detail. 

Present study.  This study employed a sequential explanatory mixed method 

design.  One of the most common mixed methods research combinations in the literature 

is close-ended questionnaires and qualitative interviews (Teddlie & Tashakkori, 2009).  

This combination allows for the strength of each strategy to be combined in 

complementary manner with the strengths of the other (Teddlie & Tashakkori, 2009).  

This interpretive lens allowed the researcher to answer the research questions.  The 

research design for this study consisted of distributing a survey measuring 

transactional/transformational leadership to 113 participants attending a leadership 

institute in a West Texas school district.  The researcher collected 44 responses and used 

the responses to determine the highest self-reported scores for transformational 

leadership.  The researcher then chose six purposefully selected individuals whose self-

reported score was high in transformative leadership for the qualitative phase.  Interviews 

with the participants further explored the transformational leadership questions in the 

survey.  The rich, thick data was coded for themes, and five themes emerged.  Further 

statistical analysis of the survey results was done to see if there was correlation between 

the four independent variables and the dependent variable of self-reported 

transformational leadership scores.  The qualitative and quantitative results were then 

integrated.  Obtaining quantitative results from a survey given to 113 participants 

attending a leadership institute in a West Texas school district and then following up with 

six purposefully selected individuals to explore those results in more depth through a 
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qualitative open-ended interview gave the researcher a better understanding of 

transformational leadership.  A visual diagram (Figure 3.1) can be found at the end of the 

chapter. 

Quantitative Phase 

The quantitative phase for this study consisted of two interactions with the 

quantitative data.  During the first phase, results from a survey (n = 44) given to 113 

participants attending a leadership institute in a West Texas school district allowed for 

identification and participant selection of two highest self-scoring secondary principals, 

two highest self-scoring middle school principals, and two highest self-scoring female 

principals.  At this point, no statistical analysis was done other than to determine scores 

on the survey for identification of participants.  These six participants were interviewed 

in the qualitative portion.  The quantitative data was than analyzed using SPSS.  The 

following research question guided this second portion of the quantitative phase of the 

study:  What is the relationship between the independent variables of gender, years of 

experience, ethical training, and entrepreneurial training, and the dependent variable of 

transformational leadership identified through self-reported scores on an instrument that 

measured transformational leadership? 

Rationale for inclusion of variables. A greater acceptance of female 

transformational leader behaviors exists in the research allowing more female leaders to 

display this type of leadership style.  This type of leadership has increased in educational 

settings and decreased in business settings (Bass & Riggio, 2006).  Prior studies reveal 

that the more experienced, but not as highly intelligent leaders are more effective than 

highly intelligent, but inexperienced leaders and promote creativity (Bass & Riggio, 
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2006).  The additional variables of ethics training and entrepreneurial training were 

included because the research on transformational leadership includes components 

entrepreneurship and ethics (Bass & Riggio, 2006). 

Purpose 

As the purpose of this quantitative portion was to assess self-reported scores of 

transformational leadership and the relationship between the independent variables of 

gender, years of experience, ethical training, and entrepreneurial training, and the 

dependent variable of transformational leadership identified through self-reported scores 

on an instrument that measured transformational leadership, the appropriate instrument 

was distributed to gain data from which statistical analysis could be performed to answer 

the research question.  The research question was answered through descriptive statistics, 

Analysis of Variance (ANOVA), t-tests, and multiple regression.  This statistical analysis 

also provided data to link the phases of this mixed methods study.     

Instrument.  The instrument used in the quantitative phase of the study was Are 

You More of a Transactional or Transformational Leader?,  a self-assessment measure 

designed to determine whether the participant is more likely to exhibit transactional and 

transformational leadership behaviors during a typical day.  It was developed by Lussier 

and Achua (2007) and has been included in thousands of textbooks as a reference so that 

students enrolled in business and educational leadership classes can rate themselves to 

determine if their actions are more of transactional or transformational leadership styles.  

Validity and reliability of the instrument have been established through constant use in a 

variety of textbooks and research according to Lussier in a phone conversation in June, 

2011, to determine validity and reliability of the instrument.  Permission has been granted 
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from Cengage Learning, Inc. to reproduce the questionnaire.  This instrument is found in 

the appendix. 

The questionnaire consisted of 10 questions.  The self-reporting survey utilized a 

five point Likert scale ranging from 1 to 5; with 1 as being “disagree” to 5 as being 

“agree.”  The higher the participant scored, ranging from 0-50, the more the participant 

exhibited transformational leader qualities in a typical work day.  The questionnaire also 

contained information about the participant, such as gender, age, position, total years in 

the profession, teaching experience, administrator experience, and years in their current 

position.  Additionally, three statements were also rated on a Likert scale as to the 

respondents training in the areas of ethics, entrepreneurial and youth leadership 

opportunities.   

The self-assessment instrument consisted of questions that the participant 

completed during the leadership institute and contained some of the following sample 

items:  

I enjoy change and see myself as a change agent.   

I am better at inspiring employees toward a new future than motivating 

them to perform their current job.   

I have/had a vision of how an organization can change for the better.   

Although the higher the participant scored the more the participant exhibited 

transformational leader qualities in a typical work day, transformational leaders also 

perform transactional behaviors.  It is also generally easier to be transformational at 

higher levels of management than at lower levels (Lussier & Achua, 2007). 
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Participants and Sampling 

Participants. The quantitative research questionnaire (survey) was administered 

to 113 principals and assistant principals at the annual leadership institute of a West 

Texas school district.  Forty-four participants (39% response rate) completed the self-

assessment questionnaire by Lussier and Achua (2007), which measured transactional 

and transformational leadership behaviors.  Each participant received the questionnaire at 

the sign-in table.   

Of the 44 participants, 21 were principals and 23 were assistant principals.  

Fourteen provided contact information, and it was from those 14 that the participants for 

the qualitative portion were selected. This sample size is large enough to identify six 

purposefully selected participants to be interviewed using an in-depth, semi-structured 

interview.  Purposive samples are typically small, and depend on the expert judgment of 

the researcher (Teddlie & Tashakkori, 2009).     

Data Collection Procedures 

Completed survey instruments were returned to the researcher during the 3-day 

period of the institute.  The researcher scored the instruments and the returned 

instruments were re-scored by an independent source to ensure correct scoring.  The 

scoring results were kept confidential and will be destroyed a year after the study is 

completed.   

Data Analysis 

In the two-pronged quantitative phase, the surveys that were voluntary submitted 

(44) and included optional contact information (14) were collected and scored by the 

researcher at the end of the seminar, double checked, and re-scored by an independent 
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source, verifying the score as to transformational leadership characteristics.  Other data 

collected on gender, years of experience, ethical training, and entrepreneurial training 

were analyzed after the qualitative data was collected and themes emerged.  The 

researcher used multiple regression analysis and a t-test.  An ANOVA was run during a 

discussion of research results with a respected researcher on the TTU staff.   

Qualitative Phase 

Purpose 

 In this study, it was decided from the beginning to give priority the qualitative 

data collection and analysis despite its being the second phase of the research process.  

The decision was influenced by the purpose of the study to gain insight into why 

transformational leaders are effective and identify the factors that determine this 

influence, focusing on intrinsic motivation.  The following research question was used in 

this portion of the study:  In what ways do principals who identify themselves as 

transformational leaders’ exhibit intrinsic motivation to be transformational leaders? 

Research Design 

 The research design chosen to navigate this communication pathway was the 

semi-structured interview.  A relatively small sample was chosen with six principals who 

had high self-reported scores on transformational leadership who gave their contact 

information for a follow-up interview.   

The structure of the methodology is similar to what Glesne termed as a collective 

case study (2011).  When several cases are researched, it becomes a “collective case 

study”, and allows investigation of “a phenomenon, population, or general condition” 

which in this study is leadership ethics by way of virtue theory (Glesne, 2011, p. 22).  
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From the data transcribed from interviews, the data analysis included constant case 

comparisons utilizing analysis through grounded theory approach that found similarities 

within the data.  An advantage of choosing a qualitative study is that many who read this 

study may be university professors, administrators, or even behavioral researchers 

desiring to initiate a change in leadership roles and/or teach better leadership strategies.  

The results obtained from the interviews should provide background information to help 

understand the relationship between the principal and those they lead by virtue of 

relationship.  The qualitative portion of this study will also provide insight concerning the 

perceptions of success based on the fruits of the relationship between the followers and 

the principal.  However, a disadvantage to the qualitative study is the specificity of the 

information obtained.  While this sounds remarkable to the readers who have an avid 

interest in the study, not all qualitative studies are able to be generalized or transferred to 

a broad range of subjects (Glesne, 2011).  Glesne continues to state that quantitative 

research can be generalized, predicted and causal explanations obtained, but qualitative 

research is based on contextualization, understanding and interpretation of the data 

(2011).  The combination in a mixed methods study allows for the strengths of both 

methodologies to stabilize the deficiencies.   

Rationale for Research Design 

 Within qualitative research, sampling techniques are more flexible than 

quantitative research due to the information gathered rather than the numerical output 

(Gall et al., 2007).  The semi-structured interview method was used with six principals.  

In Yin’s replication logic used by Gall et al., Yin “recommends selecting additional cases 
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for the sample in order to provide replications” (2007, p. 186).  Each case that replicates 

findings from the previous case substantiates the overall findings of the study.   

  Qualitative research methods and traditions have developed over long periods of 

time, but are becoming increasingly popular among the social sciences as a way of 

studying human emotion.  This study used the collective case study method rather than 

the traditional approaches such as cognitive psychology, phenomenology or life history 

research (Gall et al., 2007).  Gall et al. states that case study research is “currently the 

most widely used approach to qualitative inquiry in education” (Gall et al., 2007, p. 445).  

This study used collective case studies, more than one case, to compare while seeking to 

understand how the participants exemplified transformational leadership, and intrinsic 

motivation.   

Participants and Sampling 

Every summer for the past two years, this West Texas school district has held an 

annual summer leadership institute for recognized leaders within the district.  The 

leadership institute participants include teachers, counselors, lead teachers, principals, 

and central office administrators, as well as invited university professors, graduate 

students and presenters.  Over 500 people attend the institute, listening to guest speakers 

on various topics dealing with leadership, motivation, and engagement.  Participants who 

attend the three day institute are invited to participate in seven break-out sessions that 

cover a wide range of interests including leadership styles, engagement of students, 

value-added research, brain research, research in special education, personal success and 

university research.  Individual school leadership teams also have time for meeting, 

establishing and setting goals for the upcoming school year.  Invited speakers provide 
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messages throughout the institute, opening and closing the institute; they include people 

from within the district in leadership roles, national speakers, and school board members.  

Various student groups from the district also provide entertainment, showcasing the fine 

arts program.  The event is held at a large conference center that can accommodate the 

number of participants. 

In the second qualitative phase, open-ended interviews were conducted from six 

respondents (participant selection) of the 44 who scored high on the self-reported 

leadership style administered during the leadership institute, using the purposive 

sequential sampling technique.  Sequential sampling is used when the goal of the research 

project is the generation of themes (Teddlie & Tashakkori, 2009).   

In order to obtain a true mixture of participants within the school district, the 

following were selected:  the two highest self-reported scores at the secondary level, the 

two highest reported scores from middle school principals, and the two highest reported 

female scores, one from elementary and one from secondary.  A purposive sampling 

technique was utilized during this phase, selecting participants based on specific purposes 

associated with answering the research questions. 

Data Collection Procedures 

For this phase, the purposefully selected participants were interviewed using an 

in-depth, semi-structured interview that was recorded.   The interview questions further 

explored the 10-item quantitative survey and the questions that were asked on it.  The 

reasoning was that further exploration of those 10 areas would add thick, rich description 

to the study. Each recorded interview was transcribed verbatim.  It is recommended that 
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the researcher record information from the interviews by making hand-written notes and 

audiotaping, in the event that the recording equipment fails (Creswell, 2009).   

The interviews took place individually and privately in an office of their 

choosing.  Each interview was scheduled to last an hour and was recorded.  An interview 

protocol was used and included the following components as recommended by Creswell 

(2009): a heading, instructions for the interviewer, an ice-breaker question, written 

questions (15-20), space between questions to record responses, and a final thank-you 

statement to acknowledge the time the interviewee spent during the interview. 

Data Analysis 

The goal of the qualitative phase was to explore and interpret the statistical results 

obtained, in the first, quantitative phase.  To enhance the depth of the qualitative analysis, 

a multiple case study design, with a thematic analysis on two levels, individual cases and 

across cases, the researcher compared themes and categories and used a number of cross-

case analysis techniques, including key-words for each theme across the six cases by 

reading, re-reading and color coding by hand.  Each interview was transcribed and coded 

based on the four components of transformational leadership: idealized influence, 

inspirational motivation, intellectual stimulation and individual considerations (Bass, 

1985).  Other themes may emerge, adding to the knowledge base of transformational 

leadership theory. Transcripts were reviewed to check for completeness and to make sure 

the information was in the correct context.  Copies were sent to all interviewees to 

expand, delete, or to clarify any information not in the original interview.  The qualitative 

strategy for analyzing the narrative data employed a thematic analysis and was hand done 

by the researcher linking their responses to the theoretical framework of transformational 



Texas Tech University, Bruce Sifrit, December 2012 

 74 
 

leadership theory.  For this study, the four major components of transformational 

leadership were identified and color coded linking the data analysis to the research 

questions.  The researcher looked for similarities and differences among the principals 

the interviewed.  After the research was transcribed, peer reviewed, coded, and placed in 

the appropriate components of transformational leadership, conclusions were drawn from 

the six interviews.   

Inference Process  

The process of making inferences about a particular study consisted of the 

researcher making sense out of the results of the data analysis. An important step 

according to Teddlie & Tashakkori (2009) is that the results are incorporated into a 

coherent framework that provides an effective answer to the research questions.  

Inferences are also known as conclusions that were made on the foundation of collected 

data in this research study (Creswell, 2009).  The inference process consists of a journey 

from the ideas to data results in an effort to connect the dots. Inferences create an 

understanding on the basis of all results, developing new understandings, explanations, 

and relationships (Teddlie & Tashakkori, 2009).   

Quantitative Phase 

Validity.  The instrument has been validated numerous times as the past use of 

the instrument.  It was developed by Lussier and Achua and has been included in 

thousands of textbooks as a reference that students enrolled in business and educational 

leadership classes and can  rate themselves to determine if their actions are more of 

transactional or transformational  leadership styles.  Creswell (2009) describes efforts by 

authors to establish validity- whether one can be draw meaningful and useful inferences 
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from scores on the instrument.  Does the instrument measure the content they were 

intended to measure?  Data quality in mixed method research is determined by the 

separate standards of quality; if the data is valid and credible, then the mixed study will 

high overall data quality (Teddlie & Tashakkori, 2009).   

Reliability.  Evidence over time and the methods used to test reliability with 

consistency defines reliability (Creswell, 2009).  Measurement reliability is the degree of 

a measurement consistently and accurately represents the true magnitude of the 

instrument and should be repeatable over time (Teddlie & Tashakkori, 2009).  Internal 

consistency was exercised during the quantitative phase of the study during the 

administration of the survey, as well as the scoring of the questionnaire.  The scores were 

double checked to ensure accuracy.   The questionnaires were secured in a locked file 

cabinet, accessible only to the researcher.  Great care was taken to ensure reliability of 

the findings during all phases of the study in both the quantitative and qualitative portions 

of the study.  Testing and re-testing of the scores were also done.  

Qualitative Phase 

Trustworthiness.  There are ways to insure trustworthiness or research validity in 

research including prolonged engagement and persistent observation, triangulation, peer 

review and debriefing, negative case analysis, clarification of researcher bias 

(subjectivity), member checking, rich, thick description, and external audit (Creswell, 

2009).  Trustworthiness is likely to increase with time and the establishment of a trusting 

relationship with the participant in qualitative cases. 

Transferability.  Transferability will vary to a certain degree as no two settings 

are completely the same, but the findings of qualitative work are generally thought to 
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transfer to other settings, organizations, and people (Teddlie & Tashakkori, 2009).  The 

use of thick description helps maximize the transferability of the findings and inferences 

(Teddlie & Tashakkori, 2009).  Recommendations from this study may be applicable to 

other school districts of similar size given the thick descriptions of the qualitative portion.   

Triangulation 

The concept of triangulation is based on the assumption that any bias inherent in 

particular data sources, investigator, and method would be neutralized when used in 

conjunction with other data sources, investigators, and methods (Creswell, 2009).  In 

order to increase the trustworthiness of the findings, the researcher employed member 

checking and peer-debriefing, asking participants to check for accuracy among themes, 

interpretations and conclusions.  Trustworthiness can be provided if the same themes, 

interpretations and conclusions are collaborated.  Peer-debriefing is an on-going process 

during the research study and can prove useful in determining designs, research 

questions, and inferences to data analysis.  A combined method study is one in which the 

researcher uses multiple methods of data collection and analysis.  Triangulation and 

corroboration involve checking propositions either with other members, or, more often, 

with other methodological tools and measures.  Independent observer analysis involves 

asking whether another independent observer would have seen or heard the same things, 

events or persons as the first observer did and whether, having done so, he would have 

made conceptual discoveries that logically validated the researcher’s own conclusions.  

Triangulation forces the observer to combine multiple data sources, research methods, 

and theoretical schemes in the inspection and analysis of the participant.  If a proposition 
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can be confirmed by two or more measurement processes, the uncertainty of its 

interpretation is greatly reduced. 

Data gathering techniques involving triangulation include interviewing, 

participant observation, and document collection (Creswell, 2009).  Triangulation in this 

study was achieved by combining the two distinct phases.  The first, quantitative phase of 

the study focused on revealing which administrators are more likely to be transactional or 

transformational during a normal school day.  This phase and subsequent data collection 

was limited to one source, a self-reported survey, and the data analysis employed one 

statistical analysis, the self-reported score.   Other data collected on gender, years of 

experience, ethical training, and entrepreneurial training was analyzed after the 

qualitative phase.  In the second, qualitative phase, an open-ended interview was 

conducted from six respondents who scored high on the self-reported leadership style 

administered during the leadership institute.  For this phase, the purposefully participants 

were interviewed using an in-depth semi-structured interview that was recorded. 

Summary 

This two-phase sequential study employed a questionnaire and subsequent 

interview of the purposefully selected participants in a West Texas school district, 

focusing on transformational leadership.  The quantitative phase, questionnaire (survey) 

was administered to participants at the annual leadership institute in a suburban school 

district, completing a self-assessment questionnaire measuring transactional and 

transformational leadership behaviors.  The information in this phase was explored 

further in a second qualitative phase.  In the second phase, qualitative interviews were 

used to probe significant results with six purposefully selected participants based on 
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scores obtained from the survey.  The interviews were used to explore the self-reported 

transformational leadership scores results in more depth through a qualitative case study 

analysis. After completing the interviews, the data was analyzed using methods that 

ensure transferability, trustworthiness, and could be used by others in subsequent 

research on transformational leadership.  In the final phase of the study the quantitative 

data was statistically analyzed and the results integrated with qualitative data. 
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Figure 3.1 

Explanatory Design: Participant Selection Model (QUAL emphasized) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 

 

CHAPTER IV 

quan data collection: Principals in a West Texas school district were given a self-reported 

questionnaire measuring transactional and transformational leadership styles, along with 

descriptive  information including; gender, age, educational position, total years’ 

experience.  Data also included information on leadership opportunities, ethical training,  

and entrepreneurial training.  

quan data analysis: The data (self-reported score) was hand scored, re-checked, and  

checked a third time by an independent source to ensure accuracy.  The self-reported  

score was the only item analyzed at that point in the study.  

     

quan results: Results were finalized determining the total scores of the principals’ 

 self-reported leadership style.   

 

QAUL participant selection: Principals and assistant principals were purposefully  

selected based on their total score of the quantitative data findings.  Six participants were 

 involved in a semi-structured interview that provided thick descriptive narratives.  They 

 included the following; the two highest scores of secondary principals, the two highest  

scores of middle school principals, and the two highest scores of females, one elementary 

 and one secondary principal.      

QUAL data collection: Six interviews were conducted face to face at an office of their 

 choosing.  The semi-structured interview questions were developed to help answer the 

 qualitative research questions.  
 

QUAL data analysis: The data from the interview was transcribed by the researcher  

and member checked by the six participants through district email. 

QUAL results: The results were coded and five themes emerged from the data. 

. 

Interpretation: The final data results were interpreted, integrated, and disclosed  

commonalities and disparities in the transformational leadership styles of the principals 

 in a West Texas school district. 
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CHAPTER IV 

FINDINGS 

Introduction 

The purpose of this chapter is to present in an organized format the results derived 

from data collection and analysis of this sequential explanatory mixed method study 

(Creswell, 2006).  The questionnaire was completed during the first phase of the study, 

the quantitative portion, in which 44 questionnaires were collected of the 113 distributed 

(39% return rate) among principals and assistant principals during a summer leadership 

institute in a West Texas school district.  In the second, qualitative phase, six 

purposefully selected participants were interviewed based on their responses to the 

questionnaire that measured transactional and transformational leadership characteristics.  

This chapter presents the data findings and analysis from the survey and the themes that 

emerged from a semi-structured interview during the qualitative phase of the study.   

In June, 2011, the Institutional Review Board (IRB) at Texas Tech University 

(TTU) (Appendix A), and the school district (Appendix B) granted permission for the 

study to begin.  Qualitative data was collected during the summer of 2011.  The 

interviews were completed during the spring of 2012.  Correspondence with the 

participants was via the district e-mail network, telephone, and the interviews were 

conducted in person at the place of their choosing. 

Quantitative Phase 

A public school district in West Texas with approximately 28,680 students, 1,932 

teachers, and 115 administrators were the source for the selection in the study.  The 
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aforementioned district data originated from the 2010-2011 Academic Excellence 

Indicator System (AEIS), an annual report from the Texas Education Agency (TEA). 

One research question constituted the framework for the data collection and 

analysis during the first, quantitative phase of this mixed method study.  The results from 

the first question encompassed supportive quantitative data.  The second and third 

questions incorporated the qualitative results to infer mixed methods results and 

implications that will be discussed in the qualitative section of this chapter.   

1) What is the relationship between the independent variables of gender, years of 

experience, ethical training, entrepreneurial training, and dependent variable of 

transformational leadership identified through self-reported scores on an 

instrument that measured transformational leadership? 

In the first, quantitative phase, participants self-reported score of transformational 

leader behaviors allowed the researcher to determine the relationship between their score 

(dependent variable) and the independent variables of gender, years of experience, ethical 

training, and entrepreneurial training.  Linking both phases together was important in 

order to better understand the leaders’ intrinsic motivations and to confirm the four 

components of transformational leadership in the follow-up qualitative interview.  The 

quantitative data was instrumental in choosing the purposefully selected participants who 

scored the highest in the self-reported questionnaires. 
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Data from the completed questionnaires in Table 4.1 displays the demographic 

descriptions of the participants from the study.   

Table 4.1  

Principal and assistant principal demographics of participants  

Gender N Percent  

Male  

Female 

Unknown 

Educational Position 

Principal 

Assistant Principal 

Total 

21  

21 

2 

 

21 

23 

44 

47.7 

47.7 

4.5 

 

47.7 

52.3 
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Table 4.2 represents the average between the two groups: interviewed participants 

(N = 6) and the non-interviewed participants (N = 38).  The average self-reported score 

and the average total years’ experience is also shown.   

Table 4.2 

Comparison of the two groups 

Group N Average Self-Score 

 

Avg. Yrs. 

Experience 

Interviewed  

Non-Interviewed 

6 

38 

41.3 

38.2 

19.3 

23.5 
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Table 4.3 represents the multiple regression analysis of the self- reported score 

(dependent variable) compared the other independent variables (ethics training, 

entrepreneurial training, leadership opportunities, total years’ experience, and gender) to 

determine significance.  

Table 4.3 

Coefficients between reported variables 

Coefficients 

Model 

Unstandardized                   

Coefficients 

Standardized   

Coefficients 

         t      Sig. B Std. Error Beta 

 Score 

 

        34.222           2.584     13.246         .000 

Ethical Training 

 

          2.008 .572 .576      3.512        .001 

Entrepreneurial 

Training 

 

           -.662 .620 -.168      -1.068        .293 

Leadership 

Opportunities 

 

.553 .597 .136        .927        .360 

Total Years’ 

Experience 

 

.007 .079 .013        .084         .934 

Female/Male          -1.220           1.121 -.158     -1.089        .284 

 a. Dependent Variable: Score 
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Figure 4.1 displays a scatterplot depicting the participants’ self-reported scores 

and their rating on the amount of ethical training that they have had based on a Likert 

scale 0-4, with four being extensive.  The correlation coefficient is a measure of strength 

between two variables: the self-reported score and the amount of ethical training.  

 

Figure 4.1  

Scatterplot depicting self- reported score and ethical training 
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Table 4.4 

Relationship between the variables 

Correlations 

 

 

 

Score 

Female/

Male Age 

Total 

Years 

Exp. Ethic Entrep Ldrp 

        

Score 

Pearson            

Correlation 

          1       

Sig. (2-tailed)        

                         N        44       

        

Female/Male 

Pearson 

Correlation 

   -.078           1      

Sig. (2-tailed)     .627       

             N       41         41      

                     

Age 

Pearson 

Correlation 

    .038     -.124        1     

Sig. (2-tailed)     .808       .447      

              N         43         40      43     

Total  Year  

Exp. 

Pearson 

Correlation 

    .119     -.019 883
**

        1    

Sig. (2-tailed)     .440      .907 .000     

N        44         41    43   44    

Ethical 

Training  

Pearson       

Correlation 

 .510
**

      .068 -.294 -.272         1   

Sig. (2-tailed)     .000      .675  .056   .074    

             N        44         41    43      44      44   

Entrepreneurial 

Training 

Pearson 

Correlation 

    .181     -.106 -.068 -.058 .444
**

 1  

Sig. (2- tailed      .240       .511  .666   .709   .003   

            N       44          41     43      44      44 4  

Leadership 

Opportunities 

Pearson 

Correlation 

    .133       .079  .181   .186   .041 .054 1 

Sig. (2-tailed)     .401       .628  .257   .239   .797 .732  

            N        42          40    41      42      42   2 2 

**. Correlation is significant at the 0.01 level (2-tailed). 
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Quantitative Findings 

After conducting descriptive statistics, and multiple regression, the questionnaires 

completed by the leaders of the district revealed a significant correlation at the 0.01 level 

between the self-reported score of transformational leadership and their level of ethical 

training.  Figure 4.1 and Tables 4.3 and 4.4 reflect the results obtained in the quantitative 

phase of the study.  As school leaders in a West Texas school district see themselves as 

more transformational, their ethical training also increased.  

 In order to better understand and to examine the role of the principal in predicting 

self-reported scores measuring transformational leadership behaviors and the predictor 

variables of  years’ experience, gender, amount of ethical training, and entrepreneurial 

training, a multiple regression analysis was conducted.  A significant model emerged (F 

(5,34) = 2.99, p < .05) with an R² of .31.  Within this model, ethical training (beta = .58, p 

< .05) made a significant contribution to the prediction of the amount of ethical training 

and the self-reported score measuring transformational leadership.   

The statistical data of the 44 participants, consisting of 21 principals and 23 

assistant principals in a West Texas school district who participated in the quantitative 

phase of the study allowed the researcher to purposefully select six respondents for a 

follow-up interview. This significance was explored more deeply in the second, 

qualitative phase of the study.  Of note, the amount of ethical training completed by the 

interviewed participants (M = 2.50) was greater by .50 of a point on the five-point Likert 

scale, compared to the non-interviewed participants (M = 2.00) adding meaning to the 

above mentioned tables.  The independent variable of entrepreneurial training was 



Texas Tech University, Bruce Sifrit, December 2012 

 88 
 

actually smaller in the interviewed participants (M = .67) as compared to the non-

interviewed participants (M = .84) on the same scale.  The leadership opportunity 

variable was also smaller in the interviewed participants (M = 2.50) compared to the non-

interviewed participants (M = 2.78).  The other variables did not show significance in this 

study.  

Qualitative Phase 

The interview and qualitative phase of this study focused on answering research 

questions two and three:  2) In what ways do principals who identify themselves as 

transformational leaders exhibit intrinsic motivation to be transformational leaders?  3) In 

what ways does the qualitative data help explain the results from the initial quantitative 

phase of the study?   

The interviews were conducted at the participants’ choice of locations.  Each 

participant was given scripted twenty open-ended questions in an attempt for the 

researchers to garner views and opinions from the participant.  Each participant signed a 

consent form of participation and had the option to terminate the interview at any time.  

The interviews were recorded and transcribed by the researcher.  Peer examinations were 

conducted after the transcription, allowing selected colleagues to comment on the 

findings.  Member checking was also performed by the researcher with the six 

participants reviewing their own transcripts for accuracy and completeness.  

Participant Selection Based on Quantitative Results   

The following table provides the data for the six purposefully selected participants 

with a follow-up interview.  Of the 44 returned questionnaires, 14 surveys included the 

optional contact information for a possible follow-up interview for the second, qualitative 
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phase of the study.  In order to obtain a true mixture of participants within the school 

district, the following were selected:  the two highest self-reported scores at the 

secondary level; the two highest reported scores from middle school principals; and the 

two highest reported female scores, one from elementary and one from secondary.  

Table 4.5 represents the demographics and the individual scores of the 

interviewed participants, including pseudo name, position held, and the total years of 

experience. 

Table 4.5 

Demographics and score of the six purposefully selected participants  

Pseudo Name Position Held Score Years’ Experience 

Mr. Red  

Mr. Green 

Mr. Orange 

Mr. Blue 

Mrs. Purple 

Mrs. Yellow 

H.S. Principal 

H.S. Asst. Principal 

M.S. Principal 

M.S. Principal 

M.S. Asst. Principal 

Elem. Asst. 

Principal 

47 

42 

38 

34 

42 

45 

27 

10 

20 

19 

19 

21 

 

 

 

 

 



Texas Tech University, Bruce Sifrit, December 2012 

 90 
 

Biographical Context 

It is important for any researcher to disclose a self-reflection of personal and 

educational experiences as life biases may have a direct or indirect influence on data 

interpretation of the inductive portion of this study.  It is necessary to acknowledge and 

clarify the bias brought to the study; this process is known as reflectivity and should be a 

part of any qualitative study (Creswell, 2006). 

I am the eighth child in a family of ten.  My mother always wanted to have ten 

children from the beginning.  My father was a military man and away from home quite 

frequently.  I will never forget the time when he left for Viet Nam in 1969- I was in 

kindergarten.  We were lucky that in a sense that the family only had to move twice in the 

total time of his career.  At an early age, about third or fourth grade, I knew I was going 

to be an artist.  I was a typical student who did well most of the time, enjoying school and 

sports. 

In high school I excelled in sports and art with the help of my art teacher, Mr. 

Elling.  He, along with several coaches’ provided direction, encouragement, and 

mentoring during my secondary years and had a helping hand in forming who I am today.  

My nickname in school was “Coach” as I provided the extra leadership on the field or 

court that the real coach could not do in the middle of competition.  These people were 

very influential, and remind me of the power that educators have on students as they had 

on me.  As a principal, I still believe that coaches have more of an influence than I do on 

students. 

I believe it is important to be a life-long learner as I have done throughout my 

career as an educator.  One day my life changed, I received a gift that has changed my 
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personal, professional and spiritual life, all before lunch.  More about that later, let me 

explain.  I applied for a special program that Texas Tech University was offering in 

conjunction with OISD and a grant that Dr. Klinker secured through the Bill Gates 

Foundation.  This was a unique program that would train educational leaders differently 

from traditional methods.  In a span of 14 months, 42 credit hours, a master’s degree in 

educational leadership and a life changing experience would become the purpose of this 

narrative.  The program involved the business and the education school of Texas Tech, 

along with two local high schools that met the definition of an urban school.  I was 

selected to participate in the inaugural group- Cohort 1.  Five applicants were chosen 

based on the application and interview process.  

Before this gift, I had been teaching art and coaching for 17 years at Brown 

Middle School in Orange, TX.  I was also the athletic director, supervising 14 coaches, 

and 500 student athletes.  My wife and I had four children, a sense of security, and a good 

handle on life.  We were both very happy and content with the way things were going in 

all phases of our lives, until the mid-morning phone call I received from Mr. Blue.  You 

see, I applied for this unique opportunity to become a part of something special.  It was 

not until the morning of the interview that I realized that if I were selected to participate, I 

would have to resign from my current position.  I was under the impression that I would 

attend classes in the evening as I had done before when I obtained my master’s in art 

education.  Boy was I wrong!  This program would immerse me into a completely new 

position that did not involve teaching or coaching!  I would be an assistant principal 

intern for the following school year- receiving my teacher/coach salary at one of the 

schools selected.  My tuition, books, and incidentals would also be paid.  I remember 
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telling the committee that I was happy and that I already had a perfect job.  If I was not 

selected for the program, I was more than willing to continue along my current career 

path.  The committee was making their final decision that day and told me I had until 

after lunch to decide (if chosen) and for me to go back to school and think about it. 

Think about it- my mind was racing as I hurried back to class, not wanting to be 

late as I did not secure a substitute for my classes.  Believing I had a few hours to 

contemplate the words of the committee, I continued to teach my two morning classes.  I 

planned to visit with my wife, colleagues, and my principal during my lunch break before 

I made my final decision.  Midway through my second art class, the school secretary 

came to my classroom with an important message- Mr. Blue was on the phone and 

needed to speak with me, immediately!  I could only mutter to myself, “But I haven’t had 

lunch yet!”  I hurried to the main office and picked up the phone.  Three secretaries were 

listening as I was speaking to Mr. Blue, pleading my case that my principal was not in the 

building, that I had not spoken with anyone, much-less my wife, and I certainly have not 

had after lunch to think about it.  He allowed me to call my wife and return his call with 

my decision within five minutes, as others have already committed to joining the cohort 

and they were moving on to the other candidates.  Thinking to myself that my principal 

was going to kill me first and then Mr. Blue for taking me away without as much as a hint 

of an idea that I would need to resign and the principal would need to find a new art 

teacher and athletic director at the same time with little or no warning.  I will never 

forget, the looks on the secretaries faces as I called Mr. Blue back, having spoken with 

my wife that our lives were about to change as I agreed to become a part of this new 

program.  After I hung up the phone I was exhausted both mentally and physically.  As I 
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walked back to my office, I began to wonder how I was going to explain this decision to 

my family, the coaches, and my principal.  My life was about to change and all this 

happened before lunch. 

That happened six years ago and I have continued to learn, wanting to help others 

along the way.  Passion to serve others, passion to educate, mentor, and motivate others 

as others have for me.  Reflecting after the transcription process has allowed me to relive 

my own experiences.  The themes that emerged on transformational leaders, the ethics 

that the six participants have dedicated to themselves and the students they serve, and the 

contrasting views they shared during the process. 

Qualitative Study 

After reflecting, coding, and peer examinations of the raw interview data, five 

themes emerged:  (1) shared leadership/vision; (2) innovation/creativity; (3) 

morals/ethics; (4) drive/motivation; (5) mentor/coaching.  The following sections of this 

chapter provide the rich and thick description of experiential knowledge of principals and 

assistant principals in the elementary, middle school and high schools of a West Texas 

school district. 

Shared leadership/Vision.  The first theme that consistently emerged from the 

beginning was that of the expectation that they model the leadership and vision of their 

school and the vision of the school district.  The leaders behave in ways to challenge the 

followers’ work, where team spirit is aroused, demonstrating a commitment to the goals 

and shared visions of the organization, a foundation to this study that is consistent with 

transformational leadership theory. 
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Mr. Red, a high school principal who has served as a teacher, counselor, judge, 

and minister shares his view on the importance of modeling the shared vision of the 

school district. 

I think the word shared is the key word.  It has to be collaborative, it has to be 

transparent.  The goals and that is why it is so vital for the leader to be very 

ethical.  I think you arrive that it is very shared and very transparent and within 

that vision, and ours is very clear- it’s every kid and every day that kids can learn 

and it is all about teaching and learning and we believe in every kid.  It has to be 

very collaborative effort.  You have to communicate it very clear.  Obviously, you 

have to live it yourself, you have to model it, be an example, and then you have to 

be unrelenting.  But, you and the school will develop them- to me the 

superintendent has set the vision that all kids can and will learn and that it is all 

about teaching and learning.   

Mr. Orange, a middle school principal describes that a shared vision takes the 

form in a lot of different ways, as he recently was moved from a high performing 

elementary to a struggling middle school that has had a history of low performance on 

state mandated tests. 

Lots and lots of different ways- I think first, and foremost, you have to 

demonstrate that you are a team player.  Lead by example from the get-go, a spirit 

of collaboration. You have to have people who have a voice on the team that they 

are associated with.  No one person has all the answers but, together you certainly 

can get where you want to go. 
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Mr. Blue, a middle school principal who was recently moved to the high school 

over the summer, is struggling as the new visionary leader on campus- while the current 

principal was allowed to stay on campus for the upcoming school year.  This has 

presented a dilemma for him, the staff, and the principal that has remained on campus.   

That is really timely for you to ask me this question right now- as I came over and 

there is another principal who is a gifted leader and has been in the district 30 

some years, and has been doing good things.  There are several systems that have 

been put in place, and we want to keep them, as they are good high functioning 

systems.  So one of the things we are talking a lot about doing; is getting our 

administrative team to be more willing to reach out beyond their comfort zone to 

other people.  So we are really working on that first and foremost- the thing is to 

treat people professionally all the time.    In the last 3 or 4 weeks we have noticed 

that our team is growing.  So now once we get that- it is a long way to getting to 

this point- once we get the head together, now we can get the rest of the body of 

our school- which is our faculty, our cafeteria workers, our custodians, our 

secretaries, ultimately, our children- our customers, our parents- to be a team.  

Because what we are dealing with right now- we are dealing with a perception of 

this school is not quite what it once was- it is less somehow then it was- whether 

that is real or not- it is a perception that gets perpetuated outside of our 

community, and sometimes inside our community, because our teachers may say 

that these kids are not the same or our kids may say- our school is ghetto or our 

school is this.  For that to build within from our kids, and our faculty and our 
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parents- we have to have a unified front as an administrative team and a clear 

vision.  We are going to make sure that we are going to have that going forward. 

Mr. Green, an assistant principal at a high school describes that being transparent 

and focusing on the strengths of the staff allows him to shape the vision of the school and 

the district.  He walks the talk by modeling that leadership is shared among everyone in 

the building. 

We focus on strengths rather than weaknesses.  I think that is how you break the 

ice and getting the staff to recognize that we have vulnerabilities, we all have 

biases, we all things that we can strengthen.  To me that is being transparent, and 

when people see that you can be transparent about your strengths and weaknesses, 

that allows them an opportunity to get involved and being less vulnerable, and 

wanting to be vulnerable without really being skeptical about it.  I think if you are 

the leader and in order to get people onboard with you, especially being in 

secondary, and all the different variables.  Teachers and other people need to see 

you model that desired behavior.  They need to see that you are not just talking 

the talk, but walking the walk.  To me that is leadership, and building people in 

the process allows the opportunity for them to get involved, chances are if they 

see you doing it, they will want to do it also. 

Mrs. Purple, an assistant principal at a priority (low-performing) middle school 

stresses that building relationships with the staff is key, while having fun to minimize the 

stress level that her teachers are feeling as they are trying to turn the school culture 

around as the label of low performing has been the recent trend. 
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Spending time with them, the staff and the especially our leadership group has 

gotten really close this year.  Failure is not an option when you are a priority 

campus.  It gels our relationships.  And it is kind of desperation, its intensity, of 

this is what we are here to accomplish and we must accomplish it, and it comes 

with a lot of stress.  What we do here is try to build the relationships with the 

kids; the administrators try to take the edge off for the teachers a little bit.  I think 

that I am able to do this and our administrative team is able to listen, and I think it 

helps build the team.  We try to make sure we are in and out of classrooms and 

hallways and try to make sure we are very, very visible.  We try to build that- 

eating together, spending time together, doing some fun things, having dress up 

days, trying to keep things light and lively- all that kind of stuff. 

Mrs. Yellow, an assistant principal at an elementary school emphasized that being 

a team is important for the vision of the school.  Leading by example is also very 

important and certain goals cannot be compromised. 

When we have PLC’s, (Professional Learning Communities) we talk about 

working as a team.  I see this as a big team, sometimes I am their coach, and a 

team member, so we work together when we are overcoming things, or when we 

have to fix certain things academically, as a team we work together to decide how 

best we can fix it.  I always ask what I can do to help your team, because I want to 

help them fix it.  I am a big advocate for leading by example; that is one of my 

values.  I try to follow the districts goals, it is my school district and my job- I try 

to the best of my ability, I do lead by example.  I like to have good relationships 

with my teachers. Even with parents and students- when you have a good rapport 
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with them, a good relationship it is easier to influence them, to follow your vision.  

I always share my vision, I inspire, encourage, and praise them for the good 

things that they do. 

Overall, a shared leadership/vision that is modeled, transparent, relational in 

nature that allows both the leaders and the followers to achieve the goals of the school 

and the district can only be attainable with everyone going in the same direction.  

Motivation is provided to the followers by leaders who inspire and motivate others, 

creating meaning and developing relationships with all stakeholders in order to improve 

student achievement. 

Innovation/Creativity.  The second theme which emerged revolved around 

innovation and creativity.  This occurs when transformational leaders espouse their 

followers’ efforts to be more innovative and creative by questioning, reframing problems, 

and approaching old situations in new ways.  Creativity is encouraged and they are not 

criticized if their ideas differ from the leaders’ ideas.  The increase in uncertainty, 

complexity, competitiveness, resources, continuous change in public education has made 

entrepreneurship a vital asset for organizational growth and productivity.  

Entrepreneurship requires persuading and motivating others to sustain their effort, 

generating a vision and making it reality, one of the main components of transformational 

leadership is influencing and increasing devotion among followers. 

 Mrs. Purple has not taken an official entrepreneurial course, but she has idea of 

how it would look if she could design a course for principals in a graduate program.  

Innovative ideas are welcome on her campus as they try to improve their campus rating.  
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My colleagues and I talk a lot about, if we were to design the best pre-service 

administrator leadership courses, you would need some of that- like 

entrepreneurial concepts.  It would have been great to know more about that- 

definitely some business savvy, some marketing skills. I wish we had more 

counseling, strategies in there; we do a lot of that, it is not just with the young 

people, but also with teachers.  A set of skills of how to talk as a person, not 

necessarily as an administrator, as more of a counselor, facilitator type person, if 

we have had our pre-administrator training, that is what it would have more of.   

I think outside the box, absolutely, and what is great and I think this speaks to our 

camaraderie and our trust levels.  We are all going to do what we can to do it and 

we all need to change it and think outside the box.  If something does not work 

right now, it might now be appropriate for just for right now, we are going to put 

it on the list to do next year.   

Mr. Red challenges his staff to be creative and innovative as the diversity of the 

school continues to shift from a predominantly affluent and white majority to a student 

population that is quickly changing, reflecting the overall community.  He has not had 

any specific entrepreneurial training, other than reading some books.  But, he believes 

creativity is a cornerstone of reaching all students. 

It is one of the cornerstones of collaboration.  What do you bring to the table?  

Teachers have got to be innovative, it is heart of differentiation. If you are going 

to differentiate, all kids do not learn the same way.  I thought the downside to one 

of the strategies that we tried to put in a few years ago, was that it was not specific 
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enough for some kids.  You just have to be that way to really differentiate and be 

very creative.  

Mr. Orange’s thoughts on creativity and innovation include listing the pros and 

cons of implementing programs or ideas.  This includes communication, experience, and 

brainstorming as innovation on his campus is encouraged.  He urges caution, as it is easy 

to dismiss ideas too quickly.  He has never had a class on entrepreneurialship, but has the 

prevailing thought that it would be great to design a course that would be beneficial to 

administrators.  

Being presented with ideas, if you encourage creativity, whether it be the 

classroom, among your leadership staff, you want to encourage through the 

creativity is the communication.  It gives you a chance to list the pros and cons- 

think about the extreme good and bad that could happen.  You want to make sure 

you are communicating through it, so many things cycle in education; has this 

happened before, have you experienced this before?  If you have not, then you do 

the pros and cons and extreme thinking out- loud or among your small group so 

that you can see where it is going to take you.  The other thing on creativity, you 

definitely want to encourage it.  You can bounce it off the people you know and 

trust- you build that in and provide avenues for- any creative idea- in my mind is 

like a brainstorm, so a creative idea does not deserve judgment.  You kill 

creativity if someone shoots your idea down.  You say, let’s think this through 

and play out the pros and cons.  An entrepreneurial class, in the sense that, I do 

not know what the course would be, I could only imagine.  But, I think if it could 
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help build skills to think creatively, through challenging problems, I think it could 

definitely be a benefit. 

Mrs. Yellow sees creativity as an individual pursuit; everyone brings something 

different to the table.  She has not had any official entrepreneurial training. 

I am big on creativity, as a teacher, you always have room to bring your own 

creativity and your own methods of teaching.  We do encourage creativity 

because I think if you don’t they lose their love for teaching, because they think 

they are just teaching to a curriculum, and it is important for all kids, whether they 

are gifted/talented or not, that they see that people can be creative. 

Mr. Blue has some reservations about creativity; it depends on the person, the 

place, and the context.  Although he has not had any formal entrepreneurial training, he 

has had some experiences in the business world before entering the educational realm.  

He maintains that a trusting relationship is needed before he would be brave enough to 

say yes to innovative ideas.       

Listen to their ideas- when someone says; be brave enough to say yes.  I have said 

in schools, we have a tendency to have to be willing to be brave enough to say 

yes, let people take risks, we always talk about risk-taking, but do we want risk-

taking teachers.  I am more willing to allow one person to take risk because I have 

a trusting relationship built with him, and the fact that we are aligned with the 

mission and vision of the school, if that teacher is there, then absolutely.  There is 

going to have to be some trust- we need to make sure we are aligned. 

Mr. Green has never had a class with the word entrepreneurial in the title, but he 

encourages others to think outside of the box, and has attended conferences that 
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encourage people to do so.  Everyone has value, and we should embrace the diversity and 

learn from it. 

I believe, us as individuals, going back to students and teachers, and everyone else 

involved within school community.  We need to value diversity, we need to value 

our differences and instead of seeing them as weaknesses, barriers, and biases, we 

need to value it-embody it.  We need to and include that in everything, the 

diversity, that difference. This stimulates creativity.  Within itself, everyone is 

unique and everyone has value.  Our job is as a leader is to help mold and shape, 

whether it is our colleagues, or our teachers. 

Innovation and creativity is important and necessary with the diversity among 

students growing within the school district.  However, the participants lack the 

entrepreneurial skills needed to move their campuses from the label of low performing 

schools and increase student achievement.  While creativity and innovation is promising, 

more training is warranted on the entrepreneurial aspect.      

Morals/Ethics.  The third theme which emerged from the participant interviews 

included their personal, professional, and spiritual ethics.   Transformational school 

leaders are admired, respected, and can be counted on to do the right thing, exhibiting 

high standards of ethical and moral conduct.  Educational school leadership is a moral 

undertaking and a response to human wants, expressed in human values focusing on ways 

that leaders emerge from being ordinary and becoming dynamic leaders of social change.  

Every administrator must be ready to bend, adjust, and show partiality if equity and 

justice are shown to those they serve.  The interview explored the principals’ personal, 



Texas Tech University, Bruce Sifrit, December 2012 

 103 
 

professional, and spiritual ethics which added to the underpinning of transformational 

leadership theory framing the study.   

Mr. Red relates that his personal, professional, spiritual ethics are intertwined, and 

it is a part of who he is.  He acknowledges the separation of church and state and takes it 

very seriously, never compromising or violating the spirit.   

That is who we are; you cannot separate one for the other.  I do not ever 

compromise or violate the spirit of the separation of church and state.  In the 

power position I am in, I do not want to tell a kid what to believe.  I will pray 

sometimes with a faculty member- or I will tell them in an e-mail or text message- 

my prayers!  I do not violate that trust and at that moment- that I am praying for 

them.  I recognize the spiritual component, that as you look at these kinds of 

different categories of who we are. 

Mr. Red elaborates on how the staff should perform in regard to ethics and how 

his ethics in his professional life are an important part of the campus culture.  

Yes they are, if I expect teachers to work hard, administrators, counselors, clerical 

people, all people to work hard, I better be working hard.  If I expect everyone to 

be honest, straight-forward, to be flexible, to be risk-takers- to be all of those 

things, than I had better be there too, professionally. 

Mr. Green shared his views on ethics in the three areas and the classes that has 

taken in graduate programs.  It is important that he is a role model for the students that he 

serves, and certain principles will not be compromised. 

I think that is the foundation, as well as us, being role models.  As these kids and 

parents see us in public, they assume we do not have a life outside of school, they 
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think to a certain degree that they believe we live at school all the time.  I do 

believe they are the same in my professional and personal life.  I think you are 

who you are.  Whether you are at home or school, you cannot hide it.  It is who 

you are, sooner or later it is going to come out due to the pressure that is always 

put on you, the immense pressure, it is definitely going to show who you are.  

Spiritually, when I am talking to parents and families we end up alluding to my 

spiritual walk, my spiritual beliefs, and it may be a situation where I ask if I can 

share a few things with you.  Or they may already have a spiritual component that 

they are talking about to their kid and I ask if I can add on to that without 

offending you.  So I think that the ethics, your role model, ethics, as well as your 

spiritual component is all intertwined to me and I believe that is who I am, and 

that is who I strive to be.  

Mr. Orange relates to courses that he has taken focusing on dilemmas and ethics 

in his leadership program.  It is a part of who he is, and they are all intertwined in his 

view. 

They are very much intertwined and it leads to answer all those areas, 

professional, spiritual, personal, spiritual or social.  I feel you are who you are.  

And it drives you, if it is integrity, if it is a part of you ethical being, you have 

integrity in your professional life, personal life, and spiritual life- it’s-you are who 

you are.  I have to model being an ethical person.   

Mrs. Yellow explains that she believes ethics in the three areas are one in the 

same.  She has taken ethical courses through professional development and does not 

discern one from another. 
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They are intertwined and important.  I see them all one in the same.  I think that I 

bring my beliefs into my work, I do not state it, but I think you can see it.   I do 

believe in what is right and wrong. When I deal with discipline or even teachers, I 

think my values, and my ethics come out.  I am not actually saying it, but you 

know, you can tell that I have those values, because I am big on doing the right 

thing.  I tell them that it is not the right thing to do; we need to what is best for our 

students. 

Mrs. Purple emphasizes the importance of being transparent, open and honest 

with her teachers, staff, and students.  Her upbringing is an important piece of who she is 

today. Recently losing both of her parents, she has reflected on their influence in her life.  

Her students struggle with ethics as well, as their home environment is often in conflict 

with the school environment.  

I think professional ethics go in to being very transparent, if you have something 

to say- come talk about it, we have an open door policy and we are going to 

discuss this, because we are not going to have the gossip and back-stabbing.  But, 

as far as professional ethics, I think it is a given and that goes along with- 

showing up on time, being where you are supposed to be.  We see that a lot with 

our kids, that is where they struggle, that it is not necessarily- that they are seeing, 

they are being brought up in very unethical environments and situations, and they 

see their parents lie to whoever on the phone, or skip out on landlords, or 

whatever the case may be- those same habits- those things are hard to break.  

There is also this independent part of me that says that I just have to do the right 
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thing.  I definitely have a sense of right and wrong- serving others and taking care 

of the things that we have. 

Mr. Blue relates ethics to his upbringing and how they are all related to each 

other.  He is faced with ethical dilemmas on a daily basis, understanding that every 

situation is not black and white, that there may be some gray area when making 

decisions. 

Well, I think it is a part of everything we do.  I think it is inherited from your up-

bringing.  I think it is a part of it- I have been around some people that are known 

as very great people- who do some things that I do not think were ethical.  Ethical 

dilemmas, we are faced with all the time.  I do not want to be so black and white 

that- something is wrong or right- there is often multiple right ways.  It all falls 

back to relationships, and how I was raised.  I constantly find myself-trying to be 

thankful and trying to be reflective. 

In regard to morals and ethics, the data revealed one congruency with all the 

principals. 

Two of the participants related ethics to their upbringing.  The congruency 

revealed by the data was that all the principals felt that the areas of ethics in their 

personal, professional, and spiritual life are all intertwined.  It is a part of who they are, 

no matter where they are.  

Drive/Motivation.  The fourth theme involves their motivation and drive in doing 

what they do day in and day out as a transformational school leader.  A leader who 

inspires and motivates others, creating meaning for the entire organization while 
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contributing to the overall success of the school, is an important aspect of the 

transformational leadership theory and a part of the focus of this study.  

Mr. Orange has a calling and that is what motivates him every day.  He is here to 

serve and give others what he has been given.  The relationship he has with his family is 

a driving force for his campus; he wants to give his students the same opportunity.  The 

needs of society and family as well as a community motivate him to find utopia, if you 

will.          

Lots of things motivate me.  Christian administrators in public education, that’s  

my calling- that is what I am doing here today.  That is what I am about- a 

follower of Christ, that is kind of my whole core being and my core value system.  

I am here to love this family, the community, both students and the staff and to try 

to make them better and follow a different path- a better path.  I live hours of my 

day- every day in this community that in many senses- that the family unit is 

broken, so it is motivating to me to try to get everybody to have a little taste of 

that core family unit- that is healthy and is working together and strong.  We are 

more concerned about the family needs and the socials needs- that they are met.  

A kid cannot come to school if they are hungry, if their house is not in good 

working order.  We want them to be ok- we are not looking to break them up- 

because of some issue with their house, we are looking to make them stronger and 

better together.  My family is motivating because I want that for other people as 

well. 

Mr. Green states the importance of leaving a mark, a legacy that he had a hand in 

developing, and says that it should thrive after he is gone.  The relationships developed 
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between him and the students, the one who everyone else gave up on due to discipline 

issues motivates him to help all students achieve the dream of going to college. 

Seeing that kid that everybody gave up on by the end of his freshman year.  He 

did not have anything going on for him and for him being accepted to a lot of 

colleges this year.  Everybody just kind of marked him off.  He is having 

opportunities to go college for free, because there is money for him to go for free; 

that is priceless.  There have been a lot of stories like that and that is motivation 

for me and inspiring.  Even if it was just one and there has been more than one.  

Words cannot describe, I feel an overwhelming feeling of that, me experiencing 

how excited they are and I never gave up on them.  I think that self-worth is a part 

of that motivation, to know that I am valued, to know that I am appreciated.  I 

think everybody wants to be confirmed and re-affirmed and validated.  My job is 

to be one that validates that student or teacher, that acknowledgement.  We want 

to be acknowledged and valued, to me that the motivation is the selfless act of 

leading.  A really true leader is a selfless act and puts the organization before you 

and how you really feel.  When I think of leadership, true leadership goes beyond 

the leader and some systemic things that she/he may have helped develop.  It is 

that the school should still thrive, that organization, that family, and it is based off 

of some of the efforts that you may have done.  So, to leave my mark, when I am 

gone-I will not know what they would say about me, but I left my mark in trying 

to be a change agent, and trying to stimulate change in schools, families, and the 

church. 
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Mrs. Yellow has always been motivated since childhood.  She does not know 

quite what drives her, but she never lets anything stop her from achieving her goals.  Mrs. 

Yellow is always going to do what is right for her students.  The inner drive to keep 

going, not letting up, and continuously improving is still very much alive today.    

I have always have been motivated, I have always had a drive.  I was the kid that 

never thought I couldn’t make it.  I have always have had that drive, my goal to 

get my degree, I make sure I head towards that.  This is going to get done.  I am 

driven to get it done.   

Mrs. Purple cannot pinpoint exactly what drives her, but she knows that she is 

different from most of her family.  She is always going to do what is best for her kids-- 

always.  Her motivation is definitely intrinsic, as she has always challenged herself to 

take on difficult tasks and seeks new experiences that push her into new territories.  

You are responsible for you, what happens good, bad, and ugly is what is coming 

to you because either you worked to get it or you didn’t work to get it.  What 

drives me is the incessant need to be better at whatever it is that I am doing.  

Definitely intrinsic, I am not a real carrot dangler.  You get the job done that 

needs to get done. You do not complain about it, you just do it and no matter what 

obstacles you have.   

She concluded by adding, “Always, always, always in doing what is best for kids! 

Always, through the lens of doing what is best for kids- not what is convenient for 

adults!”   

Mr. Blue is motivated by the people who surround him.  He is also motivated by 

the students he serves, the marginalized students who have been given a bad rap by the 
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staff, teachers, and the community as the campus has faced numerous challenges and a 

growing number of minority students who have enrolled in recent years.  He relates a 

story about a mentally challenged student who does the best he can in pronouncing his 

difficult name.  Another motivation for Mr. Blue is a group of students who were called 

“con-air” as they were waiting to get on a bus that was taking them back to their home 

school.  A colleague of Mr. Blue began to refer to some minority students who rode a bus 

to their home school on a daily basis during summer school as “con-air” referring to the 

movie starring Nicholas Cage.  In the movie, a group of convicts took over a chartered 

flight in midair.  The researcher was a witness to the event, and it made an impact on me 

as well as Mr. Blue. 

The people who challenge your thinking, people who lift you up.  I have been 

blessed to be surrounded by people, when I am feeling like I cannot do it, or when 

I am unfit for whatever I am supposed to be doing.   What motivates me is the 

chance I have to be around people who are not afraid to talk about what is going 

on in the world.  Truly, honestly, to come to school and have a kid say, “Hey, Mr. 

Porkypickle, and know that they are not really making fun of my name.  They are 

doing the best they can.  A kid that I did not teach, meeting me on my own terms, 

it motivates me that the kids I used to think, eight years ago, are now my favorite 

kids.   The bus that they call “con-air”- that kills me to know that there are buses 

called con-air.  How are these kids ever supposed to make it if everyone in the 

world thinks it is con-air?  Really?  That motivates me to change those ways of 

thinking. 
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Mr. Red is motivated by the opportunity to help people and the children he serves.  

The chance to make an impact on the lives of children is a driving force.  

I think just the incredible opportunity to be able to impact lives like this and I say 

that with all humility, but, to be able to help amazing people do amazing things 

for kids. Consequently for our society every day, wow, I think what a gift!  It goes 

back to the ethical standards.  I hope I have helped in a little way.  This is my 

charge, my hope.  

What does the data reveal about what drives the participants--a calling, a gift, a 

chance to help those in need?  All of those and more.  Some are harder to define, but all 

have an inner intrinsic motivation to help the people around them and the students they 

serve.  This drive continues to this day, as some of them continue to grow in the 

educational leadership field.   

Mentor/Coach.  The final theme that emerged from the raw interview data was 

the need to focus on coaching/mentoring teachers.  People are treated differently on the 

basis of their talents and knowledge, based on what motivates them individually.  The 

relationship is an important aspect of this study and a foundation of transformational 

leadership. 

Mr. Blue emphasized that as his journey has progressed throughout the years, it 

has become more and more important to mentor his staff.   

I am a role model to kids, but, first to your colleagues, especially when become 

the principal, you have to coach and mentor.  You definitely mentor people and 

you coach, you coach them up.  I think you have to coach all the time and 

sometimes we get credited with that ability.   
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Mr. Red wants to help others reach their dreams.  He does not want to hold 

anyone back and feels it is an important part of his job as the building principal.  He 

answers their question with a question, asking them how they feel about the situation.  He 

does not always agree with their assessment and has been surprised by some of their 

successes. Knowing their passion is the key to success.   

Absolutely, it is important to mentor teachers.  I do not ever want to be the reason 

someone didn’t reach a personal goal.  I want to facilitate that, I need to facilitate 

that.  I need to honor peoples’ personal decisions.  How do I then help them to 

facilitate that? 

Mrs. Purple demonstrates mentoring through the use of office referrals.  When 

dealing with students, she often writes a note to the teacher explaining her rationale and 

what is best for kids.  She models the behavior by walking the talk.     

I do mentor teachers, because they see that in how I deal with the students.  In that 

role I hope that I am showing them this will not be time wasted, and everything is 

by modeling. I am not a do as I say, not do as I do person at all.  If I am going to 

preach it, I am going to do it.  I think that it is the best to way to mentor these 

teachers.  I think it is a mentoring/coaching by more of an example than anything. 

Mrs. Yellow sees her staff as equals and likes to empower her teachers as she was 

treated this way when she was a teacher.     

I do not see myself as their boss, unless I have to deal with situations.  I like to 

empower people because my past administrators treated me that way when I 

taught.  They empowered me to become a better teacher and leader.  I like to try 
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to empower my teachers to become teachers, and maybe empower them to 

become administrators and so forth. 

Mr. Orange still has teachers who call him “Coach” without ever being their 

coach.  He feels that it is job to get them to the next level, whatever the next level is for 

that individual teacher. 

Yeah absolutely, it is so true to mentor, matter of fact, I still have some teachers 

from my first principal job in the district, who are still very close to this day, they 

no longer work for me.  They email, they call me “Coach.”  I have never been a 

coach to them.  I have never been their coach. I take great pride in that, it is 

definitely one of the many hats that we wear, we are very much, and we hope that 

we motivate them.  If I do not grow them, to make them a better person, as an 

educator, and teachers then they were at the beginning of the year, I am not doing 

my job to get them to the next level.  Part of the change agent process, making 

sure that there is always a spirit of growth and improvement.   

Mr. Green expressed the need for all administrators to mentor, teach, and learn 

along the way as a leader in the district.  It is a collaborative effort that is beneficial to the 

teachers, as a dialogue is cultivated with increased walk-throughs and feedback. 

I think it is essential- in today’s 21
st
 century schools and for administrators to be 

mentors and coaches’ because it is a way of providing feedback and growth for 

ourselves, as well as our teachers.  For them to know that we are on their side and 

it is a collaborative effort by everybody.  It helps alleviate the demarcation that 

takes place, traditionally, between the principals as well as the teachers.  Being 

that type of leader where we are coaching, teaching, and learning at the same 
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time.  It tears down the walls of resistance and it allows opportunities for 

transparency and growth for everybody.   

The last theme of helping teachers grow by being their mentor/coach is a 

collaborative effort that begins with cultivating positive relationships with their staff.  

Teaching, growing, and learning together are an important aspect of mentoring.  They are 

in this together, and a collaborative approach is needed to break down the barriers that 

have been built.  The passion and commitment that is necessary in improving public 

schools in the 21
st
 century is also evident, as these leaders believe they have a moral 

responsibility to be transformational. 

Conclusion 

This chapter reported the statistical data of the 44 participants, consisting of 21 

principals and 23 assistant principals in a West Texas school district who participated in 

the quantitative phase of the study.   After conducting descriptive statistics, and multiple 

regressions, the questionnaires completed by the leaders of the district revealed a 

significant correlation at the 0.01 level between the self-reported score of 

transformational leadership and their level of ethical training.  The second phase of the 

sequential explanatory mixed method design consisted of the interview in the qualitative 

portion of the study.  Six participants were involved; two high school leaders, three 

middle school leaders, and an elementary school leader were purposefully selected based 

on their self-reported scores measuring transformational leadership.  Through the 

interpretation and analysis of the qualitative data, five themes emerged within the 

framework of transformational leadership: (1) shared leadership/vision; (2) 

innovation/creativity; (3) morals/ethics; (4) drive/motivation; (5) mentor/coaching. 
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                                          CHAPTER V 

DISCUSSION 

Introduction 

This chapter presents an overview of the study, interpretations, and findings 

which provided the synthesis for the following sections.  First, a review of the summary 

of the results is presented.  The second section includes the discussion of those results 

offering interpretations. The third section draws conclusions, followed by the 

implications for further research, as well as implications for practice and 

recommendations. The last section discusses the relationship of the results to theory, 

followed by the limitations, and the conclusion of the study. 

Principals are held responsible for student achievement in their schools.  

However, earlier research reviews reflect that the direct effect on student achievement is 

near zero (Hallinger & Heck, 1996; Leithwood, Jantzi, & Steinbach, 1999; Ross & Gray, 

2006; Witziers, Bosker, & Kruger, 2003).  In a recent meta-analysis conducted by 

Leithwood and Sun (2012) results indicated significant but small effect of 

transformational school leadership on student achievement.   

Studies on the ethical aspect of the leadership have been discussed in the context 

of transformational and charismatic leadership approaches. Those approaches proposed 

by Burns (1978) led the way for discussion of the relationship between leadership and 

ethics.  Bass (1985) has further advanced Burn’s thoughts on transformational and 

transactional leadership approaches, with transformational leadership having high moral 

development.  Bass thought a leader’s moral principles and integrity add legitimacy to 

vision, with which the leader can be identified.  Previous researches in transformational 
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leadership have generally tried to find its effect on employee attitude, efforts, and 

performance, with little or no success (Sagnak, 2010).   

Educational leaders have a critical role in determining an ethical climate, and 

empirical studies in these fields are fairly limited (Sagnak, 2010). The limited amount of 

mixed methods research lends an opportunity to broaden the understanding by 

incorporating both qualitative and quantitative research involving transformational 

leadership in public schools.  This study utilized transformational leadership styles as the 

theoretical framework in examining the behaviors of principals in a West Texas school 

district.  There is a shortage of qualified candidates applying for principalship (Tirozzi, 

2001).  The principalship has acquired increased responsibilities without the needed 

compensation to attract highly qualified persons.  Stress, time demands, and the 

compensation were cited as the barriers that prevented applicants from applying (Tirozzi, 

2001).  Since that study was done, the job of the principal has become more complex and 

demanding.  The lack of professional development, training, and support are not adequate 

or up to the task of producing capable principals (Tirozzi, 2001).  Universities need to 

provide more rigorous coursework and intensive internships (Tirozzi, 2001). 

Research Questions: 

Within the breadth of this dissertation and mixed methods study, the research 

questions for this study were as follows: 

1)  What is the relationship between the independent variables of gender, years 

of experience, ethical training, entrepreneurial training, and dependent 

variable of transformational leadership identified through self-reported scores 

on an instrument that measured transformational leadership? 
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2) In what ways do principals who identify themselves as transformational 

leaders’ exhibit intrinsic motivation to be transformational leaders? 

3) In what ways does the qualitative data help explain the results from the initial 

quantitative phase of the study? 

Summary of Results 

The mixed methods results are meaningful to transformational school leadership 

and educational research.  The quantitative (survey) results complemented the qualitative 

(interviews) results of the five emerging themes expressed by the participants.  The 

results demonstrated the theoretical application of transformational leadership expressed 

by the common themes revealed in the qualitative data.  A statistical relationship between 

transformational leadership and ethical training was found in the quantitative portion of 

the study revealing a positive significant correlation at the 0.01 level.  As their self-

reported scores increased, so did the amount of ethical training completed by the 

participants.  Five themes emerged in the qualitative portion of the study: (1) shared 

leadership/vision; (2) innovation/creativity; (3) morals/ethics; (4) drive/motivation; (5) 

mentor/coaching.   

Discussion of Results 

 The following section discusses the answers to the research questions in the 

quantitative and qualitative phase of the study.  The sequential explanatory mixed method 

design was utilized to help answer the research questions.  Research question #1 

addressed the quantitative question of the research study and questions #2 and #3 were 

the qualitative questions, and the results were then integrated for a better understanding 

of the research questions.   
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Research Question #1 

What is the relationship between the independent variables of gender, years of 

experience, ethical training, entrepreneurial training, and dependent variable of 

transformational leadership identified through self-reported scores on an instrument that 

measured transformational leadership? 

In the first, quantitative phase, research question number one was addressed.  That 

data revealed a positive significant correlation at the 0.01 level between the self-reported 

score of transformational leadership and the level of ethical training.  The higher self-

reported score on transformational leadership, the higher the amount of ethical training 

completed, as denoted in the scatterplot (Figure 4.1) and emphasized in the participant’s 

interview, including the moral imperative to do what is best for children.  In both data 

sets, the amount of ethical training and the high moral conduct expressed in the 

interviews are congruent.  The six interviewed participants had an average of 2.5 on the 

five-point Likert scale as compared to the non-interviewed group average of 2.0 on 

ethical training.  Integration of the data supports transformational leadership and the high 

moral development of leaders.   

Entrepreneurial training in both data sets are clearly linked as the participants in 

the quantitative phase had an average (.67) lower than the non-interviewed participants 

(.84) and expressed in the qualitative interviews the lack of entrepreneurial courses 

completed in graduate or undergraduate programs.  However, the participants expressed 

that innovation and creativity is an integral part in the success of teachers and the 

students they serve.  Integration (mixing) of the data regarding the lack of entrepreneurial 
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training and course completion in each phase of this study link entrepreneurial efforts and 

transformational leadership theory.    

The other variables of gender, and total years of experience did not produce a 

significant correlation.  The findings indicate that the relationship between 

transformational leadership, ethical training, and entrepreneurial training should be 

further examined.  

Research Question #2 

In what ways do principals who identify themselves as transformational leaders’ 

exhibit intrinsic motivation to be transformational leaders?   

Their intrinsic motivation to make a difference in the lives of others, not just in 

helping students, but teachers as well through coaching/mentoring was a common theme 

among the participants.  Recognizing that all students should have access to a quality 

education was apparent.  These participants felt they were in a position to make a 

difference, going beyond themselves, using their hearts, minds, and souls to make a 

positive impact in public education.  Pink (2009) described purpose as a part of intrinsic 

motivation as the desire to direct our own lives, the urge to get better and better at 

something that matters, and the yearning to do what we do in the service of something 

larger than ourselves.  Transformational school leaders believe in people and show 

sensitivity to their needs.  From a power and a moral perspective, charismatic and 

transformational leadership support and reinforce each other (Lussier & Achua, 2007).  In 

this study, Mr. Red was motivated by the opportunity to help people and the children he 

serves.  The chance to make an impact on the lives of children was a driving force.  
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I think just the incredible opportunity to be able to impact lives like this and I say 

that with all humility, but, to be able to help amazing people do amazing things 

for kids. Consequently for our society every day, wow, I think what a gift!  It goes 

back to the ethical standards.  But then, others I watch outside of me, people 

doing these things around here and I think, wow!  I hope I have helped in a little 

way.  This is my charge, my hope. 

Mr. Blue is motivated by the people who surround him.  He is also motivated by 

the students he serves, the marginalized students who have been given a bad rap by the 

staff, teachers, and the community.  One particular group, “con-air” motivates Mr. Blue 

to change the way people think about those who do not have a voice.  A colleague of Mr. 

Blue began to refer to some minority students who rode a bus to their home school on a 

daily basis during summer school as “con-air” referring to the movie starring Nicholas 

Cage.  In the movie, a group of convicts took over a chartered flight in midair.  Mr. Blue 

is committed in correcting this way of thinking.   

The people who challenge your thinking, people who lift you up.  I have been 

blessed to be surrounded by people, when I am feeling like I cannot do it, they lift 

me up.  The bus that they call “con-air” that kills me to know that there are buses 

called con-air.  How are these kids ever supposed to make it if everyone in the 

world thinks it is con-air?  Really?  That motivates me to change those ways of 

thinking. 

Mrs. Purple is always going to do what is best for her kids, always.  Her 

motivation is definitely intrinsic, as she has always challenged herself to take on difficult 

tasks and seeks new experiences that push her into new territories. She concluded by 
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adding, “Always, always, always in doing what is best for kids! Always, through the lens 

of doing what is best for kids- not what is convenient for adults!”   

Mr. Green states the importance of leaving a mark, a legacy that he had a hand in 

developing and that it should thrive after he is gone.   

It is that the school should still thrive, that organization, that family, and it is 

based off of some of the efforts that you may have done.  So, it is my goal to 

leave my mark in trying to be a change agent, and trying to stimulate change in 

schools, families, and the church. 

The data reveals what drives the participants as a calling, a gift, and a chance to 

help those in need, doing what is best for children, and leaving a mark as expressed in the 

qualitative interviews.  Some are harder to define, but all have an inner intrinsic 

motivation to help the people around them and the students they serve.  The moral 

obligation of school leaders in the 21
st
 century has become critical for the professional, 

personal, and organizational success in the rapidly changing landscape of public 

education.  The quest for excellence, becoming better at something that matters, a larger 

purpose than our own is done through intrinsic motivation that has purpose (Pink, 2009).  

Creating an intrinsic desire to know more in the minds and hearts of students as well as 

teachers is the goal of transformational leaders (Wilmore & Thomas, 2001).  Research 

Question #3 

In what ways does the qualitative data help explain the results from the initial 

quantitative phase of the study? 

Integration of the data revealed two common themes from both data sets: 

entrepreneurial training and ethical training linking the phases.  Transformational school 
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leaders use their vision and leadership to help facilitate others to form the vision of the 

campus through creativity, and innovation.  As leaders are asked to do more with less, 

innovation is a vital aspect for the public schools of the 21
st
 century.  A finding of the 

study indicated that transformational school leaders must have the foresight to be 

innovative as the school system becomes more complex.  Organizations need to generate 

new ideas, grow, renew, and respond quickly to novel problems or situations in the 

environment.  The linkage between leadership skills and abilities, and the effectiveness at 

implementing those changes, deriving at innovation is clear (Gilley, Dixon, & Gilley, 

2008).  Mr. Orange, a middle school principal, supports this view at his campus by 

encouraging communication among the staff in order to solve problems. 

The other thing on creativity, you definitely want to encourage it; that is where 

you are going to find solutions to your problems.  You model it too, and bring 

creative ideas to the table, and how you want to present it.  You can bounce it off 

the people you know and trust.  You build that in and provide avenues for any 

creative idea.  In my mind, it is like a brainstorm.  So a creative idea does not 

deserve judgment.  You kill creativity if someone shoots your idea down.  Let’s 

think this through and play out the pros and cons. 

Mr. Red, a high school principal, believes that creativity is a cornerstone of 

collaboration.   

He not only pushes his staff to incorporate creativity in order to solve problems, but 

pushes his teachers to utilize creativity in order to differentiate instruction among the 

students to ensure success for all types of learners.  Mr. Red acknowledges that this 

collaboration between teachers will improve success within the campus as Gilley, et al. 



Texas Tech University, Bruce Sifrit, December 2012 

 123 
 

(2008) has posited.  Six skill sets have been found to positively influence the 

organizational success rate; ability to coach, ability to reward, ability to communicate, 

ability to motivate, ability to involve and support others, and the ability to promote 

teamwork and collaboration.  As the student population becomes more diverse, as well as 

technological advances changing rapidly, legal, and societal changes in public schools 

become more complex, the uncertainties greater, schools must become more adaptive and 

innovative. 

It is one of the cornerstones of collaboration.  Teachers have got to be innovative; 

it is at the heart of differentiation.  Teachers are going to need to differentiate; all 

kids do not learn the same way.  You just have to be that way to really 

differentiate and be very creative.   

Ethical training was the second theme that emerged from both data sets.  In the 

qualitative phase, participants emphasized the moral imperative to do what is best/right 

for children as expressed in the interview process.  The amount of ethical training the 

participants completed in the first, quantitative phase, correlated with their self-reported 

score on the survey.  Transformational school leaders are admired, respected, and can be 

counted on to do the right thing, exhibiting high standards of ethical and moral conduct.  

Educational school leadership is a moral undertaking and a response to human wants, 

expressed in human values focusing on ways that leaders emerge from being ordinary 

and becoming dynamic leaders of social change.  Every administrator must be ready to 

bend, adjust, and show partiality if equity and justice are shown to those they serve.  

Sagnak, et al. (2010) proposes that ethical behavior is directly related to leadership in 

organizations, indicating that employees take leaders’ behavior as a model in 
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organizations.  If leaders have ethical conduct, employees also have ethical conduct.  

Burns’ (2003) has expanded his contention that leaders can learn to become 

transformational and it is a moral undertaking and a response to human wants, expressed 

in human values focusing on ways that leaders emerge from being ordinary and 

becoming dynamic leaders of social change.   

If Mr. Red expects his staff to exhibit ethical conduct, then he must model the 

behavior.  Mr. Red sets the tone for the building and it is manifested through his 

commitment to a positive school culture. 

If I expect teachers to work hard, administrators, counselors, clerical people, all 

people to work hard, I better be working hard.  If I expect everyone to be honest, 

straight-forward, to be flexible, to be risk-takers, to be all of those things, than I 

had better be there too, professionally. 

It is often not easy to separate professional from personal codes as one cannot be 

completely independent of the other.  However, there is a moral imperative for the 

profession to serve the “best interests of the student,” (Shapiro & Stefkovich, (2005, p. 

25).  Mr. Green cannot separate his professional and personal ethics from each other for it 

is who he is as a person.  

I do believe they are the same in my professional and personal life.  I think you 

are who you are.  Whether you are at home or school, you cannot hide it.  It is 

who you are, sooner or later it is going to come out due to the pressure that is 

always put on you, the immense pressure, it is definitely going to show who you 

are.  You are a role model, personal, and professional ethics, as well as your 
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spiritual component is all intertwined.  I believe that is who I am, and that is who 

I strive to be. 

Mr. Orange also agrees that ethics are intertwined and cannot be separated from 

each other. 

They are very much intertwined and it leads to answer all those areas, 

professional, spiritual, personal, spiritual or social.  And it drives you, if it is 

integrity, if it is a part of you ethical being, you have integrity in your professional 

life, personal life, and spiritual life- it’s-you are who you are.  I have to model 

being an ethical person. 

Mrs. Yellow stated, “I am big on doing the right thing.  I tell them that it is not the 

right thing to do; we need to what is best for our students.”  Noddings (1992) placed the 

ethic of care at the top of the list when she wrote, “The first job of the schools is to care 

for our children” (p. xiv).   Students are at the center of the educational process and need 

to be nurtured and encouraged.  Beck (1994) stressed that school leaders move from the 

top-down, hierarchical model for making moral decisions and use a leadership style that 

is based on relationships.  The ethic of care is another way for school leaders to respond 

to the complex moral problems facing them on a daily basis. 

Linking the results of the qualitative portion to help better explain the quantitative 

results reveals congruency in the high moral conduct exhibited by the participants and the 

amount of ethical training that they had completed according to the survey portion of this 

study.  The lack of entrepreneurial training and coursework in graduate programs as 

exhibited in the survey and reflected in the qualitative interviews underscores an 

important aspect of transformational leadership theory. 
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Summary Statement 

This section focuses on conclusions derived from the aforementioned results and 

inquiries that merit further study.  As the role of the educational leaders becomes more 

complex, and the need to address the rapidly changing demographics, the high stakes 

accountability, and student achievement move to the forefront of public education, the 

importance of leading schools in the 21
st
 century using a transformational leadership style 

is paramount.  The results of this study are meaningful and raise new questions for further 

research. 

This sequential explanatory mixed method design allowed the six participants to 

expound on their morals, perspectives, intrinsic motivation, and thoughts as leaders who 

practice transformational leadership on their campuses.  The thick, rich descriptive data 

from a diverse group of leaders from all levels in a public school district outlines the 

importance of the moral obligation needed to lead schools in the future.  The role of the 

school leader has shifted from a manager, to an instructional leader, to a transformational 

leader over the past 40 years; an ethical leader must use his or her heart, mind and soul 

leading the schools of tomorrow. 

 The data findings pose an argument.  As school leaders in a West Texas school 

district see themselves as more transformational, their ethics training increased.  Leaders 

are called to do what is best for the students, not what is convenient.  These leaders have 

a moral obligation that is intrinsic, driven to a higher calling outside the realms of 

recognition, a cause larger than themselves, the motivation to make a difference in the 

lives around them, to have a purpose.  That is their motivation; as a leader in a secondary 

school related, to rid the notion that some adults refer to their own students as “con-air!”   
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Drawing a conclusion that school leaders must be intrinsically driven to a higher 

purpose, giving a voice to those who do not have one is an important aspect of the 21
st
 

century school leader.  Mr. Blue realized one day that he had turned “50” and wanted to 

make a difference in the lives of those who he serves.  Another principal referred to this 

purpose as an opportunity, and a “gift” that he has been given. This intrinsic motivation is 

to do something amazing for others through others, his teachers. 

I think just the incredible opportunity to be able to impact lives like this and I say 

that with all humility, but, to be able to help amazing people do amazing things 

for kids. Consequently for our society every day, wow, I think what a gift!  I hope 

I have helped in a little way.  This is my charge, my hope. 

 Mr. Red understands that as the leader of his campus, he is responsible for the 

hiring of new teachers every year.  He takes this responsibility very seriously as the 

importance of student achievement is directly related first, to the teacher, and secondly, to 

the campus principal.  By hiring teachers that will make a positive impact on student 

achievement, Mr. Red contributes to the overall success of the building.  This relationship 

was also mentioned by Mr. Blue, his number one priority is to hire “super stars” and then 

mentor them.   

Implications for Future Research 

 The study results indicate that further research in transformational leadership as 

tool for increasing student achievement is needed especially in the areas of ethical and 

entrepreneurial research.  Future research is needed on the actions of transformational 

school leaders, and whether those actions contribute to overall student achievement.  This 

could benefit school leaders and researchers.  Additionally, ethical school leaders can 
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provide a voice to those who do not have one.  Further research could help leaders to 

develop their style of leadership and determine what is best for their campus to help 

improve student achievement.  The possibility of duplicating this study could be 

completed in other school districts and the results could potentially benefit that district, 

and possibly contribute to improving student achievement.   

Implications for Practice and Recommendations 

 As suggested above, applying transformational leadership theory and connecting 

theory to reality suggests recommendations and contributions to practice.  As a practicing 

administrator, I have had the opportunity to reflect on themes expressed in the interview 

process.  I am changing and growing as an administrator, and this study has helped me 

carry the views expressed in the study into my school as I go about the daily demands 

placed upon me.  Everyday dealings with teachers, students, parents, and colleagues in 

administration have impacted me in a positive way.  My conversations are changing with 

the teachers I oversee, providing quality feedback, mentoring, and decision making.  

Ethical training is helpful, and districts should provide on-going staff-development in the 

area of ethics.  The results demonstrate that transformational school leaders who 

encourage creativity, innovation, mentoring/coaching, and who are ethical and 

intrinsically driven, can provide the necessary leadership skills in public schools of today.  

Universities should offer entrepreneurial classes for graduate students interested in 

educational leadership.  These assertions are outlined below.        

Ethical school leaders.  The research findings suggest the need for school leaders 

to adopt a moral obligation to meet the needs of their students, teachers, and their 

particular campus, as needs vary amongst individual schools.  Burns (2003) has expanded 
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his contention that leaders can learn to become transformational and it is a moral 

undertaking and a response to human wants, expressed in human values focusing on ways 

that leaders emerge from being ordinary and becoming dynamic leaders of social change.  

As the quantitative data revealed, the more transformational the leader, the more ethical 

training they had completed.  Children are our first priority.  Transformational school 

leaders raise the level of success of the organization through people.  The desire (drive) to 

do something that is worthwhile, to make a difference, by cultivating relationships for a 

higher purpose is what transformational leaders do on a daily basis.  Excellence is the 

goal of transformational school leaders who by respecting differences achieve maximum 

potential.  The leader cannot be afraid of failure and must use the ethic of care, concern, 

and justice to move the campus forward.   

Entrepreneurial school leaders.  School leaders must be reflective as they move 

toward excellence, using creativity and innovation as springboards.  The data supports the 

belief that innovation and creativity should be embraced.  The increase in uncertainty, 

complexity, competitiveness, resources, continuous change in public education has made 

entrepreneurship a vital asset for organizational growth and productivity (Damanpour, 

1991; Eyal & Kark, 2004; Howell & Higgins, 1990).  As the student population becomes 

more diverse and technology changes rapidly, legal and societal changes in public 

schools become more complex, the uncertainties greater, and schools must become more 

adaptive and innovative.  Transformational leaders support innovation.  College programs 

offering entrepreneurial classes would encourage this type of thinking as the participants 

are well aware of the need to solve complex issues in novel ways. 
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Intrinsically driven school leaders.  Leaders are called upon to make a 

difference in the lives of the children they serve.  Pink (2009) describes purpose as a part 

of intrinsic motivation as the desire to direct our own lives, the urge to get better and 

better at something that matters, and the yearning to do what we do in the service of 

something larger than ourselves.  Transformational school leaders believe in people and 

show sensitivity to their needs.  From a power and a moral perspective, charismatic and 

transformational leadership support and reinforce each other (Lussier & Achua, 2007).  

Leaders need to use their hearts, minds, and souls in making decisions that involve those 

who do not have a voice.  Transformational school leaders do this, not as a moral 

obligation, but to do something that is even larger, a purpose.  The drive to make a 

difference in those referred to as Con Air!  Is an example from this study of that drive. 

In summary, the quantitative and the qualitative results provide information about 

transformational school leaders and research in public education.  The results anchored 

transformational leadership theory to ethics training and entrepreneurial decisions and 

actions. 

Relationship of Results to Theory 

Transformational leadership theory guided the theoretical framework of the study.  

This theory was the underpinning of examining the leadership style as transactional or 

transformational in a West Texas school district.  Principals who adopt transformational 

leadership styles contribute to higher collective teacher efficacy and to teachers’ 

commitment to the school mission, to the school as a professional community, and to 

involving the external community in setting school directions (Ross & Gray, 2006).  The 

results indicate that principals who adopt a transformational leadership style are likely to 
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have a positive impact on teacher beliefs about their collective capacity on teacher 

commitment to organizational values (Ross & Gray, 2006). 

The six participants are similar in their intrinsic motivation to make a difference 

in the lives of others, not just in helping students, but teachers as well through 

coaching/mentoring.  Each recognizes that all students should have access to a quality 

education, even those who are marginalized and do not have a voice.  These participants 

were in a position to make a difference, going beyond themselves to make a positive 

impact in public education. 

The ethical aspect of transformational and charismatic approaches has been 

discussed in previous studies (Brown, Trevino, & Harrison, 2005; Sagnak, 2010).  Ethical 

behavior is directly related to leadership in organizations, indicating that employees take 

leader’s behavior as model in organizations.  If leaders have ethical conduct, employees 

also have ethical conduct (Calabrese & Roberts, 2001; Sagnak, 2010; Trevino et al., 

2000).  Bass (1990) further advanced the notion that transformational leadership has high 

moral development increasing autonomy while increasing employee satisfaction.  The 

basic effect of transformational leaders is to change the values, beliefs, and attitudes of 

the followers (Conger, 1999; Kuhnert & Lewis, 1987; Sagnak, 2010).  The principal is 

the most potent factor in setting the tone for school climate, and a direct relationship 

between the visionary leadership and the culture is imperative to support teacher efforts, 

leading to the success of the instructional program (Anderson, Leithwood, Mascall, 

Strauss, 2012; Benda, 2002).  

Entrepreneurship requires persuading and motivating others to sustain their effort, 

generating a vision and making it reality; one of the main components of transformational 



Texas Tech University, Bruce Sifrit, December 2012 

 132 
 

leadership is influencing and increasing devotion among followers (Baron, 2002; Baron 

& Markman, 2000; Eyal & Kark, 2004; Vecchio, 2003).  People act within a complex 

organizational framework that facilitates or even limits their actions (e.g.; Baron, 2002; 

Covin & Miles, 1999; Eyal & Kark, 2004; Sharma & Chrisman, 1999).  Various claims 

have been raised in the literature regarding the relationship between transformational 

leadership and entrepreneurship (e.g.; Bass, 1985; Bass & Avolio, 1994; Eyal & Kark, 

2004; Howell & Avolio, 1993; Howell & Higgins, 1990; Oberg, 1972; Spreitzer et al., 

1999).  Drucker (1985) proposes that if schools cannot be entrepreneurial, they might 

lose their relevance and allow other agencies take over the process, limiting equal access 

to all children.  Public schools need to take advantage of new opportunities in the school 

environment and act upon them, while providing better schools for diverse needs of 

students (Eyal & Kark, 2004).  During the interviews each participant relayed the 

importance of creativity and innovation as an important aspect to the success of their 

campus.  But, none of them have ever had an entrepreneurial class in their graduate 

studies.  Thus, a recommendation would be appropriate in future graduate programs 

across the country to offer classes in entrepreneurial training. 

Conclusion 

In conclusion, this study demonstrated that transformational school leaders can 

possibly provide the support needed to move schools into the 21
st
 century by being 

intrinsically driven, ethical, and by encouraging innovation.  On-going staff development 

in the areas of ethical training, entrepreneurship, and mentoring need to be offered by 

school districts to ensure that transformational school leaders have access to the 

necessary tools to move public education forward in the 21
st
 century.  
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The purpose of this study was to gain insight and add to the knowledge base on 

transformational leadership. This study contributes to the need for further research in the 

field of educational leadership.  The study results indicate that further research is needed 

in the study of transformational school leadership.  From this study, we know that the 

link between self-reported transformational leadership and ethics training is strong in 

both from qualitative and quantitative data.  With limited resources, high-stakes testing, 

and an ever evolving global marketplace, leaders are faced with thinking outside of the 

box in order to solve complex problems in the school district.   

Leadership is about morals, values, and relationships.  The answer lies not in the 

system, but in the voices of the students, parents, and the community.  It is a moral 

imperative to change schools, not the bell schedule, length of day, and high-stakes 

testing.  An overall shift is needed in leadership, not in management.  School leaders 

must use their hearts, minds, and souls when making decisions. 

Clearly, it is conceived of by those in this study to make a difference in the lives 

of those we serve.  But, what we still need to know about transformational leadership 

practices, dispositions, traits, emotions, actions, and decision making processes, just to 

name a few, are huge gaps within the literature.  This study contributes to that discussion, 

but the need for further research in the area of educational leadership is warranted. 
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QUANTITATIVE INSTRUMENT APPROVAL 

Global Rights and Permissions Administration 
20 Davis Drive, Belmont, California 94002 USA 
Phone: 800-730-2214 or 650-413-7456 Fax: 800-730-2215 or 650-595-4603 
Email: permissionrequest@cengage.com 

Submit all requests online at www.cengage.com/permissions. 
 

Response # 248794 
 
02/01/2011 

 
Bruce M Sifrit 
7904 Wayne Ave. 
Lubbock, TX 79424 

 
Thank you for your interest in the following Cengage Learning/Nelson Education, or one of their 
respective subsidiaries, divisions or affiliates (collectively, "Cengage/Nelson") material. 
 
Title: Leadership, International Edition 3E 
Author(s): LUSSIER/ACHUA ISBN: 9780324361858 (0324361858) 
Publisher: South-Western Year: 2007 
Specific material: Page 382- Student Assessment 1: Are you more of a Transactional or 
Transformational Leader? 
Total pages: 1 

 
For use by: 
Name: Klinker 
School/University/Company: Texas Tech University 
Course title/number: EDLD 8000 
Term of use: One Year 2011 

 
Intended use: 
To copy or display for lecture or presentation, nonprofit research, training or counseling purposes 
use for which recipients are not charged. The number of copies may be changed to accommodate 
actual enrollment. The non-exclusive permission granted in this letter extends only to material that 
is original to the aforementioned text. As the requestor, you will need to check all on-page credit 
references (as well as any other credit / acknowledgement section(s) in the front and/or back of the 
book) to identify all materials reprinted therein by permission of another source. Please give special 
consideration to all photos, 
figures, quotations, and any other material with a credit line attached. You are responsible for 
obtaining separate permission from the copyright holder for use of all such material. For your 
convenience, we may also identify here below some material for which you will need to obtain 
separate permission. 
 
This credit line must appear on the first page of text selection and with each individual figure or 
photo: 
From LUSSIER/ACHUA. Leadership, International Edition, 3E. © 2007 South-Western, a part of 
Cengage Learning, Inc. 
Reproduced by permission. www.cengage.com/permissions 
Sincerely, 
Karen Lee 

Senior Grant Coordinator 

Page 1 of 1 Response # 248794 Requestor email: bsifrit@lubbockisd.org 

mailto:bsifrit@lubbockisd.org
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APPENDIX D 

QUANTITATIVE INSTRUMENT 

Gender (please circle)       Male           Female 

Current Job Description (please circle)     Principal     Assistant Principal  

Rate yourself on the following; using a scale of 1-5.  

I have had ethical training (please circle) 

  0     --     1      --     2     --       3      --     4 

        none                    extensive 

If you have had ethical training, which of the following areas motivated you to become a 

transformational leader?  

(please circle)     Care         Critique          Justice            Profession 

I have had entrepreneurial training (please circle) 

  0     --     1      --     2     --       3      --     4 

                   none                 extensive 

I had early leadership opportunities in my youth (please circle) 

  0     --     1      --     2     --       3      --     4 

                   none                  extensive 

____    Age 

____ Total years in profession ___ Teacher (yrs.) ___ Assistant Prin.(yrs.) ___Principal (yrs.)  

____ Years in current position 
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After reading the following statements, rate your level of agreement.  Use the following 

scale: 

1     --     2      --     3     --       4      --     5 

Disagree             Agree 

___ 1.  I enjoy change and see myself as a change agent. 

___ 2.  I am better at inspiring employees toward a new future than motivating them to 

perform          their current jobs. 

___ 3.  I have/had a vision of how an organization can change for the better. 

___ 4.  I see myself as someone who is comfortable encouraging people to express ideas 

and opinions that differ from my own.   

___ 5.  I enjoy taking risks, but am not reckless. 

___ 6.  I enjoy spending time developing new solutions to old problems rather than 

implementing existing solutions. 

___ 7.  I deliberate carefully before acting; I’m not impulsive. 

___ 8.  I like to support change initiatives, even when the idea may not work. 

___ 9.  I learn from my experience; I don’t repeat the same mistakes. 

___ 10.I believe the effort to change something for the better should be rewarded, even 

if the final outcome is disappointing.  

From LUSSIER/ACHUA. Leadership, International Edition, 3E. © 2007 South-Western, a 

part of 

Cengage Learning, Inc.   Reproduced by permission. www.cengage.com/permissions. 

Contact Information (optional) 

_________________________________________________ 
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APPENDIX E 

INTERVIEW QUESTIONS 

 

Institution: ________________________________________________ 

 

Interviewee (Title and name) __________________________________ 

 

Interviewer:  _______________________________________________ 

 

To facilitate my note-taking, may I audio tape our conversation today.  Please 

sign the release form.  The interview is scheduled to last no longer than one hour and is 

completely voluntary.  

 

You have been selected to speak with me today because you have been identified 

as someone who exhibits transformational leadership qualities.  My research focuses on 

the improvement of teacher and student achievement, with particular interest in 

understanding how your leadership influences those around you.  My study does not aim 

to evaluate your techniques or experiences; I am more interested learning about practices 

that help improves student achievement through transformational leadership. 

 

Please tell me about your journey that has led to your current leadership position? 
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How do you encourage building teamwork among your staff toward shared goals 

and commitment?   

 

 

 

Is it important for you to set the example for your staff that is consistent with the 

district’s organizational values and expectations?  

  

 

 

Do you see yourself as a change agent?   

 

 

 

How so?  

 

  

How do you inspire people as the leader with a vision of a better future?   
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How do you build trust, respect, and confidence in your staff?   

 

 

Is it important for you to be concerned about their personal needs, not just the 

organizational needs?   

 

 

 

How is this accomplished?  

 

 

In what ways do you challenge your staff?  

 

 

 

Are you a risk-taker?   

 

 

 

How so?   

 

 

Is it important to be flexible?  



Texas Tech University, Bruce Sifrit, December 2012 

 158 
 

 

 

 

Have you had any entrepreneurial training? 

 

 

 

 

How do you encourage creativity? 

 

 

 

Do you consider yourself as a role model? 

 

 

 

What type of ethical training have you completed? 

 

 

How do you show sensitivity to the needs of your staff? 
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What are your core values? 

 

 

 

Explain how intuition guides your decision making? 

 

 

 

 

Do you learn from your experiences? 

 

 

 

Are you open to new experiences? 

 

 

 

 

What motivates (drives) you? 
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 Intrinsic 

 

 

 Extrinsic 

 

Do you feel it is important to mentor/coach your teachers? 

 

 

 

 

I would like to thank you for the opportunity to speak with you today.  I 

appreciate the hard work that you do for the children of your school, their parents, and 

your staff.  I know how valuable your time is and I greatly appreciate it. 
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 APPENDIX F 

CASE SUMMARIES 

 Score 

                                   

Non-

Interviewed 

Participants 

 1 33 

2 35 

3 44 

4 34 

5 36 

6 44 

7 39 

8 37 

9 37 

10 33 

11 38 

12 42 

13 36 

14 44 

15 41 

16 35 

17 39 

18 41 

19 38 

20 38 

21 39 

22 42 

23 34 

24 36 

25 36 

26 34 

27 38 
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28 37 

29 42 

30 43 

31 38 

32 36 

33 37 

34 29 

35 40 

36 39 

37 45 

38 44 

Total                 N 38 

Mean           38.24 

Std. Deviation           3.716 

 

 

Interviewed 

Participants 

 

 

1 42 

2 45 

3 34 

4 38 

5 47 

6 42 

Total N 6 

Mean           41.33 

     Std. Deviation           4.719 

Total                  N 44 

                 Mean           38.66 

       Std. Deviation           3.953 
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 APPENDIX G 

DESCRIPTIVE STATISTICS 

 

 N    Minimum    Maximum         Mean    Std. Deviation 

              FEMALE/ 

              MALE  

42 0 1 .49 .506 

             PRINCIPAL/ 

             ASST. PRINCIPAL 

 

44 0 1 .52 .505 

              ETHICAL TRAINING 

 

44 0 4              2.07 1.108 

              ENTREPRENEURIAL 

              TRAINING 

 

44 0 3 .82 1.018 

              LEADERSHIP 

              OPPORTUNITIES 

42 0 4              2.74 .939 

AGE 

 

43 34 66            47.65 7.364 

TOTAL YEARS’ 

EXPERIENCE 

 

44 8 39            21.82 7.671 

TEACHER 

 

44 4 27            12.18 6.105 

ASSISTANT 

PRINCIPAL 

 

44 0 30              5.55 5.833 

                PRINCIPAL 

 

44 0 24              3.66 5.795 

TOTAL SCORE 44 29 47            38.66 3.953 
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APPENDIX H 

          DESCRIPTIVE STATISTICS NON-INTERVIEWED/INTERVIEWED 

      Non- Interviewed N Minimum Maximum Mean 

Std. 

Deviation 

. Female/Male 36               0 1 .46 .505 

Principal/ 

 Asst. Principal 

38 0 1 .53 .506 

Ethical Training 38 0 4              2.00              1.090 

Entrepreneurial 

Training 

38 0 3 .84              1.053 

Leadership 

Opportunities 

36               0 4              2.78 .959 

                Age 37            34             66            48.08              7.421 

Total Years’ 

 Experience 

38 8             39            22.21              7.950 

Teacher 38 5             27            12.95              6.120 

                Asst. Prin. 38 0             30              5.66              6.222 

                Principal 38 0             24              3.45              5.940 

Score 38            29             45            38.24               3.716 

      

Interviewed Female/Male 6 0 1 .67                 .516 

Principal/ 

Asst. Principal 

6 0 1 .50                 .548 

Ethical Training 6 1 4              2.50              1.225 

Entrepreneurial 

Training 

6 0 2 .67                 .816 

Leadership 

Opportunities 

6 1 3              2.50                 .837 

Age 6            37             57            45.00              7.014 

Total Years’ 

Experience 

6            10             27            19.33              5.465 

Score 6            34             47            41.33              4.719 
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APPENDIX I 

FINAL DEFENSE FORM 

 

 

 

 


