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Abstract 

Teacher turnover in a large urban school district exceeded the state average annually 

from 2016 to 2020. Previous studies and local evidence indicate a gap in practice might 

currently exist, consisting of principals not making the best use of the most effective 

transformational leadership elements to consolidate and increase teacher retention. While 

many researchers agree that principal leadership has had the most significant influence on 

teachers’ decisions to stay in or leave their schools, there is a gap in the literature on what 

principal leadership practices influence teachers’ decisions to stay or leave. The research 

question that guided this study addressed what transformational leadership elements 

principals utilize to retain teachers at their schools. Using Burns’s conceptual framework 

on transformational leadership to guide the methodology, this study focused on the four 

transformational leadership elements of idealized influence, inspirational motivation, 

intellectual stimulation, and individualized consideration. A basic qualitative study 

methodology was used to interview nine purposively sampled kindergarten through high 

school principals in the large urban school district through semi-structured interviews 

with questions developed around operationalizing the four elements of transformational 

leadership. Thematic analysis was used to analyze principal responses to identify the 

elements principals utilize to retain teachers. The findings of this study confirmed that 

principals utilized all four elements of transformational leadership to retain teachers. This 

study has the potential to promote social change by providing additional research toward 

principal leadership practices that may retain teachers and reduce teacher turnover. It may 

assist school districts in developing professional development and the next steps to 

support principals in improving teacher retention.   
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Chapter 1: Introduction to the Study 

The problem is that teacher turnover exceeded the state average annually from 

2016 to 2020 in a large urban school district according to the State Education Agency 

(see Table 1 for all data pertaining to years 2016 to 2020). Teacher data from the related 

state agency accountability reports indicate teacher shortage persists across this large 

state, and more teachers will be needed as the state’s student population grows (Tran, 

2020). Furthermore, as many as 70% of new teachers within urban schools may leave 

their position within their first five years (Papay et al., 2015).  

Subsequently, several studies have identified that both the support principals 

provide teachers and the principals’ leadership style are two of the best predictors of 

retaining teachers (Hughes et al., 2015; Podolsky et al., 2016). Furthermore, teachers rate 

effective administrative support high among factors related to remaining at a school 

(Robinson, 2015). Ladd (2009) found that teachers’ perceptions of school leadership 

were a greater predictor than any other factor of whether or not teachers stayed. 

Houchard’s (2005) research suggests significant links between principal transformational 

leadership behaviors that increase teacher job satisfaction and high levels of teacher job 

satisfaction related to student achievement. Furthermore, Sun and Wang’s (2017) review 

of research findings suggests that transformational leadership directly prevents 

employees from forming intentions to leave. While there are many leadership styles, 

many researchers agree that transformational leadership is one of the central and most 

influential leadership models in the field of education administration (Berkovich, 2016; 
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Bush, 2014; Hallinger, 2003). Transformational leadership practices support leaders in 

motivating subordinates to do more than they initially expected (Bass & Riggio, 2006; 

Sun & Henderson, 2016). Transformational leadership theory focuses on “inspiring 

followers to commit to a shared vision and goals for an organization or unit, challenging 

them to be innovative problem solvers, and developing followers' leadership capacity via 

coaching, mentoring, and provision of both challenge and support" (Bass & Riggio, 2006, 

p 4).  

Furthermore, the Chief Academic Officer (personal communication, June 26, 

2021) that supervises school leadership for the large urban school district stated, “there 

has been very little district-level research, analysis or professional development around 

how and what elements of transformational leadership principals are utilizing on their 

campuses to retain teachers”. In light of the above, there is a reasonable possibility that a 

gap in practice currently exists, consisting of principals not making the best use of the 

most effective transformational leadership elements to consolidate and increase teacher 

retention.  

This basic qualitative study identified what transformational leadership elements 

principals utilize to retain teachers in a large urban school district. This study has the 

potential to promote positive social change by providing additional research toward 

principal leadership practices that may retain teachers and reduce teacher turnover and 

assist the school district in professional development next step determination to support 

principals in improving teacher retention.  
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The first section of chapter 1 is the background of the large urban school district’s 

problem, followed by the study’s problem and purpose. These sections are followed up 

with the research question, conceptual framework, assumptions, and significance of the 

study.  

Background 

The problem is that teacher turnover exceeded the state average annually from 

2016 to 2020 in a large urban school district according to the State Education Agency 

(see Table 1 for all data pertaining to years 2016 to 2020). Teacher turnover has been a 

national, state, and local concern. Carver-Thomas and Darling-Hammond's (2017) 

national-level research estimates that 90% of openings are replacing teachers leaving the 

profession, and two-thirds of teachers leave because they are dissatisfied with the 

profession. Furthermore, teacher turnover has been high in this large state, where the 

annual rate average is above 16% (State Education Agency, 2021). Furthermore, teacher 

turnover has been even higher for the large urban school district. From 2016 to 2020, the 

teacher turnover rate in this single school district that serves over 49,000 students has 

exceeded the state average annually, as identified in Table 1 (State Education Agency, 

2021).  
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Table 1 

Annual Teacher Turnover Percentages by School Year 

School Year Large Urban School District 
Turnover 

All Texas Schools Turnover 

Year % % 
2016-2017 18.4% 16.4% 
2017-2018 17.2% 16.6% 
2018-2019 19.2% 16.5% 
2019-2020 17.5% 16.8% 

 
Note. Teacher Turnover Percentage Rates reported from State Education Agency (2021) 

Academic Performance Reports 

According to Winfield (2019), several studies have identified multiple factors that 

can lead to teacher turnover, including organizational policies, harmful administrative 

practices, unsafe working conditions, low pay, and negative relationships in the 

organization. Other key influences on turnover include a lack of administrative support, 

working in districts with lower salaries, dissatisfactions with testing and accountability 

pressures, lack of opportunities for advancement, and dissatisfaction with working 

conditions (Carver-Thomas & Darling-Hammond, 2017). Furthermore, teacher turnover 

studies across the nation have found that leadership quality has one of the most 

significant effects on teacher turnover. One study found that improvements in school 

leadership were strongly related to reductions in teacher turnover (Kraft et al., 2016). 

Teachers often identify the quality of administrative support as more important to their 

decision than salaries (Carver-Thomas & Darling-Hammond, 2017). Many researchers 

agree that teachers' positive perception of leadership quality leads to lower teacher 
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turnover rates, more so than any other school climate factors, such as quality of teacher 

relationships and collaboration (Grissom & Bartanen, 2018). 

While there are many leadership styles, many researchers propose that 

transformational leadership is one of the central and most influential leadership models in 

the field of education administration (Berkovich, 2016; Bush, 2014; Hallinger, 2003). 

Additional analysis of management and leadership styles determined that the 

transformational leadership style emerged as the most prominent in promoting work 

performance and employee satisfaction (Elmazi, 2018). Furthermore, Williams (2018), 

through a quantitative study of self-determination theory and the leadership theory 

framework, found that transformational leadership practices by principals significantly 

predicted autonomy and improved teacher turnover. This basic qualitative study of a 

large urban school district identified the transformational leadership elements principals 

utilize to retain teachers.  

The Problem 

The problem is that teacher turnover exceeded the state average annually from 

2016 to 2020 in a large urban school district according to the State Education Agency 

(2021) (see Table 1 for all data pertaining to years 2016 to 2020). Previous studies and 

local evidence indicate that a gap in practice might exist, consisting of principals not 

making the best use of the most effective transformational leadership elements to 

consolidate and increase teacher retention. Many researchers agree that across grade 

levels, contexts, and student demographics, teachers’ perceptions of principal leadership 
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have had the most significant influence on teachers’ decisions to stay in or leave their 

schools (Boyd et al., 2011; Ladd, 2011; Podolsky et al., 2016). Kamrath and Bradford's 

(2020) study suggested principal support is critical to teacher retention and identified 

administrator support, administrator actions, and lack of recognition from administration 

as the top three factors for teachers leaving. However, there is limited literature on how 

principal leadership influences teachers’ decisions to leave their schools, and the 

practices that principals enact that impact teacher turnover are not clear (Scallon et al., 

2021). Furthermore, Liebowitz and Porter (2019) also noted there is limited research on 

teacher turnover from urban school principals' perceptions, and there is a lack of research 

located on what transformational leadership elements principals are doing to retain 

teachers. At the local level, the Chief Academic Officer (personal communication, June 

26, 2021) that supervises school leadership for the large urban school district stated, 

“there has been very little district-level research, analysis or professional development 

around how and what elements of transformational leadership principals are utilizing on 

their campuses to retain teachers”, and the only district-level initiative identified to 

support teacher retention has been the Master Teacher Initiative that increased pay for 

expert teachers (School District, 2018). 

Furthermore, Sutcher et al.'s (2016) research proposed that principals who create 

productive teaching and learning environments significantly impact teachers’ decision to 

stay or leave the classroom. Specifically, principals who exercise or implement 

transformational leadership practices have shown to have less teacher turnover (Williams, 
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2018). Considered the most-used leadership model in education (Bush, 2017; Gumus et 

al., 2016)  ̧transformational leadership encourages bottom-up participation to bond 

teachers' individual action and the school's collective action (Leithwood & Poplin, 1992). 

Transformational leaders influence teachers and staff members by utilizing incentives, 

celebrations, and recognition (Lee, 2008; Quin et al., 2015). Furthermore, this type of 

leadership uses encouraging practices to increase teachers’ sense of belonging, 

commitment, and drive to achieve the objectives (Quin et al., 2015). Transformational 

leadership concentrates primarily on how leaders influence staff and stakeholders to 

become committed to school goals and raise subordinates' inspirational motivation and 

dedication level by increasing awareness on the importance of institutional outcomes and 

how to obtain those results (Beckmann, 2017). Therefore, determining what elements of 

transformational leadership principals utilize to reduce teacher turnover is an important 

basic qualitative study. 

Purpose of the Study 

The purpose of this basic qualitative study was to identify the transformational 

leadership elements principals utilize to retain teachers in a large urban school district 

where teacher turnover exceeded the state average from 2016 to 2020 (State Education 

Agency, 2021). Policymakers and educators are interested in improving teacher turnover 

rates, given concerns that lower turnover rates are associated with lower student 

achievement. (Lochmiller et al., 2016).  
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Research Question 

This study identified what transformational leadership elements principals of 

kindergarten through high school are utilizing to retain teachers. Each set of interview 

questions operationalized one of the four elements of transformational leadership: 

idealized influence, inspirational motivation, intellectual stimulation, and individualized 

consideration. The semi-structured interview questions located in the Appendix guided 

the answer to the following question:  

RQ: What transformational leadership elements are principals utilizing to retain 

teachers at their schools? 

Conceptual Framework  

This study's conceptual framework was based on Burns's (1978) transformational 

leadership theory and related elements of idealized influence, inspirational motivation, 

intellectual stimulation, and individualized consideration. James M. Burns’s work is 

considered the primary source of the transformational leadership conceptual framework 

because he was the first to introduce the concept. Transformational leadership is a set of 

practices that enhance followers' motivation, morale, and overall performance through 

collaborative and interactive approaches to situations (Bass, 1985; Burns, 1978; 

Northouse, 2019). Sun and Henderson (2016) expanded on Burns’s framework and 

identified that the positive impacts of transformational leadership on individual, group, 

and organizational level outcomes are well documented (Kroll & Vogel, 2014; Moynihan 

et al., 2012; Oberfield, 2014; Vigoda-Gadot & Beeri, 2012). In addition, Sun and 
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Leithwood's (2017) research further identified that transformational leadership practices 

significantly influence teacher competence, commitment, trust, and efficacy.  

This basic qualitative study asked participants interview questions ( Appendix: 

Semi-Structured Questions) that operationalized the four elements of transformational 

leadership (idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration) to answer the research question of what elements of 

transformational leadership principals are utilizing retain teachers at their school.  

The first set of interview questions focused on the aspect of idealized influence 

and asked principals to describe how they have built teacher trust and support to follow 

them as the school leader. These interview questions aligned with research on idealized 

influence. The transformational leadership element of idealized influence, according to 

Burns (1978), refers to leadership charisma. Previous studies have argued that idealized 

influence affects individual performance (Abbas et al., 2020). Through idealized 

influence, transformational leaders inspire followers.  

The second set of interview questions focused on the aspect of inspirational 

motivation and asked principals about what activities and actions they have implemented 

around building a sense of commitment and motivation in teachers around the schools’ 

vision, mission, and annual goals. Bass and Avolio (2004) argued that inspirational 

motivation explains the leader’s vision, and the vision is supported by a passion that is 

part of the leader’s personality. Furthermore, the vision provides meaning and value for 
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the optimistic followers and is devoted to attaining the leader’s vision (Bass, 1998; Lee & 

Lee, 2015). 

The third set of interview questions focused on the aspect of intellectual 

stimulation and asked principals how they involve teachers in school planning and 

problem-solving organizational challenges. A transformational leader who displays the 

intellectual stimulation trait seeks different perspectives, encourages followers to look at 

problems differently, and encourages critical thinking (Bass, 1985). Furthermore, Lee and 

Lee (2015) argued that intellectual stimulation occurs with the leader makes the members 

optimistic and excited about working towards the vision, which contributes to the 

innovation and creativity of the employee (Henker et al., 2015). 

The fourth set of interview questions focused on individualized consideration and 

asked principals what activities or interactions they engage in with teachers that allow 

them to get to know teachers professionally and learn about their teachers’ strengths and 

needs. According to Bass (1998), transformational leaders focus on individual followers' 

needs and growth by acting as a coach or mentor. Transformational leaders lead each 

individual based on what is best for the individual (Estapa, 2009).  

Based on this documented research, the transformational leadership conceptual 

framework is aligned with enhancing leadership practices and improving organizational 

outcomes like teacher turnover. This study sought to identify what elements principals 

utilized to reduce teacher turnover through the transformational leadership framework. A 

more thorough explanation of transformational leadership theory appears in Chapter 2. 
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Nature of the Study 

As a basic qualitative study, I collected data gathered from the participants to help 

develop conclusions and gather inferences (Yardley, 2017). Researchers utilize a 

qualitative design to investigate an issue in a particular setting or context (Creswell, 

2013), and qualitative research allows the researcher the opportunity to collect data from 

individuals or groups of individuals around a recent event (Kupers et al., 2013; Mayoh & 

Onwuegbuzie, 2015). This study sought to determine what elements of transformational 

leadership principals utilize to retain teachers in this large urban school district through 

the transformational leadership conceptual framework.  

According to Bogdan and Biklen (2007), interviews are one method of collecting 

data in qualitative research. This study focused on a specific institution, a large urban 

school district, and interviewed principals at multiple levels that serve kindergarten 

through twelfth-grade campuses. The interviewees were at least nine kindergarten 

through high school grade principals at the large urban school district representing about 

10% of the school district's principals. Since this research was scheduled during the 

outbreak of COVID-19, and there were social distancing orders in place, the interviews 

were held online through a face-to-face web conferencing application. The participants in 

the study completed online interviews and answered questions related to the individual 

elements of transformational leadership relating to teacher turnover.  

The interview questions were based on the transformational leadership conceptual 

framework to reduce the risk of bias. Furthermore, I analyzed the data collected by 
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looking for common responses from principals during the online interviews. According to 

Merriam and Tisdell (2016), the interview questions should not lead the participant and 

contain bias when interviewing. 

Definitions 

Idealized Influence: Leadership behaviors consist of modeling a high level of 

capabilities and work ethic (Bass & Riggio, 2006). 

Inspirational Motivation: Leadership behaviors such as being optimistic, 

enthusiastic, and communicating a shared vision (Bass, 1985). 

Individualized Consideration: Leadership behaviors that develop a supportive 

relationship among followers and help develop the individual follower according to 

his/her needs (Abun et al., 2020). 

Intellectual Stimulation: Leadership behaviors that promote followers to solve 

organizational problems and feel that they are part of and own the organization and its 

problems (Abun et al., 2020). 

Teacher turnover: When teachers leave a school voluntarily or involuntarily (Sun 

et al., 2017). 

Transformational leadership: A leadership approach that causes a change in 

individuals and social systems and creates valuable and positive change in the followers 

to develop followers into leaders (Burns, 1978). Transformational leadership has four 

dimensions: idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration. Transformational leadership aims to align followers’ 
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identity, values, and aspirations with the missions and values of the organizations (Bass, 

1985). 

Assumptions 

This basic qualitative study followed the following assumptions: 1) the 

participants were willing to contribute and participate in the interview process with me, 

2) the participants understood the interview questions and had the appropriate context to 

reply to, and 3) the participants provided authentic and honest responses. Burkholder et 

al. (2016) noted that quality in research through trustworthiness and dependability was 

essential because the outcomes influenced new knowledge.  

Scope and Delimitations 

The scope is defined as the extent that the content is covered in the study to reach 

logical conclusions and give conclusive and satisfactory answers to the research 

questions (Merriam & Tisdell, 2016). The basic qualitative study’s scope focused on nine 

principals in a specific large urban school district. This sample size represented about 

10% of the principals in the school district. Delimitations are boundaries within the 

researcher’s control (Merriam & Tisdell, 2016). This basic qualitative study interviewed 

only nine principals within the large urban school district. Furthermore, I cannot 

guarantee the transferability of the findings to other school districts. 

Limitations 

There were limitations in this study to be considered. Limitations are potential 

weaknesses that could affect the study (Brutus et al., 2013; Leedy et al., 2019), and 
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distinguishing limitations within a study allows the researcher to monitor these 

limitations (Hatch, 2010). This study interviewed school principals from a large urban 

school district, which is a limitation. For this study, I interviewed nine principals, or 

about 10%, with at least one participant represented from each level: kindergarten, 

middle school, and high school. Willig and Rogers (2017) state that qualitative research 

is used to explore ideas and phenomena, the limited number and homogeneity of 

participants restrict the generalizability of the study results to more diverse or larger 

populations. This study was limited to one school district and was based on interviews of 

nine kindergarten through high school principals. This small sample and possible 

generalization of this study's findings may limit the transferability and application of this 

research.  

Additionally, the COVID-19 pandemic limited the interview process. I 

interviewed online rather than in-person to meet district safety and social distancing 

guidelines. Furthermore, COVID-19 may have impacted the principal responses to the 

study as they may have had to adapt their instructional leadership practices during 

COVID-19 with teachers as there were limited physical interactions during the pandemic.  

Another limitation could be interview bias. I did not interview any other staff or 

teachers. The interviews were limited to principals only. This lack of rigor is linked to the 

problem of bias introduced by the researcher's subjectivity and others involved (Hatch, 

2010).  
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Significance 

This basic qualitative study is significant because the finding could contribute to 

the current and limited literature on what transformational leadership elements principals 

are using to retain teachers in a large urban school district. In this school district, teacher 

turnover is two to three percentage points higher than the state average from 2016 to 

2020 (State Education Agency, 2021). The Chief Academic Officer (personal 

communication, June 26, 2021) for the large urban school district identified and noted 

that “there has been very little district-level research, analysis or professional 

development around how and what elements of transformational leadership principals are 

utilizing to retain teachers”. This basic qualitative study promotes positive social change 

by providing additional research toward principal leadership practices that may reduce 

teacher turnover and assist the school district in professional development for principals 

to improve teacher retention. According to Grissom (2011), high teacher turnover rates 

likely mean greater school instability, disruption of curricular cohesiveness, and a 

continual need to hire inexperienced teachers, who typically are less effective, as 

replacements for teachers who leave. In the attempt to improve teacher retention, the 

large urban school district could utilize research from this basic qualitative study to 

develop professional development and resources to assist new and experienced principals 

in operationalizing the elements of transformational leadership. 
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Summary 

In the large urban school district, teacher turnover is a problem. Annually, teacher 

turnover exceeded the state average from 2016 to 2020, as identified in Table 1 (State 

Education Agency, 2021). This basic qualitative study identified the transformational 

leadership elements (idealized influence, inspirational motivation, intellectual 

stimulation, and individualized consideration) principals utilized to retain teachers. Nine 

principals from the large urban school district were asked one set of interview questions 

per element. The data from these interviews provided information on what 

transformational elements principals are utilizing to retain teachers. The literature review 

section in Chapter 2 reviews literature on teacher turnover, transformational leadership, 

and related elements. 
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Chapter 2: Literature Review 

From 2016 to 2020, the teacher turnover annually exceeded the state average in a 

large urban school district, as identified in Table 1 (State Education Agency, 2021). 

Many researchers agree that one of the most pressing issues facing policymakers is how 

to staff classrooms with stable teachers (Podolsky et al., 2016). Recurrent teacher 

shortages are a function of both declines in entrants to teaching and high teacher attrition 

rates. Subsequently, several studies have found that support from principals and other 

school leaders is one of the best predictors of teacher attrition (Hughes et al., 2015; 

Podolsky et al., 2016;) with principal leadership style being one common factor 

(Podolsky et al., 2016; Thibodeaux et al., 2014). Specifically, Williams (2018) proposed 

significant evidence that principals' transformational leadership practices directly reduce 

teacher turnover.  

While there are many leadership styles, transformational leadership is one of the 

central and most influential leadership models in the field of education administration 

(Berkovich, 2016; Bush, 2014; Hallinger, 2003). Transformational leadership practices 

support leaders in motivating subordinates to do more than they initially expected (Bass 

& Riggio, 2006; Sun & Henderson, 2016). Williams (2018) stresses the importance of 

principal leadership and points out that the way principals use their leadership will 

influence schools' organization, culture, and working conditions, which in turn influence 

teacher motivation, job satisfaction, and turnover (Finnigan, 2010; Ghamrawi & Al-

Jammal, 2013; Martin & Dowson, 2009). Furthermore, a school's leadership quality is 
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among the most important predictors of whether a teacher continues from year to year 

(Boyd et al., 2011; Grissom, 2011; Grissom & Bartanen, 2018; Ladd, 2011). Other 

researchers agree that principals need to understand how their leadership behaviors affect 

their teachers' job satisfaction (Damanik & Aldridge, 2017; Dou et al., 2017), as 

successful principal leadership is the central aspect in significantly impacting teacher job 

satisfaction and a great school environment (Demirtas et al., 2017; Dou et al., 2017). 

In Chapter 2, I describe the iterative literature search strategies utilized to locate 

research for this dissertation. The literature search strategies section is followed by the 

conceptual framework used in this study. The final section contains a literature review of 

peer-reviewed journals and resources around teacher turnover and transformational 

leadership.  

Literature Search Strategy 

Hinde and Spackman (2015) proposed that conducting a systematic review of 

existing literature is a vital starting point for identifying all relevant articles in the 

literature of any reliable study. Through a systematic review process, I directed my 

literature review pertinent to transformational leadership, teacher turnover, and principal 

practices and identified common patterns across studies. I utilized several research 

databases, search engines, and related Walden Library resources during the literature 

review. Furthermore, the teacher turnover data was pulled through a State Education 

Agency's (2021) 2016-2020 accountability webpage. I searched over 15 databases and 

utilized multiple search engines, including Education Source, ERIC, Google Scholar, 
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Sage Journals, Sage Knowledge, Science.gov, Thoreau Multi-Database, ProQuest 

dissertations, and Walden University dissertations. I focused on keywords and phrases 

related to transformational leadership elements and included the principal's leadership 

style, principal practices, urban schools, leadership practices, leadership styles, 

perceptions, student achievement, teacher retention, teacher attrition, and teacher 

turnover. Furthermore, I expanded my research around the specific four transformational 

leadership elements: idealized influence, inspirational motivation, intellectual 

stimulation, and individualized consideration. I reviewed studies that focused on these 

elements and the application of these elements in the education field.  

Peer-reviewed articles and books published from 2015 to 2021 were the focus of 

the search. I also reviewed research and resources related to transformational leadership 

from before 2015. Since 1978 an abundance of transformational leadership qualitative 

and quantitative research articles were found in multiple disciplines when Burns (1978) 

published Transformational Leadership. Since transformational leadership transcends 

multiple disciplines, I had to refine my research and focus mainly on education and 

educational leadership. I found many quantitative and qualitative studies that focus on 

transformational leadership, teacher turnover, and urban schools. As a result, I have 

reviewed over 100 articles related to teacher turnover, transformational leadership, and 

urban schools. I located many research articles on these particular topics, but just a few 

encompassed this study's components. Through this literature review, I found that there is 
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still a need to study what transformational leadership elements principals utilize to reduce 

teacher turnover.  

Conceptual Framework 

I used Burns’s (1978) transformational leadership framework for this study. The 

purpose of this basic qualitative study was to gain an understanding of what 

transformational leadership elements principals are utilizing to retain teachers in a large 

school district. By applying Burns's (1978) transformational leadership framework to 

support this study's purpose, the research question for this study was: What elements of 

transformational leadership are principals utilizing to retain teachers at their schools. This 

research question addressed the problem in this study through semi-structured interview 

questions aligned with the four elements of transformational leadership (Appendix). First, 

to introduce transformational leadership, Burns is considered the primary source of the 

transformational leadership conceptual framework. In time, the theory was extended by 

Bernard Bass and Bruce Avolio to describe business leaders' behaviors (Berkovich, 

2016). transformational leadership theory focuses on “inspiring followers to commit to a 

shared vision and goals for an organization or unit, challenging them to be innovative 

problem solvers, and developing followers' leadership capacity via coaching, mentoring, 

and provision of both challenge and support" (Bass & Riggio, 2006, p 4). For the last 

thirty years, the transformational leadership framework has been the most prominent 

leadership theory in education (Hoch et al., 2018; Mendez-Keegan, 2019). Researchers 

agree that the positive impacts of transformational leadership on individual, group, and 
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organizational level outcomes are well documented (Kroll & Vogel, 2014; Moynihan et 

al., 2012; Oberfield, 2014; Park & Rainey, 2008; Sun & Henderson, 2016; Trottier et al., 

2008).  

Using the four elements of the transformational leadership conceptual framework, 

idealized influence, inspirational motivation, intellectual stimulation, and individualized 

consideration, this basic qualitative study identified what transformational leadership 

elements principals utilized to reduce teacher turnover. In the Literature Review, I 

outlined the research around these four elements of transformational leadership.  

Literature Review Related to Key Concepts and Variable 

Teacher Turnover 

A review of teacher turnover literature identified a long history of teacher 

turnover and research for the last two decades. Research has identified that turnover is 

costly, undermines student achievement (Podolsky et al., 2016). Podolsky et al. (2016) 

collected extensive research on the five factors that influence teachers to enter, stay, or 

leave the profession: salaries, preparation, personnel management, induction and support, 

and working conditions encompassing school leadership support. Furthermore, Podolsky 

et al. (2016) identified administrative support as often the top reason teachers identify for 

leaving or staying in the profession, outweighing even salary considerations for some 

teachers. 

Additional research determined multiple factors, including organizational 

policies, harmful administrative practices, unsafe working conditions, low pay, and 
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negative relationships in the organization due to a teacher leaving the profession 

(Winfield, 2019). In a qualitative study, Winfield (2019) identified these factors that 

contributed to teacher turnover in a low-income urban school with a high minority 

student population using Herzberg's Two-Factor theoretical framework. School 

environment, teacher collaborative efforts, administrative support, school climate, 

location, salary, classroom management, academic achievement, teacher support, and 

student-teacher relationships are all factors that affect teacher turnover (Robinson, 2015). 

Furthermore, Wilson (2019), through a qualitative study that focused on teacher 

perceptions, determined that factors that increase teachers' turnover in urban school 

settings were relationships, location, personal life, and knowledge around classroom 

content and data analysis.  

Daily (2019), using the interview methodology, focused on teacher job 

satisfaction and turnover rates pertaining to principal leadership styles identified 

democratic leadership, being supportive, teacher autonomy, professional development, 

and a safe working environment were critical to teacher job satisfaction. Furthermore, 

Darnell's (2020) research, through a qualitative study that applied the human capital 

theory conceptual framework, determined that support from administration, 

compensation, and working conditions all contributed to teacher attrition. These 

researchers built on prior studies and highlighted the "why" teachers decide to stay or 

leave and the importance of school leadership in addressing these factors.  
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Subsequently, Shavers's (2018) basic qualitative study examined the effective 

strategies used to retain teachers in high poverty and high ethnic minority schools 

through teachers' perspectives. The findings determined that a supportive principal was 

one reason teachers were less inclined to leave. One qualitative study using the narrative 

inquiry method documented that administrators who understand their teachers' needs and 

provide a supportive environment are less likely to lose teachers to other districts or 

professions (Ali, 2017). Furthermore, Perrone et al.'s (2019) quantitative study used 

Pogodzinski et al. (2012) framework of administrative climate to job demands-resources 

(JD-R) model to determine administrator–teacher relations significantly predicted teacher 

burnout. These researchers connect the importance of administrators' relationships and 

leadership style to a teacher's decision to stay or leave a school.  

Extensive research has identified that the quality of administrative support is often 

the top reason teachers identify for leaving or staying in the profession (National Center 

for Educational Statistics, 2013; National Commission on Teaching and America’s 

Future, 2007). The research has also found that support from principals and other school 

leaders is the best predictor of teacher turnover (Grissom, 2011; Hughes et al., 2015; 

Torres, 2014). Furthermore, one study of 45 urban schools in a southeastern state found 

that schools with the lowest teacher attrition rates tended to have school leaders that 

provided support through instructional resources, teaching materials, and professional 

learning opportunities (Cowan & Goldhaber, 2016). The study highlighted that these 

principals described themselves as facilitators, collaborators, team leaders, or leaders of 
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leaders. Podolsky et al. (2016) concluded that retaining excellent teachers is critical to 

future generations of students' success. This literature review of the extensive research 

around teacher turnover supports a qualitative study of what the principals' practices are 

in regards to teacher turnover in a large urban school district.  

Transformational Leadership 

A review of the literature on transformational leadership found a lengthy list of 

studies that support transformational leadership and practice in education and school 

leadership. Transformational leadership has become one of the central and most 

influential leadership models in the field of education administration (Berkovich, 2016; 

Bush, 2014; Hallinger, 2003). Misra and Srivastava (2018) expanded on Burns's (1978) 

transformational leadership model by noting that effective transformational leaders raised 

the inspirational motivation and dedication level of subordinates by increasing the level 

of awareness on the importance of institutional outcomes. Misra and Srivastava also 

advocated for showing people how to go above and beyond for the team or organization's 

sake and not their own and increasing personal need for recognition (Beckmann, 2017). 

Within the transformational leadership theory, a leader can get a follower to try harder 

and contribute more by raising the follower's self-esteem and the importance of the 

anticipated results (Gkolia et al., 2018). A literature review concerning teacher turnover 

found that school leadership is an important factor in teacher retention (Carver-Thomas & 

Darling-Hammond, 2017). Decades of research support transformational leadership's 

positive impact in enhancing organizational performance (Anderson, 2017). In Kirtman 
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and Fullan's Key Competencies for Whole-System Change: leadership (2015), the 

authors share seven leadership competencies that in many ways describe transformational 

leadership, further making the argument for, and supporting, the importance of 

transformational leaders in the education setting. Also, one study identified through a 

mix-method study that transformational leadership is the leadership style most preferred 

by teachers (Heller et al., 1993; Schwartz, 2017). Williams (2018) proposed through a 

quantitative study of self-determination theory and the leadership theory framework that 

transformational leadership significantly predicted autonomy and improved teacher 

turnover. Singletary-Johnson's (2017) study used Kouzes and Posner’s (2010) leadership 

practices inventory through a mixed-method to explore the principal's leadership 

practices and the effects on teacher turnover and found a common correlation. 

Furthermore, Ninkovic and Floric (2018) used hierarchical regression analysis in a 

quantitative study to explore the relationship between transformational school leadership, 

teacher self-efficacy, and perceived collective teacher efficacy. The findings suggest that 

transformational leadership is positively related to collective teacher efficacy. One 

researcher identified through a mix-method study that transformational, relative to 

transactional and laissez-faire, is the leadership style that is most preferred by teachers 

(Heller et al., 1993; Schwartz, 2017).  

Using the self-determination theory and the leadership theory framework, 

Williams (2018) developed a quantitative study that examined the relationship between 

principal leadership style, teacher motivation, and teacher turnover. The findings 
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indicated that a principals' leadership style was related to teacher motivation and found 

that transformational leadership significantly predicted autonomy and improved teacher 

turnover. Furthermore, the effective leader uses encouraging-the-heart practices to 

increase teachers’ sense of belonging, commitment, and drive to achieve the objectives 

(Quin et al., 2015). In addition, Sun and Leithwood (2017) identified that 

transformational leadership practices significantly influenced teacher competence, 

commitment, trust, and efficacy. Transformational leaders influence teachers and staff 

members by utilizing incentives, celebrations, and recognition (Lee, 2008; Quin et al., 

2015). Furthermore, Moolenaar and Sleegers (2015) identified that transformational 

leaders established interdependence with teachers that involved trust in the principal and 

colleagues as well as collaborative practices central to a positive school climate. 

Subsequently, McCarley et al. (2016) developed a quantitative study that examined the 

relationship between teacher perceptions to the degree to which a principal displays the 

factors of transformational leadership and the perceived school climate. The findings 

indicated a statistically significant relationship between a leader's idealized behaviors, 

idealized attributes, inspirational motivation, the school climate dimension of supportive 

behavior, and teachers' engaged behaviors.  

Another qualitative study by Thomas et al. (2020) used the Bakker and 

Demerouti’s (2007) job demands-resources (JD-R) model that studies the functioning of 

employees well-being to examine the interplay between variables at the school level (i.e., 

transformational school leadership, professional, collegial support) and the teacher level 
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(i.e., teachers' self-efficacy) in the context of first-year teachers' job attitudes. In this 

study, transformational leadership's indirect effect via teachers' self-efficacy was 

significant for intrinsic teaching motivations and job satisfaction. Bradley and Levin 

(2019) confirmed that many researchers agree that principal leadership has significant 

implications in retaining effective teachers. Williams (2018) highlights the importance of 

principal leadership and points out that the way principals use their leadership will 

influence schools' organization, culture, and working conditions, which in turn influence 

teacher motivation, job satisfaction, and turnover (Finnigan, 2010; Ghamrawi & Al-

Jammal, 2013; Martin & Dowson, 2009).  

Elements of Transformational Leadership 

Beauchamp and Morton (2011) recommended that principals follow the four 

elements identified by Bass (1985) as part of the transformational leadership framework. 

These four elements are idealized influence, inspirational motivation, intellectual 

stimulation, and individualized consideration. These elements are significant to this study 

as they were used to develop the interview questions. 

Idealized Influence 

Idealized influence places the leader as a role model with high standards of 

morality and respect for others (Bass, 1985). Idealized influence refers to a leader’s 

capability to influence the behaviors of their followers (Zdaniuk & Bobocel, 2015).  

The characteristic of utilizing idealized influence means that the leaders act as  

role models, and they are highly respected because of their actions and the  
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way they conduct themselves (Flanagan, 2019). Subsequently, the followers are 

convinced to follow the leader when they see their honesty and truthfulness to what they 

are saying and doing (Abun et al., 2020).  

Inspirational Motivation 

Inspirational motivation focuses on leadership behaviors such as being optimistic, 

enthusiastic, and communicating a shared vision (Bass, 1985). With this transformational 

leadership element, the leader inspires their followers through personal skills, knowledge, 

and self-confidence to carry out the organization's vision and mission. The leader projects 

self-confidence through articulating a clear vision for the future while communicating 

expectations for the group and demonstrating confidence and commitment to attain the 

goals (Wodehouse, 2018). Furthermore, inspirational motivation is not about telling 

people to accept things as they are but daring followers to take the risk of accepting 

change and facing challenges. (Abun et al., 2020). 

Intellectual Stimulation 

Intellectual stimulation encourages individuals to solve problems, question 

beliefs, create new practices, and even improve productivity (Bass, 1985). With this 

transformational leadership element, the leader invites volunteers to be creative, 

innovative and make decisions that may be out of the box (Belmejdoub, 2015). By 

involving followers in solving organizational problems, they feel that they are part of and 

own the organization and its problems (Abun et al., 2020). 

Individualized Consideration 
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Individualized consideration is when the leader listens effectively and delegates 

tasks to develop followers (Bass & Avolio, 2004). These leaders establish a supportive 

climate where individual differences are respected. Interactions with followers are 

encouraged, and the leaders are aware of individual concerns (Bass, 1998). With this 

transformational leadership element, the leader develops a supportive relationship and 

offers help to develop the follower according to his/her needs (Abun et al., 2020). The 

leader shows concern for followers' needs and feelings and offers support to help 

(Belmejdoub, 2015). The purpose is to bring out the best in the people. Furthermore, 

Chaudhry et al. (2020) research suggested a positive relationship between individualized 

consideration and the organization’s performance.  

Summary and Conclusions 

Research has shown that improvements in school leadership and teacher 

relationships corresponded with teacher turnover improvement (Kraft et al., 2016). 

Furthermore, transformational leadership behaviors can increase teacher job satisfaction 

and reduce voluntary turnover (Billingsley & Cross, 1992). Subsequently, research has 

evaluated teacher perceptions and turnover data on factors that promote transformational 

leadership as a common practice. However, more research was needed around principals’ 

utilization of transformational elements. This basic qualitative study builds on this 

research and the connection between transformational leadership and teacher turnover. 

This study of a large urban school district expanded on this research by providing a more 
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in-depth understanding of what elements of transformational leadership principals are 

utilizing to reduce teacher turnover. 

In Chapter 3, I outline the methodology used to gather data for this basic 

qualitative study. Chapter 3 includes the research design, rationale, setting, and 

methodology. The methodology incorporates participant selection, instrumentation, and 

data analysis.  
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Chapter 3: Research Method 

The purpose of this basic qualitative study was to identify what transformational 

leadership elements principals are utilizing to retain teachers in a large urban school 

district where teacher turnover exceeded the state average from 2016 to 2020 (State 

Education Agency, 2021). Sun and Wang (2017) noted that many researchers have 

suggested that leadership effectiveness is related to employees’ commitment to their 

organizations and turnover behaviors. This study is important as it identifies what 

transformational leaders’ elements principals utilize in their schools to improve teacher 

retention.  

Chapter 3 includes the research design and rationale of this basic qualitative 

study. Furthermore, this chapter includes an explanation of my role as the researcher and 

outlines the research methodology, the instrumentation, and the data analysis plan for this 

study. Additional items included in Chapter 3 are the methods I used to determine the 

basic qualitative study's trustworthiness and the ethical practices to protect the 

participants and their anonymity.  

Research Design and Rationale 

The phenomenon of this basic qualitative study was that a large urban school 

district was demonstrating a pattern of high teacher turnover compared to the state 

average. I utilized a basic qualitative study method because this study explored an 

occurrence specific to individuals' lived experiences (e.g., campus principals) to a 

specific phenomenon (e.g., teacher turnover).  
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The research question that guided this study was: What elements of 

Transformational Leadership are principals utilizing to retain teachers at their school? 

This research question was broad and aligned with understanding, explaining, and 

describing the phenomenon. This basic qualitative study used semi-structured interviews 

as the means to collect data. Berg and Luna (2013) suggest that the wording in semi-

structured interviews should be flexible and facilitate different language levels to be used 

and clarification to be made by the interviewer. This qualitative study's semi-structured 

interview and questions are listed in the Appendix and based on the four transformational 

elements of idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration. This study determined if principals utilized or 

operationalized these elements through their work with teachers. 

Role of the Researcher 

As I interviewed principals through a semi-structured interview method, I 

assumed many roles with this study, including observer, participant, and participant-

observer. My role as the researcher required that I be responsible for all the research 

process components, including recruitment, interviewing, transcribing, and summarizing 

the results. According to DeJonckheere and Vaughn (2019), semi-structured interviews 

consist of a dialogue between researcher and participant, guided by a flexible interview 

protocol and supplemented by follow-up questions, probes, and comments. This method 

allows the researcher to collect open-ended data and explore participants' thoughts, 



33 
 

 
 

 

feelings, and beliefs about a particular topic and delve deeply into personal and 

sometimes sensitive issues.  

In this study, I interviewed and collected responses from school principals of 

campuses that serve kindergarten to high school. As an assistant superintendent with a 

supportive role at the secondary level around college and career readiness, I do not have 

direct authority over school leadership. I did have any personal relationships with the 

study participants. The school district did not hire me to study or focus on teacher 

turnover or principal leadership.  

I followed Creswell’s (2013) six-step process of qualitative research. Rubin and 

Rubin (2012) proposed that it is crucial to accurately transcribe, summarize, and quote 

your interviewees. To address potential bias, I avoided interview questions that may 

cause participants to respond in a certain way. The questions were open-ended, and 

principals answered in any way they chose. I provided my interview transcripts and asked 

individual participants to confirm the information and reduce the chance of errors in my 

data collection process. This step of the process is supported by Babbie (2017), who 

believed that a researcher could avoid bias by cultivating a conscious awareness of their 

values and preferences and adhering to established data collection techniques and 

analysis techniques.  

Methodology 

The methodology selected for this study is a basic qualitative study that utilized 

the transformational leadership concept as a framework that includes Burns's four 
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elements of transformational leadership: idealized influence, inspirational motivation, 

intellectual stimulation, and individualized consideration. This basic qualitative study 

collected information from interviews with campus principals of a large urban school 

district and identified what elements of transformational leadership principals are 

utilizing to retain teachers. Creswell and Poth (2017) proposed that qualitative research is 

an inquiry process based on distinct methodological traditions of inquiry that explore a 

social or human problem. Through semi-structured interviews that embed the four 

transformational leadership elements, I identified what elements of transformational 

leadership principals utilize to retain teachers at their schools.  

Participant Selection  

The participants represented nine kindergarten to high school principals in the 

large urban school district. At a minimum, two principals were selected from each level, 

elementary, middle, and high school, so all academic levels are represented in the 

research. Upon approval from the Walden University Institutional Review Board (IRB) 

and permission from the school district research department, I requested volunteers for 

the interview process through email communications with all ninety principals. The 

prospective participants received my contact information in the email that highlighted the 

study's purpose and how it can benefit the large urban school district. A consent letter 

was also included with similar information.  

I utilized purposeful, stratified sampling to determine which nine principals 

participated in this study and ensure all grade levels were represented. I interviewed a 
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stratified selection (elementary, middle, and high school) of nine volunteer campus 

principals. When creating a random selection process, Zikmund (2003) suggested that 

researchers consider constructing a sampling frame first and then using a random 

number-generation computer program to pick a sample from the sampling frame. I 

created a random sampling through a random number generator as this allowed every 

principal in the volunteer population to have an equal chance of being included in the 

interview process. The goal for the selection of the participants was to reach a reasonable 

sample size for data collection. Mason (2010) notes that the relationship between 

saturation and the sample size is the saturation point, which is the guiding factor for the 

sample size in a qualitative study. As a result, studies that are smaller in size and have 

modest claims could reach the saturation of the information quickly.  

Instrumentation  

Because of distancing restrictions related to COVID-19, I collected data for this 

study through individual, semi-structured virtual interviews through a web conferencing 

platform. The participants answered semi-structured interview questions listed in the 

Appendix related to the operationalism of the four elements of transformational 

leadership. These interview questions sought to describe the meanings of central themes 

being researched. The main task in interviewing is to understand the meaning of what the 

interviewees say (Kvale, 1996).  
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Procedures for Recruitment, Participation, and Data Collection  

After applying and receiving institutional review board (IRB) approval and prior 

approval from the school district’s research department, I began recruitment for this study 

by emailing all ninety principals requesting possible volunteers to participate in this 

study. In the email communication with volunteers, the prospective participants received 

my contact information that highlighted the study's purpose and how it can benefit the 

large urban school district. I also included a consent letter with similar information.  

Because of distancing restrictions related to COVID-19, I collected data for this 

study through individual, semi-structured virtual interviews through a web conferencing 

platform. Before beginning the interviews, the participants were allowed to ask questions 

related to the study. Under standardized protocols, I asked each candidate the same 

questions in the same order. Upon completing the interviews, I utilized Creswell’s (2013) 

six-step qualitative research process. I began the search for themes by reading the data. 

The data from the interviews were stored in an electronic, password-protected file and 

will be held for five years. One-time interviews were completed at an agreed time with 

nine participants. During the interview, I asked one question at a time, encouraged 

responses, was neutral and careful about appearances when notetaking. I also noted any 

observations made during the interview.  

Data Analysis Plan 

As recommended by Creswell (2013) research, I followed these steps in the data 

analysis process: (a) organized and prepared the data for analysis, (b) read and reviewed 
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the data, (c) Began coding the data, (d) generated a description nf the setting and 

categories for analysis, (e) represented the findings, and (f) interpreted the results and 

detailed description of the phenomenon. I followed Creswell’s (2013) data analysis 

process by looking for codes to emerge during the data analysis process. Furthermore, as 

Esterberg (2002) recommended, qualitative data was analyzed line by line to identify 

themes and categories of interest. By utilizing the process and developing themes from 

the data, I answered the research question: What elements of transformational leadership 

are principals utilizing to retain teachers at their schools? I read and reviewed the 

interview transcripts multiple times and compared the answers to the transformational 

leadership elements. All data and research-related material has been secured for five 

years of data storage.  

Evidence of Trustworthiness  

Connelly (2016) stated that trustworthiness in research “refers to the degree of 

confidence in data, interpretation, and methods used to ensure the quality of a study” (p. 

435). Furthermore, qualitative research should include criteria for guaranteeing quality 

and trustworthiness by setting standards for credibility, transferability, dependability, and 

confirmability (Connelly, 2016; Shenton, 2004). Based on data and not on the 

researcher's predispositions, a study’s findings must be trusted by readers (Shenton, 

2004). One way to build this confidence was member checking. For example, member 

checking allows the participants to analyze their data and comment on accuracy and 

meaning (Stake, 1995).  
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Credibility 

Credibility is the equivalent of internal validity and is considered an essential 

criterion of a research study (Connelly, 2016). I utilized member checks and a peer 

review of interview questions to define and clarify wording. I asked peers to review the 

interview questions to help provide input on the questions' clarity. As I analyzed the 

interview answers and drew up the themes, I shared the themes with the participants for 

feedback, comments, and changes. I sought the transferability of the findings through the 

application of the transformative leadership theory framework.  

Transferability 

Transferability is a critical component to meet a high level of trustworthiness in 

this basic qualitative study. According to Merriam and Tisdell (2016), collecting data in a 

trustworthy manner may increase the transferability of the findings from the setting of a 

study to another location. Furthermore, researchers propose that transferability in a 

qualitative study is a process whereby a reader or another researcher decides the 

applicability of findings from a study that may apply in a different context (Marshall & 

Rossman, 2016). I sought to improve the transferability of this basic qualitative study by 

writing a rich, detailed, and thick description through the journaling process. I collected 

data through semi-structured interviews utilizing the questions listed in the Appendix. I 

prepared interview transcription and shared them with the study’s participants to clarify 

the participants' answers and information. I interpreted the data in a way that would 

enable others, if they reviewed the study, to come up with similar findings  
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Dependability  

Another essential component of trustworthiness is dependability. Carl and Ravitch 

(2016) highlighted that a study's dependability refers to the stability of the study data. 

Furthermore, to enhance a study’s dependability, Guba and Lincoln (1985) proposed that 

every step and procedure that occurs should be documented. To improve the data's 

stability, I implemented member checking and transcription to promote transparency and 

possible duplication of the study. I also perform an audit trail and create procedural 

documents that outline the steps taken in this study. The audit trail documented each step 

of the research process through the reporting of conclusions. Based on Grenier and 

Merriam's (2019) recommendation, I used reflexivity and maintained a research journal 

to describe my own experiences, feelings, and biases that may have influenced my 

interpretation of the data, reinforcing the dependability in this study. Also, to ensure data 

integrity, I utilized secure storage to maintain the data and code it. Altogether, I focused 

on ensuring there are no mistakes in the data collection, analysis, and security to maintain 

the trustworthiness of this study. 

Confirmability 

Confirmability was a significant component to build trustworthiness in this basic 

qualitative study. Wa-Mbaleka (2017) noted that researchers agree that confirmability is 

related to the objectivity of a qualitative study. Researchers also agree that objectivity 

may be improved by minimizing subjectivity and bias (Guba & Lincoln, 1985; Johnson et 

al., 2016). I minimized subjectivity and bias by writing a rich, detailed, and thick 
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description through the journaling process. Furthermore, I utilized the member checking 

method to review my findings. Participants reviewed transcripts from the interviews to 

ensure the responses were accurate. As proposed by Yin (2016), I ensured the reliability 

of this basic qualitative study by adequately collecting, documenting, interpreting, and 

representing the findings so that others would reach the same conclusions if given the 

same data. In addition, I performed an audit trail that included procedural documents in 

this study. The audit trail documented the research process and followed through to the 

reporting of conclusions. 

Ethical Procedures 

I followed the Walden University IRB process. Upon locating participants for the 

study, I had each participant complete an electronic consent form agreeing to participate 

in the basic qualitative study. The consent document explained the study's purpose, the 

participants' expectations, and the methods used to maintain anonymity. Stake (2010) 

recommends that member checking helps protect the participants by ensuring the data is 

accurate. Subsequently, the participants understood: (a) the expectations and their 

volunteer role in the study and volunteer participation, (b) their names and their schools 

are kept confidential, and to ensure privacy; (c) they had the opportunity for member 

checking.  

I obtained formal permission from my leadership and the large urban school 

district's research department to conduct the study per district policy. As part of this 

submission, I confirmed no conflicts of interest, and the school district confirmed this as 



41 
 

 
 

 

part of the approval process. I worked in the school district that this study took place. No 

harm or marginalization occurred to the participants in the study. As recommended by 

Creswell and Poth (2017), the informed consent letters contained information about 

myself, the purpose of the research, the benefits of participating in the study, the 

participants’ time commitment involved with the study, the risks to the participants, a 

guarantee that the participants' names are confidential and the participants could 

withdraw at any time without harm to employees. Data has been stored and secured for 

five years and password protected. The participants and the school district and campuses 

are anonymous and confidential.  

Summary 

In Chapter 3, the research method for this study was outlined, the research 

question design and rationale was defined, the researcher's role and possible bias was 

addressed, and the plan for recruitment, participation, and data collection was described. 

Furthermore, Chapter 3 also outlined the data analysis from the study, how 

trustworthiness was ensured, and the planned ethical protocols in beginning this 

qualitative study. In Chapter 4, upon IRB approval, I outline the process of this basic 

qualitative study, including the setting for the study and the results.  
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Chapter 4: Results 

The purpose of this basic qualitative study was to identify the transformational 

leadership elements principals utilize to retain teachers in a large urban school district 

where teacher turnover exceeded the state average from 2016 to 2020 (State Education 

Agency, 2021). Specifically, this basic qualitative study aimed at identifying a gap in 

practice in previous research and local evidence, consisting of principals not making the 

best use of the most effective transformational leadership elements to consolidate and 

increase teacher retention. Merriam and Tisdell (2016) recommend that the findings of a 

general qualitative study should be based on the themes and recurring patterns found as 

collecting and analyzing data collected. Through open-end interview questions 

centralized around the four elements of transformational leadership, common themes and 

recurring patterns were identified using a basic qualitative design. The semi-structured 

interview questions located in the Appendix were asked to address the following research 

question:  

RQ: What transformational leadership elements are principals utilizing to retain 

teachers at their schools? 

The data for this basic qualitative study was collected from nine kindergarten 

through high school level principal participants through semi-structured interviews 

around the four elements of transformational leadership: idealized influence, inspirational 

motivation, intellectual stimulation, and individualized consideration. Elementary, 

middle, and high school grade level principals were represented in the interview process. 
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In Chapter 4, I present the setting, data collection, data findings, and results of this basic 

qualitative study and conclude with a summary of the chapter.  

Setting 

The setting for the basic qualitative study was a large urban school district in the 

United States. The large urban school district is made of 90 elementary, middle, and high 

schools. Upon approval from the large urban school district research department and the 

Walden University Instructional Review Board (Approval No. 08-30-21-0031669), I sent 

out a consent form to 90 principals requesting volunteers for the study. Ten volunteers 

replied to the request to be interviewed. I used purposeful, stratified sampling to select 

nine participants out of the ten volunteers. 

There was a global phenomenon occurring at the time of this study. At the time of 

this study, a global pandemic (COVID-19) led to limitations on social gatherings for 

school leadership. As a result, the semi-structured interviews were completed through 

web conferencing. Web conferencing allowed the interviews to be in-depth and included 

participants sharing their best practices and examples of leadership practices through the 

semi-interview process.  

Furthermore, another factor of the COVID-19 pandemic was that 75% of school 

districts in cities across the nation reported teacher shortages in 2021 (Buttner, 2021). 

Spencer (2021) reported that teachers across America are fleeing in record numbers 

because of the stresses of the pandemic. The teacher shortages in the large urban school 

district mirrored this issue, as Interim Superintendent stated that there were over 100 
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teacher openings during the data collection process of this study (personal 

communication, November 12, 2021). Furthermore, on November 15, the school board of 

this large urban school district also raised the substitute pay rates to fight substitute 

shortages (Large Southern City Newspaper, 2021). This phenomenon affected 

participants' answers to these interview questions as participants constantly referred to the 

current challenge of teachers considering quitting and retiring during the pandemic for 

various reasons, including but not limited to fear of illness, changes in workload caused 

by COVID-19, mandatory face masks policies and vaccination concerns. The data 

analysis section outlines what principal transformational leadership elements were 

utilized because of COVID-19 to retain teachers.  

Data Collection 

The data collection process started when I received the IRB approval from 

Walden University (08-30-21-0031669). The study followed the plans outlined in 

Chapter 3 to collect data for this study. I sent an email to all 90 principals in the school 

district and utilized the consent letter template provided by Walden University. Ten 

volunteers responded to the request within three days of the email. Four high school 

principals, two middle school principals, and four elementary principals responded. After 

seven days, I utilized purposeful, stratified sampling to determine which nine principals 

participated in this study and ensure all grade levels were represented. I interviewed nine 

volunteer campus principals for a stratified selection (elementary, middle, and high 
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school). The final study included three high school principals, two middle school 

principals, and four elementary principals.  

Before each interview, I sent a calendar invite through an email with an agreed 

time and date with the web conferencing link for the interview. Web conferencing was a 

result of the COVID-19 pandemic and limits on face-to-face meetings. Prior to each 

interview, I reviewed the semi-structured interview questions in the Appendix. These 

interview questions aligned to the research question to identify what elements of 

transformational leadership principals utilize to retain teachers at their schools. Merriam 

(1998) suggests semi-structured open interview questions allow researchers to obtain data 

from participants based on their individual experiences. This interview protocol assisted 

me in identifying the related transformational leadership elements principals utilized to 

retain teachers.  

Using the web conferencing software, I recorded each interview. I explained to 

each participant the purpose of the study, my role as the researcher, how I would 

maintain the confidentiality of the participant, and that I would transcribe the interviews. 

I also confirmed with participants the option to withdraw from the study at any time. I 

allotted about one hour for each interview. The interviews lasted from 36 to 65 minutes. 

Each participant was open and willing to share their practices around the four 

transformational leadership elements. I journaled and took notes during the interviews as 

each participant spoke and answered the open-ended interview questions. The interviews 
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were completed within four weeks. There were not any follow-up interviews with 

participants.  

After each one was completed, the interviews were downloaded to an external 

hard drive secured in my home office. Each video was assigned a file number. I 

transcribed the interviews using the transcription service provided by Microsoft Word. I 

corrected the transcribed text with errors in Microsoft Word by reviewing the web 

conferencing videos and making corrections as I went along. The files were saved on an 

external drive with an assigned file number and secured in my home office. There were 

not any unusual instances during this process.  

Data Analysis 

As outlined in chapter 3, I utilized Creswell's (2013) six-step data analysis process 

for a qualitative study. Creswell believed that the validity and reliability of the research 

were finding the steps within the research that will enable the researcher to focus on 

qualitative research. According to Nowell et al. (2017), the data analysis process assigns 

meaning through codes, themes, or other categorization processes to answer the research 

question. Creswell (2013) six-step approach provided the steps to code, classify themes, 

arrange, and sort the data, along with the means to interpret and report the study’s 

findings.  

Step 1: Creswell (2013) recommended in step one to organize and prepare the 

data that was collected. For this basic qualitative study, I organized and prepared the data 

from nine individual participant interviews. After completing the participant interviews, I 
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utilized Office 365 transcribing feature in Microsoft Word to transcribe the audio files 

and edited any transcription errors. I scanned my handwritten journal from each interview 

and sorted the files into my external hard drive folders. I grouped the files by assigning 

an identifier for all nine participants. Participant 1 was labeled P1. Participant 2 was 

labeled P2, and so on. I secured the files with password protection.  

Step 2: Creswell (2013) recommended in this step that the researcher reads and 

looks at the data to identify tone, general ideas, and credibility while reflecting on the 

data’s overall meaning. Bengtsson (2016) suggests that the researcher reads and rereads 

the interview to understand and make sense of the data as part of the whole study. 

Accordingly, I read over and reread the data collected during the interviews during this 

step. I sought out tones and big ideas and a common pattern between all participants. I 

looked for anything that was mentioned by all nine participants that stood out. For 

example, one general idea that stood out is that all nine participants understood what 

transformation leadership was at some level. I documented these big ideas in a Microsoft 

Excel spreadsheet. After reviewing the interviews, a sample of the big ideas and tones in 

Table 2 illustrates how I documented this.  

Table 2 

Sample of Tones and Big Ideas from Participants 
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Big Idea or Tone Percentage of Participant(s) Mentioned it in 
their Interview Responses 

COVID-19 was a factor in teacher turnover 
for Participants. 

100% 

Participants believed they understood the 
Transformational Leadership elements.  

100% 

Participants believed that they were 
implementing actions to keep their teachers 
from leaving.  

100% 

Participants believed that they utilized the 
elements of Transformational Leadership in 
their work.  

100% 

  

Step 3: Creswell (2013) recommends placing segments and text data in categories 

and labeling them with a term. I started the coding process utilizing the four elements of 

Transformational leadership. Since my interview questions were grouped by each 

element, I utilized this structure in my coding. Using Microsoft Excel, I started sorting 

text data into categories and labeled them with a term or concept for each 

transformational leadership element, (a) idealized influence, (b)inspirational motivation, 

(c) intellectual stimulation, and (d) individualized consideration. Table 3 illustrates a 

sample of the codes based on the interviews and data from participants' responses 

connected to Idealized Influence as an example.  

Table 3 

Sample Coding for Idealized Influence from Participants (P1-P3) 
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Participant Interview text excerpt 
P1 Leading with love, grace, accountability, and a whole lot of fun. 

Transparent in communication. 
Together we came up, and we rewrote the mission in vision. 
I [principal] must be transparent and let them know what is going on. 
Give them [teachers} space to tell me [principal] what are your needs 
Open door policy with set hours for teachers to come to talk to me 
[principal] because I want to ensure I give them undivided attention. 
I share my goals with them. 
Honest conversations and being present. 
Going to PLCs, being in their classroom, coaching the teachers, and just 
letting them know that I am with them right alongside them. 
 

P2 I am not willing to ask them to do something I would not do myself. 
I asked them to do home visits, so they would see me do home visits with 
them. 
Lead by example. 
Instructional Rounds. 
Recognizing teachers,  
Listening to them, especially during the COVID-19 pandemic.  
Get feedback from them[teachers]. 
Act and look professional. 
Be professional in my conduct. 
Use an insight survey and focus on areas of low scores in teacher 
perceptions. 
Important to ask for feedback and support teachers on that feedback. 
 

P3 If it is a new challenge, a new protocol, we are going to learn it together  
Encourage my teachers to take on leadership roles. 
We make decisions together. 
Then together, we create a plan. 
Giving them [teachers] complete teacher autonomy for as much as I can. 
Offered open session to any teacher that was interested in giving us 
feedback 
The foundation of our discussion …we spend time on their “Why” they 
[teachers] are here. 
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Step 4: According to Creswell (2013), the coding process should generate descriptions 

for categories and themes to be analyzed. Bengtsson (2016) suggested connecting ideas 

from the coding process and categories into structures of information. I generated themes 

from the concepts and terms as they aligned to the research question: What 

transformational leadership elements are principals utilizing to retain teachers? By coding 

and analyzing the data from the interviews, I identified three themes related to the study’s 

research question. I reviewed the three themes further in this section and the Results 

section of this chapter.  

Step 5: Creswell (2013) recommended the next step to develop how the 

descriptions and themes represent the qualitative narrative of the study. I developed how 

to represent the themes and findings by seeking how they connect to each other and the 

research question this study has addressed. I represented the data in tables to provide 

support and used descriptions and examples of data collected to outline the evidence for 

each theme reviewed in the Results section in this chapter and Chapter 5.  

Step 6: Creswell (2013) highlighted the important role of the researcher in 

providing the interpretations of the research. In line with Creswell’s (2013) final step in 

research, I developed an interpretation and reported the themes and concepts from the 

study, along with what was learned. Chapter 5 outlines this basic qualitative study results 

and conclusions.  
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Themes 

 I analyzed the data and coding, the following three themes emerged in this basic 

qualitative study: 

1. All nine participants provided examples of practices that aligned with each of 

the four elements of transformational leadership. 

2. All participants were hyper-aware of their teachers’ social and emotional 

wellbeing because of the stresses of the global pandemic COVID-19 and 

provided some level of intervention or action to keep teachers from quitting 

that aligned to one or more elements of transformational leadership. 

3. Even though participants provided examples of practices around the four 

elements of transformational leadership, the examples provided were not 

always the same and varied from participant to participant. 

Discrepant Cases 

According to Bengtsson (2016), the researcher’s responsibility in qualitative 

research is to examine any evidence of discrepancies among the data. Carl and Ravitch 

(2016) recommend looking for other possible explanations to ensure discrepant data that 

did not support the themes. I reviewed and analyzed the data multiple times to determine 

and evaluate if the data conflicted with the themes. I re-reviewed codes to identify any 

nonconforming codes. I did not identify any data provided by the participants that did not 

contradict the themes observed in the findings of this study. After reexamining all the 
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data, the data analysis methodology, coding, and themes, I did not find any discrepant 

data that conflicted with the themes outlined in this basic qualitative study.  

Results 

Qualitative research gathers participants' experiences, perceptions, and behavior. 

It answers the hows and whys instead of how many or how much (Tenny et al., 2021). 

Using Creswell’s (2013) six-step qualitative research process, I interviewed nine large 

urban school district participants. All participants had at least one year of experience or 

more as a principal. The literature on transformational leadership and the related four 

elements, along with research on teacher retention and turnover, the conceptual 

framework, and the nine participants' interviews, provided a plentiful amount of data to 

develop three major themes. These three major themes revealed through coding and data 

analysis in this basic qualitative study addressed the following research question: What 

transformational leadership elements are principals utilizing to retain teachers at their 

schools? The following section analyzes the three themes from the participant interviews 

that addressed this basic qualitative study’s research question.  

Theme 1: Four Transformational Leadership Elements Practices Interpretation 

Theme 1 directly answers the first research question. All nine participants 

provided examples of practices that aligned with each of the four elements of 

transformational leadership. Each of the nine participants provided at least one or more 

examples of practices they utilized for each of the four elements of transformational 
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leadership: (a) idealized influence, (b)inspirational motivation, (c) intellectual 

stimulation, and (d) individualized consideration.  

Around the first element of transformational leadership, idealized influence, all 

nine participants provided examples of how they served as role models, encouraged high 

moral standards, truthfulness, honesty, and built respect for others (Bass, 1985). For 

example, participant P6 provided the example of “having to teach a class to cover a 

teacher that had a personal emergency.” P6 explained that there was a substitute shortage 

because of the pandemic, and teachers had to cover classes during their conference 

periods. As a result, P6, as an instructional leader, stated he/she also “covered classes to 

demonstrate to the teachers that he/she is not going to ask them to do something they 

would not do themselves.” This practice impressed the campus teachers and promoted 

respect for P6’s role as a principal on the campus. While P1 and P9 highlighted examples 

being “present at all the professional learning community required teacher meetings”, 

even though it was not expected in their role as principal. Teachers appreciated and 

respected them for going and participating in these meetings. Subsequently, eight out of 

the nine participants mentioned the importance of “transparency” and gave examples of 

practices connected to transparency with teachers to build trust and support for their 

leadership role. 

Inspirational motivation, the second element of transformational leadership, 

focuses on leadership behaviors such as being optimistic, communicating and sharing 

vision, communicating high expectations, accepting change, and facing challenges (Abun 
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et al., 2020). Again, all nine participants provided examples of practice through 

inspirational motivation. For example, participants P1, P5, and P6 shared how they 

worked with their teachers to create a shared vision for the campus. P6 highlighted how 

he/she brought in data that showed the school was in danger of being shut down by the 

state in two years if they did not improve their accountability rating. This action helped 

teachers understand the challenge, own it, and the teachers designed a “shared vision of 

the work that would need to be done” to overcome this challenge. Subsequently, five of 

the nine participants highlighted how they bring in all teachers to help develop the 

campus improvement plan annually and develop the daily campus procedures as 

examples of building buy-in and commitment.  

As the third element of transformational leadership, intellectual stimulation 

encourages teachers to solve problems, question beliefs, create new practices, and 

improve productivity (Bass, 1985). Again, all nine participants provided examples of 

practice through intellectual stimulation. Participants provided multiple practices across 

the nine participants. Some of the main practices are listed in Table 4:  

Table 4 

Intellectual Stimulation Practices by Participants 

Participant(s) Practices or Actions 
P4, P7, P9 Utilized Master Teacher roles with stipend funding 

P1, P3, P5 Have teachers develop professional development activities for 
the campus 

P1, P2, P6, P8 Developed Campus Teacher Leaders and Mentors 
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P8 Teacher choice in various professional development options 

All Participants Engaged teachers through Campus Improvement Plan 

P4, P6, P7, P8 Handed over a challenge, procedure decision, and problem to 
the teachers to address  

P2, P3, P4, P5, 
P8, P9 

Utilized expert teachers as teacher mentors 

P1, P2, P3, P6, 
P8, P9 

Encourage teachers to try new things and highlight them for 
trying something new (examples: new lesson, new project, new 
program) 

 

Individual consideration, the fourth element of transformational leadership, 

focuses on how the school leader establishes a supportive climate where individual 

differences are respected (Bass, 1998). Again, all nine participants highlighted practices 

that they promoted through individual consideration. One example, participant P3 

focused on the importance of “listening to teachers' concerns”. Participant P3 highlighted 

many challenges with COVID-19 around the individual differences when it came to 

various topics, including face masks, distancing, vaccines, and safety. As policies on 

these subjects were established at the district level, Participant P3 noted he/she would 

follow up with each teacher and “be a source to listen to their concerns”. This practice 

helped build a relationship while navigating complicated issues. Participants P7 and P9 

highlighted actions that would make “teachers feel special” and “acknowledge their great 

work”. Another example, participant P4 spoke that the most important thing he/she could 

do during the pandemic was to “always be available for teachers for not just the day-to-

day tasks, but for the teachers’ social-emotional needs and problems”. 
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Theme 2: COVID-19 and Social-Emotional Needs of Teachers Interpretation 

Subsequently, Theme 2 supports the response to this study’s research question. 

All participants were hyper-aware of their teachers’ social and emotional wellbeing 

because of the stresses of the global pandemic COVID-19 and provided some level of 

intervention or action to keep teachers from quitting that aligned to one or more elements 

of transformational leadership. The word “COVID-19” or “pandemic” were mentioned 

by participants at least 42 times during the interviews. Between the teacher shortages and 

substitute shortages, teacher retention was a leading concern for the large urban school 

district during the time of this study. Participants commented on teachers' professional 

and personal stress levels. Participant P2 noted that teachers are facing situations of 

“illness and death with their family members, along with their student's personal and 

family struggles with the pandemic”. Participant P7 stated that it seemed even “more 

urgent to build relationships among the staff, so we know daily how every teacher is 

doing, and it requires a system of check-ins developed across the campus”. Participant P9 

highlighted, “giving teachers more time for planning and longer break periods seems to 

help teachers process, so we are working with the teachers to build this time in for all 

teachers”. Participant P1 stated, “having an open-door policy at all times and being 

someone that will listen to teachers’ concerns have been an important part of their task 

this year.” 
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Theme 3: Practices Varied between Participants 

Theme 3 provides support for this study’s research question. Even though 

participants provided examples of practices around the four elements of transformational 

leadership, the examples provided were not always the same and varied from participant 

to participant. While participants answered the interview questions as if they understood 

the elements of transformational leadership and did provide examples for each of the four 

elements, the examples given were not aligned across all schools.  

For example, even with common statements on “transparency” being an important 

factor for teacher retention according to multiple participants, the actual practices around 

providing transparency varied from participant to participant. Participant P1 noted that to 

be transparent, that as the principal they wanted teachers to be aware of not only the 

campus vision, mission, and goals, but wanted teachers to “know what goals he/she as the 

campus leader was being measured on by his/her leadership”. While the P5 focused on 

transparency by “involving the teachers in organizational problems and challenges and 

giving them the power to help develop solutions”. The approach to each element varied 

in practice while they understood the nature of the transformational leadership element at 

some level.  

Another example of variances was in the area of intellectual stimulation. 

Participants P1, P3, and P5 utilized teacher-designed professional development as the 

practice for this element, while participants P4, P7, and P9 contributed teacher pay 

increases and master teacher title with more work as promoting teachers in this area. 
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These variances showed a different understanding of the element and different sets of 

practices implemented by participants.  

 Evidence of Trustworthiness  

Based on data and not on the researcher's predispositions, a study’s findings must 

be trusted by readers (Shenton, 2004). As mentioned in chapter 3, Connelly (2016) stated 

that trustworthiness in research “refers to the degree of confidence in data, interpretation, 

and methods used to ensure the quality of a study” (p. 435). As the researcher, I followed 

Creswell’s (2014) six-step process of analyzing data for this basic qualitative study. From 

organizing the data, looking for big ideas, coding, and interpreting themes, I sought to 

develop an interpretation of the data that any other researcher would agree with as a 

reasonable set of results. I followed these steps to build trust with the readers.  

Furthermore, qualitative research should include criteria for guaranteeing quality 

and trustworthiness by setting standards for credibility, transferability, dependability, and 

confirmability (Connelly, 2016; Shenton, 2004). The following sections review these 

areas of research for this basic qualitative study.  

Credibility 

Connelly (2016) noted that credibility is the equivalent of internal validity and is 

considered an essential criterion of a research study. As mentioned in Chapter 3, I used 

member checks to confirm the accurate data and clarify wording. Participants were 

provided a transcription of their interview. I also asked for clarity and additional 

information if they felt it did not cover their points or actions. Subsequently, I used 
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Microsoft Word to transcribe, journaling to collect my first set of observations during the 

interview, and Microsoft Excel to group the data and develop codes as a common 

procedure for manually coding data.  

Transferability 

Marshall and Rossman (2016) proposed that transferability in a qualitative study 

is a process whereby a reader or another researcher decides the applicability of findings 

from a study that may apply in a different context. Furthermore, collecting data in a 

trustworthy manner may increase the transferability of the findings from the setting of a 

study to another location (Merriam & Tisdell, 2016). I utilized Creswell’s (2013) six-step 

process of analyzing data for this basic qualitative study. During the interview process, I 

sought to improve the transferability of this basic qualitative study by utilizing the 

journaling process. Subsequently, I prepared interview transcription and shared them with 

the study’s participants to clarify their answers and information. I interpreted the data in a 

way that would enable others, if they reviewed the study, to come up with similar 

findings.  

Dependability  

To enhance a study’s dependability, Guba and Lincoln (1985) proposed that every 

step and procedure that occurs should be documented. To improve the data's stability, I 

implemented member checking and transcription to promote transparency and possible 

duplication of the study. I also perform an audit trail and create procedural documents 

that outline the steps taken in this study. The audit trail documented each step of the 
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research process through the reporting of conclusions. Also, to ensure data integrity, I 

utilized secure storage to maintain the data and code it. Carl and Ravitch (2016) 

highlighted that a study's dependability refers to the stability of the study data. 

Altogether, I focused on ensuring there are no mistakes in the data collection, analysis, 

and security to maintain the trustworthiness of this study. 

Confirmability 

As proposed by Yin (2016), I ensured the reliability of this basic qualitative study 

by adequately collecting, documenting, interpreting, and representing the findings so that 

others would reach the same conclusions if given the same data. Participants reviewed 

transcripts from the interviews to ensure the responses were accurate. I minimized 

subjectivity and bias by writing a rich, detailed, and thick description through the 

journaling process. In addition, I performed an audit trail that documented the research 

process and followed through to the reporting of conclusions. 

Summary 

The purpose of this basic qualitative study was to identify the transformational 

leadership elements principals utilize to retain teachers in a large urban school district 

where teacher turnover exceeded the state average from 2016 to 2020 (State Education 

Agency, 2021). The interview of the nine participants utilized the interview questions 

found in the Appendix to operationalize the four elements of transformational leadership. 

The data analysis interviews with participants provided the three themes that addressed 
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this basic qualitative study’s research question. All nine participants utilized all four 

elements of transformational leadership to retain teachers. Subsequently, this study’s 

finding was affected by the global pandemic COVID-19 as the phenomenon heightened 

participants' need to utilize practices aligned to the four elements of transformational 

leadership to keep teachers from leaving during this difficult period of time. Furthermore, 

while all participants answered the interview questions showed evidence of some level of 

knowledge about four elements of transformational leadership, participants provided 

varied practices in utilizing the four elements of transformational leaders to retain 

teachers.  

In summary, three themes emerged in this study that answered the research 

question: What transformational leadership elements are principals utilizing to retain 

teachers at their schools? The three themes pointed to a pattern of all participants utilizing 

all four elements of transformational leadership through various ways and practices. 
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Chapter 5: Discussion, Conclusions, and Recommendations 

The purpose of this basic qualitative study was to identify the transformational 

leadership elements principals utilize to retain teachers in a large urban school district 

where teacher turnover exceeded the state average from 2016 to 2020 (State Education 

Agency, 2021). Previous studies and local evidence indicate that a gap in practice might 

exist, consisting of principals not making the best use of the most effective 

transformational leadership elements to consolidate and increase teacher retention. 

Kamrath and Bradford's (2020) study suggested principal support is critical to teacher 

retention and identified administrator support, administrator actions, and lack of 

recognition from administration as the top three factors for teachers leaving. However, 

there is limited literature on how principal leadership influences teachers’ decisions to 

leave their schools, and the practices that principals enact that impact teacher turnover are 

not clear (Scallon et al., 2021). 

This basic qualitative study's conceptual framework was based on Burns's (1978) 

transformational leadership theory and related elements of idealized influence, 

inspirational motivation, intellectual stimulation, and individualized consideration. I 

obtained my data from semi-structured interviews through a web conferencing platform 

with nine school principals. Through the interview process, I identified what elements of 

transformational leadership these nine participants utilized in the large urban school 

district. The semi-structured interview questions located in the Appendix guided the 
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answer to the following question by operationalizing each of the transformational 

leadership elements:  

RQ: What transformational leadership elements are principals utilizing to retain 

teachers at their schools? 

I utilized Creswell's (2013) six-step data analysis process for a qualitative study, 

and the following three themes emerged from the data:  

1. All nine participants provided examples of practices that aligned with each of 

the four elements of transformational leadership. 

2. All participants were hyper-aware of their teachers’ social and emotional 

wellbeing because of the stresses of the global pandemic COVID-19 and 

provided some level of intervention or action to keep teachers from quitting 

that aligned to one or more elements of transformational leadership. 

3. Even though participants provided examples of practices around the four 

elements of transformational leadership, the examples provided were not 

always the same and varied from participant to participant. 

The findings of this study provide qualitative evidence that principals in this large 

urban school district utilize the four elements of transformational leadership in their 

practice for retaining teachers. While the COVID-19 heightened the need for 

transformational leadership practices, the type of transformational leadership practices 

varied between participants. This chapter interprets the findings and links this study’s 

research, the conceptual framework, and peer-reviewed literature related to teacher 
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retention and principal leadership. Furthermore, the chapter explores the limitations of 

this study, recommendations for future research, and implications for social change.  

Interpretation of the Findings 

The interview questions operationalized the four elements of transformational 

leadership to address the research question. This study sought to identify what elements 

of transformational leadership principals utilize to reduce teacher turnover through the 

transformational leadership framework and the related elements of idealized influence, 

inspirational motivation, intellectual stimulation, and individualized consideration. Many 

researchers agree that transformational leadership has been known as a process to 

develop and expand a constituency's fullest potential to adapt and commit to the 

organization's goals (Leithwood & Jantzi, 2006). According to Kramer (2007), 

transformational leaders communicate a precise, comprehensive, relevant, and 

meaningful vision so that the team members feel encouraged, optimistic, and motivated 

to invest efforts and energies to go beyond their abilities to accomplish the goals. Ayik 

and Dis (2015) research suggests that the principal’s transformational leadership is the 

driving force of the change and determining factor of the success or failure of a school. In 

comparison, Eliophotou and Ioannou's (2016) research findings suggest that the 

significance of implementing transformational leadership practices at school increased 

teacher job satisfaction, trust, and commitment. Furthermore, many researchers agree that 

the level of support from principals and other school leaders is the best predictor of 

teacher turnover (Grissom, 2011; Hughes et al., 2015; Torres, 2014). Subsequently, Boyd 
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et al. (2011) research highlighted that teachers who have fewer positive perceptions of 

their school administrators are more likely to transfer to another school and to leave 

teaching. In comparison, Anderson’s (2017) research highlights decades of research that 

support transformational leadership's positive impact in enhancing organizational 

performance. Subsequently, Williams (2018) quantitative study indicated that a 

principals' leadership style was related to teacher motivation and found that 

transformational leadership significantly predicted autonomy and improved teacher 

turnover.  

The nine principals from the large urban school district provided through 

interviews their practices at their campuses. As educational leaders, these participants 

provided examples of practices aligned with the four elements of transformational 

leadership. Out of these responses, three themes were developed. I described and 

interpreted these themes based on this documented research, the transformational 

leadership conceptual framework aligned with enhancing leadership practices and 

improving organizational outcomes like teacher retention. This basic qualitative study 

confirmed that principals utilized all four elements of transformational leadership. The 

next sections break down this interpretation by element.  

Idealized Influence – Interpretation of Utilization 

Hauserman and Stick's (2013) research showed that idealized influence 

effectively resulted in organizational success when used by the school principals. 

Furthermore, Sharma and Singh's (2017) research proposes that the transformational 
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leader, through idealized influence, can make employees work together, trust each other, 

promote employee motivation and then produce the work result exceeding expectations. 

Theme 1 from the data reflected that all nine participants utilized idealized influence, the 

first element of transformational leadership. Theme 2 highlighted how the COVID-19 

influenced the importance of these practices around idealized influence to retain teachers 

during this time of stress, while Theme 3 identified that the practices varied from 

participant to participant. Examples of practices provided by principals during the 

interview included (a) providing transparency in areas of purpose, values, beliefs, 

administration, challenges, and issues, (b) providing professional respect to teachers as 

equals, (c) leading by example in the day to day work and professionalism, (d) do not ask 

teachers to do something that you would not do yourself, (e) instructional rounds with 

teachers as a group and provide constructive feedback as a team, (f) be visible in the 

halls, classroom, cafeteria and everywhere teachers can see you are engaged and present, 

and (g) including teachers in the decision-making process around school procedures and 

policies. All nine participants presented one or more practices during the interview 

process. From the data and themes of this study, I interpreted that school principals in the 

large urban school district utilized the transformational leadership element, idealized 

influence, to retain teachers.  

Inspirational Motivation – Interpretation of Utilization 

Murphy (2018) proposed that leaders who utilize inspirational motivation lead 

with passion, enthusiasm, and inspiration can successfully communicate with the whole 
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school community. Ahmad et al. (2014) proposed that leaders that practice inspirational 

motivation motivate their followers by accepting challenges and also act as the model for 

them, they inspire their subordinates by achieving the goal effectively and that 

transformational leadership enables the leader to explain the meanings of challenges that 

teachers have to face and motivate them to accept them. As with idealized influence, 

Theme 1 from the data reflected that all nine participants utilized inspirational 

motivation, the second element of transformational leadership. Theme 2 highlighted how 

the COVID-19 influenced the importance of these practices around inspirational 

motivation to retain teachers during this time of stress for teachers, while Theme 3 

identified that the practices varied from participant to participant. Examples of practices 

provided by principals during the interview included: (a) principals promoting an 

optimistic vision, (b) meeting one on one with each teacher weekly to check-in and make 

sure they were in a good place, (c) included staff in the development of the vision and 

mission for the campus to obtain by in and positive outlook, (d) recognizing teachers for 

their work individually and as a team, (e) promoting teacher leadership opportunities, (f) 

routinely communicating through newsletters, announcements and emails what is going 

on, (g) open-door policy or open communication with the principal through text and 

phone as needed, and (h) constantly keeping teachers focused on the future goals and 

moving forward routinely. From the data and themes of this study, I interpreted that 

school principals in the large urban school district utilized the transformational leadership 

element, inspirational motivation, to retain teachers. 
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Intellectual Stimulation – Interpretation of Utilization 

Intellectual stimulation involves motivating followers by “questioning 

assumptions, challenging the status quo, and encouraging problem reformulation, 

imagination, intellectual curiosity, and novel approaches (Shin & Zhou, 2003). With 

intellectual stimulation, the leader invites volunteers to be creative, innovative and make 

decisions that may be out of the box (Belmejdoub, 2015). Furthermore, Evangelista 

(2014) suggested that the leaders' ability to provide intellectual stimulation greatly 

influenced teacher self-efficacy. As with idealized influence and inspirational motivation, 

Theme 1 from the data reflected that all nine participants utilized intellectual motivation, 

the third element of transformational leadership. Theme 2 highlighted how the COVID-

19 influenced the importance of these practices around intellectual stimulation to retain 

teachers during this time of stress. Theme 3 identified that the practices varied from 

participant to participant. Some examples of practices provided by principals during the 

interview included: (a) utilizing master teacher roles with stipend and more duties, (b) 

having teachers create professional development for the campus and take ownership of 

the event, (c) providing opportunities to teachers to take teacher leader and mentor roles, 

(d) provide innovative teacher professional development choices (book study, 

conference, research, technical training), (e) engage teachers in developing the campus 

improvement plan, (f) hand over complicated issues, and problems for faculty to solve, 

and (g) develop mentorship roles of teachers to support other professionals. From the data 

and themes of this study, I interpreted that school principals in the large urban school 
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district utilized the transformational leadership element, intellectual motivation, to retain 

teachers. 

Individual Consideration – Interpretation of Utilization 

With individual consideration, Abun et al. (2020) suggested that the leader 

develops a supportive relationship and offers help to develop the follower according to 

his/her needs. According to Ogola et al. (2017), the individual consideration offered by 

the leaders tends to increase the effectiveness and satisfaction level of employees. As 

with idealized influence, inspirational motivation, intellectual stimulation, Theme 1 from 

the data reflected that all nine participants utilized individual consideration, the fourth 

element of transformational leadership. Theme 2 highlighted how the COVID-19 

influenced the importance of these practices around individual consideration to retain 

teachers during this time of stress, while Theme 3 identified that the practices varied from 

participant to participant. Some examples of practices provided by principals during the 

interview included: (a) listening to teachers concerns or challenges, (b) building 

individual relationships with teachers and do not treat them like they are all alike, (c) 

making teachers feel special with small gifts of recognition or awards, (d) constantly 

thank them and acknowledge their work and dedication, (e) be available anytime for 

teachers to talk, (f) talk to your teachers about their social-emotional needs, and (g) 

provide time for them when issues arise, either personally or professionally. From the 

data and themes of this study, I interpreted that school principals in the large urban school 
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district utilized the transformational leadership element, individual consideration, to 

retain teachers. 

Limitations of the Study 

As mentioned in chapter 1, distinguishing limitations within a study allows the 

researcher to monitor these limitations (Hatch, 2010). This basic qualitative study 

interviewed nine kindergarten through high school in one district. As identified in chapter 

1, this study was limited to one school district and was based on interviews of a small 

sample of principals, about 10%. This small sample and possible generalization of this 

study's findings may limit the transferability and application of this research. 

Furthermore, I utilized a stratified sampling that captured all grade levels. The final study 

included interviews from three high school principals, two middle school principals, and 

four elementary principals. 

Furthermore, I only interviewed only principals. I did not interview teachers or 

any other group, which can lead to interview bias. This lack of rigor is linked to the 

problem of bias introduced by the researcher's subjectivity and others involved (Hatch, 

2010). I attempted to collect data during interviews as broad and deep as possible to 

obtain the best picture of principal practices from the participants of this study.  

Another limitation was a result of COVID-19, as the interviews had to be initiated 

through web conferencing because of safety concerns and social distancing requirements. 

The COVID-19 pandemic affected principals' answers and practices as there was a high 

level of concern for teachers' social-emotional wellbeing. I recorded the interview, 
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transcribed the interviews, and implemented member checking to confirm the responses 

from participants. Participants' answers to the interview questions were often connected 

to challenges of COVID-19 issues, and as a result, I documented the data and kept it 

embedded in the coding. A theme emerged from the coding that was integrated into this 

study.  

Recommendations 

Lord and Hall (2005) proposed that leadership development is predicated on 

progressive skills development and that through the process of skill development, a 

leader advances through novice, intermediate, and expert skill levels. While the finding 

of this basic qualitative study determined that principals were applying practices that 

utilized all four of the transformational elements to retain teachers, theme three highlights 

that the data pointed toward participants applying practices in various ways. I interpreted 

from the data that some transformational leadership practices may be more effective than 

others and that not all participants had the same level of expertise in implementing the 

practices aligned with four elements. Further research is needed to measure the 

effectiveness of principal practices while utilizing transformation leadership elements to 

measure the level of leadership skill development of principals and their practices.  

Implications 

This basic qualitative survey contributes to research about what elements of 

transformational leadership principals utilize to retain teachers. The study identified that 
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principals were utilizing all four of the elements of transformational leadership to retain 

teachers. Furthermore, the student identified that principals were not always using the 

same practices across all four transformational leadership elements. During the study, it 

was also identified that COVID-19 brought in another layer of challenges for principals 

at the local level to retain teachers. For this large urban school district, this study may 

provide insight into training that will allow principals to share transformational 

leadership practices across grade levels and schools on what is helping retain teachers. 

This study may promote the development of professional development that creates a 

sharing of current practices our principals are utilizing that will help support teacher 

retention districtwide. Positive social change may occur by promoting teacher retention 

by sharing these common transformational leadership practices across campuses in this 

large urban school district.  

The findings of this basic qualitative study may also influence research on a larger 

level. Several studies have identified that both the support principals provide teachers and 

the principals’ leadership style are two of the best predictors of retaining teachers 

(Hughes et al., 2015; Podolsky et al., 2016). Subsequently, teacher turnover has been a 

national, state, and local concern. Previous studies and local evidence indicated a gap in 

practice might exist, consisting of principals not making the best use of the most effective 

transformational leadership elements to consolidate and increase teacher retention. This 

study has the potential to promote social change by providing additional research toward 

principal leadership practices that may retain teachers and reduce teacher turnover. 
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Conclusion 

The purpose of this basic qualitative study was to identify the transformational 

leadership elements principals utilize to retain teachers in a large urban school district 

where teacher turnover exceeded the state average from 2016 to 2020 (State Education 

Agency, 2021). Many researchers agree that principal support is critical to teacher 

retention. Administrator support, administrator actions, and lack of recognition from the 

administration have been identified as the top three factors for teachers leaving (Kamrath 

& Bradford, 2020). Furthermore, transformational leadership has been the most 

prominent leadership theory in education in the last thirty years (Hoch et al., 2018; 

Mendez-Keegan, 2019). For this study, I utilized Burns's (1978) transformational 

leadership theory and related elements of idealized influence, inspirational motivation, 

intellectual stimulation, and individualized consideration as the conceptual framework for 

this study. I conducted this basic qualitative study to address a gap in practices in 

previous studies and at the local level that currently exists, consisting of principals not 

making the best use of the most effective transformational leadership elements to 

consolidate and increase teacher retention. I collected data using semi-structured 

interviews with nine kindergarten to high school principals. The findings of this basic 

qualitative study indicate that principals in this large urban school district engaged in 

practices that utilized each of the four elements of transformational leadership: (a) 

idealized influence, (b)inspirational motivation, (c) intellectual stimulation, and (d) 

individualized consideration to retain teachers. Furthermore, principals' practices varied 
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from campus to campus, but they all provided examples aligned to the four elements of 

transformational leadership. Another factor during this study was COVID-19. COVID-19 

raised the stakes on the importance of retaining teachers during this study as teacher 

shortages increased. Using the results from this study, this large urban school district and 

other urban school districts can create educational change by developing professional 

development that allows principals to share practices across campuses around 

transformational leadership to retain teachers.  
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Appendix: Semi-Structured Interview Questions 

Transformational Leadership Element 1: Idealized Influence  

Prompt 1  

Thinking about how a principal serves as a role model to teachers by setting high 

standards of morality and demonstrating respect for others (Bass, 1985).  

IQ1: In what ways do you promote yourself as a role model to your teachers? Any 

examples? 

IQ2: In what ways do you encourage your teachers to set high moral standards? 

Any examples? 

IQ3: In what ways do you encourage your teachers to build respect for others (i.e., 

professionalism, empathy, and support)? Any examples? 

Prompt 2 

 Thinking about how principals influence the behaviors of teachers (Zdaniuk & 

Bobocel, 2015).  

 IQ4: What are some ways you have influenced your teachers’ behavior as a campus 

principal? (i.e., morale, facing challenges or change, stress, loss, meet goals or actions) 

Any examples? 

Prompt 3 

 Thinking about how principals build respect with their teachers through actions and 

how they conduct themselves (Flanagan, 2019).  
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IQ5: What are some actions you have taken that have helped you build respect with 

your teachers? Any examples? 

IQ6: In what ways do you conduct yourself as a principal that you believe builds 

respect with your teachers? Any examples? 

Prompt 4 

Thinking about what principals utilize honesty and truthfulness to convince 

teachers to listen to them (communications) and follow them (action) (Abun et al., 2020). 

 IQ7: In what ways do you use honesty and truthfulness to convince teachers to 

listen to you as a principal? Any examples? 

 IQ8: In what ways do you use honesty and truthfulness to convince teachers to 

accomplish (do) something for you as a principal? (meet deadlines, improve attendance, 

work with students) Any examples? 

Transformational Leadership Element 2: Inspirational Motivation 

Prompt 1  

Thinking about how principals utilize leadership behaviors such as being 

optimistic, enthusiastic, and communicating a shared vision (Bass, 1985).  

IQ9: In what ways do you promote optimism, enthusiasm, and a shared vision 

with your teachers? Any examples? 

Prompt 2 
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Thinking how principals project self-confidence while communicating 

expectations to teachers and demonstrating confidence and commitment to attain the 

goals (Wodehouse, 2018).  

IQ10: In what ways do you communicate your expectations as a principal to 

teachers that demonstrate confidence and commitment to attaining campus goals? Any 

examples? 

Prompt 3 

Thinking about how principals dare teachers to take the risk of accepting change 

and facing challenges. (Abun et al., 2020) 

IQ11: In what ways do you encourage your teachers to take on change and face 

new challenges? Any examples? 

Transformational Leadership Element 3: Intellectual Stimulation 

Prompt 1 

Thinking about how principals encourage teachers to solve problems, question 

beliefs, create new practices, and even improve productivity (Bass, 1985).  

IQ12: In what ways do you encourage teachers to engage in problem-solving, 

developing new practices, and/or school improvement? Any examples? 

Prompt 2 

Thinking about how principals encourage teachers to be creative, innovative, and 

make decisions (Belmejdoub, 2015).  
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IQ13: In what ways do you promote teachers to be creative and innovative? Any 

examples? 

IQ14: In what ways do you encourage teachers to make decisions? Any 

examples? 

Prompt 3 

Thinking about how principals may encourage teachers to feel that they are part 

of the organization and its problems, including solving organizational problems (Abun et 

al., 2020).  

IQ15: In what ways do you engage teachers in solving organizational problems 

and developing solutions? Any examples? 

Transformational Leadership Element 3: Individual Consideration 

Prompt 1 

Thinking about how principals establish a supportive climate where individual 

differences are respected (Bass, 1998).  

IQ16: In what ways do you establish a supportive climate for teachers that 

respects differences? Any examples? 

Prompt 2 

Thinking about how principals develop a supportive relationship and offer help to 

develop the teachers according to their needs (Abun et al., 2020). 

IQ17: In what ways do you build supportive relationships with your teachers? 

Any examples? 
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IQ18: In what ways do you develop teachers based on their needs? Any 

examples? 

Prompt 3 

Thinking about how principals show concern for teachers' needs and feelings and 

offer support to help to bring out the best in the people (Belmejdoub, 2015).  

IQ19: In what ways do you as a principal engage with your teachers' needs and 

feelings? Any examples? 

IQ20: In what ways do you as principal offer support to bring out the best in your 

teachers? Any examples? 
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