WALDEN
UNIVERSITY Walden University

A higher degree. A higher purpose.
ScholarWorks

Walden Dissertations and Doctoral Studies

Walden Dissertations and Doctoral Studies Collection

3-30-2026

Relationship Between Teacher Psychological Safety and
Perceived Administrator Support in Independent Schools

Kim Schinzel
Walden University

Follow this and additional works at: https://scholarworks.waldenu.edu/dissertations

b Part of the Education Commons

This Dissertation is brought to you for free and open access by the Walden Dissertations and Doctoral Studies
Collection at ScholarWorks. It has been accepted for inclusion in Walden Dissertations and Doctoral Studies by an
authorized administrator of ScholarWorks. For more information, please contact ScholarWorks@waldenu.edu.


http://www.waldenu.edu/
http://www.waldenu.edu/
https://scholarworks.waldenu.edu/
https://scholarworks.waldenu.edu/dissertations
https://scholarworks.waldenu.edu/dissanddoc
https://scholarworks.waldenu.edu/dissanddoc
https://scholarworks.waldenu.edu/dissertations?utm_source=scholarworks.waldenu.edu%2Fdissertations%2F19649&utm_medium=PDF&utm_campaign=PDFCoverPages
https://network.bepress.com/hgg/discipline/784?utm_source=scholarworks.waldenu.edu%2Fdissertations%2F19649&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:ScholarWorks@waldenu.edu

Walden University

College of Education and Human Sciences

This is to certify that the doctoral study by

Kimberly Schinzel

has been found to be complete and satisfactory in all respects,
and that any and all revisions required by
the review committee have been made.

Review Committee
Dr. Ioan Ionas, Committee Chairperson, Education Faculty
Dr. James Bailey, Committee Member, Education Faculty

Chief Academic Officer and Provost
Sue Subocz, Ph.D.

Walden University
2026



Abstract
Relationship Between Teacher Psychological Safety and Perceived Administrator
Support in Independent Schools
by

Kimberly Schinzel

MA, University of Nebraska-Omaha, 1997

BS, University of Nebraska-Lincoln, 1994

Dissertation Submitted in Partial Fulfillment
of the Requirements for the Degree of
Doctor of Education

Educational Administration and Leadership

Walden University

May 2026



Abstract
Low teacher retention rates and teacher shortages have burdened independent schools.
The problem addressed in this study was the lack of leadership support, a component of
psychological safety, as one of the primary reasons for teachers leaving the profession.
Grounded in Edmondson’s psychological safety theory, this quantitative, correlational
study examined the relationship between PK-12 independent school teachers’ perceptions
of psychological safety and its dimensions, and the perceived level of administrator
support. The study used Plouffe et al.’s Psychological Safety Inventory (PSI) on a 5-point
Likert scale to measure psychological safety and its dimensions and a 10-point
researcher-created scale to measure administrator support. Data collected from 120 PK-
12 independent school teachers via an anonymous online survey were analyzed using six
linear regression analyses, one for the overall PSI score and one for each of the five
dimensions. Administrator support was significantly associated with overall
psychological safety, explaining 86.6% of the variance (R? = .866, p < 0.001).
Furthermore, administrator support was significantly associated with each of the five PSI
dimensions with large effect sizes: mutual trust and respect (R’ = .827, p < 0.001);
supportive leadership (R’ = .801, p < 0.001); interpersonal risk-taking (R’ = .702, p <
0.001); clarity and identity in team context (R’ = .696, p < 0.001); and organizational and
structural support (R’ = .420, p < 0.001). This study may promote positive social change
by providing independent school leaders with data on how to support teacher well-being
with psychological safety. Leaders will benefit from reduced hiring costs. Teachers will
develop greater skills and confidence in instruction, and ultimately, students will benefit

from teacher commitment and continuity.
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Chapter 1: Introduction to the Study

Teacher attrition has been a significant problem for decades despite reform efforts
(Nguyen & Springer, 2021; Saunders & Skinner, 2025). Attrition includes both new and
veteran teachers and spans across all educational sectors, including independent schools.
The problem has become more acute of late as veteran teachers are resigning earlier than
planned (Peck, 2025), and more than 44% of new teachers leave within 5 years (Ingersoll
et al., 2018). These conditions have contributed to a global teacher shortage.

Several studies link a lack of psychological safety to high attrition rates among
the general workforce (Harsha et al., 2024). Edmondson (1999) defines psychological
safety as a shared belief that the work environment is a safe place to take interpersonal
risks without fear of reprisal. This study added to established research on psychological
safety in the workplace by specifically examining the relationships between teachers’
perceptions of psychological safety and administrators' support in independent schools.
Scholarly research increasingly highlights administrator support as a decisive factor in
teachers’ decisions to leave the profession (Drammeh & Samba, 2023; Williams &
Gomez, 2021). Yet, how psychological safety shapes these perceptions and, in turn,
teachers’ decisions to remain or leave remains unknown. This study provides empirical
evidence on how specific dimensions of psychological safety relate to perceived
administrator support in independent schools, thereby addressing a gap in practice and
providing educational leaders with data-driven guidance on which behaviors most

effectively support teachers and mitigate teacher attrition.
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The research findings may aid in promoting a teaching and learning environment
in independent schools that impacts multiple stakeholders. Educational leaders and
policymakers can learn the importance of psychologically safe environments and require
training for new and current administrators. In turn, administrators can integrate
psychologically safe practices into existing programs. Teachers will thrive from working
in a school that encourages and supports asking questions, taking pedagogical risks, and
admitting mistakes, conditions linked with higher retention (Kurt & Duyar, 2023) and
improved professional engagement (Newman et al., 2017). Students will benefit from
increased academic achievement due to strengthened teacher commitment and continuity
(Sakwa, 2022).

Background

What drives teachers, who enter the profession with passion and purpose, to walk
away from the classroom? Further study and understanding of the long-term problem of
teacher attrition are important because it persists despite intervention efforts (Saunders &
Skinner, 2025). In the United States, nearly 200,000 additional teachers were needed to
adequately fill classrooms by 2025 (Olanrewaju & Omeghie, 2024). However, this is a
worldwide issue. According to UNESCO’s Global Report on Teachers (2024), 44 million
new teachers will be needed by 2030 to meet student demand.

Research consistently identifies teacher attrition, not recruitment, as the primary
driver of the shortage (Sutcher et al., 2016). Saunders and Skinner (2025) found that nine
out of 10 teaching vacancies result from teacher departures, not from unfilled new

positions. What drives these exits? The researchers point to inadequate compensation and



poor administrative support as the most frequently cited reasons (Saunders & Skinner,
2025).

Such high attrition is not surprising given the general state of teacher well-being.
In a 2024 Pew Research study, teachers reported concerning responses about the nature
of the work environment: 77% felt frequent job stress, 68% reported feeling
overwhelmed, and only 53% described their work as enjoyable (Lin et al., 2024). Further,
increased workloads and longer working hours that teachers now encounter contribute to
burnout (Lagawid, 2024; Wood, 2025), undermining teacher effectiveness and
commitment to the profession. Kraft and Lyon (2024) confirmed these results and
revealed that teacher well-being has reached an unprecedented low. These statistics
indicate a profession in crisis.

Although many factors affect teacher attrition, a lack of leadership support
repeatedly surfaces as a main reason for those considering leaving the field. Positive
interactions between teachers and administrators are essential for school success (Cheng
& Szeto, 2016). Empirical findings suggest they increase job satisfaction and improve
retention (Garcia et al., 2022; Shell et al., 2023). Administrator support also fosters
psychological safety in schools. Administrators can encourage a safe culture that
positively impacts instruction and learning by inculcating the shared belief that
interpersonal risk-taking, such as offering ideas or acknowledging mistakes, can occur
without fearing negative consequences (Edmondson et al., 2016). Widely studied in
healthcare, the significance of these factors in the high-stakes environment of schools is

slowly gaining recognition (McClintock et al., 2022).



This quantitative study examined the relationship between independent school
teachers’ perceptions of psychological safety and administrators’ support. Literature on
teacher retention in public schools is extensive; however, independent schools remain
underrepresented. Independent schools function within distinctive operational contexts,
including tuition-driven budgets, differentiated regulatory frameworks, and community-
specific expectations, which naturally influence how administrator support affects teacher
retention.

To illustrate, independent schools do not receive any public funding. Their
financial model relies on tuition (covering 75% of the operating costs), endowments,
auxiliary programs, and donations to ensure sustainability. With approximately 25% of
students in independent schools receiving financial aid (National Association of
Independent Schools [NAIS], 2025a) and even full-pay families receiving a discounted
education (Osland Hillen, 2023), enrollment stability is an essential part of fiscal
stability. When enrollment targets are missed, teacher workload increases with more
classes and additional duties. In addition, independent school teachers regularly earn less
than their public school counterparts (Institute of Education Sciences [IES], 1996),
making a positive work environment even more important for retaining talented teachers.

These challenges create an environment that amplifies the support independent
school administrators must provide to retain high-quality teachers. A survey from the
National Association of Independent Schools (2023) found that almost one-third of
independent school teachers considered not renewing their contracts, with most citing

inadequate leadership support as a primary factor. Even more alarming, 40% of faculty



5

who declined to renew their contracts cited insufficient support from their leaders in their
decision to leave (NAIS, 2025b).

Despite these warning signs, independent schools are notably absent from the
research literature regarding administrator support and psychological safety. This study
addressed a gap in educational practice by investigating how teacher perceptions of
psychological safety relate to leadership support in independent school settings. Findings
from this research can provide independent school leaders with evidence-based insights
that foster professional well-being and respond to the distinctive challenges facing their
institutions.

Problem Statement

The problem that was addressed is that over one-third of independent school K-12
teachers indicate a lack of leadership support, a component of psychological safety as a
primary reason for resigning. The long-standing challenge of teacher attrition in the
broader educational landscape has widespread implications for the school community.
Numerous studies have been conducted linking high attrition rates to decreased student
academic achievement (Kasanga, 2023) and heightened stress among teachers and
administrators (Tompkins, 2023). These compounded pressures frequently result in
burnout and diminished instructional effectiveness (Lin et al., 2024), contributing to
lowered school morale (Nazarian et al., 2023). Further, the recurring costs associated
with teacher recruitment and onboarding considerably strain school budgets and divert

critical resources from instructional priorities (Carver-Thomas & Darling-Hammond,



2019). Addressing leadership support and psychological safety is essential for building
sustainable schools that retain high-quality teachers to maintain instructional excellence.

Pressures unique to independent schools intensify the effects of teacher attrition.
The financial and operational limitations exacerbate the challenges of maintaining a
stable teaching workforce and place a recurring burden on school leadership to recruit
and retain high-quality teachers. While psychological safety and supportive leadership
have been well documented in corporate, healthcare, and public school settings (Frazier
et al., 2017), a notable lack of research explores these constructs in independent schools.
This gap restricts leaders’ ability to implement strategies tailored to the unique retention
challenges in these environments.

There is a growing scholarly consensus that leadership behaviors are fundamental
to fostering psychologically safe environments. However, little is known about how these
factors function within independent schools’ financial and organizational structures.
Understanding this relationship is vital for developing retention strategies that are
contextually responsive and sustainable. Accordingly, this study aimed to address a gap
in research by exploring how teachers' views of psychological safety relate to
administrator support in preschool-grade 12 independent schools.

Purpose of the Study

The purpose of this quantitative, correlational study was to examine the
relationship between PK-12 independent school teachers’ perceptions of psychological
safety and its dimensions and the perceived level of administrator support. Administrator

support was the predictor, and psychological safety was the response. Extensive research



has focused on causes of teacher attrition, with many of these studies identifying
administrator support as a significant factor influencing retention (Shell et al., 2023;
Williams & Goémez, 2021). Yet, there is a gap in practice regarding how administrator
support relates to teachers’ views of psychological safety. This study aimed to contribute
a deeper understanding of how psychological safety, as a unified construct and in its
distinct dimensions, was associated with perceived administrator support in independent
schools.

Research Questions and Hypotheses

The following research questions guided this study:

RQ1: What is the relationship between preschool-grade 12 independent school
teachers’ perceptions of psychological safety and their perceived level of administrator
support?

HO1: There is no statistically significant relationship between preschool-grade 12

independent school teachers’ perceptions of psychological safety and their

perceived levels of administrator support.

Hal: There is a statistically significant relationship between preschool-grade 12

independent school teachers’ perceptions of psychological safety and their

perceived levels of administrator support.

RQ2: What is the relationship between preschool-12 grade independent school
teachers’ perceived levels of administrator support, as the predictor, and each of the five

dimensions of psychological safety?
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HO2: There is no statistically significant relationship between preschool-grade 12
independent school teachers’ perceived levels of administrator support, as the
predictor, and each of the five dimensions of psychological safety.

Ha2: There is a statistically significant relationship between preschool-grade 12

independent school teachers’ perceived levels of administrator support, as the

predictor, and each of the five dimensions of psychological safety.
Theoretical Foundation

This study was grounded in psychological safety theory, which provides a
framework for understanding high-performing teams. Edmondson (1999) defines it as a
work team belief that the environment is safe for interpersonal risk-taking, such as
voicing a concern, admitting a mistake, or simply saying, “I don’t know,” without fear of
embarrassment or punishment.

One of the central constructs of the theory is that psychological safety is not an
individual trait but a group-level phenomenon shaped by social and interpersonal
dynamics (Edmondson et al., 2016), particularly those influenced by leadership behavior
(Aranzamendez et al., 2014; Elsaied, 2018). Administrators are the primary influencers of
teachers’ perceptions of workplace safety and support. As such, this study drew directly
on Edmondson’s proposition that leadership behaviors impact psychological safety,
applying it to the educational setting of preschool-grade 12 independent schools. A
detailed theoretical exposition and review of related empirical studies are presented in

Chapter 2.



Nature of the Study

For this study, a quantitative, correlational research design was used to investigate
the relationship between teachers’ perceptions of administrator support and psychological
safety in PK-12 independent schools. Correlational designs are appropriate when the
study’s objective is to measure the strength and direction of relationships between
variables without manipulating them (Burkholder et al., 2020). This method aligned with
Edmondson’s original methodology, which investigated the leadership influence on
psychological safety and team performance through regression analysis.

Administrator support was the predictor (independent variable), and teacher
perception of psychological safety was the response (dependent variable). The instrument
used in this study combined Plouffe et al.’s (2023) PSI to measure psychological safety
and one item on administrator support. The PSI has five dimensions: interpersonal risk-
taking, organizational and structural support, identity and clarity in team context, mutual
trust and respect, and supportive leadership. A 10-point linear scale was used to assess
administrator support.

The study sample aimed to include approximately 70 PK-12 teachers employed in
accredited independent schools across the United States. Invitations were emailed to
recruit participants through school networks and professional associations. Inclusion
criteria included preschool-grade 12 teachers currently employed in accredited
independent schools in the U.S.

Data were collected using an anonymous online survey administered via Google

Forms. Respondents answered PSI, administrator support, and demographic items.
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Responses were collected over a four-week period. Confidentiality was ensured with an
anonymous survey that did not collect IP addresses and by storing responses in password-
protected digital files accessible only to the researcher. The study used a simple linear
regression analysis to evaluate the relationship among the five dimensions of
psychological safety and administrator support. Statistical significance was set at p <
0.05. SPSS software version 29 was used for all analyses.

Definitions

Administrator: The leader in school management, who is responsible for guiding
and collaborating with staff to achieve educational goals (Acton, 2020).

Head of School: The leader responsible for carrying out the school’s stated
mission by shaping the school’s academic program, faculty and staff development, and
community culture according to its goals and objectives (NAIS Principles of Good
Practice: Heads of Schools, 2024).

Independent schools: Schools that do not receive government funding and have
unique governance, admissions, and curricular policies (Wilson, 2025).

Psychological safety: A shared team belief that it is safe to take interpersonal
risks without fear of negative consequences (Edmondson, 1999).

Teacher attrition: Teachers who voluntarily exited and those whose contracts
were not renewed (Geiger & Pivovarova, 2018).

Teacher shortage: The inability to produce enough teachers to meet the demands

of student enrollments and teacher retirements (Sutcher et al., 2019).
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Assumptions

Assumptions reflect accepted truths that must be validated for the research to be
meaningful (Leedy & Ormrod, 2015). The research design rested on three key
assumptions. First, I assumed the PSI was a valid instrument to measure teachers’
perceptions of psychological safety. Second, I assumed that the teachers who participated
in the study responded honestly and that their responses represented the broader
population of independent school educators. Third, I assumed teachers’ perceptions of
psychological safety and administrator support could be meaningfully represented as
numerical values.

Scope and Delimitations

The scope of a study defines the population and context to which the findings may
be applicable or generalizable (Burkholder et al., 2020). The subjects of the study
included preschool-grade 12 educators working in recognized independent schools in the
U.S. Delimitations clearly define the researcher’s boundaries (Burkholder et al., 2020).
Public and private schools were excluded from this study to maintain a consistent context
within the independent school setting. The study collected data from teachers excluding
the opinions of administrators and staff. The study used data from self-reported surveys,
which could have been skewed by perceptions and might not have accurately represented
the actual measurements of psychological safety or leadership behavior. Lastly, because

this was a cross-sectional study, it collected data at one point in time.
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Limitations

All research has limitations. Acknowledging limitations enables the research to
explain how the findings may have been influenced, guiding future research (Greener,
2018). This study had three methodological limitations. First, personal bias and social
desirability could have come into play because the survey collected self-reported data.
Second, the study used a cross-sectional design, collecting data at one point in time. This
made it impossible to monitor changes over time. Lastly, the study used a quantitative
approach, so it was not possible to probe into the participants’ responses to capture
nuanced experiences. [ used an anonymous survey, acknowledging that this study was a
snapshot in time, and suggested that future studies employ qualitative research, such as
semi-structured interviews, to overcome these limitations.

The sample also presented limitations. The study was restricted to certified
teachers in U.S. independent schools, which may have reduced the generalizability of the
findings. Public and private schools operate under different governance and funding
structures, which may have influenced teachers’ perceptions of psychological safety and
administrator support. Selection bias may have also been problematic, as teachers who
participated may have had very strong feelings about their work environment. To
overcome these limitations, | clearly stated that this study would be conducted in
independent schools and suggested that future studies expand to public and private school
populations. Additionally, I was mindful not to overgeneralize the results because

independent school structure differs from those of public and private schools. Lastly, I
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acknowledged selection bias by stating that responses may have reflected strong
opinions.
Significance

This study contributed to the existing literature by providing empirical evidence
on how overall psychological safety and its five dimensions were associated with
perceived administrator support in PK-12 independent schools. While research indicates
that supportive leadership fosters psychological safety (Elsaied, 2018), principals would
gain clarity on which dimensions of psychological safety are most strongly associated
with perceptions of supportive administrators.

Frazier et al.’s (2017) meta-analysis of psychological safety reported results
consistent with Edmondson’s 1999 findings, showing that positive leadership and
employee relations are significant antecedents of psychological safety. Thus, the
researchers recommended going beyond studying the effects of psychologically safe
environments to learning where leadership has the greatest impact. My study
strengthened what is already known about psychological safety and leadership behavior
by measuring each PSI dimension alongside perceived administrator support. This
approach identified which dimensions were most influenced by supportive leadership,
enabling administrators to answer the question, “Where should administrators focus their
efforts for maximum impact?”’

Administrators will learn the importance of creating a psychologically safe work
environment. Teachers will benefit from improved administrator support and working in

a school that encourages speaking up, innovation, taking calculated risks, and admitting
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mistakes, which are conditions associated with decreased attrition (Kurt & Duyar, 2023)
and increased professional engagement (Newman et al., 2017). Further, when teachers
feel psychologically safe, they are more likely to take instructional risks and share
incomplete ideas and concerns (Athanasios, 2024; Dramanu et al., 2020). These actions
translate into more innovative teaching, resulting in tailored instruction that meets student
needs. Students will receive greater instructional continuity with more committed
teachers (Carver-Thomas & Darling-Hammond, 2019).

This study may also contribute to positive social change by providing independent
school leaders with data to design leadership training and policies that prioritize
psychological safety in current systems and procedures. Its design offers a model for
other educational systems, including public and post-secondary schools, to address
similar challenges. Ultimately, the findings may increase teacher well-being across the
educational landscape.

Summary

Teacher attrition remains a significant challenge as schools seek to create
consistent, effective learning environments. While previous research has explored factors
contributing to teacher attrition, little is known about how psychological safety relates to
teachers’ views of administrator support and their decision to leave a school or the
profession entirely. My study sought to partially fill that gap by focusing on how the
relationship between teachers’ perceptions of administrator support and psychological

safety of PK-12 independent school teachers impacts teachers’ attrition rates.
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Edmondson’s psychological safety theory (1999) provided a fitting theoretical

framework.

Chapter 1 shared the background, the purpose and problem statements, and the
research questions. It has also addressed the gap in practice, the significance of the study,
and the assumptions, scope, and delimitations. Chapter 2 will present a comprehensive
review of the literature on administrator support, psychological safety, and their

intersection with the education sector.
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Chapter 2: Literature Review

Over one-third of independent school K-12 teachers point to inadequate
leadership support, a key element of psychological safety, for resigning or leaving the
profession (NAIS, 2025b). This issue is especially concerning for independent schools,
where teacher retention affects school stability. Teacher shortages have emerged as a
global crisis. For example, an estimated 44 million additional teachers will be needed
worldwide by 2030 to ensure all children receive primary and secondary education
(UNESCO, 2024). The magnitude of this shortage highlights the urgency of addressing
international and domestic teacher attrition.

The consequences of teacher loss in the United States are extensive and persistent.
Beyond the negative impact on student achievement (Sorensen & Ladd, 2020), teacher
attrition creates economic strain on schools by increasing recruitment and training costs
(Nguyen & Kremer, 2022). Teacher attrition rates are higher than those of other
professions (Rumschlag, 2017), and K-12 teachers are more likely to cite burnout as the
cause (Lin et al., 2024).

One of the most cited reasons for teacher attrition is inadequate principal support
(Carver-Thomas & Darling-Hammond, 2019; Holmes et al., 2019). In recent years,
research in U.S. K-12 schools has increasingly focused on the relationship between
teachers’ perceptions of psychological safety and the level of support they receive from
administrators (Fleming et al., 2024; Shahid & Din, 2021). These constructs have been

shown to influence teacher well-being, job satisfaction, engagement, and retention.
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Despite the growing interest in solving this problem, challenges remain (Nguyen
& Springer, 2021). Teachers frequently report insufficient administrator support
(Drammeh & Samba, 2023; Saunders & Skinner, 2025), which research has shown
compromises psychological safety (Edmondson et al., 2016; Joe-Akunne et al., 2022) and
contributes to job dissatisfaction (Kurt & Duyar, 2023). While some studies emphasize
the protective role of supportive leadership in promoting positive school climates and
reducing burnout (Cortez Soto & Heredia Escorza, 2025; Edmondson & Bransby, 2023),
others highlight ongoing issues such as poor communication (Shell et al., 2023) and
limited resources (Miller, 2024; Nwoko et al., 2024), which can intensify stress. This
divergence in findings revealed a clear gap in understanding how teachers experience
psychological safety in their work environments and how perceived administrator support
either alleviates or exacerbates occupational stress. Given that the lack of administrator
support is a leading factor in educators’ decisions to leave the profession, it is crucial to
examine which specific administrator behaviors, or their absence, contribute to these
perceptions.

Due to their structural and financial models, teacher attrition poses unique
challenges for independent schools. Unlike public schools, independent schools receive
no government funding. They are primarily supported by tuition, which typically
accounts for 79% of their revenue (Oleisky, 2024). As such, enrollment is critical to their
financial viability. Because parents and students actively choose independent schools in a
competitive education market, teacher turnover can jeopardize a school’s reputation for

excellence and stability. High attrition may reduce family confidence and threaten student
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retention which may undermine the school’s ability to maintain enrollment (Foley, 2023;
Wilson, 2024). These pressures make the teacher’s stability a staffing concern and a
strategic imperative for independent schools. Chapter 2 will present the literature search
strategy, the theoretical foundation, and the literature review.

Literature Search Strategy

I used Google Scholar and Walden’s Library as the primary databases to locate
potential references, providing access to peer-reviewed academic literature for
comprehensive coverage of the research topic. The key search terms included
administrator support, principal support, teacher attrition, teacher retention, preschool-
grade 12 schools, independent schools, private schools, and psychological safety. I used
various combinations of the terms to ensure thorough coverage of the intersection
between psychological safety, administrator support, and teacher retention in educational
settings.

The scope of the literature review encompassed research from the past decade. I
paid particular attention to studies published within the last 7 years, when research on
psychological safety in education began to emerge more prominently. The search
included peer-reviewed articles, institutional reports, and seminal literature that
established the theoretical foundation for psychological safety research. Given the near
non-existent research on independent schools, the review included relevant studies from
broader educational contexts that could inform understanding of psychological safety in

independent preschool-grade 12 settings.
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The challenge of the limited research on independent schools was addressed
through multiple strategies. I used resources from the National Association of
Independent Schools (NAIS) and the Independent School Association of the Central
States (ISACS) to locate research on psychological safety, teacher attrition, and
administrator support specifically in independent school settings. Because no peer-
reviewed research was available through these organizations, I searched for statistics and
articles specific to administrator support and teacher retention in independent schools.
Data and Analysis for School Leadership (DASL) provided valuable statistics on
independent school teacher attrition rates.

To overcome the paucity of research on independent schools, I used citation
chaining with relevant articles. This approach was valuable given the extensive research
on psychological safety in healthcare and corporate settings. Key articles by Shahid and
Din (2021) and Edmondson et al. (2016) were particularly helpful in citation chaining.
Edmondson et al.’s (2016) study compared psychological safety in healthcare and
education, representing the first article by Edmondson to focus on education.
Edmondson’s seminal research serves as the backbone of the psychological safety theory,
establishing the theoretical foundation for the study. While Edmondson’s most recent
book, The Fearless Organization, focuses primarily on healthcare and business settings,
the author acknowledged the applicability of psychological safety principles across
various innovative and high-stakes organizational contexts. Preschool-grade 12 education

is one such setting.
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Theoretical Foundation

Psychological safety is a “shared belief held by members of a team that the team
is safe for interpersonal risk-taking” (Edmondson, 1999, p. 350). Psychological safety has
its roots in organizational research and has become central to studies of innovation and
collaboration in fast-changing work environments (Edmondson & Lei, 2014; Newman et
al., 2017).

The notion of psychological safety was first introduced by Edgar Schein and
Warren Bennis in 1965 as a construct essential for facilitating the behavioral changes
necessary to meet evolving organizational demands (Edmondson & Lei, 2014). Schein
refined the concept 20 years later. He discovered that when people feel psychologically
safe at work, they become less defensive and more open to feedback. William Kahn
(1990) further developed this framework, demonstrating in his research that trust and
respect create environments where employees feel secure enough to take interpersonal
risks.

The concept gained further traction through the work of Amy Edmondson (1999).
She coined the term psychological safety as a team-level construct linked to learning
behaviors and performance. Edmondson and Lei (2014) note that rising organizational
complexity has made psychological safety essential for managing interpersonal risk.
Research on psychological safety highlights its importance for team learning and
innovation across business, healthcare, and education (Fleming et al., 2024; Shahid &
Din, 2021). It has evolved from an element to enhance organizational change into a

leading framework for understanding high-functioning work teams. Edmondson
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expanded the theory in later work to include cross-industry applications in healthcare,
corporate teams, and education (Edmondson, 2019; Edmondson et al., 2016).

In 2012, researchers at Google conducted a two-year study of 180 of their
corporate teams to identify individual and group characteristics associated with high
performance (Edmondson, 2019). Project Aristotle analyzed team member and leader
survey results, performance outcomes, and individual demographic data, including
personality, education level, and work experience. Initially, the results did not explain
why some teams performed better than others. However, after Google researchers learned
of Edmondson’s psychological safety theory, they further analyzed the data by including
this construct. They found that psychological safety serves as the sustaining factor that
“underpinned” other important group and individual characteristics such as dependability,
structure, clarity, meaning, and impact (Edmondson, 2019). Successful teams created
risk-free environments. Members felt comfortable speaking candidly and sharing ideas
that were not fully developed in an effort to innovate.

Psychological safety is defined by trust, mutual respect, open communication,
along with the freedom to express concerns, all of which are essential for teacher well-
being and retention (Edmondson et al., 2016). This theory is especially relevant to the
present study because leadership behavior acutely impacts how teachers’ views of
psychological safety relate to administrator support (Edmondson et al., 2016). While
several studies focus on psychological safety in healthcare and business, no peer-
reviewed research applies the theory to the teacher-administrator dynamic in independent

schools. My study addressed this gap.
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The central proposition of psychological safety theory is that leaders shape
psychological safety by modeling inclusive behaviors, offering an encouraging voice, and
responding supportively to risk-taking and mistakes (Edmondson, 2019; Edmondson &
Lei, 2014). Three key assumptions followed from that proposition and substantiated this
study. First, psychological safety supports voice and risk-taking (Edmondson, 1999).
Second, teachers’ perceptions of administrator support influence their experience of
psychological safety (Edmondson et al., 2016; Fleming et al., 2024). Third, the absence
of psychological safety may lead to reduced professional engagement and attrition (Kurt
& Duyar, 2023; Shahid & Din, 2021), particularly among novice teachers, who research
suggests feel less psychologically safe than their experienced peers (Edmondson et al.,
2016).

The theory has been applied in healthcare and business, where psychological
safety has been shown to improve innovation and team performance (Edmondson, 2019;
Frazier et al., 2017; Newman et al., 2017). Applying this theory in K-12 education has
occurred in the last ten years. Studies of psychological safety in schools have examined
its impact on teachers’ perceptions of school climate and leadership (Fleming et al.,
2024), on students (Baeva & Bordovskaia, 2015; Xie et al., 2022), and on collaborative
school-based professional learning environments (Shahid & Din, 2021). However, few
studies apply psychological safety theory to perceived administrator support, and none
explicitly focus on independent schools, further underscoring the originality and

contribution of this study.
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The present study was built directly on the theoretical proposition that leaders
influence psychological safety by applying it within the independent school context.
Research questions explored how teachers experience dimensions of psychological safety
and how these related to perceived levels of administrator support, extending
Edmondson’s framework into a new and underexplored setting (Edmondson & Lei,
2014). The study aligned with existing findings that supportive leadership reduces
burnout and turnover intentions (Carver-Thomas & Darling-Hammond, 2019; Karakus et
al., 2024), while unsupportive environments contribute to teacher attrition (Drammeh &
Samba, 2023). As such, the research questions built upon and challenged existing
applications of the theory by examining its relevance to teacher retention in independent
schools, a population often excluded from large-scale educational research.

Psychological safety theory was an appropriate framework for understanding the
relational dynamics between teachers and administrators. Applying this theory to
independent schools filled a gap in practice. The findings informed administrators about
which areas to focus on to improve leadership practices and teacher retention.

Literature Review Related to Key Concepts and Variables
Administrator Support

Administrator support, rooted in the broader concept of organizational support
(Eisenberger et al., 1986), encompasses recognizing and valuing employees’
contributions (Tosun & Bostanci, 2024). It includes providing emotional support through
sympathy and encouragement (Pohl & Galletta, 2017) and fostering relational practices,

such as active listening (Benjamin & Chung, 2022) and teacher autonomy (Ha et al.,
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2025). Erdogan and Clement (2023) further define it as encompassing both instructional
and relational teacher support.

Employees’ views of organizational support are largely shaped by their direct
managers. When employees feel supported, satisfaction and engagement increase (Haeckl
& Rege, 2024), whereas low support may lead to increased stress (Devers et al., 2024)
and burnout (Cortez Soto & Heredia Escorza, 2025).

Administrator Leadership and Teacher Retention

Administrator influence on teacher retention is a consistent finding in research.
Boyd et al. (2011) identified administrator support as a primary factor in teacher
turnover. A meta-analysis of 85 studies spanning three decades found that supportive
leadership strongly correlates with retention (Farahmandpour & Voelkel, 2025). Devers
et al. (2024) reported that a lack of support across both pre- and post-pandemic periods
led to teacher burnout and departures. Similarly, Olanrewaju and Omeghie (2024)
identified poor leadership contributing to the broader issue of teacher shortages. Shell et
al. (2023) supported these findings, identifying administrator support, clear
communication, and teacher recognition as key predictors of retention. They noted in
their synthesis of 14 primary studies that poor leadership support was consistently the
main reason for leaving the profession. These studies suggest that administrator support
is a systemic, not situational, issue.

Research has also identified leadership behaviors that strengthen teacher
retention, with studies exploring various dimensions of effective administrator support,

including listening and openness (Bagga, 2022; Hollingworth et al., 2017), teacher
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autonomy, (Ertiirk, 2023), collaboration with the principal (Allensworth et al., 2009), and

respect and trust (Tran et al., 2023). Principals who communicate clearly and foster
positive school cultures significantly increase teacher retention rates (Shell et al., 2023).
These are all traits supporting psychological safety.

Relationship leadership creates school environments where teachers feel valued,
thereby increasing the likelihood that teachers will remain in their positions. Shell et al.
(2023) found that principal support and encouragement contributed to increased loyalty
and job satisfaction, thus serving as influential factors in retaining teachers. Similarly,
other studies have shown that trust between teachers and administrators is a key
determinant in a teacher’s decision to remain at a school (Allensworth et al., 2009;
Robertson-Kraft & Zhang, 2016). Building on this, Tran et al. (2023) surveyed 178
teachers across 12 South Carolina schools and found that administrator respect was
consistently rated as the most important form of support, regardless of school level,
teacher retention rates, or location. These findings demonstrate that relational leadership
practices foster environments where teachers experience value and support.
Consequently, this sense of value increases teacher retention rates.

Administrator Support and Teacher Retention in Independent Schools

Teacher retention is uniquely important in independent schools, where student
recruitment and retention are essential components of the school’s financial sustainability
(Foley, 2023; Mitchell, 2024). With many competitive options available, families are
more likely to choose and remain when schools maintain consistent, high-quality faculty.

In a study of supportive leadership in private Christian schools, Lee and Swaner (2023)
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discovered a strong connection between supportive leadership and teacher well-being.
They noted that this relationship influences teachers’ willingness to promote their
schools, an outcome essential for the financial sustainability of independent schools.

Although the importance of administrator support as a predictor of faculty
stability is well established in the literature, a research gap exists regarding which
specific supportive practices regarding psychological safety most strongly influence
teachers’ perceptions of administrator support. Moreover, limited studies address this
issue in the context of independent schools, where a stable faculty can enhance student
recruitment and retention (Foley, 2023). This represents a critical area for future
investigation. This study sought to better understand how psychological safety and
administrator support may improve teacher retention in the independent school setting.
Psychological Safety

Psychological safety is defined as a mutual belief among members in a workplace
that the environment is safe for expressing oneself and taking risks without fear of
disapproval or ridicule (Edmondson, 1999; Edmondson & Bransby, 2023). Owning
mistakes and challenging existing norms are examples of interpersonal risk-taking that
Edmondson (1999) argues are not natural or instinctive. Individuals may withhold critical
input when they do not feel psychologically safe, which can result in reduced
performance (Edmondson, 1999). Creating a psychologically safe environment removes
the fear from risk-taking and promotes learning behaviors that drive organizational

growth and improvement.
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Research has demonstrated that psychological safety augments learning behaviors
such as seeking input, asking questions, sharing ideas, and responding to mistakes as
learning experiences (Edmondson & Bransby, 2023; Hirak et al., 2012). These learning
behaviors reduce errors and create positive collaborative experiences (Edmondson & Lei,
2014; Leroy et al., 2012), with psychological safety enhancing team learning and
outcomes across healthcare, business, and educational settings (Edmondson et al., 2016;
Frazier et al., 2017; Newman et al., 2017; Obrenovic et al., 2020). As a result, increased
learning behaviors driven by psychological safety have become a valued organizational
tool across diverse fields and industries (Edmondson & Bransby, 2023).

The depth and breadth of research on psychological safety have significantly
increased since Edmondson first introduced the concept in her 1999 seminal article. (See
Figure 1). Leaders increasingly recognize psychological safety’s impact in the workplace,
especially in today’s fast-paced organizations that necessitate innovation (Edmondson,
2019). This increasing body of evidence establishes psychological safety as fundamental

to workplace effectiveness and adaptability, including in educational contexts.
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Figure 1
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Note. From "Figure 2.2: Citations of 1999 Article Introducing Team Psychological
Safety," by Amy Edmondson, 2019, The Fearless Organization, p. 28. Copyright 2019
by John Wiley & Sons, Inc. Reprinted with permission.
Counterintuitive Effects of Psychological Safety

Research on psychological safety generally shows the benefits on workplace
dynamics. However, others reveal important limitations. Two key examples illustrate
these concerns. First, psychological safety can facilitate harmful behaviors if unethical
standards are weak. Pearsall and Ellis (2011) found that teams with high psychological
safety were more likely to engage in unethical conduct when team members already had
an unethical mindset. The safety to speak up without fear extended to normalizing
inappropriate behavior.

Second, psychological safety can create unexpected communication problems

between passionate employees and their managers. To illustrate, Romney (2020) found
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that employees who were both enthusiastic about their work and who felt psychologically
safe were more likely to share constructive feedback. However, this created a paradoxical
outcome. Managers in these environments perceived these passionate employees’ input
as less constructive. This suggests that psychological safety may sometimes amplify
rather than reduce miscommunication. Collectively, these findings challenge the assertion
that psychological safety always improves workplace behavior.

Psychological Safety Research in Education

The body of research on psychological safety in education is increasing. Most of
Edmondson’s research primarily focuses on healthcare and business. However, in 2016,
Edmondson and colleagues extended this research to K-12 schools, comparing
psychological safety in education and healthcare. The researchers note that both are high-
stakes environments because teachers directly impact student learning and success. Thus,
in educational settings, feeling safe is necessary for interpersonal risk-taking; without it,
individuals may face potentially profound consequences.

Education is a high-stakes environment. Teachers face increasing demands to
close socioeconomic (Gruijters et al., 2023) and racial achievement gaps (Comstock,
2024; Mehta, 2024), meet diverse student needs (Akintayo et al., 2024), and address
policy reforms such as No Child Left Behind and the Every Student Succeeds Act (Van
Overschelde & Piatt, 2020). Further, educators face challenges such as increased
workloads (Lagawid, 2024; Wood, 2025), parental scrutiny (Nwoko et al., 2024), and
evolving technology (Antonovskiy & Bysyuk, 2023). It stands to reason that, according

to a 2024 Pew Research Center survey, over half of the teachers surveyed would not
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advise young people to go into teaching (Lin et al., 2024). The demanding pressure in
these environments creates anxiety and uncertainty, which psychological safety can help
alleviate.

Successful teachers share concerns and ideas and adapt their practice to improve
student outcomes (Edmondson et al., 2016). The external pressures facing teachers and
the diverse needs of student populations require customized educational strategies for
individuals, making standardized instructional approaches obsolete and placing a
premium on teacher innovation. Edmondson et al. (2016) argue that education’s
unpredictable and diverse setting is where psychological safety proves most effective.
Psychological Safety, Innovation, and Engagement

Starting with the early studies of Schein and Bennis, research has consistently
demonstrated a close relationship between creativity and innovation (Edmondson & Lei,
2014). This connection operates most effectively with the presence of psychological
safety, leading to creative problem-solving and collaboration that drives innovation
(Edmondson & Lei, 2014; Shahid & Din, 2021).

This relationship has become increasingly critical as technological advances
transform educational practice. Teachers are required to continuously adapt their methods
and experiment with new approaches (Antonovskiy & Bysyuk, 2023). Teachers may
either resist these necessary changes or implement them superficially in a school that
lacks psychological safety. Weiner et al. (2021) demonstrated this dynamic during the
COVID-19 pandemic. The researchers found that teachers in psychologically safe

environments successfully transitioned to virtual instruction because they felt
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comfortable experimenting and sharing solutions. These studies reveal that psychological
safety serves as an enabling condition for innovation by removing the fear-based barriers
that typically inhibit creative risk-taking and liberating teachers to engage in continuous
adaptation that modern educational environments demand. In situations where such
adaptation is crucial to student success, psychological safety becomes essential.
Psychological Safety and Teacher Leadership

Psychological safety amplifies the effectiveness of the teacher-peer leadership,
enabling teacher-leaders to inspire collaboration among colleagues (Athanasios, 2024). In
another study, van den Berg et al. (2021) discovered that leaders must do more than give
employees decision-making authority. They found that organizational resilience occurs
when psychological safety and strong leadership support are also in place. These studies
are significant because effective teacher leadership influences retention (Dauksas &
White, 2010).
Psychological and Physical Safety in Schools

Psychological safety is increasingly recognized as a critical element of overall
school safety. Effective school safety requires a comprehensive approach that integrates
physical security, psychological safety, mental health supports, and inclusive climate
initiatives into a unified safety and wellness framework (Cornell et al., 2021; Lazarus &
Sulkowski, 2023). Nickerson et al.’s (2021) review of school safety measures concludes
that psychological safety and physical safety are equally important. This shift emphasizes

mental health support along with traditional safety protocols.
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Hollingworth et al. (2017) assert that a central responsibility of school
administrators is to foster a positive school climate, which strengthens both the mental
and physical health of students and teachers. The results call for schools to move beyond
reactive safety measures toward a more proactive, holistic strategy, ensuring students feel
secure and supported.

Psychological Safety and Student Outcomes

Students and staff alike benefit from a culture of psychological safety. Analogous
to the influence principals have on teachers’ perceptions of safety, teachers cultivate or
undermine students' psychological safety. In a medical school setting, McClintock et al.
(2022) found that student psychological safety was strongly influenced by their teachers,
particularly with the use of clear expectations and frequent feedback. In such
environments, students are more likely to participate more and ask questions, without
worrying about what their peers think. When psychological safety is not present, students
participate less to avoid embarrassment.

Students’ sense of belonging and engagement improve with psychological safety.
Gonda et al. (2024) emphasize the importance of teachers in creating an environment
where psychological safety thrives for students. Gonda et al. (2024) found that students
are more likely to participate in active learning in a psychologically safe environment
where they feel intrinsically motivated and trust their classmates. Moreover, research on
student well-being shows broader effects. Baeva and Bordovskaia (2015) confirmed that
teachers’ psychological safety directly impacted students’ well-being. They found that

student well-being was positively associated with teachers with high levels of
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psychological safety. In another study, Xie et al. (2022) found benefits to teacher-student

conflicts when psychological safety was present. In the findings on the relationship
between teacher-student conflict and student innovation, the researchers found that
psychological safety among students mediated both cognitive (disagreements about
knowledge) and affective (disagreements stemming from personality differences)
conflicts. These studies show that when students feel psychologically safe, they are better
positioned to engage in disagreements effectively. Collectively, these findings indicate
that psychological safety positively influences student outcomes.
Psychological Safety and Teacher Retention, Burnout, and Well-Being

Psychological safety promotes teacher retention. Kassandrinou et al.’s (2023)
research revealed that psychological safety is a critical link between teacher silence
behaviors and burnout outcomes. In their study, teachers who stayed quiet out of fear
reported lower psychological safety. These decreased levels of psychological safety
increase teacher burnout and disengagement. Because these silent behaviors undermine
psychological safety and contribute to burnout, improving psychological safety could
interrupt this destructive cycle and serve as a key leverage for workplace interventions.

Psychological safety is associated with positive teacher outcomes, including well-
being (Fleming et al., 2024), self-efficacy (Shmeleva et al., 2024), and retention (Devers
et al., 2024). When teachers feel safe to express themselves without worrying what others
may think, they tend to show greater confidence and experience less burnout (Xu et al.,
2025). While Fleming et al. (2024) highlight how the presence of psychological safety

strengthens teacher confidence and resilience, Harsha et al. (2024) emphasize the effects
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of its absence. Possible derivatives of a psychologically unsafe environment include
lower levels of engagement and innovation. Such feelings can result in reduced job
satisfaction and increased attrition. These findings suggest that psychological safety may
not only influence individual teacher outcomes but also the broader school environment.

Given that 90% of annual teacher vacancies result from teachers leaving the
profession prematurely (Saunders & Skinner, 2025), creating psychologically safe
environments can be a powerful retention strategy. If the correlational evidence reflects
strong relationships between psychological safety and administrator support,
interventions targeting psychological safety could simultaneously address multiple
factors contributing to teacher attrition, making it a high-impact approach to the retention
crisis.

Summary and Conclusions

Education is a high-stakes environment. Teachers continually face pressures of
student achievement gaps, policy reforms, and rapid change. As such, psychological
safety and positive leadership support are critical elements in these environments.
Psychological safety drives innovation and performance, while leadership support
increases teacher retention. Both constructs are critical to create a positive school climate.

The study partially filled a gap in educational practice by identifying specific
areas in their school where leaders should focus to support psychologically safe
environments. Thus, the findings of this study may be used as a diagnostic tool for
leadership effectiveness to uncover blind spots and to create customized leadership

training. Chapter 3 connects the existing literature with the methodology.
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Chapter 3: Research Method

The purpose of this quantitative study was to examine the relationship between
preschool-grade 12 independent school teachers’ perceptions of psychological safety and
its dimensions, and the perceived level of administrator support. Psychological safety
theory guided the study, which used simple linear regression to examine both the overall
relationship between psychological safety and its dimensions, with administrator support.
Chapter 3 presents the research design rationale, population, setting, methodology,
recruitment procedures, data analysis plan, threats to validity, and ethical procedures.

Setting

I reached out to two professional organizations to which I belong to recruit
teachers for this study. ISACS is an accrediting organization for independent schools in
the Midwest. It offers professional development for teachers, trustees, and staff, as well
as resources for parents and students in the independent school community. With over
240 member schools, this presented an opportunity to recruit educators from a cohesive
community to participate in my study.

I also recruited educators from NAIS, a national membership association whose
mission is to promote the value of the independent school learning experience to parents
and communities worldwide. NAIS provides data, resources, and guidance to members of
the independent school community, from the Head of School to families, with best
practices and data analysis. NAIS boasts 1,688 member schools and 66,667 teachers (A.

Torres, personal communication, December 24, 2025). This recruitment opportunity
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allowed me to connect with educators outside the Midwest, creating a more diverse
population representative of independent school teachers across the country.
Research Design and Rationale

The current study employed a quantitative, correlational research design to
examine the relationship between preschool-grade 12 independent school teachers’
perceptions of administrator support and psychological safety. This design was
appropriate for addressing the study’s research questions for a few reasons. First, the
research questions sought to identify and quantify the relationship between the predictor
(perceived administrator support) and the outcome (teachers’ perceptions of
psychological safety), requiring statistical analysis of the association between the
variables (Creswell & Creswell, 2018). Second, an experimental design would not be
appropriate, as my study did not manipulate one variable while observing the other (Putri
et al., 2025). Third, a correlational approach was well-suited to identify the strength and
direction between variables, not causation (Putri et al., 2025).

Edmondson’s framework informs this design choice because it posits that when
leaders create an environment in which team leaders feel safe to take interpersonal risks,
psychological safety thrives. Conversely, if leadership fails to foster psychological safety,
employees may become disengaged or even resign due to perceived interpersonal risks
and a lack of mutual trust and respect. A correlational design enables examination of
where these theoretical relationships hold within the independent school context.

This research design advanced knowledge in independent school leadership

research by providing empirical evidence of the strength and direction of the relationship
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between teachers’ perceptions of administrator support and psychological safety. This
educational research provided clear, measurable evidence about important workplace
relationships. Although correlational designs cannot establish causation, they are valuable
for testing theories and identifying variables worthy of further investigation.
Methodology

This study used simple linear regression analysis. This methodology aligned with
Edmondson’s foundational 1999 study, which used regression analysis to examine the
relationship between psychological safety, team learning behavior, and performance
outcomes, demonstrating that quantitative, correlational designs can effectively measure
these constructs and their interactions (Edmondson, 1999). This study used a simple
linear regression to address research question one, which examined the overall
relationship between psychological safety and administrator support. The design assumed
that, as one variable changed, the other would change at the same rate (Bangdiwala,
2018). For research question two, I used five simple linear regressions to measure the
relationships between administrator support and each of the five dimensions of
psychological safety on the PSI. This approach aligned with the study’s purpose to
examine measurable relationships between specific constructs.
Population Selection

The population of this study consisted of currently employed teachers at
accredited U.S. independent schools. I recruited participants from professional
membership associations: NAIS and ISACS. This study employed non-probability,

purposive sampling by inviting independent school teachers in the United States to
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participate. The inclusion criteria were currently employed teachers in accredited
independent schools in the United States. Other independent school employees were
excluded from this study. To address concerns about statistical power and sample size, |
conducted a power analysis using G*Power to ensure an adequate sample size to detect
meaningful effects (Kang, 2021). Using G*Power software version 3.1 to conduct an a
priori analysis to determine the minimum sample size for a medium effect, I selected F
tests, fixed model, single regression. Input parameters included an effect size of .015, a
error probability of .05, Power of .80, and one predictor. Results indicated that the study
would need at least 55 teachers to participate. (See Figure 2.)

Figure 2

G*Power Analysis

G*Power 3.1

Central and noncentral distributions  Protocol of power analyses

critical F = 4.023

1 \ B a
0 T T T T T T T T T T
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Test family Statistical test
F tests e Linear multiple regression: Fixed model, R deviation from zero e
Type of power analysis
A priori: Compute required sample size - given a, power, and effect size e
Input parameters Output parameters
Effect size f* 0.15 Noncentrality parameter A 8.2500000
a err prob 0.05 Critical F 4.0230170

Power (1- err prob) 0.8 Numerator df 1
Number of predictors 1 Denominator df 53
Total sample size 55

Actual power 0.8050826

Note. Faul, F., Erdfelder, E., Buchner, A., & Lang, A.-G. (2020). G¥*Power [Computer

software]. Universitdt Diisseldorf.
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https://www.psychologie.hhu.de/arbeitseruppen/alleemeine-psychologie-und-

arbeitspsychologie/epower*

Procedures for Recruitment, Participation, and Data Collection

For my planned research design, I obtained Walden University’s IRB to conduct
the study. I contacted membership services at NAIS and ISACS to obtain approved ways
to invite their members to participate in the study, provided they meet the participant
criteria. I collected data from certified preschool-grade 12 teachers currently employed in
independent schools in the U.S. that are members of NAIS and ISACS.

Participants were emailed invitations to complete the anonymous online survey in
Google Forms. The invitations included informed consent, the purpose of the study, the
methodology, voluntary participation with the right to withdraw at any time without
consequence, and the expected time to complete the survey, aligning with best practices
in informed consent (Burkholder et al., 2020).

Data were collected using the PSI survey (Plouffe et al., 2023), which measured
the five dimensions of psychological safety using 30 statements on a 5-point Likert scale.
Perceived administrator support was measured with a single item on a 10-point linear
scale. The last four questions captured demographic data, including years of teaching
experience, teaching division level, geographic location, and gender. No participant
names or [P addresses were collected. Demographic data were collected for descriptive
purposes only and were not used in any analyses.

Responses were collected in a Google spreadsheet. The five dimensions of

psychological safety included interpersonal risk-taking, mutual trust and respect, identity


https://www.psychologie.hhu.de/arbeitsgruppen/allgemeine-psychologie-und-arbeitspsychologie/gpower
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and clarity in team context, organizational and structural support, and supportive
leadership. Survey completion required participants to answer the 30 PSI items and one
item on perceived administrator support. Demographic items were not required because
they would be used only for background information, not for analyses. Participants had 4
weeks to complete the survey. After 2 weeks with a moderate response rate, I sent
reminder emails to the affinity groups and additional invitations to a further sampling of
teachers from the NAIS directory.
Instrumentation and Operationalization of Constructs

The PSI (Plouffe et al., 2023) was used to measure teachers’ perceptions of
psychological safety. This validated instrument was designed to measure five dimensions
of psychological safety using 30 Likert statements on a 1-5 scale. An additional item was
added to the survey to measure perceived administrator support on a 10-point linear scale.
Demographic information, the PSI, and the additional administrator support statement
comprised my study’s survey, making this combination well-suited to the research focus.
The constructs measured were directly relevant to the hypotheses tested.

The PSI is a survey used to measure workplace psychological safety. Plouffe et al.
(2023) developed this tool because there was no agreement on the best way to measure
psychological safety. Starting with 102 questions based on existing research, the survey
was narrowed to 70 items and given to participants in the U.S., U.K., and Canada. Plouffe
et al. (2023) used factor analysis to identify the most important questions, yielding 30
statements organized into five dimensions. The PSI demonstrates strong psychometric

properties. Internal consistency measured by Cronbach’s Alpha was .95, and construct
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validity was confirmed through factor analysis (CFI = .949; TLL = .944; RMSEA =

.077). Convergent validity was established through strong correlations with related
constructs (r = .64 to .74) (Plouffe et al., 2023).
The Five Dimensions of the PST

The PSI measures psychological safety through 30 items in five dimensions
(Plouffe et al., 2023). Interpersonal risk-taking reflects team members’ confidence to be
vulnerable. These behaviors include seeking feedback, admitting a mistake, and sharing
concerns. Mutual trust and respect are described by caring about one another. Feelings of
belonging and respect illustrate this dimension. Organizational and structural support
refers to team members having the resources they need to do their jobs successfully. This
includes policies to support individuals and opportunities for professional growth, as well
as knowing where to go and having access to the sources they need. Identity and clarity
in team context refers to individuals knowing what is expected of them. They feel secure
in their role on the team and do not fear being let go. Administrator support is
characterized by perceptions that leaders provide guidance, teacher autonomy (Ebersold
et al., 2019), employee voice (Elsaied, 2018) are concerned about teacher well-being (Ha
et al., 2025), and cultivate trust (Hollingworth et al., 2017).
Data Analysis Plan

Upon completion of the study, I downloaded and securely stored the data. The
dataset was cleaned and all incomplete survey responses were removed. To answer the
first question, overall PSI scores and administrator support scores were calculated for

each respondent. I then calculated the collective mean score of the 120 individual mean
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scores. A simple linear regression was then performed to examine where a statistically
significant association existed between the overall PSI and perceived administrator
support. A significance level of p <.05 was set as the threshold for statistical
significance.

To answer the second research question, I conducted five simple linear regression
analyses. Using SPSS, I calculated the mean total for each of the five dimensions of
psychological safety in the PSI, using perceived administrator support scores for each
respondent. Simple linear regression indicated a statistically significant association
between each PSI dimension and the perceived level of support. A significance level of p
<.05 was set as the threshold for statistical significance. The research questions (RQ) and
hypotheses that guided this study were as follows:

RQI1: What is the relationship between preschool-grade 12 independent school
teachers’ perceptions of psychological safety and their perceived levels of administrator
support?

HO1: There is no statistically significant relationship between preschool-grade 12

independent school teachers’ perceptions of psychological safety and their

perceived levels of administrator support.

Hal: There is a statistically significant relationship between preschool-grade 12

independent school teachers’ perceptions of psychological safety and their

perceived levels of administrator support.
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RQ2: What is the relationship between preschool-grade 12 independent school

teachers’ perceived level of administrator support, as the predictor, and each of the five
dimensions of psychological safety?

HO2: There is no statistically significant relationship between preschool-grade 12

independent school teachers’ perceived level of administrator support, as the

predictor, and each of the five dimensions of psychological safety.

Ha2: There is a statistically significant relationship between preschool-grade 12

independent school teachers’ perceived level of administrator support, as the

predictor, and each of the five dimensions of psychological safety.
Threats to Validity

Validity concerns the credibility and trustworthiness of the research method, and
findings refer to the extent that the instrument measures what it claims to measure
(Burkholder et al., 2020). When designing this study, I established rigorous standards for
data accuracy and consistency to yield trustworthy, reliable results. I used multiple
strategies to address internal and external threats to validity.

Selection bias may have compromised the study’s internal validity. I employed
non-probability, purposive sampling procedures to ensure representative participant
selection to mitigate this concern. Also, the study utilized the PSI, a validated survey
instrument, to ensure accuracy of the findings and to maintain measurement integrity. I
collected data anonymously to enhance participation and honest feedback.

External threats to validity included limitations in generalizability and statistical

power. To enhance the generalizability of the results and yield a representative sample of
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the teaching population, I recruited participants from various independent schools in
diverse geographic regions. Recruitment also encompassed multiple grade divisions and
subject areas. The selection criteria included independent school educators teaching
preschool-grade 12 in the United States. In anticipation of potential non-response and
attrition during data collection, I requested that NAIS and ISACS provide the most
optimal way to reach their members. I also asked professional contacts to share the
survey invitation with colleagues who met the inclusion criteria. Effect sizes, significance
tests, and both significant and non-significant findings were reported to provide an
accurate view of the results.

One potential challenge in this study was teachers’ limited availability, which
may have affected participation rates. To mitigate this, I asked ISACS and NAIS leaders
to support recruitment and communication efforts for this study to collect data from a
broad and representative sample. Finally, participants’ confidentiality was protected by
using an anonymous online survey, thereby encouraging greater participation.

Ethical Procedures

Ethical procedures are an important part of the research process, protecting
participants while contributing to the field of education. To fulfill my obligations for
satistfying ethical procedures, I employed a few strategies. First, I secured institutional
approval from Walden University’s IRB before data collection. This entailed submitting a
detailed research protocol, consent forms, and risk assessment. I also obtained
authorizations from NAIS and ISACS to access potential participants at member schools.

Next, I followed the informed consent procedures. Recruitment emails clearly explained
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the study’s purpose, procedures, time commitment, and data usage and storage. Lastly,
participants were informed of their right to withdraw from the study at any time without
consequence.
Summary

This chapter provided a comprehensive overview of the study’s methodology for
examining the relationship between teachers’ perceptions of psychological safety and
administrator support in PK-12 independent schools in the U.S. The research design and
rationale, population, setting, and instrumentation and operationalization of constructs
were presented along with the data analysis plan, threats to validity, and ethical
procedures. Chapter 4 will provide an overview of the descriptive statistics, data

collection, and the study results.
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Chapter 4: Results

The purpose of this quantitative study was to examine the relationship between
preschool-grade 12 teachers’ psychological safety and its dimensions, and the perceived
level of administrator support. The data gathered from the survey addressed the following
research questions and hypotheses:

RQ1: What is the relationship between preschool-grade 12 independent school
teachers’ perceptions of psychological safety and their perceived levels of administrator
support?

HO1: There is no statistically significant relationship between teachers’

perceptions of psychological safety and their perceived levels of administrative

support in preschool-grade 12 independent schools.

Hal: There is a statistically significant relationship between teachers’ perceptions

of psychological safety and their perceived levels of administrative support in

preschool-12 independent schools.

RQ2: What is the relationship between preschool-grade 12 independent school
teachers’ perceived level of administrator support, as the predictor, and each of the five
dimensions of psychological safety?

HO2: There is no statistically significant relationship between preschool-grade 12

independent school teachers’ perceived level of administrator support, as the

predictor, and each of the five dimensions of psychological safety.
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Ha2: There is a statistically significant relationship between preschool-grade 12

independent school teachers’ perceived level of administrator support, as a

predictor, and each of its five dimensions of psychological safety.

Chapter 4 presents the data collection methodology, data analysis, and overall

study results.

Data Collection

The population in this study was preschool-grade 12 independent school teachers

in the United States. As shown in Table 1, 120 independent school teachers participated.

Table 1
Survey Respondents
Descriptive statistics
N Range Minimum Maximum Mean Std. deviation
PSI 120 3.50000000 1.46666667 4.96666667  3.31000000 1.00692601

Administrator support
Valid N (listwise)

120 9.00000000 1.00000000 10.00000000  5.75833333 2.75679716
120

I sent email invitations to affinity groups in NAIS and ISACS member

organizations. Next, I sent email invitations to a sampling of teachers in the NAIS

directory in batches of five emails at a time to avoid firewalls. After 2 weeks with a

moderate response rate, I sent reminder emails to the affinity groups and additional email

invitations to a further sampling of teachers from the NAIS directory. I also reached out

to my professional network, asking that they share the email invitation with their own

networks. After 4 weeks, 120 participant responses were collected through the Google

Forms survey.
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Data Analysis

This study sought to examine the relationships among overall psychological
safety and its dimensions with administrator support. The research questions presented in
Chapter 4 provided the framework for the procedures delineated in the chapter. All data
collected in this study were used to answer the research questions and to provide
information on the strength of the relationships between teachers’ perceptions of
psychological safety and administrator support.

The survey items contained Likert statements. The data were analyzed and
tabulated accordingly. First, I downloaded all the responses from Google Forms to
Google Sheets. One hundred twenty-one responses were collected. Next, I examined the
data to ensure the eligibility question was answered ‘yes’ (phrased as “Currently
employed as a teacher in an independent school). One participant did not meet the
eligibility requirements and was removed from the responses. I shortened all the PSI and
the admin support items in the Excel header to ensure proper transfer into SPSS.

To prepare the data to answer RQ1, I calculated the overall mean psychological
safety score for each respondent. I then calculated the collective mean score of the 120
individual mean scores. The result was a mean overall teacher psychological safety score
of 3.31, on a 1-5 Likert scale. Next, I calculated the collective mean of the 120 individual
administrator support scores. The result was a mean score of 5.75 on a 1-10 linear scale,
with 1 being strongly disagree (the lowest rating) and 10 being strongly agree (the highest

rating).
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For RQ2, I color-coded the headers to identify which statements pertain to each of

the five dimensions. Next, I added a column at the end of each dimension as a
placeholder for the mean of these scores. I calculated the mean score for each respondent
in each of the five dimensions, and then determined the collective mean for each
dimension.
Results

The sample size of 120 participants exceeded the minimum of 55 participants.
The mean of psychological safety was 3.31 (on a 1-5 scale), slightly above the midpoint
of the index, suggesting that participants feel moderate levels of psychological safety.
The SD = 1 suggests low variance in responses. For administrator support, the mean was
5.75 (on a 1-10 scale), slightly above the midpoint. This indicates that overall
administrator support is slightly above neutral.
Descriptive Statistics

Table 2 shows the breakdown of survey respondents by division level, years of
teaching experience, gender, and region of current employment. Demographic
information was not used in the data analysis. The following tables provide background
information only. Almost half (49.2%) of the respondents teach in the Upper School
(grades 9-12), whereas only 1.7% represent preschool and junior kindergarten (JK). The
sample consisted predominantly of veteran teachers (43.3%), with 21 or more years of
teaching experience. The second-highest group of respondents were teachers with 11-15
years of experience, accounting for 23.3%. Moderate representation came from teachers

with 6-10 and 11-15 years’ teaching experience. Educators with 2-5 years of experience
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accounted for 5.8% of responses, while teachers with 0-1 year of experience did not
respond at all. Accordingly, the findings may not accurately represent the experiences of
novice teachers, a critical group at risk of teacher attrition (Cells et al., 2022; Ingersoll et
al., 2018). Respondents were geographically diverse. Percentages ranged from 28.3%
(the Midwest) to 11.7% (New England). These findings indicate that the responses were
not region-specific, indicating the generalizability of the results across the United States.
The majority of respondents were female (73.3%), mirroring the makeup of American
independent schools (A. Torres, personal communication, December 24, 2025).

Table 2

Demographics of Participant Characteristics (n = 120)

Characteristic n %
Gender
Female 88 73.3
Male 28 23.3
Prefer not to say 3 2.5
Missing 1 0.8
Division
Preschool and JK 2 1.7
Lower school 17 14.2
Middle school 27 22.5
Upper school 59 49.2
More than 1 division 15 12.5
Missing 1 .8
Years’ teaching experience
0-1 0 0
2-5 7 5.8
6-10 14 11.7
11-15 28 23.3
16-20 19 15.8
21+ 52 433
Region
New England 14 11.7
East/Mid-Atlantic 34 28.3
Midwest 34 28.3
West/Southwest 21 17.5

South/U.S. Territories 17 14.2
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Assumptions

Before inspecting the data, I tested the seven assumptions of simple linear
regression to ensure the validity and reliability of the statistical analysis (Laerd, 2015).
All assumptions were met:

Assumption 1: The dependent variable (teacher psychological safety) was
continuous because it was measured as a composite scale score derived from multiple
Likert Scale items (Laerd Statistics, 2015).

Assumption 2: The independent variable (administrator support) was continuous
because it was measured with one item on a 10-point linear scale with equal intervals.

Assumption 3: Visual inspection of the scatterplot indicated linearity, as shown in
Figure 3.

Figure 3

Scatterplot of Linearity

Scatter Plot of Psychological Safety and Administrator Support
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Assumption 4: The Durbin-Watson statistic verifies the independence of the

residuals in linear regression. Application of the statistic was d = 2.105. According to
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Laerd Statistics (2015), d values close to 2 indicate no autocorrelation, confirming the
assumption was met.

Assumption 5: Visual inspection of the scatterplot of standardized residuals
indicated no significant outliers as the values fell within the +/- 3 range (Laerd, 2015).
(See Figure 4.)

Figure 4

Scatterplot of No Outliers
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Assumption 6: Homoscedasticity was met with visual inspections of both a
histogram with a superimposed curve line and a plot of standardized residuals versus
standardized predicted values, as shown in Figures 5 and 6. The histogram shows the
residuals were evenly distributed across the range, in a bell curve pattern, indicating even
variance of errors. The plot of standardized residuals confirmed the even variance of

errors by showing a random scatter of residuals.



53
Figure 5

Histogram of Homoscedasticity

Histogram
Dependent Variable: PsychSafety
w temne A1l
N=121 -
15
I
€
o
3
g
w
5
°
-2 -1 0 1 2
Regression Standardized Residual
.
Figure 6

Scatterplot of Homoscedasticity
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Assumption 7: Normality of residuals was met with visual inspection of a normal
probability plot, as shown in Figure 7. The residuals fell evenly across the diagonal line,

confirming the errors were normally distributed.
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Normal P-Plot of Normality of Distributed Residuals
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Results for Research Question 1
RQ1: What is the relationship between teachers’ perceptions of psychological
safety and administrator support in preschool-grade 12 independent schools?

HO1: There is no statistically significant relationship between teachers’
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perceptions of psychological safety and perceived levels of administrator support

in pre-school-grade 12 independent schools.

Hal: There is a statistically significant relationship between teachers’ perceptions

of psychological safety and perceived levels of administrator support in
preschool-grade 12 independent schools.

Table 3

Simple Linear Regression Examining the Strength of the Relationship Between Overall

Teachers’ Psychological Safety and Administrator Support

Predictor Outcome R? Adj. R? F(1,118) B SE B p
Administrator Psychological .866 .865 760.290  .340 .012 930 <.001
support safety

Note: Psychological safety represents the mean score across all dimensions of the PSI.
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A simple linear regression was used to measure the strength of the relationship
between teachers’ psychological safety and perceived administrator support. The
regression model was statistically significant, F(1, 118) =760.290, p < .001.
Administrator support accounted for 86.6% of the variance in teachers’ psychological
safety with adjusted R’ = .866, a very large effect size (Cohen, 1988). Results suggest
that high levels of administrator support are associated with high levels of teacher
psychological safety, B =.340, SE =.012, B =.930, #118) =27.690, p < .001. The null
hypothesis was rejected.

Assumptions for Research Question 2

Before analyzing the data, I examined the assumptions of linear regression for
each of the PSI dimensions and administrator support. All assumptions were met for the
five models:

Assumption 1: The dependent variables (interpersonal risk-taking, mutual trust
and respect, organizational and structural support, identity and clarity in team context,
and supportive leadership) were continuous. They were measured as composite scale
scores derived from multiple Likert Scale items (Laerd Statistics, 2015).

Assumption 2: The independent variable (administrator support) was continuous
because it was measured with one item on a 10-point linear scale with equal intervals.

Assumption 3: Linearity was met by visual inspection of scatterplots, as shown in

Figure 8.
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Scatterplots of Linearity
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Assumption 4: The Durbin-Watson statistic verifies that the independence of
residuals was met. Application of this statistic showed d values ranging from 1.78 to
2.22, as shown in Table 4. Durbin-Watson values between 1.5 and 2.5 indicate little to no
autocorrelation (Laerd, 2015).

Table 4

Durbin-Watson Scores

PSI dimension Durbin-Watson
Interpersonal Risk-Taking 1.789
Mutual Trust and Respect 2.063
Organization and Structural Support 2.064
Identity and Clarity in Team Context 1.898
Supportive Leadership 2.224

Assumption 5: Visual inspection of the scatterplots of standardized residuals
indicated no significant outliers as the values fell within the +/- 3 range (Laerd, 2015).
(Refer to Figure 9.) Additionally, when running the test in SPSS, Casewise did not
produce a table, indicating that there were no outliers to report.

Assumption 6: Homoscedasticity was met with visual inspections of both a
histogram with a superimposed curve line and a plot of standardized residuals versus
standardized predicted values, as shown in Figures 10 and 11. The histogram shows the
residuals were evenly distributed across the range, in a bell curve pattern, indicating even
variance of errors. The plot of standardized residuals confirmed the even variance of
errors by showing a random scatter of residuals.

Assumption 7: Normality of residuals was met with visual inspection of normal
probability plots, as shown in Figure 12. The residuals fell evenly across the diagonal

line, confirming the errors were normally distributed.
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Figure 9

Scatterplots of Standardized Residuals
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Figure 10

Histograms of Homoscedasticity
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Figure 11

Scatterplots of Homoscedasticity
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Figure 12

Normal P-Plots of Regression Standardized Residual
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Results of Research Question 2

RQ2: What is the relationship between preschool-grade 12 teachers’ perceived
level of administrator support, as a predictor, and each of the five dimensions of
psychological safety?

HO02: There is no statistically significant difference in preschool-grade 12

teachers’ perceived level of administrator support, as the predictor, and each of its

five dimensions of psychological safety.

Ha2: There is a statistically significant difference preschool-grade 12 teachers’

perceived level of administrator support, as the predictor, and each of the five

dimensions of psychological safety.

To answer Research Question 2, five simple linear regressions were conducted to
examine the relationships between administrator support and each of the five dimensions
of psychological safety. The mean score for administrator support served as the
independent variable, and the mean score for each of the five PSI dimensions served as
the dependent variable. Administrator support had a statistically significant association

with each dimension of the PSI.
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Table 5

Summary of Simple Linear Regression Examining the Strength of the Relationship

Between Five Dimensions of Teachers’ Psychological Safety and Administrator Support

Response R’ Adj. R’ F(1,118) B SE B p
Interpersonal risk- 702 .699 280.218 345 .021 .838 <.001
taking
Mutual trust and .827 .825 567.623 414 .017 .909 <.001
respect
Organizational and 420 AlS 86.130 228 .025 .648 <.001
structural
support
Identity and clarity .696 .694 272.721 324 .020 .834 <.001
in team context
Supportive .801 .800 479.811 377 .017 .895 <.001
leadership

Note: Administrator support served as the independent variable in all models.
Interpersonal Risk-Taking

A simple linear regression was conducted to measure the strength of the
relationship between administrator support and interpersonal risk-taking. The regression
model was statistically significant, F(1, 118) =280.22, p <.001. Administrator support
accounted for almost 70% of the variation in interpersonal risk-taking, with an adjusted
R’ =69.9%, a large effect size (Cohen, 1988). Results suggest that higher levels of
administrator support are associated with higher levels of interpersonal risk-taking, B =
345, SE=.021, = .84, «(118) = 16.74, p < .001. The null hypothesis was rejected.
Mutual Trust and Respect

A simple linear regression was used to examine the strength of the relationship
between administrator support and mutual trust and respect. The regression model was
statistically significant, F(1, 118) = 567.623, p <.001. Administrator support accounted
for 82.7% of the variation in mutual trust and respect, with an adjusted R? = 82.5%, a very

large effect (Cohen, 1988). Results suggest that higher levels of administrator support are



64
associated with greater mutual trust and respect (B = .414, SE=.017, B = .91, p <.001).

The null hypothesis was rejected.
Organizational and Structural Support

A simple linear regression was used to examine the strength of the relationship
between administrator support and organizational and structural support. The regression
model was statistically significant, F(1, 118) = 86.13, p < .001. Administrator support
accounted for 42% of the variance in organizational and structural support, with an
adjusted R’=41.5%, a large effect size (Cohen, 1988). Results suggest that higher levels
of administrator support are associated with higher levels of organizational and structural
support, B =.228, SE =.025, f =.65, t(118) =9.28, p < .001. The null hypothesis was
rejected.
Identity and Clarity in Team Context

A linear regression was used to examine the strength of the relationship between
administrator support and identity and clarity in team context. Administrator support
accounted for % variance in identity and clarity in team context, with an adjusted R? =
69.4%, a large effect size (Cohen, 1988). The regression model was statistically
significant, F(1, 118) =272.721, p < .001. Results suggest that higher levels of
administrator support are associated with higher levels of identity and clarity in team
context, B =.324, SE =.020, f = .83, p <.001. The null hypothesis was rejected.
Supportive Leadership

A linear regression was conducted to examine the strength of the relationship

between administrator support and supportive leadership. Administrator support
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accounted for 80% of the variance in supportive leadership, with an adjusted R’ = 80%, a
large effect size (Cohen, 1988). The regression model was statistically significant, F(1,
118) =479.811, p < .001. Results indicate that higher levels of administrator support are
associated with higher levels of supportive leadership, B=.377, SE=.017, 3= .90, p <
.001. The null hypothesis was rejected.
Summary

Chapter 4 presented the data collection, analysis, and interpretation. The strength
of the relationships between overall psychological safety and administrator support, and
between each dimension of psychological safety and administrator support, was
examined. Data were collected from 120 PK-12 independent school teachers in the
United States and analyzed using SPSS. Six simple linear regressions were conducted to
determine the strength of the relationships between overall teachers’ perceptions of
psychological safety and its dimensions, and perceived administrator support. Findings in
all six regressions were statistically significant with a threshold of p <.001, indicating
that high levels of administrator support are associated with high levels of psychological
safety. The null hypothesis was rejected for research questions one and two. In addition,
all regressions demonstrated large effect sizes (Cohen, 1988). The findings suggest that
teacher psychological safety is strongly associated with administrator behaviors in

independent school settings.
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Chapter 5: Discussion, Conclusions, and Recommendations

The purpose of this study was to examine the strength of the relationships
between overall teachers’ perceptions of psychological safety and perceived
administrator support, and between each of the five dimensions of PSI and administrator
support. The survey instrument used in this research consisted of two sections: one
assessing psychological safety and one assessing administrator support. The PSI (Plouffe
et al., 2023) portion of the survey measured psychological safety with 30 items across
five dimensions: interpersonal risk-taking, mutual trust and respect, organizational and
structural support, identity and clarity in the team context, and supportive leadership.
Each item employed a 1-5 Likert Scale. A single survey item measured administrator
support on a 1-10 linear scale. Invitations to participate in the study were sent via email
to a representative sample of PK-12 independent school teachers in the United States.
The data were analyzed using six simple linear regressions in SPSS. The first linear
regression examined the relationship between overall psychological safety and
administrator support. The remaining five simple linear regressions examined the
relationship between each individual dimension of psychological safety and administrator
support. Statistical analysis provided evidence to reject the null hypotheses for research
questions 1 and 2, as significant relationships were observed at the p < 0.05 level. The
PSI and administrator support item demonstrated statistical significance in both the
overall PSI and each of the five PSI dimensions (p < 0.001). Chapter 5 summarizes and
interprets the findings and presents the limitations, implications, and future

recommendations based on those findings.
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Interpretation of the Findings

The results for RQ1 demonstrate that administrator support is statistically
significant for overall psychological safety (p <.001). The null hypothesis was rejected.
Administrator support impacts teachers’ perceptions of overall psychological safety.
These findings align with the existing literature, which posits that leadership behaviors
are fundamental to cultivating psychologically safe work environments (Edmondson et
al., 2016; McClintock et al., 2022; Porter-Stransky et al., 2024; Shahid & Din, 2021).

The results of RQ2 indicate a statistically significant relationship between the
level of administrator support with each of the five dimensions of psychological safety (p
<.001). The null hypothesis was rejected for each dimension. Administrator support
emerged as a primary factor of teachers’ perceptions of psychological safety across all
dimensions. Once again, the findings align with the existing literature, which
demonstrates that leadership behaviors impact perceptions of psychological safety
(Edmondson et al., 2016; McClintock et al., 2022; Porter-Stransky et al., 2024; Shahid &
Din, 2021).
How Findings Relate to the Theoretical Framework

The consistently strong relationships between teachers’ psychological safety and
administrator support provide empirical evidence for the theoretical framework of this
study. Edmondson’s Psychological Safety framework posits that leadership is a critical
antecedent of psychological safety (Edmondson, 1999). Frazier et al.’s (2017) meta-
analysis also supported this assertion, identifying leadership behaviors as among the

strongest predictors of psychological safety across various organizational contexts.
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In the current study, administrator support accounted for a large portion of the
variance, with R’ values ranging from .420 to .83 across all five PSI dimensions. The
strength and consistency of these relationships suggest administrator support is a primary
driver of teachers’ perceptions of psychological safety. Thus, the findings validate the
central theoretical proposition that leadership is foundational in shaping psychological
safety.

Interpersonal risk-taking is a central tenet of psychological safety theory. In the
present study, administrator support accounted for 70.2% of the variance in teachers’
perceptions of interpersonal risk-taking, strongly validating this core construct in
psychological safety theory. This finding shows how teacher perceptions of leadership
behavior directly impact faculty risk-taking in the school setting (Bagga, 2022;
McClintock et al., 2022). Innovation and change in education require a culture that
supports teachers who take risks and embrace vulnerability. The results of this study
show that an effective, supportive leader can foster such an environment.

It naturally follows that supportive leadership emerged as the highest relationship
with administrator support, accounting for 80% of the variance in this dimension. This
finding aligns with Edmondson’s assertion that “team structures, such as context support
and team leader coaching, shape psychological safety” (Edmondson, 1999, p. 350).
Within an educational context, administrator support is the educational equivalent of
team leader coaching. Leaders who model vulnerability and coach rather than control

employees foster psychological safety. The results also reinforce the assertion that leaders
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must actively behave in ways that promote psychological safety. They cannot just instruct
employees to feel psychologically safe.

Psychological safety theory holds that integrating relational and organizational
aspects is a key part of psychological safety. Although the organizational and structural
support findings in this study show the lowest variance at 42%, they remain statistically
significant, with a large effect size. While structural supports help create psychological
safety, they are less influential than relational behaviors such as trust, open
communication, active listening, and valuing employees.

How Findings Relate to Existing Literature

The current study’s findings support and extend the existing literature on
administrator support, psychological safety, and teacher retention. First, with all five
dimensions showing a significant relationship with administrator support (p <.001), these
findings reinforce research that administrators are central in shaping school climate (Lee
& Swaner, 2023; Shell et al., 2023).

The results align strongly with the existing literature on the relational aspects of
administrator support. Administrator support explained 83% of the variance in mutual
trust and respect, 80% in supportive leadership, 70% in interpersonal risk-taking, and
69% in identity and clarity. Previous research has found that administrator listening and
openness created supportive environments (Hollingworth et al., 2017). Similarly, other
studies have shown that trust between teachers and administrators is a key determinant of
a teacher’s decision to remain at a school (Ozdemir, 2020; Tran et al., 2023). The

findings also align with psychological safety as a leadership-driven construct.
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Although the study did not measure teacher retention, the findings may help
explain how administrator support relates to a teacher’s decision to leave the profession
prematurely. The existing literature indicates that a lack of administrator support
contributes to the growing problem of teacher attrition (Carver-Thomas & Darling-
Hammond, 2019; Holmes et al., 2019). Also, the high variance in interpersonal risk-
taking and supportive leadership suggests that these dimensions may be promising ways
in which administrator support shapes teachers’ experiences, which prior research links to
teacher attrition (Boyd et al., 2011; Devers et al., 2024; NAIS 2023, 2025b).

Moreover, the current study’s findings extend this broad effect and provide
insight as to where administrator support affects teachers. All five PSI dimensions were
significantly associated with perceived administrator support (p < .001). All regression
models demonstrated strong statistical significance (F-statistics ranging from 86.13 -
567.62). However, the proportion of variance explained differed substantially (83% -
42%) as some dimensions of psychological safety were more strongly associated with
administrator support than others. The standardized beta coefficients p ranged from .648
to .909, indicating that administrator support is consistently strongly associated with
psychological safety across all five dimensions, with large effect sizes. Notably, mutual
trust and respect (B = 0.909) and supportive leadership (p = 0.895) demonstrated nearly
equivalent effects. Organizational and structural support (B = .648) showed the smallest,
yet substantial, standardized relationship. By providing data on each of the five
dimensions, this study provides insight into how administrator support shapes the

different aspects of psychological safety. These findings may inform efforts to improve
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teaching conditions which research identifies as central to addressing teacher attrition
(Geiger & Pivovarova, 2018).

Of the five dimensions of psychological safety, mutual trust and respect had the
strongest relationship with administrator support, accounting for 82.7% of the variance.
These findings align with Edmondson’s position that these relational leadership qualities
can positively affect psychological safety (Edmondson, 1999). They also align with
existing literature suggesting that trust between administrators and faculty is associated
with teacher retention (Ozdemir, 2020; Robertson-Kraft & Zhang, 2016). Given that a
lack of supportive leadership continually emerges as a primary driver of attrition, the
strong relationship between administrator support and mutual trust found in this study
may help explain retention patterns.

Supportive leadership also demonstrated a strong relationship with teachers’
perceptions of psychological safety. These findings align with earlier studies linking
administrator support to teacher retention (Devers et al., 2024; Garcia et al., 2022; Shell
et al., 2023; Williams & Gomez, 2021). This suggests that supportive leadership may be
one way in which administrator support affects retention decisions.

Interpersonal risk-taking also had a significant relationship with administrator
support (R’=.702). The findings align with Edmondson’s assertion that psychological
safety fosters interpersonal risk-taking, a critical learning behavior that facilitates
innovation (Edmondson, 1999). Schools are high-stakes environments that require

innovation (Edmondson et al., 2016). Thus, teachers can engage in innovative practices to
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address educational challenges when administrators create a psychologically safe
environment.

Identity and clarity in team context is strongly related to administrator support,
with nearly 70% of teachers’ sense of clarity and professional identity associated with the
support they feel from their administrators. These findings are consistent with research by
Shell et al. (2023), which found that administrators who communicate clearly and
cultivate environments where teachers feel valued and supported significantly reduce
teacher attrition. This suggests that clarity and a strong sense of identity may support
teacher retention.

Though organizational and structural support had the weakest relationship with
administrator support, it still accounted for 42% of the variance. This represents a large
effect size according to Cohen’s (1988) guidelines. These findings indicate that although
organizational and structural support are important, they are less influential than the
relational aspects of administrator support. This aligns with Tran et al.’s (2023) results,
which found that relational leadership practices, such as respect, were consistently rated
as the most important form of support, regardless of school level, teacher retention rates,
or location.

Structural and organizational support is particularly salient for independent
schools, given their unique school model. Heads of School have direct authority to
implement change. They report to the Board of Trustees. The Board is responsible for
developing and implementing the strategic plan, not operations. Heads of School and the

administrative team are responsible for operational matters. Thus, Heads of School have
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more operational autonomy than their public or private school counterparts, who must
answer to superintendents and school boards on operational matters. Heads of School
have a tremendous opportunity to improve this dimension’s score. They have the
authority to incorporate psychological safety practices into existing policies and programs
without interference from trustees. Given that teacher retention is closely tied to working
conditions (Geiger & Pivovarova, 2018; Santos Tomas, 2024), the findings suggest that
organizational and structural supports may be most effective when combined with
relational support that nurtures psychological safety.

Limitations of the Study

1. The study relied on a cross-sectional design, capturing responses at one point
in time.

2. This study specifically focused on independent schools, excluding private and
public schools. Independent school models differ in organizational structure
from other types of schools, thereby reducing the likelihood of
generalizability.

3. Though 120 participants exceeded the minimum sample size of 55
participants, the sample was relatively small, as there are over 1,400
independent schools in the United States. Additionally, respondent
demographics may impact the study’s applicability. Participants were
disproportionately female (73.6%), Upper School faculty (48.8%), and

experienced (43% with 21 or more years of experience). Findings could be
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skewed towards these subsets, and exclude others such as males, Lower and
Middle School faculty, and teachers new to the profession.
4. Since this was a self-reported study, selection bias may have been a limitation,
as responses may have reflected strong opinions.
5. Quantitative studies do not allow researchers to probe into answers.
Recommendations
The following recommendations are based on the findings and limitations of the
study. First, future research should include longitudinal studies. Assessing the strength of
the relationship between overall teacher psychological safety perceptions and
administrator support multiple times during the school year would provide administrators
with valuable information on how their actions contribute to psychologically safe
environments. An initial survey during the latter part of the first semester, after teachers
would have had ample experience with administrator leadership, would provide the
baseline data. Second, future research should extend to private and public schools. The
survey instrument, research methods, and statistical analysis used in this study would be
applicable in these settings. Third, future research should incorporate qualitative
methods. Semi-structured interviews and site visits would allow the researcher to probe
for richer, more detailed responses.
Implications
Administrators help create psychological safety for teachers by modeling
vulnerability. They do not simply say school is a safe place; they change the conditions to

facilitate psychological safety. The current findings indicate that psychological safety
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should be a professional development priority for future and current school
administrators. Positive social change can start with educational leaders ensuring that
preservice administrator classes and professional development include training on
psychological safety. Armed with this knowledge, administrators can integrate these
practices into existing programs. Cultivating environments where teachers feel safe to
share concerns and take risks allows administrators to create conditions that ensure
teacher satisfaction, reducing the high attrition rate. Students naturally benefit from the
resultant continuity of teachers (Sakwa, 2022). Teachers will benefit from working in
schools where they feel comfortable and confident to innovate for the students who
depend on them. Feeling safe to share concerns, take pedagogical risks, and provide
constructive feedback are behaviors essential for encouraging teacher innovation (Shahid
& Din, 2021), which is essential to meet the diverse needs of contemporary student
populations (Edmondson, 1999; Fleming et al., 2024).
Conclusion

Decades of research have shown that psychologically safe environments increase
innovation and retention in both business and healthcare (Edmondson, 1999; Harsha et
al., 2024). Research in the last decade has demonstrated similar results in education
(Fleming et al., 2024; Shahid & Din, 2021). This study contributes to existing research by
focusing on the relationship between administrator support and psychological safety in
independent schools. The PSI serves as an ideal tool for measuring overall psychological

safety among independent school teachers. Furthermore, the PSI effectively measures
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psychological safety in each of the five dimensions separately. This allows for focused
analysis on the effect of administrator support.

This information can help educational leaders to identify strengths and
weaknesses and focus on actions that promote psychological safety and emphasize
administrative support. Additionally, the findings identify dimensions that require
attention, thereby informing leaders on where to focus their efforts. The findings
underscore the imperative of leadership support interventions as a way of promoting

teacher professional growth and innovation while reducing teacher attrition.
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Appendix A: Permission to Use the Psychological Safety Inventory (PSI)

Psychological Safety Inventory

APA PsycTests Citation:

Plouffe, R. A., Ein, M., Liu, J. J. W., 5t. Gyr, K., Baker, C., Nazarov, A., & Don
Richardson, J. (2023). Psychological Safety Inventory [Database record].
Retrieved from APA PsycTests. doi: https://dx.doi.org/10.1037/t90056-000

Instrument Type:
Inventory/Questionnaire

Test Format:
Items are rated on a 5-point scale ranging from 1 (strongly disagree) to 5
(strongly agree).

Source:

Adapted from: Plouffe, Rachel A., Ein, Natalie, Liu, Jenny J. W., St. Cyr, Kate,
Baker, Clara, Nazarov, Anthony, & Don Richardson, J. (2023). Feeling safe at
work: Development and validation of the Psychological Safety Inventory.
International Journal of Selection and Assessment, Vol 31(3), 443-455. doi:
https://dx.doi.org/10.1111/ijsa.12434. © 2023 The Author(s). Reproduced
under a Creative Commons Attribution 4.0 International License
(http://creativecommons.org/licenses/by/4.0/).

Permissions:

Test content may be reproduced and used for non-commercial research and
educational purposes without seeking written permission. Distribution must be
controlled, meaning only to the participants engaged in the research or
enrolled in the educational activity. Any other type of reproduction or
distribution of test content is not authorized without written permission from
the author and publisher. Always include a credit line that contains the source
citation and copyright owner when writing about or using any test.
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Appendix B: Survey Instrument
Psychological Safety Inventory (PSI)
Directions: Please indicate the extent to which you agree or disagree with each statement

by selecting a number from 1 (Strongly Disagree) to 5 (Strongly Agree).

I am not afraid to ask for honest feedback from my administrator.

Strongly Disagree Strongly Agree
1 2 3 4 5

I do not worry about repercussions when I seek help from my administrator.
Strongly Disagree Strongly Agree
1 2 3 4 5

When I disagree with my administrator, I feel comfortable voicing my opinion.
Strongly Disagree Strongly Agree
1 2 3 4 5

I am not afraid to speak up to my administrator about my concerns.

Strongly Disagree Strongly Agree
1 2 3 4 5

I am not afraid to advocate for others with my administrator.

Strongly Disagree Strongly Agree
1 2 3 4 5

My administrator cares about my well-being.

Strongly Disagree Strongly Agree
1 2 3 4 5

I trust my administrator.

Strongly Disagree Strongly Agree
1 2 3 4 5

My administrator makes me feel included.

Strongly Disagree Strongly Agree
1 2 3 4 5

I feel respected by my administrator.

Strongly Disagree Strongly Agree
1 2 3 4 5

I have a good relationship with my administrator.
Strongly Disagree Strongly Agree



1 2 3 4 5

I feel a sense of belonging with my administrator.

Strongly Disagree Strongly Agree

1 2 3 4 5

My administrator embraces members’ diverse perspectives.

Strongly Disagree Strongly Agree

1 2 3 4 5

There are services in the organization to help those in need.

Strongly Disagree Strongly Agree

1 2 3 4 5

There are policies in place to protect me.

Strongly Disagree Strongly Agree

1 2 3 4 5

Supportive resources are accessible.

Strongly Disagree Strongly Agree

1 2 3 4 5

I know where to seek help in my organization when I need it.

Strongly Disagree Strongly Agree

1 2 3 4 5

Resources are available to enhance my performance.

Strongly Disagree Strongly Agree

1 2 3 4 5

If something goes wrong, I know where to find information to solve the issue.

Strongly Disagree Strongly Agree

1 2 3 4 5

My position is secure.

Strongly Disagree Strongly Agree
1 2 3 4 5

My future is clear with my administrator.

Strongly Disagree Strongly Agree

1 2 3 4 5

I identify myself as an important part of the team.
Strongly Disagree Strongly Agree
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1 2 3 4 5

I do not worry about being let go from the team.

Strongly Disagree Strongly Agree
1 2 3 4 5

I am stable in my position.

Strongly Disagree Strongly Agree
1 2 3 4 5

I feel confident in my position.

Strongly Disagree Strongly Agree
1 2 3 4 5

My administrator encourages a culture of inclusion.

Strongly Disagree Strongly Agree
1 2 3 4 5

I trust my administrator to be honest with me.

Strongly Disagree Strongly Agree
1 2 3 4 5

My administrator provides effective guidance.

Strongly Disagree Strongly Agree
1 2 3 4 5

I receive constructive feedback from my administrator.

Strongly Disagree Strongly Agree
1 2 3 4 5

My administrator coaches me to be better.

Strongly Disagree Strongly Agree
1 2 3 4 5

My administrator acts quickly to correct problems.

Strongly Disagree Strongly Agree
1 2 3 4 5

Administrator Support
Directions: Please indicate the extent to which you agree or disagree with the following
statement by selecting a number from 1 (Strongly Disagree) to 10 (Strongly Agree).

[ am satisfied with the support my administrator gives me.
Strongly Disagree Strongly Agree
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1 2 3 4 5 6 7 8 9 10

Demographics
Select the division in which you teach: Preschool and JK, Lower School, Middle School,

Upper School, I teach in more than one division.

Select your years of teaching experience: 0-1 year, 2-5 years, 6-10 years, 11-15 years, 16-
20 years, 21+.

Select your gender: Male, Female, Prefer not to say.

Select the region where you currently work: New England, East/Mid-Atlantic, Midwest,
West/Southwest, South/U.S. Territories.
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