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ABSTRACT

Leading with Heart: How Exemplary K-5 Principals Demonstrate Transformational
Leadership Through Heart-Based Practices
by Teresa Hubbard
Purpose: The purpose of this phenomenological study was to describe how exemplary
K-5 principals in Southern California lead from the heart using Mark Crowley’s (2011) 4
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish extraordinary
results in their schools.
Methodology: This study utilized a qualitative phenomenological methodology to study
the behaviors of elementary principals. This study, due to current Covid restrictions,
included virtual one-on-one interviews that were held via the Zoom online platform. The
data collected included audio and video recordings, written transcripts, and artifacts from
school and district websites, social media platforms, e-mails, newsletters, and meeting
agendas. The population was narrowed for this study to include elementary principals in
Southern California. The sample for this study, exemplary K-5 principals from three
Southern California school districts, was chosen because participants met the specified
criteria for exemplary school leadership.
Findings: Exemplary elementary principals use the following heart-based strategies to
achieve extraordinary results: develop collective values and goals, demonstrate
transparency and vulnerability, engage in personal conversations with their staff, focus on
continuous improvement for all employees, have intentional and hard conversations as
needed, and publicly recognize their staff’s accomplishments.
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Conclusions: The study supported the conclusions that exemplary principals pull
together stakeholders with shared interests, passions, and commitments and solicit their
input on collective goals for their work. They know that being transparent, open, and
vulnerable helps them to connect personally with their staff, especially when joining a
new community of professionals. Additionally, exemplary principals provide their staff
ongoing opportunities for personal and professional improvement. Finally, this study
revealed that exemplary principals will regularly honor their staff publicly through the
use of newsletters, websites, social media postings, and verbal praise during meetings and
assemblies.
Recommendations: Post pandemic replication of this study is recommended after school
districts and communities have recovered so that in-person interviews can be conducted,
and in-person school site observations can be included in the data. School site
observations will provide for more thorough and complete triangulation of the data.
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PREFACE
Upon consideration and discussions regarding the opportunity to study Mark
Crowley’s (2011) leadership from the heart strategies of exemplary leaders, 14
researchers with the collaboration of five faculty advisors, from education to corporate
America, organized to form this thematic study. The thematic study was driven by a
shared passion to explore the ways exemplary leaders lead from the heart to achieve
extraordinary results.
The framework for this phenomenological research study, was designed using
Mark Crowley’s (2011) four principles: building a highly engaged team, connecting on a
personal level, maximizing employee potential and valuing and honoring achievements.
Each peer researcher studied a different population of leaders and identified a sample of
exemplary leaders through criterion based purposeful sampling from various public, forprofit, and nonprofit organizations to interview. In an effort to ensure consistency and
reliability throughout the thematic study, the team of 14 peer researchers worked in
collaboration to construct the purpose statement, research questions, definitions of terms,
interview questions, and research study protocols.
Throughout the study, the term peer researchers is used in reference to the 14
researchers in the thematic study. The following is the complete list of the doctoral
candidates, along with their chosen population in this research study, hereafter referred to
as peer researchers: Giovanna Arzaga, Charter Executive Directors; Aimee Barnard,
Special Education Administrators; Kelly Castillo, Elementary Principals; Joshua
Chohaan, Elementary Title 1 Principals in Sacramento County; Jeyan Danesh, Secondary
Administrator Principals; Christina Foster, Middle School Principals; Martha (Stephanie)
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Herrera, Nonprofit Women Leaders with focus on Domestic Violence/Sexual abuse;
Teresa Hubbard, Primary Principals in Southern California; Randa Jad-Moussa, Learning
and Development Leaders in Corporate Organizations; Angela Love, Community College
Chief Human Resource Officers; Elizabeth Medina, Hispanic Entrepreneur Women;
Aries Sanders, Leaders of Remote Sales/Marketing Employees; Jeanine Wulfenstein,
Female Superintendents, and Sepideh Yeoh, K-12 Superintendents in Southern
California.
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CHAPTER I: INTRODUCTION
“It’s the heart, and not the mind, that drives human achievement; gestures that
positively affect the heart naturally and reflexively inspire people to perform” (Crowley,
2011, p. xvi). In this time of unprecedented change throughout every family, community,
and organization, people are looking for guidance from their leaders, and those leaders
must be able to act quickly, rationally, and with compassion (Bhimanprommachak,
2020). Researchers must take this opportunity to look at leadership at every level
through a lens of movement and inspiration. Who is moving, influencing, and inspiring
positively in this climate? Who is building trust in the face of increasing global
divisiveness? There is a need for intelligent leaders, but intelligence is not enough.
“…we need a new model of leadership for a new age – a paradigm that acknowledges the
humanity – the hearts – in people” (Crowley, 2011, p. xvi.).
As the present-day global unrest and confusion carries on and organizations
struggle to transform their practices, leadership models in education have focused
primarily on organizational conditions and on student achievement (Gumus et al., 2018).
Gardner (2007) added that since the world is currently experiencing vast changes,
education forms and processes must adjust, and the minds of leaders require adjustments
that have not been crucial until now. Furthermore, schools are facing increasing demands
to improve student achievement as well as pressure to provide high quality instruction
brought on by recent accountability reform endeavors (Crum & Sherman, 2008).
The 21st century continues to present the conditions of unexpected and
unprecedented expectations for school leaders at every turn including longer hours,
increased accountability from all stakeholders, decreased gratitude, and tighter budgets
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(Rodríguez et al., 2009). Despite the growing stresses on school leaders, effective
educational administrators must continue to keep sight of the integral part they play in
influencing student achievement, building community connections and maintaining the
quality and cohesiveness of the staff (Sawyer, 2010).
Within the education system, the first line of stakeholder connection lies at the
individual schools. A family that is confident of its child’s school will feel secure at the
site just as a confident staff would feel about its administration and exemplary school
leaders know that community building, maximizing student success, and maintaining
accountability must be integrated into their daily practices (Rodríguez et al., 2009). By
focusing on these and other key factors positively affecting school outcomes, rather than
student achievement in isolation, an effective school leader can pave the way for
increased and maintained student academic success (Sawyer, 2010). Rodríguez et al.
(2009) indicated that a school principal who leads with heart has the ability to transform
the site staff, students, families, neighborhood, community, and district.
Background
Transforming Education
According to Gardner (2007) a century worth of practical knowledge resides
within educational practices, but these methods must be transformed for two compelling
reasons. First, research reveals that these processes are not actually working. Second,
world conditions continue to change at an increasingly rapid rate. Anderson and
Ackerman Anderson (2010) defined transformation as “the new type of change that has
emerged, and it is by far the most prevalent and complex type occurring in organizations
today” (p. 59). Coyle (2018) noted that high performing leaders are able to steer their
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organizations successfully through the challenges of a fast-changing world. Additionally,
leaders who wish to guide their organizations through a transformation must possess a
deep understanding of change and hold a modern set of leadership skills and strategies.
In order for transformational leaders to embrace the current global challenges,
they must remain tirelessly committed to their values and avoid narrow-minded, selfish,
outdated world views (McKee et al., 2008). Great educational leaders see beyond the
confines of old concepts, ideas, and facts. They realize the failures, frailties, and rough
edges of people (and systems) do not forecast outcomes. Transformational leaders open
up their hearts and the hearts of those they lead to new learning and meaning, inspiring
the changes needed in their organizations (Kanold, 2017, p. 7). Crowley (2011)
concluded that “. . .we need a new model of leadership for a new age – a paradigm that
acknowledges the humanity – the hearts – in people” (p. xvi).
Theoretical Framework
Maxwell (2018) acknowledged that the term leadership is a buzzword,
incorporated in schools and universities worldwide. He added that more and more people
realize that effective leadership can make the world a better place. Crowley (2011)
however, explained that staff perspectives indicated leaders “. . . are nowhere near rethinking, retooling, or recreating a model of leadership which supports the new
aspirations and spiritual needs in workers” (p. 10). Considering that the world is in a
rapid stage of change, education practices must keep pace with the constant shifts, and as
stakeholders inflict these continuous demands on school leaders, site administrators have
no choice but to practice 21st century transformational leadership on a daily basis. In
order to rise to this challenge, leaders should keep in mind the developing needs of the
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organization while honoring and supporting individuals. Additionally, effective
administrators simultaneously work to transform their own routines and follow four
practical heart-based leadership practices (Crowley, 2011). These four heart-based
practices establish the variables for this research and are explored further in the next
section.
Major Variables of the Framework
Build a Highly Engaged Team
The first of Crowley’s (2011) four heart-based leadership strategies, building a
highly engaged team, recognizes and demonstrates the importance of building and
maintaining effective, collaborative, and productive school teams. One study explained
the administrative process of teambuilding whereas “Principals described at length the
importance of assembling teams, for the greatest promise of success, based upon
compatibility of team members. Teams needed to constitute a balance of personalities,
teaching specializations, and personal lifestyles” (George & Stevenson, 1988, p. 7).
Although engagement has many contributing factors and definitions (Little & Little,
2006), this research will focus on the effectiveness and alignment with individual, site,
and district goals as well as the mission and vision. Through research on effective and
engaged teams, this study will examine the heart-based leadership strategies guiding their
development.
History and Culture of Effective Educational Teams
The Improving America’s Schools Act (IASA) of 1994 prompted schools across
the country to change their structures and practices related to federal funding. Research
on education reform following IASA found school teams focused on improving academic
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performance by utilizing trained coaches and trained school support teams. The
fundamental purpose of these coaches and teams was to keep school teams on track and
focused towards their goals. (O'Donoghue & Ragland, 1998)
Establishing a Collective Vision
Literature related to building effective school teams repeatedly touts building trust
and establishing common vision among members. Research on effective leadership
included building a shared vision related to instruction that was aligned with the district,
utilized common language, and was built on an agreed timeline of professional
development (Garland, 2018). Further research indicated that effective school leaders
collaboratively establish school vision and goals with a leadership team comprised of
teachers from various departments on campus. This process builds support and capacity
among staff (Myer, 2012).
Professional Learning Communities
Early literature on PLCs as organizational structures for effective educational
teams contains contradictory advice for school leaders. PLCs have been celebrated as
transformational and criticized as being isolating; however, case studies on PLCs find
that the principles of collaboration, common purposes, shared language, and collective
outcomes serve as the basis of engaged teamwork (Servais et al., 2009).
Connect on a Personal Level
The second of Crowley’s four heart-based leadership qualities encompasses the
establishment of personal connections. In education, school leaders communicate
regularly with four main stakeholder groups at the site level: students, staff, families, and
community. Çelebi and Korumaz (2016) noted, “The effort of teachers and their
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followings to their supervisors may be one of the most important determinants of
continuance commitment. That means these factors keep teachers in their school and
strengthen their continuance commitment” (p. 1166). This research will explore the
history, development, and effect of personal connections between elementary school
leaders and individual stakeholders in order to strengthen the commitments and overall
school achievements.
Building Loyalty and Trust
Current research lists employee commitment and loyalty in the forefront of
organizational success. Strong, positive connections between a teacher and principal lead
to continued organizational allegiance and support of school goals (Çelebi & Korumaz,
2016). Research from Shaw and Newton (2014) found a direct correlation between
teacher retention and school principals acting as servant leaders. They describe
principals who practice servant leadership as holding a higher purpose and demonstrating
love, humility, altruism, vision, trust, empowerment, and service. Furthermore, in his
five levels of leadership, Maxwell (2018) indicated that leaders who develop others often
end up with loyal mentees. The mentoring relationship builds a deeper trust and stronger
following of the leader.
Connecting with the Community
School and community connections have historically proven to improve the
academic performance of students by providing resources to teachers, scholarship
opportunities, counseling and support, educational materials, essential needs and services
(Abraham & Ememe, 2012). Therefore, school leaders who have improved their
collaboration, connections, and relationships with stakeholders throughout the
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community ensured the enhancement of their organization. Furthermore, schools with
high numbers of immigrant families will improve at-risk student subgroup populations
through the engagement and strengthened relationships of their parents (López et al.,
2018).
Maximize Employee Potential
With regard to his third leading with heart practices, Crowley (2011) indicated
Nothing builds loyalty more than when employees feel you helped them progress
in their lives. Developing people builds strong advocates when people realize you
were the one who guided them, took a personal interest in them and invested in
their becoming more. (p. 102)
A gap exists in studies examining the effects of heart-based leadership on professional
development. Therefore, the literature review examines the practices and effects of
teacher evaluations, the exploration of the history and elements of various evaluation
models and if or how the models attempt to maximize staff and student potential (Master,
2013). Huggins et al. (2017) found that effective principals facilitated the leadership
building of their teachers.
The principals were cognizant that leadership capacity building needed to be
intentional on their part, and they were determined to build the leadership
capacity of others. Beyond their commitment, the principals understood
leadership development as a process that required them to have a tolerance for
risk as they allowed others to obtain leadership responsibilities. (p. 7)
Additionally, Nooruddin and Bhamani (2019) contend that effective school
leaders hold the key to establishing and developing a positive school culture through their
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determination that teachers engage in continuous professional learning. They added that
teachers must feel confident and free to observe their peers, reflect on practices and
exchange in feedback with each other. Exemplary school leaders model these practices,
mentor their staff, and foster vulnerability.
Value and Honor Achievements
Finally, Crowley (2011) calls on leaders to inspire staff by valuing and honoring
them. Although exploring the history and elements of how school leaders’ value and
honor stakeholders will be an important foundation for describing how to lead with heart,
most research centers on the role of the principal in honoring students. Sawyer (2010)
did acknowledge, however, that “Teacher morale is kept high by constantly praising
teachers when they do good work” (p. 97). The literature will review the methods and
practices of recognition and how celebrating success at every level impacts the school.
Motivators
Valuing and honoring staff often comes in the form of extrinsic rewards; however
Grenny et al. (2013) caution against using gifts and prizes as primary motivators. They
explained that leaders must value and honor others through the use of personal and social
motivation. “Let the value of the behavior itself, along with social motivators, carry the
bulk of the motivational load” (p. 245). Effective leaders distribute rewards as intrinsic
motivators in small increments and know that less is always more.
According to Kanfer (1990) motivators are described as “. . . psychological forces
that determine the direction of a person’s level of effort and a person’s level of
persistence in the face of obstacles” (p. 78). When rewarding and valuing staff through
motivators, Beijer et al. (2019) suggest considering the triad of managers, staff, and
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coworkers. Therefore, the research suggested that team dynamics overlaps and possibly
influences the practice of valuing and rewarding. A person’s reputation in the workplace
among managers as well as co-workers can act as intrinsic motivation for improved
performance (Turner, 2017) Furthermore, “Employees who enjoye a reputation of being
innovative tended to internalize the belief that innovative behaviors would benefit their
work, which motivated them to innovate more” (Yuan & Woodman, 2010, p. 329).
Gaps in the Research
Although some research exists on the elementary school teacher and staff
evaluation processes, student and teacher connections and the collaboration practices of
effective school teams, the researcher could not find relevant research specific to
celebrating and honoring school staff achievements, building engaging K-5 instructional
teams, or principal and elementary school staff connecting on a personal level. The
researcher believes there are gaps in the literature regarding these heart-based leadership
practices of elementary school principals. Further research needs to be conducted
examining how an exemplary K-5 principal leads through the use of Crowley’s (2011)
heart-based practices.
Statement of the Research Problem
School principals must face the facts. Our society remains on a fast paced,
endless cycle of change and school administrators have an obligation to ensure the
existing culture of the educational system is one that serves goals through managing and
incorporating transformation on a continuous basis (Fullan, 2020). The 21st century has
brought about a world that has become much more complex with global implications
including climate change, increased domestic and international threats, employment
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losses, social-emotional stress, and most recently a global pandemic adding pressure on
all of the above. “Leaders don’t need to become better at a bad game; they need to
change the game” (Fullan, 2020, p. xi).
Friedman and Mandelbaum (2011) stated, “While teachers and principals cannot
be expected to overcome our education deficits alone, outstanding teachers and principals
can make a huge difference in student achievement” (p.118). Years of research exists on
the effectiveness of good teaching strategies, productive classroom management, creative
and engaging lesson planning, grading practices, and standardized testing preparation.
What does not exist in abundance is research on how outstanding elementary school
principals lead their teams and schools to exceptional levels.
For many years, the definition of school leadership has been understood in many
different ways. Spillane (2006) added that, “accounts of leadership often dwell
exclusively on the structures and roles that schools should put in place and the leadership
functions that need attention. The result is that day-to-day practice falls through the
cracks” (p. 7). School districts pride themselves on high test scores, graduation rates, and
low absenteeism and if the school is doing well in those areas, then the leadership must
be effective. However, Spillane (2006) cautions that leadership should not be tied to
effectiveness. He describes leadership as activities designed to influence the
organization’s core work. Elementary school principals, therefore, must not focus on
short term measurements but develop leadership practices aimed at influencing
sustainable, long term transformational changes within their organizations.
The type of transformational changes needed in elementary schools stem from
influencing and inspiring staff. Crowley (2011) stated that traditional leadership
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approaches that exist in America have lost their effectiveness and cannot be sustained and
current research on worker satisfaction points to a strong desire for feelings of value,
appreciation, and opportunity. Although research exists on worker satisfaction,
traditional leadership approaches, and effective educational practices, there remains a gap
in literature on how elementary school principals lead from the heart to achieve and
maintain excellence in their schools. “It is simply irrefutable that leadership in America
is failing specifically because it lacks heart. . . Emotions create action and, with positive
emotion, people are virtually limitless in what they can achieve” (Crowley, 2011, p. xv).
Purpose Statement
The purpose of this phenomenological study was to describe how exemplary K-5
principals in Southern California lead from the heart using Mark Crowley’s (2011) four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish extraordinary
results in their schools.
Research Questions
1. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by building a highly engaged team?
2. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by connecting on a personal level?
3. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by maximizing employee potential?
4. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by valuing and honoring achievements?
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Significance of the Problem
“Leadership would be a safe undertaking if your organizations and communities
only faced problems for which they already knew the solutions” (Heifetz & Linsky, 2002,
p. 13) The rapid, constant, and unprecedented changes brought with the onset of the 21st
century demand innovation and transformational leadership practices throughout our
organizations. Friedman and Mandelbaum (2011) asserted “There is only one way to
square this circle: more innovation powered by better education for every American”
(p. 86). People in all levels of society constantly face the pressures to adapt to these
changes and look to their leaders for guidance in learning and adjusting with new
attitudes, values, and behaviors (Heifetz & Linsky, 2002). Employees today are
increasingly expected to take on more responsibilities. Jerald (2009) reported “In 1997,
only 32% of American workers strongly agreed that ‘it is basically my responsibility to
decide how my job gets done,’ but by 2002 that percentage had climbed to more than
half” (p. 13). Moreover, these global advancements not only influence American society
as a whole, but directly affect every level of our educational system. We know that
American workers must, with the brisk expansions in globalization and IT, continue to
increase the acquisition and quality of education in order to keep up (Friedman &
Mandelbaum, 2011). Fullan (2019) also addressed the urgency of transforming our
schools. “The world is becoming more demanding at the very time the regular schooling
is standing still – actually going backwards as fewer and fewer students and teachers buy
into what they are required to do” (p. 10.). Additionally, Bell (2016) reported on a crisis
of disengagement from traditional teaching/learning approaches. “Recent research has
shown that only 37% of Canadian students still feel engaged by Grade 12; and that 98%
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of US high school students state that they find school ‘boring’” (p. 52.). The weight of
this transformation movement in education falls directly into the laps of our school
leaders and elementary school principals sit at the starting line.
Furthermore, throughout this movement the workers at the core of our
organization began to feel a sense of loss, vulnerability and insecurity (Crowley, 2011).
Crowley (2011) discussed how 80% of adults in the United States are going through deep
reflection and longing for authentic meaning in their lives and explained that our society
longs for authenticity, spirituality, and connection. “To be very clear, for most people,
the need and desire for more spirituality has very little if anything to do with ‘religion’ –
the formal institution-based denominational worship of God – as it does with their heart”
(p. 9). Crowley went on to list four practices of leading from the heart: build a highly
engaged team, connect on a personal level, maximize employee potential, and value and
honor achievements. Recent literature confirms that we must move our educational
system into the 21st century while reengaging and inspiring our school staff and students
by leading them with heart-based strategies (Crowley, 2011; Friedman & Mandelbaum,
2011; Fullan, 2019; Heifetz & Linsky, 2002).
Despite the need for heart-based leadership strategies in our schools, educational
leaders today will not find an abundance of research or literature on how to effectively
implement these practices. Additionally, the more concrete organizational leadership
theories and models of the 20th century were based in behavioral sciences and specific
educational leadership models did not begin to emerge until after the 1980s (Gumus et
al., 2018). Gumus et al. (2018) continued to report that despite that increase of
educational leadership models that included instructional leadership, distributed
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leadership, and transformational leadership, there was not an abundance of research
available on the popularity and specific practices of these trends. Subsequently, as an
elementary school principal understands the urgency of transforming her school to keep
up with 21st century demands, she finds few resources that report the outcomes of heartbased transformational practices in education. Although she will see a thorough and
comprehensive list of literature and research studies on which leadership methods bring
about gains in student achievement, a gap remains in the literature describing how
elementary school principals use Crowley’s (2011) heart-based practices to lead
effectively.
As a result of researching how effective elementary school principals lead from
the heart, school leadership organizations, publications, and councils will gain knowledge
in imbedding heart-based practices into their schools. Organizations such as the
Association of California School Administrators (ASCA), The National Education
Association (NEA), and the Association for Supervision and Curriculum Development
(ASCD) will find benefits for their members through reporting the findings of this study.
TK-5 school leaders across the country who read this research will also learn how
implementing heart-based practices in their schools can bring effective change.
Definitions
The following terms are relevant to this study. These terms were defined in
collaboration within the thematic dissertation team. The following terms are presented to
explain their importance as they relate to this study.
Building a Highly Engaged Team. Building a highly engaged team is using
strategies that help people become enthusiastically invested in and dedicated to work they
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believe is significant, meaningful, and challenging; where relationships are built on
emotional connection and shared vision, and where values and commitment are based on
personal strengths and interests aligned with organizational goals (Crowley, 2011;
George & Stevenson, 1988; Rees et al., 2013; Senge et al., 2007).
Caring Leadership. Caring leadership is showing kindness, empathy, and
understanding that builds relationships that bring people together around a common goal.
Caring leaders demonstrate warmth, genuine interest in people and treat others with
mutual acceptance and respect (Kautz & Greensboro, 2013; Maxwell, 2018; Tomkins &
Simpson, 2015).
Connecting on a Personal Level. Connecting on a personal level is seeing and
acting on behalf of others and authentically communicating with the intention of adding
value driven by humility, concern, and love (Crowley, 2011; Maxwell, 2010).
Elementary School Principal. The most senior leader at an elementary (K-5)
school, who guides and develops a team of leaders to provide high levels of instruction.
According to theCredentialing (2017), a school administrator provides the following
services in grades 12 and below:
● Develop, coordinate, and assess instructional programs
● Evaluate certificated and classified personnel
● Provide students’ discipline, including but not limited to, suspension and
expulsion
● Provide certificated and classified employees discipline, including but not
limited to, suspension, dismissal, and reinstatement
● Supervise certificated and classified personnel
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● Manage school site, district, or county level fiscal services
● Recruit, employ, and assign certificated and classified personnel
● Develop, coordinate, and supervise student support services, including but not
limited to extracurricular activities, pupil personnel services, health services,
library services, and technology support services
Exemplary. For the purpose of this study, the term exemplary is defined as a
principal who has achieved the highest national recognition.
Extraordinary. For the purpose of this study, extraordinary is defined as guiding
stakeholders and students in closing the achievement gap, achieving academic excellence,
and gaining recognition as a National Blue-Ribbon School.
Extraordinary Results. Extraordinary results are defined as those that are
remarkable, surprising, exceptional and go beyond what is usually expected.
Maximizing Employee Potential. Maximizing employee potential is igniting
emotional drivers by promoting human well-being while proactively strengthening,
teaching, and building people toward high achievement (Crowley, 2011).
Valuing and Honoring Achievements. Valuing and honoring achievements is
praising, acknowledging, recognizing, and appreciating positive accomplishments as an
expression of care through monetary and/or nonmonetary rewards, which may lead to
increased job satisfaction (Crowley, 2011)
Delimitations
This study was delimited to eight exemplary elementary (K-5) school principals
in Southern California. An exemplary elementary school principal in this study is a
leader who demonstrates at least four of the following criteria: the first three are required.
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•

Evidence of caring for people in the organization

•

A minimum of three years of experience as a school principal

•

Evidence of extraordinary results

•

Articles, papers, or materials written, published, or presented at conferences or
association meetings

•

Recognition by peers

•

Membership in professional association in their field

Caring leadership is showing kindness, empathy, and understanding that builds
relationships that bring people together around a common goal. Caring leaders
demonstrate warmth, curiosity, empathy, genuine interest in people and treat others with
mutual acceptance and respect (Maxwell, 2018; Steinbinder & Sisneros (2020).
Organization of the Study
This study contains five chapters, references, and appendices. Chapter I identifies
the overall introduction of the study, with a brief overview of the various aspects of the
study including the research problem, purpose, questions, and significance. Chapter II is
an analysis of the literature that supports this topic of research. Chapter III delineates the
methodology, research design, instrumentation, and data collection of the interviewees,
and detailed information on the population and sample utilized. Chapter IV dives deeper
into the data collected and delineates the analysis of the data, and ultimately synthesizes
this information to determine the findings. Chapter V, the final chapter, is a thorough
summary of the key findings, coupled with the researchers’ conclusions and
recommendations for further research. Lastly, the researcher has included the references
utilized in this study and the appendices necessary to support the work.
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CHAPTER II: REVIEW OF THE LITERATURE
Chapter II serves as an introduction and examination of the literature related to
theories and practices used by exemplary school leaders. The literature that is explored
highlights the strategies of praise, personal connections, team building, and capacity
building used by those leaders to achieve extraordinary results. Study resources are
included in the synthesis matrix (see Appendix A).
Introduction
“It’s the heart, and not the mind, that drives human achievement; gestures that
positively affect the heart naturally and reflexively inspire people to perform” (Crowley,
2011, p xvi.). In this time of unprecedented change throughout every family, community,
and organization, people are looking for guidance in their leaders and leaders must be
able to act quickly, rationally, and with compassion (Bhimanprommachak, July 20,
2020). To keep up with a world becoming more complex and more demanding,
organizational leadership in the knowledge economy has begun to realize that human
resources are quickly becoming their most valuable assets. Modern employees expect
their leaders to provide an environment ripe with continuous improvement (Jerald, 2009).
Organizations must take this opportunity to look at leadership at every level through a
lens of movement and inspiration. Who is moving, influencing, and inspiring positively
in this climate? Who is building trust in the face of increasing global divisiveness? We
need intelligent leaders, but intelligence is not enough. “…we need a new model of
leadership for a new age – a paradigm that acknowledges the humanity – the hearts – in
people” (Crowley, 2011, p. xvi).
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As global unrest and confusion carries on and organizations throughout the world
struggle to transform their practices, leadership models in education continue to focus
primarily on organizational conditions and on student achievement (Gumus et al., 2018).
There is a growing body of research centered on pursuing themes and practices of
educational leaders during times of increased accountability (Crum & Sherman, 2008).
Additionally, the current educational system in the United States, centered on traditional
competencies, will not sustain America’s level of global competitiveness as other
countries are already at the front of responding to the demands and challenges of the 21st
century workforce (Jerald, 2009). In order to respond to the demands of the new
millennium, the United States educational system must transform. The transformation
necessary to meet those demands includes incorporating workplace practices that help to
connect people with their purpose in the organization, spark intrinsic motivation to assist
in necessary transformations, and solidify the feelings of self-worth and value (Crowley,
2011).
Within the education system, the first line of community, staff and student
stakeholder connection lies at the individual school sites. A family that is confident of its
school site will feel valued and significant just as a confident staff would feel about its
administration. Rodríguez et al. (2009) indicated that a school principal who leads with
heart has the ability to transform the site staff, students, families, neighborhood, and
community. Successful school leaders know that stakeholder relationships are important
and positive connections with people in the school (students, staff, and families) form
foundations for productive and successful achievement. Furthermore, effective and
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skillful school leaders remain open to the perspectives, capacities, and voices of others in
their community (Kim, 2018).
In order to answer the demand for educational reform, current research on
effective leadership in schools centers on school leaders supporting and promoting
successful learning environments and increasing student achievement. The school
principal, being the building site leader, regularly serves as the leading force behind
increased accountability measures demanded from stakeholders: community members,
parents, students, and school staff. High quality instruction and student success remain at
the forefront of most research related to exemplary school principals, and those leaders
report similar themes when asked to reflect on their successes (Crum & Sherman, 2008).
Literature related to how school and educational leadership practices influence academic
achievement and staff productivity remains plentiful, but literature describing the
motivations and strategies of those leaders remains silent. When researching exemplary
school principals who reflect on their heart-based leadership skills, a gap in the literature
exists.
Theoretical Foundation: Leadership
Leadership has been studied, developed, and embraced by hundreds of
universities across the nation and organizations now recognize the importance of
influential leadership on their teams (Maxwell, 2018). Similarly, Grenny et al. (2013)
indicated that great leaders share the common thread: the capacity to influence others,
thereby changing behaviors to achieve extraordinary results. Taking this definition of
exemplary leadership one step further, Ackerman-Anderson (2010) concluded that a
leader is anyone in the organization who can positively influence change. The latter
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definition indicated multiple levels of leadership ranging from entry level employees to
top level executives. Successful leaders will help team leaders in their organization
develop a “. . . shared sense of purpose through discussions of the objectives and the
important role each of them plays in implementing the action plans that led to the
objectives” (Myer, 2012, p. 64). This multi-tiered tree of influence demonstrates the
need for capacity building within organizations in order to sustain improvement and
achievement.
Influential leaders who embrace the needs of their organizations and commit to
building a sustainable future establish relationships, commit to personal values, and
create safe environments for the people they lead (McKee et al., 2008). As a result, by
taking the focus off of themselves, effective leaders develop components of distributed
leadership and influence others to work towards the goals and vision of the organization.
Distributed leadership is “. . . more than what individuals in formal leadership positions
do. People in formal and informal roles take responsibility for leadership activities”
(Spillane, 2006, p. 13). Additionally, effective distributed leadership practice is created
through the leaders’ interactions and by the situation in which they find themselves.
While establishing relationships and building the capacity of those on their teams
stand as effective factors of influential leadership, one cannot define extraordinary school
leadership without considering the demands of our changing environment. “We must
immediately expand our vision beyond standard educational institutions. . . current
practices are not actually working (and) conditions in the world are changing
significantly” (Gardner, 2007, p. 9). Furthermore, the disorders, conflicts and
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complexities of the world over the past 20 years have increased significantly and leaders
need to change the game (Fullan, 2020).
Leadership in 21st-Century Organizations
Leadership in the 21st century takes the visionary leader on a quest for creativity
and innovation. Increasing volatility and competitiveness in today’s corporate world
demands that leaders move quickly to promote creativity in their organizations
(Nodoushani et al., 2017). Educational and business leaders alike share a common
challenge in the 21st century: both are trying to figure out ways to move their
organizations through the rapid and constant changes of a fast paced world (Fullan,
2020). Fullan (2020) explained that current organizations must maintain a daily
awareness of the changing environment and regularly challenge the status quo in order to
increase productivity and world views. Figure 1 shows Fullan’s (2020) model of new
leadership.
Especially in globally competitive firms, jobs have changed in a number of key
ways: less hierarchy and supervision, more autonomy and responsibility, more
collaboration, less predictability and stability (Jerald, 2009). This current pace of growth
in the world triggers many to look at how we are preparing our youth for the future.
Schools, school leaders and teachers stand at the helm of ground zero: the beginning of
the future for America’s workforce with twists, turns and uncertainty ahead.
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Figure 1
New Leadership Traits and Characteristics

Cycles of trying things
and making meaning

Leaders act on emerging
Co-learning dominates

solutions with focus and
concern for impact

New Leadership

Leaders help crystallize,

Leaders listen, learn and

articulate, and feedback

ask questions

what they see

Leading in a Culture of Change (p. 140), by M. Fullan (2020).
Copyright 2020 by Jossey-Bass. In the public domain.
School Leadership
While historically conservative in nature, American schools continue to face
globalization with cultural shifts outpacing the current educational practices (Coyle,
2018; Gardner, 2007; Moua, 2010). With regard to current curriculum structures in the
United States, education reformers argue that schools must improve and adjust in order to
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allow students to thrive and obtain a broader set of skills. These 21st century skills will
prepare students for the rapid evolution and saturation of technology (Jerald, 2009).
Additionally, as teachers are taxed with closing the achievement gaps both
culturally and academically, the school principal controls this outcome through effective
practices such as teacher recruitment, retainment, effectiveness, and inspiration
(Friedman & Mandelbaum, 2011). In fact, teacher retention remains a direct result of
teacher job satisfaction and many factors lead to successes in this area including the
principal respecting teachers as leaders and serving them through encouragement,
support, and development. The principal, moving from an instructional leader who
enforces to one who inspires can positively influence student learning and overall
achievement (Shaw & Newton, 2014). Furthermore, a school leader must be more than
an instructional leader. A school leader must be a learning leader who models, shares
leadership, and supports “cycles of continuous improvement to strengthen teaching and
learning” (Psencik & Brown, 2018).
Transformational Leadership
According to Anderson and Ackerman Anderson (2010), “Transformation is a
radical shift of strategy, structure, systems, processes, or technology, so significant that it
requires a shift of culture, behavior, and mindset to implement successfully and sustain
over time” (p. 60). Moving education into and through the 21st century requires the
leadership to transform the status quo and change the direction. The true application of a
transformational leader is one who can not only get out in front of staff, but also course
correct an organization that is headed in the wrong direction, and successfully implement
the sustainable changes in order to keep them going (Maxwell, 2018).
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Kim (2018) suggested that school principals’ transformative approach to
leadership began from within and was grounded in their personal experiences. That deep
rooted knowledge came from their travels, families, previous teaching and principalship
experiences, and career preparation programs as well as from the cognitive, emotional,
and intuitive dimensions of past learning. Collecting on their research surrounding
effective leadership models in education, Gumus et al. (2018) concluded that several
transformational principles emerged over the last two decades and have gained increasing
attention including authenticity, emotional intelligence, vision, servant leadership and
communication.
Authenticity
An important principle of transformational leadership is authenticity. Authenticity
is defined by the "Merriam-Webster's dictionary of English usage" 2019) as being true to
one's own personality, spirit, or character. People are drawn to leaders that are true to
themselves and their vision while they demonstrate their passion and commitment
through both words and actions. Authentic leaders are individuals who speak their truth,
even when it is unpopular and hard to do. “Authenticity and vulnerability lead to trust – a
critical outcome of caring leadership” (Steinbinder & Sisneros, 2020).
Emotional Intelligence
Another critical element of transformational leadership is exhibiting the skills of
emotional intelligence. Individuals with strong emotional intelligence demonstrate high
levels of self-knowledge combined with emotional mastery (Bradberry & Greaves, 2009).
Thankfully, emotional intelligence is fluid throughout one's life. Individuals can improve
their functioning in the four sub-areas of self-awareness, social awareness, self-
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management, and relationship management through reflection and mindful practices
(Bradberry & Greaves, 2009).
Vision
Visionary leaders play an important part in 21st century transformational change.
They are people who are often brought in during a period of organizational transition as
they see the possibility of innovation and a new path forward ("What Is Visionary
Leadership: seven traits of a visionary leader," 2019). McLaughlin (2001) of the Center
for Visionary Leadership purports that,
Visionaries who are successful at manifesting their visions base their leadership
on an inspirational, positive picture of the future, as well as a clear sense of
direction as to how to get there. They embody a sense of personal integrity, and
radiate a sense of energy, vitality and will. (Mclaughlin, 2001, p. para. 11)
Servant Leadership
Servant leadership has added a new dimension to transformational leadership. It
emphasizes the reciprocal nature of investing in others and enhances the purpose and
drive of collective work. Companies in the 21st century, such as Southwest Airlines,
have adopted the theory of servant leadership as an important part of their management
style (Heyler & Martin, 2018). Fortune magazine highlighted their commitment to this
principle and as such, identified Southwest Airlines as one of the best companies at
which to work. The theory of servant leadership was predicted on the work of Robert
Greenleaf, who proposed that leaders should be driven by a desire to serve others in
creating a noble outcome (Ivancevich et al., 2017). This principle is supported by other
attributes such as: leader humility, equal treatment in relationships, high moral and
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ethical standards, stewardship, awareness, persuasion and building community (Gandolfi
& Stone, 2018).
Communication
Effective school principals are good communicators and continuously share the
essential components of learning, enthusiastically discuss the vision and goals of the site,
and regularly convey a message of high expectations for students and staff (Sawyer,
2010). They appear comfortable addressing large groups of organizational members.
They are able to quickly generate elaborate responses that are dynamic based on the
audience and purpose of the situation. They also learn to use language that is inclusive
and collaborative in nature that invites others to willfully follow them. They have a
sophisticated command of language mechanics, vocabulary, persuasion, and use words in
precise ways to promote organizational change.
Distributed Leadership
Spillane (2006) demanded a new way of thinking about leadership in schools and
described distributed leadership as the solution. He explained that distributed leadership
solves the problem of administrators single-handedly attempting to run large schools and
being doomed for failure from the start. Spillane (2006) describes distributed leadership
as more than the leader plus form of shared leadership, it is leader plus combined with
leadership practice and the following three elements are key:
•

Leadership practice is the central and anchoring concern.

•

Leadership practice is generated in the interactions of leaders, followers, and
their situation; each element is essential for leadership practice.
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•

The situation both defines leadership practice and is defined through
leadership practice.
Theoretical Framework: Leading from the Heart

The theoretical framework for this study draws from the four strategies of
demonstrating 21st century transformational leadership by leading from the heart as
written by Mark Crowley (2011). This study examined how exemplary elementary
school principals use Crowley’s four strategies (building a highly engaged team,
connecting on a personal level, maximizing employee potential, and valuing and
honoring achievements) to achieve extraordinary results in their schools.
Building Highly Engaged Teams
The first of Crowley’s (2011) four heart-based leadership strategies is building a
highly engaged team. One study explained the administrative process of teambuilding
whereas “Principals described at length the importance of assembling teams, for the
greatest promise of success, based upon compatibility of team members. Teams needed
to constitute a balance of personalities, teaching specializations, and personal lifestyles”
(George & Stevenson, 1988, p. 7). Although engagement has many contributing factors
and definitions (Little & Little, 2006), this research will focus on the effectiveness and
alignment with individual, site, and district goals as well as the school’s mission and
vision. To influence change, it is vitally important to engage not only the leaders in the
organization, but also the key opinion leaders (13.5% of the workforce that are open to
new ideas) on the team. The majority of the population will not adopt new practices until
those opinion leaders do (Grenny et al., 2013). Through research on effective and
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engaged teams, this study will examine the heart-based leadership strategies guiding their
development and engagement.
History and Culture of Effective Educational Teams
Historically, organizational systems and structure relied on a worker to supervisor
ratio of seven to one, enabling a tight and clear path of communication and completion of
managerial responsibilities. This framework adjusted, however, during the 1980s when
budgets prompted downsizing and managers’ subordinates grew from seven to 20 on
average (Harvey & Drolet, 2006). In education, the loss of middle management meant
schools had fewer assistant principals, supervisors, and teachers. Schools were faced
with developing different and innovative ways to improve supervision and
communication.
Additionally, the Improving America’s Schools Act (IASA) of 1994 prompted
schools across the country to change their structures and practices related to federal
funding. The IASA, signed by President Clinton, reauthorized federal funding for
education and enacted program changes in US schools ("Summary of the Improving
America’s Schools Act," 1994). Research on education reform following IASA found
school teams focused on improving academic performance by utilizing trained coaches
and trained school support teams. The fundamental purpose of these coaches and teams
was to keep school teams on track and focused towards their goals. (O'Donoghue &
Ragland, 1998)
Moving into the 21st century, schools were left to effectively and strategically
build the people and teams that could correct the disparity and disconnect brought on by
the absence of managerial staff. Considering that workers in these isolated environments
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were left to be more self-motivated, self-initiating, and self-directed, organizations were
faced with building smaller, self-sufficient teams while increasing worker satisfaction.
Successful groups proved to be those that increased worker participation by giving the
teams a higher stake in decision making, responsibility, command structures, and
horizontal collaboration (Harvey & Drolet, 2006). Figure 2 shows Harvey’s
characteristics of effective teams.
Figure 2
Characteristics of Effective Teams

Composition

Purpose

•
•
•

•

Common identity and
tenants
Common tasks
Sense of potency/success

Clear definition of team
membership
Recognition of individual
contributions
Balanced roles

•
•

Structure and

Interaction

Context
•
•
•
•
•
•
•
•

Mutual trust
Sense of relationship
Open/direct conflict
Common base of information
High level of question-asking
and listening
Healthy level of stress
Toleration of errors
Flexibility and

•
•
•

Clear
understanding/acceptance of
group structure
Periodic attention to group
maintenance
Recognition/mitigation of
outside forces

Adapted from Building Teams, Building People: Expanding the Fifth Resource, by T. R.
Harvey and Drolet (2006). Copyright 2006 by Rowman & Litlefield Education. In the
public domain.
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Establishing a Collective Vision
Literature related to building effective school teams repeatedly touts building trust
and establishing common vision among members. Research on effective leadership
included building a shared vision related to instruction that was aligned with the district,
utilized common language, and was built on an agreed timeline of professional
development (Garland, 2018). Furthermore, transformative school leaders who promoted
shared leadership strategies and bottom up teacher professional development in their
teams’ plans found it easier for the staff to collectively achieve the vision and goals for
the school (Kim, 2018). Further research indicated that effective school leaders
collaboratively established school vision and goals with a leadership team comprised of
teachers from various departments on campus. This process successfully established
support and capacity among staff (Myer, 2012).
Professional Learning Communities
Defined by DuFour (2007), a PLC is a group of educators committed to working
collaboratively in ongoing processes of collective inquiry and action research in order to
achieve better results for the students they serve. . . Characteristics include shared
mission, vision, and goals, collaborative teams focused on learning, and commitment to
continuous improvement. (para. 1)
Working towards improvement, school administrators, although stretched thin
through management downsizing, can build a solid foundation of teacher support through
effective implementation of PLC teams. Furthermore, some early literature on PLCs as
organizational structures for effective educational teams contains contradictory advice for
school leaders. PLCs have been celebrated as transformational and criticized as being

31

isolating; however, case studies on PLCs find that the principals of collaboration,
common purposes, shared language, and collective outcomes serve as the basis of
engaged teamwork (Servais et al., 2009).
Connecting on a Personal Level
The second of Crowley’s (2011) four heart-based leadership qualities
encompasses the establishment of personal connections. In education, school leaders
communicate regularly with four main stakeholder groups at the site level: students, staff,
families, and community. Çelebi and Korumaz (2016) noted, “The effort of teachers and
their followings to their supervisors may be one of the most important determinants of
continuance commitment. That means these factors keep teachers in their school and
strengthen their continuance commitment” (p. 1166). This literature review will explore
the history, development, and effect of personal connections between school leaders and
individual stakeholders in order to strengthen the commitments, improve achievement,
and build relationships.
Building Loyalty and Trust
Throughout the past two years, educators and families have endured life-changing
trauma brought on by the worldwide Covid pandemic. The resulting negative and longlasting effects on our educational system brought to light the importance of building
positive relationships in order to reestablish and build student and family resiliency, trust,
and commitment to learning. Authentic educators who develop these relationships
through positive interactions can clear the impacts of trauma and begin to move those
affected by trauma toward recovery (Fonseca, 2020).
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With regard to employee job satisfaction and performance, studies showed that
staff who were satisfied remained highly motivated, maintained a greater level of selfconfidence, and showed consistency in effective performance and efficiency.
“Interpersonal trust is a strong driver of employee satisfaction” (Matzler & Renzl, 2006,
pp. 1261-1262). Organizations whose leaders develop trust with their employees can
count on increased employee satisfaction.
Additionally, current literature lists teacher commitment and loyalty to supervisor
in the forefront of organizational success. Çelebi and Korumaz (2016) defined loyalty as
being composed of five dimensions: dedication, effort, following of supervisor,
identification with supervisor, and internalization. These employee and supervisor
relationships form the base for building highly effective outcomes in organizations.
“Employee relations have significant positive influence on employees’ performance level
(and engagement). When employees find harmonious relations with their boss in the
organization they feel encouragement to do more work” (Ahmed et al., 2017, p. 390).
Furthermore, strong, positive connections between a teacher and principal led to
continued organizational allegiance and support of school goals (Çelebi & Korumaz,
2016).
Connecting with the Community
White, Harvey, and Fox (2016) indicated that politically intelligent leaders are
constantly aware of their communities both internal and external. These communities,
whether within the school, the district, the neighborhood, or the city can have a
significant impact on the organization relative to their individual interests and goals.
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Therefore, effective leaders have focused on building positive relationships and staying
aware of their needs.
School and community connections have historically proven to improve the
academic performance of students by providing resources to teachers, scholarship
opportunities, counseling and support, educational materials, essential needs and services
(Abraham & Ememe, 2012). Therefore, school leaders who have improved their
collaboration, connections, and relationships with stakeholders throughout the
community ensured the enhancement of their organization. Furthermore, schools with
high numbers of immigrant families will improve at-risk student subgroup populations
through the engagement and strengthened relationships of their parents (López et al.,
2018).
Maximizing Potential
With regard to managing staff, Crowley (2011) indicated,
Nothing builds loyalty more than when employees feel you helped them progress
in their lives. Developing people builds strong advocates when people realize you
were the one who guided them, took a personal interest in them and invested in
their becoming more. (p. 102)
A gap exists in studies examining the effects of heart-based leadership on staff
development. Therefore, the literature review examines the practices and effects of
teacher evaluations, the exploration of the history and elements of various evaluation
models and if or how the models attempt to maximize staff and student potential (Master
& Society for Research on Educational, 2013). Huggins et al. (2017) found that effective
principals facilitated the leadership building of their teachers.
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The principals were cognizant that leadership capacity building needed to be
intentional on their part, and they were determined to build the leadership
capacity of others. Beyond their commitment, the principals understood
leadership development as a process that required them to have a tolerance for
risk as they allowed others to obtain leadership responsibilities. (Huggins et al.
(2017, p. 7)
The Role of Principal in Teacher Evaluations and Feedback
At the center of current educational reform, teacher evaluations and feedback play
significant roles in improving school achievement despite the fact that little is known
about the values of school principals (Master & Society for Research on Educational,
2013). The evaluation process is subjective and school leaders tasked with these
assessments rely on solely their individual experiences and local training. At the
conclusion of each teacher evaluation, the principal can reflect on the observation and
plan for modeling, training, and professional development to improve overall
achievement. “Consequently, it becomes the school leadership’s responsibility to train,
guide and facilitate the team of teachers through in-service professional development
programmes” (Nooruddin & Bhamani, 2019, p. 97). Mihaly et al. (2018) reported that
even though there is little research for principals on how to communicate the evaluation
feedback, these conversations have the potential to positively influence teaching practices
and student outcomes. Therefore, a consistent cycle of evaluation and system of
feedback remains critical in the potential growth and progress of teachers.
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Valuing and Honoring Achievements
Although exploring the history and elements of how school leaders’ value and
honor stakeholders will be an important foundation for describing how to lead with heart,
most research centers on the role of the principal in honoring students. Sawyer (2010)
did acknowledge, however, that “Teacher morale is kept high by constantly praising
teachers when they do good work” (p. 97). The literature will review the methods and
practices of recognition and how celebrating success at every level impacts the school.
The Role of the Elementary School Principal
Principals and School Culture
As the educational system continues to adapt and change in order to keep up with
the demands of the 21st century, to embrace globalization, and to produce college and
career ready graduates, school leaders must stay ahead of the curve or risk being pushed
aside. Fullan (2020) described a school that is facing unhappy stakeholders or families
looking elsewhere for their education as on that needs a cultural change. A school
principal who hears that call but does not adapt and change the culture will find herself
becoming obsolete and out of touch with the needs of her school.
According to Moua (2010), “Culture consists of the shared beliefs, values and
assumptions of a group of people who learn from one another and teach to others that
their behaviors, attitudes, and perspectives are the correct way to think act and feel”
(p. xv). Figure 3 shows Moua’s (2010) key elements of culture. A school principal’s
understanding and positional reflection may be guided by personal life experiences
including family relationships, educational background, social interactions, and
workplace influences. Being a caring leader is a learned skill whereby a principal
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understands herself, demonstrates actions aligned with her values, and has a clear vision
of how other stakeholders in the school perceive her (Steinbinder & Sisneros, 2020).
Figure 3
Key Elements of Culture

Learned

Shared

Symbolic

Culture

Dynamic

Systemic

From Culturally Intelligent Leadership Leading Through Intercultural Interactions by
(Moua, 2010)Business Expert Press. Copyright 2010 by Business Expert Press. In the
public domain.
The school principal who clearly communicates these core values through a
shared vision is a leader poised for establishing and maintaining a positive school culture.
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When these personal values are embedded in the shared vision for the school,
there is a heightened sense that everyone in the school is both obligated and able
to take control of his or her life and can make a positive difference in the school.
This is the foundation of building effective school teams. (Myer, 2012, p. 57)
Effective school principals creatively weave together and imbed into this vision diverse
beliefs, values, and backgrounds. Furthermore, they “collaborate with the educational
community and ensure a safe and efficient environment for students . . . with a
knowledge base to assist school staff and students with strategies to increases and
maintain student achievement” (Sawyer, 2010, p. 19).
The school principal has a responsibility to each of her three overarching
stakeholder teams: staff, students, and community. The culture of the school directly
affects each of those teams and is considered the way things are done on a daily basis.
“The culture is based on the daily learning built into daily interaction. Think of it this
way: it is what happens in between meetings or workshops that counts” (Fullan, 2020, p.
70). Considering that the culture is the overarching and day to day feeling of a school,
the principal being at the helm will serve as the heart that produces nourishment, energy,
and focus.
Coyle (2018) studied the cultures of successful organizations and found that their
leaders practiced gratitude, demonstrated low tolerance for bad behaviors, maintained
strong connections with everyone, served others, and gave routine feedback.
Consequently, school principals who are intentional about improving school culture build
the connections and establish relationships with their stakeholders as a first step. They
are also willing to step into the role of service at any level for the good of the group,
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thank those around them on a regular basis, and provide consistent feedback, both
positive praise and constructive in order to produce improvement.
School principals also have the ability to improve culture through motivating and
inspiring their teams. Bloomberg and Pitchford (2017) described how principals can
build a school-wide culture of efficacy by modeling and allowing teams to experience
success, establishing productive feedback structures, and maintaining high levels of trust,
respect, and safety among staff members. Experiencing success as well as witnessing the
success of colleagues, teachers will build their confidence and strengthen their resiliency.
Descriptive and immediate feedback from the principal allows teachers to focus on cycles
of continuous improvement, take risks, and collectively move forward as a team. With
school administration opening the door for this added self-reliance, the teams will
improve their efficacy and achievement and begin to build the relational trust needed to
take more risks and continue the forward movement.
Fullan (2014) explained that in order for leaders to enact a cultural change in an
organization, they must focus on four drivers: capacity building, collaborative effort,
pedagogy, and systemness. A school leader must build the capacity of others because
individuals cannot make significant gains alone. Principals who build up their teams and
empower them to carry out the vision of a school can substantially multiply the efforts.
The principal will serve as an auditor, monitoring and adjusting the teamwork, but also
encourage stakeholders to learn from each other. Again, building and multiplying the
efforts and maintaining a culture of high performance. Additionally, promoting a
collaborative nature of high performing teams will allow the principal to maximize the
quality of daily work, even during informal, hallway conversations. Furthermore, Fullan
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(2014) recommends that school leaders integrate the vast and highly accepted adoption of
technology with new and innovative pedagogy. “The new future, which is already upon
us, will demand new leadership from the principal to lead the group in integrating
technology and pedagogy in the service of deep learning” (Fullan, 2014, p. 36).
Principals and Emotional Intelligence
According to McKee et al. (2008), a person who can effectively recognize
emerging emotions as they happen and understand the resulting effect on others has a
high level of emotional intelligence. The self-aware school principal possesses a strong
base of emotional intelligence and consequently displays as a self-confident leader. With
the overarching need for change and transformation in schools, emotions are likely to run
high among staff and stakeholders. As Tai Mei and Kareem (2018) explained, “The
feeling of individuals being overwhelmed emotionally is common in times of change.
Therefore, school principals need to use a variety of emotional regulation strategies and
apply it in different situations” (p. 80).
School principals who are aware of their emotions and how they respond in times
of challenge, pressure, and crisis remain poised for success during these situations. Myer
(2012) found that successful leaders act as emotional guides for their groups and by being
in tune with the emotions of others they create, through maintaining relationships with
stakeholders founded in this awareness, cultures that keep conflict and dissonance at bay.
In order to build high levels of emotional intelligence, leaders understand the science
behind controlling thought control. Bradberry and Greaves (2009) described that human
brains create emotional beings and are wired to bring the emotional reaction ahead of
reason. Emotional intelligence, therefore, allows a leader to recognize the emotions
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brewing and effectively bring reason to the surface. Emotionally intelligent school
principals can reasonably and effectively lead their teams through challenging times with
a level of awareness and cognition, leading to decisions that attain positive results.
Additionally, Bradberry and Greaves (2009) described that understanding how
attaining personal competency and social competency allow leaders to develop the four
skills required to improve emotional intelligence: self-awareness, self-management,
social awareness, and relationship management. Figure 4 shows the four skills as they
relate to personal and social competence.
Figure 4
Competencies and Skills of Emotional Intelligence

Personal
Competence

Social
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SelfAwareness

Social
Awareness
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Relationship
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Principals as Learning Leaders
Despite the overwhelming research indicating that the primary role of a school
principal is that of instructional leader, most school leaders find their building
responsibilities impacted the time they could spend on classroom visits and teacher
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observations (Crum & Sherman, 2008). Although the facilities, maintenance, personnel,
budget, and programs must continue to be managed each day, student learning and
achievement remain the top priorities of any school site leader. Kafele (2020) argues that
the school administrator’s role in the instruction of a school is crucial. He added that the
success or failure of a child can be directly influenced by an instruction leader. Kafele
(2020) encouraged school administrators to follow five commitments each day in order to
maintain effective instructional leadership: make instructional leadership an inherent part
of each day, stay aware of teachers’ perception of you as an instructional leader, conduct
pre- and post-observation conferences, maintain a culture of continuous improvement,
and act as a source of professional development for the staff.
Leading instruction requires an awareness of regular classroom practices across
the school. Effective principals maximize their time in the classroom and even when
there are numerous classes (as in secondary) they will delegate to other administrators to
ensure regular instructional evaluation (Mendels, 2012). Historically, evaluating teachers
has been the main avenue for insuring that good instruction is happening in the
classroom. A five-step process of teacher evaluation and effectiveness (see Figure 5)
includes interrelated and overlapping stages for administrators to follow as instructional
leaders of the school (San Diego Office of Education, 2013).
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Figure 5
Five Step Process of Teacher Evaluation

Reprinted from Teacher Effectiveness and Evaluation; Closing The Achievement Gap,
San Diego Office of Education, 2013, (https://www.sdcoe.net/human-resources/
Documents/evaluation-process.pdf#search=essential%20elements). In the public domain.
Research on effective models of evaluating classroom instruction began in the
1970s and includes essential elements of instruction (see Table 1) as Smith (1985)
reported a direct correlation between teachers’ use of those elements and high levels of
student achievement. Smith (1985) concluded that principals who ensure their teachers
are effective in their use of essential elements of instruction will safeguard the high level
of student achievement in the schools.
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Table 1
Essential Elements of Instruction

Element

Teach to an Objective

Descriptor
Identify the goals of the lesson and apply relevant teacher
actions

Correct Level of
Difficulty

Identify where the student is and teach at the next level

Monitor and Adjust

Elicit feedback from students and act upon that feedback

Motivation

The student maintains focus on the task

Active Participation

Student’s consistent engagement during the lesson

Retention

Student retains learning

Transfer

Student uses past learning

Anticipatory Set

Student brings past experiences to the upcoming lesson

Closure

Student summarizes learning

Adapted from Measuring Teacher Effectiveness as a Result of Intensive Training in the
Essential Elements of Instruction Model by D. M. Smith (1985), ProQuest Dissertations
and Theses Global. In the public domain.
Current research suggests principals, as leaders and evaluators of instructional
practice, can directly move schools toward improvement and students toward higher
achievement. Recognizing the key factor that school principals play in leading
instruction, “. . . many states have revamped or are reconsidering their professional
standards for principals to put a stronger emphasis on how well school leaders improve
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the quality of teaching, use data to inform instruction, and exhibit other forms of
instructional leadership” (Riley et al., 2017).
Fullan (2014), however, argues that new school leadership practices should not
place the school principal as the instructional leader, but as the learning leader. He states,
“Principals are spending more and more time on instruction, but it is not time well spent”
(p. 55). Fullan (2014) explains that effective leaders can maintain a focus on the learning
priorities in spite of the current demands on principals including the push for innovation,
high profile initiatives, and other distractors. Learning leaders are principals who direct
their energies to developing the group.
As leaders of learning, school principals develop the culture of efficacy within
their teams of teachers. It is erroneous for school change initiatives to focus on individual
teachers to improve student outcomes because there is much more power in transforming
the culture by investing in human capital (individuals) and combining it with social
capital (the group) (Fullan, 2014). Principals may spend time working with individual
teachers to improve practices but should also spend time working collectively with
teacher teams in order to let the group improve the group. An ineffective teacher will not
remain long in a highly functioning group and the highly functioning teacher will not
remain long in an ineffective group.
DuFour (2002) agrees that effective school principals have made a shift from
instructional leaders to learning leaders.
This shift from a focus on teaching to a focus on learning is more than semantics.
When learning becomes the preoccupation of the school, when all the school’s
educators examine the efforts and initiatives of the school through the lens of their
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impact on learning, the structure and culture of the school begin to change in
substantive ways. (DuFour, 2002, para. 9)
Shifting the focus from snapshots of individual classroom instruction to reflections on
how students are learning drives teams to work together and collaborate on student needs
and effective intervention practices. Additionally, Dufour (2002) explained that shifting
teacher reflections and feedback from the lesson plan to student actions and progress
makes it clearer to staff, students and the community that the school expects all students
to learn and grow.
Summary
Organizations striving for improvement, success, and sustainability in the 21st
century realize the importance of maintaining strong leadership teams. Jerald (2009)
noted that employees in those complex and demanding workplaces look to their leaders
for guidance, support, and improvement. Crowley (2011) added that new models of
management must also create environments where staff feels a sense of purpose,
connection to the tasks, motivation, and self-worth. While school success is traditionally
measured by student achievement, all stakeholders demand environments of high
productivity and quality instruction (Crum & Sherman, 2008). Through the process of
building strong, motivated teams and maintaining positive and culturally rich
environments, school administrators can pull their organizations into the new millennium
and sustain growth that can produce lasting results.
For centuries, leadership has been widely studied, defined, and taught across the
world. Most authors agree that effective leaders will influence change and may present at
multiple levels in an organization (Ackerman-Anderson, 2010; Myer, 2012). Schools
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that establish this model of capacity building through multi-tiered leadership may sustain
a continuous cycle of improvement. Furthermore, Spillane (2006), described that models
of distributed leadership allow staff that are in both formal and informal positions to
influence change and work towards goals as they take on responsibilities beyond their
normal scope of work. Utilizing new models of leadership through developing the
capacity of others, distributing responsibility, and increasing influence, administrators
promote the creativity and innovation within their organizations. The competitive
demands of the 21st century require fast-paced growth in this area through investment in
human capital and education (Fullan, 2020; Nodoushani et al., 2017). Additionally,
historically conservative school systems must transform to adopt new leadership practices
and implement continuous cycles of improvement in order to keep up with the demands
of globalization and current cultural shifts (Coyle, 2018; Gardner, 2007; Moua, 2010;
Psencik & Brown, 2018).
Transformational leadership includes elements of authenticity, emotional
intelligence, vision, servant leadership, and communication. Maxwell (2018) added that
a transformational leader can effectively get out in front of necessary changes in order to
consistently lead the organization, through repeated turbulence and course corrections.
Stakeholders will trust and remain committed to those leaders due to their authenticity
and adherence to established goals and a shared vision (Mclaughlin, 2001). By investing
in their staff through servant leadership, transformational leaders also focus on
relationships, high ethical standards, and community building (Gandolfi & Stone, 2018).
Forming a theoretical framework for this study, Crowley (2011) described four
strategies that are effective in the 21st century to transform their organizations. These
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heart-based leadership approaches are building a highly engaged team, connecting on a
personal level, maximizing employee potential, and valuing and honoring achievements.
Studies on teambuilding, internal team leadership, team responsibilities in managerial
cutbacks, team focus and vision share collective conclusions that lead to increased
participant engagement. The literature; however, fails to discuss how external leadership
influences the inner workings of engaged team members. In addition to building engaged
teams, Crowley (2011) explained that transformative leaders were personally connected
to their subordinates. Studies named positive and harmonious interactions, consistent
stakeholder collaboration, and heightened needs awareness as indicators of employee job
satisfaction, commitment and loyalty within an organization (Ahmed et al., 2017; Matzler
& Renzl, 2006). Taking employee loyalty one step further, Crowley (2011) added that
leaders who help others progress and grow in their skillset deepen their connections with
staff.
Although years of research and literature exist regarding employee training and
evaluation, there remains a gap when looking for the effects of targeted strengths-based
coaching and growth. Some research exists on the K-12 staff evaluation process, student
and teacher connections and working on effective school teams; however, the literature
gap revealed few relevant topics specific to celebrating and honoring school staff
achievements, building engaged instructional teams, or school principals and staff
connecting on a personal level. Further research needs to be conducted about how an
exemplary K-12 principal effectively leads through the use Crowley’s (2011) four heartbased practices.
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CHAPTER III: METHODOLOGY
Overview
Chapter III describes the methods of this study and includes specific elements of
the study’s methodology. This chapter begins with an overview of the purpose statement
and research questions followed by the research design, population, and methods used to
select the sample for this study. Next, the instrumentation section identifies and defines
the procedure needed to develop the data collection process. Following the
instrumentation is the validity, reliability, data collection, data analysis, and limitations of
the study. Chapter III then concludes with a summary of the methodology.
Throughout this study, the term multiple researchers is used in reference to the
group of University of Massachusetts Global doctoral students who worked on a thematic
study under the guidance of their chairs in collaborating the design and implementation
of the study. Researchers on the team used the same research purpose and questions but
focused on different populations for their individual studies.
Purpose Statement
The purpose of this phenomenological study was to describe how exemplary K-5
principals in Southern California lead from the heart using Mark Crowley’s (2011) four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish extraordinary
results in their schools.
Research Questions
1. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by building a highly engaged team?
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2. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by connecting on a personal level?
3. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by maximizing employee potential?
4. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by valuing and honoring achievements?
Research Design
This qualitative research study, using a phenomenological approach, focused on
exemplary elementary principals who lead with heart. According to Roberts and Hyatt
(2019) qualitative research takes participants’ perspectives and feelings into account as
the researcher strives to gain a complete understanding of the study topic. Furthermore,
qualitative method in this study was utilized in the form of interviews to gather
behavioral data from the sample. “A common application is assessing a larger group
quantitatively and then interviewing a subsample of that group qualitatively to procure
further information” (Rudestam & Newton, 2015, p. 58)
Simply stated, phenomenological research is “Research that describes the
meanings or essence of a lived experience” (McMillan & Schumacher, 2014, p. 5).
Rudestam and Newton (2015) further explained “. . . the focus of phenomenological
research is on what the person experiences and its expression in language that is as loyal
to the lived experience as possible” (p.43). Participants in this study shared their lived
experiences in order for the researcher to gain insight into how they led from the heart
and achieve and maintain exceptional leadership qualities within their organizations.
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The methods used in this study included interviews, published online data, and
document reviews. Studying the cultures and climates of the elementary school sites
through these methods is imperative to understanding the leadership qualities of their
principals and to describing connections between the leaders and their stakeholders
including staff, students, and communities. Patton (2015) explained that to study a
phenomenon, the researcher must interact and conduct direct discussions with those who
live and experience it. The phenomenon at the foundation of this study are the four heart
based principles outlined by Mark Crowley (2011) as he defined effective leadership.
His four principles of leading with heart consist of building engaging teams, valuing
accomplishments, empowering staff, and connecting on a personal level. The current
reality is that due to the Covid-19 pandemic, school sites are closed to staff and many
Southern California districts are offering a distance learning alternative to students. This
study, therefore, included virtual observation formats that included online meetings and
interviews held in a virtual setting and included audio, video, and written communication.
Population
McMillan and Schumacher (2014) defined population as “A group of individuals
or events from which a sample is drawn and to which results can be generalized” (p. 5).
According to the C. D. o. Education (2020), there were 10,588 K-12 schools in California
during the 2019-2020 school year. This would equate to roughly the same number of
school principals in the state. Of those principals, there were approximately 2,854 in the
K-5 elementary school setting. Considering the large population of K-5 principals, this
researcher chose a smaller, targeted population of K-5 principals in three Southern
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California school districts. Choosing a smaller target population ensured accuracy while
saving time and money (McMillan & Schumacher, 2014).
Target Population
The target population, as described by Patten and Newhart (2018) is a smaller unit
of analysis made up of a select group of individuals. Use of a target population for this
study allowed for results to be generalized. The population was narrowed for this study
to include elementary principals in Southern California. Specifically, three counties were
included: Orange, San Diego, and Riverside. The projected target population for this
study was 792 elementary principals located in Southern California
Sample
The sample for this study, exemplary K-5 principals from three Southern
California school districts, was chosen because participants met the specified criteria for
exemplary school leadership. Roberts and Hyatt (2019) noted that due to the
unfeasibility of studying an entire population, the researcher must choose a sampling of
individuals as representative as possible of the total group. The individuals in this study
were chosen through convenience and purposive sampling. Patten and Newhart (2018)
stated “When researchers use this method, they use their knowledge of the population to
select individuals who they believe will be good sources of information” (p. 100). Eight
exemplary elementary school principals from three Southern California school districts
were chosen as subjects for this research study after they were identified as meeting the
following criteria: evidence of caring leadership as demonstrated by caring for people in
the organization and minimum of three years of experience as a school principal.
Additionally, participants met at least two of the remaining four criteria for exemplary
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leadership: evidence of extraordinary results; articles, papers, or materials written,
published, or presented at conferences or association meetings; recognition by peers;
membership in professional association in their field. The eight principals were
interviewed in depth using the research questions as a basis for all interview questions.
Instrumentation
Interviews, particularly semi-structured interviews are the most popular form of
instrumentation due to their ability to allow researchers flexibility in collecting the most
useful information (Patten & Newhart, 2018). The University of Massachusetts Global
thematic team of 14 researchers designed an interview protocol of semi-structured
interview questions which were aligned to this study’s theoretical framework consisting
of the four variables of heart-based leadership: build a highly engaged team, connect on a
personal level, maximize employee potential, value and honor achievements (Crowley,
2011). The methods used in this study include virtual interviews, internet research, and
document reviews. Patton (2015) explained “Ethnographic inquiry takes as its central
and guiding assumption that any human group of people interacting together for a period
of time will evolve a culture” (p. 100). A school’s culture, therefore, is directly
influenced by the interactions of the people interacting on campus: administrators, staff,
and students. To understand those relationships, this researcher will utilize the methods
most common with ethnographic inquiry. “While traditionally ethnographers have used
the methods of participant observation and intensive fieldwork to study everything from
small groups to nation-states, what it means to ‘participate’ has changed with the advent
of the Internet and social media” (p. 101). The current reality is that due to the Covid-19
pandemic, school sites are closed to visitors and all meetings and observations must be
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done virtually. Additionally, interviews were held in a virtual setting and include audio,
video, and written communication.
Interview Questions
The 14 University of Massachusetts Global thematic doctoral students, in
conjunction with their chairs, developed 12 semi-structured interview questions to
address the four research questions and overarching purpose of this study. According to
Patten and Newhart (2018), interview questions range from structured to unstructured
with semi-structured being the most utilized type. Semi-structured interview questions
combine the strong base of validity with the allowance of slight deviation in order to gain
more insight and information from the respondent. Additionally, this thematic team
included structured interview protocols including written directions and a script to begin
the interview. These protocols assist in maintaining consistency and standards across the
study (Patten & Newhart, 2018). Table 2 aligns each study variable with the
corresponding interview questions.
Table 2
Study Variables and Interview Question Alignment
Study Variable
Building a Highly Engaged Team Crowley (2011); George

Interview Questions
1-3

and Stevenson (1988); Harvey and Drolet (2006)
Connecting on a Personal Level Çelebi and Korumaz (2016);

4-6

Crowley (2011); Matzler and Renzl (2006)
Maximizing Employee Potential Crowley (2011); Huggins et

7-9

al. (2017)
Valuing and Honoring Achievement Crowley (2011); Sawyer
(2010)
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10-12

Interview Protocol
The interview protocol (see Appendix B) was developed by this researcher along
with the thematic team members and experts from the University of Massachusetts
Global faculty who are experienced in the educational field and have served as school
district administrators throughout California. The instrument includes written directions,
a script to begin the interview, open-ended interview questions and probing questions.
This protocol was developed on a foundation that used an extensive literature review in
the areas of building a highly engaged team, maximizing potential of staff, valuing and
honoring achievements, and connecting on a personal level. The interview instrument
was utilized to maintain reliability and consistency while gathering data from the
thematic team’s participants. The participants in the study received an introduction,
purpose of the study, research questions, definitions of the variables and a copy of the
interview questions (see Appendix C), as well as the informed consent and recording
release (see Appendix D), and the University of Massachusetts Global Institutional
Review Board (IRB) Research Participant’s Bill of Rights (see Appendix E). Each
researcher on the thematic team conducted 8 interviews and asked 12 interview questions
with optional probing questions as needed.
Prior to data collection, the researcher completed the Collaborative Institutional
Training Initiative (CITI) training on social-behavioral-educational research to protect
human subjects’ privacy (see Appendix F). Next, approval was received from the
University of Massachusetts Global Institutional Review Board (BUIRB) to conduct the
study (see Appendix G). All data collection practices were carefully reviewed and
followed during the data collection process. E-mail attachments were sent to all potential
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participants for both the survey and interview processes, inviting them to participate in
the study and summarizing the data collection and confidentiality protocols. Each
participant signed and returned all necessary documents and forms. All signed
documents and forms were kept in a password protected file by the researcher.
To ensure anonymity, each participant was assigned an identification number
rather than using their name. Due to the current global pandemic and subsequent
California Department of Public Health protocols in place, the interviews for this study
were conducted, recorded, and transcribed virtually using the Zoom application.
Transcriptions were electronically stored and accessed through password entry only.
Member checking was employed as interview participants were provided a draft of the
transcript to confirm accuracy and provide feedback, edits, or elaboration. Once the
transcripts were verified, corrected, and finalized, the recordings and any hard copies
were held for three years from the conclusion of the study and then permanently shredded
and destroyed.
Field Testing
Prior to finalizing the interview questions and probes, the thematic team tested the
instruments using a field test. The field test is necessary to determine whether the
questions and probes would provide adequate and informative data for the research
questions (Roberts & Hyatt, 2019). Each doctoral candidate in the thematic study
conducted a field test with one participant who met the research criteria but would not be
part of the study. An expert in qualitative research observed the field test interview and
provided feedback on the interview questions, the process, and the researcher’s
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communication to the thematic team. The thematic team utilized common feedback
forms for the field test input (see Appendix H).
Researcher as an Instrument
According to Patton (2015), because the researcher is an instrument in qualitative
studies, suspicion that bias may interfere and shape findings can create a barrier to the
study’s credibility. The researcher, as an instrument to the study, facilitated the
interviews, collected, and analyzed the data. Additionally, the current global pandemic
strained the interview and data collection process. To increase credibility, the researcher
conducted interviews with the participants in their natural environment, collected artifacts
through government and school websites as well as other sources of public information.
At the time of the study, the researcher worked in the education field for 21 years
as a classroom teacher, instructional specialist, assistant principal, and principal.
Considering the researcher focused on exemplary elementary principals, the experiences
and passions of the researcher could have introduced bias into this study. In order to
reduce bias, the thematic team carefully applied strategies into the methodology of this
study including collective definitions, collaborated interview protocols, field studies with
expert observer feedback, and standardized interview questions and probes. These
strategies were consistent among all thematic team members and were constructed under
the guidance of the University of Massachusetts Global faculty members.
Validity
Validity, in qualitative research, is the degree to which an instrument accurately
measures that which it is designed to measure (Patten & Newhart, 2018). For this study,
the researcher and thematic team members, along with their faculty chairs, developed
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collective definitions, collaborated interview protocols, conducted field studies with
expert observer feedback, and created standardized interview questions and probes. The
implementation of enhanced strategies including multiple researchers, multimethod
strategies and participant review further reduced the bias and increased the validity of
data and findings for this study (McMillan & Schumacher, 2014).
Multiple Researchers
The thematic team of 14 University of Massachusetts Global doctoral candidates
and their chairs collectively developed the purpose, research questions, definitions,
interview protocol, interview questions and field tests. The team collaborated with
guidance and input from four University of Massachusetts Global professors in the
Doctorate of Educational Leadership program to establish alignment of the research
questions with the purpose of the study. The resulting interview questions (see Appendix
C) were field tested by the team of thematic students using a standardized open-ended
approach. During field testing, the questions were administered with consistency while
feedback was collected and discussed to maintain clarity, timing, alignment, and
congruency. The team, along with the professors maintained transparency and
communication throughout development of the resulting methodology. Collaborative
field testing and discussion between the 14 researchers and four professors served as an
additional strategy for study validation.
Multi-Method Strategies
Secondly, multimethod strategies were included in this study to increase validity.
Triangulation (using multiple methods of data collection) strengthens a study and reduces
the errors linked to single method data collection (Patton, 2015). Due to the current
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global pandemic, this qualitative study primarily used in-depth virtual interviews for the
data collection method as observations and in-person meetings went against the
recommendations from the California Department of Public Health. The artifacts
collected for this study included online and internet communications.
Participant Review
In order to further enhance the validity of this research study, the researcher
applied the participant review strategy. Immediately following each interview,
participants were sent a transcript and advised to communicate any revisions or
modifications. Informing the participant ensures and confirms the accuracy and
credibility of the findings (Rudestam & Newton, 2015; see Appendix I).
Reliability
A reliable study can be consistently duplicated under similar conditions
(Rudestam & Newton, 2015). For this research, all interviews were systematically
recorded and transcribed using a secured Zoom application. Concise language was
utilized throughout the interviews along with key term definitions, limiting participant
confusion and misinterpretation. Additionally, raw data were coded to uncover themes
leading to identifiable conclusions. All researchers in the thematic team utilized this
process to improve study reliability.
Intercoder/Interrater Reliability
This study included intercoder/interrater reliability to maintain reliable results.
With the use of semi structured interview questions, interrater reliability is appropriate
because the same questions are asked to all participants in the same order. Additionally,
all coding of the data occurs at the end (Patton, 2015). Rudestam and Newton (2015)
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suggested a collaborative approach to research provides positive outcomes but
insufficient rater training can lead to low interrater reliability. With the use of the NVivo
software, coding of the data was completed to provide examples for the corresponding
themes. To maintain the reliability of the qualitative data, peer researchers completed
intercoder reliability for 10% of the data with the requirement of 80% minimum
agreement. Chapter IV reviews the findings that emerged from the data analysis.
Data Collection
The concept of data collection involves gathering information through a systemic
process (Creswell & Plano Clark, 2017). Several interrelated steps comprise the data
collection process: sampling, obtaining permission and recruiting participants,
determining data sources, recording the data, and administering the data collection
procedures. Patton (2015) explained “Data interpretation and analysis involve making
sense out of what people have said, looking for patterns, putting together what is said in
one place with what is said in another place, and integrating what different people have
said”(p. 471). Use of the Zoom platform allowed the researcher to transcribe the
interview through an application. Participants were sent the interview transcriptions for
verification of accuracy.
Prior to data collection, the researcher completed the Collaborative Institutional
Training Initiative (CITI) training on social-behavioral-educational research to protect
human subjects’ privacy (see Appendix F). Next, approval was received from the
University of Massachusetts Global Institutional Review Board (see Appendix G) to
conduct the study. All data collection practices were carefully reviewed and followed
during the data collection process. E-mail attachments were sent to all potential
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participants for both the survey and interview process, inviting them to participate in the
study and summarizing the data collection and confidentiality protocols (see Appendix J,
Appendix K, Appendix L). Each participant signed and returned all necessary documents
and forms. All signed documents and forms are kept in a password protected file by the
researcher.
Interview Process
To ensure anonymity, each participant was assigned an identification number
rather than using their name. All interviews were conducted via Zoom, as well as
recorded and transcribed through the Zoom application. Transcriptions were
electronically stored and accessed through password entry only. Member checking was
employed as interview participants were provided a draft of the transcript to confirm
accuracy and provide feedback, edits, or elaboration. Once the transcripts were verified,
corrected, and finalized, the recordings and any hard copies will be held for three years
from the conclusion of the study and then permanently shredded and destroyed.
Following the approval of the BUIRB, participants were invited to respond to the
survey via e-mail communication, which included a description of the study. A link to
the survey instrument was also provided to the participants via electronic communication.
Additionally, a copy of the informed consent form (see Appendix D) was provided to the
participant.
Types of Data
Qualitative researchers collect data in the form of words and stories from a variety
of sources including interviews, observations, and written communication. (Patton,
2015). Patten and Newhart (2018) state that qualitative methodology results are
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“presented primarily through words, most commonly by interviewing people or
observing settings and analyzing the data by reviewing interviewing people or observing
settings and analyzing the data by reviewing interview transcripts and/or field notes”
(p. 22).This qualitative study addressed the research questions through the use of in-depth
interviews with eight exemplary elementary school principals from the target population
to gain an understanding of the participants’ practices of leading from the heart. The
interview data were analyzed in order to draw conclusions regarding themes and trends.
The qualitative data collection process was developed jointly by the peer
researchers with support from faculty advisers. Due to the Covid-19 pandemic,
interviews were conducted on the Zoom platform. The interviews were semi-structured
open ended, enabling the researcher to probe for clarification and deeper understanding.
Steps for the qualitative data collection were:
●

Participants indicated their willingness to participate in the interview as they
completed the survey; those who were interested provided their contact
information

●

Those participants who agreed to participate in the interview were contacted
via e-mail to schedule a date and time for the interview and sent a copy of the
interview questions, and a statement about artifact collection for each question
with examples.

●

The opening to the interview requested a verbal consent, again verifying
participation in the study

●

Each participant was asked for permission to record the interview through the
informed consent and the researcher’s introduction to the interview
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●

Individual interviews were conducted digitally through the Zoom meeting
application due to the COVID-19 pandemic

●

Throughout the interview, the researcher asked each participant the questions
in the same order, using probing questions as needed to ensure rich, detailed
response

●

The researcher made observations and took notes in addition to recording the
interview through the Zoom application

●

Following the interview, the recording was transcribed and sent to each
participant for review or additional thoughts prior to finalizing the transcript
and commencing the coding process.

Artifacts
Artifacts provide tangible displays to provide a deeper understanding of people’s
views, beliefs and practices (McMillan & Schumacher, 2014). In qualitative research,
these artifacts can come in the form of personal or official documents and objects. For
this study, in order to communicate a deeper understanding of how exemplary elementary
principals lead from the heart, the artifacts obtained were official and included meeting
agendas and minutes, website screenshots, program flyers, memos, and e-mails.
Data Analysis
Coding for themes and frequency of references to the themes was conducted using
Microsoft Excel, which supported identifying and grouping themes in alignment with the
research questions. Codes and themes were captured in frequency tables to ensure
multiple occurrences were considered. Creswell and Plano Clark (2017) affirmed the
number of occurrences of a given score in a data set indicates frequency. A frequency
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table organizes and condenses data through a series of scores expressed in order from
high to low and includes frequencies and score occurrence in the data set (Creswell &
Plano Clark, 2017). In this study, frequency tables were used for the themes developed
from coding. The researcher was able to see which themes were more prevalent, leading
to the determination of findings.
Study Limitations
The purpose of this phenomenological study was to describe how exemplary K-5
principals in Southern California lead from the heart using Mark Crowley’s (2011) four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish extraordinary
results in their schools.
McMillan and Schumacher (2014) described qualitative research as a method
where the “…researcher believes that human actions are strongly influenced by the
settings in which they occur” (p. 346). This researcher finds strength in the contextual
summaries derived from open-ended questions and one-on-one interviews. These data
collection methods enable the researcher to draw strong conclusions regarding the culture
of these school sites and how this culture shapes the behaviors of its inhabitants.
“Limitations are particular features of your study that you know may affect the
results or your ability to generalize the findings. Limitations can involve areas over which
you have little or no control” (Roberts & Hyatt, 2019, p. 154). For efficiency in
accessing elementary principals to participate in this study, the researcher had to limit the
number to be interviewed as well as the geographical locations. Limitations of this study
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included sample size, time, virtual interviews due state health regulations of the Covid
pandemic, and the researcher as an instrument of the study.
Sample Size
In qualitative studies, “The logic of the sample size is related to the purpose, the
research problem, the major data collections strategy, and the availability of informationrich cases” (McMillan & Schumacher, 2014, p. 352). The sample size for this
phenomenological study was limited to eight exemplary elementary principals. The
researcher believed that she could obtain valuable and dependable data from the eight
participants despite the common understanding that larger numbers are desirable.
Additionally, with members of the thematic team each interviewing eight participants, the
collective data will yield data from 140 exemplary leaders and add to the body of
research in this study.
Time
In-depth interviews provided the rich data for this phenomenological study, which
required time from the participants and the researcher. The eight exemplary elementary
principals’ schedules significantly limited the researcher on the available interview times.
The scheduled time for each interview was 45 to 60 minutes. The researcher planned to
ask 12 interview questions with optional probes in order to gather rich data. To alleviate
the time constraint, the researcher sent each participant the following information in
advance of the interview: the purpose statement, definitions, research questions and
interview questions.
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Electronic Interviews
Due to the regulations and recommendations put in place by the California
Department of Public Health during the Covid pandemic, all interviews were conducted
virtually using the Zoom application. These virtual interviews produced large amounts of
data and allowed the researcher to engage in meaningful conversations with the
participants. The electronic interviews were supplemented with artifacts collected from
the participants and their organizations.
Researcher as an Instrument
According to Patton (2015), because the researcher is an instrument in qualitative
studies, suspicion that bias may interfere, and shape findings can create a barrier to the
study’s credibility. The researcher, as an instrument to the study, facilitated the
interviews, collected, and analyzed the data. Additionally, the current global pandemic
strained the interview and data collection process. To increase credibility, the researcher
conducted interviews with the participants in their natural environment, collected artifacts
through government and school websites as well as other sources of public information.
In order to reduce bias, the thematic team carefully applied strategies into the
methodology of this study including collective definitions, collaborated interview
protocols, field studies with expert observer feedback, and standardized interview
questions and probes. These strategies were consistent among all thematic team
members and were constructed under the guidance of University of Massachusetts Global
faculty members.
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Summary
This phenomenological study utilized a qualitative approach to collect data
through electronic interviews and artifact collection. The study design focused on
obtaining rich data to describe how exemplary K-5 principals in Southern California use
Mark Crowley’s (2011) four principles (building a highly engaged team, connecting on a
personal level, maximizing employee potential and valuing and honoring achievements)
to lead from the heart and accomplish extraordinary results in their schools. Chapter III
presented an alignment of the purpose statement, research questions, and research design
as well as the reliability, validity, and limitations of the study.
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
Overview
This qualitative phenomenological research study described the behaviors
exhibited by and perceptions of exemplary K-5 elementary school principals as they led
their schools using Crowley’s (2011) four principals: building a highly engaged team,
connecting on a personal level, maximizing employee potential, and valuing and
honoring achievements. Chapter IV includes the purpose of the study, the research
questions, methodology, data collection, population, and sample size. An analysis of the
data collected and the presentation of key findings conclude Chapter IV.
Purpose Statement
The purpose of this phenomenological study was to describe how exemplary K-5
principals in Southern California lead from the heart using Mark Crowley’s (2011) four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish extraordinary
results in their schools.
Research Questions
1. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by building a highly engaged team?
2. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by connecting on a personal level?
3. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by maximizing employee potential?
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4. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by valuing and honoring achievements?
Population
McMillan and Schumacher (2014) defined population as “A group of individuals
or events from which a sample is drawn and to which results can be generalized” (p. 5).
According to the C. D. o. Education (2020), there were 10,588 K-12 schools in California
during the 2019-2020 school year. This would equate to roughly the same number of
school principals in the state. Of those principals, there were approximately 2,854 in the
K-5 elementary school setting. Considering the large population of K-5 principals, this
researcher chose a smaller, targeted population of K-5 principals in three Southern
California school districts. Choosing a smaller target population will ensure accuracy
while saving time and money (McMillan & Schumacher, 2014).
Target Population
The target population, as described by Patten and Newhart (2018) is a smaller unit
of analysis made up of a select group of individuals. Use of a target population for this
study allowed for results to be generalized. The population was narrowed for this study to
include elementary principals in Southern California. Specifically, three counties were
included: Orange, San Diego, and Riverside. The projected target population for this
study was 792 elementary principals located in Southern California
Sample
The sample for this study, exemplary K-5 principals from three Southern
California school districts, was chosen because participants met the specified criteria for
exemplary school leadership. Roberts and Hyatt (2019) noted that due to the
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unfeasibility of studying an entire population, the researcher must choose a sampling of
individuals as representative as possible of the total group. The individuals in this study
were chosen through convenience and purposive sampling. Patten and Newhart (2018)
stated “When researchers use this method, they use their knowledge of the population to
select individuals who they believe will be good sources of information” (p. 100). Eight
exemplary elementary school principals from three Southern California school districts
were chosen as subjects for this research study after they were identified as meeting the
following criteria: evidence of caring leadership as demonstrated by caring for people in
the organization and minimum of three years of experience as a school principal.
Additionally, participants met at least two of the remaining four criteria for exemplary
leadership:
1. Evidence of extraordinary results
2. Articles, papers, or materials written, published, or presented at conferences or
association meetings
3. Recognition by peers
4. Membership in professional association in their field.
Each of the eight participating principals demonstrated evidence of extraordinary
results by leading to achieve national recognition and certification for their respective
schools. The eight participating principals were interviewed in depth using the research
questions as a basis for all interview questions.
Research Methodology and Data Collection
Each of the eight elementary principals who participated in this study were
interviewed and observed virtually through the use of the Zoom platform. Transcripts of
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each interview were approved by the participants, downloaded and analyzed using NVivo
software. Additionally, artifacts collected from school and district websites were coded
and used as secondary sources. This qualitative phenomenological methodology enabled
the researcher to understand the behaviors of the participants.
Interviews
The researcher conducted a total of eight interviews via Zoom with the principals
participating in the study, and asked 12 interview questions per participant with optional
probing questions as needed. Each interview lasted 45 to 90 minutes and was recorded to
provide a complete written transcript. The interview protocol (see Appendix B) was
developed by this researcher along with the thematic team members and experts from the
University of Massachusetts Global faculty who are experienced in the educational field
and have served as school district administrators throughout California. The instrument
includes written directions, a script to begin the interview, open-ended interview
questions and probing questions. This protocol was developed on a foundation that used
an extensive literature review in the areas of building a highly engaged team, maximizing
potential of staff, valuing and honoring achievements, and connecting on a personal level.
The interview instrument was utilized to maintain reliability and consistency while
gathering data from the thematic team’s participants. The participants in the study
received an introduction, purpose of the study, research questions, definitions of the
variables and a copy of the interview questions (see Appendix C), as well as the informed
consent and recording release (see Appendix D), and the University of Massachusetts
Global Institutional Review Board (IRB) Research Participant’s Bill of Rights (see
Appendix E). At the conclusion of each interview, the researcher sent a downloaded
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copy of the transcript to the participant for approval. Once approved for accuracy and
intent of responses, the transcripts were coded using NVivo software.
Artifacts
A total of 17 artifacts were collected and coded for this study. Artifacts included
district school board meeting minutes, district superintendent newsletters, school website
screenshots, school social media (Twitter and Facebook) screenshots, principal
newsletters, and principal emails. All artifacts supported heart-led leadership behaviors
of the participants and were coded using NVivo software.
Participant Demographics
Participant confidentiality was maintained in this study and any and all
identifiable information such as name, school information and district of employment
was omitted. Each participant was assigned a number which corresponds to his or her set
of data. Table 3 presents each participant’s demographic information.
Table 3
Participating Principal Demographics
Participant

Age Range

Gender

Years in Education

1

35-50

M

10-20

2

35-50

F

15-25

3

40-55

M

20-30

4

35-50

F

15-25

5

45-60

M

25-35

6

35-50

F

15-25

7

45-60

F

25-35

8

45-60

F

25-35
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In this research study there were five female elementary principals and three male
elementary principals who were interviewed. The average number of years all
participants were in education ranged between 15-25 years.
Table 4 indicates how each participant met the required criteria to participate in
this study.
Table 4
Criteria of Exemplary K-5 Principals
Participant

Minimum of Evidence of
3 years as
extraordinary
principal
results

Recognition
by peers

1

X

X

X

Membership
in
professional
association
X

2

X

X

X

X

3

X

X

X

X

4

X

X

X

X

5

X

X

X

X

6

X

X

X

X

7

X

X

X

X

8

X

X

X

X

Presentation and Analysis of Data
In order to answer the four research questions, the researcher coded themes from
the interview transcripts and artifacts by each study participant. The themes were
categorized according to Crowley’s (2011) four principles of building a highly engaged
team, connecting on a personal level, maximizing employee potential, and valuing and
honoring achievements. Additionally, the data from the eight interviews and 17 artifacts
were synthesized into a matrix in order to find the most frequent themes and the number
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of times those themes were noted in the data. Chapter IV presents the data by research
question followed by a summary in order to synthesize the findings of each research
question.
Data Analysis
According to Roberts and Hyatt (2019), qualitative research takes participants’
perspectives and feelings into account as the researcher strives to gain a complete
understanding of the study topic. Simply stated, phenomenological research is “Research
that describes the meanings or essence of a lived experience” (McMillan & Schumacher,
2014, p. 5). Rudestam and Newton (2015) further explained “. . . the focus of
phenomenological research is on what the person experiences and its expression in
language that is as loyal to the lived experience as possible” (p. 43). Participants in this
study shared their lived experiences in order for the researcher to gain insight into how
they lead from the heart and achieve and maintain exceptional leadership qualities within
their organizations.
Through one-to-one virtual interviews using the Zoom platform, the researcher
collected notes and complete written transcriptions were provided through the online
application. Second, each transcription was e-mailed to the participant for review and
approval. Approved transcripts, along with collected artifacts were then coded using the
online NVivo program. Codes and themes were categorized by research question and
captured in frequency tables to ensure multiple occurrences were considered. Creswell
and Plano Clark (2017) affirmed the number of occurrences of a given score in a data set
indicates frequency. A frequency table organizes and condenses data through a series of
scores expressed in order from high to low and includes frequencies and score occurrence
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in the data set (Creswell & Plano Clark, 2017). In this study, frequency tables were used
for the themes developed from coding. The researcher was then able to see which themes
were more prevalent, leading to the determination of findings.
Reliability
A reliable study can be consistently duplicated under similar conditions
(Rudestam & Newton, 2015). For this research, all interviews were systematically
recorded and transcribed using a secured Zoom application. Concise language was
utilized throughout the interviews along with key term definitions, limiting participant
confusion and misinterpretation. Additionally, raw data were coded to uncover themes
leading to identifiable conclusions. All researchers in the thematic team utilized this
process to improve study reliability. Data collected from the interviews were triangulated
with artifacts and all results were reported for each of the four research questions. A peer
reviewed 10% of the qualitative data to compare the data coding and themes developed
by the researcher to determine whether the codes were consistent. The peer researcher
independently coded 10% of the data by coding one of the 8 interviews, resulting in 85%
agreeance.
Research Questions and Results
Themes that produced 10 or more frequency codes were included in the results.
The results of this study are presented in the order of the 12 questions asked in the
interview protocol (see Appendix B). The frequency counts of each theme from the
transcribed interviews and artifacts are presented in frequency tables. Figure 6 illustrates
the frequency percentages for each of Crowley’s (2011) four principles.
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Building a Highly Engaged Team
The thematic team of researchers defined building a highly engaged team as using
strategies that help people become enthusiastically invested in and dedicated to work they
believe is significant, meaningful, and challenging. Relationships are built on emotional
connection and shared vision, and where values and commitment are based on personal
strengths and interests aligned with organizational goals (Crowley, 2011; George &
Stevenson, 1988; Rees et al., 2013; Senge et al., 2007). The interview protocol (see
Appendix B) created by the thematic team and faculty contained three interview
questions that were asked of all participants relating directly to building highly engaged
teams. Coding resulted in the discovery of five themes under the building a highly
engaged team category, with a frequency count of 116. Figure 7 shows the themes along
with the frequency count of each theme.
Figure 6
Number of Frequencies Coded in Each of the Four Principles
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Figure 7
Building Highly Engaged Team Themes

The highest number of frequencies under building highly engaged teams came
from the theme of developing collective values and goals, which yielded 41 frequencies.
The next theme of ask questions and provide needed support produced 23 frequencies
followed by provide fun and social activities, with 12 frequencies; be intentional and
focus on the why had 17 and 13 frequencies respectively. Table 5 demonstrates the
building highly engaged teams themes by source.
Table 5
Building a Highly Engaged Team Themes & Data Sources
Theme

Data Source(s) & Number of Sources

Develop collective values and goals

Interview, Artifact - 17

Ask questions and provide needed support

Interview - 5

Provide fun and social activities

Interview, Artifact - 9

Be Intentional

Interview – 8

Focus on the why

Interview - 6
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The participating principals overwhelmingly shared that building highly engaged
team begins with collectively establishing common values and goals. Research on
effective leadership included building a shared vision related to instruction that was
aligned with the district, utilized common language, and was built on an agreed timeline
of professional development (Garland, 2018). Further research indicated that effective
school leaders collaboratively establish school vision and goals with a leadership team
comprised of teachers from various departments on campus. This process builds support
and capacity among staff (Myer, 2012). Participating principals stated that they want
their team members to share passion and interest for those goals and to remain focused on
the targeted topics. Participant 5 stated:
In terms of developing a team, I think the first step is to identify the purpose and
what the goals are. And then, based on that I think the next part is really making
sure that, as you have those initial conversations about the purpose you are
starting to build a purpose for that collective work. I think in order for the
teamwork to be meaningful, there needs to be an end result that you're moving
forward on and so the meaningful work comes in the sense of also bringing
forward your school and your grade level goals.
Additionally, related artifacts revealed communication of those collective goals
on school websites, social media, and email messages to stakeholders. Participant 3,
tasked with opening a new school and communicating those goals, pulled a team of
stakeholders together to develop the vision of the school through in-depth discussions of
shared core values:
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We gathered everybody and we spent a lot of time talking about what kind of
school we wanted to create. When we narrowed it down to what we thought was
our vision and our mission statement and our core values we all agreed, and we all
said, these are things that we want to hold each other mutually accountable to.
You know that really strengthened the team because they're working towards a
common goal, a common vision and as a school we're learning together.
In terms of asking questions and providing needed support, many participants
spoke about checking-in on their teams and asking for specifics on how they can help
support them. Crowley (2011) explained that transformative leaders were personally
connected to their subordinates. Studies named positive and harmonious interactions,
consistent stakeholder collaboration, and heightened needs awareness as indicators of
employee job satisfaction, commitment, and loyalty within an organization (Ahmed et al.,
2017; Matzler & Renzl, 2006). Taking employee loyalty one step further, Crowley
(2011) added that leaders who help others progress and grow in their skillset deepen their
connections with staff. One participant explained the process of asking questions about
and supporting team needs:
I’m really a big firm believer in support and giving support to my staff whenever
necessary and we have open lines of communication – tell me what you need and
how I can help you to be successful. And if it's something that I can provide or I
can make happen I definitely try. If a team comes to me and asks me for some
time, or they need something to make a lesson happen, I really try and make those
things happen because they tend to not come unless it's really important, so I
appreciate that about them.
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Another participant shared an activity where the team was asked to write down areas of
struggle. They then shared their answers and discussed openly how to address the
struggles and what supports they needed.
Connecting on a Personal Level
The thematic team of researchers defined connecting on a personal level as seeing
and acting on behalf of others and authentically communicating with the intention of
adding value driven by humility, concern, and love (Crowley, 2011; Maxwell, 2010).
The interview protocol (see Appendix B) created by the thematic team and faculty
contained three interview questions that were asked of all participants relating directly to
connecting on a personal level. Coding resulted in the discovery of four themes under the
building a highly engaged team category, with a frequency count of 140. Figure 8 shows
the themes along with the frequency count of each theme.
Figure 8
Connecting on a Personal Level Themes
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The highest number of frequencies under connecting on a personal level came
from the theme of being transparent and vulnerable, which yielded 58 frequencies. The
next theme of personal notes and conversations produced 51 frequencies followed by
provide fun and social activities, with 19 frequencies. Finally, be empathetic had 12
frequencies. Table 6 shows the connecting on a personal level themes by source.
Table 6
Connecting on a Personal Level Themes & Data Sources
Theme

Data Source(s) & Number of Sources

Transparency and vulnerability

Interview, Artifact - 9

Personal notes and conversations

Interview - 8

Provide fun and social activities

Interview, Artifact - 7

Be empathetic

Interview – 7

The participating principals described that they want to be transparent and
demonstrate vulnerability with their staff members. People are drawn to leaders that are
true to themselves and their vision while they demonstrate their passion and commitment
through both words and actions. Authentic leaders are individuals who speak their truth,
even when it is unpopular and hard to do. “Authenticity and vulnerability lead to trust – a
critical outcome of caring leadership” (Steinbinder & Sisneros, 2020). One participant
discussed vulnerability with staff members:
I always lead with here’s what I know but I am not the expert – we are here as a
team and I want to be able to be vulnerable in the sense that I don't have all the
answers and that we're here to work together. And I think that humility, it comes
with, again still being honest and not being afraid to say I've made a mistake.
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And I think also that ability to say hey, you know what, you are right and I didn’t
think of it that way.
Most participants spoke about being transparent and not sugarcoating anything. They try
to be open and honest with their staff, sharing with them so they feel comfortable sharing
in return. Another participant shared this about transparency:
So you know it's hard for people to show support if they don't know what's going
on in your situation or your life right now and you have to tell people. I say to
them you are welcome to come and ask me anything, anytime if you have
questions about my family. I do that in an effort to model that for staff. I ask
about people and because I know I tell everything about myself too because I’m
an open book and I think that people feel that and see that, and then they feel
comfortable to share those things with me as well.
Participating principals also shared that they develop personal connections
through the use of personal notes and individual conversations. One participant
described these strategies in detail:
The face to face is always of course the most effective and the authentic
communication, where I can hear what people need, and I can ask questions and
create time and space for answers but that's obviously not always possible. I also
make a point to like follow up with a note or text message. Just those little
outreach things I think sometimes go a long way like the little thank you notes
and the notes in their boxes. I will also swing by their room and give a thumbs up
you know and it's just those little those little things, I think, make a much bigger
impact than like the school wide things. The personal ones are more meaningful.
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Maximizing Employee Potential
The thematic team of researchers defined maximizing employee potential as
igniting emotional drivers by promoting human well-being while proactively
strengthening, teaching, and building people toward high achievement (Crowley, 2011).
The interview protocol (see Appendix B) created by the thematic team and faculty
contained three interview questions that were asked of all participants relating directly to
maximizing employee potential. Coding resulted in the discovery of four themes under
the building a highly engaged team category, with a frequency count of 140. Figure 9
shows the themes along with the frequency count of each theme.
Figure 9
Maximizing Employee Potential Themes

The highest number of frequencies under maximizing employee potential came
from the theme of focus on continuous improvement, which yielded 35 frequencies. The
next theme of have intentional and hard conversations produced 35 frequencies followed
by know their strengths, with 23 frequencies. Finally, promote growth mindset and
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support their needs had 15 frequencies each. Table 7 demonstrates the maximizing
employee potential themes by source.
Table 7
Maximizing Employee Potential Themes & Data Sources
Theme

Data Source(s) & Number of Sources

Focus on continuous improvement

Interview, Artifact - 8

Have intentional and hard conversations

Interview - 8

Know their strengths

Interview - 7

Promote growth mindset

Interview – 6

Support their needs

Interview - 5

The participating principals described continuous improvement as the overarching
theme of maximizing employee potential. Previous research indicated that a school
leader must be a learning leader who models, shares leadership, and supports “cycles of
continuous improvement to strengthen teaching and learning” (Psencik & Brown, 2018).
As one participant discussed, it is important to constantly push staff to grow:
You know my goal is continual improvement for our staff, regardless of what it is.
I let them recognize that I want what's best for them, even if that means moving
on to a different district or a different school. I want to provide them the
opportunity, so that they can continually get better at what they do. And it's just
creating that culture where everyone feels safe, and they understand that no one's
out to get them and we're all here to get better. You know there's been a couple of
people over the years that may have wanted to move on to other places or work,
so I have an opportunity to really help them with that.
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Another participant described being a cheerleader for the staff and providing continuous
encouragement:
I feel that I really have to be a cheerleader all the time and in everything that I do
and everything that I say. I have to communicate that I believe that they are
capable of achieving. I really do believe they can and in those moments, they feel
they can’t or they fail then I am there to pick them up and say let’s go, let’s get
back up there and do it again.
A second theme that emerged when discussing maximizing employee potential is
having intentional, difficult conversations. “Although it’s difficult to describe the
specific order of events in an interaction as fluid as a crucial conversation, we do know
one thing for certain: skilled people start with heart. That is, they begin high-risk
discussions with the right motives, and they stay focused no matter what happens
(Patterson et al., 2012). Participants described hard conversations as intentional and
guided discussions leading to self reflection and improvement of the staff member. One
participant revealed the importance of a hard conversation when maximizing an
employee’s potential:
And my difficult conversations always start with talk to me about what you were
doing for that specific lesson yesterday - it’s never a I didn't like that lesson or it's
never derogatory because I don't know the reason behind what they're doing and
there might be a really good reason for what they're doing. My purpose, when I
go in for a hard conversation with the teacher is always to understand first, listen
and understand, and then to see where they're coming from and what they're
thinking about. A lot of times, then, my next part of that question is, have you
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thought about … so I never I never want to tell them that what they're doing is
wrong because in their head they might have a really good reason for it. A
teacher may be working in her room and we'll have a five-minute conversation
and I will say talk to me about what you were thinking just to listen to what her
thinking was and then opening up the door to some other possibilities for her.
Another participant shared that those difficult conversations require courage but
often turn out better than expected, leading to higher staff achievement:
I had to help a team that was having difficulty and I think it just goes back to just
having difficult conversations with people, and we all have to have those as
leaders. You just obviously need the courage to have those conversations and you
can't shy away from that. Even though I’ve been a principal for years, I can't
think of a time when I’ve had that difficult conversation where it didn't turn out
better than I thought it would so that's always encouraging for me. It doesn't
make it any easier going into it, but I think chances are this is going to turn out
better than I think.
Valuing and Honoring Achievements
The thematic team of researchers defined valuing and honoring achievements as
is praising, acknowledging, recognizing, and appreciating positive accomplishments as an
expression of care through monetary and/or nonmonetary rewards, which may lead to
increased job satisfaction (Crowley, 2011). The interview protocol (see Appendix B)
created by the thematic team and faculty contained three interview questions that were
asked of all participants relating directly to valuing and honoring achievements. Coding
resulted in the discovery of three themes under the valuing and honoring achievements
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category, with a frequency count of 106. Figure 10 shows the themes along with the
frequency count of each theme.
The highest number of frequencies under value and honor achievements came
from the theme of public recognition, which yielded 53 frequencies. The next theme of
know and support individual needs produced 33 frequencies. Finally, personal notes and
gifts came in with 20 frequencies. Table 8 shows the value and honor achievements
themes by source.
Figure 10
Value and Honor Achievements Themes

Table 8
Value and Honor Achievements Themes & Data Sources
Theme

Data Source(s) & Number of Sources

Public recognition

Interview, Artifact - 16

Know and support individual needs

Interview - 7

Personal notes and gifts

Interview - 6
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The participating principals shared overwhelmingly that public recognition is a
strategy used to value and honor achievements of their staff. With regard to public
recognition as a motivator, person’s reputation in the workplace among managers as well
as co-workers can act as intrinsic motivation for improved performance (Turner, 2017)
Furthermore, “Employees who enjoy a reputation of being innovative tended to
internalize the belief that innovative behaviors would benefit their work, which motivated
them to innovate more” (Yuan & Woodman, 2010).
Exemplary principals value and honor the achievements of their staff through the
use of published newsletters, websites, and social media. One participating principal
described honoring staff by celebrating accomplishments publicly:
But I do public celebrations even just a public acknowledgement and they will say
they don't want it, but it's so powerful and they do appreciate it. I will pause and
I’ll say thank you to people in a staff meeting or I'll even put an announcement in
the school-wide student message that I put out every week and sometimes I’ll
have the students who help create the videos say it instead of me. I like to build
things systematically. And I think when people hear each other recognized it
really helps motivate them.
Another participant honors staff through communicating achievements to all
stakeholders including the superintendent who publishes the accolades in the district
newsletter:
We have a superintendent newsletter, so I find opportunities to highlight the
positive things that our individual teachers are doing. I am just trying to find
those ways to acknowledge them even at staff meetings if someone has a great
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idea, I tell them it's their idea in order to let them get that achievement and it
really helps kind of build ownership. I just make sure that they see those positive
acknowledgments whether it's in the board meetings or the newsletter updates or
the staff meetings. Also, if board members coming into the school, we will walk
your classes all I’ll go through and tell them what each single person is doing and
why they're an important part of our school. I have the goal that any stakeholder
that walks into our school walks away saying wow they have some amazing
people that work here and that's why that's why this place is being successful.
Key Findings
All transcribed interviews and artifacts were coded and categorized into themes.
From those themes, six key findings emerged from the data. These findings support how
exemplary elementary principals lead from the heart using Crowley’s (2011) four
principles to achieve extraordinary results: building highly engaged teams, connecting on
a personal level, maximizing employee potential, and valuing and honoring
achievements. Key findings were identified from themes that produced at least 34
frequency counts and were detailed in at least seven of the eight participant interviews.
Table 9 shows the key findings for each of Crowley’s four heart led principles.
Table 9
Key Findings
Heart Led Principle

Key Findings

Sources

Building highly engaged

Develop collective

Interview,

teams

values and goals

Artifact - 17

Connecting on a

Transparency and

Interview,

personal Level

vulnerability

Artifact - 9

89

Total
Frequencies
41

58

Heart Led Principle

Key Findings

Sources

Personal notes and

Interview - 8

Total
Frequencies
51

conversations
Maximizing employee
potential

Valuing and honoring
achievements

Focus on continuous
improvement
Have intentional and
hard conversations
Public recognition

Interview,
Artifact - 8
Interview - 8

35

Interview,
Artifact - 16

53

34

Each of the four principles yielded at least one key finding. The following are
key findings for this study:
•

Building Highly Engaged Teams
Develop collective values and goals was identified in eight interviews and nine
artifacts and yielded an overall frequency count of 41.

•

Connecting on a Personal Level
Transparency and vulnerability was identified in eight interviews and one artifact
and yielded an overall frequency count of 58.
Personal notes and conversations was identified in eight interviews and yielded
an overall frequency count of 51.

•

Maximizing Employee Potential
Focus on continuous improvement was identified in seven interviews and one
artifact and yielded an overall frequency count of 35.
Have intentional and hard conversations was identified in eight interviews and
yielded an overall frequency count of 34.

•

Valuing and Honoring Achievements
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Public recognition was identified in eight interviews and eight artifacts and
yielded an overall frequency count of 53.
Summary
The purpose of this phenomenological study was to describe how exemplary K-5
principals in Southern California lead from the heart using Mark Crowley’s (2011) four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish extraordinary
results in their schools. Eight interviews were conducted with elementary principals in
Southern California. This chapter also provided a summary of the 17 themes associated
with the research questions regarding how elementary principals use the four principles to
lead with heart to achieve extraordinary results. Additionally, artifacts were collected,
coded, and themed, which validated the descriptions shared by the participants during the
interviews by the researcher. Six key findings were identified, which described how
elementary principals use the four heart-based principles to achieve extraordinary results.
Chapter V of this study offers a summary of major findings, conclusions, implications for
action, and recommendations for further research.
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CHAPTER V: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS
In this qualitative phenomenological study, the researcher explored and described
how exemplary K-5 principals in Southern California lead from the heart using Mark
Crowley’s (2011) four principles (building a highly engaged team, connecting on a
personal level, maximizing employee potential and valuing and honoring achievements)
to accomplish extraordinary results in their schools. Using data from interviews and
artifacts, the researcher was able to identify six key findings. The resulting conclusions
of this study are identified in Chapter V. This chapter contains a summary of this study
and includes major findings, conclusions, unexpected findings, recommendations for
further research, and reflections of the researcher.
Purpose Statement and Research Questions
The purpose of this qualitative phenomenological study was to describe how
exemplary K-5 principals in Southern California lead from the heart using Mark
Crowley’s (2011) four principles (building a highly engaged team, connecting on a
personal level, maximizing employee potential and valuing and honoring achievements)
to accomplish extraordinary results in their schools. This study had the following four
research questions:
1. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by building a highly engaged team?
2. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by connecting on a personal level?
3. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by maximizing employee potential?
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4. How do exemplary K-5 principals lead from the heart to accomplish
extraordinary results by valuing and honoring achievements?
In this qualitative phenomenological study, virtual, personal one-on-one
interviews were conducted with eight exemplary elementary principals meeting the
following criteria: minimum of three years as a principal, evidence of extraordinary
results, recognition by peers, and membership in a professional organization. The
interviews were conducted virtually using the Zoom platform and the audio was
transcribed through the Zoom online application. The transcriptions and artifacts were
coded for frequency of common themes through the NVivo software. Data collected
from the interviews were triangulated with coded themes from 17 artifacts.
Major Findings
The purpose of this qualitative phenomenological study was to describe how
exemplary K-5 principals in Southern California lead from the heart using Mark
Crowley’s (2011) four principles (building a highly engaged team, connecting on a
personal level, maximizing employee potential and valuing and honoring achievements)
to accomplish extraordinary results in their schools. From the six key findings in Chapter
IV, four major findings were identified from themes that produced at least 35
frequencies, had frequency counts from at least seven of the eight interviews, and were
triangulated through at least one code from collected artifacts. The following are major
findings for this study:
Major Finding: Building Highly Engaged Teams
Develop collective values and goals was identified in eight interviews and nine
artifacts and yielded an overall frequency count of 41.
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Major Finding: Connecting on a Personal Level
Transparency and vulnerability were identified in eight interviews and one artifact
and yielded an overall frequency count of 58.
Major Finding: Maximizing Employee Potential
Focus on continuous improvement was identified in seven interviews and one
artifact and yielded an overall frequency count of 35.
Major Finding: Valuing and Honoring Achievements
Public recognition was identified in eight interviews and eight artifacts and
yielded an overall frequency count of 53.
Unexpected Findings
The most unexpected finding of this study was how often themes overlapped and
came up in more than one principle. For example, having fun and promoting social
interactions was a common theme in building highly engaged teams, but it was also
shared as a strategy in connecting on a personal level, maximizing employee potential
and value and honor achievements. A second unexpected finding was that public
recognition was more widely used to value and honor achievements than personal notes
and gifts. One principal stated that “…they will say they don’t want it, but it’s so
powerful and they appreciate it.” It was also unexpected how many principals mentioned
they use social media to praise their staff. A third and final unexpected finding was that
every participating principal mentioned they use strategies that include transparency and
vulnerability to connect with their staff. One participant stated, “Just be authentic.
Communicate authentically by letting them know when you have doubts, or you are
uncertain about things. Share your uncertainties and your passions”.
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Conclusions
As a result of the major findings of this study, conclusions were drawn about how
elementary principals should lead with heart using Crowley’s (2011) four principles of
building a highly engaged team, connecting on a personal level, maximizing employee
potential, and valuing and honoring achievements to achieve extraordinary results. Based
on the major findings of this study, it can be concluded that exemplary elementary
principals have a higher chance of achieving extraordinary results by working with their
teams to set collective values and goals, being transparent and vulnerable, focusing on
continuous improvement, and publicly recognizing staff. The four sections below
provide conclusions drawn from the major findings of this study for each of Crowley’s
(2011) four principles of heart-led leadership.
Conclusion 1: Building a Highly Engaged Team
Principals work with their teams to set collective values and goals.
Myer (2012) indicated that effective school leaders collaboratively establish
school vision and goals with a leadership team comprised of teachers from various
departments on campus. This process builds support and capacity among staff and
participating principals overwhelmingly indicated that this is a strategy they implement
on their campuses.
In order for their teams to stay motivated and engaged, exemplary principals pull
together stakeholders with shared interests, passions, and commitments and solicit their
input on collective goals for their work. They outline the goals of each meeting up front
and provide clear agendas with unwavering attention and focus on the topics at hand.
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One principal shared,
I want people on the committee that have an interest in it. If it’s your passion,
come join us. I have an initial plan idea outlined so that we stay on topic and I
start every meeting reminding the members of their roles on the team.
Crowley (2011) shared that building a highly engaged team begins with hiring the
right people. According to Crowley (2011), selecting people who are willing to bring
their heart into their work is a critical component of building a highly engage team.
While some elementary principals have the rare opportunity to open a new school and
select, hire and form their own highly engaged teams, the majority face the reality of
inheriting most and sometimes all of their team members. New to a school site and
unable to reform an existing team, the exemplary principal will be very transparent from
the start, communicating the team’s purpose, collectively developing core values, and
establishing shared commitments to the goals of their work.
Conclusion 2: Connecting on a Personal Level
Principals are transparent and vulnerable with their staff.
Crowley (2011) shared that to connect on a personal level, exceptional leaders
will conduct one-on-one meetings with staff in order to deepen the relationship with them
and grow their professional development as well as solicit feedback for identifying their
own weaknesses. Exemplary elementary principals take that concept one step further and
know that their vulnerability helps them to connect personally with their staff. Especially
when joining a new school site where established relationships do not include them,
exemplary principals know that they must open up first, sharing their personal
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information, their faults and lack of expertise before expecting staff to do the same. One
participating principal shared,
I always start off telling the staff I am not perfect, and I tell them my spouse tells
me that every day. I just let them see the human element of me and that I am
going to do what I feel is best for our kids and what is best for our school. I want
to have that open relationship where if you have questions, you aren’t afraid to
ask because we’re all moving in the same direction. I want to create a safe
environment.
Conclusion 3: Maximizing Employee Potential
Principals focus on continuous improvement for their staff.
Based on the findings of this study, exemplary elementary principals encourage
all staff members to continue to grow, learn, and push themselves to the next level even if
it moves them out of their comfort zone. Nooruddin and Bhamani (2019) contend that
effective school leaders hold the key to establishing and developing a positive school
culture through their determination that teachers engage in continuous professional
learning. Additionally, Crowley (2011) stated “Nothing builds loyalty more than when
employees feel you helped them progress in their lives” (p. 102).
Exemplary elementary principals will ask their staff what in what areas they
would like to grow and provide ongoing opportunities for personal and professional
improvement. They will send out surveys with different options for professional
development and ask staff to rate the options with what they feel is most important and
personally or professionally needed. They may also ask teams to indicate in what areas
they struggle and provide strategic and targeted trainings to address those specific needs.
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These strategies allow principals to reiterate the goals and importance of the trainings
throughout the year and in follow up conversations, evaluations, and reflections.
Additionally, when faced with the option of keeping employees at the site (to
benefit the principal) or helping them to move up and on to the next level (potentially offsite), the exemplary principal will work to support staff growth and upward movement,
no matter the cost. They know it can be a difficult decision that could be detrimental to
the site, taking a phenomenal teacher out of the classroom and moving her into a role
where she can improve and grow, but they will take that chance because they believe it is
better for the employee in the long run.
Conclusion 4: Valuing and Honoring Achievements
Principals publicly recognize their staff for their achievements.
In this study, exemplary elementary principals regularly honored their staff
publicly through the use of newsletters, websites, social media postings, and verbal praise
during meetings and assemblies. Experiencing success as well as witnessing the success
of colleagues, teachers build their confidence and strengthen their resiliency. Crowley
(2011) stated that in order to celebrate success of employees, leaders should praise them
publicly, explaining the valued and desired behaviors to everyone in the room. Principals
who use social media to praise their staff discussed the joy and excitement their
employees expressed when they received acknowledgment publicly especially when the
praise was then reposted by others in the organization. Additionally, recognizing and
celebrating employees of the year allow principals to institutionalize recognition.
Crowley (2011) emphasized the need for leaders to provide regular recognitions for
employees including monthly ceremonies, rituals, and consistent tokens. One
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participating principal explained that their ritual for celebrating employees of the year
includes inviting the staff members’ family to school for the surprise ceremony. “We are
able to surprise them, and we also know that it’s not just the teacher who makes the
sacrifice, it’s their kids and spouses and significant others as well.” Principals added that
it is important to make sure that it’s equal across the board and that they are
acknowledging everyone for their parts including classified staff, special education staff,
specialists, counselors, and support staff.
Implications for Action
This phenomenological study shared the lived experiences of eight exemplary
elementary school principals in southern California. The data reflected their use and
implementation of Cowley’s (2011) four heart-based principles in order to achieve
extraordinary results in their schools. The findings of this study, along with the findings
of the thematic team within their own populations, may provide an in-depth view of how
leaders across many organizations use heart-led principles to achieve extraordinary
results. The implications for action are intended to improve leadership practices and
offerings of school districts, elementary principals, and educational leadership.
Implication 1: Administrator Credentialing Programs
Administrative credentialing program developers should use this study as part of
their university course development. Administrative credential candidates would benefit
from the knowledge and understanding of the four principles of heart-based leadership
and how the findings of this study are necessary to create transformational change in their
schools. Following the recommendations in this study will empower new administrators
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to transform their schools, demonstrate influential leadership skills, and achieve
extraordinary results.
Implication 2: District Leadership Development & Support
School districts must provide professional development and support to their
leadership teams and this study will provide key focus areas for those programs. District
superintendents and directors can use the findings and strategies from this study to
develop targeted trainings, presentations, and exercises aimed at developing their
elementary principals into influential and transformational heart-based leaders.
Developing an elementary principal team that is consistently utilizing the strategies
outlined in this study will yield extraordinary results for the district.
Implication 3: Administrative Hiring Practices
When district superintendents and directors search for candidates to join their
elementary principal team, they should seek out leaders who demonstrate the heart-based
strategies found in this study. Interview questions and reference checks should include
inquiry into the four principles and themes found in the key findings of this research.
This knowledge will lead districts to build a team of elementary principals that is
focused, high achieving, and extraordinary.
Implication 4: Principal Evaluation Processes
Using the key findings of this study, district human resources departments can
develop effective and progressive evaluation instruments for their elementary principals.
School districts should use the results of this research in their process of developing their
elementary leadership in order to improve their achievements, maximize their potential,
and improve strategic collaboration.
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Implication 5: Principal Professional Development
Associations and organizations such as the Association for California School
Administrators (ACSA) and county offices of education should use the results of this
study to develop and plan professional development opportunities for elementary school
principals. They can provide trainings and presentations based on the six key findings of
the research in order to build knowledge, enhance principal practices, and improve
achievement leading to extraordinary results for elementary schools across the country.
Implication 6: Professional Articles
The key findings of this study should be used to develop articles and publications
related to heart-based leadership in elementary schools. With the current and upcoming
post-pandemic climate, this research will provide important implications for professional
articles intended to improve leadership practices of elementary principals. Furthermore,
the research findings of this study are important topics to be included in leadership
conferences and symposiums as districts grapple with an ever-changing educational
landscape.
Recommendations for Further Research
This qualitative phenomenological study explored and described how exemplary
elementary principals lead with heart to achieve extraordinary results. The following
recommendations for further research are presented by the researcher:
•

It is recommended that this study be replicated after school districts and
communities have recovered from the current Covid-19 pandemic so that inperson interviews can be conducted, and in-person school site observations can be
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included in the data. Replication of this study in 2025 or later will allow for a full
triangulation of the data and can include thorough school site observations.
•

This study focused on the lived experiences of elementary school principals. It is
recommended that research be conducted on secondary principals and that the
data be compared to the findings of this study.

•

This research included both male and female elementary principals as
participants. It is recommended that this study be replicated with only female
participants and again with only male participants to compare the differences of
gender in relation to heart-based strategies.

•

It is recommended that this research be replicated as a mixed methods study to
compare qualitative and quantitative data while drawing conclusions about heartbased leadership strategies of elementary school principals.

•

This study’s population was limited to three school districts in Southern
California. Future studies should be conducted with elementary principals outside
of Southern California and within the United States.

•

The elementary principals in this study referenced the most strategies in
connecting on a personal level. Therefore, a study should be conducted to
identify and explore the impact of building relationships on school culture and
achievement.

•

It is recommended that this study be replicated in public service organizations
outside of education such as healthcare and nursing, hospitals, and law
enforcement.

102

Final Reflections
As I reflect on the past 2 years and 9 months of doctoral coursework and writing,
I feel an overwhelming sense of growth and achievement. In August 2019, I signed up
for this process because of peer pressure and had no idea of the journey that I began. I
was a new middle school principal, learning to navigate the role of a school leader. Six
months later, the world changed forever, and leaders everywhere grappled with how to
guide their organizations through a pandemic. We had no models, no studies to read, no
experts to consult, and no idea what to do. I am forever grateful that I was immersed in a
program that would serve as my compass for the next two years. I have learned how to
be a transformational leader not only through my doctoral coursework, but my fellow
students and I worked in a real-life laboratory practicing the transformation of our
organizations in real time. I learned a lot about my own emotional intelligence and how
heart-based leadership is essential to transforming me and others in order for us to stay on
the path of continuous growth and high achievement.
As I completed my coursework and began my research, the education system
continued to grapple with maintaining progress through the pandemic and I moved from
being a middle school assistant principal to an elementary school principal. Throughout
my interviews with the eight principals participating in this study, I was reassured that
heart-led leaders can prevail through even the most unimaginable obstacles. They taught
me that relationships, belief in others, focusing on the right goals, and celebrating others
can sustain leaders even in the face of extreme trauma. The insights I gained from the
principals made me a more reflective leader. As I move forward in my career, I will keep
those exemplary leaders and the findings of this study close to my heart.
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APPENDIX B
Thematic Interview Protocol Template
I would like to start by thanking you for sharing your valuable experiences with me. I
know your time is precious and I appreciate your willingness to participate in this
interview. Making this personal connection with you will be of great benefit to my
research and I truly appreciate your contribution to this study.
My name is Teresa Hubbard and I am a school principal with the Temecula Valley
Unified School District. I’m a doctoral candidate at the University of Massachusetts
Global in the area of Organizational Leadership. I’m a part of a team conducting research
to describe how exemplary leaders lead from the heart using Mark Crowley’s four
principles (building a highly engaged team, connecting on a personal level, maximizing
employee potential and valuing and honoring achievements) to accomplish extraordinary
results in their organizations.
Our team is conducting 112 interviews with leaders like yourself. Our hope is that the
information we gather will provide a clear picture of what exemplary leaders do to lead
their organizations through the use of Crowley’s four principles and our work will add to
the body of research currently available.
Informed Consent (START RECORDING to obtain verbal consent)
Prior to this interview you received information concerning the purpose of the research, a
copy of the interview questions, Brandman University’s Participant’s Bill of Rights, and
the Informed Consent form. After reviewing the protocols, you were offered an
opportunity to ask questions concerning the research and the consent process. At that
time, you provided verbal consent to be a participant in the interview. For purposes of
verifying your consent would you again provide a verbal yes as to your consent that will
be included in the recording of this interview. Thank you.
I will now begin the interview. During the interview I may take notes as the interview is
being recorded. If you are uncomfortable with me taking notes, please let me know and I
will continue without the notes. When our interview is complete, I will stop the
recording and conclude our interview session. After your interview is transcribed, you
will receive a copy of the complete transcripts to ensure I have accurately captured your
thoughts and ideas.
Following your review and approval of the transcription, the data will be analyzed. The
digital recording will be erased three years after the publication of the dissertation. Please
remember that anytime during this process you have the right to stop the interview. If you
do not understand the questions being asked, please do not hesitate to ask for
clarification.
I would like to remind you that any information that is obtained in connection to
this study will remain confidential. All of the data will be reported without
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reference to any individual(s) or any institution(s). Pseudonyms will be used to
ensure the confidentiality of each participant.
Is there anything I can clarify before we begin? Okay, let’s get started, and again, thanks
so much for your time.
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APPENDIX C
Interview Questions
Before we begin our interview questions, I want to review the purpose of this study
and the four research questions that will be the focus of our interview today.
Purpose Statement:
The purpose of this phenomenological study was to describe how exemplary leaders
(superintendents, principals, city managers, police chiefs, corporate leaders, military
leaders, etc.) lead from the heart using Mark Crowley’s four principles (building a
highly engaged team, connecting on a personal level, maximizing employee potential
and valuing and honoring achievements) to accomplish extraordinary results in their
organizations.
Research Questions:
1. How do exemplary leaders lead from the heart to accomplish extraordinary results
by building a highly engaged team?
2. How do exemplary leaders lead from the heart to accomplish extraordinary results
by connecting on a personal level?
3. How do exemplary leaders lead from the heart to accomplish extraordinary results
by maximizing employee potential?
4. How do exemplary leaders lead from the heart to accomplish extraordinary results
by valuing and honoring achievement
The interview questions will be preceded by a definition of the Crowley principle that is
connected to those questions. The first principle is found in research question one,
Building a Highly Engaged Team.
Definition:
Building a highly engaged team is using strategies that help people become
enthusiastically invested in and dedicated to work they believe is
significant, meaningful, and challenging, where relationships are built on emotional
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connection and shared vision, and where values and commitment are based on personal
strengths and interests aligned with organizational goals (Crowley, 2011; George &
Stevenson, 1988; Rees et al., 2013; Senge et al., 2007).
Interview Questions:
1. How do you develop a team that is dedicated to their collective work?
Probe: Please share a time when you supported one of your teams that was having
difficulty.
2. How do you make work meaningful for your team?
Probe: Please share an example?
3.

How do you develop relationships on your team that are built on emotional
connections?
Probe: How did the development of relationships lead to a shared vision?
We now move to our second principle from research question #2,
Connecting on a Personal Level.
Definition:
Connecting on a personal level is seeing and acting on behalf of others and
authentically communicating with the intention of adding value driven by humility,
concern, and love (Crowley, 2011; Maxwell, 2010).
Interview Questions:
4. How do you communicate authentically with members in your organization?
Probe: Please share a time when this was important to the organizations’ success.
5. How do you use humility to add value to members in your organization?
Probe: How has this developed personal connections with employees?
6.

How do you show concern and love for your staff?
Probe: Please share an example of how this has made a difference in the
performance of staff?
Our third principle from research question #3 is
Maximizing Employee Potential.
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Definition:
Maximizing employee potential is igniting emotional drivers by promoting human wellbeing while proactively strengthening, teaching, and building people toward high
achievement (Crowley, 2011; Burnett & Lisk, 2019).
Interview Questions:
7. How do you promote emotional well-being in your organization?
Probe: Please share a time when you experienced the benefits of promoting
emotional well-being in your organization.
8. How do you create an environment that motivates staff members to high
achievement?
Probe: Please share a specific story or example where this happened?
9. How do you strengthen and build employees in a way that supports high
achievement?
Probe: Please share a story of the specific strategy that you used that led to high
achievement.
Our fourth principle found in research question #4 is
Valuing and Honoring Achievements
Definition:
Valuing and honoring achievements is praising, acknowledging, recognizing, and
appreciating positive accomplishments as an expression of care through monetary and/or
nonmonetary rewards, which may lead to increased job satisfaction (Dugas & Brun,
2008; Tessema, Ready & Embaye, 2013; Posamentier, 2008; Crowley, 2011).
Interview Questions:
10. Valuing and Honoring Achievements is important to inspiring employees to a
higher level of satisfaction. How do you acknowledge employees’ achievements
at work?
Probe: Can you elaborate on how you recognize their achievements?
11. How do you ensure that your employees see that their work is valued?
Probe: Describe specific non-monetary and/or monetary practices that you use for this
purpose.
12. Can you share an example of when you provide an expression of care for an
employee?
Probe: Please tell me a little more about that.
123

This concludes the interview questions. I would like to again thank you very much for
your time. If you would like, when the results of our research are known, we will send
you a copy of our findings.
General Probes:
May be used during the interview when you want to get more information and/or
expend the conversation with them. These are not questions you share with the
interviewee. It is best to be very familiar with them and use in a conversational way
when appropriate to extend their answers.

1.
2.
3.
4.
5.
6.
7.

“What did you mean by…..?”
“Do you have more to add…..?”
“Would you expand upon that a bit….?”
“Why do you think that was the case?”
“Could you please tell me more about…..?”
“Can you give me an example of…..?”
“How did you feel about that?”
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APPENDIX D
Informed Consent and Audio Recording Release
INFORMATION ABOUT: Heart-led behaviors that exemplary elementary school
principals exhibit to lead their organizations to accomplish extraordinary results.
RESPONSIBLE INVESTIGATOR: Teresa Hubbard
PURPOSE OF STUDY: You are being invited to participate in a research study
conducted by Teresa Hubbard, a doctoral candidate from the School of Education at the
University of Massachusetts Global. The purpose of the study is to describe how
exemplary elementary school principals lead from the heart to accomplish extraordinary
results. The framework of my study is Mark Crowley’s Lead from the Heart principles.
Your participation in this study is voluntary and will include an interview with the
identified student investigator. The one-to-one interview will take approximately 60
minutes to complete, via Zoom and will be scheduled at a date and time of your
convenience. The interview questions will pertain to your perceptions and your responses
will be confidential. Each participant will have an identifying code and names will not be
used in data analysis. The results of this study will be used for scholarly purposes only.
I understand that:
a) The researcher will protect my confidentiality by keeping the identifying codes
and research materials safe-guarded in a locked file drawer or password protected
digital file to which the researcher will have sole access.
b) My participation in this research study is voluntary. I may decide not to
participate in the study and I can withdraw at any time. I can also decide not to
answer particular questions during the interview if I so choose. Also, the
Investigator may stop the study at any time.
c) I understand that the interview will be audio recorded. The recordings will be
available only to the researcher and the professional transcriptionist. The audio
recordings will be used to capture the interview dialogue and to ensure the
accuracy of the information collected during the interview. All information will
be identifier-redacted and my confidentiality will be maintained. Upon
completion of the study all recordings, transcripts and notes taken by the
researcher and transcriptionist from the interview will be destroyed.
d) If you have any questions or concerns about the research, feel free to contact
Teresa Hubbard at thubbar1@mail.umassglobal.edu or by phone 951-xxx-xxxx.
e) No information that identifies me will be released without my separate consent
and all identifiable information will be protected to the limits allowed by law. If

125

the study design or the use of the data is to be changed, I will be so informed and
consent re-obtained. There are minimal risks associated with participating in this
research.
f) If I have any questions, comments, or concerns about the study or the informed
consent process, I may write or call the Office of the Vice Chancellor of
Academic Affairs, University of Massachusetts Global, at 16355 Laguna Canyon
Rd, Irvine, CA 92618, (949) 341-7641.
I acknowledge that I have received a copy of this form and the “Research Participant’s
Bill of Rights.” I have read the above and understand it and hereby consent to the
procedure(s) set forth.
Date:
Signature of Participant or Responsible Party

Date:
Signature of Principal Investigator
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APPENDIX E
Research Participant’s Bill of Rights
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APPENDIX F
Collaborative Institutional Training Initiative Certificate
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APPENDIX G
University of Massachusetts Global Institutional Review Board (UMassIRB) Approval
From: Institutional Review Board <my@umassglobal.edu>
Date: Fri, Feb 4, 2022 at 7:15 AM
Subject: IRB Application Approved As Submitted: Teresa Hubbard
To: <thubbar1@mail.umassglobal.edu>
Cc: <greenber@umassglobal.edu>, <vsmithsa@brandman.edu>,<irb@umassglobal.edu>
Dear Teresa Hubbard,
Congratulations, your IRB application to conduct research has been approved by the University
of Massachusetts Global Institutional Review Board. This approval grants permission for you to
proceed with data collection for your research. Please keep this email for your records, as it will
need to be included in your research appendix.
If any issues should arise that are pertinent to your IRB approval, please contact the IRB
immediately at IRB@umassglobal.edu. If you need to modify your IRB application for any
reason, please fill out the "Application Modification Form" before proceeding with your research.
The Modification form can be found at the following link:
https://irb.umassglobal.edu/Applications/Modification.pdf.
Best wishes for a successful completion of your study.
Thank you,
Doug DeVore, Ed.D.
Professor
Organizational Leadership, IRB Chair
ddevore@umassglobal.edu
www.umassglobal.edu
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APPENDIX H
Field-Test Participants Feedback Questions
While conducting the interview you should take notes of their clarification request or
comments about not being clear about the question. After you complete the interview ask
your field test interviewee the following clarifying questions. Try not to make it
another interview; just have a friendly conversation. Either script or record their
feedback so you can compare with the other two members of your team to develop your
feedback report on how to improve the interview questions.
Before the brief post interview discussion, give the interviewee a copy of the interview
protocol. If their answers imply that some kind of improvement is necessary, follow up for
specificity.
1. How did you feel about the interview? Do you think you had ample opportunities
to describe what you do as a leader when working with your team or staff?

2. Did you feel the amount of time for the interview was ok?

3. Were the questions by and large clear or were there places where you were
uncertain what was being asked? If the interview indicates some uncertainty, be
sure to find out where in the interview it occurred.

4. Can you recall any words or terms being asked about during the interview that
were confusing?

5. And finally, did I appear comfortable during the interview… (I’m pretty new at
this)?
Remember, the key is to use common, conversational language and very user friendly
approach. Put that EI to work

NOTE: Red font is for your eyes and support info only
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APPENDIX I
Interview Feedback Reflection Questions

Conducting interviews is a learned skill set/experience. Gaining valuable
insight about your interview skills and affect with the interview will support
your data gathering when interviewing the actual participants. As the
researcher you should reflect on the questions below after completing the
interview. You should also discuss the following reflection questions with
your ‘observer’ after completing the interview field test. The questions are
written from your prospective as the interviewer. However, you can
verbalize your thoughts with the observer and they can add valuable insight
from their observation.
1. How long did the interview take? _____ Did the time seem to be
appropriate?
2. How did you feel during the interview? Comfortable? Nervous?
3. Going into it, did you feel prepared to conduct the interview? Is there
something you could have done to be better prepared?
4. What parts of the interview went the most smoothly and why do you
think that was the case?
5. What parts of the interview seemed to struggle and why do you think
that was the case?
6. If you were to change any part of the interview, what would that part
be and how would you change it?
7. What suggestions do you have for improving the overall process?
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APPENDIX J
Invitation to Participate in the Study

Dear __________________________:
My name is Teresa Hubbard and I’m a doctoral candidate in the School of Education at
the University of Massachusetts Global, Irvine. I am a member of a dissertation team
with 13 other researchers. This letter serves as an invitation to participate in a research
study.
PURPOSE: The purpose of my study is to describe how exemplary elementary school
principals lead from the heart to accomplish extraordinary results. The framework of my
study is Mark Crowley’s Lead from the Heart principles.
PROCEDURES: If you choose to participate in this study, you will be invited to a oneon-one interview with me for approximately 60 minutes. Based on your schedule, we can
conduct this session via Zoom. During the interview, I will ask you 12 questions designed
to allow you to share your experiences as an exemplary principal. Your answers will
contribute to each of the four study principles of leading from the heart, Build A Highly
Engaged Team, Connect On A Personal Level, Maximize Employee Potential and Value
and Honor Achievements. The interview will be audio-recorded for transcription
purposes and will remain confidential with me. I may also ask to observe you during a
public or private meeting. This observation will be at your discretion.
RISKS, INCONVENIENCES, and DISCOMFORTS: There are no major risks to your
participation in this research study. The interview and potential observation will be at a
time and place convenient to you.
POTENTIAL BENEFITS: There are no major benefits to you for participating.
However, you may benefit by contributing to the body of knowledge on how exemplary
leaders lead from the heart. In addition to the personal satisfaction in contributing to
important research on leadership, you will have the opportunity to read the findings and
conclusions of the study. The findings and conclusions will allow you to gain insights
from other exemplary superintendents on how they heart led behaviors they exhibit in
accomplishing extraordinary results.
ANONYMITY: If you agree to participate in this study, you can be assured that all
content shared with me will remain confidential. Your name will not be associated with
any notes, transcripts from the interview, or observations. All information will remain in
a locked file cabinet, accessible only to the researcher. No employer will have access to
the interview or other data collected through the research. You will be free to discontinue
the interview and withdraw from the study at any time. During the interview, you are
encouraged to ask questions to help you understand the process for research and/or how it
will impact you. Feel free to contact the principle investigator, Teresa Hubbard, at
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thubbar1@mail.umassglobal.edu or by phone at 951-795-9648 to answer any questions
or concerns you have. If you have any questions, comments, or concerns about the study
or your rights as a participant, you may write or call the Office of the Vice Chancellor of
Academic Affairs, University of Massachusetts Global, at 16355 Laguna Canyon Road,
Irvine, CA 92618, (949) xxx-xxxx.
Thank you again for your consideration,
Teresa Hubbard
Doctoral Candidate, Ed.D.
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APPENDIX K
Phone Invitation to Participate in the Study
Hello Principal

,

This is Teresa Hubbard, Principal at Temecula Valley Unified School District. I am a
doctoral candidate at the University of Massachusetts Global, formerly Brandman
University. I am conducting a study on the heart led behaviors exemplary elementary
principals exhibit in accomplishing extraordinary results.
Your name was referred to me by
, as someone fitting the criteria for
exemplary. I would like to include your heart led experiences in my study. If you are
interested in participating, we can set up a one hour zoom session for an interview. I will
send you the 12 questions as well as definitions of the principles in the study, prior to the
interview.
If interview date and time is set continue with:
Thank you for your willingness to participate in my study. I look forward to seeing you
on
at
. I will follow up with a calendar zoom invite. I will also
send you a confirmation e-mail after this call.
Thank you again and have a wonderful day/afternoon/rest of the day!
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APPENDIX L
Confirmation E-Mail to Participants
Dear Principal

,

It was a pleasure speaking with you on the phone and I truly appreciate your willingness
to participate in my study. Attached, please find:
•

Participation invitation,

•

Interview questions and definitions of the four principles in the study,

•

The Informed Consent and Audio Recording Release,

•

And The Participant’s Bill of Rights.

Please do not hesitate to contact me if you have questions or need clarification. I am
excited to meet you via Zoom on
at
.
Best,
Teresa Hubbard
Doctoral Candidate, the University of Massachusetts Global
951-xxx-xxxx
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