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1. Introduction

Today, educational organizations are in a constant process of change and transformation under the influence
of rapid social, technological, economic, and cultural changes (Celik & Baturay, 2024; Dinger, 2003). As access
to information has accelerated, particularly with the rapid development of technology, the roles expected of
educational institutions have begun to be redefined. In this context, schools are evolving beyond being mere
places of knowledge transfer and into learning organizations that support the social, emotional, and cognitive
development of students (Parlar, 2012). With this transformation, the structure, functioning, and stakeholder
roles of the school are being significantly impacted. Teachers, in particular, are no longer simply individuals
who teach lessons but are now viewed as actors who shape the school's vision, collaborate with their
colleagues, and play an active role in change processes (Adams et al., 2018; Harris & Jones, 2019; Schleifer et
al., 2017). At this point, the concept of teacher leadership has become one of the cornerstones of contemporary
education systems (Warren, 2021).

Teacher leadership is a phenomenon that involves teachers' participation in change and transformation
processes not only in their own classrooms but throughout the school (Beycioglu & Aslan, 2010). This
leadership style allows teachers to share their knowledge, skills, and experiences with their colleagues, thereby
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improving the quality of teaching and institutional development (Harris, 2003; Murphy, 2005). Furthermore,
teacher leaders generate ideas in administrative processes to achieve school goals, support change and
transformation, and contribute to the formation of professional learning communities (Ustaoglu & Tekin
Bozkurt, 2022). In this respect, teacher leadership is critical for both individual and institutional development
(Kurt, 2016).

A review of the literature reveals that the concept of teacher leadership is a multidimensional structure and
has been examined by different researchers within the framework of various sub-dimensions. Accordingly, in
the Turkish literature, Beycioglu and Aslan (2010) address teacher leadership under three main
subdimensions: institutional development, professional development, and peer collaboration. The institutional
development dimension refers to teachers transforming the school's vision and mission, contributing to
development processes, actively participating in decision-making processes, and assuming responsibility for
the overall functioning of the school. Secondly, the professional development dimension refers to all efforts
by teachers to continuously improve and transform their own professional competencies. Finally, the peer
collaboration dimension is a sub-dimension that encourages teachers to participate in collaborative learning
processes by sharing their knowledge, experience, and practices with other colleagues instead of working
individually, developing common problem-solving skills, and creating a collective learning culture. These
sub-dimensions offer an important theoretical framework for understanding how teacher leadership affects
change and transformation processes in schools.

On the other hand, organizational change refers to planned or unplanned processes that increase schools'
capacity to adapt to both internal and external environmental dynamics (inal, 1989; Orhan, 2022).
Organizational change in the education system manifests itself in the adoption of new teaching approaches,
transformation of management models, integration of digital technologies, or restructuring of school culture
(Beycioglu & Kondakgi, 2021). However, the lasting and effective nature of these changes depends not only
on the leadership efforts of administrators but also on the attitudes and participation levels of teachers towards
change (Cerit et al., 2018). Therefore, teacher leadership is considered not only a supporting element in
organizational change processes but also a catalyst at the heart of change (Damkuviené et al., 2019).

A review of recent studies has revealed that teachers' leadership roles are decisive in schools' capacity for
renewal and change management processes (Harris, 2003; York-Barr & Duke, 2004). Teacher leadership
significantly contributes to the establishment of an organizational learning culture, strengthening
collaboration, and the sustainability of innovative practices (Aktas & Ustiin, 2025; York-Barr & Duke, 2004).
However, in the Turkish context, studies on the concept of teacher leadership remain largely conceptual, and
research directly examining the relationship between teacher leadership and organizational change is limited.
Most existing research examines teacher leadership in the context of teachers' professional development,
collaboration levels, and its impact on institutional development, but the impact of these leadership roles on
schools' capacity for change and transformation has not been thoroughly examined.

This is considered a significant gap in the literature. The success of change and transformation in schools
depends significantly on teachers' ownership of and active participation in change processes (Balyer & Kural,
2018). The leadership behaviors exhibited by teachers directly affect a school's openness to innovation and its
adaptability to change (Alagdz & Canli, 2024). However, how teachers influence this process, the conditions
under which they assume leadership roles, and how these leadership behaviors impact organizational change
processes are not yet sufficiently clarified. Therefore, conducting a qualitative study to understand this
relationship based on teachers' own experiences and perceptions is considered crucial from both theoretical
and practical perspectives.

In this context, the primary objective of the current study is to in-depth examine the effects of teacher
leadership on organizational change processes based on teachers' perspectives. Teachers' experiences in this
process offer important insights into understanding a school's culture of change and developing sustainable
development strategies. Furthermore, given the trends in education policies toward strengthening teachers'
participation in school decision-making and their leadership roles, it is anticipated that the findings of this
study will provide guidance for practitioners and decision-makers.

By examining the relationship between teacher leadership and organizational change in the Turkish context
through teachers' perspectives, the current study aims to fill a conceptual gap in the literature and develop
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recommendations for change management processes in educational institutions. The findings will both
contribute to the teacher leadership literature and provide a new perspective on the relationship between
leadership and change in educational organizations. In this context, the current study will seek to answer the
following research questions:

e How are the concepts of teacher leadership and organizational change defined?

e  What are the effects of the sub-dimensions of teacher leadership on organizational change?

e How do the leadership behaviors exhibited by teachers affect a school's level of adaptation to change?

¢  What recommendations can be made regarding teacher leadership to enable schools to more effectively
manage organizational change processes?

2. Methodology

2.1. Research Model

This research was conducted using a qualitative research method because it aimed to examine the relationship
between teacher leadership and organizational change based on teachers' perspectives. Qualitative research is
based on the interpretability and reconstruction of reality within a social context (Johnson & Gray, 2010;
Johnson & Onwuegbuzie, 2004). Qualitative research is defined as an approach that focuses on understanding
the nature of phenomena, different perspectives, and the contextual relationships in which they arise and, in
this process, examines how phenomena are experienced and perceived (Merriam, 2016). In other words,
qualitative research is described as an interpretive research approach that relies on verbal accounts rather than
quantitative data and is based on interpreting the meanings that individuals attribute to their experiences
(Denzin & Lincoln, 1994; Hancock et al., 2001). In this context, since the aim of the present research is to reveal
teachers' experiences and perceptions regarding teacher leadership and organizational change, the
phenomenological design, a qualitative research design, is deemed appropriate for the nature of the research.
Phenomenology is a qualitative research approach that aims to reveal how individuals or a specific group
perceive a phenomenon they have experienced and what meanings they attribute to that phenomenon
(Creswell, 2013). The main purpose of this approach is to deeply examine the essence of the experienced
phenomenon. In research conducted with a phenomenological design, participants are expected to convey
their experiences in an original way from their own perspectives (Christensen et al., 2014).

2.2. Research Sample

The study group consisted of 32 teachers working at three separate secondary schools in the central district of
Amasya. Participants were selected using the homogeneous sampling technique, a frequently used purposive
sampling method in qualitative research. The homogeneous sampling technique allows for the selection of
participants with specific characteristics and similar qualifications (Yi1ldirim & Simsgek, 2016). In this study, the
fact that the teachers worked at the same level of education (secondary school) and had similar organizational
conditions was deemed appropriate for homogeneous sampling in line with the purpose of the study. In this
context, “similar organizational conditions” can be defined as schools being located in the same city center,
having similar socioeconomic levels of students, exhibiting similar characteristics in terms of the number and
subject distribution of teachers, and operating with similar management structures. Furthermore, ease of
access, voluntarism, and the potential to provide data related to the research topic were considered in selecting
the schools included in the study. Detailed information about the participants is presented in Table 1.

The main reason for the study group consisting of 32 teachers is to achieve data saturation in qualitative
research. Data saturation is a concept that indicates the point at which data begins to repeat itself and shows
that a sufficient sample size has been reached (Akcay & Koca, 2024). In this context, it was observed that after
a certain point in the data collection process, new interviews did not contribute anything new to the research
questions, and similar themes were repeated, indicating that data saturation had been reached. Therefore, the
sample size was limited to 32 participants.

During the data collection process, researchers interacted directly with the participants, taking care not to be
directive and maintaining impartiality during the interviews, allowing participants to express their
experiences in their own words. Furthermore, the researchers adopted a reflexive approach in the data
collection and analysis process to minimize subjective influences and took care to interpret the obtained data
faithfully to the participants' statements.
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Table 1. The Profile of Participants

.. Professional Awareness of Teacher ~ Awareness of Organizational

Participant ~ Gender Age . .

Seniority (years)  Leadership Concept Change Concept
T1 Female 37 11-15 Yes Yes
T2 Female 36 11-15 Yes Yes
T3 Male 38 11-15 No No
T4 Female 46 6-10 No Yes
T5 Female 33 11-15 Yes No
T6 Female 51 16 and above No Yes
T7 Female 40 16 and above Yes Yes
T8 Male 34 6-10 Yes No
T9 Male 26 1-5 Yes Yes
T10 Male 44 6-10 No Yes
T11 Male 42 16 and above Yes Yes
T12 Male 27 1-5 Yes Yes
T13 Male 45 6-10 Yes Yes
T14 Male 28 1-5 Yes Yes
T15 Female 34 11-15 Yes Yes
T16 Female 49 16 and above Yes Yes
T17 Male 34 11-15 Yes Yes
T18 Female 56 16 and above Yes Yes
T19 Female 42 16 and above Yes Yes
T20 Female 40 16 and above Yes Yes
T21 Female 59 16 and above Yes Yes
T22 Male 38 16 and above Yes Yes
T23 Female 36 11-15 Yes Yes
T24 Female 50 16 and above Yes Yes
T25 Female 43 11-15 Yes Yes
T26 Female 33 11-15 Yes Yes
T27 Female 45 16 and above Yes Yes
T28 Male 50 16 and above Yes Yes
T29 Male 37 11-15 Yes Yes
T30 Male 37 11-15 Yes No
T31 Female 32 11-15 Yes Yes
T32 Male 34 11-15 No No

2.3. Data Collection Tools and Procedure

Research data were collected through face-to-face interviews using a semi-structured interview form
developed by the researcher. Interviews aim to reveal participants' feelings, thoughts, perceptions, and
experiences on a specific topic and are the most frequently used method in qualitative research (Uslu & Demir,
2023; Yildirim & Simsek, 2016). Eight semi-structured, open-ended questions were prepared for the study
group. In the semi-structured interview, the researcher has a set of systematic questions prepared before the
interview. However, the order of the questions can be changed depending on the course of the interview, some
questions can be skipped, and new questions can be added according to the flow of the topic. This flexible
approach allows for an in-depth examination of the problem (Tiirniiklii, 2000). Expert opinions were sought
for the semi-structured interview form questions, and it was finalized based on various feedback. In addition,
a small pilot study was conducted to evaluate the comprehensibility and applicability of the data collection
tool, and necessary adjustments were made to the questions based on the feedback received from this
application. The interview questions addressed teachers' perceptions of the concepts of teacher leadership and
organizational change. The aim was for teachers to express their opinions about the relationship between the
concepts of teacher leadership and organizational change. Interviews were conducted at times and in
environments deemed appropriate by the teachers. Participants did not consent to being audio-recorded.
Responses to the questions were recorded by the researcher. To ensure data accuracy in cases where audio
recording was not possible, notes taken during the interview were summarized and feedback was obtained
from participants after the interview (member check), thus confirming the accuracy of the statements made.
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Furthermore, researchers took care to maintain impartiality during the data collection process and recorded
participants' statements as accurately as possible.

Semi-structured interviews focused on participants' own perspectives on the phenomenon and the ways they
experienced it, allowing for a more detailed examination of the contextual and emotional aspects of their
experiences (Merriam, 2016; Patton, 2015).

Data were collected through face-to-face interviews with participants during the last week of November 2025.
Participants' consent to participate in the study was obtained before the interviews began. Participants were
informed that they could withdraw from the interview at any time. Participants were assured that their
information would be used solely for scientific research and that the confidentiality of their data would be
maintained. After the interviews, the data obtained from the participants were transferred to a computer. In
this process, researchers engaged in direct but non-directive interaction with participants, allowing the
interviews to progress naturally.

2.4. Data Analysis

To interpret the data by dividing it into a specific process and to guide the data collection process more
effectively, analysis began simultaneously with data collection and continued throughout the data collection
process (Merriam, 2016). Consistent with the nature of qualitative research, data analysis began with data
collection and continued cyclically throughout the study (Merriam, 2016; Miles et al., 2018).

The data obtained in this research were analyzed using the thematic content analysis method, which is carried
out within the framework of an inductive approach. Thematic content analysis is a qualitative analysis
approach that enables the systematic coding of meaningful patterns in the data and their transformation into
themes, as well as the minimal organization and comprehensive description of the data through analysis and
reporting (Braun & Clarke, 2006).

The goal of analysis here is to make sense of the vast amount of verbal data collected (Merriam, 2016). This
process of meaning-making involves the researcher's steps of combining, simplifying, and interpreting the
data (Merriam, 2016, p. 202). The analysis began with the transcription of the data, followed by intensive
reading and rereading stages. At this stage, researchers used open coding on the data to label meaningful
expressions and created subcategories by grouping similar codes. Then, the relationships between these
subcategories were examined and transformed into themes. This stage allowed researchers to familiarize
themselves with the dataset, after which the data were identified using descriptive codes (Merriam, 2016). The
coding process was carried out cyclically; existing codes were checked after each new interview. Furthermore,
existing codes were revised, and new codes were added as needed. Thus, data analysis progressed using a
constant comparison approach (Merriam, 2016). In this stage, which Miles et al. (2018) refer to as “pattern
coding,” the relationships between codes are examined in depth, and the codes are grouped under specific
themes. These steps were repeated for each interview until all interviews were completed.

2.5. Validity and Reliability

To ensure the trustworthiness of the current research, a semi-structured interview form was first prepared by
obtaining expert opinions. Furthermore, one week after all interviews were completed, some participants were
interviewed again to obtain participant consent, and their answers were recorded (Watson, 2018).
Simultaneously, when writing the findings section, some parts of the participants' answers were directly
quoted to enhance validity and reliability. In qualitative research, the concept of reliability is examined by
Lincoln and Guba (1988) in four basic dimensions: credibility, transferability, consistency, and verifiability. In this
context, expert review and member-checking strategies were used to ensure the credibility of the research.
Furthermore, the researchers' long-term interaction with participants during the data collection process
allowed the data to be obtained in its natural environment.

In terms of transferability, care was taken to present the research findings with understandable and rich
descriptions, while participant statements were presented in detail within their context. This allowed the
reader to relate the findings to their own context.

In terms of dependability, the research process was reported in detail, and all stages of the data collection and
analysis process were systematically recorded to create an audit trail. Additionally, to increase dependability
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during the data coding process, the data was reviewed repeatedly, and the codes were continuously updated
through comparative analysis. In terms of confirmability, to minimize researcher bias, data were presented as
faithfully as possible to participant statements, and findings were supported by direct quotations. This
ensured that the results were based on participant data rather than the subjective opinions of the researchers.

In qualitative research, the concept of validity is defined as the phenomenon we consider to be measuring or
observing being the phenomenon we are actually measuring or observing (Merriam, 2016). Various methods
can be applied to ensure the validity of analyses in research. In this context, in order to ensure both the
reliability and validity of the current research, importance was given to the research participants, the required
number of participants was reached, and necessary precautions were taken to ensure the confidentiality of the
data.

2.6. Ethical

Research permissions were obtained from the Scientific Publication Ethics Committee of the Amasya
University Institute of Social Sciences with permission number E-30640013-108.01-296841 dated 03.11.2025.

3. Findings

Data obtained from semi-structured interviews with participants revealed that teacher leadership behaviors
influence organizational change processes in schools. This section will present findings under various
headings regarding how participants defined the concepts of teacher leadership and organizational behavior,
how teacher leadership behaviors impact the organizational change process, and what recommendations can
be made to teacher leaders to more effectively manage the organizational change process.

In the presentation of the findings, participant statements were supported by direct quotations, and
impromptu notes taken by researchers during the interviews were analyzed in detail and incorporated into
the text. Therefore, the quotations were edited and interpreted in a way that preserved the semantic integrity
of the participant statements.

Findings Regarding the Definition of Teacher Leadership

To learn participants' views on how teacher leadership is defined, the following question was asked: "How do
you define the concept of teacher leadership, and how do you observe this leadership in your own school?"
The findings regarding the definition of teacher leadership are presented in Table 2.

Table 2. Themes and Sample Codes Regarding the Definition of Teacher Leadership

Theme Sub-themes Example Codes
Collective Leadership Working collaboratively
Pedagogical Leadership Approach and Role Ability to influence colleagues
Modeling Being a role model for students

. . . .. Developing new teaching techniques in the classroom
Improving the Quality of Education and Training Focusirf’g 0%1 students' ac§ demic guccess

Participation in Managerial Decision-Makin: . . .. ..
P p & i Playing a role in determining school policies
rocesses

Defining the Concept of
Teacher Leadership

Developing projects aimed at the school's long-term

Contribution to Organizational Development
goals

An examination of the data regarding participants’' definitions of teacher leadership reveals that teacher
leadership is perceived as a multidimensional concept. Participants defined teacher leadership primarily as
working collaboratively with colleagues (T5, T10, and T21) and stated that acting collaboratively fosters a
culture of harmony within the school. This finding suggests that teacher leadership is perceived as a collective
structure where collaboration is prioritized, rather than an individual trait. This finding was expressed by
some participants as "teacher leadership being a highly effective leadership approach, particularly in creating
an organizational environment based on trust and cooperation." On the other hand, some participants (T6,
T16) defined teacher leadership as individuals who contribute to the all-around development of learners by
developing new teaching strategies and who serve as role models for students (T8, T19). This shows that
teacher leadership is not limited to peer relationships but is also linked to student learning outcomes.
Furthermore, some teachers defined teacher leadership in the context of participation in decision-making
processes (T3, T9, T29) and playing a role in determining school policy (T4, T22, T30), demonstrating that
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teacher leadership is not limited to classroom practices. This finding highlights the participatory dimension of
teacher leadership in managerial processes and demonstrates that teachers are positioned not only as
implementers but also as decision-making actors. Overall, the findings indicate that teacher leadership is
perceived not only as a set of individual behaviors but also as a multidimensional phenomenon affecting the
cultural, administrative, and pedagogical structure of the school.

Findings Regarding the Definition of Organizational Change

To learn participants' views on how the concept of organizational change is defined, the following question
was asked: "How do you define the concept of organizational change, and can you give examples of change
processes that have occurred in your school in recent years?" The findings regarding the definition of the
concept of organizational change are presented in Table 3.

Table 3. Themes and Sample Codes Regarding the Definition of Organizational Change
Theme Sub-themes Example Codes

Updating the Management Approach Changes in the school principal's management style

Renewal of Measurement and Evaluation . .
Changes in examination systems
Systems

A ion P Technological
daptation Process to Technologica Keeping up with constantly evolving technology

Defining the Concept of
Organizational Change

Developments

Changes in the School's Structure and Renewing the structure, operation, and processes of an
Operation institution

Changes and Transformations in Educational Transforming classroom learning environments into
Environments student-centered ones

When data on how participants defined the concept of organizational change are examined, it is seen that
change is perceived as a comprehensive process affecting a wide range of aspects of the institution. The
majority of teachers defined organizational change as the renewal of the school's structure, operation, and
processes (17, T18, T31). This finding indicates that organizational change is perceived, particularly at the
institutional operational level, and that there is an expectation of transformation in the school's fundamental
organizational structure. Later, teachers were observed to associate organizational change with the school
principal's change in management approach (T13, T22, T28). This situation reveals that the change process is
perceived not only as a structural process but also as a leadership-based one. Furthermore, it is stated that the
change in management approach has paved the way for the reshaping of in-school practices and daily
operations. In addition, participants associated organizational change with changes in examination systems
(T25) and adaptation to ongoing technological innovations (T9, T11). This finding indicates that organizational
change is considered in terms of both managerial and pedagogical and technological transformation
dimensions. It is particularly noteworthy that technological developments are perceived as a variable that
restructures teaching processes.

Findings Regarding the Effects of Sub-Dimensions of Teacher Leadership on Organizational Change

To assess participants' views on the effects of sub-dimensions of teacher leadership on organizational change,
the following question was asked: "What leadership behaviors do teachers demonstrate during the change
processes at your school? How do you think these behaviors affect organizational change?" The findings
regarding the effects of sub-dimensions of teacher leadership on organizational change are presented in Table
4.

Table 4. Themes and Sample Codes Regarding the Effect of Teacher Leadership Sub-Dimensions on Organizational
Change
Theme Sub-Themes Example Codes

Efforts to improve the overall functioning of the school

5 =57 Institutional Development
g - A § 3 o p ensure that change progresses more smoothly.
L -
§~ S5 X %Q . Professional development trainings facilitate teachers'
= § £ § S S Professional Development adaptation to change
B - :
= 5A6¢ Collaboration Among Colleagues Collaboration supports the sustainability of change

Findings regarding the effects of institutional development, professional development, and collaboration
among colleagues —sub-dimensions of teacher leadership —on organizational change reveal that teachers play
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an active role in the change and transformation processes of schools. Participants stated that teacher leadership
contributes particularly to institutional development (T5, T24, T32). In this context, they stated that behaviors
aimed at improving the overall functioning of the school allow for a more orderly change process. It has been
stated that giving teachers more say in managerial decision-making processes benefits innovation processes
in schools. This indicates that institutional development is a component that directly affects the managerial
dimension of organizational change.

They also stated that professional development is an important component that facilitates teachers' adaptation
to change (T8, T11, T25). This finding indicates that teachers' access to professional learning opportunities
increases their ability to understand and adapt to change. T8's statements show that professional development
opportunities facilitate teachers' adaptation to innovations and make change processes more meaningful.

Accordingly, the professional development dimension can be considered an important mechanism supporting
the acceptance of organizational change at the individual level. Furthermore, it is understood that the peer
collaboration sub-dimension is an important component that increases the sustainability of the change process,
as teachers work collaboratively (T16, T22, T29). Participants stated that solidarity and a culture of collective
work among teachers increased motivation for change. T16's statements show that peer collaboration enabled
teachers to approach change more favorably and facilitated the acceptance of the process.

Overall, these findings reveal that the three fundamental sub-dimensions of teacher leadership are not
independent of each other, but rather complementary components in the organizational change process. It is
observed that institutional development supports structural and managerial change, professional
development strengthens individual adaptation, and peer collaboration ensures the social sustainability of the
organizational change process. This holistic and multi-dimensional structure indicates that teacher leadership
is both an initiator and a sustainer of organizational change.

Findings on How Teachers’ Leadership Behaviors Affect a School’s Adaptation to Change

The study aimed to elicit participants' opinions on how teacher leadership behaviors affect a school's
adaptation to change. Questions were asked, "Do you think change processes are carried out in a planned and
systematic manner at your school? Why?" and "Do you think a culture of resistance to change or a culture of
compliance is more dominant at your school? Why?" Findings on how teacher leadership behaviors affect a
school's adaptation to change are presented in Table 5.

Table 5. Themes and Sample Codes on How Teacher Leadership Behaviors Affect a School’s Adaptation to Change
Theme Sub-Themes Example Codes
As an open communication environment is created, teachers'

= § §0 Open Communication and Sharing resistance to change decreases.
£ & § School Culture Adopting a collaborative culture significantly reduces
§ g % uncertainties related to change.
g § % Openness to Change and Support for Supporting innovative ideas enables teachers to see change as
§ § § Innovative Ideas a positive opportunity.
S g §- Increasing Motivation High teacher motivation increases participation in the change
S § < process.
T £ S Conflict Management and Adaptation A thorough analysis of problems within the institution ensures
& Capacity a less stressful change process.
Development of School Culture and Teacher leadership behaviors contribute to the creation of a
Climate safe environment in the school.

Participants stated that the change processes in their schools were mostly carried out in a planned and
systematic manner (T2, T14, T28). However, some participants indicated that the change was implemented
"partially planned," while others stated it was "unplanned," highlighting that change processes were
implemented differently in each school (T3, T7, T15).

Most participants stated that they were often not included in change decisions and therefore experienced
problems such as uncertainty and inconsistency in implementing change (T1, T12, T27). This finding suggests
that organizational change is more difficult to adopt in decision-making processes where teacher participation
is limited.
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A large majority of participants emphasized that a culture of adaptation to change was more dominant in their
schools. However, some participants stated that a culture of resistance to change was dominant in their
schools. They explained the reasons for this as concerns about disrupting the established order,
communication deficiencies, and the belief that change would create additional workload. In this context, it is
particularly evident that senior teachers tend to be more hesitant towards change and innovation and that
resistance to change may be related to individual experience and professional attitudes.

However, most participants stated that a more adaptable culture towards change develops in schools when
collaboration is strong, open communication prevails, and management values teachers' innovative ideas. In
this context, it has been observed that teacher leadership behaviors make the organizational change process
more understandable and implementable, increase motivation, and facilitate adaptation to the process.

Overall, the findings indicate that teacher leadership behaviors transform the organizational change process
into a cultural transformation process focused on communication, collaboration, and trust. In this context,
teacher leadership is considered a fundamental component that both facilitates the adoption of change and
increases its feasibility.

Findings Regarding Recommendations for Teacher Leadership to More Effectively Manage Organizational
Change Processes in Schools

The study aimed to examine participants' opinions on what suggestions they could offer to teacher leadership
to more effectively manage organizational change processes. The following question was asked: "What
conditions do you think need to be met for teacher leadership to facilitate organizational change? Based on
your own experience, what suggestions do you have for strengthening teacher leadership in schools?" The
findings regarding what suggestions could be offered to teacher leadership to more effectively manage
organizational change processes are presented in Table 6.

Table 6. Themes and Sample Codes Regarding Recommendations for Teacher Leadership to More Effectively Manage
Organizational Change Processes in Schools

Theme Sub-Themes Example Codes

- o Administrative Support for Leadership Roles  Greater empowerment of teachers by administrators

= = Y — . . . o1s .

N = §o § Increasing Professional Development Strengthening adaptability to change as professional

§o S R § 2 Opportunities development training increases

$S &S Increasing trust in change through fair attitudes in

& = % 2 § Equality and Trust in School Culture J & &

v 5388 So schools

§ § & O Valuing Teachers’ Opinions in Innovative Accelerating school change and transformation by
Practices valuing teacher contributions in innovative practices

The participants' suggestions for strengthening teacher leadership to more effectively manage organizational
change processes are grouped under four sub-themes. These themes appear to complement each other and
create a multi-dimensional interaction in the emergence of teacher leadership.

Firstly, participants emphasized that for the development of teacher leadership, school principals should
empower teachers more and provide them with more support to exhibit leadership roles (T22). This finding
indicates that teacher leadership is a construct strengthened not only by individual efforts but also by
management support; furthermore, school environments where such managerial support is felt facilitate
teachers' adaptation to change. In addition, they stated that increasing professional development and change
opportunities significantly strengthens teachers' ability to adapt to change (T30). This indicates a direct
relationship between professional development and teacher leadership, and those leadership behaviors
strengthen as professional competence increases.

Participants also emphasized that a fair and trust-based approach in the school culture and climate and
valuing teachers' ideas in innovative practices positively influence change processes and increase school
success (T18). Accordingly, it can be said that a trust-based school climate strengthens teachers' initiative and
responsibility-taking skills, increasing their participation in decision-making processes; this situation increases
both cooperation and adaptation to change.
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4. Discussion and Conclusion

The findings from the current research have revealed that teacher leadership behaviors play a significant role
in change processes in schools. Participants' opinions indicate that the concept of teacher leadership is a multi-
dimensional one, contributing to collaboration, professional development, participation in decision-making
processes, role modeling for students, and the development of educational processes and the school's vision.
This shows that teacher leadership is not limited to classroom practices but is also a phenomenon that guides
the holistic development of the school, influencing both pedagogical and administrative processes (Contreras,
2016; Schott et al., 2020). This finding aligns with studies in the literature that emphasize the importance of
teacher leadership in school change and transformation. For example, Gningue et al. (2022) state that a strong
leadership culture and potential for change and transformation in schools depend on teachers continuously
developing their expertise and intellectual capacity through professional development. On the other hand,
Cassata and Allensworth (2021) state that teacher leaders are at the center of change processes in schools.
However, there are also studies in the literature that emphasize that teacher leadership is not equally effective
in every school context. It is particularly noted that teacher leadership behaviors are exhibited to a limited
extent in institutions where administrative support is weak and the school culture is closed to collaboration.
For example, Harris (2013) emphasizes that teacher leadership behaviors vary depending on the school
context, especially the school culture and leadership understanding. On the other hand, Wenner and Campbell
(2017) state that a supportive school culture and administrative support are two very important variables for
teacher leadership behaviors to be effective.

The research findings reveal that participants perceive organizational change as a multifaceted change process
occurring in schools. Teachers defined organizational change as the school's adaptation to technological
developments and the renewal of its structure, operation, and management approach. This situation reveals
that organizational change is not limited only to managerial arrangements but is a comprehensive
transformation process affecting all stakeholders and processes of the school (iraz & Simsek, 2004; Oztop,
2014). This situation is consistent with the results of some studies in the literature. For example, according to
Abdurrezzak and Ustiiner (2022), a successful and sustainable change process is a planned and multi-stage
process that affects the holistic structure of the school. However, some studies indicate that change processes
in schools do not always proceed in a planned and systematic manner but rather often occur in a fragmented
and reactive way. This suggests that participants may have perceived organizational change within a more
ideal framework. For example, Coburn (2003) emphasizes that organizational change is not superficial but
fragmented and can vary according to the school context, while Spillane et al. (2002) state that individuals
interpret organizational processes in institutions according to their own cognitive mechanisms and that their
perceptions can change.

On the other hand, the findings revealed that the sub-dimensions of teacher leadership, namely institutional
development, professional development, and peer collaboration, directly affect organizational change.
Teachers' efforts to improve the school's educational processes, their participation in professional
development activities, and their collective action with colleagues make the change process more systematic
and sustainable (Atasoy & Yal¢in, 2023; Biyik & Sahin, 2024). Including teachers in decision-making processes,
in particular, increases their motivation for change and facilitates adaptation to change (Ross et al., 2014). This
result aligns with research emphasizing that teacher leadership acts as a catalyst that increases the school's
capacity for innovation. For example, Katzenmeyer and Moller (2009) describe teacher leadership as a
fundamental dynamic that strengthens the school's capacity for change and accelerates organizational
transformation. Furthermore, Hayak et al. (2025) state that teacher leadership plays a significant role in the
development of school culture, the improvement of teaching practices, and guiding school development.
However, some studies reviewed in the literature show that teachers' participation in decision-making
processes does not always produce positive results and that participation can remain superficial, especially in
cases of role confusion and increased workload. For example, Little (1995) states that teachers' participation in
decision-making processes can remain superficial, especially when it leads to the problem of role ambiguity.
On the other hand, Lee and Nie (2014) emphasize that teachers' participation in decision-making processes
can weaken motivation in situations where it creates workload and role confusion.

Another important finding of the research is that teacher leadership behaviors strengthen the school's
adaptation to change. Providing an open communication environment, supporting innovative ideas by
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administrators, and creating a trust-based school climate increase teacher motivation and foster a culture of
adaptation rather than resistance to change. In particular, the existence of a sharing and fair school culture
helps teachers see change not as a threat, but as an opportunity for development (Reinius et al., 2024).
Encouraging teachers' active participation in this process contributes to change being implemented with less
conflict and higher willingness (Fullan, 2016). These findings are consistent with the literature that emphasizes
the importance of human relations, a climate of trust, and collective work in change management. For example,
the findings of a study conducted by Celik and Gencer (2019) show that trust in the manager, trust in
stakeholders, and trust in colleagues positively predict attitudes towards change. On the other hand, Meyer
et al. (2022) state that collaboration and collective decision-making processes between school principals and
teachers increase the ease of adoption and sustainability of changes made in the school. However, the literature
clearly states that in schools where the atmosphere of trust is weak, teachers may develop resistance to change
processes and remain passive. For example, Bryk and Schneider (2002) show that in school environments with
low levels of trust, teachers' participation in change processes decreases and resistance arises. On the other
hand, Tschannen-Moran (2001) states that the creation of a culture of cooperation and the sustainability of
change processes in schools depend on an atmosphere of trust.

When the results obtained are evaluated in general, it is understood that teacher leadership is an indispensable
element in the success and sustainability of organizational change in schools. Teacher leadership is a source
of power that increases the school's capacity for innovation, facilitates adaptation to change, and ensures the
sustainability of the transformation process (York-Barr & Duke, 2004). The findings of the research show that
the ability of schools to successfully manage and sustain change processes largely depends on supporting and
strengthening teacher leadership roles. Teachers' participation in decision-making processes, their
empowerment to assume leadership roles, increased professional development opportunities, and the creation
of a school culture based on mutual trust are considered fundamental conditions for the success of change.
However, it should be noted that this effect is not absolute, and teacher leadership can vary depending on
various contextual variables such as school culture, administrative support, and organizational structure. For
example, Robinson et al. (2008) state that the effect of leadership approaches can differ according to various
variables such as school culture, teacher competence, and the context in which the school is located. On the
other hand, the OECD (2019) report emphasizes that teacher leadership behaviors and the effect of school
climate can vary depending on the country and school context.

In this respect, the present research offers significant contributions to the literature from both theoretical and
practical perspectives by addressing the relationship between teacher leadership and organizational change
from a holistic viewpoint. Furthermore, it provides a valuable perspective to the literature by qualitatively
examining the interaction between teacher leadership and organizational change, a study that is limited in the
Turkish context.

5. Limitations and Recommendations

The current study has several limitations. The sample size was small and purposefully selected, and
participants' experiences were limited to a specific context and demographic characteristics. This limits the
generalizability of the findings. Furthermore, factors such as the participants' candor and objectivity in sharing
their experiences, recall bias, or social desirability may influence the results. Because the researcher's
experiences and opinions also play a role in interpreting the phenomena, analyses may be open to subjective
interpretations. Time and resource constraints during the data collection and analysis process may have
prevented some experiences from being fully reflected. Finally, while the findings of the study cannot be
generalized to a wider audience, they can be evaluated for transferability to similar contexts.

Furthermore, the fact that participants were not allowed to record their voices during the data collection
process resulted in the analysis of participant statements based solely on researcher notes, creating a
significant limitation in terms of data accuracy and transmission power.

However, it should be considered that the social desirability effect may be higher, especially in statements
related to school culture and administrator-teacher relationships, and that participants may tend to portray
some of their views more positively than they actually are.
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In addition, the fact that the research relied solely on teacher opinions as a data source led to the evaluation of
the organizational change process only from the teacher perspective, resulting in a limited reflection of
multidimensional organizational dynamics.

When evaluated together with the findings in the literature, it has been concluded that teacher leadership
behaviors can have positive effects on organizational change processes in schools, but existing practices need
to be improved in order for this process to be carried out successfully and for teacher leadership to facilitate
organizational change processes in schools. However, the sustainability of this effect can vary depending on
factors such as communication problems and resistance to change, which may be observed especially among
senior teachers. In line with the findings, we can make the following suggestions for education policymakers
and education researchers: Environments should be created where teachers can actively participate in various
decision-making mechanisms, and teachers should be supported by administrators to assume leadership roles.
Structured mentoring/coaching mechanisms can be established to minimize communication differences,
particularly between senior and new teachers. Teamwork, professional learning communities, and joint
project development activities that will strengthen cooperation among teachers should be supported. Schools
should schedule regular professional learning meetings where senior teachers can share their experiences
while remaining open to new approaches and practices. Active participation in professional development
activities should be encouraged; teachers should keep themselves up-to-date on changing curricula,
technological innovations, and different teaching approaches. In addition, special awareness and adaptation
programs can be developed for teachers (especially senior teachers) who resist change in professional
development activities. In-service training programs supporting teacher leadership should be expanded, and
long-term professional development models aimed at strengthening leadership qualities should be created.
In-service training programs should focus not only on knowledge transfer but also on developing skills,
particularly in change management and organizational adaptability. Similar studies can be conducted in
different school types, different provinces, and with a wider participant group to comparatively examine the
impact of teacher leadership on change processes. These studies should specifically examine differences in
teacher leadership behaviors based on seniority. Multi-stakeholder research, including student and
administrator perspectives, can make the overall impact of the change process in the school more holistically
visible. In addition, the differences in perceptions of organizational change among senior teachers, school
administrators, and newly appointed teachers should be analyzed comparatively.
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