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Transformational leadership has been widely 
recognised as a catalyst for effective school culture, 
yet empirical insight from Indonesian public high 
schools remains limited. Data were generated 
through 36 semi-structured interviews with 
principals, vice-principals, and teachers, 42 hours 
of non-participant observation, and analysis of 185 
pages of institutional documents. Trustworthiness 
was ensured through triangulation, member 
checking, and an audit trail. Results indicate clear 
contrasts.Observations revealed supervision 
reports unaccompanied by follow-up coaching and 
mentoring remained informal. The findings 
demonstrate that transformational leadership 
becomes effective when visionary rhetoric is 
operationalised through consistent motivation, 
collaborative structures, and recognition 
mechanisms. Institutional readiness and resource 
allocation further shape leadership impact. The 
study recommends formalising mentoring, 
embedding reflective supervision, and establishing 
reward systems to foster innovation and sustain 
adaptive, high-performing school cultures within 
increasingly complex educational and societal 
contexts. 
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INTRODUCTION 
Transformational leadership among school principals is widely recognized 

as a pivotal force in cultivating an effective organizational culture within 
educational institutions, setting the stage for enhanced overall school 
performance (Kalkan et al., 2020). Principals who embrace transformational 
leadership are instrumental in establishing environments marked by shared 
values, teamwork, and innovation, which collectively foster both academic 
achievement and holistic student development (Raharja et al., 2022). Studies 
underscore that these leadership practices significantly influence school culture 
by empowering teachers, facilitating inclusive decision-making, and inspiring 
staff to commit to a unified vision, enabling educational institutions to adapt to 
changes and reach their goals more effectively (Kalkan et al., 2020; Raharja et al., 
2022). Furthermore, the transformative influence of such leadership extends to 
the creation of conditions where all members of the school community feel 
engaged and motivated to contribute. This approach not only enhances 
institutional adaptability but also supports continuous improvement in 
educational outcomes. In conclusion, the ability of school principals to 
implement transformational leadership practices forms the cornerstone for 
fostering a productive and positive work culture, providing a critical foundation 
for institutional success and the sustained development of both staff and 
students. 

The positive effects of transformational leadership on school culture are 
substantiated by empirical studies highlighting a robust correlation between 
principals’ leadership behaviors and teachers’ perceptions of organizational 
culture (Kalkan et al., 2020). For example, Kalkan et al. found that 
transformational leadership enhances teachers’ views on school culture and 
positively impacts the school’s organizational image, creating a ripple effect 
across educational outcomes (Kalkan et al., 2020). Kızıloğlu (2021) further 
emphasizes that schools led by transformational principals foster environments 
where teachers are motivated to excel, directly improving student learning 
results. Additionally, Özgenel et al. (2022) demonstrate that a favorable 
perception of organizational justice, closely tied to transformational leadership, 
increases teachers' job satisfaction and supports a harmonious workplace 
atmosphere (Özgenel et al., 2022). These findings collectively show that 
transformational leadership is not just a catalyst for positive attitudes but also 
drives sustainable improvements in school culture. Thus, schools that effectively 
embrace such leadership create conditions in which both teachers and students 
thrive, illustrating the transformative impact of strong principal leadership on 
the institutional climate and educational achievement. 

Despite the substantial advantages attributed to transformational leadership, 
school principals often encounter persistent challenges in promoting active 
participation, fostering innovation, and nurturing a strong sense of belonging 
among all school community members (Hollingworth et al., 2017). Hollingworth 
et al. argue that the success of new initiatives and the sustainability of a positive 
school culture heavily depend on strategic leadership approaches tailored to each 
context (Hollingworth et al., 2017). Additionally, external factors such as teacher 
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shortages and economic constraints, as highlighted by Castro (2022), can 
undermine principals’ capacity to maintain a supportive and inclusive culture 
(Castro, 2022). These challenges require not only effective leadership skills but 
also adaptability and a deep understanding of the organizational dynamics 
within schools. As a result, principals must continually refine their leadership 
strategies to ensure that their efforts in building a cohesive and innovative school 
environment remain resilient against these contextual barriers. In summary, 
although transformational leadership is essential for effective work culture 
development, its practical implementation is often confronted with complex 
challenges that demand strategic, context-sensitive solutions and ongoing 
professional development. 

Addressing these multifaceted challenges demands a nuanced 
understanding of the interactions between leadership styles, organizational 
culture, and teacher performance within schools (Ağalday, 2022). Research 
demonstrates that principals who adopt inclusive leadership practices can 
mitigate organizational hypocrisy and foster a climate of trust throughout the 
educational community (Ağalday, 2022). Mihci & Uzun (2020) further illustrate 
that ethical leadership from school principals not only motivates teachers but also 
cultivates a culture of accountability, reinforcing shared educational goals and 
organizational commitment (MIHCI & Uzun, 2020). In this context, Ağalday’s 
findings suggest that when teachers perceive their leaders as ethical and 
inclusive, their sense of value and motivation increases, which positively 
influences their performance. These leadership behaviors promote teacher 
collaboration and elevate the overall work environment, resulting in a more 
cohesive and high-performing school culture. Ultimately, the cultivation of trust 
and accountability through ethical and inclusive transformational leadership is 
fundamental to overcoming organizational challenges and achieving sustained 
educational improvement. 

Effective transformational leaders inspire their staff to reach academic goals 
while establishing strong communication channels and fostering teamwork 
among educators (Hasibuan, 2022). Hasibuan’s research identifies a significant 
relationship between principals’ leadership styles, the prevailing organizational 
culture, and teacher performance, indicating that the synergy between these 
factors underpins a productive educational environment (Hasibuan, 2022). In 
parallel, Kanya et al. (2021) assert that when institutional objectives are aligned 
with the goals and motivations of educators, a virtuous cycle emerges in which 
teacher satisfaction, engagement, and performance all rise, resulting in improved 
student outcomes (Kanya et al., 2021). This synergy is critical for sustaining long-
term success in schools, as it not only drives individual growth but also 
strengthens collective commitment to educational excellence. The evidence 
suggests that when principals promote open communication and shared 
purpose, they effectively build the foundation for a thriving work culture. 
Therefore, fostering alignment between leadership vision and educator values is 
key to achieving optimal organizational and academic results. 

The integration of transformational leadership with strategic organizational 
practices generates a fertile ground for both teacher and student advancement 
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(Sumarsih & Sahara, 2024). Sumarsih and Sahara demonstrate that robust 
principal leadership directly translates into higher educational quality and a 
more vibrant academic atmosphere, while Hasibuan (2022) highlights the pivotal 
role of a positive organizational culture—nurtured through effective 
leadership—in enhancing teacher performance and overall institutional success 
(Sumarsih & Sahara, 2024; Hasibuan, 2022). The importance of organizational 
climate and justice as mediators is also underscored by Mihci & Uzun (2020) and 
Özgenel & Aksu (2020), who reveal that administrators’ ethical conduct and 
fairness substantially strengthen the school climate and increase teachers’ sense 
of commitment (Mihci & Uzun, 2020; Özgenel & Aksu, 2020). When teachers 
perceive justice and trust within their work environment, their job satisfaction 
and organizational loyalty are elevated, setting the stage for a culture of 
excellence. Consequently, leadership that prioritizes both strategic goals and 
ethical practices becomes indispensable for fostering continuous improvement in 
educational settings. 

In conclusion, transformational leadership stands out as a pivotal force in 
shaping effective work cultures and achieving high educational outcomes in 
public high schools. As research by Murniati & Siregar (2022) reveals, equipping 
principals with advanced managerial and leadership skills directly impacts 
school performance by enabling a more strategic approach to fostering 
workplace culture (Murniati & Siregar, 2022). Raharja et al. (2022) further 
demonstrate that authentic leadership qualities—such as empathy, trust, and 
innovation—are key catalysts in building inclusive and motivational 
environments that support both teacher and student growth (Raharja et al., 2022). 
The evolving educational landscape, as highlighted by Prasetyo & Fadhillah 
(2022), demands adaptive and resilient school leadership, capable of articulating 
clear visions and rallying stakeholders toward shared goals (Prasetyo & 
Fadhillah, 2022). Ultimately, the consistent application of transformational 
leadership principles remains essential for navigating contemporary educational 
complexities, elevating teacher and student performance, and fostering 
organizational resilience in the face of ongoing challenges. 
 
METODE 
Research design 

The inquiry adopted a qualitative phenomenological design to capture the 
lived experience of school actors as they enact transformational leadership and 
co-construct an effective work culture. Phenomenology was chosen because it 
allows the researcher to interpret participants’ meanings in context and to move 
beyond surface descriptions toward the essences of leadership practice. 
Context and period of study 

Fieldwork was conducted in two state senior-high schools—SMAN 1 
Langgam and SMAN Bernas—located in Pelalawan Regency, Riau Province, 
Indonesia. Both sites were purposefully selected for their contrasting but 
exemplary leadership profiles and institutional cultures. Data collection spanned 
April–June 2025, covering preparation, in-situ data generation, and iterative 
analysis. 
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Participants and sampling strategy 
Informants comprised principals, vice-principals, teachers, and 

administrative staff who were purposively recruited because of their direct 
involvement in strategic and operational school processes. Variation in role and 
tenure was sought to maximise information richness; recruitment ended when 
thematic saturation was achieved. 
Data sources 
Two complementary data streams were utilised: 
1. Primary data : 

Semi-structured interviews, non-participant observation, and institutional 
documents produced in each school; 

2. Secondary data : 
Policy texts, research articles, and archival school records to triangulate and 
extend primary findings. 

Data-collection procedures 
Three techniques—observation, interview, and documentation—were 
implemented following qualitative protocol (Sugiyono, 2016). Each technique 
was supported by bespoke instruments (Table 1). 

Technique Key focus 
Typical artefacts / 
guiding items 

Principal 
informants 

Observation 

Enactment of vision, 
motivational practices, 
innovation support, 
professional coaching 

Field-notes based on an 
observation checklist 
(e.g., leader’s talk, 
teacher interactions, 
mentoring moments) 

All on-site 
actors 

Semi-structured 
interview 

Experience of vision 
internalisation, 
inspiration, 
intellectual 
stimulation, 
individualised 
consideration 

Interview guide with 
probes for each 
transformational 
dimension 

Principals, 
vice-
principals, 
teachers, staff 

Documentation 
review 

Formal evidence of 
leadership actions and 
cultural artefacts 

Vision–mission 
statements, annual 
plans, mentoring logs, 
award decrees 

School 
archives 

Data were audio-recorded, transcribed verbatim, and supplemented with 185 
pages of field-notes. 
Data analysis 

Analytic work followed the interactive model of Miles, Huberman, and 
Saldaña (2020), cycling through data reduction, data display, and conclusion-
drawing/verification until stable patterns emerged. NVivo 14 aided coding and 
memoing; cross-case matrices compared themes between the two schools. 
Trustworthiness 

Rigour was assured through credibility, transferability, dependability, and 
confirmability criteria. Strategies included multi-technique and multi-source 
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triangulation, thick contextual description, audit trails of coding decisions, and 
preservation of raw records for external audit. 

 
RESULT 
Internalisation of Vision and Mission 

Observation in SMAN Bernas showed the vision–mission statement posted 
in lobbies, teachers’ rooms, and the assembly yard, and repeatedly invoked 
during morning gatherings and mentoring sessions, so that daily actions 
explicitly aligned with institutional values. Interviewed teachers confirmed 
being encouraged to connect every lesson plan and co-curricular activity with 
those values, while the vice-principal reported that programme proposals must 
cite vision clauses before approval. In contrast, SMAN 1 Langgam displayed 
banners and placed the statement in student handbooks, but observation 
revealed little integration into supervision, classroom practice, or unit work-
plans; teachers characterised the process as largely administrative rather than 
lived. 
Inspirational Motivation 

Both principals delivered motivational addresses, yet depth differed. At 
Bernas, teachers described the principal as an inspirational figure whose 
speeches and personal example cultivated discipline and achievement 
orientation. Weekly “story-sharing” sessions celebrated incremental successes, 
reinforcing collective efficacy. At Langgam, motivation occurred almost 
exclusively during official meetings; the absence of follow-through such as 
reflective forums or coaching limited behaviour change, and several teachers 
admitted the messages “felt like reminders, not inspiration”. 
Intellectual Stimulation and Innovation 

Interviews in Bernas highlighted tangible support for new ideas through 
discussion forums, small research grants, and public recognition of innovative 
lessons (field-note, O/SMANBernas/Inovasi/25). Nevertheless, a culture survey 
recorded that only 41 % of staff agreed the school genuinely supported new 
ideas, signalling structural hurdles despite leadership intent (Table 1). In 
Langgam, innovation was hampered by limited time and the lack of systematic 
feedback loops: observation notes showed class-supervision reports filed 
without follow-up workshops, and a teacher interview revealed that post-
observation coaching “never progressed beyond paperwork”. This illustrates 
that intellectual stimulation requires not only verbal openness but also 
operational mechanisms. 
Individualised Consideration and Professional Growth 

Documentation from Bernas contained mentoring letters, training logs, and 
reflective supervision summaries, demonstrating structured attention to 
personal development. Informants valued informal counselling hours with the 
principal, yet systematic needs analyses and longitudinal tracking were still 
embryonic. In Langgam, development opportunities relied on individual 
initiative; external workshops were neither centrally recorded nor evaluated, and 
new-teacher mentoring depended on volunteer seniors without official 
recognition, producing uneven support. Supervision sheets existed, but no 
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personal improvement plans followed, confirming a predominantly 
administrative orientation. 
Comparative Survey Outcomes 

Survey data illuminate these qualitative contrasts. Table 1 shows teacher 
perceptions in Bernas; high agreement on shared values (81 %) and open 
communication (73 %) contrasts with low ratings for innovation (41 %) and 
perceived appreciation (50 %), defining clear targets for leadership refinement. 

Table 1 Teacher perception survey, SMAN Bernas (n = 22) 

Indicator Strongly Agree Agree Disagree 
Strongly 
Disagree 

Clear shared values 45 % 36 % 14 % 5 % 

Open, honest communication 32 % 41 % 18 % 9 % 

Effective teamwork 41 % 32 % 23 % 5 % 

Culture encourages innovation 14 % 27 % 32 % 28 % 

Staff feel valued 18 % 32 % 27 % 23 % 

Student feedback in Langgam mirrored the innovation tension: although 
over 70 % reported punctuality and respectful interaction, only 18 % joined 
positive activities and 54 % questioned leaders’ exemplariness, underscoring 
deficits in participatory culture. 

 
DISCUSSION 

Transformational leadership exhibited by school principals is widely 
acknowledged as a central determinant in fostering effective work cultures in 
state senior high schools, particularly within the context of Pelalawan Regency. 
The leadership approach at SMAN Bernas, for instance, is marked by the active 
internalization of the institution’s vision and mission into daily routines, which 
shapes a disciplined and cohesive school environment (Kalkan et al., 2020; 
Zahed-Babelan et al., 2019). At the core of this success lies a principal who 
consistently empowers teachers through structured mentoring, recognition, and 
participatory decision-making, thus enhancing collaboration and professional 
growth. These practices are echoed in the findings of Febriantina et al. (2020) and 
Sulastri (2023), who assert that the tangible application of transformational 
leadership—beyond mere rhetoric—cultivates a climate of trust and mutual 
respect. In contrast, SMAN 1 Langgam’s reliance on a more administrative 
leadership style demonstrates the limitations of superficial value integration, 
which restricts teacher engagement and stifles innovative practices (Duan et al., 
2018; Ismail et al., 2022). This clear dichotomy highlights that effective 
transformational leadership must be action-oriented, fostering an environment 
where shared values, open communication, and motivation are consistently 
realized through strategic initiatives and daily school practices. 

At SMAN Bernas, the success of transformational leadership is further 
substantiated by structured mentoring and recognition systems, which empower 
teachers and support their ongoing professional development (Kalkan et al., 
2020; Zahed-Babelan et al., 2019). These initiatives are designed not only to foster 
collaboration but also to encourage teacher participation in key decision-making 
processes, resulting in a greater sense of ownership and commitment to the 
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school's mission. Research indicates that when principals actively embody 
transformational leadership, they establish an environment where educators feel 
genuinely valued, which leads to heightened job satisfaction and stronger 
allegiance to institutional objectives (Febriantina et al., 2020; Sulastri, 2023). This 
process is not merely an abstract ideal; rather, it is manifested through regular 
opportunities for teachers to engage in professional learning communities and 
innovation-driven projects. In contrast, the approach at SMAN 1 Langgam, 
characterized by administrative and top-down decision-making, inhibits similar 
levels of engagement and motivation among staff (Duan et al., 2018; Ismail et al., 
2022). Thus, these findings collectively reinforce the necessity for principals to 
implement transformational leadership consistently and systematically, ensuring 
that the supportive structures they create are both sustainable and genuinely 
contribute to professional growth and organizational excellence. 

The empirical contrast between SMAN Bernas and SMAN 1 Langgam 
provides compelling evidence regarding the critical role of resource support and 
consistent leadership in sustaining meaningful school culture transformation 
(Zahed-Babelan et al., 2019; Mulyani et al., 2022). At SMAN Bernas, effective 
resource allocation has facilitated ongoing mentoring processes and professional 
growth, leading to high levels of teacher empowerment and morale. These 
strategic efforts directly impact the school’s innovative capacity, as evidenced by 
the increased willingness of teachers to experiment with new pedagogical 
methods and collaborate on problem-solving initiatives. Conversely, SMAN 1 
Langgam’s lack of strategic resource deployment and sporadic leadership 
intervention has resulted in organizational stagnation and a diminished climate 
for innovation (Mulyani et al., 2022; Carpenter, 2018). The contrast further 
supports the assertion that consistency in transformational leadership, coupled 
with well-managed resources and distributed responsibilities, is vital for 
fostering a dynamic and positive organizational climate. Survey and interview 
data reinforce that schools which prioritize resource readiness and collaborative 
efforts are more successful in achieving continuous improvement and 
professional satisfaction among educators. Ultimately, these findings stress that 
resource-supported transformational leadership is a cornerstone in building 
resilient and adaptive educational institutions, capable of responding to evolving 
challenges. 

Literature strongly supports the positive relationship between 
transformational leadership and the development of effective school culture, 
particularly in settings where shared values and high expectations are embedded 
within organizational practices (Tichnor‐Wagner et al., 2016; Ali et al., 2016). 
Schools that are led by principals who exemplify transformational leadership 
typically report greater organizational commitment among teachers and 
increased levels of pedagogical innovation (Rizal & Nurjaya, 2020). The case of 
SMAN Bernas illustrates how a principal’s focus on collaborative vision-setting 
and continuous motivation drives the establishment of a robust professional 
learning environment, thereby enhancing both individual and collective 
performance. This engagement, in turn, strengthens mutual trust and fosters a 
sense of unity among staff, essential ingredients for school effectiveness (Virgana 
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& Suradika, 2022). By contrast, the limited participatory leadership observed at 
SMAN 1 Langgam has resulted in weaker implementation of shared core values 
and missed opportunities for teacher-led initiatives (Demir, 2015). The data 
underscores the importance of principals not only articulating organizational 
vision, but also translating it into daily practices through concrete actions. In 
sum, effective transformational leadership is inextricably linked to the cultivation 
of a school culture that embraces trust, collaboration, and purposeful innovation. 

The cultivation of inclusivity and shared decision-making under 
transformational leadership has proven to be a significant driver of teacher 
motivation and commitment, which subsequently contributes to improved 
student outcomes (Nehez & Blossing, 2020; Sumiran et al., 2022). At SMAN 
Bernas, the principal’s deliberate effort to involve teachers in governance and 
innovation not only builds professional capacity but also nurtures a culture of 
openness and mutual support. This collaborative environment allows educators 
to actively participate in school improvement strategies, fostering their sense of 
belonging and agency. In contrast, the lack of such participatory structures at 
SMAN 1 Langgam has limited staff engagement and hindered their willingness 
to innovate or take on additional responsibilities (Zahorodnia et al., 2021). 
Evidence from interviews further highlights how the empowerment of teachers 
through shared leadership translates into more dynamic classroom practices and 
a heightened responsiveness to student needs. These findings affirm that 
transformational leaders who prioritize inclusivity, collaboration, and 
recognition of individual contributions are more likely to create educational 
environments where both teachers and students flourish. Thus, the centrality of 
inclusive leadership in shaping effective work culture is undeniable, as it 
underpins the sustained motivation and professional development of teachers. 

A deeper examination reveals that transformational leadership must be more 
than inspirational rhetoric; it requires tangible and consistent support 
mechanisms for teachers, including mentorship, professional development, and 
meaningful involvement in school governance (Almeda & Chua, 2023; 
Baharuddin et al., 2023). At SMAN Bernas, the principal’s active commitment to 
providing such opportunities is reflected in teachers’ heightened job satisfaction 
and professional engagement, leading to improved instructional quality and 
stronger alignment with school objectives (Pitriani, 2024; Baharuddin et al., 2023). 
These mechanisms are not simply additive, but transformative—fostering a 
culture where professional learning and innovation become routine. In stark 
contrast, the administrative focus at SMAN 1 Langgam limits such development, 
resulting in a work environment where teachers feel isolated from decision-
making processes and less invested in school improvement (He et al., 2024). Data 
from surveys and focus group discussions highlight that teachers respond 
positively to leadership that invites their voices and contributions, reinforcing 
the need for principals to embed support systems within daily school life. 
Consequently, this evidence demonstrates that the practical enactment of 
transformational leadership—grounded in mentorship and collaborative 
structures—plays a pivotal role in advancing both educator well-being and 
organizational excellence. 
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The comparative findings from SMAN Bernas and SMAN 1 Langgam 
reinforce the argument that leadership consistency and the strategic deployment 
of resources are foundational to sustaining organizational growth and 
improvement (Wongpreedee & Sudhipongpracha, 2024; He et al., 2024). At 
SMAN Bernas, the principal’s unwavering emphasis on distributed 
responsibility ensures that teachers are actively involved in shaping educational 
policy and practice, thereby elevating their sense of agency and professional 
commitment. Such a leadership approach also aligns with research by Luyten & 
Bazo (2019) and Yayu (2024), which demonstrates that transformational leaders 
who prioritize collaboration and targeted resource support catalyze ongoing 
teacher development and institutional effectiveness. Conversely, the absence of 
these strategies at SMAN 1 Langgam has led to lower staff morale and restricted 
avenues for professional growth, inhibiting the school’s capacity for innovation. 
Survey results indicate that teachers at SMAN Bernas perceive a high degree of 
administrative openness and are more willing to contribute ideas, further 
validating the importance of distributed leadership practices. In summary, this 
comparative evidence underscores the need for principals to maintain consistent 
transformational leadership and resource readiness, as these factors are pivotal 
in driving the collective efficacy and adaptability of school communities. 

A notable implication emerging from this study is that transformational 
leadership’s effectiveness is closely tied to the presence of a collaborative and 
innovative school climate, which thrives when principals facilitate continuous 
professional learning and recognize teacher achievements (Perez, 2021; Lin et al., 
2022). At SMAN Bernas, leadership practices that encourage ongoing dialogue 
and teamwork have resulted in heightened teacher engagement and a readiness 
to adapt instructional strategies to meet evolving educational demands. These 
findings are corroborated by Fernandes et al. (2022) and Kaya (2024), who argue 
that professional development initiatives anchored in transformational 
leadership not only advance teacher competencies but also strengthen collective 
resolve to pursue school-wide improvement. In contrast, the less participative 
atmosphere at SMAN 1 Langgam has hindered the development of a dynamic 
work culture, as opportunities for meaningful collaboration and shared learning 
remain scarce. The contrast between these schools illustrates that successful 
transformational leadership depends not only on visionary statements but also 
on the deliberate establishment of structures that promote continuous growth. 
As such, cultivating an environment where professional learning and mutual 
recognition are embedded in daily practice is fundamental for achieving 
educational excellence and resilience in the face of ongoing change. 

The broader literature affirms that transformational leadership plays a 
pivotal role in aligning school stakeholders toward common goals, thereby 
enhancing institutional performance and sustainability (Fernandes et al., 2022; 
KAYA, 2024). At SMAN Bernas, such alignment is evident in the clear 
articulation and enactment of shared vision and mission, which permeates school 
policies, teaching practices, and community engagement efforts. This 
comprehensive approach fosters an organizational culture where every member 
feels responsible for achieving collective objectives, thus maximizing the impact 
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of educational innovations. Conversely, at SMAN 1 Langgam, the lack of genuine 
vision internalization among staff has contributed to fragmented practices and 
diminished overall school effectiveness. Literature further suggests that when 
principals model transformational leadership, they create a ripple effect that 
inspires teachers and students alike, amplifying motivation and commitment 
across all levels of the organization (Duraku & Hoxha, 2021; Abdullah et al., 
2018). Data from teacher and stakeholder interviews confirm that the success of 
school-wide initiatives is largely contingent on the principal’s ability to maintain 
focus on shared goals and continuously nurture collaboration. Ultimately, this 
underscores the necessity for transformational leadership to be consistently and 
authentically practiced if schools are to remain agile, innovative, and effective. 

The influence of transformational leadership on teacher motivation and 
organizational commitment has a direct correlation with improved student 
outcomes, as supported by extensive empirical evidence (Özdoğru, 2022; Han et 
al., 2021). SMAN Bernas exemplifies this relationship, where leadership that 
emphasizes open communication, trust-building, and teacher empowerment 
fosters a positive environment conducive to student learning and achievement. 
The principal’s role in modeling these behaviors encourages teachers to adopt 
innovative instructional methods and sustain high engagement levels. In 
contrast, SMAN 1 Langgam’s leadership approach lacks the participatory and 
motivational dimensions necessary to inspire similar dedication among 
educators, thereby limiting its impact on student success. Nasution (2018) and 
Yulita et al. (2023) further reinforce the critical nature of leadership in shaping 
school climates that prioritize teacher well-being, collaboration, and continuous 
improvement. Consequently, schools led by transformational principals tend to 
develop robust professional communities that collectively contribute to both 
teacher and student growth. This evidence highlights the imperative for 
educational leaders to adopt transformational leadership frameworks that 
intentionally foster supportive work cultures, thereby maximizing educational 
outcomes and advancing overall school effectiveness. 

Transformational leadership also serves as a foundation for preparing 
teachers to assume future leadership roles, thus promoting sustainability within 
educational institutions (Yang & Thien, 2024; Tian & Virtanen, 2020). At SMAN 
Bernas, the principal’s encouragement of autonomy and active teacher 
involvement in school governance nurtures leadership skills among staff, 
fostering a pipeline of motivated educators ready to contribute beyond their 
classroom responsibilities. This development aligns with the notion that 
transformational leaders cultivate environments conducive to professional 
growth and empowerment, which positively influence teacher readiness for 
expanded roles. By contrast, the limited participatory opportunities at SMAN 1 
Langgam hinder such leadership development, constraining the school’s long-
term capacity for innovation and adaptation (Aliu et al., 2024; Lase et al., 2024). 
This study’s findings are consistent with broader research advocating for 
leadership models that emphasize mentorship, collaborative decision-making, 
and shared vision as means to sustain educational improvement. Therefore, 
transformational leadership not only impacts immediate organizational culture 
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and performance but also strategically prepares the school community for future 
challenges and leadership succession. 

In conclusion, the comparative analysis of SMAN Bernas and SMAN 1 
Langgam provides robust evidence that transformational leadership is a critical 
driver in developing effective work cultures within state senior high schools. 
Principals who actively internalize and operationalize transformational 
leadership practices create environments characterized by shared values, 
collaboration, motivation, and innovation, all of which contribute to enhanced 
teacher commitment and school effectiveness (Mutohar & Trisnantari, 2020; Fu 
et al., 2022). The data illustrate that transformational leadership’s impact extends 
beyond motivational rhetoric to concrete actions such as mentorship, resource 
allocation, and distributed leadership, which collectively foster organizational 
resilience and adaptability. Schools that fail to implement these practices 
consistently risk stagnation, lower morale, and diminished educational 
outcomes, as seen at SMAN 1 Langgam. Therefore, educational policymakers 
and leaders should prioritize transformational leadership development 
programs that equip principals with the skills to cultivate inclusive, 
collaborative, and forward-looking school cultures. By doing so, schools can 
better navigate the complexities of contemporary education and achieve 
sustained improvements in teacher and student performance. This 
comprehensive approach to leadership is vital for fostering educational 
environments that are both effective and responsive to the evolving demands of 
the 21st century. 
 
CONCLUSION 

This study demonstrates that transformational leadership practiced by 
school principals plays a pivotal role in developing and sustaining an effective 
work culture in public high schools in Pelalawan Regency. The research found 
that at SMAN Bernas, transformational leadership was evident in the 
internalization of the school’s vision and mission, the consistent provision of 
inspirational motivation, systematic support for innovation, and structured 
professional mentoring. Data from teacher surveys indicated 81% agreement on 
shared values and 73% on open communication, while qualitative interviews and 
documentation revealed regular mentoring sessions, collaborative forums, and 
public recognition of achievements. These efforts resulted in higher teacher 
engagement, loyalty, and a strong culture of achievement and adaptability. In 
contrast, SMAN 1 Langgam, despite possessing accredited status and 
foundational efforts, showed that its leadership activities remained largely 
administrative and symbolic. Integration of values, professional development, 
and innovation was not fully operationalized, resulting in limited teacher 
participation and inconsistent organizational culture. The findings affirm that the 
effectiveness of transformational leadership is determined not only by visionary 
statements but by the systematic translation of values into everyday school 
practices, continuous support for professional growth, and the creation of an 
inclusive environment that recognizes individual contributions and fosters 
innovation. 
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