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Abstract

This study examines the transformation of two public elementary schools in Taiwan into
publicly-managed public experimental schools and investigates how voluntary and mandated
transformation models influence principal leadership and school development. Drawing on the
intrinsic motivation model and motivation theory as its analytical framework, the study explores
the relationship between transformation approaches, organizational dynamics, and leadership
practices. A qualitative research design was employed, focusing on two cases: School A, which
underwent a mandated transformation, and School B, which voluntarily pursued transformation.
These schools exhibited distinct organizational dynamics and developmental outcomes
throughout the implementation of experimental education. Data were collected through semi-
structured interviews with 12 participants, including principals, administrators, teachers, and
experimental education experts (six participants from each school). NVivo 14 was employed for
thematic coding and qualitative content analysis. The findings indicate that School A faced
significant challenges due to the limited autonomy associated with its mandated transformation,
including high teacher turnover and reduced organizational stability. Consequently, the principal
was required to devote substantial effort to communication, coordination, and organizational
adaptation. In contrast, School B demonstrated stronger organizational commitment, higher
teacher retention, and greater alignment with the school’s educational vision. Supported by local
education authorities and private foundations, the principal was able to implement enabling
school structures and adopt distributed leadership strategies, thereby fostering a positive
teaching and learning environment. The study further reveals that institutional resources and
policy frameworks embedded within different transformation models play a critical role in
shaping organizational vitality and capacity for future development. School transformation is
influenced not only by internal decision-making but also by the allocation of institutional
resources and the availability of external support. These findings underscore the significant
influence of structural conditions on school participation, organizational motivation, and long-
term development. Based on these findings, the study offers recommendations for policymakers
and practitioners seeking to advance the implementation and sustainability of experimental
education.
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