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Abstract 

Research shows that besides other factors success and failure of an organization mainly 

depends on the effectiveness of its leadership. Effective leadership is one of the potential 

sources of management development, sustained competitive advantage and organizational 

performance. The importance of leadership is testimony to the fact that organizational 

leadership has long been the focus of research in western countries including the United 

Kingdom (UK), Germany, France, New Zealand and America but indigenous studies regarding 

leadership effectiveness in various developing countries including Pakistan is not very 

extensive. This is the reason that research regarding organizational leadership has not received 

enough attention in Pakistan.  

The current rapid deteriorations in public sector organizations in KP shows that one of the 

dominant factors is lack of effective leadership in public sector organizations. There are certain 

cultural, social and political factors that influence the effectiveness of leadership but so far, no 

comprehensive study has been carried out on the above mentioned situation that could explore 

barriers inhibiting the effectiveness of leadership in the context of Khyber Pakhtunkhwa, 

Pakistan. 

Therefore, this research study was conducted to explore barriers inhibiting the effectiveness of 

leadership in public sector organizations in KP. In order to address central research questions 

of the study, qualitative mode of enquiry was adopted by using interpretivist paradigm. A 

purposive sampling approach was used to select those public sector organizations that are 

playing fundamental role in socio economic development of KP such as agriculture, education 

and health. For data collection, a sample of thirty (n=30) employees was drawn from selected 
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public sector organizations. Semi-structured interview and observation were used as data 

collection tools. Thematic analysis was used for data analysis.   

The findings of the study reveal that there is leadership crisis in public sector organizations. 

Organizational leaders are deficient with leadership qualities such as relevant knowledge and 

experience, poor communication skills, inappropriate leadership style, lack of honesty and 

integrity and lack of leadership focus. Leadership crisis is due to various barriers that have 

impeded the effectiveness of organizational leadership such as lack of proper training and 

development, undue political interference, lack of adequate finances, traditional bureaucratic 

culture, cultural and social obligations, policy issues, corruption and lack of accountability. In 

order to overcome these barriers, this study gives a number of recommendations ranging from 

availability of adequate financial resources to the provision of proper training and development 

to organizational executives, attitudinal changes of bureaucrats and developing culture of 

accountability. This research contributes to a growing body of knowledge by providing in-

depth knowledge and information about the barriers creating hurdles for organizational leaders 

in KP, Pakistan. The findings of the study are helpful for policy makers in enhancing their 

understanding to specifically focus on those factors that can improve the effectiveness of 

organizational leadership. This will foster leadership capacity of organizational executives that 

will further create a more conducive environment for the effectiveness of public sector 

organizations. 
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Chapter 1: Introduction 

1.1 Background of the study 

Public sector organizations1 play a key role in the overall national development of a country. 

According to Bienen and Waterbury (1989), the performance of public sector organizations 

has a significant impact on revenue generation, jobs creation, infrastructure development, 

strengthening of national economy and ensuring national security through direct intervention 

in the areas of strategic importance. This shows that there is significant economic contribution 

and strategic importance of public sector organizations (Bokhari, 1998). Besides this, public 

sector provides fundamental services in all spheres of public life. According to Muhammad 

(2007), state owned enterprises cater the needs of the citizens on the basis of sound policies 

and plans. In modern democratic era, the concept of welfare state has further broadened the 

scope of public sector responsibilities (Sheikh, 1982).  Public sector has expanded enormously 

in providing services; for example, people gain education from government schools, colleges 

and universities; they receive medical treatment from government hospitals, and are dependent 

heavily on public sector services and facilities (Hirsch, 1970). The fundamental importance of 

the public sector thus necessitates that these organizations need to be effective and efficient 

(Muhammad, 2007). However, it has been noticed that there is lack of effectiveness in these 

organizations in developing countries. For example, Osborne (2002) argues that public sector 

organizations perform poorly in many developing countries because of poverty, economic 

 

1  Expressions such as public sector organizations, public sector and government department are used 

interchangeably in this study. Generally, Public sector organizations are those that are solely owned by 

the government of the country (Gortner et al., 2007). 
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crisis, corruption and political instability. Dinavo (1995) elaborates that policymakers 

throughout the world, especially in developing nations, recognize that public sector 

organizations are losing money because of its poor performance.    

Pakistan, being a developing country, also faces deterioration in public sector organizational 

performance (Abbasi, 2011; Safdar, 2012). It is argued that performance of public sector 

organizations in Pakistan is ineffective due to corruption, political interference, lack of proper 

resources, poor policy implementation, lack of commitment, large and unskilled work force 

and incompetent organizational leaders (Abbasi, 2011; Syed, Anka, Abidi  and Shaikh, 2012). 

In another study, Khan (2002) added that public sector organizations are not effective due to 

traditional bureaucracy and centralized hierarchies. Public sector organizations have a basic 

role to play in the overall national development (Bienen and Waterbury, 1989; Muhammad, 

2007). However, lack of resources, delayed projects, low earnings and remuneration, 

inappropriate promotion criteria and lack of organizational leadership have affected the 

performance of public sector organizations (Safdar, 2012). As a result, public sector 

organizations are unable to play their fundamental role effectively (Safdar, 2012).  

Similarly, Public sector organizations are also performing various functions at the provincial 

level in Pakistan, but their performance is not up to the mark. These organizations need 

effective organizational leaders who can motivate employees to contribute positively towards 

accomplishing organizational goals and objectives. Public sector organizations are often 

blamed for poor organizational leadership in all provinces of Pakistan generally and Khyber 

Pakhtunkhwa specifically (Shafqat, 1999). There is lack of ability to implement its policies 

and programmes due to which there is lack of sustainable development at different levels. 

Therefore, Shafqat (1999) suggests that public sector organizations need leaders who can 
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develop a culture that addresses issues such as strategic vision and strategic planning, 

reengineering, organizations by leading change, internalizing quality and managing for 

accountability. 

The role of leadership cannot be underestimated in any organization because leaders deeply 

influence organizational performance (Rowe, 2001). According to Haque, Pathrannarakul and 

Phinaitrup (2012), effective leadership is needed at each level in public sector organizations. 

It is one of the key driving forces for increasing organizational performance. Kim (2007) adds 

that effective leadership is the foundation for organizational performance and growth (Avolio, 

1999). It is one of the potential sources of management development, sustained competitive 

advantage and organizational performance. Organizational scarcity of resources can be bridged 

through competent leaders because effective leaders develop skills and efficiencies of 

employees through support and guidance. Therefore, it is not wrong to say that organizations 

without effective leaders are likened to a ship sailing on a deep sea without a captain (Bennis 

and Nanus, 1985; Hersey and Blenchard, 1988). 

In Pakistan, the issue of leadership effectiveness is gaining increasing importance at federal 

and provincial levels in public sector organizations. In the 1990’s the government of Pakistan 

undertook various reforms by emphasizing on customer service, decentralization, market 

mechanisms, cross functional collaboration and accountability. During these reforms the issue 

of organizational leadership was not considered. But later on, this was recognized as a 

fundamental issue for organizational effectiveness. This is evident from the fact that in 2006 

when the government of Pakistan constituted National Commission on Government Reforms 

(NCGR), leadership and human resource management was reported to be one of the basic 

factors for meeting the social, economic and political challenges that public sector is facing. 
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However, due to the lack of implementation of NCGR’s recommendation, no changes with 

respect to the effectiveness of organizational leadership were incorporated (Safdar, 2012). 

Thus, the issue of organizational leadership remained unresolved in public sector 

organizations. Existing evidence indicates that leadership plays a fundamental role in the 

success and failure of organizations (Drucker, 1964; Khan, 2002). This conviction has led 

government and general public to realize that effective organizational leadership is needed in 

public sector organizations at federal and provincial levels in Pakistan. Haque et al. (2012, p. 

136) rightly share that:  

Leadership in public sector organizations is considered to be the heart of good 

governance. These organizations cannot achieve enhanced management 

capacity as well as organizational performance without having good leadership. 

It is the quality of leadership more than any other factors which determines the 

success or failure of an organization, and it is required at different levels of 

government sector organizations. 

Existing evidence indicates that the essential role of leadership effectiveness in public sector 

organizations at federal and provincial levels is recognized, but very little research has been 

carried out to systematically explore about the effectiveness of leadership. Various studies have 

been carried out in order to develop indigenous leadership model such as research studies 

conducted by Tirmizi (2001) and Ramnarayan and Kumar (2004). However, these studies have 

focused only on traits and behavioral aspects of leadership and have ignored other important 

dimensions such as issues and barriers that inhibit the effectiveness of leadership. Moreover, 

existing studies, for instance Malasa (2007), McCarthy et al. (2011) and Siu and Glover (2001) 

investigated barriers to leadership in the context of public sector of Malaysia, China and Ireland 
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respectively. These studies provide us with an understanding of the barriers to organizational 

leadership in those particular countries. Indigenous studies on this issue in the context of 

Pakistan and especially in KP are virtually non-existent. This shows that none of the studies 

have come up with an in-depth and comprehensive analysis of the leadership that can explain 

the barriers inhibiting the effectiveness of leadership in public sector organizations. Thus, there 

is a significant gap in the existing literature.  

Therefore, this study is designed specifically to explore and analyze barriers impeding the 

effectiveness of leadership in the public sector organizations in KP, Pakistan. The findings of 

the study fill the gaps in the existing literature and contributes to the limited literature in this 

area.   

1.2 Statement of the Problem 

In the 1990’s, the Government of Pakistan in consultation with the International Monetary 

Fund (IMF), World Bank (WB) and Asian Development Bank (ADB) undertook massive 

reforms in public sector (Shah, 2003). During these reforms, fundamental importance was 

given to customer service, decentralization, market mechanisms, cross functional collaboration 

and accountability. The ultimate goal of these reforms was to enhance the efficiency and 

effectiveness of public sector organizations. In these reforms, the fundamental role of 

leadership effectiveness has been recognized for the first time but the essential steps necessary 

to ensure the effectiveness of leadership were not identified in a meaningful way (Khan, Khan 

and Wariach, 2014). Hence, the issues of organizational leadership remained unresolved at 

federal and provincial levels. In 2006, the Government of Pakistan constituted National 

Commission on Government Reforms (NCGR) for the purpose of searching out necessary 
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reforms in government machinery that can meet social, economic and political objectives. The 

NCGR report recommended various reforms in administrative restructuring, human resource 

management and organizational leadership, simplification of existing rules and procedures and 

improvements in service delivery. The commission submitted a report to the Prime Minister of 

Pakistan in 2008 but it was not approved and implemented (Safdar, 2012). Thus, issues 

regarding the effectiveness of public sector leadership remained unresolved. This led public 

sector organizations to various challenges; For example, Safdar (2012) identified that there is 

a lack of transparency, political influences, lack of resources, delayed projects, low earnings, 

inappropriate employment opportunities and promotion criteria in public sector. This dismal 

situation has resulted in the ineffectiveness of public sector organizations. This is somewhat 

similar to what Hussain (2011) elaborated in his study regarding the country’s public 

institutions’ ineffectiveness. There is mismanagement, corruption, incompetence and 

nepotism. The author further lists that Pakistan Steel Mills, Sui Northern Gas Company 

(SNGC), Sui Southern Gas Company (SSGC), Trading Corporation of Pakistan (TCP), 

Pakistan International Airline (PIA), Water and Power Development Authority (WAPDA), 

Pakistan Railways, Pakistan Electric Power Company (PEPCO) and Port Qasim have been 

affected by corruption and mismanagement. These organizations are victims of blatant neglect 

on the part of policy makers and organizational executives. 

The role of public sector organizations in service delivery and human development at the 

provincial level is also crucial. The basic services of the community, their socio-economic 

development and infrastructure of the province lie in the domain of the public sector. But 

unfortunately public sector at the provincial level in Pakistan also faces deterioration in 

organizational performance. There is low standard of education, low literacy rate, poor 
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infrastructure, poor health and medical facilities, unemployment, poor law and order situation 

and terrorism. Khyber Pakhtunkhwa, situated in the North West of Pakistan is one of the poor 

provinces of the country. Public sector’s effectiveness is the main hope in this province. It can 

work as a catalyst for human development and economic growth because effective public 

sector organizations contribute to economic development, preserve natural resources and 

ensure sustainable human development (Muhammad, 2007). However, lack of competent 

organizational executives in public sector is perhaps the most dominant factor impeding the 

attainment of sustainable development in this province. Organizational leadership such as 

Secretary, Managing Director (MD) and General Manager (GM) in public sector organizations 

in Khyber Pakhtunkhwa deserves special attention.  

Keeping in view the above mentioned situation, this study aims specifically to explore barriers 

inhibiting the effectiveness of leadership in public sector organizations in Khyber 

Pakhtunkhwa. Moreover, the study is an attempt to provide in-depth knowledge and 

information that how these barriers impede leadership effectiveness and what are its 

consequences for public sector organizations. This study fills the gap in the existing literature 

and contributes to the limited literature in this area. The findings of the study are helpful in 

enhancing the understanding of policy makers regarding barriers impeding the effectiveness 

of leadership particularly in the specific context of public sector organizations in Khyber 

Pakhtunkhwa.  

1.3 Rationale of the study 

In the current competitive and globalized world, organizational leadership has got increasing 

importance (Schofield, 2008). Leadership enables organizations to effectively deal with new 

changes and challenges. Pakistan, being an underdeveloped country has been facing lack of 
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effective leadership in its public sector organizations (Abbasi, 2011). The current rapid 

deteriorations in public sector organizations in Pakistan are a testimony to the fact that lack of 

effective organizational leadership is one of the dominant factors impeding the performance of 

public sector organizations (Abbasi, 2011; Safdar, 2012). Evidence shows that leadership is 

the main factor that determines the success and failure of any organization (Drucker, 1964; 

Khan, 2002) and organizational performance is not possible without effective organizational 

leadership (Mahmood, 2006). However, so far, no comprehensive study has been carried out 

on the above mentioned situation that could explore barriers inhibiting organizational 

performance of the public sector in Khyber Pakhtunkhwa province with regard to leaders’ role. 

Several studies such as studies carried out by Abbasi, (2011); Safdar, (2012) and Syed et al. 

(2012) describe this dismal situation that poor performance of public sector organizations in 

Pakistan is mainly due lack of effective organizational leadership. Therefore, to study the issue 

of leadership effectiveness, I began to ask myself the following questions with respect to 

Khyber Pakhtunkhwa province. 

1. What are the barriers impeding the effectiveness of leadership in public sector 

organizations in Khyber Pakhtunkhwa? 

2. What are the dynamics of these barriers (means is how these barriers impede leadership 

effectiveness)? and 

3. What are the consequences of these barriers for public sector organizations in Khyber 

Pakhtunkhwa? 

As stated above, these questions arise in a context in which there is a lack of research on 

leadership effectiveness in public sector organizations. Moreover, not a single study is 

available that can explain the barriers inhibiting leadership effectiveness in the public sector 
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organizations in Khyber Pakhtunkhwa particularly. Keeping in view the above context, the 

current study is a pioneer work on this issue. Hence, it fills a considerable gap in the literature.  

There are many public sector organizations or departments working under the control of 

Khyber Pakhtunkhwa government such as Planning and Development Department, Labour and 

Main Power Department, Communication and Works Department, Local Government and 

Rural Development Department, Health and Education Department and so on. All these public 

sector organizations play a vital and fundamental role in the provincial human, social and 

economic development. However, public sector organizations such as Agriculture, Education 

and Health are leading public service organizations that are considered as the mainstay for 

development at individual, societal and provincial level. Above all, the provincial economy 

and socio-economic conditions of the people are heavily based on the success or failure of 

these organizations. Therefore, public sector organizations such as Agriculture, Education and 

Health are purposively selected for conducting this research study.    

1.4 Significance of the study 

This study attempts to identify the barriers inhibiting the effectiveness of leadership in public 

sector organizations in Khyber Pakhtunkhwa Pakistan along with its dynamics for 

organizational leadership and its consequences for public sector organizations. The available 

literature shows that the concept of leadership effectiveness and its relationship with 

organizational performance in developing countries in general and in Pakistan in particular 

have focused mainly on the behavioral and trait aspects of leadership (Jones, 2005; Keller, 

2006; Lim and Ployhart, 2004). These studies have either neglected or inadequately explored 

other important aspects of leadership (Avery, 2004) such as issues and barriers inhibiting the 

effectiveness of leadership. Thus, there is dearth of literature on the issue related to the 
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effectiveness of organizational leadership with respect to leadership role. This shows a clear 

gap in the existing literature. Hence, this study is carried out to provide broader understanding 

of leadership effectiveness. The findings of the study will fill the gaps in the existing literature 

and will contribute to the limited literature in this area.   

Although this study is an initial effort, it provides in-depth knowledge and guidelines to policy 

makers and organizational leaders about various different aspects of leadership effectiveness.  

Evidence indicates that due to various barriers to the effectiveness of organizational leadership, 

achievement of organizational goals and objectives has become an uphill task (Khan, 2002; 

Safdar, 2012; Ramnarayan and Kumar, 2004). The study will come up with comprehensive 

analysis of the barriers impeding the effectiveness of leadership. The findings of the study  will 

enhance the understanding of managers and policy makers regarding those aspects of 

leadership that deal with more challenging and dynamic environment in public sector 

organizations.  

1.5 Objectives of the study 

Following are the main objectives of this study. 

To identify the barriers inhibiting the effectiveness of leadership in public sector organizations 

in Khyber Pakhtunkhwa. 

To explain the dynamics/modus operandi of barriers on the effectiveness of leadership in 

public sector organizations in Khyber Pakhtunkhwa. 

 To explain the impact of the barriers on the effectiveness of public sector organizations. 

To suggest policy measures accordingly. 
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1.6 Context of the study 

1.6.1 Geographical and Physical features  

The Province of Khyber Pakhtunkhwa (KP) formerly known as North West Frontier Province 

(NWFP) of Pakistan is situated from latitude 31° 4’to 37 8’ North and longitude 69° 16 to 74 

7 East. Its total area is approximately 74,521 square kilo meter. According to the census of 

1998, population of KP is 17.7 million where 52% are males and 48% are females. The 

population has now increased from from 17.7 million in 1998 to 22.2 million in 2009 

(Government of KP, 2010).  

The Province of KP consists of 25 districts (Bureau of Statistics, Khyber Pakhtunkwa, 2014). 

Peshawar is the largest city and capital of the province.  Other important cities of this province 

are Mardan, Nowshera, Mansehra, Swabi, Charsada, Abbottabad, Bannu, Kohat and Dera 

Ismail Khan. KP is famous for its unique heritage culture that is thousands of years old. The 

province is largely mountainous area gifted with ever green natural beauty. Kaghan, Swat, 

Kalam, Dir, and Naran valleys are famous for heavy forests and natural beauty. This attracts 

tourists from all over the world. Swat and Kalam are considered Switzerland of Pakistan 

because of its close similarities with it for natural beauty (Room, 1991).   

1.6.2 Socio-cultural context 

KP province is famous for its unique culture, languages, and customs. Majority of the people 

of KP are Pakhtuns. Pakhtun designates a person who speaks Pashto. Pashto language has a 

history of over 6000 years. Other languages such as Hindko, Kohistani, Kohwar (spoken in 

Chitral), Hazarvi are also spoken. One-third of the whole population of this province is non-

Pakhtuns (Government of Khyber Pakhtunkhwa, 2014). 
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The people of KP are famous for their hospitality, love, allegiance and bravery. They give 

respect and love to their elders and guests. This area has given birth to well reputed players of 

squash such as Jehangir khan and Jehansher khan and great players of cricket such as Shahid 

Afridi, Younas Khan, Umar Gul, and Junaid Khan. Bollywood actors such as Dalip Kumar 

and King Khan (Shah Rukh Khan) also spent their childhood in Peshawar. Similarly, Malala 

Yousafzai also belongs to this province. She is the young ever noble prize winner. She has 

received the prize for acknowledging her heroic struggle for female educational rights.   

Within KP, joint family system is one of the distinguished characteristic of Pakhtuns. It is 

symbol of love and harmony among family members in KP. Joint family is considered as a 

guard for economic security and integrity where family members depend on each other. Under 

this system, the family members along with married sons live together. Father is a symbol of 

authority; he manages all the matters, uses his influence in taking important decisions. The 

family members (married as well as unmarried) contribute their share of income to the common 

resources of the family. These resources are used for food, health, clothing, education, 

marriages and funerals. The eldest son is the caliph of the father. He shoulders the 

responsibility of the family when the father dies or cannot perform due to old age.  

The economy of KP is essentially agro-based where 75 percent people are attached with this 

profession. Only one-third of the cultivated land is irrigated (Government of Khyber 

Pakhtunkhwa, 2014).   

1.6.3 Agriculture in Khyber Pakhtunkhwa 

KP and FATA constitute 16 percent of the population of Pakistan. Total reported agricultural 

land in KP is 13.89 million acres where 22.23 percent is forested and 23.90 percent is under 

crop cultivation (Government of Khyber Pakhtunkhwa, 2014). In addition, there is 22.49 
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percent cultivable land but it is not utilized as there is lack of proper irrigation (Khan, 2012). 

Kabul, Swat, Chitral, Kunhar, Bara, Kurram and Touchi are the main rivers flowing through 

the province. Wheat and maize are the dominant food crops of the province. KP produces eight 

percent of Wheat and 60 percent of Maize grown in Pakistan. Sugarcane and sugar beet are 

major cash crops. About 15 % of the total sugarcane of Pakistan is produced in KP, in addition 

to sugar beet production in Mardan and Charsadda. Tobacco is another cash crop of the KP 

province and it accounts for about 90 percent of the total Virginia tobacco grown in Pakistan. 

Presently, the yield of the province is only 23 percent of its potential due to a number of 

constraints and weaknesses faced by the farmers (Khan, 2012).  Within this province, the main 

challenges faced by farming communities are possession of land holdings by landlords and 

resultant fragmentation of land into small and uneconomic holdings; insufficient irrigation 

water; lack of technical knowledge, education and extension facilities; poverty among farmers 

and inadequate credit facilities; segregation of the sexes; expensive farm inputs and lack of 

availability of quality seeds, fertilizers and pesticides, lack of roads from field to market, low 

prices of agricultural output and the absence of agro-based industries (Khan, 2012).  

1.6.4 Education in Khyber Pakhtunkhwa (KP) 

Structure of public sector education in Pakistan is almost the same in all provinces of Pakistan. 

There are five levels of education such as elementary (Primary), middle, secondary, higher 

secondary, and post-secondary education (tertiary). Pre-college education is ten years. It is 

completed in three levels of education such as fist five years in primary, three years in middle 

and two years in secondary level. Urdu (national language of Pakistan) is medium of 

instruction in public sector schools. According to 1973 Constitution of Pakistan, education is 

a joint function, federal as well as provincial. At federal level, Ministry of Education 
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formulates policies, plans as well as national curriculum. The provinces develop their own 

planning and implementation schemes in accordance with the national education policies and 

plans. All the provinces have similar administrative structures where secretaries are 

administrative heads.  

According to Constitution of Pakistan, education is the basic right of the people of Pakistan 

and it is the responsibility of the provincial governments to disseminate education properly 

within the province (Kardar, 1998). Education is fundamental for socio economic development 

in modern knowledge based economy (Ministry of Education KP, 2009). It helps the poor in 

increasing their earnings, ensures national unity, encourages saving, improves investment and 

increases production by initiating technological change. Government and public recognize that 

investment in education is pre-requisite for sustainable growth (Ministry of Education, 2009) 

and thus Primary Education is the top priority in education sector in KP. Thus, Government 

has allocated Rs. 66.6 billion for education sector in KP out of the total budget of Rs. 303 

billion for the year 2013-2014. The current government has focused on primary education and 

almost half of the allocated budget for education has been decided to be used for primary 

education. The promotion of primary education is the main target of government in the 

province of KP.   

According to the National Census Report (1998), literacy rate for men and women remained 

51.4% and 18.8% consecutively. However, according to Economic Survey of Pakistan (2013-

14), the overall literacy rate in KP is 53% which is less than two other provinces of Pakistan 

such as Punjab’s overall literacy rate is 61% and that of Sindh is 56%. The  Millennium 

Development Goals target by 2015 for KP is 88% which gives a clear message that ultimate 

goal is far away to be achieved (Economic Survey of Pakistan, 2013-14). 
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There are numerous issues with education in KP such as lack of resources including availability 

of schools; lack of teachers, poor infrastructure and lack of basic facilities. Moreover, there are 

transport problems, poor law and order and security problems. These are coupled with societal 

and cultural issues such as high population growth rate (2.63% annually), poverty, ignorance 

of the parents and community and communication problem of females. These factors are 

responsible for hampering the promotion of literacy in KP (Ministry of Education KP, 2009). 

Moreover, lack of teachers’ motivation and commitment and their low competencies, weak 

coordination among faculty and management, undue political interference, lack of community 

support for education and lack of capacity of teachers and management are also impeding the 

performance of educational institutes in KP (Ministry of Education KP, 2009). 

1.6.5 Health sector in Khyber Pakhtunkhwa (KP) 

Health facilities are considered fundamental responsibility of the government. There are 21 

District Head Quarter hospitals (DHQ) and 19 Tehsil Head Quarter (THQ) hospitals. In 

addition, there are 125 Civil and Specialized Hospitals along with 86 Rural Health Centre 

(RHC), 784 Basic Health Unit (BHU), 421 dispensaries, 66 Mother Child Health (MCH) and 

26 sub health unit (Khyber Pakhtunkhwa DHIS cell, 2010)2. In the budget of the year 2013-14 

an amount of Rs. 22 billion has been allotted to the health sector in KP. There are several 

constrained and problems in providing quality health services to the people of KP. According 

to Ministry of health, KP (2012), only thirty percent (30%) of population has access to basic 

medical facilities. Water borne diseases are more common and 47 percent people use tape 

 
2 The information has been taken from District health information cell (Khyber Pakhtunhkwa DHIS 

cell, 2010) available at: http://www.healthkp.gov.pk 

http://www.healthkp.gov.pk/
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water without proper safety. There is lack of health facilities in the province. Although, 

infrastructure is available at the District and Tehsil levels but there is lack of staff in different 

health programmes such as in the government hospitals there is lack of WMOs (Women 

Medical Officers)  at  RHCs  and  lack of specialists (including Gynecologist, Anesthetist and 

Pediatrician) at DHQ and THQ hospitals. These are coupled with lack of required equipment, 

drugs and untrained staff. Health facilities in Khyber Pakhtunkhwa are not available with 

complete range of assessed items. There are poor infection control practices. It is mainly 

because of un-trained staff and lack of materials for personal protection, waste collection and 

its proper treatment (Ministry of Health KP, 2012). Training and development of staff in the 

public sector hospitals has not been focused in KP unless it is funded by donors. There is staff 

shortage in the public hospitals. A number of factors can be held responsible for this, for 

example, there is lack of proper budget, delay in the release of salaries, political interference 

in posting and transfer, corruption, poor law and order and lack of interest of key officers in 

the programs implementation (Ministry of Health KP, 2012). This leads to a number of 

problems such as unsafe water and sanitation has affected the health of women and children. 

According to the survey of MICS (2008)3, 43% of the children are affected from diarrhea and 

only 36% get access to proper treatment. Annually almost 100,000 people suffer from malaria 

and half of them cannot get proper medical treatment, 7, 85,200 people suffer from Hepatitis 

B and 11, 77,800 from hepatitis C. This is an alarming situation in this province. The main 

reasons of these diseases are unsafe injection and unhygienic practices like barbers, beauty 

parlors, dentists and poor water and sanitation system. Moreover, there is increasing trend of 

 
3 MICS is a multiple indicator cluster survey retrieved from: http//www.kpbos.gov.pk  
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diabetes in the province due to fewer sports and physical activities and rapid urbanization. 

Other diseases such as cancer, child disability and blindness are also adversely affecting the 

health of the people.   

1.7 Organization of the study 

Chapter One explains the importance of public sector organization, the role of leadership 

within public sector, key research questions, and objectives of the study. The chapter has also 

explained rationale and significance of the study. The chapter ends with explaining context of 

this research study.  

Chapter Two presents an extensive review of literature in order to clarify the concept of 

leadership, leadership effectiveness, role of effective leaders in public sector, qualities of 

effective leadership style in public sector in KP and barriers inhibiting the effectiveness of 

leadership.  

Chapter Three elaborates methodology adopted for this research study. The chapter has further 

justified qualitative methodology on the basis of ontological and epistemological stance for 

adopting interpretivist paradigm. It has been explained that semi-structured interview is used 

as a data collection tool and thematic analysis for data analysis. The chapter ends with 

explaining issues related to research ethics. 

Chapter Four has discussion on data analysis of the study. This chapter provides a detailed 

account on the findings from collected data. This gives emerging themes as a result of 

underlying views of the respondents such as cultural and social values, political interference, 

policies issues, lack of financial resources, lack of accountability; corruption and poor 

communication system.  
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Chapter Five contains conclusions, contribution of this research study and recommendations. 

The chapter ends with suggesting future research areas. 
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Chapter 2: Literature Review 

2.1 Introduction 

Public sector organizations are highly important for socio-economic development of a country. 

In modern democratic era, public sector has assumed greater responsibility to work for the 

welfare of the people in all spheres of life (Muhammad, 2007). In this regard, public sector 

provides a variety of services with greater magnitude and importance such as education, health, 

transport, energy and water (World Development Report, 2007). The concept of welfare state 

has more broadened the scope of the public sector responsibilities (Sheikh, 1982). Government 

is therefore, expected to provide a variety of resources, process and expertise to improve the 

performance of public sector. Currently, public sector has expanded enormously in providing 

services (Syed et al., 2012). Public sector organizations are responsible for education, health, 

security, energy, water and many other public utility services (Hirsch, 1970). Therefore, there 

is a growing concern among policy makers for efficiency and effectiveness of public sector. 

However, despite greater demand for efficiency and effectiveness of the public sector in many 

developing countries including Pakistan the public sector has not been able to deliver basic 

services effectively and efficiently (Muhammad, 2007). According to Education Developing 

Index that combines measures of all educational access, Pakistan is ranked at the bottom in 

educational comparison worldwide and it is placed with Sri Lanka and Bangladesh. Similarly, 

Global Competitive Index (GCI) calculates that the position of Pakistan is weak in health and 

education as compared to its neighboring countries such as India, Sri Lanka, Bangladesh and 

China (Government of Pakistan, 2011). This has developed an immense pressure on the 

government to improve the performance of the public sector. Existing literature shows that 

performance of public sector is closely linked with the performance of organizational 
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leadership (Drucker, 1964; Khan, 2002). It is argued that organizations without leaders are 

likened to a ship sailing on a deep sea without a captain (Bennis and Nanus, 1985; Hersey and 

Blenchard, 1988). For effective utilization of organizational resources, effective leaders are 

needed. This conviction has made policy makers realize the importance of effective leadership. 

However, organizational leadership in Pakistan generally and Khyber Pakhtunkhwa 

particularly is based on socio-economic and political factors. There is a question that whether 

organizational leadership in developing countries such as Pakistan has the capacity and 

resources to implement the effective leadership practices in public sector. Existing literature 

such as studies conducted by Abbasi (2011) and Safdar (2012) explain that there is leadership 

crisis in public sector organizations. Leadership crisis is due to various barriers that are creating 

hurdles for the effectiveness of organizational leadership. In order to come up with 

understanding of the barriers and its consequences for the effectiveness of leadership, it is 

important to understand the concept of leadership. This necessitates to discuss various theories 

of leadership such as Great Man and Trait Theory, Behavioral Theories of Leadership, 

Situational Theories, Transformational and Transactional Leadership and Contemporary 

Leadership Theories. The discussion of leadership theories provides leadership construct that 

further elaborate leadership effectiveness and the characteristics of effective organizational 

leadership. This is important for identifying and comparing the characteristics of effective 

organizational leadership in the available literature and that of the actual practice.  Therefore, 

this chapter focuses on topics ranging from the concept of leadership, leadership theories, role 

of organizational leadership and the effectiveness of organizational leadership in public sector 

organization. In addition, the chapter explains barriers inhibiting organizational leadership in 

public organizations and conceptual framework of the study under investigation.   
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2.2 Leadership 

Leadership is not a new concept. It appeared about 200 years ago in writings about political 

influence in the British Parliament (Stogdill, 1974). However, the Egyptian annals symbols 

indicate that it was 5000 years ago. This shows that the concept of leadership existed in the 

history since antiquity and it is as old as human civilization (Dorfman, 1996). Scholarly interest 

in leadership started early in the 19th Century which was strongly influenced by the “Galton’s 

Great Man” theory of leadership. This theory dominated theoretical and empirical work for 

decades and it was posited that great leaders, such as Julius Caesar, Joan of Arc, Catherine the 

Great, Napoleon, Mao Tsetung, Winston Churchill, and Franklin Delano Roosevelt were born 

with a set of personal qualities that led them to be great leaders of the world. 

Review of existing studies show that leadership literature gives a variety of themes. The most 

important themes are related to leader behaviors, the conditions under which certain leader 

behaviors are effective, the nature of the relationship between leaders and followers, the types 

of influence associated with effective leadership, charismatic leadership, transactional and 

transformational leadership. The association of leadership with its different aspects and 

dimensions lead to the development leadership construct that further leads to multiple 

definitions of leadership effectiveness. In the words of Stogdill (1974), there are various 

definitions of leadership that explain different aspects of leadership. This is consistent with the 

view of Bass (1990), that leadership has been defined in many ways, for example (Gardner, 

1995; Greenleaf, 1977; Hollander, 1978 and Maxwell, 2007) conceived leadership as a social 

influence process whereby influence is exerted by an individual over the other to design 

activities and develop structure in an organization or group. Stoain (2009) considers leadership 

is a process by which goals and directions are set by one person for others. The leader thus 
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influences or acts with competence and dedication to realize set goals. Leadership is person’s 

ability to set targets and motivate others to achieve set goals in an organization. It is argued 

that leadership influences others directly or indirectly by using authority or through personal 

attributes and qualities to direct others towards shared goals or objectives (Cohen, 1990; 

Hintea, 2004; Lussier and Achua, 2001; Northouse, 2004 and Wenek, 2003). Kouzes and 

Posner (1987) argue that leadership is based on the relationship between leaders and followers. 

The same authors further argue that effective leadership can be developed as a result of 

interaction among leaders and followers. This happens when a leader communicates vision to 

the followers (Adler, 2001; Valenzuela, 2007) and performs the role of directing and 

coordinating activities (Fiedler, 1967; Hemphill and Coons, 1957). Nahavandi (2006) has 

identified few elements in the various definitions of leadership. First, leadership is group based, 

without followers there are no leaders, because leadership is the phenomenon of interdependent 

influence. Second, leadership is directed towards goal. It influences others towards the 

achievement of goal. Third, leadership develops hierarchy within a group. Sometimes the 

hierarchy is formal where the leader is on the top and sometimes it is informal and flexible. 

Thus, leadership is a “process of mutual influence fusing on thoughts, feelings, and action to 

produce cooperative efforts embraced by both the leaders and those who are led” (Bolman and 

Deal, 2003, p.339). 

For the last over seventy five years, leadership remains one of the most extensively researched 

topics. Meanwhile, thousands of empirical investigations have been conducted but still no 

dominant theory exists that can differentiate leaders from non-leaders (Bergsteiner, 2005; Jing 

and Avery, 2008; House and Aditya, 1997 and Wenek, 2003). Scholarly curiosity about the 
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concept of leadership dates back early in the nineteenth century where concept of leadership 

was strongly influenced by the “Great Man” theory of leadership.  

2.2.1 Great Man and Trait Theory 

Debate on the concept of leadership began in the mid of the 18th century and continued till 20th 

century (Silong, 2009). Galton’s (1869) great man theory was the beginning of leadership 

controversy in the field of research. This theory postulates that all great leaders are leaders by 

birth and they cannot be developed. This shows that all historical leaders are great men having 

superior qualities. They are different and unique from their followers. Later on, Stogdill (1950), 

a well-known social scientist, extended great man theory to Trait theory. This theory is based 

on the assumption that leadership is embedded in the characteristics possessed by an individual 

(Bass and Bass, 2008). There are certain traits in the leaders such as physical, intelligence, 

personality, social and task-related which differentiate leaders from non-leaders. These traits 

were further enhanced by other social scientist such as McClellan (1965), Boyatzis (1982), 

Bass (1990) and Northouse (1997) by identifying more traits and skills such as physical 

characteristics (e.g. height, appearance, and energy level), ability (e.g. general intelligence, 

verbal fluency, originality) and personality (e.g. self-esteem, dominance, initiative) in the list 

of a successful leader.  

Later on, Yukl (2002) argues that the relationship between leadership effectiveness and leaders 

traits is weak and this theory cannot explain why certain leaders with few leadership traits 

achieve greater success while other with the same traits fails. Thus, for effective leadership, 

there is no common agreement on defined set of traits (Kirkpatrick and Locke, 1991). It was 

concluded that the trait alone cannot contribute to the effectiveness of leadership and there is 

no universal list of traits that can be applied in all situations (Silong, 2009). This criticism on 
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traits theory moved away the focus of the researchers from trait to behavioral theories of 

leadership (Schermerhorn, Hunt and Osburn, 1982). 

2.2.2 Behavioural Theories of Leadership 

Trait theory focuses on the characteristics of a leader and it gives a leader center view where 

the main theme was the leader and his characteristics. But after the demise of the trait theory, 

the focus of leadership research moved away from what leaders actually are to what they do 

and how they behave. In this regard, the trend of behavioral theories introduced and became 

popular from 1930s onwards initially through the studies of Lippitt and White (cited in Earley 

and Weindling, 2004). This led to a number of behavioral theories. Ohio State University in 

the 1950s’ identified two dimensions of leadership behaviors; initiating structure and 

considerations. According this study, the behavioral dimensions such as initiating structure and 

considerations influence subordinates performance to achieve desired results (Vecchio, Hearn 

and Southey, 1988). Initiating structure is the behavior of a leader to focus on tasks and goals. 

The leaders who are high in initiating structure concentrate on providing instructions and 

detailed schedules for task completion. Consideration refers to the tendency of the leaders 

towards subordinates. Leaders high in consideration are friendly, believe in team work and 

equality, provide group suggestion into operation, deliver open communication and take care 

of the subordinate welfare (Bass, 1981; Vroom, 1976). This leads to develop four leadership 

behaviors such as high initiating structure, high consideration behavior, high initiating 

structure and low consideration behavior, low initiating structure and low consideration 

behavior and high initiating structure and high consideration behavior.  

In continuation of this approach another study was conducted at the University of Michigan in 

the year 1961. As a result of this study, two dimensions of leadership behavior such as task-
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oriented and relationship-oriented were identified. These dimensions were found to be the 

same as identified in the studies conducted in the Ohio State University. Following this, Blake 

and  Mouton (1964) developed a leadership model called managerial grid. This model extended 

the research of Ohio State University studies and a pattern of five independent management 

styles were identified and located in four quadrants (see Fig 2.1). These five management styles 

are based on two behavior dimensions such as initiating structure and consideration where 

consideration is located on vertical axis and initiating structure on the horizontal axis.  

Initiating structure reflects the behavior of a leader that focuses on tasks and goals (Vroom, 

1976; Bass, 1981), while consideration shows the extent of a leader’s relationship with 

subordinates. 

Fig 2.1 Managerial Grid by Blake and  Mouton 
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It is argued that variation in these two behavior dimensions lead to five managerial styles 

starting from the lower extreme such as  impoverished management style  (1, 1) to higher 

extreme that is team management style (9, 9) (Blake and Mouton, 1980). Whereas 

impoverished management style represents a very low concern for people combined with very 
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http://en.wikipedia.org/wiki/Robert_R._Blake
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low concern for production and team management style reflect very high concern for both 

production and people that shows high levels of productivity (Blake and Mouton, 1980). 

Organization management style (5, 5) represents moderate behavior both for people and 

production. In this style, managers keep balance between company goals and workers' needs. 

The country – club style (1, 9) represents extremely high concern for people coupled with very 

low concern for production. Managers using this style pay more attention to the security and 

comfort of the employees. This increases performance and the resulting atmosphere is usually 

friendly, but not necessarily very productive. Authority obedience style (9, 1) represents a low 

level of concern for people with a high level of concern for production. This style considers 

the needs of their employees unimportant and the management using this style pressurizes their 

employees through rules and punishment in order to achieve organizational goals. 

In the last two decades a number of weaknesses were identified in the behavioral studies such 

as Yukl (2006) describes that these studies contain serious weaknesses for example, the 

primary weakness in the behavioral studies is the tendency to look for simple answers to 

complex questions. Second one is lack of successful studies to find out sufficient consistent 

pattern of behavior between the task and relationship behaviors of the leader with the outcomes 

such as performance, morale and job productivity (Bryman, 1992; Mengel, 2008; Northouse, 

2004). Similarly, “there is no universal pattern of behaviors that can explain leadership 

effectiveness in every situation” (Northouse, 2004, p. 68). This moved away the focus of 

leadership researcher from behavioral theories to situational theories where it is assumed that 

situations determine leadership style to be adopted. 

http://en.wikipedia.org/wiki/Performance
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2.2.3 Situational Theories 

During 1960-80, researchers focused on the importance of context in the study regarding 

leadership effectiveness. This led to the development of contingency theories such as Fiedler’s 

Contingency Theory (1967) Path-Goal Model (House, 1971) and Hersey and Blanchard’s 

situational theory (Earley and Weindling, 2004). According to Fiedler’s Contingency theory 

(1967), the effectiveness of leadership behavior is contingent upon situation. There is not a 

single best way of leading and different leadership qualities are contingent upon situational 

demand (Coghill, 1986; Hollander and Offerman, 1990). Thus, situation determines leadership 

styles and different leaders can perform at the maximum level in different situations. Fiedler’s 

(1967) contingency model is different from trait and behavioral models on the grounds of its 

assumptions that one best way of leadership is not possible. If leadership style does not suit 

the situation preferred by the followers, it will not be possible to reach to full potential of 

leadership. According to this theory, certain factors affect the degree of situational 

favorableness in an organization such as relationship between leader and subordinates, task 

structure, position power and organizational culture. In this regard, the leader- member 

relationship is highly important. Task structure depends upon that how much the work is 

specific, whereas, position power refers to the level of leader’s power and authority (Fiedler, 

1967; Fiedler and Chemers, 1974; Fiedler and Garcia, 1987). 

 Fiedler’s leadership model explains that most favorable situation exists when the leader and 

subordinates’ relation, task structure, and position power are all high. These three factors 

clearly determine the situation where leader can control situation and influences the behaviors 

of subordinates. According to Fiedler, for effective leadership, mutual collaboration and 

cooperation must be ensured in order to work according to the situation. This ultimately 
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increases the degree of effectiveness of leadership that affects the performance of the 

organization positively.  

2.2.4 Path-Goal Model (House, 1971) 

Path Goal Theory, according to Hollander and Offerman, (1990, p.181) “is based on the 

assumptions that leader’s effectiveness is contingent upon subordinates motivation along a 

path that guides them towards achieving shared organizational goal”. Effective leader 

determines the path needed for accomplishing organizational goals. According to House 

(1971), effective leaders can be defined as those who clarify the followers with suitable paths. 

Hence, this theory postulates that leadership effectiveness reinforces change in different 

situations in their followers by clarifying them path (behavior) and leads them to obtain reward. 

In other words, effective leaders incorporate the system of providing rewards to their followers 

and support them in finding the best way to achieve it. This theory is different from the 

Fiedler’s (1967) contingency theory where leadership effectiveness is determined by 

environment and personality factors.   

According to Path Goal Theory, leader influences subordinates and gets changed their 

perceptions towards the benefits attached with work focused. This theory explains that more 

the leader helps subordinates more the chances of accomplishment of the goal increases. In 

this case, leaders incorporate behaviors in four different styles such as instrumental or 

directive, supportive, participative and achievement orientated. Instrumental behavior of 

leaders focuses on guidance, supportive behavior on establishing positive relationship, 

participative behavior on decision making and achievement oriented behavior on challenging 

goals. These styles of leaders are mutually exclusive and leaders may use any style at any time 
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according to need and situation. There should be great flexibility in adopting these styles and 

the leader should adopt it at different times and in different situations (House, 1971). 

2.2.5 Hersey-Blanchard Situational Leadership Theory (1977) 

After the development of Managerial Grid by Blake and Mouton (1964), the focus of main-

stream leadership research moved towards leadership styles and situation. It is argued that 

effective leaders adopt changing leadership styles which are contingent upon the maturity of 

subordinate being led and the details of the tasks (Hersey and Blanchard, 1977). The leader 

should judge and decide to place more or less emphasis on the task, and more or less emphasis 

on the relationship with people they are leading. Hersey and Blanchard (1977) identified four 

leadership styles such as Telling (S1), selling (S2) participating (S3) and (S4) delegating, 

where telling (S1) is the leadership behavior used in situation where maturity level of the 

subordinate is low. In this case, the leader guides their subordinates at each stage and directs 

them towards the job or task. Selling (S2) is to be used in situation where maturity level of 

subordinates is moderate with low skills. In this situation, the leader provides social and 

emotional support to convince their subordinates. In Participating (S3) style, the maturity level 

of the subordinate is high. In this situation, the leader shares decision making with group. This 

makes the system more democratic and human relations are more preferred than accomplishing 

objectives. Delegating (S4) style is used in situation where maturity level of the subordinate is 

very high. In this situation, responsibilities are delegated to the followers and their 

performances are monitored. The leaders minimize their involvement in taking decision. Thus, 

different leadership styles are used in different situations that are dependent on maturity level 

of the subordinates. Maturity level of the subordinate is categorized as low maturity level (M1), 
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moderate maturity with limited skills (M2), moderate maturity with high skills (M3) and high 

maturity (M4). 

According to Hersey and Blanchard (1977), as long as the subordinates maturity increase the 

leader becomes less task and relationship-oriented. In this case, leader delegates responsibility 

and becomes more progressive (Vecchio, 1987). After introducing the Hersey and Blanchard’s 

(1977) leadership theory, leadership research considered a variety of factors having  potential 

impact on leadership process rather than only leaders attributes (Kram, 1990). This led to 

increase the importance of followers’ role in leadership process. This theory is based on the 

same dimensions of leadership behaviors as mentioned in the studies conducted at the Ohio 

State University in the 1950’s, Michigan State University studies in the 1950’s and Blake and 

Mouton’s (1964) Managerial Grid. Situational theory, according to Hersey and Blanchard 

(1982) is focused on the characteristics of subordinates that are considered key situational 

variable. Hersey and Blanchard (1977) argue that situational theory introduces the idea of 

flexibility for subordinates in leadership research where flexibility indicates the importance of 

followers-leader relationship. This increases the importance of subordinates in leadership 

research that further leads to transactional and transformational leadership theories. 

2.2.6 Transformational and Transactional Leadership 

For the last few decades, the main-stream leadership research has concentrated on relationship 

oriented and task-oriented behavior of leadership. This has increased the importance of 

subordinates in leadership research that has further resulted into transactional and 

transformational leadership models (Bass, 1985). Transactional leadership is based on 

exchange process where leader and followers accommodate the needs of each other by 

providing reward in exchange of accomplishing goals or objectives while transformational 
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leadership focuses on loyalty, trust and commitment of the followers (Bass, 1990). 

Transformational leaders create interest of their followers through proper counseling. They 

recognize the contribution of the followers that further develops group interest among them 

rather than self-interest. This shows that relationship between leaders and followers is based 

on high levels of moral values and motivation (Burns, 1978). Transformational leaders work 

for developing the followers’ interest, creating awareness and acceptance for changes among 

followers, and motivating them to go beyond self-interest. This develops teamwork in 

organizations that is based on mutual trust and motivation (Bass, 1998). Thus, theory of 

transformational leadership focuses on emotions and values (Yukl, 1994). Avolio and Bass 

(1995) depict that one of the basic components of the transformational leadership is idealized 

influence. Idealized influence means motivation through inspiration. Idealized influence serves 

as a charismatic role model for team members. It develops a shared vision for the future. This 

leads subordinates to go beyond self-interest and work for the larger interest of the 

organization.  

Transactional leadership is contingent upon exchange of rewards where cooperation and 

motivation of the team members are gained on the basis of rewards providing in exchange of 

achieving goal or objectives (Burns, 1978). According to Fiedler and House (1988), 

transactional leader uses economic exchange in order to fulfill the follower’s physical and 

psychological needs for the performance in return. Bass (1990a) argues that two types of 

behaviors constitute transactional leadership such as contingent reward and contingent 

aversive reinforcement (or management by exception). The concept of contingent reward is 

derived from the House’s (1971) path-goal model which postulates that contingent reward is 

used for lower level subordinates to bring change or to improve the quality of subordinate 
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performance. Contingent reward was criticized by Bass (1985) on the grounds that it is based 

on very narrow assumptions of motivation such as economic cost-benefit for followers’ 

perception and behavior (Avolio and Bass, 1995). On the other hand, contingent aversive 

reinforcement (management by exception) occurs when there is discrepancy in the behavior of 

the subordinate towards accomplishing of organizational goal or objectives (Bass, 1985). Thus, 

transactional leaders have focused on subordinate job satisfaction and motivation by creating 

expectations. The performance of the team members is associated with rewards and 

expectations rather than inspiration and cooperation (Burns, 1978). According to Bass (1985), 

transactional leadership style is contingent upon reward based performance and management 

by expectation. In this type of leadership, management takes corrective action when a problem 

arises (Bass, 1985). Transformational leadership is based on charisma, inspiration and 

intellectual stimulation. It is based on understanding between leadership and subordinates with 

regard to goals of the organization. In transformational leadership, the performance of the 

organization takes place on the basis of shared understating of the tasks to be performed. It is 

based on pro-active approach of management. Bass and Avolio (1990) explain that each 

cardinal component of transformational leadership such as inspiration, vision, charisma, and 

intellectual stimulation has a deep impact on the leader’s team relationship which contributes 

towards mutual trust, commitment, and ownership of the organizational goals.  

2.2.7 Contemporary Leadership Theories 

Over the last few decades, interest in the leadership research has shifted away from traditional 

trait, behavior and contingency theories towards contemporary approach. This is a phenomenal 

approach where leadership is considered to be dynamic, complex and an interactive process 

(Yukl, 2006; Hollander, 2008). Literature shows that contemporary leadership theories have 
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replaced the previous ones. This has developed a series of contemporary theories such as 

authentic leadership (Luthans and Avolio, 2003), spiritual leadership (Fry, 2003), servant 

leadership, ethical leadership (Treviño, Brown and Hartman, 2003), level 5 leadership (Collins, 

2001), primal leadership (Goleman, Boyatzis and McKee, 2002) and transcendent leadership 

(Crossan, Vera and Nanjad, 2008b) and so on. The field of leadership has exploded enormously 

as a result of these leadership theories (Hunt, 2005). 

Winkler (2010) focused that modern leadership theories stress on individual perception of 

developing and forming leadership. Leadership is understood as a complex social relationship 

(Barrow, 1977, Northouse, 2015 ). It is considered a subjective construction of reality rather 

than objective which is shaped and directed by past experiences and expectations (Kezar, 

Carducci and Contreras, 2006). Contemporary theories of leadership explain the complexity 

of leadership environment and its diversity. Continuous changes in organization need 

multifaceted explanations of leadership. So in the present time leadership is understood as a 

product of various interactions between members of a given group which is rarely predictable 

(Heller, 2002). Construct of leadership is not simple and uni-dimensional. Modern leadership 

theories verify the views of Barrow (1977) that leadership is a complex social phenomenon 

having different aspects and dimensions and it cannot be understood through a simple linear 

relationship. There are numerous factors and forces such as environmental forces, leader-

subordinates relationship, complexity of the task and structure and organizational culture. 

These factors and forces have significant effect on the effectiveness of organizational 

leadership (Barrow, 1977). 

This shows that leadership, as a construct, is a complex phenomenon having various diverse 

definitions (Schedlitzki, and Edwards, 2014; Northouse, 2015). Recently, there has been a 
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paradigm shift in leadership research where contemporary theories have focused on the 

relationship of leadership with output and outcome as well as on the leader subordinates’ 

relationship along with the blend of all those factors mentioned in trait theoty in the past such 

as individual traits and characteristics. In this regard, relationship theories also known as 

transformational theories have got considerable attention in the recent past. In these theories, 

an effective leadership is the process where a person “engages with others and is able to create 

a connection” that results in increased motivation in followers and leaders. Relationship 

theories have been combined with charismatic leadership theories in which leaders with certain 

qualities, such as vision, confidence, extroversion, determination and clearly stated values are 

considered best for followers’ motivation (Lamb, 2013). Relationship or transformational 

leaders motivate and inspire people by helping group members. These leaders are focused on 

the performance of group members but also on each person to fulfill his/her professional needs 

and carrier growth. Leaders of this style often have high ethical and moral standards (Charry, 

2012). This shows that contemporary leadership theories construed as a group processes with 

a set of personality characteristics, power relation and effect of interaction  (Northouse, 2015).  

2.3 Leadership Effectiveness 

Although leadership effectiveness is an extensively studied area still there is lack of consensus 

among researchers on a single comprehensive definition of leadership effectiveness              

(Conger, 1998). In the beginning, leadership theories were developed on the assumptions of 

the characteristics and attributes an individual possesses (Bass and Bass, 2008). According to 

Galton’s Great Man theory (1869), effective leader was born with a set of qualities that led 
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them to become great leaders. However, lack of universally accepted list of traits for successful 

leaders led to the demise of this theory (Kirkpatrick and Locke, 1991).   

Since 1950s, leadership theories considered that leadership effectiveness is dependent on 

context and interaction between leader and followers (Northouse, 2010). This led to develop a 

number of behavioral studies for example studies conducted in Ohio State University in the 

1950s’ and at the University of Michigan in 1961. Both of these studies delineate that 

leadership effectiveness is contingent upon two types of behaviors of leaders such as the 

leader’s concern for task attainment and their concern for people. It was argued that the 

behaviors of leaders such as leader’s concern for task attainment and their concern for people 

exhibit different leadership styles (Blake and Mouton, 1964). The effectiveness of leadership 

styles depends on different situations. This shows that situation is an important driver that 

determines leadership style to be used. On the basis of this conviction, researchers developed 

a number of contingency and situational theories such as Fiedler’s Contingency theory (1967), 

House’s path goal theory (1971) and Hersey and Blanchard’s (1977) leadership model. Fiedler 

(1967) argues that effectiveness of leadership is determined by situation. There is no best way 

of leading and different leadership qualities are contingent upon situational demand (Coghill, 

1986; Hollander and Offerman, 1990). According to House’s path goal theory (1971), 

effectiveness of leader is dependent on the guidance and support of the leader towards 

subordinates. In this regard, Hersey and Blanchard (1977) elaborate that effective leader can 

evaluate that whether concentration is required to subordinates or to task. However, leader-

subordinate relationship got increasing importance in House’s path goal (1971) and Hersey 

and Blanchard (1977) theories. This led to the introduction of transactional and 

transformational leadership theories.  
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Transactional leadership theory considers leadership effectiveness as an exchange process 

between leader and subordinate where leader and follower take care of the need of each other 

and subordinates are provided with reward in exchange for accomplishing goal or objectives 

(Burns, 1978). Transactional leaders focus on subordinates job satisfaction and motivation by 

creating expectations. The performance of the team members is associated with rewards and 

expectations (Burns, 1978). On the contrary, transformational leadership theory considers 

effective leader as the one who develops loyalty, trust and commitment of the followers (Bass, 

1990b). Transformational leadership therefore postulates that effective leader concentrates on 

their followers’ interest; they are provided with proper counseling and are kept committed and 

motivated.  

Ulrich, Zenger and Smallwood (1999) divert the leadership research towards results or 

outcomes by raising question of “so that …” and “to achieve what …”. According to Ulrich et 

al. (1999), most of the existing studies have concentrated on leadership capabilities and 

behavior and none of these have shown the link between leadership attributes and results. 

Therefore, Ulrich et al. (1999) suggest that effective leader must strive for excellence in terms 

of demonstrating attributes and achieving results. According to Ulrich et al. (1999), effective 

leadership can be calculated and it is an outcome of leader attributes and results. This shows 

that leaders must strive for excellence in both terms; that is, they must demonstrate attributes 

and achieve results. 

Tirmizi (2001) further elaborates that effective leaders demonstrate a stream of six leadership 

behaviors. In this regard, he developed a model of 6 leader’s behaviors that is known as 6-L 

framework. According to Tirmizi (2001), 6 dimensions of leader behaviors are fundamental 

for leadership effectiveness. These dimensions of behavior are lending vision, encouraging 
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learning and development, providing a clear path, looking out for others, lauding achievement, 

leading and encouraging change and living by example where lending vision means 

clarification of vision to the follower, looking out for others shows the concern of the leader 

for group members, lauding achievement involves appreciation and encouragement for 

performance and living by example means role model (Tirmizi, 2001). According to Tirmizi 

(2001), effective leaders show consistency in their words and actions. They are known by their 

exemplary behavior. This influences the behavior of subordinates and builds credibility and 

trust among them.  Effective leaders are change agent and looking for new opportunities. They 

struggle for innovation and creativity in order to bring changes and improvement in the overall 

development of organizations (Tirmizi, 2002). 

Gill (2006) further enhanced the view of Tirmizi (2001) that effectiveness of leadership is 

associated with a spectrum of certain behaviors such as identification of mission and vision, 

creating strategy, developing shared values, follower’s empowerment, influencing, motivating 

and inspiring (Gill, 2006). It was argued that vision identification and clarification is the most 

important task of effective leader because it provides direction to the efforts of subordinates 

(Zaccaro and Banks, 2001). It helps subordinates use their energy in one direction (Senge, 

2006). Organizational vision and mission need to be followed by creating shared values. 

Shared values indicate identification, displaying and reinforcing of the values required to 

follow organizational vision and mission (Gill, 2006). This leads to develop group 

cohesiveness which is required for better performance (Anderson and West, 1998). Evidence 

shows that shared values are directly related to higher performance (Souba, Mauger, and Day, 

2007). Effective leadership develops a healthy workplace among group members by 

identifying, displaying and reinforcing shared values. In this regards, employees’ efforts are 
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recognized, they are empowered by giving them resources and autonomy to develop shared 

values (Salanova, Agut and Peiro, 2005). This is important for subordinates’ motivation. 

According to Gill (2006), followers being influenced, motivated and inspired tend to fulfill 

their tasks. Subordinates’ motivation is an important attribute of an effective leader (Van-

Knippenberg, 2000). Influence is the degree of actual change in the target person attitude, 

values, beliefs and behavior (Hughes, Gannett and Curphy, 2002). Power and influence are 

closely linked with each other. Various authors such as Burns (1978), Gardner (1990) and 

Hinkin and Schriesheim (1989) argue that effective leaders maximize the utility of their power 

by influencing their subordinates. Pelz (1959) wrote that influencing superiors in upward 

hierarchy in the organization is a key to success and is contingent upon the manager behavior. 

The influence of the leader on subordinates is heavily dependent on the ability of the leader to 

accomplish things through subordinates (Uyterhoeven, 1972; Ruello, 1973).  

However, evidence shows that leaders often face challenges and complexities in performing 

their duties. These challenges stem from various factors and forces such as environment, 

culture and organizational structure. The nature of these complexities and challenges most 

often hinder the effectiveness of leaders (Case et al., 1988; Kipnis and Schmidt, 1988). Ulrich, 

Smallwood and Sweetman (2008), therefore, suggest that effective leaders need to be personal 

proficient, strategist, executors, talent managers and human capital developers. Through 

personal proficiency leaders can demonstrate clear thinking, handle stressful situation, having 

good character, integrity and being able to use energy and passion to deliver results (Ulrich et 

al., 2008). An effective leader can foresee the future and is able to go along with it. For this 

purpose, the leader must be aware of the more dynamic and ever changing external macro 

environment such as political forces, technology and demographics. This is important for 
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creating and maintaining a strategic balance between organization goal and objectives and 

external threats and opportunities. According to Ulrich et al. (2008), executor dimension of 

effective leaders convert strategy into action by initiating change, developing accountability, 

encouraging team work and ensuring technical proficiency. Executor dimension undermines 

internal weaknesses and improves internal strength of the organization. Besides this, an 

effective leader needs to work as a talent manager where a talent manager according to Ulrich 

et al. (2008) consists of clear communication, clarification and direction to internal and 

external stakeholders. This is helpful for developing trust and credibility among group 

members. Leader need to be human capital developer (Ulrich et al., 2008). Effective leader 

takes care of the long term perspective of the employees and their capabilities. According to 

this domain of effective leadership, human capital is developed by fulfilling their long-term 

requirements and enhancing their competencies for their future success. Future strategies are 

in line with competencies and skills required by the organization. Under this domain, 

workforce is prepared for future challenges, workforce expectations and organization are 

aligned, career development of the employees is supported and relationships building are 

encouraged (Ulrich et al., 2008).  

Thus, leadership is not only a set of directives and orders issued by a boss and obeyed by 

subordinates, it is a collective ability and wisdom of the team to safeguard the organization’s 

benefits by realizing the needs of the employees and understanding the targets and integrating 

all the resources in order to achieve common goals (Kahn, Barton, & Fellows, 2013). Besides 

this, leadership effectiveness is a broad concept that cannot be articulated in a few words 

(Barrow, 1978, Northouse, 2015). It is a complex phenomenon having different aspects and 

dimensions (Yukl, 2006; Hollander, 2008). However, it can be understood as a result of the 
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various interactions among leader and members of the group, the environment and culture of 

the organization (Barrow, 1977; Winkler, 2010). Since the start of the new millennium, the 

effectiveness of leadership is conceptualized as an interactive nature of social  systems (Valcea, 

Hamdani, Buckley, & Novicevic, 2011). This perspective leads to introduce emerging 

leadership theories such as strategic leadership and neurological perspectives on leadership. 

These theories postulate that there is environmental uncertainty in organizations due to which 

leaders need to be better equipped with undestanding of contextual realities and strategic 

matters  (Ololube, 2012) . Concequently, leaders need to focus on key issues that would ensure 

the adoptability of organizational goal and objectives with its surroundings. According to  

Lamb (2013),  the quantity and quality of interaction in an organization tends to influence the 

style of organizational leadership with the main  purpose that employees must work in 

coordination for accomplishing organizational goal and objectives. Effective leadership is an 

interactive process of environmental knowledge, strategic competence and trustworthiness 

among subordinates  (Byrne et al., 2014). The  strategic competence of organizational leaders 

help to develop a strategic fit between goal and objectives of organations with its external 

environment (Mhatre and Riggio, 2014). Similarly, trustworthiness of leadership encourages 

followers to perceive the validity of the mission  (Mhatre & Riggio, 2014). Thus, effective 

leadership develops a relationship through which a leader motivates followers to give their 

best, by providing support for growth and rewarding sbordinates fairly,  tangibly and 

psychologically for their efforts. Finally, effective  leaders utilize material and psychological 

resources of themselves and their teams with best strategies for task accomplishment that are 

adapted to the social and task environment (Lamb, 2013). 
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2.4 Role of leadership effectiveness in Public Sector 

Leadership plays a fundamental role in organizations (Drucker, 1964; Khan, 2002). Rowe 

(2001) therefore argues that leadership role cannot be undermined in any organization because 

it deeply influences the organizational performance. Besides this, leadership is viewed by some 

researchers as one of the key driving forces for increasing organizational performance (Bennis 

and Nanus, 1985; Hersey and Blanchard 1988). It is argued that an effective leader develops 

reputation and goodwill of an organization (Vigoda-Gadot, Shoham, Schwabsky and Ruvio, 

2008). Leadership effectiveness is the basic element that determines the success and failure of 

organizations (Bennis and Nanus, 1985; Hersey and Blanchard, 1988). An effective leader 

determines the right directions, builds organizational vision, and develops strategies in order 

to achieve long-term organizational goals and objectives (Northouse, 1997). This shows that 

the role of effective leadership is crucial in organizations. Therefore, Drucker (1964) considers 

leadership as a key to success for public sector organizations. After receiving 444 responses 

from senior managers regarding the question of leadership role in public sector organization, 

Marson (2012) found that leaders are required to play three fundamental roles in the public 

sector organizations. First, leadership has to diagnose internal and external environment, and 

embed the interest of the stakeholders and employees. They should develop clear purpose, 

determine direction and establish strategies to achieve established goals. Second, leadership 

needs to develop and communicate organizational vision, strategies and priorities in such a 

way that staff are inspired and deeply committed to the organization strategic direction and 

goals, and clearly understands their own role in achieving them. In this context, the leader’s 

role is to acquire the right people and resources to ensure success. Third, a leader has to achieve 

results in order to create and sustain a high performance culture and climate, where staff 
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members feel that they are respected, motivated, supported and rewarded. They will work 

together to achieve high level of organizational performance. It is widely believed that 

effective leadership leads to effective organizational performance because leadership creates 

vital links between people, process and procedures in organizations that leads to better 

organizational performance (Avolio, 1999; Bass, 1998; Judge, Bono, Ilies, and Gerhardt, 2002; 

Keller, 2006; McGrath and MacMillan, 2000; Yukl, 2002). 

Ali (2007) summarizes that role of an effective leader is blending of motivational, strategic 

and managerial skills. Leaders use energy in a strategic way to inspire and motivate a team 

towards achieving a common task. Similarly, effective leadership is believed by some scholars 

as a basic requirement for facilitating and improving organizational performance. It enables 

organizations to face challenges (McGrath and MacMillan, 2000; Teece, Pisano and Shuen, 

1997). The role of an effective leader is seen as an essential source of sustained organizational 

performance (Avolio, 1999; Lado, Boyd and Wright, 1992; Rowe, 2001). It is argued that 

competent leaders have a clear vision, knowledge and skills that create an environment of trust 

and cohesion which ultimately leads to the achievement of organizational goals (Zhu et al., 

2005). 

An effective leader continuously addresses fundamental public policy issues of poverty, 

education, housing, security and health effectively. They demonstrate public agenda and 

grapple with dilemma of how governments can remain credible and focused when significant 

resources are not in their control or organizations are assigned to political people with limited 

ability. The key role of leadership is to construct required institutional and human resources 

for the purpose of developing capacities of individuals to support effective governance. 

Effective leadership in public sector organizations is required to promote a culture where main 
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duties of a leader should be the development of strategic vision and planning. This usually 

leads to the desired change which is characterized by managing knowledge, internalizing 

quality, entering the digital age, building partnerships, managing for accountability and getting 

right values and ethics. For this purpose, one of the fundamental roles of a leader inside 

organization is to guide employees and provide them direction. Leaders motivate their 

employees through inspiration, develop team work through mutual trust and focus upon the 

results (Covey, 2003). This helps in directing subordinates to exert efforts towards achieving 

organizational goal. In spite of fundamental importance of various factors in organization such 

as human force, process, procedure and material, success and failure of an organization is 

contingent upon leadership effectiveness where employees are motivated and willing to spend 

energy and effort to ensure success (Cornelius, 2004). Nasseh (1996) goes on to suggest that 

leaders need motivational skills in order to play their fundamental role. Motivation is the force 

that can change the mind of the employees. According to Buford, Bedeian, and Lindner (1995), 

motivated subordinates exert more efforts for achieving organizational goals. Hence, leaders 

are required to motivate subordinates by their recognition and public praise, assigning them 

challenging job, good working relation, empowerment and handsome remuneration and 

incentives (Nasseh, 1996). Mathews (2004) adds that leaders can motivate employees if they 

provide clear direction, good chemistry, favorable working environment and opportunity for 

their growth and development. These help increase subordinates motivation. Motivation of 

subordinates can also be developed by making their job interesting (Raees, 2004). Raees (2004) 

further explains that jobs are interesting if there is feedback, lots of skills, autonomy, mine and 

effect. The author further explains that feedback is essential for job motivation and it comes 

through peers or supervisors, lots of skills mean employees use a variety of skills for achieving 
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organizational goal and objectives, autonomy activates employees to take proactive steps on 

their own in bringing improvement in their work activities and finding solutions to the 

problems,  mine gives sense of ownership to the employees such as my work, my project and 

my goals and objectives and effect on others shows that how much the work affects others 

(Raees, 2004).  

Leight and Maynard (1999) argue that one of the important roles of effective leader is to inspire 

their followers. Effective leaders inspire their subordinates (Barnett, McCormick, and Conners, 

2001). This is important for followers’ motivation (Bass, 1985) because inspiration develops 

enthusiasms in a hopeful manner that is essential for putting more energy in performing duties. 

This develops the followers’ confidence and commitment and optimizes their efforts and 

contribution in achieving organizational goal and objectives. Therefore, organizational leaders 

need to be capable in developing an environment of trust among their colleagues. This requires 

leader to be proficient and behave as a role model (Dran, 2004). Effective leaders motivate 

their employees by setting personal examples. Dran (2004) suggests that leader should perform 

as a role model and should set personal examples of good attitude, behavior, working relations, 

manners and performance. Kunich and Laster (1999) consider organizational leaders as key 

figures. Organizational leaders need to develop dignity, integrity and professionalism.  

Therefore, Cook (2004) suggests that positive behavior, values and consistency in behavior 

make a leader role model for his team. These behaviors develop leader credibility in team and 

subordinates get inspired (Kouzes and Posner, 1987). 

Another important role of a leader is team building (Brin, 1998). Effective leaders develop 

their teams in organizations. For this purpose, leaders acknowledge subordinates for their 

achievements. This encourages each member of the team due to which they share their 



45 

 

problems, accomplishments and other important matters. This leads to improve organizational 

capacity. If a leader does not encourage contributions of the team there is likelihood that the 

team loses its spirit (Covey, 2003). Team is constituted by its members but the leader plays a 

key role in developing a climate for the development of team (Bacal, 2004). 

Effective leaders act as a catalyst in an organization for change and innovation. According to 

Siu and Glover (2001), the working environment in some organizations especially in public 

sector organizations is conventional which does not allow leaders to apply the newly learnt 

skills and ideas in the real working atmosphere. Due to this situation, the role of  organizational 

leadership has been undermined. In these circumstances, leaders face resistance to adopt 

necessary changes that are required and resultantly they cannot update the organizational 

system. Evidence shows that a key role of effective leaders is their ability to adapt change 

(Baron, 1995). As long as an organization grows up, its leaders need to adopt changes (Horner, 

2004; Baron, 1995). In this regard, effective leader is considered as change agent (Dran, 2004) 

where leaders should encourage the new learning skills and abilities of its members. However, 

according to Ristino (2005), change in organization is depended on the leaders’ vision because 

visionary leaders are clear and understandable and guide the whole efforts in one direction. In 

another study, Senge (2006) writes that a visionary leader is the one who can predict the impact 

of creative efforts in the organization. Evidence shows that organizations having visionary 

leaders lead towards growth and success (Zhu et al., 2005; Gill, 2006).  

According to Stoian (2009), leadership is a process by which goals and directions are set by 

one person for their group. The leader thus influences or acts with competence and dedication 

to realize set goals (Hintea, 2004). Effective leaders set goals and objective effectively 

communicate it to subordinates. Subordinates are informed with the importance of the goals. 
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This helps in developing collective trust to achieve organizational goals (Kunich and Lester, 

1999). In case, the goals are not properly communicated, this creates role ambiguity that further 

leads to develop conflicts in achieving goals and objectives (Holly and Payne, 2005). Goals 

setting help in minimizing time duration of problem solving and decision making. Its 

clarification helps them focused and cooperative. Therefore, effective communication is one 

of the fundamental characteristics of an effective leader. It is argued that effective 

communication is an important factor in the success of an organization (Hargie, Tourish and 

Hargie, 1994) because this develops a sense of direction and connectivity among members of 

an organization.  

Thus, in summarizing the role of leadership, researchers have defined organizational  leaders 

as vision and mission builders ((Mhatre & Riggio, 2014; Zhu et al., 2005 ), motivator (Covey, 

2003), team builders (Ulrich et al., 2005), participative decision makers (Gamage and Pang, 

2003, Northouse, 2015), and  role model (Dran, 2004).`In addition, leaders need to have 

effective communication skills (Anderson, 2006); the ability to develop trust (Byrne et al., 

2014; Kouzes and Posner, 1987) and the will to recognize achievements (Bolman and Deal, 

2003). This shows that effective leaders have to perform a combination of several important 

roles for which they need potent combination of several characteristics.  

 

 

 

 

 



47 

 

Fig 2.2: Role of Effective Leadership 

Sources: The role of a leader as mentioned by Zhu et al., (2005); Gill, (2006); Covey, (2003); 

Ulrich et al.,( 2008); Gamage and Pang, ( 2003); Dran, (2004); Anderson, ( 2006); Kouzes and 

Posner, (1987) and Bolman and Deal (2003). 

2.5 Characteristics of effective organizational leadership 

 

Existing studies show that there is no universally accepted leadership style that can be applied 

in different socio-economic and political contexts (Smith and Peterson, 1988; Adler, 1984). 

Moreover, not a single list of leadership trait is available that can show leadership effectiveness 

universally (Silong, 2009). However, after vast literature review, organizational leadership 

needs to play the following important role in achieving organizational goals and objectives.  
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2.5.1 Develop vision, organizational goals and objectives 

Effective leaders create and clarify vision of the organization (Leigh and Maynard, 1999).  

According to Manasse (1986), vision is a unique picture of the future that can predict the future 

of organization. Lack of clarity in vision diverts the focus from the real picture of the future 

(Leithwood, Begley, and Cousins, 1992). In Participative leadership style a leader’s ultimate 

goal is to satisfy the followers and direct them to achieve a shared vision (Sinha, 1985). Vision 

clarification is the cordial component of effective leadership (Creighton, 1999; Hoppe, 2003; 

Keys, Sharp, Greene and Grayson, 2003; Miller, 2003). This shows that public sector 

organizations in KP need leaders who are groomed by vision and organizational mission. 

Subordinates are needed to be convinced and agreed upon the vision (Leithwood et al., 1992).  

This signifies the role of a leader to develop consensus among workforce upon the vision and 

direct them towards achieving organizational goals and objectives. For this, Participative 

leadership style is considered appropriate. Participative leader states that leadership 

effectiveness depends upon organizational shared vision (Sinha, 1990). Visionary leaders keep 

subordinates more focused and cohesive towards achieving organizational goals (Ansari et al., 

2004). After vision clarification, next fundamental role of organizational leader is to set targets 

and goals. It is the collective ability of the workforce to safeguard organization’s benefit by 

setting organizational goals. Goal setting for organization helps minimize time duration of 

problem solving and decision making. This leads subordinate to be focused and cooperative.  

In the words of Stoain (2009), effective leaders set goal and targets in order to influence others 

to exert more efforts for its achievements. However, organizational goals need not to be 

enforced. This minimizes the interest of subordinates (Leithwood et al., 1999). Public sector 

organizations needs leaders who believe on participation. This required participative leadership 
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style in order to set shared goals with the consent of all employees through mutual 

participation. This would develop cohesiveness among workforce and the whole energy of the 

subordinates would be focused on the achievement of the organizational goal and objectives. 

2.5.2 Develop shared values and beliefs  

Organizational vision is followed by creating shared values and beliefs. In the words of Deal 

and Peterson (1999), shared values mean what is important in work place. Sinha (1994) 

elaborates that values are the preferred modes of behavior or level of preferences and belief of 

a person shows that how one understands the world around him. “Effective leader identifies 

shared values and beliefs and displays it in a moral framework” (Gill, 2006, p. 91). Developing 

shared values and beliefs lead to group cohesiveness in work setting (Anderson and West, 

1998). Existing studies reveal that shared values and beliefs in organizations are directly 

related to higher performance (Souba et al., 2007). Literature shows that participative leader 

not only develop a healthy working atmosphere by identifying and displaying shared values 

and beliefs but also communicates it to workforce (Sinha, 1994). Evidence shows that within 

the context of KP, Pakistan, there is great emphasis on certain values in public sector such as 

collectivism where subordinates prefer to work in groups or teams, they define themselves in 

groups and express their needs in groups. They respect their leaders and are reluctant to ask 

any question from their superiors. They are loyal to position and authority instead of their 

loyalty to work or organization. In such a situation, participative leadership is needed. A 

participative leader through his nurturance behavior would help identify and display shared 

values and develops teamwork. Evidence shows that participative leadership develops work 

values, participative decision-making and teamwork (Ansari et al, 2004). This leads to achieve 

goal and objectives of organizations.  
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2.5.3 Recognize and utilize human capital 

Among other resources in organizations, human resource is most important, because, this 

resource ultimately develops all other resources of the organization (Barker, 2001; Harris and 

Chapman, 2002). Recognition is the sense given to an individual that he or she is a valued 

person of an organization. Recognition is monetary and non-monetary reward offered in the 

public place or communicated in the work place regarding the success or accomplishment of 

an individual (Hellman, 1997). Effective leader develops human capital and concentrates on 

their long term perspective by enhancing their capabilities for future success. Ulrich et al. 

(2008) argue that effective leader aligns organizational future requirements with the existing 

workforce and tends to support the employees development. In the words of Love (2005), 

nourishing of employees is central task of an effective leader. Participative leadership nurtures 

their human capital and utilize their full potential in order to enhance their capabilities and 

capacity to assume greater responsibility. This would lead to enhance the contributions of each 

employee to the attainment of the organizational goal and objectives (SEDL, 2006). 

Effectiveness of leadership is contingent upon the motivational skills of the leader. This 

approach of leadership is the same as in the participative leadership discussed earlier (Spillane, 

Diamond, Sherer and Coldren, 2005, Harris, 2002) which suggests that leadership is the 

collective responsibility of the leader and subordinate in the organization. Relating this to the 

context of KP Pakistan, Participative leadership can be embraced successfully in public sector 

in KP. This will move away the leaders from authoritative leadership style to more participative 

one. Participative leadership enhance the capacities of the subordinates and improve their 

commitment towards achieving organizational goal and objectives. 
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2.5.4 Motivate human capital 

Existing evidence suggests that effective organizational leadership achieves goals and 

objectives by motivating subordinates (Harris and Chapman, 2002). Motivation is the inner 

desire to achieve goal or objectives (Buford et al., 1995). It is something that leads to job 

satisfaction (Higgins, 1994). Love (2005) suggests that effective leader needs to be nurtured to 

inspire and motivate employees towards organizational goals and objectives. According to 

Pansiri (2004, p.474), “leaders need motivational strategies to implement in public sector. This 

energizes the interest and support of subordinates towards action”. Effective organizational 

leaders not only inspire their subordinates, but also guides and motivates them. This needs the 

leaders to be nurture and benevolent (Sinha, 1994). Participative leadership is helpful for 

subordinates’ motivation (Ansari et al, 2004). This necessitates the use of participative 

leadership in public sector organizations. 

2.5.5 Creative in solving complex issues and change agent 

Organizations are confronted with continuous changes and challenges (Schofield, 2008). These 

changes and challenges put pressure on organizational leaders to be creative. Existing studies 

show that creativity is an integral element of effective leadership (Gill, 2006; Tirmizi, 2001). 

Effective leader is the one who can solve problems and complex issues proactively (Love, 

2005). Complex problems in the organizations need high level of analysis. This requires 

creativity in the leadership. An effective leader analyzes different aspects of the issue and 

resolves it proactively (Schofield, 2008). 

Dran (2004) argues that effective leaders are change agents. They work as a catalyst for change 

and encourage innovation and creativity of subordinates. Evidence shows that effectiveness of 
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a leader is determined by the ability of a leader to accept change (Ristino, 2005).  Changes are 

introduced and accepted by an effective leader positively as the organization proceeds towards 

growth and development (Horner, 2004; Baron, 1995). But there is a growing concern among 

policy makers about traditional bureaucratic system in the public sector in KP, Pakistan. 

Traditional bureaucracy has maintained tend of maintaining an environment of status quo 

instead of accepting change (Shafqat, 1999). Evidence shows that maintaining status quo 

without adaptability and innovation are meaningless and self-destructive (Shafqat, 1999). A 

participative leadership style is the one where subordinates are encouraged to think on different 

issues and provide their suggestions. This develops an environment of creativity and 

innovation which is fundamental for change and development. 

2.5.6 Develop right culture and teamwork 

Literature shows that a large number of studies are available on leadership effectiveness with 

a broader look of the effects of culture (Schein, 1985; 1992). Culture is one of the important 

factors and it plays a crucial role in the success of an organization (Deal and Peterson, 1999).  

In the words of Kedian (1991), culture is an accumulative system of values and beliefs that 

defines behavior, procedures and processes of a particular organization and its people. It tells 

us the way things happen and also shows the way to relate things with what is there in the 

surroundings (Fullan and Hargreaves, 1992). Thus, culture of an organization work like a 

strong glue that underpins workforce of an organization together (Sergiovanni, 2004). 

Effective leader, therefore, should have the ability to understand organizational culture and 

shape it in such a way that can meet organizational needs. This leads organizations towards 

growth and progress. For leadership effectiveness, cultural related issues need to be identified 

and highlighted. Relating this to the context of public sector organizations in Khyber 
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Pakhtunkhwa, Pakistan, organizational leadership faces a number of issues and challenges. 

This requires organizational culture need to be continuously managed. There is traditional 

bureaucratic culture in public sector in KP. However, there is collectivism and high power 

distance in the societal culture in KP. This shows that organizational culture and values are not 

congruent with that of the society. Evidence shows that societal culture, value and norms shape 

organizational work values, preferences and governance (Ansari et al., 2004). This necessitates 

reforms to be carried out in the culture of public sector in KP that can move away organizations 

from traditional bureaucratic culture to participative one. In order to develop trust and cohesion 

among subordinates the principals of team building is needed.  

In a situation, organizational leaders need to develop unity and cohesion within organizations. 

This is possible through identifying and developing a set of core beliefs and practices that 

support teamwork in the organizations. In the words of Covey (2003), team building is based 

on mutual trust. Effective leaders encourage their employees and acknowledge their 

accomplishment. This is important for developing team. Team work is fundamental for the 

success of an organization. According to Brin (1998), effective leader incorporate team work 

in their organization. This leads to improve organizational capacity for achieving 

organizational goals and objectives.  

However, it has been observed that leaders often face challenges and difficulties in performing 

their duties. Challenges stem from various factors and forces such as environment, culture, 

organizational structure and so on. These challenges and issues most often hinder the 

effectiveness of organizational leaders (Case et al., 1988; Kipnis and Schmidt, 1988). The 

following section describes barriers imbibing the effectiveness of leadership in public sector 

organizations. 
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2.6 Barriers inhibiting leadership effectiveness in public sector organizations 

Leadership effectiveness plays a key role in the success of public sector organizations 

(Drucker, 1964; Hersey and Blanchard, 1988). It is argued that effective leaders think 

strategically, develop shared values, manage performance, and achieve organizational goals 

and objectives (Mcdonald, 2007; Nothouse, 1997). However, a growing body of research 

shows that organizational leadership is confronted with various barriers such as lack of 

effective coordination, weak internal control, lack of appropriate resource data and poor 

communication (Davis, 1991). Hesselbein (1997) further elaborates that there are two types of 

barriers to organizational leadership, personal barriers and organizational barriers. Personal 

barriers are due to personal weaknesses of leaders such as lack of interest in developing 

personal goals, lack of clear understanding of one’s own strengths and weaknesses, lack of 

generosity, avoiding responsibility and lack of interest in learning and development. It is 

argued that organizational barriers are due to organizational culture, lack of accountability, 

lack of understanding of governance, policies, and operations, lack of clearly defined roles and 

responsibilities and lack of political commitment (Hesselbein, 1997). The same author further 

explains that barriers to organizational leadership is context based and vary culture to culture. 

Leadership crisis is a growing concern in public sector organizations in developing countries 

(Dinavo, 1995). In a series of World Bank Reports (1983-1993), it is argued that bureaucracy 

has created an environment of corruption, inefficiency, absence of accountability and 

resistance to change in developing world. As a result, public sector organizations face hurdles 

in promoting welfare, bringing continuous development and providing equity and justice to 

citizens. Dinavo (1995) further explains that there is mismanagement in public sector 

organizations in developing countries. For instance, Malasa (2007) argues that there is lack of 



55 

 

leadership qualities in organizational leadership in education sector in Malaysia. 

Organizational leaders perform managerial activities rather than leadership. This has affected 

the overall performance of education in Malaysia (Malasa, 2007). Similarly, Siu and Glover 

(2001) find out that leadership in Chinese firms are facing hurdles due to rapid market change, 

governmental influence, inadequate market intelligence system, lack of appropriate human 

resource skills and ineffective production system. Ramnarayan and Kumar (2004, p.1) 

summarizes this situation and explained that leadership in developing countries is “over 

managed and under led”. This shows that public sector organizations are run by a mindset that 

is performing their managerial role rather than leadership. According to Haider (1979), there 

are four reasons for this. First, public administrators in developing countries struggle for 

personal interest instead of public. Struggle for authority and power has diverted the 

concentration of public servants from their actual duty towards their personal benefits. Second, 

there is lack of leadership qualities among officers in public sector. Evidence shows that 

performance of government machinery cannot be improved unless and until there are strong 

leadership qualities among officers in government sector organizations (Haider, 1979). Third, 

public sector officials do not consider the duty assigned to them as a public trust. This attitude 

has created a gap between public and public servants and people do not find solutions of their 

problems in government offices. Fourth, there is favoritism, nepotism and undue political 

influence in selection, posting and transfer. This has relinquished merit due to which key 

positions are occupied on personal access and approaches (Haider, 1979). Due to these factors, 

public sector organizations face hurdles in providing social welfare and growth in developing 

countries (Kulshreshtha, 2008). 
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Pakistan, being a developing country, also faces leadership crisis in its public sector 

organizations (Abbasi, 2011). A common complaint is lack of commitment of organizational 

officers to the underlying values of public service and the interests of the citizens served 

(Haider, 1979). To align the mindset of organizational human resources and culture to the 

demands of organizational challenges, leadership is often suggested as a solution (Ramnarayan 

and Kumar, 2004). It is argued that there is need of separate powers, checks and balances, 

transparency, accountability and responsiveness to public sector leadership (Haider, 1979). 

However, for these values to be realized in actual practice, effective organizational leaders are 

needed (Ramnarayan and Kumar, 2004). Organizational leaders guide the actions of public 

officials throughout the system. Due to this,  leadership is considered as the flesh on the bones 

of the constitution (Shafqat, 1999). It is at the heart of good governance. But unfortunately 

there are cultural, political, institutional and bureaucratic factors that influence public sector 

leadership (Shafqat, 1999). This has impeded the effectiveness of public sector organizations. 

There is a growing body of literature that public sector organizations in Pakistan are not 

performing well (Abbasi, 2011; Syed et al, 2012). This has affected economic performance 

and living standard of the people. Public sector organizations need to be proactive and 

responsive. According to a series of World Bank Reports (1983-1993), there are structural 

problems in Pakistani bureaucracy. A number of efforts were initiated in different times to 

improve governance but undue political interference and lack of accountability are the main 

barriers towards the effectiveness of public sector organizations (Shafqat, 1999). According to 

the National Corruption Perception Survey (2009), conducted by Transparency International 

Pakistan, corruption has increased 400% in the last three years. The overall effects of bad 

governance in Pakistan often lead to shortage of public utility such as electricity, flour and 
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other food items (Ali, Ali and Raza, 2011). Common people of the country are going through 

miserable life (Ali et al., 2011). There is lack of accountability in public sector due to which 

politicians and bureaucrats tend to transfer money to other countries (Ali et al., 2011). In such 

circumstances, leadership in public sector fails to promote welfare, continuous development, 

and provide equity and justice to citizens. Traditional bureaucratic practices do not allow room 

for flexible decisions. Sial, Usman, Zulfiqar, Satti, and Iftikhar (2013) argue that resources 

limitation,  incompetent  management  and  staff,  poor  planning  for  execution  and  lack  of  

integration  among government departments are main reasons for lack of effectiveness in 

public sector. Leaders of the public sector organizations are completely dictated by political 

entities providing basis for breeding corruption.  

Corruption is one of the factors for ineffectiveness of organizational leaders. The causes of 

corruption, according to Abbasi (2011), are low salaries and remuneration, unsecure job tenure, 

poor accountability system, inappropriate selection, postings and transfers. In this situation, 

corruption can be observed in several shapes in public sector in Pakistan such as misuse of 

discretionary power and regulatory authority, as well as institutionalized and participative 

corruption (Abbasi, 2011). Institutionalized corruption is usually used by institution to provide 

immunity to its corrupt officials while participative corruption can be observed in Pakistan’s 

tax administration, income tax and excise. Participative corruption is taken place with the help 

of misuse of taxation laws and poor documentation in organizations (Abbasi, 2011). 

Increasing level of corruption in public sector has demoralized honest officers due to which 

many of them have joined private sector (Syndicate Report, 2010). This has deprived public 

sector from honest and competent officers. As a result, there are a number of problems in public 

sector such as Shaw (2002) highlighted that public sector in Pakistan is confronted with lack 
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of competent officers where there is lack of motivation and inadequate leadership style. It is 

argued that lack of effective leadership is one of the rote cause in the performance of public 

sector organizations (Shafqat, 1999). 

Organizations are spearheaded by leaders (Haque et al., 2012). Organizational leaders must be 

qualified mentally, intellectually and physically to perform effectively otherwise the whole 

purpose of the existence of the organization will be at stake (Ramnarayan and Kumar, 2001). 

Safdar (2012) has identified that due to social and political pressures, public sector 

organizations are run by leaders who have poor leadership qualities. Safdar (2012) further 

argues that organizational leaders are not visionary enough to develop strategic planning. This 

is due to lack of leadership capacities. However, lack of clearly defined visions creates 

problems in policy formulations and implementations (Mapetere, Mavhiki, Nyamwanza, 

Sikomwe and Mhonde, 2012). No doubt in Pakistan public sector organizations develop 

strategic policies but these are not implemented in its true spirits (Abbasi, 2011). Lack of 

capacity of top management is the greatest challenge for public sector organizations (Ali, 

2006). Wart (2003) suggests effective organizational leadership needs consistent and 

continuous provision of relevant and intensive training and exposure. Muhammad (2007) and 

Arulampalam, Wiji., Booth  and Alison (1998) have surveyed that leaders of public sector 

organizations are provided least training opportunities in developing countries. There are some 

training programmes in public sector organizations in which leaders of public sector 

organizations participate in, but the content and curriculum of these training programmes is 

either outdated or irrelevant which does not necessarily help improve skills and  knowledge of 

the heads of the organizations. Siu and Glover (2001) identify that working environment in 

public sector organizations is conventional which does not allow leaders to apply the newly 

http://onlinelibrary.wiley.com/doi/10.1111/1468-0297.00043/full#b16
http://onlinelibrary.wiley.com/doi/10.1111/1468-0297.00043/full#b4
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learnt skills and ideas in the real working atmosphere. This is not an ideal situation due to 

which organizational leaders cannot perform its role effectively. In such environment, the 

leaders feel resistance to adopt the necessary changes required for the development of 

organizational system. In many cases, Siu and Glover (2001) found that leaders become 

aggrieved and do not work with commitment and motivation. Therefore, Hartley and Allison 

(2000) advise that leaders of public sector organizations must be provided with opportunities 

for professional development so that they could use their experiences and skills in a way to 

bring about positive changes in working environment of organizations and show maturity to 

face up newly arising challenges that lie ahead.  

According to Abbasi (2011), there are internal and external forces in public sector 

organizations which bar the inspirational efforts of leaders towards implementation of the 

policies. Khan (2002) has observed that there is a high scale undue political interference in 

public organizations. All these interferences are politically maneuvered and have gross 

political vested interests or agendas. Hence, policies do not get implemented in their true spirit. 

There are gaps between the policy formulation and policy implementation. This is the greatest 

challenge in front to the public sector organizational leaders today. On the basis of above, it is 

theorized that organizational leadership is confronted with various barriers that need to be 

explored in the specific context of KP, Pakistan.  

2.7 Conceptual Framework 

2.7.1 Background 

Public sector organizations are not rigid and unsusceptible to the actors and forces of 

environment. These organization have to tailor its policies and practices in such a way that can 
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utilize environmental actors and forces for growth and development. Environmental forces 

such as political, cultural and social exert pressure on organizational leadership and undermine 

its effectiveness. Evidence shows that effective leadership is the foundation of organizational 

performance and growth (Avolio, 1999), because an effective leader demonstrates strategic 

vision and strategic planning and develops a clture of quality and accountability. Literature 

shows that lack of effectiveness of public sector organizations is mainly due to lack of effective 

leadership (Safdar, 2012). 

Organizational leadership and its effectiveness remained a hot topic in previous literature and 

number of studies have covered various aspects and dimensions of leadership effectiveness. 

Previous studies on organizational leadership have been mostly concerned with behavior, 

genetic and situational aspects (Fiedler & Chemers, 1984; Hersey & Blanchard, 1984). 

Besides, various countries have developed indigenous leadership model such as leadership 

model by Misumi (1985) in Japan, Sinha’s (1980) Nurturant Task leadership model in India 

and the Prophetic Caliphal Model of leadership by Khadra (1990) in Arab countries and some 

other cultural sensitive models of leadership developed by Erez and Earley (1993) and Smith 

and Peterson (1994). These studies show the understanding of leadership in those specific 

countries. Indigenous studies about leadership effective in the context of public sector 

organizations in Pakistan and especially in KP are virtually non-existent.  

The primary focus of this study is to explore various barriers inhibiting the effectiveness of 

leadership in public sector organizations in KP. The study is an attempt to explore various 

environmental actors and forces such as cultural, social, political and structural issue that are 

creating hurdles for the effectiveness of organizational leadership.  
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2.7.2 Theoretical Foundation 

Theoretical foundation of this research is built on Organizational Theory with customization 

of Institutional Theory. According to organizational theory, organization is no longer regarded 

only as a production system, but also viewed as social and cultural institution. Theorists have 

identified that an organizations’ actions and behaviour are based on environmental and 

managerial actions (Dawley, Hoffman & Lamont, 2002; Marlin, Lamont & Hoffman, 1994). 

The decision of organizational management (organizational leaders) is an important 

component identified as having a significant impact on why an organization acts in a certain 

way. The decision of managers inside organizations are affected by “socially constructed 

system of norms, values and beliefs” (Suchman, 1995, p.574). Based on the concept of 

organizational theory, organizational beliefs and behaviours are affected as a consequences of 

political, social and cultural values. This relationship is further explained with the help of 

institutional theory.   

Institutional theory has drawn ideas from practice theorists (Barley and Tolbert, 1997) where 

the focus of research is based on the effects of individual actions and cognitions  (DiMaggio 

and Powell, 1983; Greenwood et al., 2008). This focus reflects a somewhat hierarchical 

constraint as moving from organizational fields to institutions and to individuals (Greenwood 

et al., 2008). The mutually constitutive relationship between leadership and institutions is 

rarely engaged or actively theorized. Institutional  Theory explains that the human actions are 

inhibited by macro-institutional forces such as political, social and cultural. This also proves 

the focault’s (1980) philosophy of power where the power produces social realities and social 

truth that in turn enables the exercise of power. Foucault (1980, p. 93) asserts that “power is 
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the capacity to institutionalize particular norms, in situations where dependent relationship 

exists between the entity exercising the power and the recipient of the directive”. Power 

networks such as political, social and cultural affect every organizational leadership that shapes 

organizational routines and developments (Foucault, 1980). Through this study, we explore 

various actors and forces that hurdles organizational leadership in the specific context of 

Khyber Pakhyunkhwa, Pakistan.  

According to Benson (1977), social construction is a continuous process and new patterns of 

knowledge and technology improve, deteriorate or contradict current patterns inside 

organizations through social interaction and power play. Dillard, Rogers and Yuthas (2011), 

consider several factors for sudden collapse of the Enron’s and assert that both internal and 

external factors could cause an organization to be affected. The major cause these authors 

highlighted for the demise of this giant organization is the management’s acts of greed coupled 

with pressure from social, cultural and economic forces. To ensure an organization’s long-term 

effectiveness, its leadership need to be adjusted with its internal and external environment.  

According to Muhammad (2007), organization is dynamic and complex system where people 

interact with each other in order to satisfy their needs, to gain and exercise power, and to have 

their own interest and objectives that may differ from the organizational goal and objectives. 

This is what we observe has happened in the case of the KP’s public sector where external 

forces such as political, social and cultural and nternal issues auch as organizational structure 

have affected public sector leadership that has further undermined the effectiveness of public 

sector organizations. 
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Evidence shows that organizations are spearheaded by its leadership (Haque et al., 2012). 

Organizational leaders face challenges and complexities in performing their duties. These 

challenges stem from various actors and forces such as political, social and cultural. The nature 

of these complexities and challenges most often hinder the effectiveness of leadership (Case 

et al., 1988; Kipnis and Schmidt, 1988). These forces have been theorized in Institutional 

theory. 

Institutional theory asserts that organizations in order to ensure their legitimate existence and 

access to society’s scarce resources must confirm societal expectations and prevalent norms 

and values that are endorsed by the society as ‘true’ and ‘legitimate’. There are three main 

elements of  Institutional Theory such as coercive, mimetic, and ‘normative’ influences 

(DiMaggio and Powel, 1983 ; Bartram, 2011). 

Coercive forces occur as a consequences of an organization experiencing institutional pressure 

from another organization or entity on which it is dependent. Public sector organizations are 

identified as exhibiting greater susceptibility to coercive pressures than other forms of 

organizations. It is due to the reason that public sector organizations are dependent on 

stakeholders for resources, for which they are often subject to coercive pressures (Leiter, 

2005). Moreover, public sector organizations’ sole purpose is to deliver quality services to 

masses in a shape of education, health and clean water etc. These organizations are also facing 

pressure from other stakeholders such as political parties, government, public and financial 

institutions. DiMaggio and Powell (1983) identify that public sector organizations are often 

characterized by being dependent on government support and public will.  These organizations 

are operating within a politically controlled environment. This is evident from public sector 
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organizations in Khyber Pakhtunkhwa where government sector organizations are highly 

dependent on government support for its survival. Due to this, the relationship between public 

sector leadership and the government is considered as one of the major challenges for 

organizational leadership. Public sector organizations require not only financial support, but 

also need indirect support from government in the gworth and development of public sector.       

Mimetic pressures occur as a result of uncertain environments and unclear organizational 

objectives (DiMaggio and Powel, 1983). When organizations face a situations where the 

perceived correct course of actions is unclear, they may mimic the action of an organization 

they deem as being legitimate (Mizruchi & Fein, 1999). Uncertainty in public sector 

organizations is considered as a powerful force which encourage organizations to mimic other 

similar organizations. This happens in a situation when goals are not clear, new technologies 

are not available and advancements are ambiguous (DiMaggio and Powell, 1983). Due to 

uncertainty, public sector organizations have already been identified as more vulnerable to 

mimetic pressures. Consequently, public sector organizations adopt the same actions, 

structures and behaviours of other successful organizations. In order to handle these forces 

organizations need effective leadership. Effective leaders guide the actions of public officials 

throughout the system and develop a strategic fit between organizational internal goal and 

objectives and its long term external environment. This is important for handling internal and 

external challenges.  

Normative pressure is another force having impact on organizational leadership. Evidence 

shows that participation of management in trade and professional associations originates 

normative pressures (DiMaggio & Powell, 1983). When professionals of an organization 
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participate in workshops, conferences and professional training programs of trade and 

professional networks. They get the idea of organizational standing operating procedures and 

practices (DiMaggio & Powell, 1983). These participants then pressurize their management 

(leadership) to adopt standard rules, structures, procedures, policies and programs perceived 

as necessary for the survival of organizations. Evidence shows that public sector organizations 

are more vulnerable to normative influences (Scott, 1995). Hu, Hart and Cook (2007) identified 

that normative pressures most likely influence processes and actions of public sector 

organizations. As mentioned in Chapter Two that leader is the figurehead in public sector 

organizations. Narmative pressures are challenges for organizational leadersghip to adopt 

standard operating procedures and programs.  

However, it has been observed that in many instances organizational leadership remain in 

effective. Citing the example of state owned enterprises, Siu and Glue (2011) explain that there 

are various factors that can be held responsible for lack of effectiveness of organizational 

leadership in China such as lack of effective training and development opportunities and 

political hurdles. According to Boisot and Liang (1992), effectiveness of top management 

(leadership) is largely affected by the cultural nuances. Cultural and social obligations in many 

instances affec the performance of organizational leadership. This is somewhat similar to the 

study carried out in the public sector of Ireland by McCarthy, Grady and Dooley, (2011) in 

which it is argued that leadership in public sector organizations is not effective due to various 

factors such as rigidity in organizational structure and process, undue political influence, lack 

of accountability and lack of effective selection and promotion criteria. Although leaders in 

public sector organizations are technically sound but are not effective as the job of 

organizational leaders entail a variety of situation-specific hurdles (Whitley, 1992). These 
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hurdles are mostly contextual and vary culture to culture. This can better be explained in the 

study conducted by Malasa (2007) in Malaysian education sector that leadership in education 

sector is affected by lack of initial preparation and professional learning, lack of working 

environment, poor facilities and infrastructure, lack of communication and office equipment, 

lack of financial resources and policy and systemic issues. Similarly, McDonald (2007) shows 

his concerns on public service organizations of New Zealand and quoted the report of State 

Sector Standard Board (SSSB, 2002) that leadership is one of the root causes for lack of 

effectiveness of public service in the country. Organizational leadership needs knowledge, 

skills and experience to improve the capabilities of organizations. It is argued that 

organizational leadership needs to work on organization not to work in organization 

(McDonald, 2007). The author further stated that various factors are deemed responsible for 

lack of leadership effectiveness in organizatios such as lack of proper training, experience and 

leaders’ wisdom and abilities (McDonald, 2007). 

On the basis of the above, it is clear that there are studies of leadership crisis with particular 

dimensions of undue political influence, organizational structure, financial resources and 

communication barriers to organizational leadership, for example, Malasa (2007), McCarthy  

et  al. (2011) and Siu and Glover (2001) investigated obstacles to organizational leadership in 

Malaysia, Ireland and China respectively. However, these studies have coverered very narrow 

aspects of barriers to organizational leadership where cultural and social dimensions have not 

been explored in  detail (Haque et al., 2012). 

Moreover, evidence shows that barriers to organizational leadership are contextual and vary 

countries to countries (Hesselbein, 1997). There is no universal list of barriers to leadership 
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that can be considered as barriers to leadership in public sector throughout the world 

(McDonald, 2007). Although, the traits, behavior and situational aspects of organizational 

leadership have attracted considerable amount of research in Pakistan such as studies 

conducted by Tirmizi (2001) and Ramnarayan and Kumar (2004). However, limited attention  

has been devoted to other important dimensions such as leadership crisis and its causes and 

consequences.This shows that there is dearth of a comprehensive study on barriers to 

leadership in public sector organization in Khyber Pakhtunhkwa, Pakistan. This necessitates 

to carry out an indepth study that explores barriers inhibiting the effectiveness of organizational 

leadersip in the specific context of KP, Pakistan. The conceptual framework (see fig 2.3) for 

this study is designed on the basis of existing studies carried out in various countries such as 

Malaysia, China, Ireland and New Zealand. The conclusion of these studies conceptualize that 

organizational leadership is affected by various barriers that have further affected 

organizational performance. 

Fig. 2.3:    Conceptual Framework  
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Sources:  Davis (1991), Hesselbein, (1997), Malasa, (2007), McDonald, (2007), Siu and 

Glover, (2001). 

2.8 Summary 

This Chapter delineates that there is deterioration in public sector organization in developing 

countries and specifically in Pakistan. A number of factors and forces are responsible for this.  

There is corruption, political interference, lack of proper resources, poor policy 

implementation, and lack of commitment, large and unskilled work force and ineffective and 

in-competent organizational leaders. It has been realized that there is lack of commitment to 

the values of public service and the interests of the public servant in serving the citizens due to 

which there is poor governance, slow processes and complicated procedures. To align the 

mindset and culture to the demands of organizational challenges, effective organizational 

leadership is often suggested as a solution.  

Effective leader develops organizational vision, develops shared values and beliefs, recognizes 

and utilizes human capital and motivate them towards organization goals and objectives. In 

addition, effective leaders are change agent and creative in solving complex issues. Leaders 

are role models, inspire subordinates and motivate them towards achieving organizational goal 

and objectives. Leadership effectiveness plays a central role in the success of an organization. 

It is considered as one of the important driving forces for the organization performance. 

Success and failure of the organization is strongly contingent upon effective leadership.  

However, lack of effective leadership in public sector in Pakistan is a long standing issue. 

Unfortunately, there is traditional bureaucracy and centralized hierarchies in the public sector 

in Pakistan. This has limited the role of leadership in public sector. Organizational leaders in 



69 

 

the public sector do not contribute significantly in achieving organizational goal and 

objectives. This is due to certain barriers towards leadership effectiveness. These barriers stem 

from various social, political and cultural factors and  personal weaknesses of leaders such as 

lack of vision , misuse of authority, lack of honesty and integrity.  These are major factors that 

have impeded the effectiveness of organizational leadership. 
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Chapter 3: Research Methodology 

3.1 Introduction 

This chapter discusses research approach adopted in this study with explanation of various 

research paradigms and methodological options. The chapter begins with a brief explanation 

of research and research paradigms that provide understanding of the social world or reality 

around us. This helps in understanding the methodological choices of the study under 

investigation.  In order to address central research questions of the study, qualitative approach 

is adopted. The chapter justifies the appropriateness of qualitative research with the help of 

research paradigms such as positivism and interpretivism. These are explained with 

philosophical assumptions such as ontology and epistemology. Following this, the chapter 

explains appropriateness of the interpretivist paradigm for this research study and its 

conceptual and methodological elements. The last part of this chapter explains the rationale for 

the application of qualitative study, appropriateness of the semi structured interview and 

thematic analysis. The chapter ends with presenting research ethics and code of conduct.  

3.2 Research Paradigms and this study 

Research is one of the means by which world or reality is discovered and understood. It can be 

defined as “scientific investigation of finding answers to certain questions for the purpose of 

getting knowledge” (Burns, 2000, p.3). How this knowledge is acquired and what is acquired 

is widely debated in philosophy. There are certain approaches that answer these questions. 

However, there is no single and universally accepted approach as to show the nature and 

meaning of knowledge. In social sciences, research methodology depends upon research 

approaches (research paradigms). This research study follow which research paradigm and 
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what is the appropriate methodology? To answer these questions, understanding of the 

concepts of research approaches is essential. This helps in identifying the appropriate 

methodology for the study under investigation. 

In the 1960s, the concept of research paradigms got increasing importance with the importance 

of social values and historical position in research studies (Cohen, Manion and Morrison, 

2000). This evolution in research led research scholars to start focusing on logical thinking, 

procedures and social values in research. Social values underpin inquiry and historical position 

of intellectuals and academic communities (Burns, 2000; Hopkins, 1976; Popkewitz, 1984). 

This development in research introduced three intellectual approaches. The approaches are 

commonly known as research paradigms. Research paradigms are followed in social sciences 

comparatively in different circumstances and the structure and procedure of the research 

depends upon it (Popkewitz, 1984). Each paradigm has different assumptions about the social 

world around us and is known as positivist scientific, naturalist interpretive and humanist each 

with distinct ontological, epistemological and methodological assumptions (Guba and Lincoln, 

1994; Denzin and Lincoln, 2003). A paradigm is “a broad view or perspective of something” 

(Taylor, Kermode and Roberts, 2007, p. 5). It is a set of beliefs and basic assumptions that lead 

to action (Denzin and Lincoln, 2003). Maykut and Morehouse (1994, p. 4) elaborate that 

“paradigm is a set of interconnected assumptions about the nature and meaning of social 

reality”. This provides basis to research studies on which verifiable knowledge is built. 

Research paradigms facilitate researchers to find what they are trying to investigate (Punch, 

1998). Weaver and Olson (2006, p. 460) elaborate that “paradigms are patterns of beliefs and 

practices that regulate inquiry within a discipline by providing lenses, frames and processes 

through which investigation is accomplished”. In order to clarify research structure, design of 
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inquiry and methodological choices, an understanding of all the important paradigms is 

needed. Before going into the detail of methodology for this study, it is important to discuss 

research paradigms. However, research paradigms in social sciences are different due to 

fundamental philosophical assumptions such as ontology and epistemology. In order to 

understand research paradigms and its appropriateness for this investigation, it is important to 

discuss philosophical assumptions of paradigms such as ontology and epistemology.   

3.2.1 Ontology and Epistemology  

Ontology is how one looks at the world and how one accepts it. The world we see, does it 

really exist.  In social sciences, there is a wide debate that whether the issue under investigation 

is real and objective. For example, if someone argues that males and females are two different 

classes then other argues that this distinction is rather arbitrary and not real. To the later, males 

and females are the same and they look different and behave differently due to socially 

constructed factors such as culture, social values and norms. Moreover, according to feminists, 

male dominated society has affected culture, values and norms. This has generated differences 

in male and females despite the nonexistence of any actual differences in them. These 

differences in the opinions develop different research paradigms such as positivism and 

intepretivism.   

Epistemology is a combination of Greek words “episteme" means knowledge; and "ology" 

means philosophy. Thus epistemology means "the philosophy of knowledge". Crotty (1998, 

p.8) defines that “epistemology is a way of understanding and explaining that how we know 

and what we know”. It is a branch of philosophy that studies knowledge. Klein (2005) stated 

that epistemology addresses three questions (i) nature, (ii) sources, and (iii) limits of 

knowledge.  Knowledge has the power to convince others through reasoning but in the case of 
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natural sciences and social sciences, there is difference in terms of nature of reasoning and 

shared evidences. In natural sciences, consensus about reality is developed on the basis of 

generally accepted evidence, arguments and logic. But in social sciences, there is lack of 

consensus among scholars about the real objective world. Certain social scientists believe in 

the existence of objective world, objective evidence (empirical research) as in the case of 

natural sciences. But there are others who believe in other form of knowledge such as ‘myth’ 

and ‘belief’. In the latter case, differences in the world on the basis of myths and belief do not 

mean one is wrong and other is right. However, these are important in formulating social 

behaviours. The prevailing differences lead to generate following different approaches towards 

knowledge acquisitions. The following section is carried out in order to understand that this 

research study falls in positivist paradigm or interpretivist. 

3.2.2 Positivism and this study 

Ontological assumption of the positivist reflects that the world is an object of reality, it is 

ordered and regular (Young, 2008). There are immutable natural laws and mechanisms that 

drive the reality (Denzin and Lincoln, 1994). This approach considers social sciences like 

natural sciences that the world is an object of reality and it can be understood. The researcher 

can understand this reality in a neutral way. According to this approach, generalization is 

possible and it is believed that governing rules and regulations of the object of study are self-

existent. According to Cohen et al. (2000, p. 28), “the main assumptions of the positivist, 

scientific research are thus quantitative and are associated with objectivity, measurability, 

predictability and controllability. This is important for patterning the construction of laws and 

rules of behavior and the ascription of causality”. There are certain methods of investigations 

associated with quantitative paradigm such as surveys, cross-sectional and longitudinal studies 
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using questionnaires or structured interviews and scientific experiments (Creswell, 2003). 

However, there are two main limitations of the quantitative approach (Crossley and Vulliamy, 

1984) such as quantitative methodology is outcome oriented and it does not take into account 

the participants’ contribution and the role of context (Crossley and Vulliamy, 1984). These 

limitations have led some social scientists to recommend an alternative approach that is 

qualitative research. This study is carried out in the specific context of KP and is based on the 

participants’ socio-cultural context. The study has captured the participants’ perceptions such 

as feelings, values, beliefs and attitudes regarding the issues influencing effective leadership 

in public sector organizations in KP. This shows that the study is contextual and is based on 

the contribution of the respondents’ perception. On the basis of this it is inferred that this 

research study does not match with the assumptions of positivism.    

3.2.3 Interpretivism and this study 

Researchers who follow interpretivist paradigms believe that objective reality of world does 

prevail but the order is assigned to it by a researcher/ observer. This means that world or 

realities are socially constructed. It is further believed that theories (set of propositions) do not 

explain the existing realities but they give partial explanation of these realities due to which 

empirical evidence alone cannot explain the world rather knowledge of researchers through 

theories can explain it. According to interpretivists, social world is too complex and it cannot 

be reduced to a set of observable laws. It is more important to understand the actual situation 

behind reality than generalizability (Gray, 2004). The interpretivists, therefore, argue that the 

meaning of social phenomenon can be understood from the point of view of those who 

experience it.  
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In this research study, the researcher investigates and understands the issue by exploring reality 

through perceptions and experiences of the respondents. This shows that interpretation of this 

phenomenon is a constructive process due to which the study is carried out under the 

epistemological perspective of constructivism/interpretivism where interpretivism is 

consistent with assumption of qualitative study. Therefore, this study adopts interpretivist 

paradigm by using qualitative approach in this investigation.  

3.3 Appropriateness of Qualitative Approach for this research study 

This research study investigates the barriers inhibiting the effectiveness of organizational 

leadership in public sector in KP. The study has adopted qualitative mode of enquiry. 

According to Barrow (1977), the phenomenon of leadership is not simple phenomenon and 

cannot be conceptualized on the basis of simple linear relationship. It is a complex 

phenomenon having different aspects and dimensions. In the words of Burns (1978), 

“leadership is one of the most observed and least understood phenomena on earth”. Thus, 

central research question of this study is complex and indirect. According to Hoepfl (2001, 

p.1), “qualitative inquiry accepts complex and often indirect nature of the inquiry”. Therefore, 

qualitative research is considered appropriate for this research study. 

Qualitative researchers conduct analysis in natural settings by exploring meaning from the 

peoples’ perception about the reality (Mertens, 2005). This shows that result of the enquiry is 

based on the respondents’ perceptions about the phenomenon under investigation. According 

to Creswell (2007), qualitative research is a comprehensive understanding of the issues through 

perception of respondents. In the current study, all the participants are allowed to express their 

opinion regarding the issue in their own words. This is helpful in extracting detailed meaning 
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from the perceptions of respondents regarding the barriers inhibiting the effectiveness of 

organizational leadership in the context of public sector in KP. Evidence shows that qualitative 

methodology is used when the purpose is “to step beyond the known” and view the 

phenomenon through the lens of the participant in a specific context (Corbin and Strauss, 2008, 

p. 16). This research study is carried out to explore the phenomenon of barriers in the context 

of public sector organizations in KP. Therefore, qualitative enquiry is carried out to investigate 

the phenomenon on the basis of respondents’ knowledge and experience. This provides 

comprehensive picture of the issue that conceptualizes the phenomenon with respect to specific 

context of KP.  

Therefore, this study involves qualitative research where meaning of the phenomenon is 

constructed by obtaining responses of the respondents. In order to gain a deeper understanding 

of the respondents’ personal experiences of their leadership roles and of the issues affecting 

effective leadership in organizations, the most appropriate approach is semi-structured 

interview and direct observations. Therefore, this study adopted qualitative approach with semi 

structured interview and direct observations as primary data collection methods. 

3.4 Universe and Sample of the study 

Evidence shows that  researchers usually use certain features such  as  occupation,  income,  

age, sex, education, religion and ideology of  people  for  sampling, classification and  

analytical  purposes (Mason,  1996). In this research study, participants are selected on the 

basis of their key leadership role in public sector organizations. Keeping in view central 

research question of this study: ‘exploring barriers inhibiting the effectiveness of 

organizational leadership in public sector organizations in KP; three public sector departments 
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namely Agriculture, Education and Health are purposively selected. These organizations are 

selected on the basis of their greater contribution towards socio economic development of the 

province. For example, agriculture is a huge public sector in KP. It is considered as the 

backbone for the provincial economy. This sector contributes more than 20 percent to 

provincial GDP.  It is the main source of livelihood and over 75 percent of livelihood depends 

upon it. It has provided employment to 40.9 percent of the labour force in this province 

(Government of Khyber Pakhtunkhwa, 2013). Similarly, education is the biggest public sector 

department in public sector. According to government statistics, there are almost 1, 62, 000 

employees in the education department that is 55.50% of the total employment in this province 

(Ministry of Education KP, 2013). There are schools and colleges in almost every village, 

Tehsil and District where 3.93 million students are enrolled in almost 28,000 government 

institutions. Approximately 119,000 teachers are teaching in these institutions (Ministry of 

Education KP, 2013). Provincial government has realized that education plays a fundamental 

role in socio economic development in the modern knowledge based economy. Therefore, 

government had allocated Rs. 66 billion in the budget for the year 2013-14 as compared to Rs. 

6 billion for the year 2012-2013. This allocation was 20% of the total budget allocated and is 

higher than allocated budget to other government departments (Ministry of Education KP, 

2013). Besides, health sector is considered crucial for establishing a stable and prosperous 

economy, promoting economic development, safe and healthy environment and improvement 

in life standard of the common people (Khyber Pakhtunkhwa DHIS cell report, 2010). It is one 

of the largest public sectors in KP. There are 21 District Head Quarter (DHQ) hospitals and 19 

Tahsel Head Quarter (THQ) hospitals. In addition, there are 125 Civil and Specialized hospitals 

along with 86 Rural Health Centre (RHC), 784 Basic Health Unit (BHU), 421 dispensaries, 66 
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Mother Child health (MCH) and 26 Sub Health Unit (Khyber Pakhtunkhwa DHIS cell report, 

2010). One can observe public health facilitates at every Tehsil, District and village. Existing 

government has realized fundamental importance of health sector in KP. Therefore the 

government has allocated Rs. 22 billion for the year 2013-2014 as compared to Rs.10 billion 

for the year 2012-2013.  

In order to collect data, thirty cases is selected. The cases includes 10 participants each from 

Agriculture, Education and Health department as mentioned in table 3.1. Participants are 

selected from top, middle and lower management on the basis of their potential leadership role 

in their respective departments and organizations. As oppose to quantitative research sampling 

in the case of qualitative research does not aim to generalize results to the population from 

where the cases is taken (Rice and Ezzy, 1999). The cases should be sufficient to provide 

researchers with sufficient information to satisfy needs of the researcher in terms of data 

analysis and arriving at a conclusion (Rice and Ezzy, 1999). Following the suggestions of Rice 

and Ezzy (1999) and Hussey and Hussey (1997), the cases were seleceted, as it is appropriate 

in the light of research objectives of this study. Selecting a cases without considering the aim 

and objective of the studies is detrimental for obtaining in-depth information (Hussey and 

Hussey, 1997). According to Fugard and Potts (2015), larger cases is required for the purpose 

of detecting less commonly expressed themes. However, the sampling techniques in qualitative 

study allows researchers to select the cases for exploring their specific needs and context 

(Fugard and Potts, 2015). The researcher, therefore, exercised vigilance in order to ensure the 

appropriate cases and right people to be selected for inerview. In this regard, the review of 

literature guides us to use different sampling strategies in order to ensure that the basic 

requirement of effective sampling is duly met.  
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As the focus of this study is to explore obstacles creating hurdles for organizational executives 

such as Secretary, Managing Director (MD) or General Manager (GM). The purpose of 

collecting data from three types of respondents such as top, middle and lower management is 

to triangulate the data. Evidence shows that triangulation of data provide an opportunity to 

researchers to get various aspects and dimensions of the issue under investigation that cannot 

be collected from one kind of observers (Denzin and Lincoln, 2003). Due to data triangulation 

in this research study, various issues and barriers were explored that may not be obtained by 

using same management group. Moreover, It is argued that triangulation of data facilitate 

researchers to confirm information among interviewers, without prior discussion or 

collaboration with one another. This leads to credibility and validity of information (Denzin 

and Lincoln, 2003). Therefore, information collected from top management was cross checked 

with other management levels such as middle and lower management. This helps in findings  

some missing gaps that further guides the researcher to open new dimensions for discussions 

and data collection for the topic in hand.  

For maintaining respondents’ confidentiality in the analysis chapter (4), the respondents’ 

positions such as Secretary, Deputy Secretary, General Manager (GM) and Principal of schools 

and colleges are mentioned without disclosing the organizations where they are working. 

Similarly, respondents of lower management such as District Education Officer (DEO), 

Agriculture Officer (AO) and District Health Officer (DHO) are mentioned without disclosing 

their particular districts and offices. The purpose of not mentioning particular organizations in 

first case and particular offices or districts in second case is required to keep the data 

anonymous and neutral. Evidence shows that confidentiality of respondents is essential for 

meeting standard ethical codes of research (Scheyvens and Nowak, 2003). Therefore, in the 
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analysis chapter (4) respondents are not openly disclosed. This is essential for meeting the 

requirements of written consents that have been given to the respondents at the time of 

interview.  

Table 3.1 shows list of the employees and their designation in selected public sector 

organizations. These respondents are selected for data collection on the basis of their potential 

leadership role in policies formulation, implementation and decision making. 
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Table 3.1 List of the respondents distinguished by their respective designations and 

departments 

S.No Public Sector 

Organizations/Department 

Interviewees’ position  Numbers of interviewee 

 

01 

 

Education Department  

Khyber Pakhtunkhwa 

Secretary Education, Elementary and Secondary   

10 

 

 

Special Secretary Education Elementary  

Deputy Secretary Elementary and Secondary education 

Chief Planning and Development Officer Education 

Director (Elementary & Secondary)   

Additional Director (Establishment) 

Additional Director (Planning & Development) 

Deputy Director Establishment 

District Education Officer 

School Principal 

 

02 

 

Health Department 

Khyber Pakhtunkhwa 

Secretary Health  

10 Additional Secretary Development 

Chief Planning Officer (C.P.O) 

Director General Health services 

Deputy Director Health services 

Director Admin 

Deputy Director (Personnel) 

Chief Executive of KTH 

Principal of Khyber Medical College 

MS Khyber Teaching Hospital 

 

03 

 

Agriculture Department 

Khyber Pakhtunkhwa 

Secretary Agriculture      

10 Additional Secretary 

Director General Agriculture 

Project Director Agriculture 

Deputy Director 

Director Statistics 

District Officer Agriculture extension 

Deputy District Officer Agriculture 

Veterinary officer 

Agriculture officer 

  Total 30 
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3.5 Data collection tools 

Data were collected through face to face interviews and direct observations.  

3.5.1 Interview 

Interview is considered an appropriate data collection tool in qualitative study because there is 

greater flexibility in interview for participants to express their opinions according to their own 

preferences and required time with no restrictions. The issue under investigation is a complex 

phenomenon having different aspects and dimensions. This requires deep perspectives of the 

respondents to understand it. Stainback and Stainback (1988) argue that interview gives deeper 

understanding of the issue. There is greater flexibility in interview for the participants to 

discuss issues of interest to them and to cover matters of importance to the researchers in such 

a way that allows respondents to use their own concepts and terms. Therefore, interview is 

carried out for data collection in this research study. According to Stake (1995), interview is 

an appropriate method of data collection in qualitative research. Semi-structured interview is 

considered as the most flexible form of interviewing. During interview, respondents are 

allowed to describe their own perceptions and experiences. Therefore, this research study has 

adopted semi-structured interviews as data collection tools. Semi-structured interview 

facilitates respondents by providing them with clarification of the complexities that may occur 

during interview process. This is helpful in elaborating different aspects of the phenomenon 

under investigation. According to Frankfort-Nachmias and Nachmias, (1996, p.235), “semi-

structure interview helps respondents express their opinion and attitude freely”. Researchers 

consider it more useful because “it can result in deep insights and thick descriptions that are 

not possible to get through other means” (Sarantakos, 2005, p. 205).   
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Therefore, this research study use open ended/ semi-structured interviews. This was helpful in 

obtaining detailed information from the respondents in order to get deep insight of the barriers 

organization leadership is confronted with. In this regard, semi structured interview is helpful 

in asking open ended questions to provide the respondents enough flexibility to respond to the 

questions in their own words and at a great length. This provides in-depth information 

regarding the issue under investigation (Fontana and Frey, 2003).   

3.5.2 Data collection 

During Interview, Pashto, Urdu and English languages were used as a medium of 

communication. Pashto language is widely used in KP. The use of Pashto language facilitated 

respondents in providing in-depth information regarding the issue under investigation. This 

helps the respondents using original essence and specific idioms in the discussion in their 

mother tongue that is related to specific culture of KP. Thus, use of mother tongue is helpful 

in developing depth in information required for this research study. However, transcribing the 

data into English language was not an easy job as English is not the first language of the 

researcher. Therefore, it was found very hard to make a verbatim translation of the interviews. 

For this purpose, researcher got help from colleagues and friends in translating the contextual 

and general meanings of certain terms and proverbs from Pashto to English. According to 

Vulliamy (1990), transcribing research data from one language to another has a direct impact 

on data when the researcher has less knowledge of the language and culture of the people under 

study. However, the researcher was of the same background where this research study was 

carried out. This reduced the possibility of making errors.  
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Besides Pashto, Urdu is national language and certain respondents used Urdu during 

discussion. It was also used when needed. Similarly, English was also spoken in organizations 

in KP and it was used interchangeably with Urdu and Pashto. 

During the process of interview, notes were taken continuously to write down the answers on 

paper. According to Fontana and Frey (2003), researchers should take notes continuously. 

They should record and analyze it without wasting time. Interview notes are also considered 

as useful supplement to record the non-verbal expression of the interviewee. It is used as 

backup notes (Burns, 2000). During interview, In order to involve deeply in discussion with 

participants, the use of tape recorder is considered appropriate in interview. Therefore, tape 

recorder was used for recording of interview. This was helpful for keeping focus on topic and 

exploration of meaningful data regarding the phenomenon under investigation. The data was 

recorded in personal computer and it can be used as a reference for longer period of time. 

During interview, respondents were ensured that the data recorded will be used only for 

research purposes.  

Conducting an interview was kept natural and flexible as possible; it was ensured that the 

conversation and discussion is kept relevant to the research question. Off topic, lengthy and 

un-necessary discussions were avoided. Proper direction towards the topic was ensured during 

the interview process in order to establish good rapport with research participant.  

3.5.3 Interview transcription 

During field work, interviews were conducted in the months of January and February, 2014. 

Interview transcription started after completing all the 30 interviews. In the beginning, few 

interviews were transcribed and shared with my research supervisor in order to get his 
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feedback. At this stage, my supervisor extended considerable guidance. The process of 

transcription took almost 3 months. According to Creswell (2003), transcribing of interview is 

a tedious job.  However, transcription of data is an important step of qualitative data analysis 

(Denscombe, 2003; Creswell, 2003) because it give the data a more organized form 

(Denscombe, 2003 and Creswell, 2003). Regarding transcribing, I accept the comments of 

Denscombe’s (2003), that it is a tough job because it needs time and efforts. However, it is a 

very useful part of the qualitative research. It brings researchers close to the issue under 

investigation (Ercikan, 1998; Birbili, 2000). During the process of transcription certain 

interesting themes  were emerged. It was found that majority of respondents had shared similar 

opinions about certain issues and questions.  

3.5.4 Direct Observation 

To supplement the interview, direct observation was also used as data collection tool. The 

purpose of using multiple sources of data collection was to cover each and every aspect of the 

phenomenon and to get into the depth of those aspects which the interviewee did not want to 

share. According to Stainback and Stainback (1988), observation allows researchers to see 

what people do and to listen to what people say. In this regard, researchers frequently visited   

public sector organizations such as Agriculture, Education and Health department and 

observed the overall working environment such as discipline, employees’ relationship and 

teamwork and work load. Direct observation method provides researchers an additional 

opportunity to gather information which cannot be achieved in traditional methods of data 

collection. According to Stainback and Stainback (1988, p.48), “observation provides an 

opportunity to the researcher to observe and describe the whole setting of the phenomenon 
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under investigation; the activities took place there, the participation of people and the meaning 

of the activities”. This helps the researchers in gaining information about complex situations. 

Therefore, direct observations were used for data collection in this study. Direct observation is 

helpful for collecting information that is not possible through interview only. During 

observation, data was noted directly by following the suggestions of Fontana and Frey (2003) 

that researchers have to note down the points they observed without any delays. In this regard, 

observations were used in the support of interviews data where various aspects were checked 

and noted down such as leaders’ overall control in their respective organizations, discipline, 

relationship with staff and team work. 

3.6 Data Analysis 

In order to draw conclusion by the researcher, analysis and interpretation of data is considered 

the most important attribute of qualitative study (Stake, 2004). Bodgan and Biklen (1988, 

p.157) argue that data analysis is “the process of systematic searching and arranging interviews 

transcripts, field notes, and other materials that you accumulate for increasing your own 

understanding. It enables you to present what you have discovered from others”.  

Qualitative data can be analyzed through a number of approaches and programmes. According 

to Thorn (2000), there are various data analysis methods being used in qualitative studies. 

However, for conceptualizing processes to transform verbal data into some meaningful 

patterns, thematic approach is considered most appropriate. Therefore, thematic analysis is 

used in this study for analysis of the data collected through semi-structured interviews and 

direct observation. According to Mutch (2005), thematic approach is used in intellectual and 

conceptualizing process for analyzing qualitative data. In view of Anronson (1994), this 
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approach actually assists in identifying the emerging patterns and consistently recurring themes 

from the interview data. Therefore, it is commonly believed that thematic approach is 

appropriate for the interpretation and analysis of personal qualitative interview data (Byrne, 

2001; Thorn, 2000). For the effective process of thematic analysis Braun and Clarke (2006) 

have suggested six steps of thematic analysis such as familiarizing yourself with your data, 

generating initial codes, searching for themes, reviewing themes , defining and naming themes 

and  producing the final report. 

Several researchers such as Fereday and Muir-Cochrane (2006) and Fertuck, (2007) used the 

process as suggested by Braun and Clarke (2006) for thematic analysis in their research studies 

and recommended it for interpretation of data in rigorous and conscientious manner. Therefore, 

during analysis of data these steps were followed. At the start of thematic analysis text was 

read word by word and line by line in order to look for meaningful patterns. According to 

Clarke and Braun (2013), careful reading of transcripts bring researchers close to the data. 

After completion of reading, most repetitive words, sentences and phrases were coded. For 

coding different kinds of symbols and colors were used. The process of coding was useful in 

sorting out various themes. At each step, the process was reviewed and compared to the way 

of conducting a thematic analysis outlined by Braun and Clark (2006). The symbols were used 

to categorize the responses of different management groups while the colors were used for 

identifying similar words, sentences and phrases. Coding is useful because it breaks down the 

data into various categories and units which is further used for analysis (Dunscomb, 2003, p. 

271; Bryman, 2008). After completing the process of coding the themes were searched out and 

its relationship with other themes was checked and highlighted. This was a comprehensive 

process that provides meanings to underlying themes (Clarke and Braun, 2013). After this 

https://sites.google.com/site/howtousethematicanalysis/home/how-to-use-thematic-analysis/familiarizing-yourself-with-your-data
https://sites.google.com/site/howtousethematicanalysis/home/how-to-use-thematic-analysis/2-generating-initial-codes
https://sites.google.com/site/howtousethematicanalysis/home/how-to-use-thematic-analysis/3-searching-for-themes
https://sites.google.com/site/howtousethematicanalysis/home/how-to-use-thematic-analysis/4-reviewing-themes
https://sites.google.com/site/howtousethematicanalysis/home/how-to-use-thematic-analysis/6-producing-the-report
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process, the themes were categorized in word processing packages as recommended by 

Denscombe (2003, p. 275). According to Denscombe (2003), word processing package 

(document) is useful in the analysis of qualitative research especially in thematic analysis. 

Word processing package is a protocol which is developed for making the analysis systematic 

and scientific. The protocol divides all the respondents in three groups on the basis of various 

management levels such as lower management, middle and top management. Each category 

and the respondents falling in these categories were allotted codes such as for lower 

management L.M, Middle management M.M and Top management T.M as given in Fig 3.2.  

Fig 3.2 Protocol for the Analysis of Data 

 

 

 

 

 

 

 

 

 

Relevant data was added in columns under each theme or question(s) I had asked from 

interviewees. The First column of Protocol shows the individual perspectives, the second 
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column shows perspective of same management group and the last column represent the 

collective perspective of all management groups. With the help of this protocol all information 

was collected under various themes and its presentation and analysis were incorporated.  

3.6 Ethical considerations 

Rules, regulations and norms are important part of life. In order to live civilized life, individuals 

are expected to abide by certain rules, regulations and code of conducts. These help keeping 

them disciplined and civilized. This is similar in case of research process. Researcher needs to 

follow certain norms that are fundamental during investigation of a particular research issue 

(Babbie, 1990). These are called research ethics. Research ethics are concerned with the right 

and wrong in the behaviour of the researchers and this provides protection to the interests of 

all the stakeholders involved in the research process (May, 2001). In the words of Ezzy (2002, 

p.51), “ethics define correct moral values”. Thus, during field work researchers need to 

prioritize the ethical issues and address the matters with ethical consideration such as to protect 

informed consent of the interviewees by adopting confidentiality (Bryman, 2008; Scheyvens 

and Nowak, 2003). Informed consent is important to be obtained from the participant where 

research area and its purpose are clearly mentioned. On the basis of this, the participants should 

decide that whether they should take part in this research study or not (McNeil and Chapman, 

2005). 

Therefore, during this research study standard ethical codes were adopted with the conjunction 

of IM-Sciences code of research ethics. In this regards, prior written consent of the participants 

was obtained for obtaining information. The purpose of this research study was explained 
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before starting the interview. All the rights of the participants were taken care of and their 

confidentiality was ensured.  

Moreover, the selection of time and place is also significant for conducting interviews. It is 

good for researchers to know when and where to conduct interview. Therefore, verbal consent 

from all the participants was obtained for the time and place of the interviews before 

conducting interviews. The interviews were carried out at the time suitable to the respective 

respondents.      

3.7 Summary 

 This chapter has examined the research approach adopted in this research study. At the 

beginning, the chapter started with a brief introduction of research. It has been explained that 

research paradigm clarifies the understanding of social world around us. In natural sciences 

research scholars considered that there is a real objective world and knowledge about it can be 

obtained on the basis of generally accepted evidence, arguments and logic. But in social 

sciences, there is a kind of divide among the scholars. Certain social scientists believe in the 

existence of real objective world, objective evidence (empirical research) as in the case of 

natural sciences. These are positivist and this approach is positivism. However, many scholars 

consider that the world is socially constructed and empirical evidence alone cannot explain the 

world rather knowledge of researchers. In the latter case, those who believe that the world is 

socially constructed are interpretivist and this approach is called interpretivism. Interpretivists 

believe that social world is too complex and socially constructed phenomenon exists as a result 

of multiple human interactions. This cannot be reduced to a set of observable laws. The 
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interpretivists, therefore, argue that the meaning of social phenomenon can be understood from 

the point of view of those who experience it. 

Central research question of the study: ‘exploring barriers inhibiting the effectiveness of 

organizational leadership in public sector in KP, shows that the issue under investigation is a 

social phenomenon having different aspects and dimensions. It is not simple relationship that 

can be understood through simple linear equation. This is required to be explored through the 

point of view of those who have experienced it. Therefore, this research study has adopted 

interpretivist paradigm. However, qualitative study is consistent with the assumptions of 

interpretivist approach which is based on a subjective rather than an objective understanding 

of a social or human problem. Therefore, qualitative enquiry is considered appropriate in this 

study. 

Interview is considered an appropriate data collection tool in qualitative study where semi-

structured interview is a flexible tool for data collection, and can provide a wide range of 

information from a diverse group of respondents. The study under investigation needs in-depth 

information due to its complexity, multiple dimensions and contextual nature. Therefore, semi-

structured interview was used for data collection. Interview was also supplemented with direct 

observation in order to explore those aspects that are difficult to be explored through interview. 

Thematic approach was adopted for analyzing interview data in this study.  
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Chapter 4: Analysis and Discussions  

4.1 Introduction 

This chapter focuses on data analysis and discussion of the study under investigation. 

Specifically, the chapter provides a detailed account on the findings of collected data with the 

help of data collection tools such as direct observation and interview protocol. The data was 

collected from the sampled respondents (Top, Middle and Lower level managers) working in 

selected public sector organizations. The purpose of the study was to explore insight of the 

issues organizational leaders are confronted with and impeding them from effectively leading 

their organizations. The findings of the study are based on respondents’ opinions, observations 

and experiences regarding “barriers inhibiting the effectiveness of leadership in selected public 

sector organizations in KP. Each research question has been answered and interpreted with the 

perspectives of the respondents using examples from local contexts and supporting with 

available literature. This helped in exploring the real issues underlying the problem. 

Furthermore, the views of the respondents have been discussed to provide a clear picture on 

each research question. This helped in clarifying the main emerging themes. On the basis of 

analysis of the interview and direct observation, certain themes regarding barriers to 

organizational leadership emerged as given in tabular form below with detailed discussion 

underneath. 
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Table  4.1: List of  major themes explored   

S.No Majore Area under study Themes 

1 Leadership Crisis 1. Lack of Relevant Knowledge and 

Experience 

2. Managerial focus rather than leadership 

2.  Barriers Inhibiting Leadership 

Effectiveness 

1. Lack of proper training and development 

2. Undue political interference 

3. Traditional bureaucratic culture 

4. Obligations of cultural and social values 

5. Policy issues 

6. Lack of required financial support 

7. Lack of accountability 

8. Corruption 

 

4.2 Leadership Crisis  

The perspective of respondents shows that there is leadership crisis in public sector 

organizations in KP such as organizational executives are lacking relevant knowledge and 

skills, poor communication, inappropriate leadership style and lack of leadership focus. Due 

to this, organizational executives are facing problems in critical understanding of many issues 

affecting their leadership roles. Various respondents mentioned that leadership crisis is due to 

various barriers such as lack of proper training and development, lack of resources, traditional 
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bureaucratic culture, lack of accountability and undue political interference. Regarding 

leadership crisis and its consequences for organizational executives, an official disclosed that 

organizational leaders are unable to diagnose existing threats and opportunities. Due to this,  

they are unable to develop long term strategic planning. Overall, the current leadership 

capacities are enough only for short‐term, operational purposes rather than long‐term, strategic 

perspective (Deputy District Agriculture Officer, Personal communication, Jan, 2014).  The 

leadership crisis can be gauged from the inability of organizational executives to deliver 

growth and development in Agriculture, Education and Health sector in KP. This is similar as 

Amir (2013) argues that public sector institutions such as education and health is far behind 

the Millennium Development Goals (MDG) in Khyber Pakhtunkhwa. There is poverty, low 

literacy rate, high infant mortality rate, lack of access to water and sanitation (Amir, 2013). 

Lack of capacity of organizational executives is one of the dominant factors that has fostered 

an environment which is not conducive for long-term sustainable development (Tanwir 

and Fennell, 2010).   

Existing literature shows that organizational executives need a long term perspective which is 

critical for developing strategic planning (Gill; 2006 and Ulrich et al., 2008). Majority of 

respondents (21 out 30) marked it as an area that requires growth in public sector organizational 

leadership in KP. It has been realized that leaders in public sector have focused on routine 

duties rather than long term strategic matters. This shows organizational executives in KP are 

not skillful enough to forecast future issues and challenges.  

According to respondents leadership qualities are clearly missing in public sector organizations 

in KP. The data gathered from organizational executives show that a major deficiency in the 

role of a leader is the focus on manager-ship rather than leadership. This shows that leadership 



95 

 

in public sector in KP has not moved from a managerial paradigm to leadership paradigm. 

Consequently, they are lacking an in-depth and critical understanding of many important roles 

of a leader such as importance for organizational vision, strategic planning and employees’ 

motivation. Organizational vision refers to a complete map of what makes an organization, and 

understanding of relationship of the different units of organization. Vision of an organization 

shows a comprehensive picture of an organization that where it will be at some point in future 

and provides meaning and purpose to the work of an organization that is well beyond merely 

maintaining status quo (Blumberg and Greenfield, 1986). A visionary leader has the abilities 

to direct organizations growing up despite several obstacles (Kotter, 1996). Thus, vision helps 

the leadership predict future, align subordinates with the future requirements and inspire them 

towards achieving organizational goals and objectives. Therefore, respondents articulate that 

organizational leaders in public sector organization are required to be groomed with 

organizational vision.  

It was mentioned by several respondents that there is lack of visionary leadership in public 

sector organizations in KP; For example, there is little mention on the part of leaders regarding 

their vision of what they want their organizations to become somewhere in future and whether 

these visions are clearly defined and shared with their staff and colleagues at the organizations. 

Also, there is no evidence that organizational executives had any knowledge or depth of 

understanding about organizational culture as well as other crucial strategic and sustainability 

issues such as developing shared values, initiating change, developing right culture and 

leadership capacity. Several factors can be held responsible for this, for example; 

organizational leaders are posted on political grounds rather than merit. In this regard, an 

official said during the interviewe, “leaders at the upper level are posted on political grounds 
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without considering their relevant knowledge and experience” (Principal of a Higher 

Secondary School, Peshawar, personal communication, Jan, 2014). This shows that key 

organizational positions are awarded to political loyalists and not to those who are best 

equipped for the job. This is one of the root causes for leadership crisis in public sector in KP.  

Besides, proper training and development is missing in public sector in KP. This is what an 

officer explained, “lack of on-going training and development is one of the fundamental 

reasons for leadership crisis in public sector in KP due to which there is limited capacity of 

organizational leaders for critical strategic matters such as vision, strategic planning, finance, 

motivation, team building and right values and ethics” (Deputy Director, Peshawar, personal 

communication, Feb, 2014). This shows that  leaders in public sector has little space for 

charring out their important leadership roles such as developing and disseminating 

organizational vision, sharing values of honesty and integrity, team work and motivation. From 

the perspective of respondents, the overall analysis shows that organizational executives are 

not effective in running their organizations successfully.  

On the other hand, organizational leaders are required to perform their role effectively because 

leadership has a central role in evolution and cultivating an organization. The concept of 

leadership in the contemporary literature is the ability and wisdom of leaders to safeguard the 

organization’s benefit by realizing the needs of the employees and understanding the targets in 

order to achieve common goals (Northhouse, 2015; Sansom, 1998). According to Reed (2003), 

an effective leader is a potent combination of strategy and character. Both strategy and 

character make a leader role model for subordinates (Dran, 2004). This is fundamental for 

subordinates’ motivation. An effective leader therefore, is expected to demonstrate qualities, 

embrace good character, develop vision; and improve abilities in order to lead successfully 
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(Ulrich et al., 1999). But, within public sector in KP, the perspectives of lower and middle 

level management are different in this regard. Many respondents (23 out of 30) said that leaders 

are not adequately prepared to cope with complex and dynamic issues in public sector in KP. 

This is mainly due to lack of relevant knowledge and skills and managerial focus rather 

leadership. In the words of Shaw (2002), primary problem with organizational leader is 

inappropriate leadership style. Safdar (2012) considers lack of leadership capacity as the main 

issue while Khan (2002) calls traditional bureaucracy as the major barrier for the effectiveness 

of leadership. The overall conclusion shows that organizational executives have skills of 

routine operation and management of their organizations but there is little evidence of their 

effectiveness in solving complex and long-term strategic issues. Evidence shows that 

leadership in the public sector organization is taken up by managerial type of work (Shafqat, 

1999) rather than leadership. This is similar to what an official said:   

Organizational executives have concentrated on managerial role rather than 

leadership in the public sector in KP. They are dependent on lengthy procedures 

guided by specific rules and regulations. There is limited space for them to use 

their own wisdom and abilities (Agriculture Officer, personal communication, 

Jan, 2014).  

Several respondents (24 out 30) put forwarded their arguments that leadership in public sector 

has a managerial focus rather than leadership. There is lack of focus on developing strategic 

planning, team work and motivation. Consequently, organizational leadership with insufficient 

leadership qualities are dependent on spoon-feeding policies. They are not able to cover-up 

issues and challenges. Mainly such organizations rely on short-term policies and actions 
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instead of formulating long-term strategies. Eventually, it has been acknowledged that public 

sector organizations are suffering from lack of effective leadership.  

4.2.1 Lack of Relevant Knowledge and Experience 

Respondents repeatedly talked about insufficient experience and knowledge of organizational 

executives in public sector in KP. This was found an issue of great concern, because, lack of 

relevant knowledge and experience can lead organizational executives spending unduly large 

amounts of time on minor issues such as hiring, firing and transfer. There is little time for 

important leadership role such as vision dissemination, strategic planning, organizations by 

leading change, managing for accountability and getting right values and ethics. During 

interviews, organizational executives showed their competence and professionalism towards 

their duties while lower and middle management did not agree with this. In the view of an 

interviewee, “leaders at the upper level are senior bureaucrats. They are not prepared for 

leadership role because they are lacking relevant knowledge and experience” (District Officer 

Agriculture Extension, personal communication, Jan, 2014).This was elaborated by another 

official, “leaders at the upper level are often posted on political grounds and are lacking 

relevant knowledge and experience” (Principal, Higher Secondary School, Peshawar, personal 

communication, Jan, 2014). This was further endorsed by a senior official that leaders are not 

performing well as they are working on political or personal agendas rather than organizational 

(Medical Superintendent of a Government Hospital, Peshawar, personal communication, Jan, 

2014). The overall analysis shows that organizational executives are appointed on political 

grounds rather than their knowledge and skills and thus do not possess relevant knowledge and 

experience. For example, in the words of an official, “a medical superintendent at Lady 
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Reading Hospital4 (LRH) is not a medical doctor. Similarly, director of archive library 

Peshawar is not a librarian” (District Education Officer, personal communication, Jan, 2014). 

Due to lack of relevant knowledge and skills, leaders in public sectors cannot develop proper 

planning and develop long-term strategies (Safdar, 2012). Evidence shows that lack of 

awareness and experience in subject matter lead organizational executives to play a passive 

role in organizational development. Most of the organizational executives spend their 

maximum time in administrative work and routine day to day operations. There is lack of future 

planning for organizational growth and development. Existing studies show that relevant 

knowledge and skills are fundamental for successful organizational leaders because leaders 

through their knowledge and experience develop trust and cohesion among subordinates (Zhu 

et al., 2005). Organizations need effective leaders who are equipped with relevant knowledge 

and experiences (Zhu et al., 2005). Effective leaders analyze situations and solve complex 

issues and problems (Hoy and Miskel., 1991). 

However, lack of leadership capacities in public sector in KP is a matter of deep concern. There 

is poor communication at the top level due to which appropriate messages cannot to be 

conveyed at lower level. This has led to role ambiguities among working staff and 

organizational leaders due to which they cannot visualize future opportunities and threats. 

According to Simon, Smithburg and Thompson (1950), blockages in communication system 

create serious problems in public administration. Administrative and organization theory 

 
4 The Lady Reading Hospital (LRH) is one of the most important post graduate medical institutes in 

Pakistan. It is located at Peshawar, Khyber Pakhtunkhwa, Pakistan. It is named after Lady Reading, the 

wife of the Viceroy of India, Lord Reading. It is the biggest hospital of KP province, providing tertiary 

care facilities. 

https://en.wikipedia.org/wiki/Peshawar
https://en.wikipedia.org/wiki/Khyber_Pakhtunkhwa
https://en.wikipedia.org/wiki/Pakistan
https://en.wikipedia.org/wiki/Alice_Isaacs,_Marchioness_of_Reading
https://en.wikipedia.org/wiki/Viceroy_of_India
https://en.wikipedia.org/wiki/Rufus_Isaacs,_1st_Marquess_of_Reading
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postulate that lack of effective communication affect organizational performance (Pandey and 

Garnett, 2006). Within public sector in KP, most of the correspondence is carried out through 

written with little face to face communication. This has created problems of role ambiguity 

which is further detrimental for coordination. In this situation, public sector organizations are 

not able to maintain continuous growth and development due to which there is low literacy 

rate, poor health facilities, energy crisis and food shortages. 

4.2.2 Managerial Focus Rather Than Leadership 

During interview, organizational executives failed to justify strong leadership-orientated 

aspects of their work in public sector organization in KP such as there is limited importance 

for organizational vision and mission. They failed to provide satisfactory answer to the 

question that where they want their organization to be somewhere in the future and whether 

the vision and mission are defined clearly and shared with their subordinates and colleagues at 

the public sector organizations. This shows that organizational executives are not prepared for 

playing leadership role effectively. From the perspective of respondents, it is inferred that there 

is lack of crucial strategic planning and sustainability issues such as developing shared values 

and beliefs, strategic capacity, initiating change, developing leadership capacity, and others. 

This is similar to what an official explained: 

Most of organizational executives have the skills of routine management and 

operation of their organizations. There seems little evidence that executives of 

public sector organizations in KP are aware of the strategic perspective of their 

leadership role (Deputy Secretary, Peshawar, personal interview, Jan, 2014).  
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 It appears that much of the data they offer is concerned with administrative and managerial 

aspects of their work. There is little evidence of leadership qualities in organizational 

executives due to which leadership is not instrumental in preparing long term strategic focus. 

This is similar to the views of Shafqat (1999) that leadership in public sector organization is 

taken up by managerial type of work. The perspective of lower and middle management gave 

a clear indication that KP’s public sector leadership appear to be located in a managerial rather 

than a leadership paradigm, and their focus on “routine” activities shows leadership crisis. If 

public sector organizations want to show progress for meeting 21st century needs in KP. Its 

leadership will require struggle for developing a more strategic perspective of their roles.  

However, the overall analysis shows that leadership crisis in public sector organizations is due 

to various barriers. The following section provides in-depth and critical understanding of 

various barriers affecting the leadership role in public sector organizations in KP.  

4.3 Barriers Inhibiting Leadership Effectiveness 

The issue of leadership crisis has gained much attention at policy level in KP. For instance, the 

current government has realized that organizational leaders need to be effective in leading 

public sector organizations. However, there are leadership crises in public sector in KP such 

as lack of relevant knowledge and expertise, inadequate leadership style and lack of leadership 

focus. The leadership is in crisis due to various barriers. The following section elaborates in-

depth understanding of the barriers affecting leadership effectiveness in public sector 

organizations. 
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4.3.1 Lack of Proper Training and Development Opportunities 

The perspective of respondents indicates that lack of required preparation for leadership role 

is one of the major issues inhibiting leadership effectiveness in public sector organizations in 

KP. The interviewees quoted numerous examples of how they saw their work and progress 

being inhibited by lack of training and development. Many of these were characterized by deep 

disappointments and helplessness in case of professional development and growth. Apart from 

lack of initial leadership training, almost the entire respondents spoke of the current lack of 

support from their relevant ministries and respective authorities for their on-going professional 

learning. In this regard, a senior official disclosed:  

I am not sure about others, but for me there is lack of on-going professional 

learning for public sector leadership. Those who are on top positions need to be 

updated with latest issues and developments in the organizations and 

management practices. However, there is lack of support from the respective 

ministries in this regard (Medical Superintendent of a government hospital, 

Peshawar, personal communication, Jan, 2014). 

The overall analysis shows that there is lack of proper mechanism for providing leadership 

training and development. It was argued that prevailing training and development programmes 

are insufficient for leadership role. For example, there is lack of exposure on the part of 

organizational leaders to adopt advanced management techniques for successful operations of 

public sector organizations (USAID, 2012). Due to this, organizational executives are unable 

to bring changes and developments in their organizations.  
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Existing studies show that trainings and development are fundamental for professional 

development of organizational leaders (Wart, 2003; Abdalla and Onguko, 2008). Well trained 

and developed organizational executives use their skills such as technical, human and 

conceptual to analyze situation and take corrective action. This is similar as an interviewee 

explained that proper training and development build better communication skills, develop 

hidden talent, ensure  consistent  quality, provide greater focus, produce more  productive 

efforts  and  clarify  the  concepts  of  organization  related  issues (Director, Peshawar, Personal 

communication, Feb, 2014). This shows that training and development is fundamental for the 

effectiveness of leadership. Effective leadership has the ability to inject energy in organization 

and put it on the right direction. Therefore, Wart (2003) suggests that effective organizational 

leadership needs consistent and continues provision of relevant and intensive training and 

development.  

It is an undeniable fact that lack of training and development is a serious problem, particularly 

in public sector organizations in KP, where budget constraints, outdated curriculum, lack of 

professional instructors, personal access and approaches and lack of interest of relevant 

ministries has made it difficult to train and develop organizational executives (USAID, 2012).  

Existing training and development programmes are not focused on developing leadership 

capabilities. This is what an official disclosed: 

Civil servants in KP are recruited through PMS (Provincial Management 

services) examination. This is followed by specialized programmes of training 

and development. During service, officers at the level of Deputy Secretary at 

federal and provincial level are offered courses in administration and 

development at the National Management Institute. These courses are 
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mandatory for promotion but are not focused for leadership positions 

(Secretary, Peshawar, personal communication, Peshawar, Jan, 2014). 

This indicates that organizational leaders in KP are seemed unprepared for changes and 

development in their organizations. This was endorsed by another senior officer that lack of 

proper training and development is detrimental for collegial interaction and sharing of 

information in public sector in KP that has further eroded best leadership practices (Chief 

Planning officer, Peshawar, personal communication, Jan, 2014). In the words of a senior 

official, “public sector organizations are led by civil servants. They are trained and developed 

after passing competitive examinations. During training, their curriculum hardly contains three 

hours class on organizational leadership (Director Admin, Peshawar, personal communication, 

Feb, 2014). This shows that training courses in public sector in KP have not focused on 

leadership development. In this regard, National Management Institute conducts training of 

senior officers in BPS5-20 and its successful completion is prerequisite for promotion to BPS-

21 that is Secretary or DG (Director General) level positions. However, lack of proper focus 

on leadership does not let the officers to develop their leadership capabilities. Similarly, 

individual ministries or divisions also arrange trainings and development programmes in 

foreign universities and institutes in Pakistan such as World Bank financed Public Sector 

Capacity Building Program in (2004-2009). In this programmes, officers of  BPS-17 to BPS-

19  were sent abroad to attain masters degrees in relevant disciplines, while BPS-20-21 grade 

officers attended Harvard University’s Kennedy School of Government under the Executive 

 
5 BPS refers to “Basic Pay Scale” in government/public sector jobs. This is used for categorizing jobs 

grades. All government jobs are categorized in the range of BPS-1 to BPS-22. 
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Development Programs. Such programs are very useful but are limited and based on foreign 

aid. This infers that training and development programs are limited and based on foreign 

donations. In this regards respondents said that training and development need to be expanded 

to officers at all levels. Training and development should not be dependent only on donor 

agencies or foreign aid (Secretary, personal communication, Peshawar, Jan.2014). 

Public sector officers struggle at their best to get opportunity for personal growth and 

development, but hardly a few undergo state-sponsored training and development programs to 

improve leadership capacities and skills. This gap has undermined the ability of the 

organizational heads to lead their organizations effectively. The Government of KP has paid 

far scant attention to the training and development for leadership position in public sector 

organizations. Organizational executives are therefore facing hurdles in performing effectively 

(Miller, l99l). Due to this, there are leadership crisis such as lack of relevant knowledge and 

experience, inappropriate leadership style, lack of honesty and integrity and managerial focus. 

This has eroded the effectiveness of leadership (Abbas and Yaqoob, 2009).  

Lack of leadership qualities does not let organizational executives to properly utilize their 

subordinates. In this regard, employees do not put their heart and soul together for 

accomplishing organizational objectives. Employees’ motivation is possible when certain 

aspects of leadership, including communication, collegiality, and coordination become part of 

leadership role. Therefore, Pansiri (2004, P.474) adds, “leaders need motivational skills in 

order to direct the interest and support of the group or followers towards action”. An effective 

organizational leader is not only a source of inspiration, but also a source of guidance and 

motivation for subordinates. This is possible, if leadership is properly trained and developed. 

Therefore, training and development needs to be an important priority for all public sector 



106 

 

organizations (Khan et al., 2011). Darkenwald and Merriam (1982) emphasized that staff 

development stimulate intellectual abilities and increase knowledge. It further abreast new 

advances and developments and improve organizational effectiveness (Darkenwald and 

Merriam, 1982). The importance of training and development was explained by an official and 

said:  

Training can accomplish many things. It can help people learn new skills to 

meet new expectations, both formal and informal. For example, an 

organizational head has been hired originally for his/her ability to run an 

organization effectively by incorporating his leadership abilities. In the current 

circumstances, public sector is dynamic and its work environment is 

complicated. Therefore, this required leadership skills and abilities that can 

accept challenges and move forward with necessary changes and developments 

(Deputy Secretary, Peshawar, personal communication, Jan, 2014). 

From the perspectives of respondents, this can be inferred that public sector organizations need 

trained and developed leaders because training and development is fundamental for the 

effectiveness of organizational executives. Effective leadership injects energy into 

subordinates to accept the challenges of their evolving jobs (Merriam and Caffarella, 1991).  

However, lack of proper training and development is a long standing issue in public sector 

organizations in KP that has hampered the effectiveness of organizational executives (Khan et 

al., 2011). This is what a senior official informed the researcher: 

Lack of on-going training and development is one of the fundamental reasons 

for ineffectiveness of leaders in public sector in KP. There is a limited capacity 



107 

 

in leaders for appraisal of their own leadership performance and that of the 

subordinates (Chief Executive of a Government Hospital, Peshawar, personal 

communication, Jan, 2014). 

Although there are some in-service learning opportunities, these are not always helpful because 

of its managerial nature. Training and development need to be more dynamic in terms of 

different and complex nature of the public sector organizations and it should be prepared in 

order to improve leadership capabilities. An interviewee explained, when he was asked 

whether he has benefited from workshops and conferences organized by his relevant ministry. 

It was replied that workshops and conferences are helpful to some extent but there is need of 

such type of training and development that is specifically focused on the development of 

leadership capabilities (Secretary, Peshawar, personal communication, Jan, 2014).  

Effective communication is another important aspect of leadership effectiveness. According to 

Anderson (2006, P.336), “effective communication is one of the keys to effective leadership”. 

In this regard, respondents articulated that communication skills of organizational leaders in 

KP are inept which in return slow down the process of motivation. This is due to lack of proper 

training and development. Most of the correspondences in public sector are carried out through 

written with little face to face communications. This has limited the ability of organizational 

heads to understand the challenges and issues confronting public sector.  Holly and Payne 

(2005) pointed out that there are problems of communication in public sector organizations 

that have caused delays in performing duties of organizational heads. This problem has 

aggravated some potential problems such as delay in projects, interpersonal and intrapersonal 

conflicts, inefficiencies and role confusion in public sector, coupled these with poor working 

conditions, poor evaluation and feedback (Holly and Payne, 2005).  
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Currently, it has been realized that lack of required preparation for leadership roles in the public 

sector has been found as one of the prominent barriers inhibiting the effectiveness of leadership 

in public sector organizations in KP. Literature shows that training and development needs to 

be an important priority for all public sector organizations (Khan et al., 2011). This requires 

update curriculum, leadership focus and well qualified and trained instructors but unfortunately 

there is an acute shortage of trained and developed instructors. An interviewee informed the 

researcher that there is shortage of qualified and motivated instructors in government training 

and development institutes. Instructors are serving officers who are posted to the post of 

instructors when they are found guilty because of their underperformance or some sort of other 

illegal activities (Agriculture Officer, personal communication, Peshawar, Jan, 2014). It means 

underperformers are posted as instructors for training and development in public sector in KP 

(District Education Officer, personal communication, Jan, 2014). This shows that there is lack 

of seriousness in training and development of government officers due to which, even those 

leaders who tend to make changes and developments are often incapable of succeeding. 

Instructors are required to provide with same prestige, compensation and other incentives as 

officers of constituent sections of the National School of Public Policy (NSPP). However, this 

is not the case in public sector in KP, due to which training and development do not meet the 

required standards. This has affected growth and development of public sector leaders and they 

are not prepared to perform the challenging role of organizational leaders. 

From the perspectives of respondents, the overall analysis shows that within public sector in 

KP, public sector employees avail a range of training and development opportunities to meet 

their professional development needs. For this purpose, there are several institutes such as 

National Institute of Public administration (NIPA), Civil Service Academy, Rural 
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Development Academy but these are formalistic and exhibit managerial focus rather than 

leadership. It is an undeniable fact that training and development institutes have adopted 

traditional mechanism for training and development needs. As a result, there is focus on 

lectures and abstract knowledge, without giving attention to the development of skills, abilities, 

and attitudes of organizational leaders. Muhammad (2007), therefore, considers that public 

sector organizations are provided with least training opportunities. There are some training 

programs in which leaders of public sector organizations participate, but the content and the 

curriculum of these training programs is either outdated or irrelevant which does not 

necessarily help improve the skills and relevant knowledge of the executives of the 

organizations. Therefore, these do not meet the requirement for leadership capacity building. 

Training and development programs for organizational leaders need to be broad based in order 

to improve decision making, communication and interpersonal skills. This would prepare 

leaders for their dynamic role.   

However, lack of training and development has considerable impact on the effectiveness of 

organizational leadership. Due to lack of proper training and development, there is lack of 

clarity in organizational vision and mission. Evidence shows that effectiveness of a leader is 

contingent upon the ability of a leader to develop vision (Zaccaro and Banks, 2001). But vision 

is least observed activity in the public sector organizations in KP. This has aggravated several 

potential problems in public sector such as lack of strategic planning, lack of change and 

development and poor dispensation of services. 

4.3.2 Undue Political Interference 

There is a growing realization in KP that excessive politicization has significantly affected 

public sector organizations. Politicization is considered as one of the key causes of the decline 

http://onlinelibrary.wiley.com/doi/10.1111/1468-0297.00043/full#b16
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in civil service systems (Tanwir and Fennell, 2010). According to a senior official, 

“organizational executives (bureaucrats) feel unsecure due to politically motivated decisions 

on postings, transfers; promotions and dismissals” (Principal of a Medical College, Peshawar, 

personal communication, Jan, 2014). In this regard, Simon and Thompson (1991) argue that 

public sector leaders are working under political system. Many respondents (25 out of 30) 

referred to the difficulty organizational executives are facing in managing political influence 

in public sector organization. It is important for public sector executives to be assertive 

regarding the present policies and plans they demonstrate to ministers. For managing this 

effectively, understanding of political system is crucial, because, often, decisions taken by 

organizational leaders are influenced by political system. Respondents therefore, considered it 

important for organizational leadership to adopt the skills of developing good relationship with 

political leaders in KP’s political system. This is endorsed by Bolman and Deal (2003) that 

political skills of organizational executives are important for organizational development, 

because political skills of a leader develop a network of support with people of influence and 

power that enable them to work progressively. This would help utilize political support for 

their respective organizations. However, respondents repeatedly link the failure of 

organizational executives with the inability to show adequate relationship with political bosses. 

During interview, a considerable emphasis was put on the qualities of organizational leadership 

to develop relationship with political bosses in order to continue to be effective in achieving 

organizational goals and objectives. Majority of respondents (18 out of 30) stated about 

increasing trend of political interventions in appointments, postings, transfers and promotions. 

These arguments were when shared with organizational executives (secretaries), they 

explained that political interference increased with the withdrawal of the constitutional 
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guarantee in Pakistan, where constitutional guarantee means government does not have the 

authority to fire, post or transfer an officer without giving him a good reason, and the reason 

is fully justifiable in court. In this regard, constitutional guarantee would prevent 

organizational executives from intervening in the decisions and actions of the bureaucrats 

through imposition of transfer, postings and dismissal. Constitutional guarantee can provide 

bureaucrats immunity from the political system but the withdrawal of it has increased political 

influence (Tanwir and Fennell, 2010).  

However, after withdrawal of the constitutional guarantee, organizational executives have been 

exposed to the broader political system due to which political interference has increased in 

public sector. This is what Simon and Thompson (1991) argue that public sector organizations 

are working under political pressure. This requires organizational executives to be skillful 

enough to manage political interventions. It is important for organizational executives to 

understand that political interventions can best be utilized when there is coordination between 

political and organizational leadership. However, majority of respondents (18 out of 30) said 

that there is lack of dovetailing in organizational leaders and ministerial objectives. This has 

eroded the effectiveness of public sector organizations.  

Lack of Coordination between Organizational and Political Leadership  

The overall perspectives of respondents show that the ability to work within political context 

needs to understand various influences and to be able to move forward when possible 

opportunities present. This is due to growing realization that public sector leadership is 

working under political influence and organizational executives are working as long as they 

are allowed. This shows that effectiveness of organizational executives is dependent on their 

abilities to work in coordination with political system. It is important to note that political 
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direction and priorities directly affect organizational leadership in public sector in KP. This is 

same as Forbes et al. (2004) argue that coordination of political and organizational leadership 

facilitates several potential advantages and disadvantages. Therefore, many respondents 

consider coordination as one of the important factors for leadership effectiveness. However, 

perspectives of several respondents (18 out of 30) show that there is lack of clarity in roles and 

responsibilities of political and organizational leadership that has undermined coordination 

between them. According to a senior official, “political and organizational leaders are not clear 

on their roles and responsibilities. This is one of the dominant factors which is responsible for 

lack of coordination between political and organizational leadership in public sector 

organizations in KP” (Chief Planning Officer, Peshawar, personal communication, Jan, 2014).   

It is important to understand that clearly defined roles and responsibilities of organizational 

and political leadership improve their performance. This was recognized at the time when 

organizational executives were asked about their role. During their interviews, it was argued 

that leadership in public sector in KP has assumed their role as a manager. They cannot ensure 

their vision for organizational growth and development or any other important leadership role. 

Lack of clarity on roles and responsibilities of political and organizational leaders is one of the 

major issues that have inversely affected their performance. According to Hyden (1984) and 

Hartmann (1986), political and organizational leaders are required to be aware of their role and 

responsibilities. However, respondents repeatedly (19 out 30) said that lack of clarity on role 

and responsibility is detrimental for coordination of political and organizational leadership. 

This is similar as Hyden (1984) argues that role confusion has undermined coordination in 

public sector in KP due to which policy makers consider that implementation is not the concern 

of the policy makers and implementers believe that policy making is not the responsibility of 
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the implementers. This has created problems in policy implementation in public sector in KP. 

It is argued that “lack of coordination between political and organizational leaders facilitates 

them to abdicate their role” (Shellukindo, Goldworthy and Brown, 1998, p. 23). Many 

respondents (20 out of 30), therefore, suggested that political and organizational leaders should 

be on the same page in setting priorities in public sector. However, in most of the cases, there 

are differences in the opinions of political and organizational leadership. According to an 

interviewee, “differences in the priorities of political and organizational leadership in many 

areas have significantly affected their coordination in public sector organizations” (Deputy 

Director, Peshawar, personal communication, Feb, 2014). It has been observed that most often 

initiatives taken by the organizational leaders are removed from the political agenda. In such 

situation, organizational leaders very rarely achieve their goal and objectives because they 

cannot concentrate on important leadership roles such as strategic vision and strategic 

planning, organizations by leading change, maintaining quality and accountability. 

Respondents repeatedly (19 out of 30) suggested that effective leaders are required to develop 

a balance between public interests and their relationship with government ministers. However, 

leaders in the public sector in KP have failed in maintaining this balance, due to which they 

cannot play their role effectively. Public sector leadership is working on the direction of 

political bosses. This is similar as an officer said, “leadership  can  only  go  as  far  as  the  

political  agenda  allows” (Additional Director Planning and Development, Peshawar, personal 

communication, Feb, 2014). Developing an organizational agenda therefore needs public 

sector leaders to coordinate with political leadership. This can be possible when policies are 

developed for long term wellbeing of the public. However, respondents said that policies are 

often developed for their own interest rather than public interest. This does not let 
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organizational leaders to be on the same page with political leadership. There are lobbies in 

bureaucracies and politician as well. They are looking towards their own benefits rather than 

public interest. Due to this, public sector is unable to provide efficient service delivery to the 

people. 

               Political Interferences in Postings, Transfers and Promotions. 

Political interference in postings and transfers is considered as one of the main barriers 

inhibiting the effectiveness of organizational leadership. According to Tanwir and Fennell 

(2010), politicization of the bureaucracy is one of the key causes of the decline in the civil 

service systems. It was argued that politically motivated decisions on recruitment, promotion 

and dismissal and the lack of career perspective are detrimental for job security (Tanwir and 

Fennell, 2010). This has weakened the incentive to work hard, to be fair and efficient. Each 

political party, after assuming power posts its own people on key positions. In such situations, 

organizational leaders are posted on the basis of political affiliations rather than leadership 

expertise and skills. Political interference in postings and transfers has broken the bridge 

between reward and performance, individual merit is relinquished and the efficiency and 

productivity of the organization are demolished. Haque and Khwaja (2007) conducted a 

perception survey of civil servants seeking their views on political interference and 

performance of civil servants in Pakistan. According to this survey, 63 percent of bureaucrats 

said that postings, transfers and promotions are based on political affiliation rather than 

education background and experience. This shows that postings and transfers are certainly not 

being made for efficiency reasons in public sector in KP rather it is dependent on relationship 

with political parties. This has affected the fixed tenure of organizational executives due to 
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which organizational leadership is confronted with frequent and premature transfers. This is 

somewhat similar to what an official said: 

A regional Police Chief in KP was transferred after fourteen months of his 

posting, for not accepting the demand of local political leaders of a political 

party in power. This is due to the prevailing political culture in which 

organizational executives are considered as instruments for the political party 

in power to intimidate its opponents and favor its supporters” (Principal of a 

Government Medical College, Peshawar, Personal Communication, Jan, 2014). 

An organizational executive selected on the basis of merit for a given reasonable tenure, is 

more likely to be effective than the one selected for an uncertain tenure. The advantage of 

tenure stability of organizational leadership is considered as a best throughout the developed 

world. Citing the example of the tenure of the Commissioner Police of London Metropolitan 

Police is five years by law, The Police Chief of New York is four years and the Director FBI 

is ten years (Parvez, 2015). However, the tenure of public sector organizational leaders is 

uncertain in KP.  It has been argued that the average tenure of Secretaries in Pakistan including 

KP is 15 months (United Nations, Department of Economic and Social Affairs, 2004). 

Similarly, the average tenure of Provincial Police Chiefs is less than a year. The average tenure 

of organizational executives is not more than few months. The sword of transfer is always 

hanging over the head of organizational leaders. This pressurizes organizational executives to 

please political masters for their survival in that post, rather than improving the quality of 

service provision.  

The perspective of respondents shows that unpredictable tenure of government officers breed 

corruption because organizational executives are indifferent to the needs of the community. It 
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causes poor accountability, weak supervision and ad hoc approach to organizational goal and 

objectives. 

In senior positions like secretary of Agriculture, Education and Health, the qualities of ability 

and competence should be the criteria for the appointment, as the appointee and its skills are 

important for the execution of tasks. However, the respondents’ perspective indicates that such 

positions are awarded to political loyalists and not to those who are best equipped for the job. 

This has held hostage economic development (Tanwir and Fennell, 2010). Organizational 

leaders rarely have the required skills and competence for effectively running their 

organization. In this regard, organizational executives were when asked about their leadership 

roles in public sector organizations; they were found unable to prove their instrumental 

leadership role in long-term strategic perspective. Much of the discussion they offered were 

concerned about administrative and managerial aspects of their routine work. This shows that 

majority of organizational executives are likely to consider their job as only administration 

where day to day activities are performed. Moreover, the discussions with organizational 

executives further show that there is lack of knowledge or depth of understanding of crucial 

strategic and sustainability issues such as human resource capacity requirements, 

organizational change and development and employees’ development needs.  

 A growing body of research studies shows that public sector organizations are more dynamic 

and complex (Schofield, 2008). These organizations need leaders who are qualified, 

experiences and skillful. This is crucial for effectively performing their leadership role. 

Majority of the respondents spoke out that skills and competence should be the basic 

requirements for the positions of organizational leaders such as secretary education, health, 

agriculture, commerce, and finance. This will make the execution of the task successful but in 
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public sector in KP situation is not so. Effectiveness of organizational leadership has been 

eroded effectiveness. Several respondents (18 out of 30) considered that there is no proper 

talent hunt for the postings of organizational leaders. Therefore, there is crisis in organizational 

leaders in public sector in KP such as neither leader can develop long term organizational 

vision nor do they prepare proper strategic planning. This is somewhat similar to what an 

official said that leadership positions mismatch with the candidates’ capabilities at the time of 

posting. This is because executive positions are awarded for political interest or financial gains 

rather than capabilities of individuals (Project Director Agriculture Peshawar, personal 

communication, Feb, 2014). In this regard, majority of the respondents said that leaders in the 

public sector are selected on the basis of their loyalties with political parties rather than their 

expertise and skills. Respondents repeatedly (18 out of 30) said that organizational leaders are 

not neutral and impartial in public sector in KP. They are aligned with political basis in order 

to serve the interests of co-opted individuals. In this way, they are pursuing personal benefits, 

at the cost of national interest. This dismal situation does not let organizational leaders to solve 

complex issues and develop long term strategic planning. They very rarely refuse their political 

bosses for any illegal activities. Several respondents highlighted that undue political 

intervention in decision making has introduced ghost schools6. Number of schools has been 

constructed with huge national resources but there is neither administrative machinery nor 

staff. According to Transparency international (2013), there are 345 ghost schools in KP. 

 
6 A ghost school is a school which exists on government rosters but it is not there. Although the teachers 

or administrators assigned to these schools receive salaries but in real there is no existence of schools. 

This is mainly due to public official and political leaders who extort funds in the names of school 

construction and teachers’ salaries.  
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Although government rosters show the existence of ghost schools, but there is no existence of 

school facility in reality (Abbasi, 2013). This has affected the reputation of organizational 

executives.  

Another important aspect is the alignment of the civil servants and their political bosses in 

violating rule of law and merit. During interview various officials informed the researcher that 

organizational and political leaders coordinate in various activities that are illegal and serve 

their self-interest rather than national interest. Organizational leaders who refuse political 

bosses for any meritless activity are transferred or appointed as OSDs7. For example, recently 

the Principal of the Government College, Peshawar, Dr. Alam Zaib Khan was transferred for 

not giving admission to the candidates of a political party (Ashfaq, 2014). This qualify to what 

an officer shared during interview that undue political interference in the public sector has 

limited my role to work as a leader. I cannot take decisions without the interference of the 

political bosses (Secretary, personal communication, Peshawar, Jan, 2014). This has 

significantly declined the morale of the public sector officers. As a result, they are not 

committed in achieving organizational goal and objectives. This is same as Tanwir and Fennell 

(2010) explain that political interference in the public sector in KP has eroded incentive for 

hard work, fairness, and efficiency. This has further relinquished the link between performance 

and reward. Individual merit is abandoned in such circumstances and the efficiency and 

productivity of the organization are demolished (Tanwir and Fennell, 2010). 

 
7 OSD stands for officer on special duty. It is the worst transfer order given to a bureaucrat. It implies 

the officer has no portfolio, no office, and he relinquishes his post to remain at home till further 

notice. 

http://www.dawn.com/authors/352/dawnmohammadashfaq


119 

 

Fig 4.1: Barriers to Organizational Leadership 

 

 

 

 

 

 

 

 

 

Source:  Alam Zeb, 2016, PhD Thesis, IM-sciences, Peshawar  

4.3.3 Traditional Bureaucratic Culture 

Evidence shows that organizational culture plays a significant role in the success and failure 

of an organization (Deal and Peterson, 1999). According to Uttal (1983), organizational culture 

is a system of shared values and beliefs that is attached with organizations’ workforce and 

structures and controls the whole systems to produce behavioural norms. Shared values and 

beliefs inaugurate the values of honesty and integrity, democracy, responsibility and efficacy.  

In this regard, organizational culture provides better ways of thinking, feeling and reacting that 

help managers to make decision and arrange activities. Organizational culture plays an 

important role in strategic direction, communication, decision making, cooperation and 

interpersonal relationships (Martins and Terblanche, 2003). Therefore, there is always need of 

a quality organizational culture, a culture that addresses issues such as strategic vision and 
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strategic planning, organizations by leading change, managing knowledge, internalizing 

quality, managing for accountability and getting right values and ethics. 

However, there is traditional bureaucratic culture in public sector in KP (Shafqat, 1999).  

According to Feldman (1985), bureaucracy is the culture of conformity, Ban (1995) calls it a 

culture of control, and Deal and Kennedy (1982) consider it as a culture of process. According 

to perspective of respondents, traditional bureaucratic culture has significantly affected the 

effectiveness of organizational leadership in public sector organizations. They further said that 

traditional bureaucracy in KP is based on centralization and authoritative leadership style. A 

senior official in Education department informed the researcher that bureaucratic culture is 

based on centralized decision making, excessive dependency on rules and regulations, complex 

procedures and autocratic leadership style (Deputy Secretary, personal communication, 

Peshawar, Jan, 2014). These arguments were further endorsed by several respondents that 

centralization and formalization in bureaucracy has created a culture in which organizational 

leadership is not responsive to subordinates’ suggestions, feedback and participation. This has 

created obstacles for subordinates motivation and team work in public sector in KP. Evidence 

shows that influence of top management is critical for motivation and teamwork of 

subordinates (Uyterhoeven, 1972; Ruello, 1973). This is due to centralized role of 

organizational leadership in evolution and success of an organization. Leadership can help the 

members of an organization to face challenges and to work for organizational goal in an 

effective way but this is possible if leader can motivates subordinates towards organizational 

goals and objectives. This is similar to what an interviewee said, “unless employees are not 

supported from the top, it is hard to keep them committed and motivated” (The Principal of a 

Government Higher Secondary School, personal communication, Peshawar, Jan, 2014).  
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Therefore, Buchanan and Huczynski (1997) argue that organizational management should 

move away from bureaucratic control to humanistic approach in current circumstances where 

leadership is based on emotional support, sympathy and friendship. This is fundamental for 

employees’ motivation and commitment (Buchanan and Huczynski, 1997). Majority of 

respondents (23 out 30) put forwarded their arguments that employees’ motivation and 

commitment is based on satisfying work tasks, friendly environment and effective internal 

control. These are important for keeping subordinates focused on their duties and 

responsibilities (Chemers, 2002), which is further necessary for teamwork and commitment of 

subordinates (Tirmizi, 2001).  

However, within public sector in KP, traditional bureaucratic culture value centralization, 

formalization and dictatorship (Shafqat, 1999). In this situation, leaders do not assume 

responsibility in helping subordinates growing up, getting maturity and accepting 

responsibility. This has significantly affected subordinates’ behaviour towards their duties and 

responsibilities. Evidence shows that leaders’ behaviours have significantly affected 

employees’ motivation and commitment (Chhokar, 2007). Employees tend to work hard when 

leader “uses love and willingness and attach a lot of value to work and people” (Chhokar, 2007, 

p. 986).  In this regard, effective leaders are required to be generous, open to their subordinates 

and accountable to their self. However, traditional bureaucracy in public sector in KP is 

authoritative and formal where organizational executives tend to achieve power and authority 

rather than working for establishing mutual relationship, harmony and teamwork. There is little 

space for showing sympathy and relationship with subordinates. This has affected the whole 

leadership process. 
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    Power and Authority 

The overall perspectives of respondents show that bureaucrats consider themselves as members 

of an elite governmental club. This status is bestowed upon them by the civil society because 

unreal expectations are developed from the positions of civil servants and they are encouraged 

to command authority (Shafqat, 1999). Due to these perceptions of society, civil servants have 

adopted an attitude of superiority that has significantly affected their conducts and behaviour. 

Shafqat (1999) rightly shared that the image of supremacy, power holder and authority has put 

administration away from common people. According to Haider (1979), there is power hunger 

in bureaucracy where public administrators struggle for power and authority instead of public 

service delivery. Struggle for authority and power has diverted the concentration of 

organizational executives (bureaucrats) from their duties and responsibilities towards their 

personal benefits. This is somewhat similar to what an official disclosed: 

Attitudes of bureaucracy have created distance in government officers and 

general public due to which people do not see solutions of their problems in 

public sector. They have lost their confidence on public sector organizations 

(District Education Officer, personal communication, Peshawar, Jan, 2014). 

This shows that attitude of bureaucracy has developed bad reputation of government officers. 

According to Mufti (1998) and Siddique (1999), bureaucrats are considered arrogant, self-

perpetuating, corrupt, inefficient and ineffective. Moreover, lack of democratic values, 

participation and collective decision making in public sector has undermined subordinates’ 

motivation, teamwork and commitment. Evidence shows that effective leaders develop 

teamwork and employees’ motivation in public sector (Bacal, 2004; Brin, 1998,). However, 

the attitude of bureaucrats has created gaps in organizational leadership and subordinates. In 
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such circumstances, organizational executives are unable to play important role as motivator 

and team builder. Due to this, employees are not focused on their duties and responsibilities. 

They are not exerting efforts for organizational growth and development. 

Lack of Appropriate Leadership Style 

According to the perceptions of respondents, leadership style of organizational executives is 

not appropriate in public sector organizations in KP. The prevailing leadership style is 

autocratic and does not match with leadership style in society. Existing studies show that 

culture and social values of a society shape organizational culture, working values and 

governing principles (Ansari et al., 2004). In this regard, if leadership style is not congruent 

with social and culture values of the society, it will not be effective (Ansari et al., 2004). This 

is somewhat similar to the view of an interviewee, “unless and until leadership style is not tied 

to social and cultural values, organization and its staff cannot grow and develop” (Secretary, 

personal communication, Peshawar, Jan, 2014). Schein (1985-1992) argues in a series of his 

studies that leadership style is dependent on culture and social values of the society where 

organization is working. 

In Pakistan and especially in KP, there is collectivist culture where individuals are bound 

together into strong cohesive groups that keep them protected in exchange for loyalty. Hofstede 

(2001) argues that within collectivist culture, group choices and achievements shape the 

identity of individuals.  Individuals prefer to work in group and tend to achieve their goals and 

objectives collectively. They expect coexistence between authority and nurturance of the 

leader (Ansari, Ahmad & Aafaqi, 2004). These values stem from traditional societies of 

collectivist culture where father is the leader and figure head. He is authoritative, nurturing, 

caring and dependable (Sinha, 1990). In exchange of nurturance behaviour of the leader, 
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subordinates show loyalty and compliance. They are loyal and devoted to their leaders in 

exchange for their benevolent concern. Within the context of KP, Pakistan, leadership is a 

product of the socio economic and political factors, influenced by cultural and social values. 

Due to traditional culture, leaders’ power and authority is respected. These norms and values 

stem from the societal culture of KP where father is the sole authority in family. He is obeyed 

and respected. The values and norms of the society shape organizational culture, governing 

principles and working values. Subordinates are looking towards their leaders rather than 

organizational goal and objectives. There is high power distance where power and authority of 

the leader is accepted (Hofstede, 2001). Power distance shows that people accept unequal 

distribution of power in the society (Hofstede, 2001). They tend to develop personalize 

relationship with leaders. They are motivated in the environment where there is harmony and 

mutual cooperation among employees. In this situation, participative leadership is more 

suitable as it serves as a facilitator of groups’ interaction and representative of the group to 

which he or she belongs. In such groups, leader emphasizes on high productivity, maintaining 

quality and reducing cost. Participative leader defines responsibilities, encourages quick 

decisions making and performing task promptly. They develop an environment of confidence 

and trust. This leads to maintain various aspects of relationship. The group process is examined 

time to time in developing its capacity for improving the capacity of problem solving (Likert, 

1961). 

However, leadership style in public sector is not participative. There is traditional bureaucracy 

in public sector in KP that value formalization, centralization and autocratic leadership style 

(Shafqat, 1999). Ban (1995) and Deal and Kennedy (1982) further argue that autocratic 

leadership style is one of the main characteristics of bureaucracy. In this regard, bureaucracy 
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in public sector has adopted autocratic leadership style. An autocratic leader is strict, directive, 

makes use of his power of influence from his position to control rewards and force the 

followers to comply with his instruction (Blau and Scott, 1963; Jogulu and Wood, 2006). This 

type of leader dominates and controls all the decisions and actions by giving instruction and 

direction to the followers on what to do and how to carry out a task whereby restricting 

follower’s creativity and innovativeness. This gives little space for personal sympathy and 

relationship in public sector (Hellriegel et al., 2004). Respondents repeatedly (16 out of 30) 

said that leadership style of organizational executives (bureaucrats) is in contrast with 

leadership style in society in KP, because there is collectivism in cultural and social values in 

KP where joint family system is one of the distinguished characteristics of Pakhtun society. 

Under this system, family members live together under the leadership of father. Father being 

a leader of a family manages all the matters of his family, uses his influence in taking important 

decisions. His caring and nurturing behaviour keeps the whole family together and unite. 

Leader is considered a symbol of allegiance, kindness and bravery. They gain this title on the 

basis of their extraordinary qualities such as love, kindness, honesty, bravery, influence and 

exemplary behaviour. People in society find solutions of their problems with their leaders and 

in exchange offer their loyalty, trust and commitment. Leaders in the societies show their 

sympathy and kindness to their followers and keep them cohesive and unite. People belonging 

to this society usually expect the same leadership style in the organizations they are working. 

In globalization and the knowledge economy, autocratic leadership may no longer be accepted 

by the subordinates (Gapp, 2002; Jayasingam, Jantan and Ansari, 2010; MacNeil, 2003). In 

this regard, subordinates prefer parental and participative leadership in working environment. 

This is similar as an official said, “effective leader is the one knowing the pulse of 
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subordinates” (Director Admin, Peshawar, personal communication, Feb, 2014). Another 

interviewee further explains this, “leaders must be intuitive to understand people and care them 

almost like their own family” (Medical Superintendent of a government hospital, Peshawar, 

personal communication, Jan, 2014). Subordinates expect love and affection from their leaders 

because they are dependent on their leaders (Ansari et al., 2004). They tend to develop 

personalized relationship rather than contractual working relationship with their leaders. In 

exchange of caring behaviour of leadership, subordinates remain loyal to their leaders and exert 

more efforts towards their duties and responsibilities (Abdullah, 1996; Sinha, 1994). Therefore, 

respondents suggest that organizational leaders are required to adopt participative leadership 

style where subordinates are provided with affection, their feedback is encouraged, and more 

importantly their personal career growth is taken seriously. This is helpful for subordinates, 

motivation, commitment and team work (Sinha, 1980).  

However, the overall analysis of research participants indicates that leadership style in public 

sector is not congruent with cultural and social values in KP and it is seen as a significant factor 

adversely affecting leadership effectiveness. Bureaucratic culture is formal and autocratic 

(Ban, 1995; Deal and Kennedy, 1982; Shafqat, 1999). There is little space for personal 

sympathy and relationship. This shows that this style of leadership does not match with 

leadership style in KP’s society. This has undermined the role of leadership.  Evidence shows 

that fundamental role of a leader is to motivate subordinates (Covey, 2003) and direct them 

towards achieving organizational goal and objectives (Bolman and Deal, 2003). This is 

possible if organizational executives are generous, caring, open to their subordinates and 

accountable to their self. However, this is not the case in KP. According to a senior official 

during his interview, there is strict hierarchy and dictatorship in bureaucratic culture in KP. 
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This has undermined motivation and teamwork (Chief Planning Officer, Peshawar, personal 

communication, Jan, 2014). Existing studies show that effective leaders are motivator (Covey, 

2003) and team builders (Ulrich et al., 2008). In bureaucratic culture, organizational leadership 

value rules, hierarchical coordination, formalization, centralization and standard procedures 

instead of personal relationship and sympathy. There is little concern of leadership for 

subordinates’ motivation. This has created various issues in public sector such as lack of 

commitment of employees towards their duties and responsibilities. In this regard, 

organizational executives very rarely master their role in developing teamwork, explore new 

opportunities and develop long-term policies and strategies. This is somewhat similar as 

respondents at lower and middle management informed the researcher that public sector 

leadership in KP has adopted managerial rather than a leadership paradigm, and that the 

“routine” of their activities are primary barriers to the role of effective leadership. If our 

organizations  tend to progress to meet the current need of the society, these have to adopt a 

leadership style that is more participative one, where there is teamwork, motivation, 

commitment and future direction. 

Centralized Decision Making 

 According to Shafqat (1999), centralized decision making is one of the characteristics of 

Pakistani bureaucracy. This is same as Johnson and Libecap (1994) argue that bureaucracy 

prefers centralized decision making. Majority of respondents at lower and middle management 

disclosed that centralized decisions have minimized the availability of options, creativity and 

innovations for policy matters in public sector. The decision-making process is centralized, 

and the decisions are made unilaterally. This is partly because the leaders do not want to 

relinquish power by being participative. Subordinates also expect the leader to be decisive, not 
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only because they trust his wisdom, knowledge and competencies, but also they are afraid of 

taking risk and responsibility by getting involved in the decision making process. This has 

encouraged centralized decision making in public sector. Due to this, public sector 

organizations are working on traditional lines. There is a limited space for growth and 

development. Evidence shows that public sector organizations are more dynamic and complex 

(Schofield, 2008). The dynamic and complex nature of public sector organizations requires 

various information and options for growth and development. It is important for public sector 

leadership to encourage suggestions and feedback which is essential for long term strategic 

matter of organizations. However, centralized decisions are considered as fundamental 

challenges confronting organizational leadership (Ali, 2006; The World Bank, 1999). 

According to the perspective of respondents, centralize decision-making is not only discourage 

participation but also makes people feel alienated due to which often very important 

suggestions are overlooked. Several officers endorsed these arguments and said that 

bureaucracy is not responding to the initiatives of the subordinates at lower level. This is one 

of the barriers in solving complex issues. The perspectives of respondents show that decisions 

are taken at the upper level without considering the actual requirement at the ground level. Due 

to this, policies are developed but it does not generate fruitful results. This has resulted 

ineffectiveness of public sector organizations such as public sector is not successful in proving 

public utility services such as energy, food, electricity, education and health facilities.   

Another important aspect is motivation and commitment of employees in public sector 

organizations. Evidence shows that positive influence and encouragement of subordinates is 

critical for motivation and commitment of subordinates (Ruello, 1973; Uyterhoeven, 1972). 

Unless public service employees are not encouraged to participate, it is hard to get their 
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commitment and motivation. For, encouragement of subordinates, they are required to be 

involved in decisions making. Existing studies show that involvement of subordinates in 

decision making give them sense of ownership which is crucial for taking responsibility 

(Covey, 2003). Once employees recognize their responsibility, they are motivated and 

committed to work hard and achieve organizational goal and objectives. According to Van-

Knippenberg (2000), motivated team completes its tasks effectively and efficiently. Effective 

leaders should therefore win the hearts and minds of subordinates in order to motivate them 

towards achieving organizational goal and objectives. In the words of an official, “there is lack 

of democratic values and participative decision making in public sector organizations in KP 

that has hampered leadership effectiveness” (District Education Officer, personal 

communication, Jan, 2014). This is similar to the findings of Johnson and Libecap (1994) that 

centralized decision making has reduced the spirit of team work, motivation and commitment. 

In these circumstances, employees are not progressive to bring improvement and changes in 

their duties. They perform their routine duties and responsibilities. Therefore, there is status 

quo in public sector in KP. This has limited the role of leadership to an administrative position 

only, while the concept of dynamic role of leadership remains blurred due to which there is 

seemed very little developments and growth in public sector organizations. 

4.3.4 Obligations of Cultural and Social Values 

According to Kedian (1991), culture is an accumulative system of values and beliefs. It defines 

behavioural patterns, procedures and processes of the society and shows the way how activities 

are performed and also relate these activities with surroundings (Fullan and Hargreaves, 1991). 

Evidence shows that cultural and social values of the society influence thoughts and behavior 

patterns of the organizational executives and employees that further shape corporate 
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governance, working values and preferences (Ansari et al., 2004). This shows that cultural and 

social values have significant influence on the behaviour of organizational executives. 

According to majority of respondents (21 out 30), cultural and social obligations are potential 

obstacles for organizational leadership in public sector in KP. In this regard, a senior level 

official said: 

We cannot refuse the existence of cultural and social values where we are 

working. There are obligations of friends, elders and relatives. As a member of 

the society we are bound to have high regards for them (Deputy Secretary, 

Peshawar, personal communication, Jan, 2014). 

This shows that there are culture and social obligations in KP’s public sector environment. As 

already mentioned in Chapter One that the province of KP is well known for its own traditional 

culture where joint family system and collectivism are two prominent characteristics. People 

live in strong cohesive groups with harmony and mutual respect. This has developed an attitude 

of the people in such a way where there is high regards for each other and especially for friends, 

relatives and clan. Social obligations in KP have affected the behaviour pattern of government 

officers due to which they seem biased in their attitudes. They are inclined towards relatives, 

friends and clan. This has undermined the rule of law, accountability, and transparency. 

Evidence shows that rule of law, accountability and transparency are essential for establishing 

the principles of good governance (Mehmood, 2006). However, biased attitude of 

organizational leadership have hampered good governance. In this regard, a senior level 

official disclosed:   

The day I took over the charge of this post, a well reputed person came and 

talked to me for transfer of a teacher to his village. I saw the status of the school 



131 

 

where he wanted his friend to be transferred and found no vacant post in the 

school he was talking about. I refused to accept his request. Before leaving my 

office he looked at me and said, had the previous officer on this position, he 

would not have refused as he was our villager and friend (Secretary, Peshawar, 

personal communication, Jan, 2014).  

This shows that people in KP use personal favours and approaches for their personal benefits 

without thinking about its consequences for public sector. Personal favours are detrimental for 

transparency, accountability and rule of law (Tanwir and Fennell, 2010). The perspective of 

respondents indicates that leaders in public sector are inclined towards social obligations rather 

than organizational goal and objectives. This has created various problems such as nepotism 

and favoritism, poor internal control and lack of merit based reward and recognition. This 

shows that culture and social obligations have significant impact on the decisions of the 

national and provincial government officers. This is mainly due to a social contract called 

“Pakhtunwali”. “Pakhtunwali” promotes goodness and love among people (Khan.et al., 2012). 

It is based on sacrifice, mutual trust and unity among people. “Pakhtunwali” has promoted the 

feeling of affection, unity, sacrifice and respect for elders. This is a symbol of harmony and 

love among people in society. Although, these characteristics are important for team spirit, 

motivation and commitment of working group (Ansari et al., 2004), still these have inclined 

the behaviour of government officers towards their close one such as relatives, friends and 

clan. According to Ansari et.al (2004), cultural and social values of the society influence 

thoughts and behaviour patterns of the organizational leaders. Therefore social values of KP 

have significantly affected the behaviour pattern of organizational leaders. This is somewhat 

to the view of an official:  
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The people of KP are living in collectivist culture. They are dependent on each 

other due to which there are high regards for relatives, friends and clan 

(biradri). Although this is an outstanding characteristic of Pahktun culture 

which provide basis for mutual trust, love, harmony and social security, still it 

has adverse effect on the behaviour of organizational executives (Principal, of 

a Government Higher Secondary School, Peshawar, Personal Communication, 

Jan, 2014).  

This implies that cultural and social values of KP are substantial challenges for public sector 

organizational leader because this has raised favoritism and nepotism. An interviewee explains 

this: “high regards for relatives and friends have promoted nepotism and favoritism”. This is 

qualified by Arif and Farooq (2011) that due to culture and social obligations public sector 

decisions are based on loyalties to a particular group; friends, families and clan. This shows 

that leaders of public sector feel it necessary to fulfill the obligations of their relatives and 

friends by extending their favors. This has promoted nepotism and favoritism. An official 

further explained that nepotism and favoritism have undercut the fundamental principles of 

merit, transparency and accountability (Medical superintendent, personal communication, 

Peshawar, Jan, 2014). According to Mehmood (2006), principles of merit, transparency and 

accountability are pre-request for promoting good governance. However, it has been observed 

that nepotism and favoritism have relinquished good governance in KP and there seems little 

space for social growth and development. The overall effects of bad governance in KP have 

created shortage of electricity, flour, sugar and health and education facilities (Ali et al., 2011). 

Common people of the province are going through miserable life whereas organizational 

executives (bureaucrats), politicians, landlords, military officials, and business men are making 
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money at the cost of poor citizens (Ali et al., 2011). In such a situation, various respondents 

suggested that neutrality and merit is the hallmark of leadership effectiveness. Organizational 

leaders need to develop a balance between goals and objectives of the organizations and the 

obligations of their own family, parents and clan (Boris-Schacter, 2006). However, due to 

cultural and social constrains in KP, leadership has failed to strike a balance between social 

compulsions and organizational obligations. Respondents repeatedly (22 out of 30)  suggested 

that organizational executives are required to keep the interests of their institutions ahead on 

their own interests and that of the interests of friends and families (although in many cases 

these interests coincide). This is necessary for maintaining merit and transparency. However, 

it is argued that there is lack of merit and transparency in officers’ decisions in KP (Ismail and 

Rizvi, 2000). This has deprived the most competent people from holding key positions in 

public sector organizations in KP. The Principal of a Higher Secondary School says:  

Our cultural and social values have adversely changed and are not based on 

justice. There is acceptance of corruption and abuse of authority not only within 

public sector officials but also in society in general. People do not follow merit. 

They are only concerned with their self-interest. They do not feel hesitation to 

violate merit and transparency for obtaining key positions in organizations. 

(Principal of a Government Higher Secondary School, Peshawar, personal 

communication, Jan, 2014). 

This has created deficiency of leadership qualities in public sector organizations in KP. 

Organizational executive do not have relevant knowledge and experience, appropriate 

leadership style and leadership focus. There is focused on routine activities such as hiring, 
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firing and transfer and not on important leadership role such as strategic vision and strategic 

planning, managing for accountability and getting right values and ethics.  

4.3.5 Policy Issues 

The perspectives of respondents indicate that policies issues have significantly affected the 

performance of organizational leaders in KP. According to Ali (2006), there are policy issues 

in public sector in KP due to several reasons such as lack of clarity in policy goals, lack of 

political commitment, governance structures, centralization, resource constraints and influence 

of donors (Ali, 2006). A majority of the respondents (19 out of 30) mentioned that policies are 

developed at the upper level management without consultation at the gross root level. In 

addition, these policies are further implemented without analyzing environmental and 

budgetary constraints due to which very good policies sometimes fail to deliver fruitful results. 

For example, a senior level official stated:  

Policies are facing failure at the execution stage in public sector in KP as there 

are financial, budgetary, procedural, structural, and technical problems. Policies 

are developed without evaluating any evidence of their success (Director 

General, Peshawar, personal communication, Feb, 2014). 

Nearly all interviewees expressed their concern regarding lack of policies assessment at gross 

roots level. They mentioned that policies are prepared without consideration of the actual 

requirements needed for policy success such as political support, budget requirements and 

administrative abilities. It was argued that successful policies need proper assessment of social, 

political, economic and administrative variables at policy formulation stage (Makinde, 2005). 

This is important for successful implementation of policies. According to Dziany (2011), lack 
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of government support is detrimental for financial and administrative support. In developing 

countries most often the policies do not meet its objectives due to lack of financial and 

administrative support (Makinde, 2005). According to perspective of respondents there is 

policy failure in KP due to implementations gaps, lack of proper evaluation, budget constraints 

and lacks of consistency in policies.  

Lack of consistency in Policies 

Within public sector in KP, there is lack of consistencies in policies. Each time new 

government discontinued various policies of its predecessors soon after assuming power, for 

example, in order to overcome the low literacy rate subsequent governments introduce number 

of policies in Pakistan such as the New Education Policy, 1979; the Education Policy 1972-

80; National Education Policy and Implementation Programme, 1979; the National Education 

Policy, 1992; and the National Education Policy: Iqra, 1998-2010. Recently, some of the 

policies have complemented existing education policies namely: the Education Sector 

Reforms: Action Plan 2001-2004; the National Plan of Action on Education for All, 2001-2015 

and the Report of the Task Force on Higher Education in Pakistan: Challenges and 

Opportunities (see Pakistan, Ministry of Education, 1970, 1972, 1979, 1992, 1998, 2002a, 

2003). Similarly, a literacy project titled Nai Roshni (new light) was launched in 1987 and was 

discontinued in 1989 with the change of government (Ahsan, 2003, Ali, 2006). These policies 

aim at achieving the overall literacy including adult literacy; universal primary education for 

school age children; improvement in school completion rates and reduction in student 

dropouts; improving quality and access to education. However, these policies discontinue and 

have very rarely achieved its desired objectives (Ali, 2006). The same problem of 

inconsistency in policies seems there in agriculture and health sector as well. These sorts of 
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inconsistencies in policies do not let organizational leaders to perform well. They do not get 

opportunity to learn from the previous experience. Majority of respondents (20 out of 30) said 

that inconsistency in policies cause wastage of resources because huge financial resources are 

spent on initiating numerous projects and programs. Evidence shows that lack of consistency 

in policies distracts the attention of the organizational leaders in effectively leading and 

managing organizations (Tanwir and Fennell, 2010). In such a situation, organizational leaders 

cannot concentrate in bringing changes and developments in the overall operations and 

improvements in services. They spend their maximum time in preparation of policies. Several 

officers said that due to frequent changes in policies, leaders do not remain serious in 

incorporating new aspects and dimensions in it. As a result, there is lack of change and 

development in public sector organizations in KP. Inconsistencies in policies have caused poor 

public services delivery and public sector organizations have lost its economic 

competitiveness.  

Policy mismatch 

 The insights of respondents mentioned that implementation gap occurs when policies are 

formulated without due regards for policy implementation. In this situation, a policy emanates 

from government rather than from the target groups. Several respondents said that policy 

formulation is top-down in KP where target beneficiaries are not allowed to contribute in the 

formulation of the policies. According to Makinde, (2005), successful policy needs the target 

group to be involved in policy formulation. There should be participatory system where policy 

makers plan with the people rather than for the people. Such participation gives the target 

groups a sense of belonging as well as gets them committed to the successful implementation 

of the policy (Makinde, 2005).   
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However, within public sector in KP, the target beneficiaries are not involved at the 

formulation stage. A senior level official informed the researcher that policies are usually 

developed on the basis of perceived needs of the beneficiaries (Chief Executive Officer of 

Government Hospital, Peshawar, personal communication, Jan, 2014). This has created gaps 

in policy formulation and implementation due to which policies are not developed and 

implemented in its true spirits. In the words of a senior official:  

Policies are formulated at the top level without considering the actual realities 

at the lower level. This has developed gap between policy formulation and 

implementation and policies do not fulfill the actual needs of the community 

(Principal of a Government Medical College, Peshawar, Personal 

communication, Jan, 2014). 

Several respondents put forward their suggestions that polices must have clearly defined goals 

and evaluation system based on particular contextual elements. Unfortunately, this important 

element of policy formulation is missing in policies in KP. As a result, policies do not meet its 

objectives. 

Another important aspect is lack of clarity in roles and responsibilities in organizational as well 

as political leadership. This is similar as findings of studies by Hyden (1984) and Hartmann 

(1986) that indicates that there are complexities regarding clarity in roles and responsibilities 

at policy formulation stage. It is because, policy makers consider that implementation of 

policies is not their duty; rather, it is the responsibility of the implementers. This attitude shows 

that there is lack of coordination between policy makers and policy implementers. As a result, 

policies are not prepared with necessary requirements at the gross root level. Most often 
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executives at the upper level develop and implement policies (Ahsan, 2003; Memon and 

Wheeler, 2000) without considering the needs and requirements at the gross root level. This 

has developed gaps in policy formulation and implementation level. Consequently, this has 

initiated several problems at the implementation stage of policies such as proper execution, 

budget constraints, lack of harmony among different elements of the policy, and lack of 

coordination among different units of the organizations (Ali, 2006). 

Usually policies are developed in head offices with lack of consultation with concerned 

stakeholders. Due to this, policies often fail to achieve the desired results of initiatives at 

grassroots level, and therefore emerge alien to managers who have to implement it (Ahsan, 

2003, p. 276; Memon and Wheeler, 2000; Social Policy and Development Centre, 1997). This 

gap of policy makers from core area where to implement it, not only causes problems for 

organizational executives, but also creates lack of coordination among various elements of the 

policy (Ali, 2006).  In this regard, Thailan’s experience in the improvement of primary 

education shows that involving of beneficiaries during policy formulation is significantly 

related to successful implementation (Wheeler, Stephen and Pasigna, 1989). In order to 

overcome these problems, several respondents suggested that culture of action research is 

needed at policy formulation level. Action research can identify the actual requirements at the 

grassroots level. However, there is lack of action research due to which policies are developed 

but do not fulfill the needs of the society.  

This has created various complications for organizational leadership. Failures of policies do 

not let organizational leaders to obtain their goals and objectives.  As a result, organizational 

executives spend their maximum time in minor issues such as postings, transfers and other 
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routine operations. They cannot deliver outcomes due to which officers at the executives 

positions are considered corrupt, aloof and incompetent.  

Lack of Interest of Political Leadership in Policies Formulations 

Lack of interest of political leaders in policies formulation is another major obstacle for 

successful policies. Many respondents (23 out of 30) said that lack of political interest has 

inversely affected monitoring and evaluation of policies implementation. In the words of an 

official, “policy formulation is the responsibility of elected representatives (Political Leaders) 

but they abdicate their role in this regard (Deputy Director Personnel, Peshawar, personal 

communication, Feb, 2014). Literature shows the importance of political commitment as 

critical to policy success (Sabatier and Mazmanian, 1983). Sri Lankan reform experience 

suggests that successful implementation crucially depends on the consistent support of top 

political and bureaucratic leadership (Ali, 2006; Cummings, Gunawardena, and Williams, 

1992). Referring the example of civil service reforms in Swaziland, McCourt (2003) stated 

that lack of ‘political commitment’ of government was the principal reason for failure of reform 

programs. In the case of Pakistan there have been many instances where governments have 

failed to provide the political support needed for implementing and sustaining policy 

initiatives. Political leaders allow bureaucrats to prepare policies. According to Ali (2006), 

Policy formulation is the domain of the political representatives and implementation is that of 

organizational executives. Lack of interest of political leaders in formulating policies has led 

bureaucrats to prepare and implement policies. Due to this, political masters lose their control 

in polices evaluation and monitoring. This is similar as mentioned by an officer, “policies are 

drafted by the bureaucrats and approved as such by ministers” (Additional Director 

Establishment, Peshawar, personal communication, Jan, 2014).  In this regard, governments 
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have failed to provide political support needed for implementing and sustaining policy 

initiatives. A senior official said:  “no doubt, public sector organizations in KP develop policies 

but these policies do not have appropriate results” (Agriculture Officer, personal 

communication, Peshawar, Jan, 2014). This is mainly due to lack of political interest at the 

policy formulation stage. Thus, polices do not fulfill the requirements of the community at 

gross roots level. Political leaders are the representatives of the public in society. They must 

know the needs and requirements of the public that should be included in policies. But this is 

not the case in KP. In the words of a senior official: 

Policies exist on traditional lines. There are no efforts and struggles for 

introducing new aspects and dimensions in the policies. The main reason behind 

this is the lack of interest of the politicians and their consultation with the 

stakeholders. This ultimately led to failure of the policies in the public sector.  

(Director Parks and horticulture, Personal communication, Jan, 2014) 

This shows that governments in KP have paid little attention to organizational governance and 

management when developing policies. Political leaders treat organizational leaders as 

instruments for the implementation of their policies (Tanwir and Fennell, 2010). Because 

organizational leaders have no say in policy matters they tend to blame political leadership in 

case of failure. As a result, the existing system does not let organizational leaders to be 

accountable for poor performances in public sector in KP. There are problems of legitimacy 

and ownership for ongoing policies. In case, policies fail in achieving the desired results. 

Nobody, take the responsibility of its failure. This has eroded the role of organizational 

leadership to merely an administrative position, while the concept of effective leadership 

remains hazy. Respondents spoke out that several factors such as job security; power hunger 
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and financial benefits have compelled organizational heads to obey their political bosses. This 

compulsion has led organizational leaders to do as directed and their role has become like a 

rubber stamp (Tanwir and Fennell, 2010).  

4.3.6 Lack of Required Financial Support 

Respondents talked about the importance of annual budgets for public sector organizations. 

They pointed out that prevailing budget is not enough to run public sector organizations 

effectively. Public sector organizations rely on annual grants. However, there are crisis in 

national economy that has negatively affected the availability of funds. These arguments are 

somewhat similar to what a senior official explained that due to financial crises in national 

economy, annual budgets are not sufficient for running public sector organizations effectively. 

In this situation, struggle for change and innovation become useless (Director General, 

Peshawar, personal communication, Jan, 2014). The overall perspective of respondents shows 

that annual grants hardly fulfill the running operations of organizations. It is not enough to 

bring about changes and developments. Several respondents (21 out 30) put forwarded their 

arguments that lack of annual budgets has badly affected public sector organizations because 

public sector organizations are facing budget cuts on the amounts demanded for developmental 

purposes. This is due to crises in national economy. According to Pakistan Ministry of 

Planning, Development and Reform (2013), economy of Pakistan is facing losses of US$ 68 

billion, during 2001-11. This is due to law and order situation and terrorism. Government of 

Pakistan has spent huge amount on budget on law and order situation and terrorism. According 

to the Pakistan economic survey (2013-14), approximately $102.5 billion have been spent on 

war against terrorism in the last thirteen years. This amount is two times more than the 

government’s proposed total budget of Rs. 3.9 trillion for fiscal year 2014-15. Consequently, 
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this has reduced government priorities for agriculture, education, health and energy sector 

(Pakistan Ministry of Planning, Development and Reforms, 2013).  Due to this, lack of need-

based allocation of financial resources for schools and hospitals is a prime concern for 

education and health planners and managers. This is considered as one of the main obstacles 

for improving the school environment and the quality of education in KP (UNESCO, 2012). 

The public financial system has failed to meet the growing demands of education and other 

public utilities services. It has been realized that efforts to improve Agriculture, Education and 

Health sector in Khyber Pakhtunkhwa are useless without adequate finances. Over the decades, 

scant attention to adequate financing and the lack of performance based culture have caused 

deterioration in public sector organizations such as agriculture, education, health and energy 

(UNESCO, 2012). Thus, there is dire need of financial resources for agriculture, education, 

health and other public sector organizations in KP. Adequate finance and human resource can 

enable public sector organizations to achieve Millennium Development Goals (MDGs). 

Therefore, Abbasi (2011) and Safdar (2012) argue that lack of financial resources is one of the 

main factors that have affected public sector’s efficiency in Pakistan.  

Lack of financial support is detrimental for organizational leaders to bring about changes and 

developments. A senior official informed the researcher during interview that, “in case of 

limited funds, priorities and strategies need to be defined and addressed for optimum utilization 

of financial resources”. However, scarce financial resources have made the leadership job more 

challenging in the public sector in KP. This is somewhat similar to the argument of an official 

as he said:  

Due to limited financial resources, there is inability to achieve goals and 

objectives. These are coupled with a growing negative attitude on the part of 
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leadership. This has made organizational leaders’ job very difficult and 

challenging in public sector in KP. In such circumstances, it has become 

difficult to coordinate and lead public sector (Director General, Peshawar, 

personal communication, Feb, 2014). 

Current financial resource constraints are repeatedly pointed out as more challenging for 

effective leadership in public sector organizations. Leadership has to play the role of managing 

increasing diversity, identifying and developing key strategic areas, seeking and nurturing 

productive partnerships and focusing on outputs as well as outcomes. The key leadership role 

would thus be to seek ways to build necessary institutional, human resources and technological 

capacity to support governance. This requires adequate financial resources. However, lack of 

financial resources is a big challenge to organizational leadership in the public sector in KP. 

This has led officers in public sector organizations to resist change and development that has 

further created hurdles in achieving organizational goals and objectives. In the words of a 

senior official, “organizational leadership tends to manage financial resources effectively in 

public sector for the achievement of results but financial constraints have hurdled 

developmental activities” (Medical Superintendent of a government hospital, personal 

communication, Jan.2014). This is qualified by Pakistan Ministry of Planning, Development 

and Reforms (2013), that inability of Pakistan in achieving targets of millennium development 

goals are partly due to insufficient resource allocations. Public expenditure as a proportion of 

GNP has fallen from 2.3 percent in 1990s to 1.6 percent in 2000. It has increased up to 2.4 

during 2007 but then has fallen to 2.0 percent in 2011 (Pakistan Ministry of Planning, 

Development and Reforms, 2013). This shows that there is no consistent increase in public 

expenditure for the last two decades.  In such a situation, it is not easy for organizational leaders 
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to coordinate and lead with constraint of limited resources. This has made organizational 

leaders’ job very difficult and challenging. 

Several officers put forwarded their opinions that constraint of financial resources have 

significantly affected decision making. A senior level official said that leaders in public sector 

organizations have to do more with limited financial resources (Secretary, personal 

communication, Peshawar, Jan, 2014).  This pressurizes them to exert more efforts and energy 

for analyzing more options in order to do the job. In this situation, there are limited options to 

think strategically and incorporate innovative ideas. Moreover, decisions in these 

circumstances inevitably have little chance of mistakes due to which organizational leaders 

have adopted careful attitude during decisions making. This has reduced their tendencies for 

organizational growth and development. Various respondents (17 out 30) spoke out that 

organizational leaders are spending more time in decisions. The reason was discussed by an 

official during interview that organizational heads are careful in case of financial matters. They 

spend time on different options to reduce the cost (Secretary, personal communication, 

Peshawar, Jan, 2014). This has slow down the process of decision making that has further 

created negative reputation of public sector in KP. According to an official, “there are lengthy 

procedures in case of financial matters in public sector. This has created gaps between public 

sector organizations and public” (Principal of a Government Medical College, Peshawar, 

personal communication, Jan, 2014). Lack of financial resources has slow down the process of 

decisions making due to which there is little space for growth and development.  

Another important aspect is complicated rules regulation and procedures for acquisition of 

funds. A senior official pointed out that: “they do not have easy access to get funds for 
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developmental activities” (Director Statistics Agriculture, Peshawar, personal communication, 

Feb, 2014).  This was further endorsed by an interviewee:  

We have to request to Finance Department for every single purchase we can 

make and this can take months and sometime years before payment is released, 

which is wastage of time and extra administration costs, although this can be 

regarded as a simple purchase process with little expenses (Principal of a Higher 

Secondary School, Peshawar, personal communication, Jan, 2014). 

 The overall perspectives of respondents indicate that officers at the upper level do not know 

the financial requirements of the institutions working under their control such as school, 

colleges and hospitals. This has created problems for those who are leading these institutions. 

Many respondents (19 out of 30) argued that officers at the central departments very rarely 

visit their constituent organizations due to which they have little idea regarding their needs and 

requirements. Financial rules and procedures are so cumbersome and time consuming that 

often school and college principals or MS of government hospitals feel it better to do nothing. 

On other side lack of understanding of financial procedures on behalf of schools, colleges and 

hospitals executives also is a reason of budget constraints.  

4.3.7 Lack of Accountability 

Public sector performance is a serious concern of the policy makers of KP’s province. It is on 

the top of the government plans and programs. Despite many efforts, lack of improved 

performance of public officials remains an issue of major concern. Although there are many 

factors responsible for this but lack of accountability is considered a serious one. Evidence 

shows that accountability is an essential element for improving the performance of public 
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officials. According to Jayal (2008), accountability is an important determinant of good 

governance. It is an important instrument for fighting against corruption and underperformance 

(Ackerman, 2005). However, respondents repeatedly (20 out of 30) spoke out that 

accountability is clearly missing in public sector in KP. Haque and Khwaja (2007) conducted 

a perception survey of civil servants seeking their views on corruption. It was found that 

seventy seven (77%) bureaucrats said that civil servants are not held accountable for their 

underperformance or any other corrupt practices. It is because there is tendency to protect, 

rather than to punish. This has led public sector officers not to accept responsibility. In the 

view of an interviewee:  

There is lack of willingness in organizational leadership to accept 

responsibility, neither have they admitted mistakes nor do they tend to improve 

performance. They defend all their actions even if they are indefensible                            

(Principal of a Government Medical College Peshawar, personal 

communication, Jan, 2014). 

This shows that culture of accountability is clearly missing in public sector in KP. The tendency 

to protect, rather than punish, has affected employees’ performance enormously. Literature 

shows that accountability is crucial for the performance of public sector officials (Sarker and 

Hassan, n,d). This integrates the various aspects of leadership and good governance (Jayal, 

2008). Therefore, this is not wrong to say that accountability controls public sector officers 

and subordinates from irregularities and underperformance.  

However, in the view of respondents, accountability is not visible is public sector organizations 

in KP. This has created flaws in dispensation of services delivery and outcomes. Several 

officers at lower and middle level management (24 out of 30) were of the opinion, that there 
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is lack of accountability on the part of organizational leadership. Similarly, accountability at 

the subordinate level is also missing because many officers do not deal with their subordinates 

in spite of their underperformance. A senior official informed the researcher that it is not easy 

to deal with poor performance as many forces such as civil and military bureaucracy, political 

and religious forces, biradri (clan), and ethnicity become against you in doing so (Deputy 

Secretary, personal communication, Jan, 2014). This has hampered accountability system in 

public sector. This was explained by another senior official that “currently, there is lack of 

proper monitoring system with effective process and procedures that can allow officers to hold 

employees accountable in case of underperformance” (Director General, Peshawar, personal 

communication, Feb, 2014). The same interviewee further said that there is a lack of real power 

with officers at all levels in order to monitor poor performance. This has limited the role of 

organizational leaders to hold underperformers accountable because they have lost their control 

on subordinates. Lack of proper monitoring system has undermined the capacity of 

organizational officers to master their role. Another important aspect is poor internal control 

in public sector. This was highlighted by various respondents that it is one of the main barriers 

for developing a culture of accountability in KP. According to an official:   

There is a misconception that internal control is a matter of financial functions 

only. However, internal control is an internal system comprises of processes, 

procedures, and methods that ensure organizations’ objectives to be achieved 

through effective and efficient use of public resources (Deputy Director 

Establishment, Peshawar, personal communication, Feb, 2014). 

This misconception has further created confusion in the process and procedure of handling 

control in the various activities such as employee’s performance, output and service delivery. 
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Similarly, there is disciplinary mechanism governed under Efficiency and Disciplinary Rules 

1973. It controls irregularities in public sector. However, there are problems in its 

implementations. A senior official said:  

Due to problems in disciplinary rules, proceedings of a case of corruption 

extend over a number of months or years, despite the defined limit that is 30 

days. This delay in proceeding leads institutions to lose interest in the case or 

in many instances the initiator of the case transferred (Secretary, personal 

communication, Jan, 2014). 

This shows that cases of corruptions are not handled properly. There are delaying tactics in 

such cases and safe exits are provided to those who are under performers or involved in corrupt 

practices. This has discouraged honest officers to work hard. The perspectives of several 

officers (17 out of 30) concluded that there are several factors that can be held responsible for 

delays in disciplinary process for example: First, there is a lack of competence in officers who 

are pursuing disciplinary cases. This leads the enquiry to the dismissal of the case at the 

appellate stage. Secondly, weak institutional accountability system cannot ensure to complete 

the inquiry within deadline. Thirdly, there is no security or check and balance of the enquiry 

officers who are pressurized or extorting bribes for influencing outcomes of the enquiry. 

Finally, apathy or collusion of the senior officers does not let the system give clear signals to 

under performers or corrupt officers that these will not be tolerated. This shows that there are 

unwieldy and time consuming rules and regulations, complex and out dated procedures, 

leadership incompetence, no clear institutional structure and poor internal control mechanisms. 

These are major reasons that have undermined accountability in public sector (Syndicate 

Report, 2010). Additional Secretary Agriculture said, “we are not strong enough to deal with 



149 

 

poor performance”. This was supported by a statement of Secretary Health that tools available 

to deal with underperformance are so cumbersome and time consuming for a manager that it 

is often just easier to do nothing. The later point is repeatedly articulated by various 

respondents that managers are not taking actions due to excessive rules regulation and lengthy 

procedures. Moreover, there is lack of clarity in job description and job specification in the 

public sector organizations in KP, due to which role and responsibilities are not clearly defined. 

Officers in public sector spend more time on minor issues such as leave, transfer, hiring and 

firing. This is same as an interviewee articulated, “lack of clarity on role and responsibility is 

a challenging issue in public sector in KP, where officers do not consider themselves 

accountable” (Principal of a government higher secondary school, Peshawar, personal 

communication, Jan, 2014). In this situation, they do not find time and energy for critical 

strategic matters such as strategic planning, managing workforce diversities and increasing 

capacities because organizational leadership is not serious in solving complex issues. In this 

situation, personal contacts are considered more important than efficiency and professionalism. 

Similarly, evaluation system of the public sector employees is not satisfactory. Annual 

Confidential Report (ACRs), which is a performance evaluation system, is prepared for 

evaluation of employees in public sector. This rarely record criticism and is considered ill-

suited to develop a performance oriented culture. An interviewee stated that ACR emphasizes 

on personal qualities rather than the achievement of organizational specified goals (District 

Education Officer, personal communication, Jan, 2014). 

Although ACR is a tool used to judge the performance of an employee, still, it has become 

merely a formality in the public sector in KP. In this way, it cannot evaluate the performance 

of employees. This has created various problems. It has encouraged underperformers, who 
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think there are safe ways in spite of their poor performance that in turn has an effect on good 

performers, who see under performers are not held accountable. Tendency to protect, rather 

than to punish has provided fertile ground for corrupt practices. Thus, the overall effect of poor 

accountability in the public sector has hampered leadership effectiveness in such a way that   

there is lack of honesty and integrity in public sector in KP. According to an official, “honesty 

is not only to accept rules and regulations but basically one should accept and ask oneself that 

whether one deserves a particular position or not” (Principal of a Government Higher 

Secondary school, Peshawar, personal communication, Jan, 2014). Political appointments of 

organizational executives have eroded the principles of honesty and integrity. There is merit 

violation for financial gains or some political interest. In such situation, organizational leaders 

rarely develop principles of honesty and integrity. They are bound to political bosses in 

decision making because there is lack of job security due to politically motivated decisions on 

recruitment, promotion and dismissal and the lack of career perspective for the staff. This has 

led organizational executives to biasness in their attitudes towards solving problems which is 

detrimental for maintaining the culture of honesty and integrity. Lack of honesty and integrity 

has eroded the incentives to work hard, to be fair and efficient. This has broken the link 

between performance and reward, individual merit is relinquished by political interventions 

and the efficiency and productivity of the organization are compromised (Tanwir and Fennell, 

2010). For a senior position like Secretary of Education, Health and Agriculture ability and 

competence need to be considered for appointment, as the appointee and his/her skills are 

essential for public sector development. In a situation, where these positions are not awarded 

to those who are the best equipped for the job. This has led organizational executives to be 

inclined towards those who have appointed them. This has affected honesty and integrity of 
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government officials. Although, organizational executives are aware of the consequences, still 

there is power hunger in public sector due to which bureaucrats are politically aligned to serve 

the interests of a co-opted individual for pursuing personal benefits. This shows that leadership 

in public sector is biased in their attitude toward solving problems. They are interested in those 

activities which are in their own interest rather than organizational.  

Evidence shows that honesty and integrity is crucial for leadership role (Daft, 2011). According 

to Dran (2004), honesty and integrity leads to develop consistency in the words and actions of 

a leader which is fundamental for an effective leadership role. According to Kouzes and Posner 

(2002) honesty and integrity are prominent characteristics followers want to observe in their 

leaders. This is crucial for subordinates motivation and teamwork (Kouzes and Posner, 2002).  

The perspective of respondents shows that lack of honesty and integrity has created leadership 

crisis in KP. There is little space for organizational executives to be neutral in their decisions. 

The bureaucracy is no longer following and respecting the guiding principles of its profession. 

To some extent, public sector leaders share their ideas with their staff, their work is recognized 

but there is lack of tangible availability of rewards and recognition. This has affected 

employees’ motivation. As a result, there is lack of team work and commitment among 

subordinates in public sector and state-owned organizations have failed to conduct proper 

planning for the existing and future requirements of the public. This has further hampered 

services delivery. The very need to ensure accountability in political group can limit the 

managerial flexibility available to public sector organizations, making it difficult for such 

organizations to act in a purely commercial manner in the interest of the corporation alone. 

This has resulted in a combination of problems such as culture of excessive bureaucratic 
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control and politicization of appointments, imposition of multiple but non-economic 

objectives, corruption and low efficiency. 

4.3.8 Corruption 

Respondents spoke about corruption and its impacts on organizational executives during 

interview. Many respondents (25 out 30) mentioned that public sector has adopted corruption 

in several forms such as abuse of discretionary power, misuse of regulatory authority, as well 

as institutionalized and participative corruption. The perspectives of respondents show that 

corruption is one of the fundamental factors impeding the effectiveness of organizational 

leadership in public sector in KP. This is similar to the findings of U-Myint (2000) that public 

sector corruption is a main obstacle towards the development process initiated by 

organizational executives. Nearly all my interviewees expressed that corruption is a major 

challenge for organizational executives in KP. Due to high level of corruption in society during 

the last few decades, acceptability of corruption has increased and there is little evidence that 

people feel guilty about their own role in corruption. Haque and Khwaja (2007) carried out a 

perception survey of civil servants which indicates that the corruption is more common in 

public sector where bribery is used to the extent of 65% for getting things done. According to 

World  Economic  Forum's Global Competitiveness Report  (2008), corruption is  the  third  

greatest  problem  for  companies  doing business  in  Pakistan including KP. The scale of 

corruption is highest in  development  projects,  procurement  (including  defense  and  public 

sector  corporations)  and the bank  loan write offs (Khan et al.,  2012). According to Javaid 

(2010), corruption manifests itself in various forms such as widespread financial and political 

corruption, nepotism and favoritism and misuse of power in Pakistan. Transparency 

International Pakistan (2010) has estimated that due to corruption, Rs. 200 billion per annum 
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losses occurred to the national exchequer in Pakistan. All  government  departments contribute 

to these losses  but  the most  prominent  amongst  them  are Power Sector,  Tax and Customs, 

Police and Law Enforcement, Judiciary and Legal Profession, Health and Education and Land 

administration (Khan et al.,  2012). According to the National Corruption Perception Survey, 

conducted by transparency international (2010), the overall corruption in  2010  has  increased  

from  Rs  195  Billion  in  2009  to  Rs  223  Billion. Similarly, Transparency International 

(2013) ranked Pakistan as the 127th most corrupt out of 177 countries. This shows that 

corruption is one of the major issues in public sector in Pakistan.  

The roots of corruption in Pakistan date back to the colonial period when British awarded 

lands, titles and jobs to those people who supported their colonial objectives (Awan, 2004). 

This promoted a culture of favoritism and nepotism in the colonial system of administration. 

The same culture was adopted when Pakistan got independence from British Raj in 1947. This 

was in the notice of the founder of Pakistan Quaid-e-Azam, Muhammad Ali Jinnah. Therefore, 

soon after independence, he intimated the civil servants in his speech and said: 

Civil service is the backbone of the state. Governments are established and 

defeated, Prime Ministers come and go, but you stay on your services and 

therefore there is a very great responsibility placed on your shoulders. You  

should  have  no  hand  in  supporting  any political  party  or  leader. This is 

not your business. Whichever government  is  formed  according  to  the  

constitution,  and  whoever happens  to  be  the  Prime  Minister  coming  into  

power  in  the  ordinary constitutional course, your duty is only to serve that 

government loyally and faithfully, but at the same time, to fearlessly 

maintaining your high reputation, your prestige, your honour and the integrity 
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of your service. I wish  also  to  take  the  opportunity  of  impressing  upon  our  

leaders  and politicians in the same way, that if they ever try to interfere with 

you and bring  political  pressure  to  bear  upon  you,  which  leads  to  nothing  

but corruption,  bribery  and  nepotism  -  which  is  a  horrible  disease  and  for 

which not only your province but others, too, are suffering - if they try to 

interfere with you in this way, I say they are doing nothing but disservice to 

Pakistan (Quaid-e-Azam Muhammad Ali Jinnah, 1948). 

Such a clear message from the founder of the country indicates that malaises of 

corruption are not new issue in public sector in Pakistan. This has started when British 

constituted discretionary powers for safeguarding their own colonial interest during 

their rule on India (Awan, 2004). After independence, these rules were copied and 

implemented as such in the public sector in India and Pakistan without any major 

changes. Due to which, there are abuses of discretionary powers in the public sector in 

Pakistan and especially in KP. This is similar to what an officer stated during his 

interview:  

British used discretionary powers in order to protect their colonial interests 

rather than public interests. When they left this region, these rules were adopted 

as such and have been very rarely reviewed and revised. There are abuses of 

discretionary powers that have raised corruption enormously (Deputy Director, 

Peshawar, personal communication, Feb, 2014). 

Organizational executives are granted discretionary powers and at the same time inadequately 

remunerated. This mismatch lies at the heart of the corruption. International Crisis Group 

(2010) identified a number of factors that can be held responsible for corrupt practices in KP, 
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such as there is lack of accountability, poor pay and privileges and discretionary power in 

bureaucracy.  This is similar to the view of an interviewee: 

 There is lack of adequate remuneration in public sector organizations. Salaries 

in the government jobs are far behind private sector. This has raised the 

tendency of the officers towards unfair means in order to squeeze more money 

out of the system for fulfilling their requirements” (Special Secretary, personal 

communication, Peshawar, Jan, 2014).  

Several officers said that low salaries and other benefits compel public sector officers to start 

corruption with the exception of certain honest officers. Organizational executives are neither 

provided handsome remuneration they expect nor do the required standard of living. In the 

words of a senior official: “many officers join private sector or go for illegal ways to fulfill 

their requirements as they are not satisfied with low salaries and remuneration” (Director, 

Peshawar, personal communication, Feb, 2014). In this regard, they tend to squeeze money out 

of the system to fulfill their needs. This has raised corruption.  

Another major corruption occurs in government contracts. According to a senior official, 

“there is lack of clarity and transparency in tender opening process and procedures … it can 

easily be manipulated for self-interest” (Deputy Director Personnel, Peshawar, personal 

communication, Feb, 2014). Besides this, there is institutional corruption as well where 

government organizations provide safe ways for corrupt practices. This is similar to what an 

officer explained:  

Lack of proper documentation, complexity in rules and regulation and misuse 

of powers have contributed in participative corruption where public sector 
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institutes protect corrupt practices of each other in order to get collective 

benefits (Agriculture Officer, personal communication, Jan, 2014).   

It can be concluded from the above, that corruption is involved in various shapes and practices 

in public sector in KP.  The respondents said that one of the main reasons of corruption is low 

salary, pension and inadequate welfare programs for civil servants. This has lowered their 

morale and work efficiency. World Bank (1998) has reported that an important disincentive in 

the current bureaucratic structure is low salary structure. World Bank (2001) finds that the 

present compensation packages for all employees are extremely low. The inadequacy of the 

current pay structure can be assessed by benchmarking pay package for civil servants against 

pay packages received by private sector employee with the same experience profile. World 

Bank (1998) makes such a comparison at the level of senior federal Secretary, with the 

Managing Director (MD) of a domestic corporation. They find that after monetizing all the 

benefits, the situation seems to be different. The pay and benefits of the private manager were 

found far better than the public sector secretary. Due to which, public servants are using their 

power and abilities for self-interest. They tend to fulfill their requirements by squeezing money 

out of the system.  The pay package of a senior federal secretary is half of what is earned by 

an MD in a domestic corporation. Report of the committee on restructuring and rightsizing of 

the federal ministries reaffirms this finding and in addition pointed out that the problem of low 

wages is further exacerbated by limited availability of official accommodation and other 

facilities. Many officers end up paying almost their entire salary for house rent. The low salary 

structure, in turn, leads to low morale, poor performance and sets incentives for heightened 

corruption. There could also be second-order effects of low pays, which have not been 

empirically measured for Pakistan, such as, non-corrupt individuals opting out of the civil 
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service because of the inappropriate salary structure. Low salary and remuneration and 

discretionary power compel public sectors officers for corruption. Corruption has destroyed 

the resources of the organization that has further reduced effectiveness and efficiency of the 

organizational leaders. As a result, public sector organizations are facing deterioration and are 

unable in achieving organizational goals and objectives.  

The overall corrupt practices have adversely affected organizational leadership in public sector 

in KP. According to World Bank Report (2001), corruption is a significant contributor to slow 

economic growth, to suffocate investment, increase inequality and hamper the provision of 

public services around the world. It is the single greatest obstacle to social and economic 

developments. In another study, Das and Parry (2011) theorize that corruption has led to the 

violation of human rights, the collapse of organizations and increase threats to social welfare. 

The same authors further argue that corruption has undermined the effectiveness of 

organizational executives. The impact of corruption in the developing world and especially in 

KP is damaging. According to U-Myint (2000), it has eroded the development process. This is 

somewhat similar as in the view of several officers (22 out 30) that corruption contributes in 

the enhancement of inability of officers to improve efficiency. This has increased wastage of 

resources of the organizations and damaged investment priorities. An interviewee informed 

the researcher that, “overall corrupt practices have raised bribery, nepotism, favoritism, fraud 

and embezzlement. It has reduced the efficiency of the public sector by decreasing the output 

of potential return” (Principal, Khyber Medical College, Peshawar, personal communication, 

Jan, 2014).  

Similarly, corruption has helped out incompetent officers to be posted on executives positions. 

Several officials during interviews highlighted that corrupt practices such as use of  public  
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office  for  private  gain,  or  in  other  words,  use  of  official position, rank or status by an 

office bearer for his own personal benefits has created hurdles in appropriate posting and 

transfers in the public sector in KP. This has further increased the trend of wrong posting. The 

overall perspectives of respondents show that due to prevailing differences in the benefits of 

the different post with same grades have politicized, postings, transfers and promotions. These 

positions are achieved through loyalties to a particular group; family; caste or ethnic, religious, 

or linguistic community or through financial corruption, nepotism and favoritism. Due to this, 

majority of the key positions are occupied by individuals who lack relevant knowledge and 

experience. This has raised incompetency in government officers that has further held hostage 

organizational growth and development.  

The periodical efforts of provincial governments to eliminate corruption have very rarely 

achieved its objectives. Corruption has raised competition regarding the size of bribery among 

the officers and public sector employees. This has hampered the effectiveness of public sector 

organizations in KP. According to Langseth (1999), corruption distorts resources of the public 

sector organizations that further lead to poor performance. It has significant impact on 

economic prosperity and growth (Marsida, 2011). Due to corruption, various  countries  spend 

less  of  their  GDP  into  areas which are  critical  to development, such as education and 

health.  The same is the case is in Paksitan where corruption has destroyed the fabric of society 

(Mansoor, 2003). During the last few decades various elected governments have fallen due to 

massive political corruption.  in  this regard, in  August  1990  president Ghulam  Ishaq  Khan  

dismissed  parliament  and  cabinet  (government)  of  prime  minister  Benizir Bhutto’s on  the  

charges  of  corruption  and  in  November  1996  again  president  Farooq  Laghari dismissed  

Benizir  Bhutto  government  on  the  same  charges. In January 1997 Supreme Court of 
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Pakistan acknowledged the charges correct and dismissed the Benzir Bhutto’s appeal of 

restoration of her government. 

The overall analysis shows that corruption has undermined the rule of law, transparency 

accountability and social development. It has breached the bridge between citizens and public 

officials. This has serious consequences for public sector organizations. According to a senior 

official:  

Corruption is an antithesis to rule of law, merit and transparency. It diverts 

resources to the pockets of some corrupt people at the cost of many civilians. 

Corruption prevents public sector from fulfilling its obligations and subverts 

the rule of law. It hampers the ethical fabric of a society and erodes economic 

growth. It has a significant negative effect on foreign investment by destroying 

investors’ confidence (Principle of a Government Medical College Peshawar, 

personal communication, Jan, 2014). 

It is concluded that due to high level of corruption organizational executives very rarely 

manage resources of organizations. Increasing trend of corruption in public sector hampers the 

role of organizational executives in resource allocation (U-Myint, 2000). It has not only 

affected broad macroeconomic variables, such as investment and growth in KP but has also 

eroded service delivery and outcomes. Corruption has prevented impinges on development, 

worsened the gap between rich and poor and undermined the efforts for social services. This 

in itself has led to a loss of confidence in public institutions that has further undermined the 

rule of law, civil order and safety and even the legitimacy of the government itself. Good 

governance largely depends on a government legitimacy to be committed to public welfare, 

delivers public services and values merit and transparency. Therefore, corruption is considered 
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as the antithesis of good governance. This is similar as Javaid (2010) argues that corruption 

has impeded the principles of good governance in KP that has further hampered the 

effectiveness of public sector organizations. Corruption is thus an issue of governance and 

causes failure of institutions. 
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Chapter 5: Conclusions and Recommendations 

5.1 Conclusions 

This chapter addresses each of the three research questions while focusing on emerging themes 

as discussed in Chapter Four. Each research question was answered and supported with 

relevant literature. While answering the research questions, the findings were restricted to 

public sector organizations such as Agriculture, Education and Health sector in Khyber 

Pakhtunhkwa (KP) without making any generalization. The conclusions were kept confined to 

research questions, with the anticipation that conclusions would clarify the research questions 

which are compatible with the context of KP. 

5.1.1 Barriers inhibiting the effectiveness of organizational leadership.  

This study concludes that there are various barriers impeding the effectiveness of leadership in 

public sector organizations in KP such as lack of training and development, undue political 

interference, cultural and social values, policy issues, lack of financial resources, lack of 

accountability and prevalence of corruption. Consequently, organizational leadership is 

confronted with leadership crisis such as lack of relevant knowledge and skills, poor 

communication skills, inappropriate leadership style and lack of leadership focus. As a result, 

the role of public sector organizational leaders in KP is not instrumental to perform effectively 

and effeciently. This is mainly due the reason that organizational executives understand only 

administrative and managerial aspects of their work. Therefore, they spend majority of their 

time in managerial type of activates. There seems little evidence that leaders of public sector 

in KP are visionary where they can predict future of their respective organizations. There is 

lack of evidence that organizational executives have any depth of understanding regarding 
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strategic matters and other sustainability issues such as developing strategic capacity, vision 

dissemination, teamwork, subordinates’ motivation and developing leadership capacity.  

5.1.2 Dynamics/modus operandi of barriers on the effectiveness of leadership in public 

sector organizations. 

This study concludes that lack of training and development is one of the main barriers for 

organizational executives. Investment in capacity building of organizational leaders is found 

out as a neglected area in KP. Lack of professional development opportunities has made the 

job of organizational executives more challenging. This has created leadership crisis.  Lack of 

relevant knowledge, skills and expertise has undermined the confidence of many 

organizational leaders due to which they are not prepared to efficiently handle the situations in 

which they find themselves. According to Oplatka (2004), existing training and development 

programs have focused on managerial duties rather than leadership role in most of developing 

countries. This study also comes up with similar conclusions that organizational executives in 

KP have focused on routine managerial activities such as budgeting, purchasing, transfer, 

hiring and firing. They are not trained in order to effectively perform their leadership role 

because they do not see themselves as leaders, and do not act like leaders. Although training 

and development is mandatory for promotion of senior level positions such as Secretary, 

Director General (DG) and General Manager (GM) still this is not always helpful because of 

its managerial nature. Consequently, they lack an in-depth, critical understanding of many 

issues affecting their leadership role. Due to this, organizational executives in KP typically 

spend most of their time in management related matters. They are less inclined to important 

leadership role such as organizational vision, strategic planning, employees’ motivation, 

accountability and control. 
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Training and development is considered as one of the potential sources for enhancing 

leadership effectiveness. It can enhance knowledge, skills and exposure of organizational 

leaders that can further abreast them with new changes and developments (Darkenwald and 

Merriam, 1982). However, prevailing training and development in public sector in KP do not 

meet required standards. There are some training and development programmes in which 

leaders of public sector organizations participate, but the content and the curriculum of these 

programmes is either outdated or irrelevant which does not necessarily help improve the skills 

and relevant knowledge of organizational executives. These are coupled with lack of 

professional instructors. The instructors’ duties are performed by serving officers who are 

posted to instructors’ positions as a result of punishments8. This has created a shortage of 

qualified and motivated instructors in government training institutions. This clearly indicates 

that there is lack of focus on the development of organizational executives. Consequently, there 

is lack of capacity of organizational executives for crucial strategic planning and sustainability 

issues such as developing shared values and beliefs, strategic capacity, initiating change and 

employees’ motivation. This has created leadership crisis in public sector organizations where 

majority of leaders are distracted from their basic leadership role such as developing and 

disseminating organizational vision, sharing values of honesty and integrity, developing team 

work and motivation.                                                                         

 
8 According to the tradition of civil service in Pakistan usually those officers who are weak in 

establishing relationship with political bosses or those who are to be punished due to underperformance 

or some sort of  misconduct are sidelined and deputed as instructors to training institutions 

(International Crisis group, 2010). 
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 Political interference in public sector organizations was found out as another major stumbling 

block for organizational executives. It was revealed that organizational executives such as 

secretary of agriculture, education and health etc., are usually posted on political grounds 

without evaluating their knowledge, skills and expertise due to which they are unable to justify 

strong leadership-orientated aspects of their work. Consequently, there is inability of 

bureaucrats to perform key leadership role in public sector organizations. Therefore, they 

cannot optimize their capabilities to tackle the challenges of public sector organizations. Such 

shortcomings came to be regarded as a lack of capacity with regard to organizational leaders.    

Similarly, due to political interference, there is lack of job security of organizational 

executives. This has bound them to perform according to the will of political masters, because 

they have got promotions whereas many eligible officers have been made as officers on special 

duty (OSD’s) for years without being assigned any duty. This has distracted organizational 

leaders from performing their key leadership role of strategic planning, team building, 

coordination and control. The political allegiance of organizational executives has affected 

public development agenda due to which there is little space for economic and social 

development. Lack of job security subject to political appointments has contributed to decrease 

efficiency of organizational executives. This has hampered the incentive to work hard, to be 

fair and efficient.  

There is a tradition of frequent and premature transfers of public sector officers. This is 

primarily due to the political culture in KP which is based on the belief that an important 

component of successful politics is the use of public officers as an instrument by the political 

party in government to favor its supporters. This has affected the role of organizational leaders 

where they suppress the interest of the community on the interest of political party in power. 
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The power of transfers, appointments and promotions of organizational executives has affected 

the stability of the leader’s tenure in an organization. Organizational executives without 

political affiliation see that a sword of transfer is always hanging over their heads. It has not 

been recognized that a reasonable tenure in an organization is more likely to be effective than 

the one selected for short period of time. The importance of tenure stability of organizational 

executives has been accepted as a best practice in the developed world due to which the average 

tenure of public sector executives in developing world is not less than five years (Parvez, 

2015). However, the average tenure of secretaries in Pakistan remained 15 months from the 

last five years (Parvez, 2015). This shortness and uncertainty in tenure of public sector 

leadership has affected the performance of public sector executives. Organizational executives 

in Public sector organizations in KP such as Secretary Agriculture, Education and Health hold 

the post at the pleasure of the Chief Minister, and can be transferred any time without giving 

any chance to explain their positions. The Chief Minister is the elected head of the provincial 

administration, and usually selects and removes provincial organizational executives on the 

basis of political agendas or any other motives rather than public interest. This indicates that 

leadership positions in public sector are arbitrary, which has not only raised corruption but has 

also undermined opportunities of learning and development. This has significantly affected the 

performance of public sector executives, for example, the position of Secretary requires 

considerable period of time for understanding different dimensions of particular organizations 

which is followed by policy formulation and its implementation. But such a short tenure does 

not let them to learn. This has made it difficult to implement policies and evaluate its impacts.  

Policy issues are found to be another major obstacle towards the effectiveness of leadership. It 

was concluded that various issues in policies such as lack of clarity in policy goals, political 
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commitment, centralization, resource constraints and lack of consistency in policies have 

affected leadership effectiveness. Inconsistency in policies is considered as the most crucial 

issue in public sector in KP. Ahsan (2003) argues that policies get changed each time with the 

change of government in Pakistan. Referring to the example of civil service reforms in 

Swaziland, McCourt (2003) explained that inconsistency in policies was the principal reason 

of the failure of public sector in Swaziland. This research study also finds out that lack of 

stability in policies is one of the crucial issues inhibiting the effectiveness of organizational 

executives in public sector organizations in KP. There have been many instances where 

government has failed to provide political support needed for implementation and 

sustainability of policy initiatives (Ali, 2006). Each new government discontinues most 

programs of its predecessors soon after assuming power, for example a literacy project titled 

Nai Roshni (new light) was launched in 1987 and was discontinued in 1989 with the change 

of government (Ahsan, 2003; Ali, 2006). This study, therefore, comes up with the conclusion 

that lack of consistency in policies has eroded opportunities of professional growth of 

government officers. Organizational leaders cannot concentrate on bringing changes and 

developments in the overall operations. This has largely affected the task of mass literacy and 

basic health facilities in KP.  

Moreover, centralization in policies also creates obstacles for organizational executives. 

Policies are developed at the upper level without considering the needs and requirements at the 

gross roots level. This has developed gaps in policy formulation and implementation level. 

Consequently, there is lack of proper execution, budget constraints, lack of harmony among 

different elements of the policy, and lack of coordination among different units of the 

organizations (Ali, 2006). It is important to understand that policy formulation is the exclusive 
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domain of the elected representatives but they abdicate their role in this regard. Policies are 

approved as such as recommended by bureaucrats. Therefore, most often bureaucrats formulate 

and implement policies due to which these do not reflect the actual requirements at gross roots 

level.  According to Ali (2006), policies do not meet targeted goal and objectives in Pakistan, 

for example various policies such as Social Action Programme (SAP I and II), the Sindh 

Primary Education Development Project (SPEDP), the Girls Primary Education Development 

Project I and II (GPEDP) and the Primary Education Curriculum Reform Project (PECRP) did 

not meet its targeted goal and objectives. Similarly, evidence shows that policies in health 

sector such as Medium Term Development Framework, National Health Policy, health related 

Millennium Development Goals, Poverty Reduction Strategy and Vision 2030 are unlikely to 

be achieved. Gaps in policy formulation and its implementation do not let organizational 

leaders to obtain their goals and objectives. This is mostly due to centralization in policies. The 

example of Thailand primary education improvement shows that successful policy 

implementation depends on involvement of those who formulate policy (Wheeler, Stephen and 

Pasigna, 1989). However, within KP, policies are formulated at the central level without 

considering the grass roots level. Consequently, organizational executives are not effective in 

achieving the overall development in their respective organizations. 

The study also finds out that lack of adequate financial resources is one of the major obstacles 

for the effectiveness of organizational leaders in KP. Financial resources play a key role in 

running organizational operations, creating new structures, initiating change and development 

and employees’ professional growth. This clearly indicates that organizational growth and 

development is dependent on financial resources. It has been realized that there is a positive 

link between the development of agriculture, educational and health and socio economic 
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development (Edwards, 1980; Simmons, 1980).  Due to this conviction, Pakistan has raised 

the trend of public expenditure on agriculture, education and health since the Fifth Five Year 

Plan (1978-83). However, due to crisis in national economy, sufficient funds are not provided 

to public sector organizations as compared to other developing countries (Haq and Haq, 1998; 

Kardar, 1998). This is due to the fact that budget for public sector organizations such as 

agriculture, education and health in Pakistan is allocated on the estimated rate of economic 

growth, and a shortfall in that estimation results in reduction in actual expenditure (Ahsan, 

2003; Haq and Haq, 1998). There is lack of consistent increase in economic growth rate for 

the last two decades in Pakistan which is the main reason for lack of appropriate budget for 

public sector organizations such as Agriculture, Education and Health. However, financial 

resources are important for key leadership role. The leadership with appropriate finances would 

thus be to seek ways to build necessary institutional, human resources and technological 

capacity to support governance. However, lack of financial resources is a challenge to 

organizational leadership in the public sector in KP. According to Ministry of Planning, 

Development and Reforms (2013), the inability of Pakistan in achieving targets of Millennium 

Development Goals are partly due to insufficient resource allocations. Due to this, it is not easy 

for organizational leaders to coordinate and lead with constraint of limited resources. They are 

facing problems in running organizational operations, initiating change and developments and 

employees’ professional growth and motivation. 

This study also concluded that cultural and social obligations are also one of the major 

obstacles towards the effectiveness of organizational leadership. As illustrated in Chapter One 

and Chapter Four, KP is known to have strong traditional culture which is based on inter-clan 

linking and tribal affinity which unite Pakhtun people in a web of kinship relationships. There 
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is a tradition of joint family system where joint living is a distinguished characteristic of 

Pakhtun society. Members of each family acknowledge the authority of the elders where age 

is usually considered the most important factor. The social structure is based on connection to 

a clan, tribe or groups of tribes. For an individual, his primary duty is the obligations of his 

family, tribe and clan. The societal norms sanction more respects for elders, family members, 

clan and friends. These characteristics of Pakhtun culture have a strong effect on the behaviour 

of government officers. It is argued that cultural and social values and norms of the society 

influence thoughts and behaviour patterns of organizational leaders (Ansari et al., 2004). The 

study further concluded that there is significant impact of the cultural and social values on the 

behaviour of the public sector leadership. Due to cultural and social obligations, organizational 

leaders are usually inclined towards family, tribe and clan. This is primarily due to the cultural 

norms that value loyalties to family, tribe, clan and friends (Arif and Farooq, 2011). Therefore, 

public sector executives usually feel it necessary to fulfill the obligations of their relatives, 

friends and clan by extending their favours. Due to this, there is biasness in the decisions of 

organizational executives in KP’s where favorite people are obliged in recruitment, postings, 

transfers and promotions. Consequently, many competent people are not able to get key 

positions in public sector organizations. As a result, there is low motivation, poor performance 

and lack of organizational effectiveness. 

Evidence shows that neutrality and merit is the hallmark of leadership effectiveness (Boris-

Schacter, 2005) and it is important for leaders’ honesty and integrity. However, cultural and 

social obligations are potential obstacles for honesty and integrity of organizational executives. 

Where honesty and integrity are essential characteristics of effective leaders as  it is considered 

an important pillar for trustworthy relationship between leaders and subordinates. It is argued 
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that honesty and integrity remain as the extent of slogan in public sector in KP (Arif and 

Farooq, 2011). This is partly due to cultural and social obligation where organizational 

executives have kept the interest of their family, clan and friends ahead of their organizational 

interest. Lack of honesty and integrity has created various weaknesses in organizational 

leaders, for example, leaders in the public sector are biased in their attitudes toward solving 

problems. They are more interested in activities to save their own vested interests rather than 

public interest. This has breached the bridge between public and public sector officers and 

public sector efficiency has affected. 

Traditional bureaucratic culture is explored another major challenge for organizational 

leadership in KP, and it is seen as a significant barrier adversely affecting the effectiveness of 

leadership. Bureaucracy in KP is based on centralized decision making, excessive dependency 

on rules and regulations, complex procedures and autocratic leadership style. These are 

coupled with attitudinal problems of bureaucrats such as they consider themselves as members 

of an elite governmental club in KP. Due to this, bureaucrats have adopted an attitude of ruler, 

power holder and authority. This has put administration away from common people. This study 

reveals that due to excessive centralization and formalization organizational executives are not 

responsive to subordinates’ suggestions, feedback and participation. This is considered 

detrimental for subordinates motivation and team work. Evidence shows that influence of top 

management is critical for motivation and teamwork of subordinates (Uyterhoeven, 1972; 

Ruello, 1973). Unless employees are not supported from the top, it is hard to keep them 

committed and motivated. Therefore, organizational executives require humanistic approach 

which is based on emotional support, sympathy and friendship. This can only be possible if 

there is satisfying work tasks, friendly environment and effective internal control. This study 
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concludes that there is lack of participative approach of organizational executives due to which 

bureaucracy does not respond to the initiatives of the subordinates at lower level. This is one 

of the barriers in building motivated and committed team. According to Ali (2006), excessive 

centralization of bureaucracy has negatively affected the effectiveness of organizational 

leadership. To some extent, organizational leaders recognize the performance of their 

subordinates but lack of tangible availability of rewards and recognition has undermined this 

notion. In this situation, employees are not progressive to bring improvement and changes in 

their duties. They perform their routine duties without making more efforts for change and 

development. This has significantly affected the role of organizational leaders.     

Another important aspect of traditional bureaucracy is inappropriate leadership style which is 

one of the obstacles for effective leadership. It is argued that there is dictatorship and autocratic 

leadership style in public sector organization in KP (Shafqat, 1999). This is contrary to the 

leadership style in society. There is traditional culture in KP, where people prefer to work in 

teams and achieve success in groups. There is mutual harmony and collectivism. Subordinates 

expect kindness and nurturance behaviour of organizational leaders because of the social and 

cultural values. Leadership in society is a symbol of kindness and nurturance. These values 

need to be reflected in working values of public sector in KP. Evidence shows that if leadership 

behaviour in public sector is not congruent with that of leadership in society subordinates will 

criticize it (Ansari et al., 2004). This research study comes up with the conclusion that there is 

lack of similarity of leadership style in the society and that of organizations. There is lack of 

sympathetic and nurturance behaviour of organizational leaders that has eroded motivation and 

team work in public sector organizations. In such situation, employees are not loyal to public 

sector organizations due to which they do not exert more efforts towards achieving 
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organizational goals and objectives. Traditional bureaucracy in KP has adopted a mindset of 

ruler. This attitude of organizational executives has created gaps between government officers 

and common people due which public sector organizations are not effective. This has left 

administrative machinery in an ailing condition. 

This study also concludes that lack of accountability and corruption has hampered the 

effectiveness of leadership in KP’s public sector organizations. The overall analysis indicates 

that there is little tendency in bureaucracy for their activities to accept responsibility. Lack of 

accountability has made it difficult for leaders of public sector organizations to have control 

over their resources and to manage it effectively. Accountability mechanism in public sector 

in KP is so weak that despite corruption or some other sort of misconduct or underperformance, 

employees usually get safe exit without any punishment. This has eroded the ability of 

organizational executives to master their role in public sector organizations. In the absence of 

clearly defined responsibilities and adequate accountabilities, organizational executives face 

obstacles to properly monitor and control their subordinates. Consequently, there is a culture 

of corruption, underperformance and low efficiency.  

The plethora of institutions such as Anti-Corruption Bureaus, National Accountability Bureau 

(NAB), Federal Investigation Agency (FIA), Public Accounts Committees of the legislature, 

Parliamentary oversight, judicial activism and the ombudsman system have created an 

atmosphere of fear, inertia and lack of decision making among civil servants. Despite these 

institutions, corruption, nepotism and favoritism have become a common practice in the 

administrative culture of the province. Corruption has become an issue of major concern now 

days. Instead of some serious efforts to reduce corruption, still it is raising. The increasing 

trend in corruption is evident from Corruption Perception Survey (CPS), which shows that 
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Pakistan’s score in corruption is 2.4 in 2009 and is ranked 42nd out of 188 countries, while its 

score is 2.3 in 2010 and it has jumped from 42nd to 34th position (Transparency international, 

2009-2010). Similarly, according to Corruption Perception Survey, 2013, its position has now 

fallen to 33 most corrupt country in 2012 (USAID, 2013). This shows that there is increasing 

trend of overall corruption in Pakistan. This research study indicates that there is too much 

emphasis on procedures, rules and regulations in KP that has taken the place of substantive 

concerns for controlling corruption. There is a growing realization for acceptability of 

corruption not only in public sector but also in society in general. Corruption is considered as 

one of the main barriers for leadership effectiveness. It has diverted national resources into the 

pockets of public officials. Due to this, developmental budget has been mismanaged and 

misused. It has not only affected broad macroeconomic variables, such as investment and 

growth in education, health and agriculture in KP, but has also eroded proper income 

distribution. Corruption has led public institutions to lose its confidence in maintaining rule of 

law, civil order and safety and even the legitimacy of the government itself. Therefore, 

corruption is considered as the antithesis of good governance. Due to this, public servants 

usually exercise public duty contrary to the wishes of the public. Due to corruption, 

organizational executives have lost its abilities to manage increasing diversity, identify and 

develop key strategic areas, and focus on outputs as well as outcomes. They are unable to build 

necessary institutional, human resources and technological capacities to support effective 

governance. 

5.1.3. Consequences of barriers for public sector organizations 

This study concludes that lack of proper training and development have impacted 

organizational performance in such a way that organizational executives do not understand and 
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recognize the skills that are required for the functioning of public sector organizations in an 

effective way. Lack of capacity problems of organizational executives were disclosed as the 

main reasons for inability of public sector organizations to show progress in public sector 

organizations such as Agriculture, Education and Health in KP. It was concluded that 

leadership positions in public sector in KP have little training and development opportunities 

related to their job duties and responsibilities. There are some training and development 

programmes, but the standard of these programmes is questionable due to lack of updated 

curriculum and professional instructors. It does not develop leadership skills in organizational 

executives. As a result, organizational leaders carry out their responsibilities as a manager not 

as a leader due to which organizational growth is at stake and public sector is unable to perform 

effectively.  

The study further illustrates that undue political interference has seriously eroded the 

operational autonomy of public organizations in KP. Persistent political interference in 

postings, transfers and promotions and also in the decisions of public sector officials have 

significantly hampered productivity and efficiency of public sector organizations. This is 

mainly due to the fact that politically motivated decisions have eroded the incentives to be hard 

worker, fair and efficient. Lack of performance based reward and recognition have 

demoralized employees of public sector organizations. Consequently, they are not exerting 

consistent and sincere efforts for achieving organizational goal and objectives.  

Moreover, undue political interference is considered as the main reason for wastage of national 

resources. There is increasing trend of keeping political masters happy through practices that 

signal loyalty of organizational executives to the politicians at the cost of national interest. Due 

to this, huge national resources are wasted for obeying political orders. This has undermined 
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the effectiveness of public sector organizations. Similarly, persistent political interference has 

affected the stability in the tenure of organizational executives. The provincial government 

selects organizational leaders such as secretary of Agriculture, Education and Health and these 

organizational executives hold their posts at the pleasure of the Provincial Chief Minister, and can 

be transferred any time without giving any chance to them to explain their positions. This shows 

that positions of organizational executives are arbitrary in public sector organizations which 

has not only increased the trend of corruption but has also declined the efficiency of public 

sector executives. This is considered as one of the main reasons for lack of effectiveness of 

public sector organizations because in many instances organizational leaders do not get the 

chance to stay in particular organizations and work for its growth and development. Frequent 

transfers of organizational leaders do not let them to learn from experiences and use their 

expertise for organizational growth and development.  

Another key finding of this study shows that policy failures have affected public sector 

organizations in such a way that organizational executives spend their maximum time in 

routine activities such as budgeting, transfer, hiring and firing rather than focusing on service 

delivery. This is due to various problems in policies such as lack of clarity in policies goals, 

lack of political commitment, centralization, resources constrains and lack of consistency in 

policies. Due to this, organizational executives feel vulnerable to show progress. Policy issues 

have negatively affected the prospects of the organizations. Consequently, there seems little 

development in key public sector organizations such as Agriculture, Education and Health.  

 The study further reveals that lack of financial resources has affected the effectiveness of 

public sector organizations in KP. As discussed in Chapter Four, budget allocation for public 

sector organizations such as agriculture, education and health in Pakistan is based on an 
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estimated rate of economic growth and a shortfall in that estimation results in a reduction of 

actual expenditure (Ahsan, 2003; Haq and Haq, 1998). For the last few years, growth rate has 

fallen down due to law and order situation and terrorism in KP. This has affected national 

economy due to which budget allocation for public sector organizations has reduced to a 

considerable level. In this regard, annual budgets are not sufficient for running public sector 

organizations effectively. In this situation, organizational executives are unable to think 

strategically and focus on organizational development. Consequently there seems little 

improvement in service delivery and outcomes and public sector organizations such as 

agriculture, education and health are unlikely to be successful in achieving targets of 

millennium development goals.  

The study also concludes that culture and social values have affected the performance of public 

sector organizations in KP. Within social structure of KP, individuals in many instances 

consider their primary duty as the obligations of their family, tribe and clan. Due to this, 

organizational executives usually feel it necessary to fulfill the obligations of their relatives, 

friends and clan. This has promoted biasness in the decisions of organizational executives due 

to which decisions are taken on the basis of favoritism rather than on priority of development 

objectives. This has affected the performance of public sector organizations. 

Similarly, biasness in decisions of government officers has negatively affected the motivation 

of employees. Due to this, they do not exert more efforts for achieving organizational goal and 

objectives. Evidence shows that organizations with more satisfied employees remain more 

effective than organizations with dissatisfied employees (Ryan, Schmitt and Johnson, 1996). 

Biasness in decision of government officers has broken the link between performance and 
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reward. This has raised dissatisfaction among employees that has further affected 

organizational effectiveness. 

Similarly, this study comes up with the conclusion that within KP traditional bureaucratic 

culture is not goal oriented. There is centralization and autocratic leadership style which is not 

appropriate for ensuring economic and social development. Excessive centralization and 

formalization has created a culture where organizational leadership is not responsive to 

subordinates’ suggestions, feedback and participation. They perform their routine duties 

without making more efforts for change and development. This has significantly affected 

organizational growth and development. Traditional bureaucracy in KP has adopted a mindset 

of a ruler. This attitude of organizational executives has created a distance between government 

officers and common people due which there is a little evidence of a close link between 

bureaucrats and general public. This has left administrative machinery in an ailing condition. 

There are problems in policies, practices and procedures within public sector organization. 

These are often utilized for personal benefits rather than objectives of institutions. This has 

affected the effectiveness of public sector organizations. There is inappropriate leadership 

style. Public sector organizations in KP are managed through a leadership style that is not 

appropriate in the typical culture of KP. There is contradiction in the leadership style in the 

society and that of organizations. Leadership style in KP’s society is based on nurturance 

behaviour where leaders show sympathy and kindness to subordinates. They develop an 

environment of participation, mutual trust and collective decision making. In response of 

benevolent behaviour of leaders, subordinates show loyalty and exert more efforts for 

achieving collective goal and objectives. In contrary, leadership in organization has adopted 

autocratic leadership style where they command authority. Evidence shows that if leadership 
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in organizations is not congruent with that of leadership in society, subordinates will criticize 

it (Ansari et al., 2004). This study comes up with conclusion that inappropriate leadership in 

public sector in KP has largely affected organizational performance. It is because subordinates 

have lost their interest due to ruling behaviour of organizational executives. In this situation, 

employees do not make struggle for achieving organizational goals and objectives. This is one 

of the main reasons for lack of effectiveness of public sector organization. 

The study further illustrates that lack of accountability and corruption has various 

consequences for the effectiveness of public sector organizations in KP. Lack of accountability 

has undermined the ability of organizational executives to master their role effectively. Due to 

this, underperformers are not held accountable. This has encouraged them to avoid their duties 

and responsibilities. As a result, there seems little efforts on the part of public sector employees 

to take organizational issues seriously. Lack of accountability, prevalence of corruption and 

abuse of authority have diverted national resources into the pockets of public officials. In such 

environment, it is difficult to manage and utilize organizational resources effectively for the 

welfare of masses. Increasing trend of corruption during the last few decades has affected 

national economy. This has further declined investment in key public sector organizations such 

as Agriculture, Education and Health. Consequently, organizational executives have to manage 

the performance of public sector organizations with limited financial resources. In such 

situation, it is not easy to focus on key strategic areas for improving outputs as well as 

outcomes. This has affected organizational performance.  
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5.2 Contribution of the Study 

This research study is an attempt to explore barriers inhibiting the effectiveness of 

organizational leadership in public sector organizations in KP. This is an emerging research 

area where few research studies have been carried out on various issues and problems to 

organizational leadership such as studies conducted by Malasa (2007), McCarthy  et  al. (2011) 

and Siu and Glover (2001). However, these studies have covered very narrow aspects of 

leadership problerms such as leadership issues associated with organizational structure, undue 

political influence, financial resources and communication. Other important aspects of 

leadership problems such as issues of organizational leadership with respect to its cultural and 

social deimensions have completetly ignored. Besides this, these studies have been conducted 

in particular cultures of Malaysia, Ireland and China and therefore elaborate the understanding 

of barriers to leadership in those particular countries. Indigenous studies on this issue in the 

context of Pakistan and especially in KP are very scant. A few studies have been found in the 

context of Pakistan to understand indigenous leadership model, such as research studies 

conducted by Tirmizi (2001) and Ramnarayan and Kumar (2004). Yet, these studies have 

focused on trait and behaviour aspects of leadership effectiveness only and have largely 

ignored other important aspects such as leadership effectiveness within the context of cultural, 

and social dynamics. The paucity of studies regarding the effectiveness of organizational 

leaders in the context of KP resulted in ignorance of various issues. Consequently, there is lack 

of critical understanding of many issues affecting the role of organizational leadership in the 

specific context of public sector organizations in KP, Pakistan.  

Therefore, through this study issues and barriers inhibiting the effectiveness of organizational 

leadership has been examined within the prevailing political and socio-cultural contexts in 
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public sector in KP. This study helps to draw the attention of researchers towards this neglected 

area. The study is an initial effort in the specific context of KP that will further open new areas 

of interests for the researchers to explore. For example, researchers can further elaborate the 

issues of organizational leadership in the context of possible influences of recent global trends. 

Furthermore, this study contributes to the existing body of knowledge by examining as to how 

executives in public sector organizations can overcome the influences of various barriers. In 

addition, this study draws the attention of researchers to elaborate the roles of organizational 

leaders. This is important for improving the effectiveness of organizational executives in public 

sector organizations in KP. In doing so, organizational leadership can better be prepared for 

fulfilling their leadership responsibilities. This study provides a wider perspective of 

understanding leadership effectiveness within the context of social, cultural and political 

dynamics, thereby offering new information for practicing leadership in public sector 

organizations. The study also demonstrated new dimensions for the leadership effectiveness in 

public sector and proceeds beyond people and processes by inclusions of the contexts of 

culture, social and political aspects making it a comprehensive system of simultaneous 

interacting elements of leadership and its effectiveness.   

Besides academic contribution, this research study provides first-hand information to policy 

makers regarding barriers organizational leaders  are confronted with and their consequences 

for public sector organizations. The findings of the study can be used for devising a 

comprehensive leadership programmes for organizational executives. Proper implementation 

of such programmes can make them effective. Regarding public sector organizations in KP, 

this study revealed that organizational leaders should be mindful that today’s public sector is 

more complex and dynamic where organizational leaders’ role is more instrumental. They need 
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to think strategically, develop team, manage performance and achieve outcomes thereby 

allowing effective organizational executives for greater flexibility and capacity in response to 

changes in the environment. Furthermore, it also enables the executives to make decisions and 

employ their leadership qualities keeping in view the social, cultural and political context. They 

can also coordinate efforts of various groups within the organization and achieve 

organizational goals and objectives. It is hoped that policy makers will incorporate the findings 

of this study for developing an organizational leadership which is based on democratic values, 

mutual trust, and common goals. 

5.3 Recommendations 

This study finds out that there are various barriers that have undermined the effectiveness of 

leadership in public sector organizations. In order to improve the effectiveness of 

organizational executives, they need to address issues such as strategic vision and strategic 

planning, initiating change, managing knowledge and resources, internalizing quality, 

managing for accountability and getting right values and ethics. For this purpose, they are 

required to be skillful enough to motivate and inspire subordinates and have a strong sense of 

responsibility for generation of additional resources to improve decision-making. This requires 

proper training and development of organizational executives.   

However, there are budget constraints, due to which investment in capacity building of 

organizational leaders is found out as a neglected area in KP. Government of KP has the 

responsibility to take some serious steps in providing adequate financial resources in order to 

contribute to personal growth of organizational executives. Likewise, the government can 

motivate organizational executives to be honest, dutiful and hard workers. This requires 
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government to define service ethics in government organizations and develop a culture of 

robust accountability. Service ethics will teach organizational executives about the emotional 

aspects of their responsibilities that their duty is mainly characterized by enforcing rule of law 

and implementation of government policies. Similarly, without establishing a robust culture of 

accountability, any efforts to improve the quality of services or outcomes would be 

counterproductive; further delay in this direction would have disastrous results not only for 

quality of service in public sector but also for the overall national development. Organizational 

executives need to initiate changes in their organizations for continuous development and 

improvement of service delivery. This can be possible, if organizational executives need to 

adopt the principles of honesty and integrity, democracy, responsibility, efficacy and hard 

work. Incorporating these principles, organizational executives can handle the issues and 

barriers that inhibit their leadership role in public sector in KP. Although, challenges and 

barriers explored are multivariate and multifaceted, it can be discarded through commitment 

and motivation of the organizational executives. Organizational executives are required to 

review and revise the traditional role of organizational leaders. Professional development and 

strong commitment and motivation would help them to shift from managerial discourse to a 

leadership discourse. This will develop them to go beyond management where management is 

doing things right while leadership is doing the right things.  

5.3.1 Develop Accountability 

Accountability plays an important role in the effectiveness of public sector organizations 

because more a public sector is accountable more it will remain responsive to the needs of the 

public (Mehmood, 2006). It is argued that accountability can enable public to exercise “voice” 

against non-responsive behaviour of state machinery. This makes attitudes and behaviours of 
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organizational executives computable to the needs of the public. Therefore, accountability is 

crucial for the effectiveness of organizational executives. Unless organizational executives are 

accountable, they cannot optimize their capability to tackle the challenges. This research study 

found that weak accountability system does not let organizational executives to hold 

underperformers accountable. Due to lack of accountability in KP, one finds it difficult to fix 

responsibility for inefficiency, corruption or misconduct. There is culture of OSD, frequent 

transfers, centralized decisions making, weak performance evaluation systems and seniority 

based promotions in public sector in KP due to which organizational executives do not embrace 

their responsibilities seriously. Tanwir and Fennell (2010) added that cumbersome rules 

regulations, complex procedures and discretionary powers have eroded accountability in 

public sector organizations in KP.   

Therefore, this research study recommends a robust culture of accountability in public sector 

organizations. This is possible if organizational executives are provided with autonomy, 

authority, resources, skills and job security (Trimmer, 2004). These are pre-requisite for 

developing sound internal control mechanism (Syndicate Report, 2010). Evidence shows that 

internal control is considered important for eliminating the abuses of delegated power and 

corruption. Internal control directs organizational executives to define goals and objectives 

clearly, hold individuals accountable for their actions and assign specific duties and 

responsibilities to each person (Gaziel, 2003). This is instrumental for the greatest possible 

degree of efficiency, effectiveness, probity and prudence. Adequate accountability system can 

ensures appropriate use of public resources, transparency of decision making and control of 

corruption (Ahsanullah, 2005). This research study therefore recommends that there is need to 
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simplify and codify rules and procedure; curtail discretionary powers, encourage participative 

decisions making and design performance based evaluation systems. 

5.3.2 Appropriate Training and Development Opportunities 

This research study shows that organizational executives in public sector in KP are not 

adequately prepared to cope with complex issues pertaining to strategic matters. Employees 

are provided training at the beginning of their careers, but organizational leaders are far less 

likely to be trained and developed for their leadership role. It is therefore essential that 

organizational executives should have a deeper understanding of different leadership roles such 

as vision dissemination, strategic matters or tactical uses of resources. This required proper 

training and development of organizational executives.  According to Eruat (1994), knowledge 

and skills are essential for bringing meaningful changes in the attitude of organizational 

executives. However, skills and knowledge can be enhanced through proper training and 

development. Training and development are considered instrumental for capacity building of 

organizational executives. It exposes them to a wide variety of leadership roles. Therefore, 

professional development programs such as mentoring, coaching, internship, online 

discussions, case studies, action research, and simulations are crucial for the development of 

organizations executives (Abdalla and Onguko, 2008). 

The government of KP has the responsibility to address this aspect of capacity building through 

arranging and providing required resources that could contribute to the personal growth of 

organizational leaders. Organizational executives should have a deeper understanding of 

different components of their respective organizations. For this purpose they need rich and 

updated curriculum and professional instructors. Trainings and developments programmes 

need to be focused on specific requirements of public sector leadership. These programmers 
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must have specific objectives, related to specialized functions areas such as communication, 

strategic planning, vision building, finance, team building, coordination and control. There is 

need of systematic and formal process for the assessment of training and development needs 

of organizational executives. This will help government and policy makers to address those 

aspects of capacity building that is required for contributing in professional growth of 

organizational executives.  

5.3.3 Adequate Financial Support 

Adequate financial resources are crucial for public sector organizations. It is considered as the 

life blood for organizations because financial resources encourage organizational leaders to 

invest in employee’s development opportunities, improve decision making, encourage reward 

and privileges and initiate change and development. Moreover, in today’s dynamic world, the 

job of organizational executives has become more challenging, because frequent changes in 

technological and social values have added new dimensions to the job of organizational 

executives (Schofild, 2008). In such circumstances, organizational leaders have to perform 

variety of important roles such as vision development and dissemination (Gill, 2006; Zhu et 

al., 2005), employees’ motivating (Covey, 2003) and team building (Ulrich et al., 2008).  They 

are required adequate finances to build necessary institutional, human resources and 

technological capacity to improve performance. Adequate financial resources would enable 

organizational executives to think strategically, motivate subordinates, develop teamwork and 

initiate changes and developments.  

The government of KP has therefore the responsibility to address this aspect and provide 

adequate financial resources in order to contribute in personal growth of organizational 

executives. Besides this, adequate annual budget can improve appropriate pay and privileges 
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which is fundamental for motivation and commitment of employees. This further leads to 

improve organizational effectiveness. With the help of adequate finances, organizational 

executives can develop a culture of those values and norms that reward integrity and 

professional commitment; provide competitive compensation and benefits that further attract 

qualified and motivated organizational executives.  

5.3.4 Changes in the attitude of bureaucrats 

There is need of changes in attitude and behaviour of bureaucrats. For this purpose, policy 

makers should focus on bringing moral, ethical and attitudinal change in public sector officers. 

According to Anwaruddin (2004), there is need of attitudes building of organizational leaders. 

This is crucial for making them responsible for public service delivery as well as the objectivity 

and neutrality of public service. Attitudes building requires service ethics to be defined and 

implement in public sector organizations. This is crucial for building good habits, such as 

patience, empathy, caring and friendliness among employees and organizational executives. 

Besides this, service ethics will develop high integrity in work pace and institutions through 

commitment and cooperation among public service employees. Attitude building would 

change the perception of an officer from being a person from elite government club to a person 

holding a job as a public servant. This is fundamental for controlling corruption, collusion, and 

nepotism in public sector organizations. Service ethics will taught organizational executives 

about the emotional aspects of their responsibilities that their duty is mainly characterized by 

enforcing rule of law and implementation of government policies.  keeping this thing in mind,  

they  must  be  guided  to do what is in  the  best  interest  of  the  citizens and to avoid a 

particular person, political party or a group.   
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Organizational executives are required to adopt participative leadership style rather than 

authoritarian. Ramnarayan and Kumar (2004) suggest that organizational leadership should 

move away from traditional, autocratic leadership style to participative one where there is 

focus on collaboration, mutual trust, nurturing, sharing of values, empowering staff and 

collective decision making. This is possible if organizational executives are generous, caring, 

open to their subordinates and accountable to their self. This can be achieved by bringing 

changes in their attitude and re-definition of their role.  

Moreover, there is need of an attractive salary package that is competitive. This can encourages 

honesty and integrity among the public officials. This should be accompany with regular 

increments  and  bonus  increments  to  those  who  show  excellent  performance  over  the  

last  year. Performance measurement should be based on outputs as well as outcomes in line 

with the institutional vision (Anwaruddin, 2004; Tanwir and Fennell, 2010).  Promotions  to 

each grade especially from grade 17 onwards should be based on experience and performance. 

This will improve integrity of organizational executives which is important for controlling 

corruption, collusion, and nepotism that will further develop high integrity in work and 

institutions through commitment and cooperation among public service employees. 

5.4 Limitations 

Certain limitations in this research study led to prevent it from exploring number of issues and 

barriers that could further enlighten the topic.  

The findings of this study are based on the perception of top, middle and lower management 

of public sector organizations. In addition to the above respondents, the scope of the study can 
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be extended to other organizational stakeholders such as political leadership and lower level 

employees who can contribute more aspects and dimensions in the study under investigation.  

 The purposive sample of thirty respondents used in the study is not only small but also not 

true representative of many public sector organizations throughout the province. The sample 

was taken from three public sector organizations namely Agriculture, Education and Health 

sector by purpose. The results of such a small and non-random sample is though helpful in 

contributing to a broader understanding of the issue still does not allow generalization to all 

public sector organizations.  

5.5 Future Research  

This study clearly addressed various issues inhibiting the effectiveness of organizational 

leadership in public sector in KP. Currently the study has focused on executives positions of 

organizational leadership. However the research gave a clear indication that organizational 

leaders at all level appear to be located in a managerial rather than a leadership paradigm in 

public sector in KP, where there is focus on routine activities and status quo. This is a primary 

impediment to the development and effectiveness of leadership at all levels in public sector 

organizations. Therefore, for meeting the twenty first century needs of organizational 

management at all levels, more strategic perspective of leadership role at different levels is 

required to be investigated. According to Haque et al. (2012), effective leadership is needed at 

each level in public sector organizations. Therefore, a comprehensive study is needed that will 

investigate the issues and barriers organizational leaders are facing at different levels in public 

sector such as top level, middle and lower level.  

Besides this, organizational leaders are working under the influence of political leaders (Simon 

and Thompson, 1991). They need approval and support of political masters for almost all of 
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their activities such as budget approval, projects findings and changes and developments. This 

shows that political leadership plays a very basic role for public sector leadership. Evidence 

shows that organizational executives can work as long as political leadership allows (Simon 

and Thompson, 1991). Therefore, the perception of political leaders regarding the issue under 

investigation can further illuminate the topic in hand.  
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Annexure -I 

The Secretary  

Ministry of Education 

Khyber Pakhtunkhwa, Pakistam 
 

Subject: Request for Cooperation in Data Collection for the PhD Thesis entitled” 

Investigating the Barriers Inhibiting Leadership Effectiveness in Public Sector 

Organizations in Khyber Pakhtunkhwa, Pakistan” of Mr. Alam Zeb  

It is certified that Mr. Alam Zeb is enrolled in PhD Program in the Institute of Management 

Science (IM/Sciences), Peshawar for the session (2011-2014). He has completed all the 

requirements of his PhD coursework. Moreover, Board of Advanced Studies and Research at 

IMSciences has approved his research synopsis and he has done the first phase of his research 

comprises of an extensive literature review and methodology.  In the second phase, he has to 

collect primary data for his doctoral thesis. 

His research thesis aims at investigating the barriers inhibiting leadership effectiveness in 

public sector organizations in Khyber Pakhtunkhwa, Pakistan. In order to collect primary data 

for this research study, some of the research participants have been identified from different 

organizations on the basis of their relevance, experience and expertise in the public sector in 

Khyber Pakhtunkhwa. In this regard, the above mentioned department in Khyber Pukhtunkhwa 

is also among the focal public sector departments he has to interact with for data collection. 

Therefore, it is kindly requested to facilitate him to collect data and grant him some time from 

your precious schedule for the interview regarding the information required for his research 

dissertation.  
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All the provided data will be referred to in aggregates to protect confidentiality of the relevant 

officials and will be used only for this research. Further, no official will be mentioned in any 

publication by name, rank or position without his/her consent. Professor Dr. Farman Ali, 

Director, Institute of Developing Studies, supervises this research thesis. If you have any 

queries regarding this research, his supervisor can be accessed at Institute of Development 

Studies (IDS), Agriculture University Peshawar, at telephone No. 0919216528, and email 

address alifarman@yahoo.com. This research project has also been evaluated and approved by 

Board of Advanced Studies and Research in the IM-Sciences Hayatabad, Peshawar. If you 

have any concerns about the conduct of this research study, you are welcome to contact me. 

Kind Regards 

Dr. Muhammad Nouman 

Coordinator PhD Management Sciences  

IM-Sciences, Hayatabad.  
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Annexure -II 

The Secretary  

Ministry of Health 

Khyber Pakhtunkhwa, Pakistam 

 

Subject: Request for Cooperation in Data Collection for the PhD Thesis entitled” 

Investigating the Barriers Inhibiting Leadership Effectiveness in Public Sector 

Organizations in Khyber Pakhtunkhwa, Pakistan” of Mr. Alam Zeb  

It is certified that Mr. Alam Zeb is enrolled in PhD Program in the Institute of Management 

Science (IM/Sciences), Peshawar for the session (2011-2014). He has completed all the 

requirements of his PhD coursework. Moreover, Board of Advanced Studies and Research at 

IMSciences has approved his research synopsis and he has done the first phase of his research 

comprises of an extensive literature review and methodology.  In the second phase, he has to 

collect primary data for his doctoral thesis. 

His research thesis aims at investigating the barriers inhibiting leadership effectiveness in 

public sector organizations in Khyber Pakhtunkhwa, Pakistan. In order to collect primary data 

for this research study, some of the research participants have been identified from different 

organizations on the basis of their relevance, experience and expertise in the public sector in 

Khyber Pakhtunkhwa. In this regard, the above mentioned department in Khyber Pukhtunkhwa 

is also among the focal public sector departments he has to interact with for data collection. 

Therefore, it is kindly requested to facilitate him to collect data and grant him some time from 

your precious schedule for the interview regarding the information required for his research 

dissertation.  
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All the provided data will be referred to in aggregates to protect confidentiality of the relevant 

officials and will be used only for this research. Further, no official will be mentioned in any 

publication by name, rank or position without his/her consent. Professor Dr. Farman Ali, 

Director, Institute of Developing Studies, supervises this research thesis. If you have any 

queries regarding this research, his supervisor can be accessed at Institute of Development 

Studies (IDS), Agriculture University Peshawar, at telephone No. 0919216528, and email 

address alifarman@yahoo.com. This research project has also been evaluated and approved by 

Board of Advanced Studies and Research in the IM-Sciences Hayatabad, Peshawar. If you 

have any concerns about the conduct of this research study, you are welcome to contact me. 

Kind Regards 

 

Dr. Muhammad Nouman 

Coordinator PhD program Management Sciences  

IM-Sciences, Hayatabad.  
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Annexure -III 

 

The Secretary  

Ministry of Agriculture 

Khyber Pakhtunkhwa, Pakistam 

 

Subject: Request for Cooperation in Data Collection for the PhD Thesis entitled” 

Investigating the Barriers Inhibiting Leadership Effectiveness in Public Sector 

Organizations in Khyber Pakhtunkhwa, Pakistan” of Mr. Alam Zeb  

It is certified that Mr. Alam Zeb is enrolled in PhD Program in the Institute of Management 

Science (IM/Sciences), Peshawar for the session (2011-2014). He has completed all the 

requirements of his PhD coursework. Moreover, Board of Advanced Studies and Research at 

IMSciences has approved his research synopsis and he has done the first phase of his research 

comprises of an extensive literature review and methodology.  In the second phase, he has to 

collect primary data for his doctoral thesis. 

His research thesis aims at investigating the barriers inhibiting leadership effectiveness in 

public sector organizations in Khyber Pakhtunkhwa, Pakistan. In order to collect primary data 

for this research study, some of the research participants have been identified from different 

organizations on the basis of their relevance, experience and expertise in the public sector in 

Khyber Pakhtunkhwa. In this regard, the above mentioned department in Khyber Pukhtunkhwa 

is also among the focal public sector departments he has to interact with for data collection. 

Therefore, it is kindly requested to facilitate him to collect data and grant him some time from 

your precious schedule for the interview regarding the information required for his research 

dissertation.  



195 

 

All the provided data will be referred to in aggregates to protect confidentiality of the relevant 

officials and will be used only for this research. Further, no official will be mentioned in any 

publication by name, rank or position without his/her consent. Professor Dr. Farman Ali, 

Director, Institute of Developing Studies, supervises this research thesis. If you have any 

queries regarding this research, his supervisor can be accessed at Institute of Development 

Studies (IDS), Agriculture University Peshawar, at telephone No. 0919216528, and email 

address alifarman@yahoo.com. This research project has also been evaluated and approved by 

Board of Advanced Studies and Research in the IM-Sciences Hayatabad, Peshawar. If you 

have any concerns about the conduct of this research study, you are welcome to contact me. 

Kind Regards 

Dr. Muhammad Nouman 

Coordinator PhD Program Management Sciences 

IM-Sciences, Hayatabad.  
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Annexure -IV 

INTERVIEW PROTOCOL 

Topic: Exploring Barriers Inhibiting Leadership Effectiveness in Public Sector 

Organizations in Khyber Pakhtunkhwa, Pakistan 

What is leadership in your view? How do you perceive effective leadership? 

What do you think regarding existing leadership in public sector organizations in Khyber 

Pakhtunkhwa Pakistan (KP)? Discussion will focus the following themes: 

Leadership expertise, knowledge and skills, clarity in organizational vision and mission, 

leadership style, leadership role, honesty and integrity   

Do you find any barriers inhibiting leadership effectiveness in public sector organizations in 

KP, if yes, please specify…….  

How do you perceive the present training and development opportunities available to leaders 

of public sector organizations in KP, Pakistan?  

What do you think about undue political interference in public sector organizations? What 

about the impact of undue political interference on the effectiveness of organizational 

leadership? What do you think about its impact on public sector organizations?  

What do you think regarding policies and its effects on leadership effectiveness in public sector 

organizations?  What are its consequences for public sector organizations? 

What do you think about bureaucratic culture in the public sector organizations? How it effect 

leadership effectiveness? Discussion will focus on the following themes: 
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Discretionary power of top management, centralization, extensive use of written rules and 

regulations, leadership style, shared values, motivation of subordinates, performance based 

reward and recognition.   

What about required financial support in the public sector organizations in KP?  How it affects 

leadership effectiveness and public sector organizations in KP? 

What do you think about accountability system in the public sector in KP?  

What do you think about corrupt practices in the public sector organizations in KP? If there is 

any corrupt practices please specify?  Discuss its impact on leadership effectiveness and also 

on public sector organizations. 
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