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ABSTRACT  
 

 

Thesis 

Title 

: Impact of Educational Leadership on Institutional Performance 

in Punjab 

Researcher : Abdullah Faisal  

Supervisor : Prof. Dr.  Muhammad Rashid 

University  : Preston University, Islamabad  

Pages  : 175 
 

There are varieties of definitions given to the term “leadership”.   

Leadership is generally considered as the relationship between an individual and a 

group built around some common interest and behaving in a manner directed or 

determined by him. Most definitions of leadership reflect the assumption that it 

involves a social influence process whereby intentional influence is exerted by 

one person (or group) over other people (or groups) to structure the activities and 

relationships in a group or organization. It is fact that effective leaders are major 

cause of quality education but effective educational leadership is in a state of 

crisis because:- 

a. authorities feel scarcity of highly qualified candidates for leadership role, 

b. ill-preparation, inadequate support and other demands of leader’s job block 

progress of organization and, 

c. often leaders are good academician but lack in managerial knowledge, 

skills, attitudes and motivation needed to run an organization successfully. 
 

Keeping in view of global scenario overall situation in education sector 

particularly in educational leadership and management in Pakistan remains 

disappointing with some pockets of progress. Prior to this, little work has been 

done to study impact of educational leadership behaviour on institutional 

performance.  This study provides sufficient guidelines for policy makers to take 

appropriate measures for quality education by examining impact of behavioural 

dimensions (relation & task-oriented behaviour) and demographics (attributes and 

situational factors) of a leader on institution performance. Current study was 

conducted to investigate the impact of behavioural dimensions (relation-oriented 

& task-oriented behaviour) and demographics (situational factors & attributes) of 
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a leader on institutional performance particularly in province Punjab. It examines 

in terms of intensity of differences and associations with leadership behavioural 

dimensions, situational factors & attributes and organizational outcomes.  

 

This research study is significant because it may provide a factual position 

about level of competency of educational leader in an organization, provide a 

platform for decision-makers for adopting appropriate course of action required 

for development of educational institutions and add more knowledge towards 

leadership behavioural dimensions in assessing its effectiveness on institutional 

performance.  

 

For this research study stratified quota sampling procedure was observed. 

The target population was all educational administrators working in educational 

institutions in public sector in Punjab and accessible population for this study was 

25%  i.e. (76) Heads of GHSSs, 25%  i.e. (55) Principals each of GDCs, 100%  

i.e. (6) Principals GCEs, 50%  i.e. (17) EDOs (Education) and 50%  i.e. (17) 

DEOs (Education). Head of each cluster and eight respective subordinates 

participated in the study. The subordinates were selected randomly. Nature of the 

study was descriptive type. It was based on comparison of variables comprised of 

behavioural dimensions (relation & task-oriented behaviour) and demographics 

(attributes & situational) factors of a leader. Three questionnaires were developed 

after going through extensive literature review. These were Leader Behaviour 

Description Questionnaire (LBDQ), Institutional Performance Questionnaire 

(IPQ) and Leadership Demographics Checklist (LDC).  

 

Data was collected personally from those institutions situated in easy 

access areas, by post due to shortage of time and financial constraints and with the 

help of friends working in those institutions in remote areas. Collected data were 

sorted, organized, cleaned and analyzed to see multiple comparisons of groups by 

applying one of the parametric correlation coefficient techniques; the Pearson 

Product-Moment Correlation and one way ANOVA, to explore any difference 

between relation and task oriented leadership behaviour towards institutional 

performance and findings and conclusions were drawn after data analysis. 
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This concludes that task oriented behaviour & relation oriented behaviour 

is not independent with each other. They are dependent in a sense that one of 

dimensions of behaviour affects other one. The strong relationship between these 

two variables is optional for high leadership effectiveness for achieving the 

objectives of organization. Educational leaders who attended more management 

courses, having age above 45 years, vast experience, above board results, having 

more employees under their administrative control, higher professional 

qualification and experience in preparing PC-1 shown better institutional 

performance. 
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OPERATIONAL DEFINITIONS OF THE TERMS  

For better comprehension of the terms used frequently, their interpretations and 

explanations within the context of this study are appended below:  

Leadership Behaviour 

The study, in hand, tried to find out the description of behaviour in terms of 

responses or conduct of an educational leader in two sub-domains. 

(i) Relation-Oriented Behaviour: 

This sub-domain deals with interpersonal skills, integrity, persuasiveness, 

sensitivity and Group Leadership of an educational leader.   

(ii)  Task-Oriented Behaviour: 

In this sub-domain deals with efficiency in planning & organizing, time 

management, personnel management, delegation of powers and programme 

evaluation for the effective intuition performance. 

Institutional Performance 

Institutional performance means accomplishment / achievement of goals of 

education as laid down in the national educational policies.   

In this regard Institutional Performance Questionnaire (IPQ) contains 25 items to 

be responded by subordinates and / or teaching faculty working in sample 

educational institutions.   

Leadership Demographics (Attributes and Situational Factors) 

i. Attributes of educational leader viz. age, experience, academic & professional 
qualification and training received. 

ii.  Situational factors exist in the institution viz. students’ achievement level, 
student’s enrollment, administrative tasks done (if leader is EDO (Education) 
or DEO (SE) M/F, location (Rural/Urban) and physical facilities. 

 

Educational Leadership 

In this study Educational Leadership means heads of higher secondary schools, 

degree colleges, Govt. College of Education, EDO (Education) and DEO (SE) of 

the selected sample.  
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CHAPTER 1  

INTRODUCTION 

With increased public demand for more effective institutions in education, it is 

needed to pay immediate attention towards pivotal role of educational leaders. The 

effective leaders may be the major cause of effective institutions and resultantly 

quality education. The demand for good education is inferred demand for good 

educational leaders. As the impact of leadership on institutional performance 

became evident, policymakers placed greater emphasis on educational leaders. 

Educational leaders are expected to be educational visionaries, instructional and 

curriculum leaders, assessment experts, community builders, communication 

experts, budget analysts, facility managers as well as guardians of policy 

mandates. According to Peterson (2002, p.198) many scholars and practitioners 

argue that the demands of the job have changed so that traditional methods of 

preparing administrators are no longer adequate to meet the leadership challenges 

posed by public schools. 

Levine (2005, p.45) pointed out that in recent years, a number of reports 

highlight educational leadership as being in a state of crisis largely precipitated by 

some troubling factors. Firstly, attractive and adequate supply of highly qualified 

candidates for leadership roles is a big challenge for educational authorities. 

Secondly, the educational leaders are often ill-prepared and inadequately 

supported to organize institutions to improve learning while managing all of the 

other demands of the job. 
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Unfortunately, our education system is occupied with a series of problems 

like poor academic performance of students, cheating in exams and poor attitude 

of teachers towards teaching. The educational leaders are blamed for poor 

performance of their duties and failure to solve problems. The relationship 

between educational leadership and institutional performance is mediated by 

institutional conditions including purposes, goals and institutional culture. A 

significant challenge for today’s educational leaders is to foresee institutional 

culture, its likely effect on institutional performance and type of leadership 

behaviour that educational leaders should employ. 

Historically, leadership has been seen, to be based on power. From wealth 

of literature in the field, one might conclude that leadership is structurally and 

behaviourally based or one might subscribe that cultural or transformational 

leadership’ should be central focus of school administrators or that truly effective 

leaders are visionaries. Shultz (2000, p.29) is of the view that success in today’s 

complex, fast changing environment demands a new kind of leadership at all 

levels. It is not enough to measure only what was done, but also how it was done.  

Yet this is more difficult to measure in traditional performance management 

systems based on numerical objectives, targets, and results. 

The various types of educational institutional leaderships such as 

situational, instrumental, cultural, transmissional, transactional and 

transformational manage with institutional improvement in different ways.  The 

close and open leadership approaches also make a lot of difference in educational 

institutional process. A successful, future leader of school, district, or other levels 

will require very different characteristics than those expected of leaders in last 



3 
 

decade (Toffler, 1995, p. 89). Dependency is a function of insecurity, which can 

never be resolved under conditions of uncertainty.  

The role of leader is changing from leading to helping because leadership 

increasingly relies on willingness of people to be led. As a matter of fact since 

establishment of Pakistan system of education has considerably been expanded a 

lot. But in spite of this continuous expansion in number of institutions and 

students educational system itself may not witnessed any tangible and significant 

reforms in infrastructure of management. Many of our failures in education in past 

have been less owing to resource scarcity than lack of educational leadership 

qualities even rules and regulation governing day to day business of educational 

institutions have tightened movements of educational leaders. 

Educational leadership requires a special type of professional expertise 

which most of educational leaders lack expertise to cope with increasing and 

challenging demands of education.  The existing structures and modes of 

operation were unable to accommodate effective implementation of policies. In 

this regard Punjab Education Sector Reform Programme (PESRP) since 2003 is 

under way through agenda of education for improving education sector outcomes 

and other educational sector issues.  

Prior to this study little work has been done to study impact of educational 

leadership behaviour on institutional performance. Review of researches on 

behavioural dimension does not provide sufficient guidelines for examining 

impact of relation-oriented behaviour & task-oriented behaviour of a leader and 

demographics on institutional performance. Institutional performance is a big 

question for policy makers to address when there is no clear indication of the 



4 
 

factors responsible for that, so they have focused towards the leadership as a last 

holistic reason to believe that they may bring change in the present scenario. So 

this study had been designed to explore the impact of leadership behavior on 

institutional performance. 

1.1 Statement of the Problem 

This research study identified impact of educational leadership on institutional 

performance in Punjab, in terms of intensity of correlation with  leadership 

behavioral dimensions, attributes and organizational outcomes.  

1.2 Objectives of the Study 

The objectives of study were to:  

i. Identify the behaviour of educational leaders as perceived by their own 

teaching/subordinate staff. 

ii.  Identify the effect of demographic attributes of educational leaders as 

perceived by their own teaching/subordinate staff. 

iii.  Identify the overall institutional performance of educational leaders as 

perceived by their own teaching/subordinate staff. 

iv. Measure the behaviour of educational leaders as perceived by their own 

teaching/subordinate staff. 

v. Measure the demographic attributes of educational leaders as perceived by 

their own teaching/subordinate staff. 

vi. Measure of the overall institutional performance of educational leaders as 

perceived by their own teaching/subordinate staff. 
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vii.  Find out effect of demographics (attributes and situational factors) of 

educational leaders on institutional performance. 

viii.  Explore relationship of leadership behaviour (both relation-oriented and 

task-oriented) of educational leaders on institutional performance. 

1.3 Hypotheses of the Study 

A null hypothesis is a hypothesis that proposes no relationship or difference 

between two variables. Reber (1985 p. 337) stated that “in the standard 

hypothesis-testing approach one attempts to demonstrate the falsity of the null 

hypothesis, leaving one with the implication that the alternative, mutually 

exclusive, hypothesis is the acceptable one."  Rosenthal & Rosnow (1991, p. 39) 

stated that null and alternative hypotheses  propose to test relationship or 

difference between two variables must be mutually exclusive; i.e., when one is 

true the other must be false and they must be exhaustive; they must include all 

possible occurrences." The diversity of findings in the past researches pertaining 

to leadership behaviour and institutional performance regarding all possible 

occurrences of relationship or difference between various variables has lead 

towards formulation of following null hypothesis to test statistical significance of 

relationship among them. The research was conducted by testing 10 null 

hypotheses. The last hypothesis was framed to dig out the relationship of relation-

oriented behaviour and task-oriented behaviour of educational leaders with 

institutional performance whereas other hypothesis 1-9 tested the nature of 

relationship of LBDQ and IPQ.  
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The following null hypotheses were formulated for the study: - 

1 There is no significant difference between the institutional performance of 
the leaders having attended management courses and those who not 
attended management courses. 

2 There is no significant difference between the institutional performance of 
the leaders having age below 45 years and above 45 years. 

3 There is no significant difference between the institutional performance of 
the leaders having experience below ten years and those having more than 
ten years. 

4 There is no significant difference between the institutional performance of 
the leaders having above Board of Intermediate and Secondary Education 
/university result and those having below Board of Intermediate and 
Secondary Education/university result. 

5 There is no significant difference between the institutional performance of 
the leaders having up to 25 employees under their administrative control 
and those more than 25 employees. 

6 There is no significant difference between the institutional performance of 
the leaders having M.A/M.Sc. Qualification and those having higher 
degrees of M Phil. and PhD. 

7 There is no significant difference between the institutional performance of 
the leaders who visited institutions under their control and who did not visit 

8  There is no significant difference between the institutional performance of 
the leaders who have institutions under their administrative control and who 
do not have institutions under their control. 

9  There is no significant difference between the institutional performance of 
the leaders who have lower formation and prepared PC-1 and those who do 
not have lower formation and did not prepare PC-1. 

10 There is no significant difference between the institutional performance of 
the leaders who have Relations Oriented Behaviour and those who have 
Task Oriented Behaviour. 

1.4 Significance of the Study 

This research study may be significant because: 

1. It may provide a factual position about level of competency of educational 

leader in an organization. 
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2. It may also provide a platform for decision-makers for adopting 

appropriate course of action required for the development of educational 

institutions. 

3. Findings of this study may be a source of encouragement for the education 

leaders and policy makers for widespread use at various levels. This study 

may also be a source of inspiration for researchers to develop educational 

leadership instruments and conduct further studies in this area. 

4. This study also of international value for a research student of any country 

to get insight for work while looking into the causes and effects, successes 

and failures, problems and issues of educational leaderships at various 

levels implemented in one of the developing countries like Pakistan. 

5. This study will add new knowledge towards the dimensions of task 

oriented and relation oriented leadership in assessing its worth towards the 

improvement of institutional performance.  

6. It may help other researchers to do further research in this field. 

1.5 Assumptions of the Study 

Assumptions of the study were as follow: 

1. Competency of educational leader in organizational context may be 

improved. 

2. Competency of educational leaders may improve performance of 

educational institutions. 

3. Performance of educational leaders is considered as main indicator of 

institutional performance 
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4. Performance of educational leader in an organization may be 

improved. 

1.6 Delimitations of the Study 

This study was delimited to:  

i. All Principals of Higher Secondary Schools and their subordinates 
[Teachers]. 

ii.  All Principals of Degree Colleges and their subordinates [Lecturers 
and Assistant Professors]. 

iii.  All Principals of Government Colleges of Education and their 
subordinates [Teacher Educators]. 

iv. All EDOs (Education) and their subordinates[DEOs and Dy.DEOs] 
and,   

v. All DEOs and their subordinates [Dy.DEOs and AEOs] in public 
sector in Punjab.  

1.7 RESEARCH METHODOLOGY 

1.7.1 Procedure of the Study 

The main objective of this study was to find out impact of educational leaders’ 

relation-oriented and task-oriented behaviour and demographic factors of their 

leadership on institutional performance. A Likert type five point rating scale and 

a checklist were developed to collect data about educational leaders’ attributes 

(relation oriented and task oriented) and institutional performance and 

demographic characteristic of leaders respectively. Pilot study was done on a 

limited number of respondents to improve the questions and to ensure the 

parameters of reliability and validity. Then final version and draft of 

questionnaires were developed and distributed to collect information from the 

subjects of the study.  
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1.7.2  Population 

Target Population 

All educational administrators working in educational institutions—schools, 

colleges situated, at district and provincial le vel formed the population for this 

study.  

Accessible Population 

The accessible population of study was composed of layers (strata) of different 

types of individual educational units, which is as under:- 

Strata  No. Strata Description 

Strata 1 A total number of 304 heads and their subordinates [Teachers] of 
all higher secondary schools in  Punjab  

Strata 2 A total number of 220 heads and their subordinates [Lecturers, 
Assistant Professors]of all degree colleges in  Punjab  

Strata 3 All 6 heads and their subordinates [Teacher Educators] of all 
Government college of education  in the Punjab  

Strata 4 All 35 EDOs (Education) in the Punjab and their subordinates 
[DEOs, Dy. DEOs, Superintendents] 

Strata 5 All 35 DEOs (SE) in the Punjab and their subordinates [Dy. 
DEOs, AEOs, Superintendents] 

The population of study consisted of principals of higher secondary schools, 

degree colleges and colleges of education, district educational officers (DEOs), 

executive district officers (EDOs), and their subordinates [DEOs, Dy. DEOs, 

AEOs and Superintendents] respectively.  
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1.7.3  Sampling Design of the Study 

For this research study, stratified cluster quota sampling design was followed as 

population consisted of five different strata. Since numbers of subjects in all the 

strata were unequal and less in measure size therefore an equal, sampling 

framework was not possible. Hence convenient quota for each stratum was fixed 

to ensure appropriate representation of each stratum.  

Percentage of selected sample out of each cluster was as under: 

1  25% i.e.(76) head teachers of higher secondary schools 

2 25% i.e.(55) principals each of degree colleges 

3 100% i.e.(6) principals Government Colleges of Education 

4 50% i.e.(17) out of all working EDOs (Education) 

5 50% i.e.(17) out of all working DEOs (Education) 

Head of each cluster and eight of their respective subordinates participated in the 

study. The subordinates were selected randomly. After identification of clusters 

from each stratum head and eight subordinates from each cluster were included in 

the sample. After identification of clusters from each stratum, head and four 

subordinates from each cluster were included in the sample. 

1.7.4 Instrument Development 

Following three questionnaires were developed. 

1. Leader Behaviour Description Questionnaire (LBDQ) 

2. Institution Performance Questionnaire (IPQ) 
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3. Leadership Demographics Checklist (LDC) (Attributes + Situational 

Factors)  

Five point Likert type rating scales were developed to measure the behavior of 

educational leaders and institutional performance whereas a checklist was 

developed to get demographic information about leaders. Items of LBDQ were 

aligned, with some cultural modification, with  instruments of Leader Behaviour 

Description Questionnaire developed by Ohio and Michigan States Leadership 

Research Programme (Hemphill & Coons, 1950, p.34),  Supervisory Behaviour 

Description (SBD) (Fleishman, 1953,p.67);  Leadership Orientation Questionnaire 

(LOQ) (Stodgill,  1953,p.123). 

Institutional Performance Questionnaire (IPQ) was developed and served 

to teachers and other subordinate staff of educational leaders to see how they 

perceive their leaders/heads towards achieving national objectives as reflected in 

national document. The instrument containing 25 items was developed for 

measuring an important variable of leadership effectiveness, institutional 

effectiveness and to quantify institutional heads’ behaviour in terms of achieving 

the national objectives. 

The Leadership Demographic (Attributes + Situational factors) Checklist (LDC) 

was developed to find out relationship about heads’ attributes and situational 

factors towards institutional leadership effectiveness. 

These tools tried out on a group of 20 Heads of Higher Secondary Schools, 

10 Heads of Degree Colleges, 05 Heads of Professional Colleges, 05 EDOs 

(Education) and 05 DEOs who were assembled in different in-service teachers’ 

trainings and meetings at Directorate of Staff Development (DSD), Punjab, 
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Lahore to amend in format, language, to make simple and understandable. 

Accordingly research tools were revised by incorporating their suggestions. Then 

final version of research tools were developed and distributed to collect 

information from relevant sample of population.  

1.7.5 Collection of Data 

Data collection is very sensitive and pains taking work. So researcher personally 

collected data from those institutions situated in easy access areas of Punjab, but 

due to shortage of time and financial constraints rest of areas were approached by 

post and with the help of friends working in those institutions in remote areas. For 

gathering quick and reliable data all three questionnaires were routed with 

covering letter of Additional Secretary (Schools), Government of Punjab, 

Education Department. Initially two third of questionnaires were received to 

further boost up the process two reminders were sent to remaining respondents to 

achieve maximum response. By using that channel more than 90 % data was 

collected from the field. Properly filled questionnaires were returned within 

stipulated time. However, researcher found some difficulties in collection of 

properly filled questionnaires from few EDO’s and heads of Government College 

of Education. After some diligent and personal efforts it was possible to collect 

required number of filled questionnaires from respective respondents. In this way 

required data was collected from all layers (strata) of individual educational units. 

1.7.6 Analysis of Data 

The collected data were sorted, organized and analyzed to see interrelationship 

among educational leadership behaviour (both relation-oriented and task-oriented) 

and demographics on institutional performance by using Pearson’s Product 
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Moment Correlation Co-efficient formula. Further multiple comparisons of groups 

were made by using one way ANOVA to explore any difference between relation-

oriented and task oriented leadership behaviour. Findings and conclusions were 

drawn. Recommendations were made accordingly. 

1.7.7 Findings, Conclusions and Recommendations 

Keeping in view the objectives of the study and the analyses of the results, 

findings were drawn and the conclusions were made accordingly. 

Recommendations were made to take necessary steps to improve institutional 

performance by maneuvering leadership behaviour and demographic 

characteristics of leaders.  
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CHAPTER  2 

REVIEW OF LITERATURE 

This chapter portrays the concepts of leadership and institutional performance, 

findings of researches already conducted in this field to see impact of educational 

leadership on institutional performance were also incorporated. A number of 

national as well as foreign research work were studied to look at and consider 

their research design, sampling design, data collection design and data analysis 

design. A thorough help was sought from this literature review while developing 

the research instruments. A number of theories and propositions were collected 

and were fitted within the theoretical framework of this study to find the gaps to 

be filled during this research. Study of interrelationship among different variables 

and constructs was useful for making discussion and clarity of concepts. 

2.1 Meaning and Definition of Leadership 

Leadership possesses as many definitions as the term motivation.  Leadership is 

an elusive, yet very real concept that influences every person daily in every 

organization in the world. A central element in many definitions of leadership is 

that there is a process of influence. According to Yukl (2002, p. 3) “Most 

definitions of leadership reflect the assumption that it involves a social influence 

process whereby intentional influence is exerted by one person [or group] over 

other people [or groups] to structure the activities and relationships in a group or 

organization”.  Specifically for schools Harris (2004, p. 11) reinforces by saying 
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that effective leaders exercise an indirect but powerful influence on the 

effectiveness of the school and on the students’ achievement. 

Cohen (1990, p.26) has given a framework of sources of power with which 

a leader influence his followers. According to framework coercive, reward, 

legitimate, expert and referent are the five sources of power for leaders to 

influence their subordinate.   

Conger  (1992, p.18) further goes into depth of its scope and categorizes 

this by differentiating them into what he calls successful leadership and effective 

leadership. “Leaders are individuals, who establish directions for a working group 

of individuals, who gain commitment from this group of members to these 

directions and, who then motivate these members to achieve the directions of 

outcomes”. Effective leadership, on the other hand, results in manager’s intentions 

being realized as well as bringing satisfaction to the needs of employees.  

 According to Badaracco (2002, p.62) leadership is both an activity and a 

process, an activity of influencing. According to Jacques & Clement (1994,p. 4) 

“Leadership is that process in which one person sets purpose or direction for one 

or more other persons and gets them to move along together with him or her and 

with each other in that direction with competence and full commitment”. The 

focus here is on leader’s ability to induce “extra efforts” from followers.  

 The literature suggests that leadership is not a matter of passive status, or 

of possession of some combination of traits, it appears rather to be a working 

relationship among members of groups, in which leader acquires status through 

active participation and demonstration . Significant aspects of this capacity for 
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organizing and expediting cooperative effort appear to be intelligence, alertness to 

the needs and motives of other and insisted into situations further reformed by 

such habits as responsibility, initiative, persistence and self-confidence.  

 According to Begley and Leonard (1999, p.63) a leader brings change in 

institution and it provides machinery to tackle the institutional problems. An 

administrator may not be merely a maintaining agent; he can introduce changes 

too.  Similarly, a leader may not always facilitate changes, he can prevent changes 

too.  Similarly, terms ‘manager’ and ‘leader’ are not synonymous.  However, an 

effective manager is a leader as well as manager, but it does not follow from it 

that all managers are leaders.   

 A manager is a formal leader while the leader of an educational institution 

is an informal leader who manifests a variety of leadership acts according to 

emerging situations.  Similarly, a principal is a formal leader and informal 

leadership may be with somebody else in the staff.  Informal leaders may go on 

changing from situation to situation. Bender (1997, p.96) was of the view that 

leadership influence interpersonal relations through a communication process in 

some situations to achieve some specific goals.  Here, in these definitions, it is 

obvious that leader is one who influences others to achieve given objectives in a 

given situation.  Followers may be peers, subordinates or super ordinates. A leader 

is, Bass (1990, p.126) says, a true leader who is engaged in leadership acts.  

Bolman and Deal (2002, p. 63) concluded that leaders are found among 

personnel of status positions, powerful people in community, active volunteers, 

opinion-influence people, and events-oriented people rising to occasion-

opportunely users. According to Combs, Miser and Whitaker (1999, p.86) leaders 
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show responsibility and authority while planning, initiating, managing, delegating, 

coordinating, decision-making, communicating and evaluating. In solving any 

particular problem, a principal might use one or several of these acts of leadership.  

From above expositions of functions, tasks and results of leadership, it can be said 

with reasonable certainty that evaluative study of leadership behaviour is the most 

scientific approach to understand leadership. 

2.2 Traditional Concepts of Leadership 

Avolio and Bass (1994) were of the view that the role of leadership is crucial for 

school effectiveness and school improvement but others accentuates that the 

concept of leadership is often very different to researchers or scholars. Some 

typical examples are: a process of influencing organized activities of a group to 

achieve some set goals.  

Even though there are differences between definitions, two characteristics 

of leadership can be observed; leadership is related to the process of influencing 

others behaviour, it is also related to goals development and achievement.  There 

are many methods to influence followers based on different perspectives, different 

approaches to lead, to manage or to control followers. For example, from the 

classical theory of management, a leader may initiate format structures such as 

policies, rules, regulations, rewards, punishments or roles to manage followers’ 

behaviour.  From tradition of human relations movement, a leader has to satisfy 

followers’ social needs in order to motivate them to work.  What methods and 

processes are used to influence followers becomes one of the two critical elements 

of leadership.  The other element is goals development and achievement.  How to 
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set goals, create meanings, direct actions, eliminate uncertainly or ambiguity, and 

achieve goals are also the core part of leadership.  

Leadership as studied through traditional theories as the Managerial Grid 

Model (Blake and Mouton, 1982, p. 48) and the contingency theories (Bass 1990, 

p.29) are often assumed to occur between a leader and a face-to-face group in a 

steady situation where a task is given to complete in a relatively short time period. 

Leadership is the art of mobilizing others to want to struggle for the shared 

aspirations. Inevitably some limitations exist in these traditional theories. 

 2.3. Foundations of Leadership  

Men and women with vast knowledge and tremendous capacity for independent 

thinking form backbone of a nation.  They have adorned and glorified history and 

are always needed in large numbers.  They have all along been leaders and some 

may have inborn leadership capacities, but many of them are made leaders, either 

through training or field experiences that come to them accidentally in their 

profession career or become leaders with their own efforts and abilities.  

Following are the foundations of leadership.  

2.3.1. Historical Foundations of Leadership 

Some investigators dogmatically claim that history itself is a vivid record of 

successes and failures of man’s leadership efforts.  Interest in leadership has been 

a phenomenon of long historical concern.  The problems of leadership have 

become one of crucial importance in modern era of rapid social change.  

According to Arneson (2010, p.56) it seems worthwhile to examine what 
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behavioural scientists have discovered about aspect of interpersonal behaviour and 

to extend it further by opening new horizons in the area of researches. 

2.3.2. Philosophical Foundations of Leadership  

As soon as human beings tried to live a steady life at one place, they felt the need 

of a person who could lead them, who could take initiative in leading them to new 

areas of human life.  Thus, from ancient times, ‘hero-worship’ has been a 

manifestation of leadership.  Leader is a ‘hero’ of the led.  This common saying 

leads to philosophical foundation of leadership. 

Philosophical foundation of leadership explains traits or qualities of a 

leader.  Persons who are born with certain traits, qualities or characteristics are fit 

for their leadership roles.  Among many, some of outstanding personal traits that 

qualify a person to be a leader are intelligence, creative imagination, emotional 

stability and steadfastness.  The one of the important implication of this thesis is 

that persons possessing qualities like intelligence, creative imagination, emotional 

stability and steadfastness should be required and selected to perform leadership 

roles.  This means that selection of person for leadership position completely 

depends on capacity of persons to lead as circumscribed by possession of selected 

few traits.  During eighteenth and nineteenth centuries, philosophers were 

preoccupied with hot discussion and arguments about controversial issue of 

relative importance of qualities and traits of great men versus situations these 

great men found themselves to be in.  One group of philosophers asserted that 

personal qualities of the great men, carved the course of history of mankind 
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2.3.3. Psychological Foundations of Leadership 

Before end of World War II, concept of leadership was further explored and got 

enrichment  from psychology by discriminating ‘leaders’ and ‘non-leaders’, 

between ‘the leaders’ and the led’. Psychological foundations of leadership are a 

logical development of philosophical foundations.  These put emphasis on the 

pattern of personal characteristics of leaders with reference to or in relation to 

characteristics, activities and goals of followers.  Leaderships are perceived in 

terms of interaction with continuing changing variables.  Psychologists do not 

accept pattern of traits that characterize leaders.  They have a tendency to focus on 

personal qualities associated with leadership position.  Psychologists have not 

been able to clarify which traits are most important in specific leadership position. 

2.3.4. Sociological Foundations of Leadership 

There is no ‘Leader’ without ‘followers’. They are relative terms.  One cannot be 

explained without reference to other.  Leadership is always found in same kind of 

group, and leader’s functions essentially in relationship to his followers. 

Sociologists lay more emphasis on characteristics of a group rather than on leader 

who leads the group.  It is an interactive process between members of the group, 

specifically and interaction between leader and rest of the group. Psychologists 

tend to focus on personal trait associated with leadership position, whereas 

sociologists focus on aspects of situation in which leadership is attempted.  
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2.3.5. Behavioural Foundations of Leadership 

Behavioural foundations emphasize observed behaviours of leaders in specific 

situations. Behavioural scientists accept that people, who are involved in 

leadership, do possess some personal inherited trades and they function in a 

particular situation. They reject plain statements about causal relationship. 

Behaviour of a leader may differ from situation to situation. Leader who is 

successful in one situation may fail in another situation if he does not change 

pattern of behaviour. This means according to behavioural foundation of 

leadership, a leader will have to change his pattern of leadership behaviour 

according to circumstances. If the leader is not in tune, with the time, he will no 

more remain a leader and will be thrown out. Arneson (2010, p.44) stated that this 

line of thought is useful to man of practical affairs, such as school administrator, 

because it focuses on things that area actually happening rather than finding 

causes of observed behaviour.  It puts emphasis on results rate than on reasons. 

The understating of concepts of leadership facilitates understanding of 

concepts of leadership and leadership behaviour. These lines of thought lead to 

various approaches to study of leadership, which are touched in next section. 

2.4. Gender and Educational Leadership 

An emerging area to be focused for researchers, practitioners and policy makers is 

flexibility in gender issues in educational management and leadership. Literature 

supports that women are naturally more inclined to leadership approaches based 

on relationship and transformational management. Whereas, men adopt more task 

oriented transactional approach. Gary (1993, p.78) was of the view that gender 
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based comparison mostly results in more gender similarities than differences, as 

they both are able to show masculine and feminine characteristics in their specific 

work context while leading and managing. He further asserts that particular nature 

of relationship between leadership and staff and leader’s experience in the field 

have greater significance than those of typical gender models which are 

dominated by physical characteristics of gender. Age also matters in some cases 

and women leaders experience the benefit of age discrimination. 

According to Dimmock and Walker (2005, p.56) women get advantage by 

new managerial styles based on site based education management as they provide 

more flexible organizational structures with opportunities for collaborative and 

non-hierarchical leadership characteristics of women management.  However, 

now representation of women management at senior school level has increased 

but even then it will be too early to link it with any new positive public 

management. In the past decade there is no shattering of glass ceiling and women 

still placed at lower management level. The women managers are still reluctant to 

undertake training for senior management posts due to demand of training 

initiatives itself and the role after charged with new position in management as 

expected by policy implementing authorities. The issue of feminization in 

management has emerged due to women inclination towards more consensual and 

people oriented management approach. Women resist more readily than male 

colleagues because they are particularly concerned to save integrity of educational 

enterprise.  
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Stanford (1995, p.34) adds:  

The integrity of their leadership styles would appear to have given them 
strength to transform (through working with rather than against) New 
Right educational reforms.  They demonstrated possibility of playing 
game but according to their rules, which were not always same as other 
players. 

The disparity gap and perceptions about role of gender and new managerialist 

agenda is wide enough. Some are of the view that education management has 

become more macho in recent contextual scenario of change in social values and 

beliefs. It was found that majority of female leaders were participative, employee-

involved, team-based leader, encouraging employees to share their vision. They 

encouraged subordinates to work together towards common goals.   

In attempting to analyze women’s’ lack of success in educational 

administration Charol (1987, p. 74) identifies three conceptual models often used 

to explain the women’s’ lack of success.   

1. The Women’s Place Model: it assumes that women belong in 
kitchen and not boardroom.   

2. The Discrimination Model: it assumes to men conspire to keep 
women out of management positions.   

3. The Meritocracy Model: it assumes that only men have unique 
blend of skills and competence needed to succeed in administration.   

In short, women, always, have to face sex-role stereotyping that is defined by the 

male-dominated culture of our society. Culturally women’s role is conforming to a 

feminine identity of being attractive, passive, modest, and pleasant, as well as 

wife, mother, and woman of community.  Culturally defined norms of female 

identity clashed with the perceived demands of administrative role. The women 

encountered barriers in organization norms and structures that restrained their 
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progress.  They did not receive appointments to important committees that dealt 

with far-reaching issues of finance, law, conflict, and discipline.  Even in those 

cases, the women felt they handled their tasks effectively in a style that differed 

from men’s.   

Pigford and Tonnson (1993, p.252) wrote that it is indeed possible for 

women to succeed in a male-dominated organization without being “one of the 

boys”.  Feminine leadership brings characteristics that are increasingly important 

in the complex, modern organization.  Relative to a traditional make style, she 

argues, the female manager’s operating style emphasizes cooperation (win-win) 

rather than competition (win-lose); participation and intuitive artistic decision 

making rather than rationalistic, hierarchical control; and developing personal 

rapport through empathy and sensitivity rather than strict role relationships.  

2.5. Approaches to the Study of Leadership  

The success of a leader in getting work done through others depends to a great 

extent on his knowledge of principles, concepts and techniques of human relations 

and his ability to apply knowledge in proper perspective and spirit.  The 

knowledge of leadership as such is critically related to the art of influencing 

human behaviour.  But mere knowledge about causes that make people behave 

will not necessarily ensure successful leadership. Consequently, in order to 

understand nature of leadership in its entirety, it is essential to study and 

understand its components and process of its functioning. With this end in view, 

following brief review of some of the approaches that have been used to 

investigate leadership and to explain its nature will help in exploring this area.  
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2.5.1. The Trait Approach  

Employing an inductive procedure, researchers and writers in this area have 

attempted to study leadership on the basis of personality traits and characteristics 

of successful leaders. Fullan (2005, p.32) observed that certain minimum abilities 

may be expected from all persons in leadership position. This theory has some 

drawbacks which do not satisfy researchers due to reasons that firstly qualities 

possessed by leader may be possessed by many among non-leaders or followers as 

well and secondly there may be wide variation among leaders in some identical 

situations and thirdly there may be a great divergence in leaders traits while 

working in different situations, so this type of situation creates confusion and 

creates a solid ground for rejection of this view about leadership study.      

2.5.2. The Type Approach  

This is another basic attempt to explain the nature of leadership. The research 

worker e.g. Mehrotra (2005, p.128) have concluded that there are essentially four 

types of leaders: 

a. The dictatorial leader; 
b. The autocratic leader; 
c. The democratic leader; and  
d. The laissez-faire leader.  

The dictatorial leader gets the work done through fear.  He is generally called the 

negative leader.  Out of fear, followers are motivated to do what they are told to 

do.  Results will be achieved, but there is no surety that quality and quantity of 

results will remain high over a period of time. 

Autocratic leadership is characterized by centralization of authority and 

decision-making in leader.  He is neither negative nor positive.  He compels his 
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followers to rely upon him for satisfaction of their needs he is the only source of 

power, authority and responsibility.  Subordinates are not allowed to participate in 

decision-making process.  He always wants ‘yes man’. His ‘word’ is a law.  This 

type of leaders provides no opportunities to others for their professional growth 

and development.  

Democratic leadership, in contrast with the autocratic leadership, is based 

on decentralization of authority and decision-making.  Under these leaders, 

decisions are taken democratically.  In the institution, where there is democratic 

atmosphere, followers work as a social unit, and with best of their abilities.  They 

have high morals and enjoy “the openness of mind”.  This type of leadership is 

ideal and desirable.  But, at times, democratic leaders cannot function only on 

democratic methods.  They have to modify, to behave otherwise in some 

situations, their behaviour in light of men and situation they have to deal with. 

Under the laissez-faire leadership there is a free terrain without restraints 

and a group behaves independently creating, at times, complete chaos.  Here, a 

leader makes very little contribution towards achievement of goals. In fact laissez-

faire leadership here does not play role of leader at all.  Different individuals 

proceed in different directions.  There is no unity of purpose at all in this group. 

2.5.3. The Situational Approach 

The situational approach to leadership acknowledges importance of characteristics 

of group and style of leadership. Various types of situations determine type or 

style of leadership that is effective.  Situational variables that became special areas 

of study in situation research were organizational climate, task or type of 
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assignment perfumed by group, degree of formal authority or power.  A large 

amount of research was conducted in these areas during the 1960s and early 

1970s.  Fiedler (1964, p.56) and his associates utilized much of this research in 

development of contingency model of leadership.  

 The contingency theory states that leader's ability to lead is contingent 

upon various situational factors, including the leader's preferred style, the 

capabilities and behaviors of followers and also various other situational factors. 

Therefore it holds that the group’s effectiveness is contingent on interaction 

between two variables: (1) motivational system of leader---his/her style in relating 

to his groups, and (2) favorableness of group situation—the degree to which 

situation allows leader to control his group.  Leaders with given styles will 

perform better in situations favorable to their style.  The leadership situation 

included three components, listed in order of importance: (1) Leader-member 

relations—degree to which group members support, respect, and like group 

leader, (2) task structure—the degree to which group tasks are spelled out; (3) 

position power—power vested by organization in leader’s position, or the degree 

to which the position enables leader to get group to accept his or her leadership. 

While Fiedler work is controversial (he implied that leader’s style of 

management is incapable of being changed), others, following up on his research, 

have critically examined leadership methods and have maintained that leaders can 

and should alter their style of leadership in concrete situations to better fit their 

style to demands of the situation. In fact, not to do so would tend to lead to failure. 

Others have added to situation leadership idea, indicating that effectiveness of 

leader-behaviour orientations will vary, given a mature group, immature group, 
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weak or strong position power.  What is clear is that no one particular leader-

behaviour orientation will fit all situations equally well.  

 It is not always true that a leader will behave or function in one 

way.  He may change his treatment to his subordinates according to situation.  He 

may have to be flexible and adjustable to group if he wants to be effective as a 

leader.  This line of thinking has given rise to a more recent and generally 

acceptable approach to study of leadership, called ‘the situational approach’.  

Here, leadership is a total function of situation.  At one time leader manifests one 

pattern of leadership behaviour, at another time, another pattern.  It does create 

confusion between the trait approach and the type approach.  But this conclusion 

needs empirical research.  This it self is a problem for this approach.  The 

measuring tool is also colored with situational environment and may not be valid 

and reliable for all situations.  Some of traits that distinguish leaders from 

followers are situation oriented and appears in some special circumstances. In a 

particular situation, leaders do have traits, which distinguish them from followers, 

but it is very difficult to decide what qualities distinguished leaders from 

followers, as they vary from situation to situation. 

2.5.4. The Behavioural Approach  

This approach is the result of underlying defects of above approaches. This 

approach to study leadership concentrates on observed behaviour.  It may, 

however, not be possible to measure all behaviours of an individual.  Human 

natures as well as human behaviour are mysterious phenomena.  There is a 

continuous interaction between behave our of group and behaviour of leader.  
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They are intrinsically interwoven.  Their behaviour is determined by expectations 

imposed by institution.  The behaviour of a principal of high school is greatly 

influenced by attitude of school management and behaviour of teachers under him 

and vice versa.  And his behaviour as well as those of his colleagues may be 

governed, to a varying extent, by departmental regulations, and pressures from 

community and management.  Shartle (1956, p.45) is first explorers of 

behavioural approach to study leadership.  Shartle identified two criteria of 

leadership behaviour: (i) human relations and (ii) get out of work. These are two 

dimensions of leadership behaviour. Researchers who have explored this approach 

have used various other terminologies for these dimensions, such as, “task 

effectiveness” and “interaction effectiveness”; “goal achievement” and “group 

maintenance”; “concerned for production” and “concern for people”; “production 

centered” and “employee centered”; and recently “system orientation” and 

“person orientation”.  

After discussing ‘leadership approaches’, ‘the styles of leadership’ are attempted 

to examine in the next sections. 

2.6. Theories of Leadership 

Researchers have examined leadership skills from a variety of perspective. Early 

analyses of leadership, from the 1900s to the 1950s, differentiated between leader 

and follower characteristics. Finding that no single trait or combination of traits 

fully explained leaders’ abilities, researchers then began to examine influence of 

situation on leaders’ skills and behaviours. Subsequent leadership studies 

attempted to distinguish effective from non-effective leaders. These studies 
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attempted to determine which leadership behaviours were exemplified by 

effective leaders. To understand what contributed to making leaders effective, 

researchers used contingency model in examining connection between personal 

traits, situational variables, and leader effectiveness. Leadership studies of the 

1970s and 1980s once again focused on individual characteristics of leaders which 

influence their effectiveness and success of their organizations. The investigations 

led to conclusion that leaders and leadership are crucial but complex components 

of organizations.   

Other research efforts to identify leadership characteristics focused on 

personality characteristics, leaders’ behaviours, and situational variables. Hoy and 

Miskel (1987, p.45) has the view that “situational leadership” approach contains 

an underlying assumption that different situations require different types of 

leadership, while contingency approach attempts to “specify the conditions or 

situational variable that moderate the relationship between leader traits or 

behaviours and performance criteria ” while differentiating between leadership 

styles and behaviours Fiedler (1964, p.67) concluded that leadership styles 

indicate leaders’ motivational system and that leadership behaviour are leaders’ 

specific actions. He believed that group effectiveness was a result of the leaders’ 

style and situation’s favorableness. House’s (1971, p.36) Path-Goal Theory 

included interaction of leadership behaviours with situation characteristics in 

determining the leader’ effectiveness. House (1971, p.36) identified four 

leadership behaviours: directive, achievement oriented, supportive, and 

participative, and two situational variables, subordinates personal characteristics 

and environmental demands such as organization’s rules and procedures, that 
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most strongly contributed to leaders’ effectiveness. The contingency models 

elaborated understanding of leadership but did not completely clarify what 

combination of personality characteristics, leaders’ behaviours, and situational 

variables are most effective. 

A few researches argued that there are several approaches to study 

leadership, but here it will be classified into three categories: (1) trait, (2) 

behavioural, and (3) situational theories, and conclude with an integrated model of 

leadership style. There is some obvious overlapping among categories various 

models and approaches within each category. 

2.6.1. The Leadership Environment: Classical Theory  

Within classical theory perspective, leadership environment assumes rationality in 

people, processes, and structures. In an effort to understand complexities of 

dynamic organizational processes, people simplify world around them by 

interpreting events in understandable human terms. Events are seen as rational 

acts of people rather than consequences of uncontrollable social and economic 

forces. 

The leader holds a high position because he feels superiority in mind. A 

leader possesses, as Creighton (2005, p.65) realized, the ability to synchronize the 

spiritual strength of workers in one direction to achieve their purpose being 

unaware of their immediate interests. Therefore, no one else is more qualified to 

sort out tangles of problems situations and set organization back on track of 

maximum efficiency. In pursuit of this task, leader is supported by full weight of 
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formal organization hierarchy and entire power, information, and resources that 

hierarchy can bring to focus. 

In literature review of most effective schools Burlingame (1987, p.34) 

points out the principal is supremely and pragmatically rational, “and has 

intellectual abilities to ascertain appropriate goals for the school, to review 

possible alternatives, to weigh consequences, and to select appropriate solutions”. 

The leadership environment assumes predictability in people, events, and 

processes. In organizational decision making, sufficient data and time are always 

available, resources are adequate, people are motivated, and logic is clear with 

respect to best solution a leader should choose among all alternatives available. 

In pursuit of the best solution, leader manipulates formal organization by 

creating new structures, forming new policy, adding, eliminating, or merging 

department, etc. In the eyes of leader these events take place within the limited 

confines of a closed system. If his psychological traits are right ones, and if these 

traits are strong enough, leader has capacity to overcome the toughest 

organizational problems. 

2.6.2. Contingency Theory of Leadership  

The LBD dominated imaginations of investigators during the 1960s, and then 

contingency theory of leadership captured the field in the 1970s. The propelling 

force in this transition to contingency theory has been carried out by Fred Fiedler. 

Most recent studies have supported the theory. 
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a. The Fiedler Version of Contingency Theory  

Looking at LBDQ research, Fiedler, citing Korman’s (1966, p.25) available 

literature, points out inability to consistently relate specific leader behaviours to 

effective group performance and group satisfaction. While quoting “Why these 

behaviours (consideration and initiating structure) do not predict or correlate with 

group performance represents a major theoretical problem. One clue that might 

assist us toward a satisfactory explanation is finding that situational factors and 

certain personality attributes interact in determining leadership effectiveness. 

Could similar interactions determine leader behaviours?” Fiedler’s response is a 

definite yes. Much of his energy and that of research community as well, have 

gone to supporting this contention.  

Contingency variables as situational variables influence relationship 

between environmental demands and organization’s responses to those demands. 

Contingency theories of leadership treat contingency variables (Garcia, 1980, 

p.55) as those variables that influence relationship between leadership styles and 

subordinate responses to those leadership style or personality style. Fiedler means 

“a trans-situational mode of relating and interacting with others”. When building a 

contingency theory of leadership, following interlocking factors must be 

accounted for (a) some dimension of a leadership style (b) a situational variable 

and (c) a measure of effectiveness of leader behaviour. 

The relationship between factors (a) and (c) then is moderated in a predictable 

way by (b). Perhaps one of the most important implications of contingency theory 

of leadership is that in a large measure specific condition within organization are 
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as responsible for success or failure of leader. According to this assumption, in 

organization a variety of problematic situations confront leadership setting. The 

leader is in danger of floundering if he does not possess the appropriate leadership 

style to treat situational character of the problem. Tannenbaum (1961) et al. 

provide a useful definition that emphasizes the situational nature of leadership. 

They define leadership as “interpersonal influence exercised in a situation and 

directed, through communication process toward attainment of a specified goal or 

goals. 

b. Task-Motivated/Relationship-Motivated  

Two basic assumptions are implicit in Fiedler’s thinking. First, contingency model 

maintains personality attributes that are stable and enduring underlie motivational 

system of leader. The changes that do occur in personality are gradual and 

relatively small; barring major upsets in leader’s life. The leader has either a 

relationship-motivated or a task-motivated leadership style. Second, three most 

important situational variables interacting with a leadership style are (1) leader-

member relations, (2) the structure, and (3) formal power position. All three 

conditions have an impact on the degree of control of leader.  

The relationship-motivated leader strives to maintain good interpersonal 

relationships with his subordinates. Under conditions of uncertainty and anxiety, 

this leader will seek support and closer relations with his subordinates. When 

leader has close support of subordinates and feels quite secure in work situation, 

he will pursue esteem and admiration of significant others. When task 

performance is essential to win esteem and admiration of superiors, relationship-
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oriented leader will strive in this direction—even if it sometimes detracts from 

close interpersonal relationships with subordinates. 

The task-motivated leader, on the other hand, obtains personal satisfaction 

from accomplishing objectives in an effective and efficient manner. When this 

leader is placed in an uncertain and anxiety-provoking situation, he will place 

emphasis on giving structure and direction to events so that task can be 

accomplished. Under other conditions, however, when conditions surrounding 

task are under control and his influence is high, task-Oriented leader will relax and 

respond to need for consideration of subordinates’ feelings. “In other words,” 

Fiedler (1987, p.25) writes, “business before pleasure, but business with pleasure 

whenever possible”.  

In short, two leadership styles exist in a motivational hierarchy that reflects 

a set of personal priorities and goals. In each individual, one of these styles is 

dominant and other is secondary. However, there are occasions when secondary 

style may take lead. “In order to accomplish a task,” Fiedler (1987, p.37) writes, 

“One may need to be quite considerate and concerned with interpersonal relations 

under one set of conditions and fairly ruthless under others. To gain the support 

and loyalty of one’s groups, it may be first necessary to succeed”. Under 

situations of moderate favorableness, relationship-motivated leader tends to be 

more effective in obtaining optimal group performance. This is because in these 

task situations leader must be diplomatic and draw upon creativity and 

cooperation of members. When task situation is very favorable (when leader is 

well liked, task structured, high formal power exists), nondirective behaviour and 

an orientation toward consultation is neither appropriate nor beneficial.   
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In terms of model, it is not accurate to speak of a leader as being good or 

bad, because a leader may perform well; less than one set of conditions and not 

under another. Like all new attempts to advance some dimension of the social 

sciences, Fred Fiedler’s contingency theory of leadership is highly controversial. 

In evolutionary process of a new theory statistical gunfights inevitably break out 

between researchers who are trying to establish validity of his theory and 

academicians who review literature. Fiedler’s contingency theory of leadership 

has received impressive support in research literature. The model has also been 

vigorously challenged in terms of methodological rigor and theoretical adequacy. 

Robbins (1983, p.75) summarizes weaknesses in models that have been 

identified by several researchers. First, in contingency theory variables are rather 

difficult to measure. It is not easy to assess level of relationship of leader and 

follower and how much power a leader enjoys. Second, the model gives little 

attention to characteristics of subordinates. Third, no attention is given to varying 

technical competencies of leader or sub-ordinates. The model assumes that both 

leader and subordinates have adequate technical competence. Fourth, correlations 

Fiedler presents in defense of model are often low and statistically non-significant. 

Finally, LPC instrument is open to question. The background rationale underlying 

this instrument has not been grasped well as shown by different studies that stores 

are not stable. Among other complexities another problem with contingency 

theory of leadership is suggested by Chemers and Rice (1974, p.65), who point 

out that there are other situational variables (beyond the basic three) that can be 

important in determining favorableness of leadership situation; for example, 

stress, linguistic or cultural heterogeneity, organizational climate, and level of 
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training. This point should keep in mind that contingency theory concentrates its 

analysis on internal environment of organization and does not establish important 

linkages between internal and external environments. As such, a closed system 

bias exists in the model. 

Finally, one of the strongest challenges to Fiedler’s model is also 

recognized by him as an important point of debate; that is, whether or not a leader 

can switch leadership styles in different problematic situations.  

Fiedler (1978, p.67) writes:  

The problem at issue is whether (a) the tendency to behave in a 
considerate, employee-centered manner is an attribute of leader’s 
personality, and therefore properly considered to be his leadership style; or 
(b) whether leader’s personality and situation interact, and person who is 
considerate under one condition tends to be relatively less considerate 
under other conditions. If latter is case, it will have major implications for 
current leadership theory. 

Whatever the final disposition of Fiedler’s model becomes, his work has made it 

clear that an adequate analysis of leadership calls not only for a study of leader, 

but also for a study of situations.  

2.6.3. Cognitive Resource Theory  

The criticism on Fiedler’s Contingency Theory of Leadership that it did not 

provide an adequate explanation of how the interaction of personality and task 

situations lead to differentiated group performance, led Fiedler to re-formulate his 

cognitive resource theory (CRT) 1987. With this theory, he attempts to explain 

how key variables such as intelligence, stress, and experience link to his 

contingency theory and influence leadership process. The most effective 

leadership style is determined in part by matching leader’s task-or relationship-
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motivated orientation (as measured by LPC score) with the degree of situational 

control. Even when most effective situational match is established, leaders 

perform differently.  

Does leader’s intelligence level make a difference in-group performance? 

The question has long been puzzling because literature reviews have consistently 

pointed out that cognitive variables are not strong predictors of leadership and 

organizational success. Fiedler (1986, p.22) argues that intelligence does make a 

difference, but under those conditions where “leader (1) directs group, (2) work in 

a relatively stress-free environment, (3) has support of group, and (4) task requires 

intellectual effort”.  

The underlying assumption is that intelligent leaders can make and 

communicate more effective plans, decisions, and action strategies than less 

intelligent leaders. However, personal stress resulting from perceived inability to 

cope with environmental demands distracts leader’s attention from task. Under 

conditions of stress, intelligence-guided actions tend to be impeded by worry or 

fear that result in premature task closure, behavioural rigidity, and inability to 

make clear observations, process information objectively and comprehensively, or 

make critical evaluations. Simply stated, under conditions of significant stress, 

people lose their ability to use their heads. Fiedler (1986, 56) argues that stress is 

particularly debilitating to intelligent performance when source of stress is one’s 

boss. Under conditions of stress, where do leaders turn? “When stress is low, 

leaders use their intelligence and not their experience; when stress is high, they 

use their experience but not their intelligence”. Thus, under stressful conditions, 

job experience pays off. The Cognitive Resource Theory is a relatively new 
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development, yet to be tested extensively. The data used to develop Fiedler’s CRT 

were mostly those from studies originally conducted to test his contingency theory 

model and later reanalyzed.  

2.6.4. Path-Goal Theory of Leadership 

In contrast to Fiedler’s description of leadership, path-goal theory argues that 

leadership style of an individual varies as situations within an organization 

change. In other words, as a leader faces different problems or circumstances in 

organization, that individual adjusts his leadership style accordingly (e.g., from 

directive to participative). House and Dessler (1974, p.18) have advanced path-

goal theory to four differing types of leadership styles.  

i. Directive leadership: The leader gives structure to work situation 
by establishing specific expectations for subordinates, such as what 
how, and when a task should be performed. Specific performance 
standards are maintained. 

ii.  Supportive leadership: The leader has friendly relationships and 
shows concern for well being and needs of subordinates. The 
leader is approachable and exhibits trust.  

iii.  Achievement-Oriented leadership: The leader expects high levels 
of productivity from subordinates and exhibits confidence that 
subordinates can achieve these high levels. The leader sets 
challenging goals and emphasizes excellence. 

iv. Participative leadership: The leader consults with subordinates and 
considers seriously their views before a decision is made. 

Path-goal theory is rooted in an expectancy theory of motivation. This theory 

argues that people are satisfied with their work and will work hard if they believe 

their work will lead to things that are highly valued.  The implication for 

leadership is that subordinate behaviour is motivated by leader behaviour to the 
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extent that leader influences expectancies of subordinates in a positive way and is 

helpful in assisting subordinates in accomplishing goals.  

House and Mitchell (1974, p.223) write: 

From previous research on expectancy theory of motivation, it can be 
inferred that strategic functions of leader consist of i) recognizing and/or 
arousing subordinate’s needs for outcomes over which leader has some 
control ii) increasing personal payoffs to subordinates for work-goal 
attainment iii) making path to those payoffs easier to travel by coaching 
and direction, iv) helping subordinates clarify expectancies, v) reducing 
frustrating barriers and increasing opportunities for personal satisfaction 
contingent on effective performance. 

Moderating relationship between specific leadership styles and subordinate 

performance and attitudes are two contingent variables: (1) subordinate 

characteristic, which shape their perceptions toward achieving goals; and (2) 

environmental factors, which serve to stimulate, constrain, or reward motivation 

of workers. The contingent variables of subordinate characteristics are:  

i. Locus of control: the degree to which an individual sees himself in 
control of –or under the control of –events surrounding his or her own 
situation.  

ii.  Ability: the perception of subordinate of his own ability to accomplish 
an assigned task. 

iii.  Authoritarianism: the degree of authoritarianism in subordinate 
influences his need for either a directive or a nondirective type of 
leadership style.  

 
The specific variables under environmental factors and outside control of 

subordinate but are important to his ability to perform effectively. 

i. Task: the level of task complexity and ambiguity  

ii.  Formal authority system; the degree to which the formal authority 
system facilitates or inhibits the work behaviour of subordinates  
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iii.  Primary work group: the degree to which the primary workgroup 
norms are clear and supportive. 

Thus, Path-Goals Theory exists as another means of relating different type of 

leadership behaviour to differing attitudes and behavioural responses of 

subordinates. At this point, it is unclear the extent to which it might be necessary 

to add additional contingency variables to the existing categories. However, 

theory is stated in such a way that additional variables can be added when data 

suggest they are necessary. 

Reviews of the Path-Goals Theory literature by Hallinger, P. (2005, p.65) and 

Bass & Riggo (2006, p.84) reveal mixed results. Enough under-lying support has 

been found, however, to maintain considerable interest in the theory. A basic 

advantage/disadvantage is that rooting the path-goal of leadership in expectancy 

theory of motivation has created for the former all strengths and weaknesses of the 

latter.  

Yukl (1989, p49) suggests that methodological limitations raise doubts 

about findings. Because almost all studies used only subordinate questionnaires to 

measure leader behaviour and considered only a few aspects of the model at a 

time, theory has not been adequately tested.  In addition, the model implies that 

leader has control over those rewards desired by employees. In reality, those 

rewards are often controlled by board of education, union contracts, or state law. 

Path-goal theory also focuses on how leader behaviour motivates subordinate 

behaviour. Burack raises issue of whether or not theory overemphasizes 

supposedly positive outcomes of leader’s influence on employee expectancies and 

paths of action. Burack (1975, p.136) writes, “what if leader is too busy with his 

own ‘pyramid climbing’ to support members of his task group? And what if, for 
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example, evaluation is viewed as a threatening rather than a constructive 

discussion of goals or feedback to guide future actions?” Also, while path-goal 

theory has an environmental contingency, this really refers to an internal 

environment. The theory, therefore, has a closed-system bias. In short, the path-

goal theory of leadership has a great deal of potential in promoting an 

understanding of intricacies of leader-subordinate behaviour, but continued 

development of the model is important. 

2.6.5. The Goose Theory of Leadership  

The popular perception of leadership often romanticizes the role. The popular 

imaginary of leader acting as a member of a team performing tasks is not unlike 

that of Joe DiMaggio playing center field—effortless, graceful, and strong. In the 

real world, however, leader’s role lacks dash and glory of Joe Montana throwing 

long bomb or Magic Johnson knitting his team together with ball-handling 

mastery. Writing from perspective of an educational administrator.  

Murphy (1988, p.69) states that:  

The real job of leader tends to be resolving masses created by others. The 
role of manager is perceived by employees to be that of chief problems 
solver. Honking and hissing like geese, faculty and staff members will 
cruise into the boss office, ruffle their feathers, and poop on rug, and 
leave. It then becomes boss job to clean up the mess.  While the Goose 
Theory of Leadership may not be the most comprehensively developed 
theory in the social sciences, it ill not doubt be familiar to anyone who has 
held the job. 

2.6.6. Open System Leadership Theory  

The educational setting of the 1950s and 1960s supported an intense interest in 

leadership research, as illustrated by development and utilization of the LBDQ. 
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The sociopolitical context of education changed rapidly during the late 1960s as 

schools were thrust into accelerating states of turmoil. Social scientists who might 

have continued the study of leadership in education turned their attention toward 

issues of the times, such as teacher militancy, student activism, racial segregation, 

and bond-issue defeats. In fact, the entire thrust toward the contingency theory of 

leadership, which became such a core element in literature of business and public 

sectors, was virtually ignored in educational setting until late 1970s. In late 1980s 

there brought about a shift in focus as educational leaders found themselves trying 

to cope with externally imposed solutions for change, such as state-mandated 

career ladders for teachers, school-based management programmes, merit pay, 

computer-based instruction, mentor teacher programmes, differentiated staffing, 

and model curriculums. Earlier theories of leadership proved to be conceptually 

inadequate to deal with the new focus.  

 Just as had been the case with trait theories of earlier generations, 

situational leadership theories, as they were viewed in the 1980s, proved 

inadequate to deal with the external influences on educational system. Situational 

theories, such as the LPC and path-goal models, function in a closed system 

perspective attending to day-to-day, micromanagement issues.  

 These theories cast leadership as a transactional activity that, as 

Sergiovanni points out, functions almost as bartering. Positive reinforcement is 

given for good work, merit pay for increased performance, promotion for 

increased persistence, a feeling of belonging for cooperation, and so on. 

Leadership as bartering, such as seen in the negotiated order of the Interacting 
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spheres of Influence model is carried out almost in a cost-benefit exchange 

between leaders and led.   

 As an open system, the school is sensitive and often quite vulnerable to 

shifts in its external environment, whether they be political, economic, 

demographic, ideological, or technical. Leadership theory has been late in 

developing a conceptual framework that effectively links the leadership 

requirements of internal with external environments of educational systems. That 

is, the field needs a solid theory of leadership that extends (Lightfoot, 1983, p.68) 

all the way from teachers, who are in trenches delivering goods upward and 

outward to those institutions and forces in external environment that play 

influential roles in education. 

 Formulating a theory is not easy task, as Lipham (1964, p.89) writes “the 

same behaviour that may be viewed as leadership from an intra organizational or 

sub-system point of view may be regarded as lack of leadership from an extra-

organizational or supra-system point of view, and conversely”. 

2.6.7. Transformational Leadership Theory  

A strong beginning toward the development of an open system theory of 

leadership has been formulated by Burns (1978, p.148) who provides concepts 

and language system that help us understand parts and how they relate to whole.  

Earlier situational versions of leadership are viewed as transactional, or 

establishing negotiated arrangements that satisfy participants who then agree to a 

course of action. Transformational leadership, on the other hand, works toward a 

higher order of change that establishes an integrative fit between the processes and 
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products of micro (internal) and macro (external) environments. Hunt and Osborn 

(1982, p.34) argue that behaviour of most productive leaders is influenced more 

by macro-than micro variables. “Transformational leadership takes form of 

leadership as building”. Sergiovanni (1992, p.76) writes. “The focus is on 

arousing human potential, satisfying higher needs, and raising expectations of 

both leaders and followers to motivate them to higher levels of commitment and 

performance”. Hoy and Miskel (2008, p.47) presented three major categorizations 

of theories of leadership - transactional theory, transformational theory and 

contingency theory. The contingency perspective has five models. Instructional 

leadership, one of models of contingency is discussed thoroughly in this paper as 

it is aligned with a core responsibility for school leaders in this era.  

According to Hoy and Miskel (2008), transformational leadership is an 

expansion of transactional leadership. It goes beyond exchanges and agreements. 

There are four I’s comprise of transformational leadership, idealized influence, 

inspirational motivation, intellectual stimulations and individualized 

consideration. Through idealized influence, a leader builds respect and trust in 

followers for different ways in which individuals perform work. Inspirational 

motivation is very important because expectations of group members are changed 

so that individuals believe that problems of organization can be solved. 

Inspirational motivation exhibited by leaders challenge followers and plays central 

role of leader in developing a vision. Leaders that exhibit intellectual stimulation 

stimulate creativity in followers; old assumptions, traditions, and beliefs are 

challenged. Attending to the needs linked to achievement and growth is 
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accomplished through individualized consideration. Higher levels of potential are 

achieved when leaders give individualized consideration. 

 In order to establish the best fit possible between micro and macro 

environments of educational system, transformational leader must be prepared to 

conduct strategic long-term planning, read changing nature of external and 

internal situations, and manage organizational cultural variables to align them 

with action plans. The idea of transformation calls for energizing personnel to 

make a united response to a higher level of goals common to all those associated 

with teaching learning process. 

 Leadership research seems to have evolved along two ends of a 

continuum: at one end is supposition that leadership behaviour is mainly a 

function of personality (Fiedler version) and at the other end is supposition that 

leader behaviour is externally flexible (Path-Goal version) and that leader can 

vary his behaviour from situation to situation. Under first of these suppositions, 

appropriate strategy for management-development purposes would probably be to 

develop techniques to enhance personality assessment, to train leaders to make 

optimal use of what they have, and to place leaders in situations appropriate to 

their personality. Under flexibility assumption, a leader would be trained in 

diagnostic skills and in being able to select and apply appropriate behaviour. 

 Skillful leaders are a scarce resource; not everyone has training, aptitude, 

and motivation to qualify. As pointed out earlier, leader’s personality or style is 

relatively stable and is a major determinant of type of situation in which they can 

perform effectively. With these two thoughts in mind (scarce resource and 

personality stability), Fiedler lays out a central theme of his leadership thesis: If 
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their leadership style does not fit the job, we must learn how to engineer the job to 

fit their leadership style. 

 Interestingly enough, once a match between leader’s style and job situation 

has been established, extensive training and experience may serve to disrupt 

match by increasing leader’s power an influence or by leading him toward a more 

human-relations orientation. In other words, training may alter an already good 

match and therefore be dysfunctional. Precise thought about which leader will 

receive what type of training is critical when trying to establish or maintain the 

most effective match between a leader and a situation.  

 However, organizations as well as jobs change. Therefore, conditions of 

situational favorableness, due to shifts in economic conditions, demographic 

composition, or political climate, change over time. Organizations go through 

stages evolving through what Lippitt and Schmidt (1967, p.87) see as 

developmental stages of birth, youth and maturity. The objectives and the means 

established to obtain objectives, change significantly at each stage of the 

organization’s life. In short, what might be a good personality-job match today 

might not be in one or two years, or even in six months. Fiedler (1965, p.46) 

comments on the possible consequences:  

Certain types of leaders will reach a “burn-out-point” after they have 
stayed on the job for a given length of time. They will become bored, 
stale, disinterested and no longer challenged. A rational rotation policy 
obviously must be designed to rotate these leaders at the appropriate time 
to new and more challenging jobs. 

There are several implications in Fiedler’s arguments for selection, training, and 

placement of school administrators. If we accept Fielder’s arguments, an extensive 
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review is required for setting criteria for the selection of school administrator, the 

logic used to keep them in a specific job-slot for a given length of time, and the 

type of training given to them. A comprehensive analysis of a vacant 

administrative position should be made when considering who should fill it. How 

turbulent is environment surrounding the role? Is the position as currently 

constituted relatively structured or unstructured? Does position have considerable 

formal power built into it? Is position in an evolutionary state at the moment or is 

it relatively stable? A relatively comprehensive personality analysis of each 

candidate for the position should be conducted. Does the candidate have a 

production oriented or people-oriented leadership style? How psychologically 

secure is candidate in unstructured as opposed to structured situation? Does 

candidate exhibit risk-taking behaviour in difficult situations or does he spread 

risk among colleagues? Does production-oriented leader have sense to delegate a 

people-oriented problem to a people-oriented subordinate when need arises?  

 Also, establishing an appropriately balanced mix of leadership styles 

among administrator of a school or district office is important. Administrators 

who handle people problems and others who can handle production problems 

effectively are needed. When a vacancy opens up in a key post such as a principal 

ship or superintendence, a promotion of the next person in line might not be 

appropriate. If former occupant of the position was an effective production-

oriented leader in a role calling for that orientation and person next in line is 

people oriented, leader-job match will be in jeopardy if a direct promotion takes 

place.   
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Matching specific in-service training programs to specific leadership styles is also 

an important activity. Attempts should be made to provide administrators with 

training that will help them perform even better, types of tasks that they now 

perform best. Fielder argues that would be a mistake, for example, to give an 

effective task-oriented administrator extensive training in human relations tactics; 

his skill in supervising tasks may diminish and he may not gain a great deals of 

effectiveness in human relations.  

 The effective-schools literature simultaneously calls for school 

administrator to be a strong and involved structural leader while at the same time 

providing for teacher autonomy and shared governance. These conditions can lead 

to what Burlingame (1987, p.57) calls’ “leadership schizophrenia.”  

 Situational leadership theory resolves dilemma by recommending that 

educational leaders with distinct styles and skills be rotated into positions with 

matching needs.  

Hallinger and Murphy (1986a, p.167) write:  

In effective low (socioeconomic status) schools, principals play a higher 
directive role in selection, development and implementation of 
instructional programmes. In effective high SES schools, on the other 
hand, principals tend to play an indirect support role and allow much 
greater teacher autonomy. Teachers and parents tend to recognize the 
greater complexity of problems in the lower- SES schools and permit the 
principal higher degree of authority to intervene in instructional activities. 

In past, a lateral transfer (e.g., movement of a school principal from one school to 

another after a number of years of service) had negative overtones. The personnel 

being rotated often considered transfer a negative comment on their skills 

(Hallinger & Murphy, 1986b, p.87) and their futures in district. The classical 
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hierarchical perspective has much to do with this outlook because it suggests any 

movement other than upward is a sign of failure. Contingency theory however, 

suggests that horizontal rotation of administrative positions is simply sound 

management practice because it provides flexibility in placing school 

administrators with specific leadership skills in jobs that require those skills. The 

individual managers also benefit because they are assigned to a job that allows 

them to employ their strengths.  

For similar reasons, contingency theory suggests that moving an 

administrator for given periods of time up or down the hierarchy to take on 

specific tasks (e.g., curricular reform, alleviation of racial tension) can also be an 

effective management practice. Although this type of movement still tends to be 

looked upon as promotion or demotion in public school setting, precedent exists in 

higher education for this type of movement. Professors, for example, move into 

the role of department chairperson and then back to a professorship as a matter of 

accepted routine. Now the roles of leaders have changed. James MacGregor Burns 

and John Gardner have each noted a crisis of leadership at the end of twentieth 

century. There simply are not enough good leaders to face the task confronting us 

in our rapidly changing global environment. Burns (the pioneer of the 

transformational leadership model) attributes desperate situation in our 

organizational life to an intellectual crisis in leadership thought. According to 

Burns (1978) as reported by Wren (1995, p.9) “We fail to grasp the essence of 

leadership that is relevant to our modern age and hence we cannot agree even on 

standards by which to measure, recruit, and reject it”.  
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2.6.8. Situational Theory 

These “trait” investigations were followed by examinations of “situation” as 

determinant of leadership abilities, leading to the concept of situational leadership. 

Studies attempted to identify “distinctive characteristics of setting to which 

leader’s success could be attributed” (Hoy & Miskel, 1987, p.14). Hencley (1973, 

p.123) reviewed leadership theories and noted “the situation approach maintains 

that leadership is determined not so much by characters of individuals as by the 

requirements of social situation”. According to this research focus, a person could 

be a follower or a leader depending upon circumstances. Attempts were made to 

identify specific characteristics of a situation that affected leaders’ performance. 

Hoy and Miskel (1987, p.67) listed four areas of situational leadership: “structural 

properties of organization, organizational climate role characteristics, and 

subordinate characteristics”. Situational leadership revealed complexity of 

leadership but still proved to be insufficient because theories could not predict 

which leadership skill should be more effective in certain situations.  

 This approach to the explanation of leadership suggests that there must be 

enough flexibility in leadership to adjust to different situations. Leadership is 

multidimensional. In this theory, leadership is made up of three ingredients: the 

leader, the followers, and the situation. Of these, the situation is considered most 

important, because it contains the most variables. However, adjustments to the 

leader and to the followers also take place. A common problem for which this 

theory can be helpful is determining whether an applicant for a leadership job is 

competent. Is he, for example, available because particular situation of his former 

position did not permit him to lead even though he tried to adjust to it? In contrast 

does his former position indicate his inability to lead, as such?  
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Research on adaptive leadership suggests that there is a type of leadership that is 

most appropriate in different situations. In studies by Fiedler (1967, p.65) three 

dimensions were used to measure leader’s effectiveness, including (1) the degree 

of confidence the followers have for their leader, (2) the degree to which the 

followers’ jobs either are routine or are ill-structured, and (3) the level of authority 

and power one gets from his leader. It appears that permissive leaders (considerate 

and fostering effective interpersonal relations) obtain optimum group performance 

in situations that are known and where tasks are well structured, but the leader 

must be diplomatic. Also, permissive leader is effective where the situation is 

ambiguous and the task is unstructured, providing the leader is well liked by the 

followers. Further, when the situation is ambiguous and task is structured, 

directive (work-oriented and controlling) leadership is more effective.  

2.6.9. Sociological Theory  

Others view leadership as made up of work efforts that facilitate activities of 

followers and strive to reconcile any organizational conflicts between followers. 

The leader establishes goals with participation by the followers in the final 

decision-making. Goal identification gives direction that followers often require. 

They know what performance, beliefs, and behaviours are expected of them. But 

efforts to accomplish the goal influence interactions among the follower; 

sometimes to the degree that disruptive conflict within or between groups exists. 

Under such a condition, the leader is expected to take corrective measures, 

exercise his leadership influence and reinstate harmony and co-operative effort 

among the followers.   
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From practical viewpoint, a leader does attempt to facilitate activities of his 

followers, but in some cases goals are set for him and, further, he may find 

conflict resolution almost beyond his power to influence. Again, particular 

situation, individual differences of group members, and competency of the leader 

are underlying causes. 

While sociological scholars base their leadership research on different 

theories, Getzels (1968, p.42) stresses that there is conceptual overlap in: the 

belief that leadership is about relationships, not personality traits; a commitment 

to multidimensional analysis; methodology that encompasses both case studies 

and large-sample empirical work; and the sense that leadership is a hierarchical 

structure, although this element is less evident in relational school.  

2.6.10. Supportive Theory  

Here leader takes position that his followers want to do their best and that he can 

lead best by supporting their efforts. To this end, leader creates a work 

environment, which promotes desire by each follower to perform to the best of his 

ability, cooperate with others, and develop his own skills and abilities. 

Suggestions about how better to do the work, what improvements in working 

conditions can be made, and what new ideas should be tried out are encouraged. 

This leader gives general managerial overseeing and encourages his subordinates 

to use their creativity and initiative in handling details of their jobs. Decision 

making by the leader includes consideration for the followers’ opinions and 

recommendations, which they aggressively seek.  
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The supportive theory is termed “participative theory” by some. This follows due 

to leader encouraging followers to participate concerning decisions to be made. 

Others call it “democratic theory of leadership” and while it does have democratic 

aspects, it neither implies rule by majority or by vote. One the other hand, in the 

supportive theory leader considers his subordinates as social equals and has 

respect for their knowledge and ideas. 

 On the plus side, proponents of supportive theory claim practice of helping 

follower and treating him as an individual with human dignity and rights, makes 

for a cooperative, productive, and satisfied employee. The leader wins acceptance 

and his enlightened mode of operation prevails. Further, unilateral authority is 

rejected, and unwarranted special privileges are minimized. In contrast, there are 

opponents to supportive theory. They object on the grounds that group influence 

on decision-making leads to confusion, a great waste of time, and “watered-down” 

decisions. Further, they state that individual rights and dignity are entirely 

possible without sharing in what amounts to managerial activities by non-

management members. Also, it is claimed theory violates traditional tenets of 

private enterprise where owner or his authorized agent is endowed solely with 

decision making process.  

2.6.11. Laissez-Faire Theory  

Under this theory a leader, if he can be called a leader, gives complete freedom in 

determining activity to his followers. He does not participate, or if he does, very 

little. This approach is direct opposite to the autocratic theory. Various data and 

material are submitted by laissez-faire leader either voluntarily or by request to 
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followers, but he takes no part in work discussions. It is complete non-

participation by leader. He communicates essentially when he is communicated to, 

making very infrequent comments on activities by followers unless questioned.  

 Laissez-faire groups tend to develop informal leaders and frequently from 

a group whether formally designated or not. Groups seem to prefer some guidance 

along with much participation on their part, as exemplified by supportive theory. 

In general, groups want help, but object to being told precisely what to do Laissez-

Faire rises question of what does the leader do, if followers do all the work. And 

followers may be limited in what they can suggest and decide due to their lack of 

experience and knowledge, especially in a technical area. Nevertheless, laissez-

faire theory appears to have interesting possibilities. More research on it may 

reveal that it holds the key to dynamic adjustment required in leadership among 

the leader, the followers, and the internal and external environmental factors.  

2.6.12. Personal- Behaviour Theory  

Leadership can also be studied on the basis of personal qualities or behavioural 

patterns of leaders. This approach emphasizes what the leader does in leading. An 

important contribution of this theory is that a leader neither behaves the same nor 

does he takes identical actions for every situation he faces. He is flexible, to a 

degree, because he feels he must be to take the most appropriate action for 

handling particular problem. This suggests a leadership continuum whereby 

leader’s actions and amount of authority used are related to the decision-making 

freedom or participation available to the subordinates. 
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This means that different styles of leadership can be employed depending upon 

leader’s evaluation of situation, his capabilities, and desire to decide the issue, and 

the amount of control he wishes to exercise. In brief, he must be flexible in order 

to cope with the task of being a leader.  

 Another example of personal-behaviour theory is that where leader is 

subordinate-centered. Such a leader permits much freedom to subordinates. He 

may for example, give his subordinates participation in the setting of their work 

goals, decide how they are going to achieve them, communicate with them on all 

matters affecting their work, and ask their opinions on controversial 

organizational and departmental problems. 

 Research indicates that high-producing groups are led by managers who 

are characterized by subordinate-employee-centered leadership. In addition, 

absenteeism, labor turnover, and defective workmanship were found to be lower 

when employee-centered leadership was utilized. Hence, it appears that wise 

manager will use and develop employee-centered leadership wherever possible.  

 A third and last example of personal- behaviour theory to be offered is that 

of autocratic leader who is benevolent. Such a description may sound 

contradictory, but he exists in reality and, in fact, is not exactly scare. The 

benevolent autocratic leader possesses much power and prestige, has much 

interest in welfare of his subordinates, is anxious to help solve their problems, and 

usually is able to take prompt remedial action whenever required. He is and 

remains the “chief.” while vitally concerned about attitudes and feelings of his 
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subordinates, he structures all work activities, decides policies, ad uses rules and 

regulations.  

2.6.13. Trait Theory  

Much work has been done to identify traits of leaders for use in describing and 

predicting success in leading, many engaged in selecting and developing of 

managers feel that trait approach, while open to criticism, is as valid as any 

available leadership theory. Actually among the trait advocates there is no 

universal list of traits that make one a successful leader, rather it is a syndrome of 

characteristic that are believed to be required.  

The most common traits as stated by Lord, R.G., De Vader, C.L., & Alliger, G.M. 

(1986) are: 

1. Intelligence. It is generally believed that the level of intelligence of 
an individual gives a reasonable approximation of his chances for 
succeeding as a leader up to a certain intelligence level. Above this 
level, which is relatively high, success is less likely. Possibly this 
can be explained by the fact that individual with very high 
intelligence levels fine leadership activities and challenges 
insufficient; they prefer to deal with abstract ideas and basic 
research work. Sometimes judgment and verbal facility are 
included under this trait. 

2. Initiative. Made up of two parts: (1) the ability to act independently 
and start actions, and (2) the capacity to see courses of action not 
seen by others. This trait is usually sought in a managerial 
candidate. Studies show it is outstanding among upper 
management members, but declines in managers at the lower and 
operating levels.  

3. Energy or drive.  Many contend that one of the outstanding 
characteristics of a leader is that he is more energetic in achieving 
his goals than the non-leader. Both mental and physical energy are 
required. A leader has stamina to see the work through; he is able 
to withstand the rigors demanded of his position, overcome all 
obstacles, and sustain drive for continuous achievement. 
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4. Emotional maturity. Included in this trait are dependability, 
persistency, and objectivity. The leader can be counted on to do 
what he says he will do and accomplish it. He is wiling to work 
long hard hours, give intense application of self, and spread 
enthusiasm among his followers. Consistent in his actions, he 
refrains from use of anger and is understood by others. He has a 
purpose in life and gives full cognizance to what he is trying to 
achieve. He knows what he wishes to accomplish. 

5. Persuasive. There is no leading without the consent of those led. To 
gain this consent a leader usually must resort to persuasion. Efforts 
are made to get the subordinate to develop a certain attitude, to 
induce convictions about certain beliefs, or to be convinced about a 
certain state of affairs.  

6. Communicative skill. A leader is able to talk and to write clearly 
and forcefully. He has an ability to brief accurately the opinions of 
others and to pick out real essence from statements of others. A 
leader uses communication skillfully for persuasive, informative, 
and simulative purposes.  

7. Self-assurance. This is the extent to which the leader perceives 
himself to be effective in solving problems that he faces. It can be 
expressed as confidence in his leadership skills. The effective 
leader is well adjusted and has few, if any, antisocial attitudes. He 
believes he can meet successfully most situations that will confront 
him. Self-assurance is greatest among high-level managers, lowest 
among low-level managers.  

8. Perceptive. This trait refers to the ability to perceive characteristics 
and behaviour of other persons and especially of his followers in 
case of a leader. It also includes ability to utilize empathy or 
capacity to project oneself mentally and emotionally into the 
position of another person. When one is empathetic, he knows what 
makes other fellow thinks as he does, even though he does not 
necessarily agree with other fellow’s thoughts.  

9. Creativity. The capacity for originality, to think up new ways, and 
to blaze a brand new way of solving a problem represents a highly 
desirable trait of a leader. Progress and improvement depend in 
large measure upon creativity. This one trait alone can give a leader 
a decided advantage over his peers and competitors. 

10. Social participation. A leader understands people and knows their 
strengths and weaknesses. He adapts to various groups and has the 
ability to meet people from different walks of life and converse on 
a wide range of subjects. He conducts himself so that he gains 
confidence and loyalty of his group. People cooperate willingly 
with him. He is approachable, friendly, and helpful. 
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The trait theory has serious shortcomings in its assistance to understand 

leadership. It emphasizes what a leader probably possesses in personality rather 

than what he does as a leader. He may possess a lot of drive but real question is, 

does he use it and if so, for what purpose? Also, are we talking about traits to 

acquire a leadership job or to maintain one? Further, trait approach assumes that 

personality is a composite of discrete traits rather than a sort of integrator of 

characteristics that shift and change in their respective strengths and importance. 

Both followers and situation or environment are ignored except in a remote and 

indirect way as they influence traits of leader based on past behaviour. In addition, 

no relative importance of traits is usually specified. No weights are assigned. For 

example, is initiative or self-assurance more important? Finally traits are not 

mutually exclusive. There is commonly some overlap and possibly some conflict 

along several of traits in most lists. However, this may not be a deficiency, and 

may accurately represent leadership traits as they are. But it does raise problems in 

how traits are used.  

 Initial investigations of leadership considered leaders as individuals 

endowed with certain personality traits, which constituted their abilities to lead. 

The studies investigated individual traits such as intelligence, birth order, 

socioeconomic status, and child-rearing practices (Bird,1940, p.15) identified six 

categories of personal factors associated with leadership: capacity, achievement, 

responsibility, participation, status, and situation but concluded that such a narrow 

characterization of leadership traits was insufficient: “A person does not become a 

leader by virtue of possession of some combination of traits” (Stogdill, 1948, 
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p.64). The attempts to isolate specific individual traits led to the conclusion that 

no single characteristic can distinguish leaders for non-leaders.   

2.6.14. Behavioural Theories 

Theories identify behaviours that differentiate effective from ineffective leaders. 

Researchers wondered whether there was something unique in what effective 

leaders did-in other words, in their behaviour. It was envisaged that behavioural 

theories are more pointed towards definitive nature of leadership but they are quite 

different in practical implication from that of trait theories. Many studies focused 

on these two theories and provide basis for recruiting right people to formal 

positions in any organization. The researches on Behavioural Theories include 

Lipman-Bluman, 1996, p.63). 

Behaviour styles of leadership have been focus of many studies. A brief 

get through of most known studies done by Lowa, Ohio and Michigan 

Universities is given hereunder.  

2.6.14.1 Autocratic-Democratic Continuum  

Lewin (1939, p.69) and his colleagues done first study (as cited by Yudl, 2002) on 

leadership behaviour at University of Iowa. Their study explored three styles of 

leadership behaviour: autocratic, democratic and laissez-fair. A leader with 

autocratic style of behaviour tends to exercise authority centrally, issue 

instructions for work methods, make single polar decisions and discourage 

followers’ participation. Whereas the democratic style of leadership tends to 

involve workers and associates in meetings to make necessary decisions, enjoys 
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shared authority or its delegation, removes limits on participation of workers in 

decision making. The laissez-fair style is totally different from these two styles in 

a sense that this type of leadership has no concern with decisions or working of 

organization. The totally depends on the work of their subordinates and do not 

intervene process and let it run as specified mutually. The laissez-faire style leader 

generally gives group complete freedom to make decisions and complete the work 

in whatever way it sees fit. Following are some of the traits which differentiate 

leaders from others. 

1. Drive. Leaders exhibit a high effort level. They have a relatively high 
desire for achievement, they’re ambitious, they have a lot of energy, 
they’re tirelessly persistent in their activities, and they show institutive. 

2. Desire to lead. Leaders have a strong desire to influence and lead 
others. They demonstrate the willingness to take responsibility.  

3. Honesty and integrity. Leaders build trusting relationships between 
themselves and followers by being truthful or non-deceitful and by 
showing high consistency between word and deed. 

4. Self-confidence. Followers look to leaders for an absence of self-
doubt. Leaders, therefore, need to show self-confidence in order to 
convince followers of the rightness of goals and decisions.   

5. Intelligence. Leaders need to be intelligent enough to gather, 
synthesize, and interpret large amounts of information; and to be able 
to create visions, solve problems, and make correct decisions.  

6. Job-relevant knowledge. Effective leaders have a high degree of 
knowledge about the company, industry, and technical matters. In-
depth knowledge allows leaders to make well-informed decisions and 
to understand the implications of those decisions.  

Leaders possess different traits that differentiate them from ordinary people. A 

leader drives his followers and exhibits high effort for achievement. They desire 

to lead with honesty and integrity with showing full confidence. They are 

intelligent and possess good knowledge of their respective job.  
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2.6.14.2 The Ohio State Studies  

A very extensive research on behavioural theories was started in 1940s at Ohio 

State University. Their findings suggested that there are only two categories that 

mostly account for the leadership behaviour as narrated by their subordinates. 

They names these two dimensions ‘initiating structure’ and ‘consideration’. 

  The term ‘initiating structure’ is usually referred to leaders who define and 

structure role and responsibilities of their subordinates, organization and himself 

to achieve their specific objectives. Their behaviour towards organizing work, 

relationship with subordinates and goals of organization also define their role in 

organization. 

 The term consideration is explained to the extent a person has type of 

relationship with subordinates based on mutual trust and respect with each other 

and with the ideas and feelings they possess. A leader of these characteristics keep 

high consideration for other’s problems, possess friendly approach, and treats 

them equally. He demonstrates concern for his subordinates’ comfort, well-being, 

status, and satisfaction.  

  Research of Ohio State University has shown that leaders who possess 

characteristics of initiating structure and consideration styles have shown better 

performance in their organization and their subordinates are rather more satisfied 

with their leadership. But even then high style did not have always positive 

results. The leaders yielded with high initiating structure led to greater 

absenteeism and turnover and lower job satisfaction level among workers who 

perform routine work. Some more studies explored that the leadership that pay 
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low consideration for performance rather than relations have to add some more 

situational factors in this theory to make is more effective and workable.  

2.6.14.3 The University of Michigan Studies  

Simultaneous studies were conducted to identify leadership behaviour styles with 

their organizational performance effectiveness at Survey center of Michigan 

University and Ohio State University. The Michigan group also came up with two 

dimensions of leadership behaviour that they labeled employee oriented and 

production oriented. Leaders who were employee oriented were descried as 

emphasizing interpersonal relations; they took a personal interest in the needs of 

their subordinates and accepted individual differences among members. The 

production-oriented leaders, in contrast, tended to emphasize technical or task 

aspects of the job, were concerned mainly with accomplishing their group’s tasks, 

and regarded group members as a means to that end.  

  The conclusion of the Michigan researchers strongly favored leaders who 

were employee oriented. Employee-Oriented leaders were associated with high 

group productivity and higher job satisfaction. Production-Oriented leaders were 

associated with low group productivity and lower worker satisfaction. These 

studies provided a solid ground for development of a managerial grid of leaders’ 

behaviour especially their liking and appraising leadership styles.  

2.6.14.4 Additional Studies  

From the thirty years back, leadership research has concentrated on analyzing 

leader behaviour and attitudes, relating these with production and performance 
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and with motivation orientations of people. The literature is replete with reports of 

research studies in these areas are discussed here a few main examples of work 

being done. Many of studies can be categorized into people-focused or 

performance-focused or a combination of these. Bowers and Seashore (1972, 

p.78) provided an excellent summary of the correspondence of leadership 

concepts of different investigators from 1950 to 1964. According to their findings 

it may be concluded that there are four dimension of leadership including support, 

interaction facilitation, goals emphasis and work facilitation. Others have 

identified systems and persons-orientations as leader-behaviour factors. If one 

merges illustrations of leadership theories it becomes clear that there is a 

congruence of opinion about two dimensions with which leader must concern him. 

These are centered on the needs, goals, and performance of people, and the needs, 

goals and performance of organizations.  

 One of the most useful series of studies for the school administrator was 

those known as the Ohio State Leadership Studies, commencing in 1945. A major 

contribution of these studies was the development of Leadership Behaviour 

Description Questionnaire (LBDQ). This questionnaire generally abandoned the 

notion of leadership as a trait and attempted to concentrate instead on an analysis 

of behaviour of leaders.  

 The LBDQ has been used in numerous studies to analyze leadership 

behaviour of school administrators. Two major dimensions of leadership 

behaviour that have consistently emerged through use of the LBDQ have been 

identified as initiating structure and consideration. Halpin and Winer (1966, 
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p.134) first identified these through factor analysis. Other investigators have 

consistently substantiated their findings.  

 Initiating structure is a type of behaviour by the leader, which clarifies 

relationship of the staff within organization and what is expected of them. It 

implies a well-planned coordinated operation, which has clearly identified goals 

and standards of performance with procedures established to encourage maximum 

achievement. 

  Consideration refers to a relationship with the staff, which implies 

friendship, cooperation, teamwork, report and approachability. The leader is 

thoughtfully considerate of the staff, essentially treating them as equals. These 

studies were first to emphasize importance of both task direction and 

consideration of individual needs in assessing leadership behaviour.  

 When the Michigan University was conducting research studies on 

leadership behaviour styles, almost at the same time Ohio University was also 

engaged in the same kind of business. In the Prudential Study, Likert (1961, p.89) 

identified high-producing supervisors as: employee oriented, spending more time 

on the job, with a major portion of their time devoted to general and specific 

supervision of employees, receiving general supervision from their supervisors, 

and liking authority and responsibility of their job. In continuing his research on 

leadership and on the basis of reviewing hundreds of other research studies Likert 

(1961, p.97) found that it is likely production will improve and/or remain high if a 

system is associated with leadership processes based on teamwork, trust, and 

participation in decision making.  
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 Sergiovanni, Metzeus & Burden (1969, p.78) studied relationship between 

teacher’s needs orientations (based on Herzbeg’s hygiene-motivation theory) and 

their perceptions of ideal principal. They concluded that teachers, regardless of 

needs orientation, see the ideal principal as being both systems-and persons-

Oriented. They further identified two “qualities” of leadership style, which they 

called “optimizing”, and “controlling.” Again they found that teachers, regardless 

of orientation, generally responded favorably to optimizing style rather than to 

controlling style of leadership.  

 Current research indicates that effective leader will optimize or facilitate 

for meeting the needs and achievement of goals of both organizational (school) 

and of people who make up the organization. A number of students of leadership 

have illustrated these dimensions on a grid, which ordinarily puts relationships on 

one side and task performance on the other. These studies are useful in identifying 

emphases of the leader, and potential effectiveness in certain situations discussion.  

2.6.14.5  Leadership in Pakistani Context  

Some of the main characteristics of leadership styles of heads of Pakistani 

educational institutions are highlighted below. The leadership style of school 

principals is autocratic, leaving limited scope for democratic values. Oplatka 

(2004, p.438) describes how a principal in many developing countries behaves as 

if he were a ‘king in his realm’. Usually, the principal has the final say and his 

views (rather orders) are tacitly accepted by all the teachers. Most of the time, no 

agitation or uneasiness is noted even if the principal’s views are not authentic or 

altogether against the benefit of the school or students. It is because of the reason 

that a culture of unconditional acceptance has penetrated throughout the society 
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and the same is the case in educational institutions. The idea of relation oriented 

leadership could not flourish because of dictatorial values present in the society in 

general and in educational institutions in particular. 

An important issue of educational leadership in Pakistani institutions is 

that leaders are not willing to share their power and teachers are not ready to lead. 

Goderya-Shaikh et al (2006) emphasize the fact that a readiness and willingness of 

principals and teachers to change is a basic element for the implementation of any 

kind of change. In Pakistan, a passive attitude is the hallmark of all the stake 

holders of educational institutions. Principals are not willing to share leadership 

because they feel threatened and teachers are unwilling to take on leadership roles 

because they are already overburdened with classroom work. 

Exploration of contemporary literature about leadership in its various 

forms helps in understanding the complexity of problems in the Pakistani context 

and ultimately presents possible solutions to those problems. It is important to see 

things in context. A model of leadership which is effective in one context may not 

work at all in another context. It is possible that a successful policy in one context 

may not be successful in another context due to socio-cultural values or some 

policy may not work because it was made at a particular time (Welch, 2007, p.5). 

Therefore, a blend of leadership style with focus on task oriented as well as 

relation oriented is not absolutely problematic in Pakistani society. The reality is 

that this leadership style cannot immediately be relinquished altogether rather it 

can be modified. Kazilbash (1998, p.134) alludes to some important 

characteristics which are imperative for educational leaders particularly in 

Pakistani educational institutions. He suggests that principals ‘need to be trained 

first in team building, reflection and collaborative culture’. The leadership in 
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Pakistani educational institutions is not so skilled and still leadership is an 

emerging concept and needs further investigation particularly in our social and 

political context.  

2.6.15. Attribution Theory of Leadership 

Attribution theory proposes that leadership style is only a perception of attributes 

of others. This theory deals with trying to make sense out of cause-effect 

relationships. When an event happens, people want to attribute it to a certain 

cause. Using attribution framework, researchers have found that people tend to 

characterize leaders as having traits such as intelligence, outgoing personality, 

strong verbal skills, aggressiveness, understanding and industriousness. Similarly, 

the model high-high leader of the Ohio State study has been found to be consistent 

with people’s attribution of what makes a good leader. That is regardless of the 

situation a high-high leadership style tends to be perceived as best.  At the 

organizational level, attribution framework explains why people are prone to 

attribute either extremely negative or extremely positive performance of an 

organization to its leadership.  

Success comes after a prolong determination and devotion to a particular cause. 

Perseverance and determination is salient feature of leadership categorized in 

attribution theory. From history it is indicated that heroic leaders choose a difficult 

cause to work and ultimately succeed through their determination and 

perseverance. 
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2.6.16. Charismatic Leadership Theory 

If we further extend attribution theory towards behaviour dimension of attribution 

theory, there comes charismatic leadership theory. It says that followers show 

some heroic abilities in some certain behavioural patterns. Studies on Charismatic 

leadership have, for the most part, been directed at identifying those behaviours 

that differentiate Charismatic leaders from their non-charismatic counterparts. 

Several authors have attempted to identify personal characteristics of the 

charismatic leader. House (1971, p.89) (of path-goal theory fame) has identified 

three: extremely high confidence, dominance and strong conviction in his beliefs. 

Bennis (1990, p.78) after studying of the most effective and successful leaders 

found that they had four common competencies. They had a compelling vision or 

sense of purpose; they could communicate that vision in clear terms that their 

followers could readily identify with; they demonstrated consistency and focus in 

the pursuit of their vision, and they knew their own strengths and capitalized on 

them. The most recent and comprehensive analysis completed by Conger and 

Kanungo (1988, p.91) at McGill University propose that charismatic leaders have 

an idealized goal that they want to achieve and strong personal commitment to 

that goal, are perceived as unconventional, are assertive and self–confident, and 

are perceived as agents of radical change rather than managers of the status quo.  

An increasing body of research shows impassive correlation between 

charismatic leadership and high performance and satisfaction among followers. 

People working for charismatic leaders are motivated to exert extra work effort 

and because they like their leaders, express greater satisfaction. 
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2.6.17. Leadership Decision Theory 

Vroom and Yetton (1973, p.78) have researched leadership style in context of how 

much participation leader should allow subordinates in making decisions. They 

identify five leadership styles based on the degrees of employee’s participation 

and power in making organizational decisions: 

i. Autocrative I.  This style recommends that leaders solve all problems 
and individually make a decision using information available at the 
time of decision. 

ii.  Autocrative II. This style recommends that leader obtain necessary 
information from subordinates and then personally make decision 
without involving subordinates in developing or evaluating alternate 
decisions. This style involves subordinates only to the extent that they 
provide information for the leaders’ personal decision. 

iii.  Consultive I. This style suggests that leaders share information 
concerning problem with subordinates individually, solicit and obtain 
suggestions from subordinates regarding a solution to decision, and 
carefully consider these inputs for personally making the decision. 

iv. Consultive II. This style recommends that leader share problems with 
subordinates as a collective group, obtain ideas and suggestions from 
the group, and then personally make a decision based on subordinates 
influence, recommendations and alternative suggestions. 

v. Group II. This style suggests that leader shares problem with entire 
group, generate and evaluate alternatives in an attempt to reach a 
consensus solution to problem. In this style, leader accepts, adopts, and 
implements the solutions that are recommended by the entire group 
(p.56). 

The Vroom and Yetton (1973, p.64) model suggests that seven questions should 

be answered to determine the most appropriate leadership style for any given 

managerial decision. These questions are given hereunder. 

i. How important is the quality of decision? 

ii.  Do I posse adequate information and sufficient expertise to make a 
high quality decision? 
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iii.  How structured is problem, or to what extent is problem highly 
structured?  

iv. Are acceptance of decision by subordinates and their commitment to 
decision critical to effective implementation of decision? 

v. Would I make decision by myself, and can I may be certain that it 
would be accepted by my subordinate and receive their wholehearted 
commitment? 

vi. How motivated are subordinates to attain organizational goals as they 
are represented in this problem? 

vii.  Will conflict be likely among subordinated in the preferred solutions 
and decisions to this problem?  

Vroom and Yetton (1973, p.36) developed a decision tree model that allows an 

individual to determine what leadership style is the most appropriate based on the 

answers to these questions. Their model does differ somewhat from previously 

mentioned contingency models, but there are some similarities too. This model 

also emphasized that there is not a single and unique way to motivate employees 

to enhance maximum productivity. The best style is contingent upon changing 

factors in the decision making and problem solving situations within the 

organization. 

2.7. What is Effective Leadership? 

Being a good leader whether in school or elsewhere is more than being good at the 

job being managed. A person may be an excellent classroom teacher but a poor 

head of the department or head. His skill in the classroom may at first win the 

respect of other staff, but unless he acquires skill in leading a group of adults, this 

respect will be dissipated all too quickly. 

Driven by the serious consequences of school accountability, school 

improvement is the focal point in the community of professional educators. 
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Numerous programmes and strategies for improving schools have been 

implemented over the years. While they differ in many respects, one common 

theme is the importance of school leader. The principal (school leader,) it is said, 

is the critical component of school improvement (Rakiz & Swanson, 2000, 67). 

McEwan (2002, p.23) suggested that providing a definition of leadership is not a 

problem; the real challenge is determining how to create and produce effective 

leaders. Bennis (1989, p.45) suggested that it is difficult to conceptualize effective 

leadership but it is like beauty; “you know it when you see it.”   

All leaders have to live with the problem of other people’s views of their 

role. The people responsible to a manager have expectations about the way he 

ought to behave and will exert pressure on him to confirm with their views. The 

manager concerned then has to reconcile these views with his own view of the 

role, remembering that, initially confidence is engendered if he behaves in 

expected ways. A good leader will select carefully the issues over which he is 

prepared to take unusual and sometimes unpopular steps. It is not a sign of 

strength to insist when everyone is passionately apposed to what is being 

suggested. It often means that those concerned spend a great deal of time 

grumbling when they might be doing something more positive. In the era of 

Stogdill (1994, p.103) earlier work, the focus in leadership was scientific 

management and the rational systems’ perspective. The key principles of the 

rational approach were on the organization. Goals, division of labor, 

specialization, formalization, and hierarchy of authority, narrow span on control, 

rationality, and formal organizations were guiding principles of this era (Hoy & 

Miskel, 2008, p.34). 
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According to Hoy & Miskel (2008, p.46), highly motivated leaders have high 

expectations and are goal-driven, but there is a tendency for these individuals to 

be more effective. Yulk (2002, p.78) suggested that effective leaders have a high 

drive for tasks, and they are concerned for people (task and interpersonal needs). 

Achievement needs refer to a need to achieve and a desire to excel. Individuals 

who are effective at leadership also have a greater drive for power needs; these 

individuals will seek positions of authority and influence others. High 

expectations are desired as the individual’s belief in his ability to do the job with a 

valued outcome. Self- efficacy is characterized as one’s ability to carry out an 

organized course of action (Bass & Riggo, 2006). 

The ability to lead is sometimes seen as a quality of personality, which a 

person either does or does not possess. There is a modicum of truth in this view 

and some brilliant leaders have succeeded because of personal charisma and the 

vision that they set before their followers. Leadership is not exercised in the 

abstract however, but in the performance of specific tasks. A person may find it 

easier to perform these tasks if he has certain qualities as a person and these 

qualities may be cultivated to some extent, but it may be more profitable to 

consider skills and knowledge needed to perform specific leadership tasks 

effectively and to concentrate on these. It is not unusual for someone to develop 

appropriate personality traits for the job by cultivating skills needed to perform the 

tasks involved.  

Now leadership is not so autocratic in nature, it’s the function of many 

people who share their knowledge and experience to support leaders and they 

complement each other in responsibilities delegated to them and the assignment 
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given to them. Now it’s not the show of abilities of single person. This still leaves 

the person at the top as the overall leader, but if he exercises leadership well, 

senior colleagues will support him. This reduces the pressure on individual and in 

sharing tasks of leadership the leader is preparing others for leadership in their 

turn. 

Leadership effectiveness is a topic that continues to engender considerable 

attention in both popular and scholarly literature (e.g., Waldman, Ramirez, House 

& Puranam, 2001). Increasing globalization and the challenges of operating in the 

global economy have only served to heighten this interest. Developing an 

understanding of what constitutes effective leadership, however, has been a 

complex undertaking. The debate has ranged from the belief that leadership is a 

“useless concept”. Waldman and Yammarino (1999, p.56) described shortcomings 

of such studies by pointing out that part of problem in attempting to understand 

potential effects of leadership at the highest levels is that researchers generally 

have confined leadership and its effects to the individual, dyadic, or small group 

levels of analysis, rather than to the organization as a whole. In a similar vein, 

Ulrich, Zenger and Smallwood (1999, p.112) acknowledged the importance of 

individual leadership attributes; however, they concluded that without a 

connection to organizational results, these attributes are insufficient in helping to 

explain leadership effectiveness.  

One way in which organizations have attempted to measure individual 

leadership effectiveness has been through the use of 360-degree instruments, 

which collect ratings from the leader’s boss, peers, direct reports and others. 

These instruments have usually been associated with leadership assessment and 
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development. It has been suggested that 360-degree feedback can be effective for 

motivating behavioural change (Waldman, Atwater & Antonioni, 1998, p.144). 

Much of the research on 360-degree assessments has attempted to establish a link 

with individual leader effectiveness by focusing upon relationships between these 

instruments and criteria such as supervisors’ assessments of promotional, 

performance appraisal ratings, actual promotions, and desired organizational 

outcomes. 

What is involved in being a good manager or leader? Drucker (1967, 

p.125) suggests five practices, which are required for effectiveness: 

i. Effective managers know where their time goes. They work 
systematically at managing the little of their time that can be brought 
under their control. 

ii.  Effective managers focus on outward contribution. They gear their 
efforts to results rather than to work. They start out with the question. 
What results are expected of me? Rather then with the work to be 
done.  

iii.  Effective managers build on strengths – their own strengths, the 
strengths of their superiors, colleagues and subordinates; and on the 
strengths of the situation, that is on what they can do. 

iv. Effective managers concentrate on the few major areas where superior 
performance will bring outstanding results. They force themselves to 
set priorities and stay with their priority decision. 

v. Effective managers make effective decisions. They know that this is all 
a matter of the right steps in the right sequence. 

What is known about effective leadership in school? There is a need to define the 

criteria by which decisions about effectiveness are being made which may be 

different from those in some other organizations. Effectiveness of the leadership 

may be measured from the change in student’s achievement. This is the basic 

criterion used by some of the studies quoted below. A great deal is involved in this 
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however, and the effective head or senior member of staff has to work through 

teaching and other staff of school, so effectiveness will also be concerned with the 

ability to manage and motivate people and to organize work of school. 

 The head also works on the boundary of the school, interacting with those 

outside it and relating what happens within to the outside. Effectiveness for a head 

must therefore be concerned also with the ability to manage the boundary. This 

may be a matter of controlling the boundary so that school benefits from good 

effects of what is out side and is protected from adverse effects where possible. 

 An aspiring manager needs to study a variety of models looking for ways 

of dealing with situations and people and for aspects of management style, which 

may be appropriate for him. This means that he needs deliberately to study how 

other people do job and to select from what is observed that which seems to fit 

him in particular situation. Within school this kind of opportunity should be part 

of overall staff development for those in middle management. 

Researchers in the field agree that at least two criteria –initiating structure 

and consideration are appropriate measures to evaluate and appraise effectiveness 

of leadership behaviour. Cohen (1990, p.78) was of the view that “learning” may 

be added to these criteria. According to him, if members of group have not gained 

something either in knowledge about task at hand, skill in working together, or 

improved organization in getting work done, the leadership is not effective and 

needs improvement. Stogdill (1974, p.88) also maintains three criteria for 

evaluating the effectiveness of group behaviour, which are “production”, “morale” 

and “integration”. 
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Bass (1990, p.112) maintained that none of these criteria or dimension used in 

isolation is an effective measure of leadership. They are mutually inclusive rather 

than exclusive. Growth along one dimension affects the growth in others. Morale 

is not sentimental liking of members of the group for each other. It generates 

partly from job satisfaction or from the progress they have made towards the goal 

achievement in collaboration with their coworkers. It is also attained through 

inspiring and pleasant work conditions and “environment” or “climate”. The 

leader should facilitate their subordinates. As cited by Cohen (1990, p.78) Barnard 

(1938, p.35) used the term “cooperative group action that is both effective and 

efficient”. To put it in other words, a leader should be strong in initiating structure 

and he should also be equally high on consideration to be really effective as a 

leader in creating inspiring climate and in maintaining the high level of morale 

among the members of the group. 

On the line of Fleishman (1970, p.134); explains these two dimensions. 

“Structure” includes behaviour in which a supervisor or a principal organizes 

group activities and his relation to group. He prescribes role that he wants each 

member to perform, assigns work, plans for the future, carves the line of action for 

getting things done and exerts push for production. 

Consideration denotes behaviour manifesting mutual trust respect and 

warmth, and rapport between group and leader. This does not mean that this 

dimension indicates a superficial put-on-the back the first name calling kind of 

human relations behaviour. This dimension emphasizes a deep concern for their 

personal needs, encouraging subordinates for more and more participation and 

encouraging a two-way communication. Bass (1990, p.223) analyzed components 
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of the dimension of consideration into friendship, trust, warmth and respect. 

Further more, initiating structure he referred to is institutional or cultural and is 

little influenced by particular school of which respondent is a member. Thus, he 

has attributed more significance to consideration dimension.  

According to Goldman (1972, p.34) a lack of effective leadership on the 

part of principals of schools disintegrates conditions for development of a true 

school community in the context of schools, the notion of leadership is associated 

with instructional leadership of principal. This indicates that to be an effective 

leader of a school, a principal should be effective on his instructional side as well. 

Every principal is basically a teacher first and an administrator later. 

Parallel to “initiating structure” and “consideration”, many other 

researchers identified dimensions of leadership behaviour as task dimensions and 

human dimension; the former one ensuring satisfaction of social and 

psychological needs of personal of organization. The research indicates that 

effective leadership is manifested when designated leader acts in such a way as to 

ensure the satisfaction of both.  

From the brief account of attempt of various research workers to study 

leadership behaviour of various types of leaders in various institutions and 

organizations given above it is very clear that they accept two dimensions of 

leadership behaviour: viz., “initiating structure” and “Consideration” depicted by 

Hemphill and Halpin. Every body seems to agree on the point that effective and 

efficient leaders are those who receive high scores on both dimensions while poor 

leaders are those who receive low score on one or both dimensions of behaviour. 
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Another point, which is worth noting, is that the LBDQ developed by Halpin & 

Winer is a very useful instrument for appraising two dimensions of leadership 

behaviour. Thirdly Cohen (1990, p.77) has added additional criterion to the 

effectiveness of leader behaviour by saying that leadership is ineffective and 

deserves improvement when group members do not learn to acquire skills and 

efficiency to get the work done and to achieve goals of the institution. 

Louis and Marks (1998, p.34) found a positive relationship between 

sharing of leadership roles and academic performance of students. Leithwood and 

Jantzi (2000, p.78) concluded that distribution of a larger amount of leadership 

activities to teachers has a positive effect on teachers’ effectiveness and students’ 

engagement. Taylor and Bogotch (1994, p.45) found that teacher participation in 

decision making was positively related to school effectiveness. Harris and Muijs 

(2004, p.32) founds positive relationships among the degree of teachers’ 

involvement in decision making, student motivation and self efficacy. Studies in 

England (Harris and Chapman, 2002, p.90) and Australia (Gurr, Drysdale and 

Mulford, 2005, p.87) also concluded that improvements in the schools’ 

performance were achieved through head teachers working through teams and 

involving a wide range of stakeholders in decision making. Basically, these 

leaders are more associated with people and systems than the traditional model of 

leadership and they distribute and share leadership in order to generate 

institutional development and change. This change and development are enhanced 

when leadership is broad based and where teachers have opportunities to 

collaborate and to actively engage in change and innovation (Hopkins, 2001, p.56; 

MacBeath, 1998, p.67).  
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2.8. Dimensions of Leadership Behaviour 

These specific skills of every worker and general efficiency of the organization as 

a whole are supported also by Tannenbaum (1961, p.233). The effective 

leadership behaviour receives high scores on both dimensions (will create 

inspiring and stimulating climate) for workers so that they can enjoy high level of 

morale and are motivated to receive new ideas and are always ready to venture 

new grounds. The behaviour of a leader is inspiring force that begets healthy 

climate, high morale and motivation for receptivity of new ideas for leading 

organization on higher and higher plane. Effective leadership behaviour of head of 

an institution begets inspiring climate, high level of morale, receptivity of new 

ideas or openness and motivation among members of institution.  

Leadership style and behaviour of head teachers may play an important 

role in success of any institution. Goodland, Scrotnik and Soder Sirotnik (1990, 

p.45) found leadership style of head teachers as one of five correlates of effective 

schools. Holley (1995, p.56) and Maehr and Midgley (1996, p.87) have suggested 

that leadership style of head teacher can create a climate in a school that is 

conducive and supportive for teaching learning process. In conclusion, it can be 

stated that school leadership has a significant effect on school effectiveness and 

school improvement. 

 One may begin by clarifying concept of institutional climate. Any 

educational institution is an organization and it possesses all the characteristics, 

which are possessed by any other organization. Like other organizations, 

educational institution also possesses as certain characteristics or factors, which 
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constitute its “environment” or “climate”. The climate is “feeling” of institution, 

its “personality” or its “individuality” or its “inner life”. This climate has a great 

impact on output capacity of institution. The climate in educational institutions 

affects teachers and their teaching, and leaders and their learning. It also tells upon 

working of administrative staff of institution that is also an aid in process of 

learning and teaching. Healthy climate in institution keeps institution healthy, and 

unhealthy climate keeps it unhealthy, and suffocation in institution vitiates entire 

working. As natural climate influences life and activities of mankind, so is case 

with climate of an organization. Healthy climate in institution motivates teachers 

for better teaching and motivates learners for a higher achievement index, and 

institution in turn gets prestige and achieves high status in society. Inspiring 

climate enhances morale of teachers and their receptivity of new ideas and 

disgusting climate mars morale of teachers; and low level of teacher morale 

affects unfavorably attitude of students towards institution, towards teachers and 

towards their learning, which eventually affect cumulatively scholastic 

achievement of students.  

 Action of the person, head, who is at the helm of affairs in institution, 

gives rise to reactions of teachers and other constituents of institution. His dealing 

with teachers, with administrative staff, and with students has a very significant 

impact in creating climate in institution. In this sense, a head of institution 

becomes a key person. He is the man who leads institution in various spheres and 

dimensions of working of institutions. His behaviour influences behaviour of 

teachers and taught and vice versa. He behaves in a variety of ways in various 

situations. At time he proves himself to be a good leader; at times he fails, and at 
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times leadership shifts to other persons. In spite of all qualities of a leader a head 

can fail to be a good leader in one institution and he can also be effective leader in 

another institution. All these matters are of great significance.  

 Halpin and Winer (1952, p.41) stated that the behaviour of leader affects 

behaviour of teachers and their morale and receptivity of innovative ideas and 

institutional practices. Collective behaviour of staff of institution constitutes 

climate which in turn shapes the ‘inner life’ of the institution, and this ‘inner life’ 

of the institution helps in improving quality of achievement of student. So the 

chain starts from leader and ends in students but this chain is a circular one, as 

there exists relationship between behaviour of leader of institution and behaviour 

and the sprit of teachers and students for the institution. To start reversely, the 

good response from pupils’ feedback to teachers and teacher morale is enhanced, 

and this enhanced teachers morale gives a feed back to principal who in turn 

moulds mode of his behaviour and it improves institutional effectiveness. In this 

circular process, one can start with any point. This means all these factors 

leadership behaviour of head, organizational climate, of institution teacher morale, 

innovativeness of institution and achievement of students are intrinsically 

interwoven. All these links are inseparable. If there is anything wrong with any of 

these links the entire working will be affected and balance will be vitiated. So it is 

prime duty of head to be cautions to see that his leadership is not vitiated. But the 

general experience of workers in the field of education is that institution 

machinery does not in the field of education is that institution machinery does not 

always run smoothly, always there is something wrong with some body either due 

to internal factors or the external influences.  The literature shows that integral 
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relationship among the components of “inner life” of educational institution 

shapes ‘personality’ or climate of the institution. 

Null and Smead (1971, p.19) say that it is almost certain that leadership 

behaviour of administrators in all types of organizations has a significant effect on 

the work of both their super-ordinates and subordinates. Dempsey (1973, p.98) 

says that the most frequently reported effects of actions which supported patterns 

of effective behaviour of principals were: (i) improvement of instructional 

programmes; (ii) improvement of teacher morale; (iii) creation of feeling of 

security among teachers; (iv) improvement of students morale; and effects of 

ineffective behaviour were: (a) deterioration of teacher morale; (b) poor discipline 

in school; (c) deterioration of quality of classroom instruction; and (d) resentment 

from teachers towards principal. 

An examination of the literature in the field of organizational culture and 

leadership and two areas have been independently linked to organizational 

performance. For example, researchers have examined the links between 

leadership styles and performance (Bycio et al., 1995, p.45). 

Barfield (1973, p.55) found a significant difference between academic 

achievement of pupils in open and closed climate, and between innovative ability 

of school in open and closed climate. This research supports that climate in 

school, innovativeness of school, and academic performance are significantly 

correlated. The same finding is supported by Denison, 1990, p.56) on Indian soil. 

Here, it is found that esprit and thrust are correlated positively with innovative 

ability of school and disengagement negatively. His esprit is associated with high 
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innovativeness. This means staff morale is associated with innovativeness of 

school. 

Parikh’s (1972, p.45) findings are that teachers with different climate types 

of schools differ in their morale scores. Moriuchi (1973, p.34) found that schools 

with an open climate have teachers with high satisfaction and conversely, schools 

with a closed climate have teaches with low satisfaction. Satisfied teachers have 

high morale and dissatisfied teachers have low morale. 

Marshall Wheeler (1973, p.89) found a significant correlation among 

variables of principal leadership style, students’ perception of school atmosphere 

and students self-reported absence frequency.  

Hussein Koura (1968, p.33) found that student achievement increased 

under teachers with high morale and decreased under the teachers having low 

morale. 

Results of study by Blumberg and Webber (1968, p.11) indicated that differences 

in the perceived supervisor behavioural style were related to differential morale 

scores in a statistically significant manner. 

Crawford, Kydd and Riches (1997, p.26) suggests that in school where 

climate is open and where principal balances his ‘initiation’ and consideration 

behaviour, more school improvement does occur. 

Triump (1972, p.78) found that leadership style, educational leaders know 

how, and the supervisory organizations their principals and their assistants 

develop continue to be the most potent factors in determining school excellence. 

By school excellence he meant the degree to which learning is more 
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individualized, with each pupil developing his own potential to the maximum. The 

principal has to take lead in developing different patterns for teaching and learning 

in school. 

One cannot assume that all teachers have a uniform desire to participate in 

school decision-making processes. When content of decision-making is in an 

individual’s zone of indifference, a task-oriented approach from chairperson is 

appropriate. Teachers, for example, are unlikely to be interested in many 

administrative aspects of operating department and probably look with pleasure at 

a chairperson who can regulate them in a dedicated but unobtrusive way. Teachers 

often resent being involved in trivial matters, serving on committees of dubious 

value, and sitting through long meetings on topics that do not interest them. As the 

zone of indifference on a particular matter decreases, however, teachers will need 

to be more involved and relationship and team styles become more appropriate.  

A broad range of styles exists between two extremes of task and 

relationship. Further, it is difficult to conceptualize leadership solely on task and 

relationship continuum. For example, as one moves to the extreme right to where 

chairperson defines limits and asks teachers to make decisions and to where 

chairperson permits teachers to function within limits defined by agreed-upon 

goals and objectives, concern for task and concern for people are both present. 

These are essential characteristics of team style.  Nevertheless, it seems 

appropriate to generalize that, 

� First, as content of decision-making moves closer to day-by-day work 
of teachers and as potential changes in operation and procedure require 
attitudinal and behavioural changes from teachers; the zone of 
indifference is likely to decrease. In such cases, leadership styles which 
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include a generous component of relationship-orientation are most 
likely to be effective. 

� Second, a relationship, similar to that appropriate for the zone of 
indifference concept, holds for competence, maturity, and commitment 
levels of teachers. For example, the more competent teachers are, 
given a particular set of problems or tasks, the more appropriate are 
related and team styles. The less competent teachers are, given a set of 
problems and tasks, the more appropriate are the dedicated and 
separated styles. 

2.9. Authority Relationships and Leadership Effectiveness 

One important source of tension, frustration, and confusion in schools is conflict 

that exists between formal authority and functional authority. Formal authority is 

associated with the role one occupies in an organization and is sometimes referred 

to as hierarchical, legal, position, (Isherwood, 1973, p.55) or office authority. This 

authority is defined by schools, bureaucratic structure, and its legal system rather 

than by person who occupies a given role. 

Chairpersons rely on formal authority by using school rules, regulations 

and policies or by “pulling rank”. Formal authority is exemplified by teachers who 

obtain compliance from students because “the teacher says so”. Youngsters here 

are engaged in educational activities not in pursuit of instructional, expressive, 

and informal objectives but in obedience to teacher’s wishes. Functional authority 

refers to the authority that an individual who occupies a given role or position 

brings to the position. Competence, ability, or expertness in functioning on the 

job, and interpersonal skills in working with others within job context (expert and 

referent authority) are examples of functional authority. 

The dedicated style (TO high and RO low) is one that relies heavily on the 

formal authority that exists within the position one occupies. The chairperson has 
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right to decide on a change, announce it to the faculty, and implement it because 

he is the “boss”. The separated style permits chairperson and teacher to blame 

impersonal system for any inconvenience they incur as rules are enforced. 

Teachers like to use legal authority in disciplining students because it permits 

them to act “impersonally”. 

Expression of functional authority by chairpersons usually results in their reliance 

on related and team (TO low RO high and TO high RO high) leadership styles. 

Successful related styles rely heavily on interpersonal skills the individual brings 

to his position, and successful team styles require substantial competence and 

expertness in educational matters as well as interpersonal skills.  

One important difference between formal and functional authority is that 

leader always has former but often subordinate has the latter. Formally, 

chairperson is responsible for introducing an individualized pacing programme 

into department where every teacher and subordinate bears individual differences 

in terms of understanding and ability, so a leader prepares a programme according 

to the pacing of each individual working under his control for accomplishing the 

task. Chairpersons who are overly concerned about authority relationships, 

protocol, and status systems might be inclined to override functional authority of 

teachers in order to preserve formal authority relationships, and therefore almost 

always assume major leadership role. 

When chairperson is in a situation where both formal and functional 

authorities are present, he is fortunate indeed. This seems to be an ideal setting for 

effective use of team style. When only formal authority exists, one should prepare 

to let locus of leadership shift to where functional authority exists. Indeed one 
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might use formal authority to legitimize functional authority that others have, by 

giving them ad hoc formal responsibility. 

Substantial evidence exists that workers in educational and non-

educational settings are more satisfied, work more willingly and harder when 

exposed to functional authority. Workers often respond indifferently to legal uses 

of formal authority. Position or hierarchical authority, particularly when expressed 

in terms of sanctions, paternalistic rewards, and punishments, evokes negative 

responses and results in poor performance in the long run. It seems reasonable to 

expect that similar relationship hold for students as they are exposed to teacher’s 

authority in school classrooms. 

One determiner of chairperson’s leadership effectiveness is expectations 

for his performance as a leader held by important others, such as principal and 

teachers. A further determiner is the extent to which these role expectations agree 

with each other and with how leader feels he needs to behave. One need not have 

mirror agreement with superiors and subordinates in regard to role expectation, 

but reasonable agreement and mutual understanding of areas of disagreement 

seem to be prerequisites for leadership effectiveness. 

2.10. Alternative Perspective of Leadership 

The drawback of traditional theories is that they fail to pay attention to the 

transformational function of a leader. An alternative perspective of leadership is 

“emerging” (Bass, 1985, p.30). This perspective argues that a leader is one who 

not only adapts his behaviour to the situation but also transforms it. A leader is 

more than a manger (Zaleznik, 1977, p.82). A leader is proactive about future 
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organizational goals, shaping the people’s beliefs, values and attitudes and 

developing options for future, while a manager is reactive about organizational 

goals, using transactional approach to motivate his followers. Selznick (1957, 

p.68) is of the view that leadership job is to infuse ethical and cultural values in 

organization except technical requirements to build upon people’s need and meet 

institutional purpose. He noted, 

The in building of purpose is a challenge to creativity because it involves 
transforming men and groups from neutral, technical units into participants 
who have a peculiar stamps, sensitivity, and commitment. This is 
ultimately an educational process. It has been said that effective leader 
must know meaning and master techniques of educators. The leader as 
educator requires an ability to interpret role and character of enterprise, to 
perceive and develop models for though and behaviour and to find modes 
of communication that will inculcate general rather than merely-partial 
perspectives.  

This passage highlights importance of a leader in shaping organizational 

culture and defining mission of his organization (Schein, 1992, p.78). Therefore, a 

leader is in nature a transformational leader or a cultural leader. There are two 

elements of leadership process of influencing followers and others, and goal 

development and achievement. These elements are used to compare and evaluate 

traditional theories of leadership and new idea of transformational leadership.  

Traditional theories assume that organizational goals and tasks are static, 

well defined and recognized and given to be achieved, therefore main function of 

a leader (and also the theory of leadership) is to focus on process of influencing 

his followers to complete the given tasks. In this traditional approach a leader can 

use to motivate followers or other people is inevitably based on cost benefit 

exchange theories-a transactional model. Bargaining and negotiation are 

inevitable in leadership process. 
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As a contrast, new perspective treats these two elements [bargaining and 

negotiation] of leadership in a dynamic way. The organizational goals and tasks 

are often ambiguous, situation varied and not well defined. Even though there may 

be some formal goals and tasks specified by some of organizational authorities, 

not all followers or constituencies understand them and accept their meanings. 

Therefore a leader has to clarify the ambiguity and uncertainly to help 

constituencies to develop an organizational mission and goals. The process of goal 

development and clarification can contribute to motivating and influencing 

constituencies, whereas process of influencing followers is to shape organizational 

culture, transform their needs, beliefs and values, encourage commitment and 

provide opportunities for them to experience meaningfulness of tasks. Proposing, 

educating and transforming are important elements in the leadership process. 

According to Bass (1960, p.50) A transformational leader is one who; 

• Motivates people to do more than they are originally expected to do by 
any one of following ways: 

• Raising their level of awareness and consciousness about the 
importance and value of designated outcomes and ways of reaching 
them: 

• Getting them to transcend their own self-interest for the sake of team 
organizational or large polity: 

• They may change their need level from low level to high level 
according to their wants as per Maslow’s hierarchy, such as 
physiological or safety needs, to high level for example esteem or self-
actualization needs. 

It may be seen from the perspective that leadership not only influences 

behaviour but also their attitudes, beliefs and values of their followers. It not only 

influences individual but also the entire organization. Effective leadership not 
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only pursues to achieve objectives but also develop goals and culture of 

organization. 
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CHAPTER 3  

METHODOLOGY 

This chapter deals with methodology and procedure of study that covers 

population, selection of sample, instrumentation, their administration and data 

analysis.  This study was designed to evaluate impact of behaviour of educational 

leaders (both Task-Oriented and Relation-Oriented) along with demographics 

(attributes and situational factors) on institutional performance in terms of 

attaining goals of education as stated in national policies and plan documents. 

The study was co-relational and comparative in nature based on survey 

method to collect data. The correlational methodology was adopted to find out 

relationship between variables of educational behaviour and institutional 

performance. The survey method was employed to collect large scale information 

regarding variables of study. Following procedure was adopted for study. 

3.1 Design of the Study 

This correlational study explored impact of educational leadership behaviour—

demographic attributes on institutional performance. Hafzenia (1996, p.99) also 

has pointed out such type of correlational study related to investigation of existing 

position of leaders and their dealing with present situation in organized and 

arranged manner. The study was mainly concerned with three variables. The 

independent variables of educational leadership behaviour and demographics were 

explored to see their relationship with dependent variable of institutional 

performance. Three questionnaires were devised as a tool to meet data needs of 
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this study. In these instruments descriptions of attributes and behaviour of 

educational leaders were identified to see their impact on organizational output. 

3.2.  Population of the Study 

3.2.1 Target Population 

All educational administrators working in educational institutions—schools, 

colleges of district and provincial level formed population this study.   

3.2.2 Accessible Population 

Accessible population of study was composed of layers (strata) of different types 

of individual educational units, which is as under:- 

Table: 1. Strata wise population 

Strata  No. Strata Description 

Strata 1 A total number of 304 heads and their subordinates [Teachers] of 

all higher secondary schools in  Punjab  

Strata 2 A total number of 220 heads and their subordinates [Lecturers, 

Assistant Professors]of all degree colleges in  Punjab  

Strata 3 All 6 heads and their subordinates [Teacher Educators] of all 

govt. college of education  in the Punjab  

Strata 4 All 35 EDOs (Education) in the Punjab and their subordinates 

[DEOs, Dy. DEOs, Superintendents] 
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Strata 5 All 35 DEOs (SE) in the Punjab and their subordinates [Dy. 

DEOs, AEOs, Superintendents] 

(Source: Punjab Monitoring and Implementation Unit (PMIU) (2009) and University of education) 
 

Population of study was consisted of Principals of Higher Secondary 

Schools, Degree Colleges and Colleges of Education, District Education Officers 

(DEOs), Executive District Officers (EDOs), and their subordinates respectively.  

For this research study, stratified cluster quota sampling design was 

followed.  Population was consisted of five different strata. Since number of 

individuals in all strata was uneven therefore to ensure appropriate representation 

of each stratum, convenient quota for stratum was fixed. In this study 25% (76) of 

higher secondary schools, (ii) 25% (55) of degree colleges, (iii) 100% (6) 

Government Colleges of Education, (iv) 50% (17) of all EDOs (Education) and 

(v) 50% (17) of all DEOs were selected as clusters. Head of each cluster and eight 

randomly selected their respective subordinates were participated in the study.   

3.3. Sampling Design of the Study 

For this research study, stratified cluster quota sampling design has been followed.  

Percentage of selected out of the clusters is asunder: 

Table: 2. Bifurcation of sample 

1  25% i.e.(76) head teachers of higher secondary schools 

2 25% i.e.(55) principals each of degree colleges 

3 100% i.e.(6) principals Government Colleges of Education 
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4 50% i.e.(17) out of all working EDOs (Education) 

5 50% i.e.(17) out of all working DEOs (Education) 

After identification of clusters from each stratum, head and four subordinates from 

each cluster were included in the sample. 

3.4. Research Instruments and Their Development 

Correlational study based on information and measurement of data collected from 

field through different reliable research instruments.  For data collection three 

Likert type five point rating scales were used as tools. Likert type scale in general, 

consists of number of items, statements of measurement of variables of subject 

under consideration. For extracting opinion, scales as defined by Baker (1999, p. 

131) “is a measurement instrument based on a set of indicators which have certain 

interrelationships to one another” is used. In this study Likert Method of 

summated rating was used.  First step in constructing a Likert type scale was to 

collect a number of statements about leaders’ behaviour and institutional 

performance. It is a method of turning a series of qualitative (referred as 

attributes) facts into quantitative series (referred as variables). It was kept in view 

that each statement must express a definite idea/position.  All statements of Likert 

rating scales were restricted responses. Each closed ended statement provided 

description of five levels namely, Always, Often, Occasionally, Seldom and 

Never. 

Main purpose of these scales was to obtain systematically and objectively 

a sample opinion on behaviour of educational leadership. To become aware of 

concepts population was well acquainted with constructs of leadership behaviour 
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and institutional performance through instructions used for respondents on each 

questionnaire. Every questionnaire contained purpose of administration, thus 

making these self administering as possible. 

Following three Likert scales on five point rating were developed for study 

after going through related literature. 

LBDQ Leader Behaviour Description Questionnaire 

IPQ Institution Performance Questionnaire 

LDC Leadership Demographics (Attributes + Situational Factors) 

Checklist 

Items of LBDQ (30) were much common with  instruments of Leader 

Behaviour Description Questionnaire developed by Ohio and Michigan States 

Leadership Research Programme (Hemphill & Coons, 1950),  Supervisory 

Behaviour Description (SBD) (Fleishman, 1953);  Leadership Orientation 

Questionnaire (LOQ) (Stogdill, 1953). Relation-Oriented Behaviour (Items 1-15), 

Inter personal Skills (Items 1-3), Integrity (Items 4-6), Sensitivity (Items 7-9), 

Persuasiveness (Items 10-12), Group Leadership (Items 13-15) Task-Oriented 

Behaviour (Items 16-30), Planning & Organizing (Items 16-18), Flexibility & 

Adaptability (Items 19-20), Time Management (Items 21-22), Personnel 

Management (Items 23-25) Delegation of Power (Items 26-27),  Program 

Evaluation (Items 28-30). 

Institutional Performance Questionnaire (IPQ) was developed to serve as 

tool for diagnosing how a teacher, being a subordinate, perceives of his head 
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towards achieving national objectives as reflected in national documents.  

Instrument containing 25 items was developed for measuring leadership 

effectiveness, institutional effectiveness and to quantify institutional heads’ 

behaviour in terms of achieving the national objective. Leadership Demographic 

(Attributes + Situational factors) Checklist (LDC) was developed to find out 

relationship between heads’ attributes and situational factors towards institutional 

leadership effectiveness. 

For construction of above-mentioned three questionnaires, related 

literature on leadership behaviour studies, leadership effectiveness and 

Management by Objective (MBO), Goal Attainment (GA), Total Quality 

Management (TOM) modes of organizational effectiveness and other concerned 

materials were examined by researcher for fulfilling the requirement of research. 

Measuring instruments of Leader Behaviour Description Questionnaire 

(LBDQ) and Institution Performance Questionnaire (IPQ) were developed in the 

light of Likert’s Scaling methodology ranging from letter A to E (A: Always; B: 

Often; C: Occasionally; D: Seldom; E: Never).  Developed instruments were sent 

to four faculty members and their heads of educational research intuitions—

University of Sargodha, AIOU, NUMAL, Bahawalpur University and GC 

University Lahore, and departments of psychology  University of the Punjab 

Lahore and Quaid-e-Azam University Islamabad. All items were validated by 

these members. Recommendations of department of psychology were also 

incorporated. 

Thirty items of LBDQ were tried out with a group of 20 heads of higher 

secondary schools, 10 heads of degree colleges, 10 EDO’s (Education) and 10 



98 
 

DEO’s assembled in different INSET and meetings at Directorate of Staff 

Development, Punjab, Lahore. They were requested to respond and give their 

feedback regarding format and language of instruments. Accordingly these 

questionnaires were revised by incorporating their suggestions. Then final version 

and draft of questionnaires were developed. 

3.5. Instrument Administration and Data Collection 

Leadership Demographics (Attributes + Situational factors) Checklist was 

administered to all  educational leaders (171) as listed in  category of respondents 

and Leadership Behaviour Description Questionnaire (LBDQ) and Institutional 

Performance Questionnaire (IPQ) were circulated to their subordinate staff (684). 

For gathering quick and reliable data all three questionnaires were routed with 

covering letter of Additional Secretary (Schools), Govt. of Punjab, Education 

Department, Civil Secretariat, Lahore. By using that channel more than 90 % data 

was collected from the field. 

Data collection activity was very difficult and monotonous for researcher 

because of different types of layers (strata) of individual educational units.  

Researcher had to visit five different sampled educational institutions to get filled 

855 questionnaires from educational leaders and subordinates/teaching staff. To 

overcome this difficulty, Additional Secretary (Schools), Education Department, 

Punjab was requested to issue directions to all individual educational units as 

mentioned in population to fill up the questionnaires and full cooperation.  

Additional Secretary (Schools) very graciously acceded to the request and issued a 

letter indicating therein request of researcher and mentioning names of different 
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questionnaires. As a result of it cooperation from field was highly commendable. 

Properly filled questionnaires were returned within stipulated time. However, 

researcher found some difficulties in collection of properly filled questionnaires 

from few EDO’s and heads of Govt. College of Education. After some diligent 

and personal efforts it was possible to collect required number of filled 

questionnaires from respective respondents. In this way required data was 

collected from all layers (strata) of individual educational units.  

3.6. Data Analysis 

Continuous variables of study were transformed into interval scales of 

measurement for better understanding and meaning. T-test and correlations were 

used to see their difference a relationships and their significance. Since leadership 

behaviour dimensions and leadership effectiveness of institutional heads as 

perceived by teachers/subordinates vis-à-vis demographic variables (relationships) 

was of major consideration of this study, so,  attempt was made to discover  extent 

of significance of relationships variables by applying bivariate (Pearson Product 

Moment) through Microsoft SPSS 16. Pearson Product Moment was an 

appropriate measure to describe relationship between any two variables of this 

research. This statistical technique, according to Murray and Larry (1999), has a 

smaller standard error of measurement than other bivariate correlational 

techniques. Multiple linear regressions proved useful to disclose relationship 

between many independent variables and single variable of this study. T-test 

signified mean difference among quantifiable variables. 
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CHAPTER  4 

ANALYSIS AND INTERPRETATION OF THE DATA 

Since the problem of the study was to explore the level of correlation, getting data, 

matching groups and comparing educational leadership behavioural dimensions, 

leadership demographics and their impact on Institutional Performance variables. For 

this purpose the following three questionnaires were developed to explore dynamic 

relevance, for example, between Relation-Oriented Behaviour & Task-Oriented 

Behaviour with Institutional performance and Leadership demographics with 

institutional performance. etc of educational leaders.  

1. Leaders Behaviour Description Questionnaire (LBDQ) 

2. Institution Performance Questionnaire (IPQ) 

3. Leadership Demographics (Attributes + Situational factors) Checklist 

   (LDC) 

For describing interrelated dimensions, the intensity and the magnitude of such 

relationship Pearson Correlation Coefficient has been computed. Five strata of 

educational leadership were included at the population level of the research study. 

Which is as under:  
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i. All the heads of higher secondary schools (M/F) in the Punjab. 

ii.  All the heads of degree colleges (M/F) in the Punjab. 

iii.  All the heads of Govt. Colleges of Education (M/F) in the Punjab. 

iv. All the Executive District Officers of Education (EDO) at district 

level. 

v. All the District Education Officers (DEO) at district level.   

4.1 Overall Data Analysis and Reporting Strategy  

Data analysis and report writing is an art. Many aspects need to be taken into 

consideration when analyzing and interpreting the research data. The researcher used 

a systematic procedure for this purpose and following steps were taken into 

consideration: 

• Data arranging and reviewing 

• Data cleaning and coding 

• Data entry/editing in SPSS 

• Data analysis 

• Data presentation/tabulation 

• Interpretation; discussion of results/findings and conclusions 

• Recommendations 
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4.2 Brief Description of Data Analysis  

The data collected through three research instruments were analyzed using different 

statistical techniques and presented in tables and figures followed by its 

interpretations. It was arranged and presented in a sequential order in the following 

way.  

Frequency based data analysis of demographic information i.e. age; academic 

and professional qualification; experience was carried out. The results of 

demographic data were shown in percentages form in the tables. 

Descriptive picture of data analysis of educational leaders’ their attitude 

towards  profession, their job satisfactions and job performance is presented in the 

form of mean score as the research instruments were in the form of a continuous scale 

on the format of five point rating scale. 

Pearson Correlation (r) was used to look at the relationship among different 

variables and their tendency towards the different ends. Relationship among leaders’ 

behaviour and institutional performance and their demographic characteristics and 

institutional performance was investigated through this statistical technique. ANOVA 

was used to perform multiple comparisons among different strata to explore their 

difference with relevance to their institutional performance.  
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4.3 Demographic Profile 

A simple stratified random sampling of 25 % of strata 1, and 2 whereas 100 % of 

strata 3 and 50 % of strata 4 and 5 of the above population were selected at the 

equalization level of research design of the study. The geographical representation 

was 100 % of all the 34 districts of the Punjab. The following Table 3 shows rate of 

geographical representation of the population in the Punjab. 

Table: 3. Geographical Representation of the Population 

Total Districts Representation of the Strata Rate 

34 34 100 % 

Responses in the Table 4 below were received from subordinates through LBDQ and 

IPQ. Responses from leaders through LDC were 100%. Only responses of those 

leaders were included in the analysis whose subordinates responded and data were 

received. 

Table: 4. Response Rate of the Population 

Sr. No Category of the 
respondents 

Sample 
size 

Number 
participated 

Usable 
returns 

Response 
rate in % 

1.  All heads of HSSs 76×8 608 552 91 

2.  All heads of DCs 55×8 440 368 87 

3.  All heads of GCEs 6×8 48 48 100 

4.  All EDOs 17×8 136 136 100 

5.  All DEOs 17×8 136 136 100 

 Total 171×8 1368 1240 91 
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In the light of Table 4 Leadership Demographics (Attributes + Situational factors) 

Checklist was administered to all the educational leaders (171) as listed in the 

category of respondents and Leader Behaviour Description Questionnaire (LBDQ) 

and Institution Performance Questionnaire (IPQ) was circulated to eight subordinates 

/ teaching staff. For gathering quick and reliable data all three questionnaires were 

routed through covering letter of Additional Secretary (Schools), Govt. of the Punjab, 

Education Department, Civil Secretariat, Lahore .By using that channel more than 

91% data were collected through questionnaire from the field. 

In order to establish relationship between leadership behavioural dimension of 

the heads of the educational institutions, their attributes, situational factors and 

leadership effectiveness and performance, the research questions were formulated as 

these have already been mentioned in Chapter I of the study. To test such research 

questions the data were collected from 171 educational institutions. 

The data obtained from the field for each variable of the research was 

analyzed by applying one of the parametric correlational coefficient techniques; the 

Pearson Product-Moment Correlation. This represents the linear relationship between 

the two variables numerically, that is, how closely the cloud of points in scatterplot 

can be represented by a straight line. A correlation of .94 is a strong positive 

relationship. A correlation coefficient provides two types of information- the kind of 

relationship (positive or negative) and the magnitude of the relationship (how strong 

it is?). Correlation coefficient can range from –1.00 (a perfect negative relationship) 

through 0.00 (no linear relationship) to + 1.00 (a perfect positive relationship). 
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Keeping in view the data have been analyzed to determine the linearity between the 

variables this study was viewed on SPSS 16. These descriptions have been applying 

only to linear relationships with the caution as the interpretation may change under 

special circumstances. 

4.4 Inferential Analysis of Variables 

4.4.1 Leaders’ Professional Training and Institutional Performance: 

A question was asked from educational leaders about the number of management 

courses attended during their service. They were required to answer by ticking the 

numbers in a table ranging from 1 to 5 and above in the questionnaire. Following null 

hypothesis was framed to see the impact of leaders’ management training on 

institutional performance. 
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Ho1 There is no significant difference between the institutional performance of the 

leaders having attended management courses and those who did not attend 

management courses. 

Table 5. Leaders’ professional training and its relevance with institutional 

performance  

Variables Strata Mean 
Std. 

Deviation 

Value of  
Significance

* 

Courses Attended 

GHSS 111.5862 10.18793 .000 

GDC 117.1167 6.603008  
DEO 99.90909 27.6146  

EDO 99.75 4.994734  
        Average 107.0905 12.350068  

Courses Not 
Attended 

GHSS 110.6364 5.930986 .000 
GDC 110.2419 18.1899  
GCE 104.125 27.76545  

DEO 101.25 26.56065  

EDO 103.2 9.229829  
Average 105.8907 17.535363  

*The level of significance was checked at .05 level. 

Figure 1   Leaders professional training and its relevance with institutional 
performance  
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Results of data analyses for hypothesis No. 1 “There is no significant difference 

between the institutional performance of the leaders having attended management 

courses and those who did not attend management courses” are shows in table 5. 

Table 5 shows that the overall average means score (107) of the educational leaders 

who have attended management courses is significantly better than those who have 

not attended management courses with average mean score (105). So, the null 

hypothesis “there is no difference between the institutional performance of the leaders 

having attended management courses and those who not attended the management 

courses” is rejected. It is apparent from the above graph that the principals of GHSSs 

and GDC who have attended management courses have shown better performance in 

term of their institutional performance. Whereas, on the other hand the performance 

of DEOs and EDOs who have attended management courses is lower than those who 

have not attended management courses.  The performance of heads of GHSSs is 

significantly better in both groups who attended and who did not attend management 

courses, whereas the EDOs and DEOs appear to be low performers in terms of 

institutional performance.  

4.4.2 Leaders’ Age and Institutional Performance  

A question was asked from educational leaders about their age and was required to 

answer in three columns with years, months and days as applicable. The data 

collected in this way was further divided into two groups one with having age below 

45 years and other with age more than 45 years. Following null hypothesis was 

framed to see the impact of leaders’ age on institutional performance. 
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Ho 2  There is no significant difference between the institutional performance of the 

leaders having age below 45 years and above 45 years. 

Table 6. Comparison of Leaders’ Age and Institutional Performance 

Variables Strata N 
Mean 

Performance 
Std. 

Deviation 
Value of 

Significance* 

Age below 45 
years 

 

GHSS 376 111.2021 9.877738 .000 
GDC 200 107.06 18.13507  
DEO 48 106.75 14.51118  
EDO 40 102.6 4.27755  

    Average 664 106.903 11.700385  

Age above 45 
years 

 

GHSS 176 111.9318 9.112372 .000 
GDC 168 119.4762 7.395542  
GCE 48 104.12x5 27.76545  
DEO 88 96.45455 31.18315  
EDO 96 99.47917 8.395461  

Average     576 106.29334 16.770395  
*The level of significance was checked at .05 level. 

 

Figure 2 Comparisons of Leaders Age and Institutional Performance 
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Results of data analyses for hypothesis No. 2 “There is no significant difference 

between the institutional performance of the leaders having age below 45 years and 

above 45 years” are show in table 6. Table 6 shows that the mean performance score 

of leaders having age below 45 years is a little bit better than those who have age 

above 45 years. So the null hypothesis that there is no significant difference of 

institutional performance of the leaders having age below 45 years and those having 

age above 45 years is rejected.   

The educational leaders who are below 45 years age has shown better 

performance and out of these, principals of GHSS appear to be at top of the 

performance whereas EDOs are the least performer. On the other hand out of the 

mature and experienced educational leadership squad principals of GDCs have shown 

better performance than all other heads of institutions whereas DEOs have shown 

least performance in term of institutional performance. 

4.4.3 Leaders’ Experience and Institutional Performance  

A question was asked from educational leaders about their experience as 

head/administrative position and was required to answer in three columns with years, 

months and days as applicable. The data collected in this way was further divided into 

two groups one with having below ten years and other with more than ten years 

experience to their credit. Following null hypothesis was framed to see the impact of 

leaders experience on institutional performance. 
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Ho 3 There is no significant difference between the institutional performance of the 

 leaders having experience below ten years and those having more than ten 

years.  

Table 7. Comparison of Leaders’ Experience and Institutional Performance 

 

*The level of significance was checked at .05 level. 

 
Figure 3  Comparison of Leaders Experience and Institutional Performance 

 

Variables Strata N 
Mean 
Performance 

Std. 
Deviation 

Value of 
Significance* 

Up to ten 
years 
 

GHSS 432 111.3056 10.26874 .000 

GDC 264 108.2879 16.42984  
GCE 48 104.125 27.76545  

DEO 48 108 13.19574  
EDO 136 105.3971 14.1789  

  Average 928 107.4231  16.36773  

More than 
ten years 
 

GHSS 120 111.9 6.922622 .000 
GDC 104 118.0385 5.276662  

DEO 88 95.09091 30.97186  
Average 312 108.34314 14.390381  
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Results of data analyses for hypothesis No. 3 “There is no significant difference 

between the institutional performance of the leaders having experience below ten 

years and those having more than ten years” are shown in table 7.  Table 7 shows that 

the mean performance score (108) of leaders having experience above ten years is 

better than those who have less than ten years experience with mean score (107). So 

the null hypothesis that there is no significant difference in institutional performance 

of the leaders having less than ten years experience and those having more than ten 

years experience in management is rejected.   

It is apparent from the above graph that principals of GHSS have shown better 

performance than others leaders among the group who have less than ten years 

experience whereas principals of GCE are the least performers in this group. On the 

other hand in other group principals of GDCs are top performer among the leaders 

who have more than ten years experience with mean score (118).  

4.4.4 Leaders’ Institutional Results and their Performance  

A question was asked from educational leaders about their results in Board or 

University at higher secondary, graduate or professional degree level for the last three 

years from 2000 to 2002, with number of students appeared, passed, percentage of 

passed students, and mark of division from 1st to 3rd in seven columns as applicable. 

The data collected in this way was further divided into two groups one with having 

result above board/university and other having below board/university result. 

Following null hypothesis was framed to see the impact of leaders institutions result 

on overall institutional performance. 
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Ho 4  There is no significant difference between the institutional performance of the 

leaders having above board/university result and those having below board/university 

result. 

Table 8. Comparison of Leaders’ Board Result and Institutional Performance 

 

Variables Strata N 
Mean 

Performance 

Std. 

Deviation 

Value of 

significance 

Above 

Board/University 

GHSS 192 113.875 8.755253 .000 

GDC 208 114.7308 13.48696 

GCE 32 94.5 29.61473 

      Average 432 107.7019 17.285648  

Below 

Board/University 

 

GHSS 360 110.1333 9.844133 .000 

GDC 160 109.5625 17.85113 

GCE 16 123.375 3.180671 

Average 536 114.3569 10.291978  

*The level of significance was checked at .05 level. 

 
Figure 4 Comparison of Leaders Board Result and Institutional 
Performance 
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Results of data analyses for hypothesis No. 4 “There is no significant difference 

between the institutional performance of the leaders having above board/university 

result and those having below board/university result” are shown in table 8. Table 8 

shows that the mean performance score (114) of leaders having below board results is 

better than those who have above board/university results with mean score (107). So 

the null hypothesis that there is no significant difference of institutional performance 

of the leaders having above board results and those having below board results is 

rejected.   

Principals of GCEs have shown significantly better performance among all 

other group members who has below board result in board/university. This is very 

interesting finding in a sense that the educational leaders whose institutions have 

below board results have been rated better by their subordinates. It means they may 

be favorite of their subordinates as they have lose control on institutions that 

resultantly showing low performance. On the other hand the other group with 

educational leaders having above board results, the principals of GDCs have shown 

better results where as principals of GCEs has shown least performance. 

 
4.4.5 Staff Strength and Institutional Performance  

Educational leaders were asked a question about number of employees under their 

administrative control with a range of categories to be ticked from 1-5, 6-10, 11-15, 

16-20 and 21 and above. The data collected in this way was further divided into two 

groups one with having up to 25 employees and other with more than 25 employees. 
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Following null hypothesis was framed to see the impact of numbers of employees 

under the administrative control of leaders on institutional performance. 

Ho5 There is no significant difference between the institutional performance of the 

leaders having up to 25 employees under their administrative control and 

those more than 25 employees. 

Table 9. Comparison of Number of Employees under Administrative Control 

and Institutional Performance 

Variables Strata N 
Mean 

Performance 
Std. 

Deviation 
Value of 

significance 

Up to 25 employees 
 

GHSS 64 114.1563 8.346121 .000 
GDC 80 117.575 7.325653  
DEO 64 87 24.763  
EDO 80 98.8 4.863712  

        Average 288 104.3828 11.324622  

More than 25 
employees 

 

GHSS 488 111.0779 9.746167 .000 
GDC 288 111.0694 17.09235  
GCE 48 104.125 27.76545  
DEO 72 109.8333 23.86169  

 EDO 56 106.7143 8.882494  
 Average 952 108.564 17.46963  

*The level of significance was checked at .05 level. 
 

Figure 5 Comparison of Staff Strength and Institutional Performance 
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Results of data analyses for hypothesis No. 5 “There is no significant difference 

between the institutional performance of the leaders having up to 25 employees under 

their administrative control and those more than 25 employees” are shown in table 9.  

Table 9 shows that the mean performance score (108) of leaders having more than 25 

employees is better than those who have up to 25 employees mean score (104). So the 

null hypothesis that there is no significant difference of institutional performance of 

the leaders having staff up to 25 employees and those having more than 25 employees 

under their administrative control is rejected.  

 
Within the group of leaders who have more than 25 employees under their 

administrative control, the principals of GHSS and GDC have shown better 

performance than other leaders whereas principals of GCEs have shown least 

performance in term of institutional performance. 

 
4.4.6 Leaders’ Academic Qualification and Institutional Performance  

 
Educational leaders were asked a question about their academic qualification “length 

of time spent in academic pursuit” and were required to answer the question in three 

columns indicating year, month and day. It was assumed that 16 years study will be 

equal to M.A/M.Sc., 19 years study equal to M.Phil and 23 years equal to PhD. These 

categories were further merged into two categories with respondents having 

M.A/M.Sc. and with M.Phil and PhD. Following null hypothesis was framed to see 

the impact of academic qualification of leaders on institutional performance. 
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Ho6 There is no significant difference between the institutional performance of the 

leaders having M.A/M.Sc. Qualification and those having higher degree of 

M.Phil and PhD. 

Table 10. Comparison of Academic Qualification of Educational Leaders and 
Institutional Performance 

 

Variables Strata N 
Mean 

Performance 
Std. 

Deviation 
Value of 

significance 

MA/M.Sc. 
BEd/MEd 

 

GDC 336 111.7619 16.18374 .000 
GHSS 488 110.2213 9.186198  
GCE 40 99.95 28.66692  
DEO 88 92.22727 29.21176  

        Average 952 103.54012 20.812155  

MPhil/PhD) 
 

GHSS 64 120.6875 7.857612 .000 
GDC 32 120.0625 5.627911  
GCE 8 125 0  
DEO 48 115.3333 13.63246  

 EDO 32 105.25 9.245749  
 Average 184 117.2667 7.272746  

*The level of significance was checked at .05 level. 
 

Figure 6 Comparison of Academic Qualification of Leaders and 
Institutional Performance 
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Results of data analyses for hypothesis No. 6 “There is no significant difference 

between the institutional performance of the leaders having M.A/M.Sc. Qualification 

and those having higher degree of M.Phil and PhD” are shown in table 10. We can 

see in Table 10 that average mean performance score (117) of leaders having 

academic qualification M.Phil or Ph.D. is significantly better than those who have 

academic qualification M.A./M.Sc., B.Ed./M.Ed. with average mean score (103). So 

the null hypothesis that there is no significant difference of institutional performance 

of the leaders having academic qualification M.Phil or Ph.D. and than those who have 

academic qualification M.A/M.Sc., B.Ed./M.Ed.is rejected. It means that academic 

qualification of head of institution may have positive impact on the overall 

performance of the institution. 

 Within the group who has shown better performance, principals of the GCEs 

have shown the better performance with the mean performance score of (125) and the 

least performer among them are the EDOs of districts with mean performance score 

of (105).  

 
4.4.7 Monitoring of Institutions and Institutional Performance  

 
EDOs and DEOs were asked a question about frequency of their visits to the 

institutions under their control during an academic year and were required to mark the 

answer by ticking the options given in categorical form i.e. 1-5, 6-10, 11-15, 16-20, 

21& above. Following null hypothesis was framed to see the impact of leaders’ visits 

to their institutions on institutional performance. 
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Ho7  There is no significant difference between the institutional performance of the 

leaders who visited institutions under their control and who did not visit. 

Table 11. Comparison of Monitoring and Institutional Performance 
 

 
Variables 

Strata N 
Mean 

Performance 
Std. 

Deviation 
Value of 

significance 
Institution Not 

Visited 
 

EDO 32 102.875 10.27289 .000 

DEO 40 103.05 28.98359 
 

        Average 72 102.963 19.62824  

Institution Visited 
 

EDO 104 100.1154 4.995741 .000 
DEO 96 99.27083 26.43581  

 Average 200 99.69312 15.715776  
*The level of significance was checked at .05 level. 

 
 

Figure 7   Comparison of Monitoring and Institutional Performance 
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Results of data analyses for hypothesis No. 7 “There is no significant difference 

between the institutional performance of the leaders who visited institutions under 

their control and who did not visit” are shown in table 11.  It appears from Table 11 

that average mean performance score (102) of leaders having not visited their 

institutions is significantly better than those who have visited their institutions with 

average mean score (99). So the null hypothesis that there is no significant difference 

in institutional performance of the leaders having visited their institutions during 

academic year and those who did not visit is rejected. It means that frequent visits of 

educational leaders to the institutions under their control do not have any positive 

impact on the overall performance of the institution. From above graph it appears that 

DEOs of the group who has not visited their institutions has shown better 

performance with average performance mean score (103) whereas the EDOs are 

relatively least performer in this regard. Although it is a regular feature of the 

responsibilities of district administration to visit the institutions under their control 

but due to over burden and extra tasks in offices it is sometimes not possible to 

frequently and thoroughly visit the institutions by the EDOs and DEOs.  

 
4.4.8 Scope of Management and Institutional Performance  

 
EDOs and DEOs were asked a question about the number of institutions under their 

administrative control  and were required to mark the answer by ticking the options 

given in categorical form i.e. 1-5, 6-10, 11-15, 16-20, 21& above. Following null 

hypothesis was framed to see the impact of leaders’ scope of management in terms of 

number of institution under their administrative control on institutional performance. 
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Ho8   There is no significant difference between the institutional performance of the 

leaders who have institutions under their administrative control and who do not have 

institutions under their control. 

 
Table 12. Comparison of Administrative Control and Institutional Performance 

Variables Strata N 
Mean 

Performance 
Std. 

Deviation 
Value of 

significance 
No Institution under 

Control 
 

GHSS 552 111.6775 9.599664 .000 

GDC 368 112.1196 15.77626 
 

GCE 48 104.125 27.76545  
        Average 968 109.3074 17.713791  

Institution under 
Control 

 

DEO 136 99.08824 26.76689 .000 

EDO 136 102.0588 7.827553 
 

 Average 272 100.57352 17.297222  
*The level of significance was checked at .05 level. 

 
 
Figure 8 Comparison of Administrative Control and Institutional 

Performance 
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Results of data analyses for hypothesis No. 7 “There is no significant difference 

between the institutional performance of the leaders who have institutions under their 

administrative control and who do not have institutions under their control” are 

shown in table 12.  We can see from Table 12 that average mean performance score 

(109) of leaders having no institutions under their administrative control is 

significantly better than those who have institutions under their administrative control 

with average mean score (100). So the null hypothesis that there is no significant 

difference of institutional performance of the leaders having visited their institutions 

during academic year and those who did not visit is rejected. It means that frequent 

visits of educational leaders to the institutions under their control do not have any 

positive impact on the overall performance of the institution. 

 
4.4.9 Planning Skills of Educational Leaders and Institutional Performance  

 
EDOs and DEOs were asked a question PC-1 preparation and submission and were 

required to mark the answer by ticking the options given in categorical form i.e. 1-5, 

6-10, 11-15, 16-20, 21& above. Following null hypothesis was framed to see the 

impact of leaders planning skill on institutional performance. 
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Ho9  There is no significant difference between the institutional performance of the 

leaders who have prepared PC-1 and those who did not prepare PC-1 and 

submitted. 

 
Table 13. Comparison of Planning Skills of Educational Administrators and 

Institutional Performance 

Variables Strata N 
Mean 

Performance 
Std. 

Deviation 
Value of 

significance 
No PC-1 
Prepared 

 

GHSS 508 111.2835 9.781557 .000 

GDC 308 111.4091 16.7562 
 

GCE 48 104.125 27.76545  
Average       864 108.9392 18.101069  

PC-1 Prepared 
 

GHSS 48 113.0833 7.342193 .000 
GDC 56 118.4286 6.329892  
DEO 136 100.3824 27.15608  
EDO 136 100.7647 6.682465  

 Average 376 108.1648 11.877658  
*The level of significance was checked at .05 level. 
 

 
Figure 9 Comparison of Planning Skills of Educational Administrators and 
   Institutional Performance 
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Results of data analyses for hypothesis No. 9 “There is no significant difference 

between the institutional performance of the leaders who have prepared PC-1 and 

those who did not prepare PC-1 and submitted” are shown in table 13.  Table 13 

indicates the mean and standard deviation of both the groups. Comparison of mean 

values shows some difference in the institutional performance. Standard deviation of 

the group having no experience in preparing PC-1 is greater than other group who 

prepared PC=1 and submitted to higher authorities, which shows that the difference 

seems to be true.  

 
It is clear from above table that average mean performance score (108.9) of 

leaders having no experience of PC-1 preparing experience is significantly better than 

those who have experience in preparing PC-1 and submission to their higher 

authorities with average  mean score (108.1). So the null hypothesis that there is no 

significant difference in institutional performance of the leaders having experience in 

preparing PC-1 and those who and those who did not experience PC-1 preparation. 

Generally only those educational leaders have experience who is working in district 

level offices like EDOs and DEOs, but the officers who are working in educational 

institutions are showing better performance as compared to district level 

administration.  

 
4.4.10 Leadership Behaviour and Institutional Performance 

 
A questionnaire based on Likert type rating scale was developed to measure the 

behaviour of educational leaders. Half of the items were designed to measure the task 
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oriented behaviour and other half to measure relations oriented behaviour. Items in 

the Questionnaire were the statements to identify the leadership Behaviour under 

different heads. Each statement described a specific kind of Behaviour. Respondents 

were required to put a (√) in the appropriate column to the right of each statement. 

The level of occurrence through indicating some alphabets like A-Always, B-Often, 

C-Occasionally, D-Seldom, and E-Never. To see the relationship of leadership 

behaviour with their performance as specified in term of their institutional 

performance Pearson Product moment Correlation method was used and following 

null hypothesis was checked against significance for both type level of leadership 

behaviour. 
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Ho10  There is no significant difference between the institutional performance of the 

leaders who has Relations Oriented Behaviour and those who have Task 

Oriented Behaviour. 

 

Table 14. Comparison of Relationship of Task Oriented and Relation Oriented 

Behaviour of Leaders with Institutional Performance 

 

Variables Institutional Performance 
Relation Oriented  0.733* 

Task Oriented 0.747* 

* Pearson Correlation level of significance at .01 

 
Figure 10  Comparison of Relationship of Task Oriented and Relation 
Oriented Behaviour of Leaders with Institutional Performance 
 

 
 

Results of data analyses for hypothesis No. 10 “There is no significant difference 

between the institutional performance of the leaders who has Relations Oriented 

Behaviour and those who have Task Oriented Behaviour” are shown in table 14.  The 
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table 14 shows the comparison of relationship of task oriented and relations oriented 

behaviour of leaders with their institutional performance. The value of r =.73 shows a 

strong positive relationship between relation oriented behaviour of educational 

leaders and institutional performance. Whereas the value of r=.74 shows that there is 

also a strong relationship between task oriented behaviour of educational leaders and 

institutional performance. Comparison of both behaviours shows that comparatively 

second relationship is stronger than the previous one even instead of a little difference 

between their values. Whatsoever are the factors other than educational leaders, the 

impact of educational leaders on institutional performance cannot be easily ignored. 
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CHAPTER 5 

SUMMARY, FINDINGS, CONCLUSIONS, 
DISCUSSION AND RECOMMENDATIONS 

SUMMARY 

The purpose of  study was to discern relationship if exists any among leadership 

behaviour dimensions of educational leaders, their attributes on Institutional 

Performance keeping in view of  stated goals of layers of section of education 

such as GHSS, GCE, GDC, EDO and DEO, district based educational units. 

Measures of behavioural variables were concerned with two dimensions (Relation 

Oriented and Task-Oriented).  Educational leadership demographics (attributes) 

were: Experience as a Head, Experience in Education Department, Academic 

Qualification, and professional Qualification & Professional Training.  Situational 

factors were consisting of Students’ Achievement Level, Enrollment of Students, 

Staff Strength & Field Management (Institutions under Administrative Control, 

Institutions Visited & PC-I Prepared). Overall institutional performance was 

measured in terms of accomplishment/achievement of goal of education (higher 

education and educational management) as laid down in national educational 

policies. 

This study was carried out with five strata of educational headship that 

were included at population level.  Which is as under: - 

Sr. No. Population Level Total 

1 Heads of HSS (M/F) 76 

2 Heads of GDC (M/F) 55 

3 Head of GCE (M/F)  06 

4 Executive District Heads of Education (EDO) 17 
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5 Heads of Education at District level (DEO) 17 

Total  171 

About 91% response rate was achieved. Apart from size of institutions, only eight 

subordinates/teaching staff [teachers subordinate to school heads; lecturer, 

assistant professor subordinate to college heads; teacher educators subordinate to 

training colleges heads; DEOs and Dy. DEOs subordinates to EDOs and Dy. 

DEOs and AEOs subordinate to DEOs] per institution were randomly selected to 

perceive educational leadership behaviour on their institution performance. In this 

regard 1368 subordinates/teaching staff were included in research study. The 

principal purpose was not however, to identify and establish relationship between  

variable of educational leadership behavioural dimensions (Relation and Task 

Oriented) and its input on institutional performance in terms of achieving goals of 

education stated in national documents, but to find out a network of relationships 

from which generalization about  input of educational leaders i.e. specified 

Relation Oriented Behaviour & Task Oriented Behaviour and demographics 

context (attributes and situational factors) on Institutional Performance can be 

made. 

Data regarding Relation Oriented & Task Oriented and instructional 

performance of educational heads were obtained through Leader Behaviour 

Description Questionnaire (LBDQ) and Institution Performance Questionnaire 

(IPQ), one of research instruments data regarding attributes and situational factors 

were obtained through Leader Demographics Checklist (LDC). All Performa’s 

were mailed with covering letter from Additional Secretary (Schools) Govt. of the 

Punjab, Education Department.  Lists of all institutions at population level were 

selected out of this information available from Educational Management 
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Information System (EMIS) Centre Govt. of the Punjab, Education Department. 

Research questions based on variables of this study were tested by applying 

parametric correlational techniques; Person Product Movement Correlation 

bivariate.          
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FINDINGS 

Principal findings and conclusion in forthcoming paragraphs represent most 

significant results of under reference study. Conclusions of this study are strictly 

matched with purpose and delimitations.  Data which underline nature of 

relationship and significance of educational leaders on institutional performance 

are reported under. 

1. Overall the response rate of all questionnaires was 91%. The response rate 

of school heads was 91%, degree colleges 87%, GCEs 100%, EDOs 100% 

and DEO 100% (table 4).   

2. There is a significant difference with value of significance [.000] between 

the institutional performance of the leaders having attended management 

courses and those who did not attended management courses (table 5). The 

performance of heads of GHSSs is significantly better in both the groups 

who attended and who not attended management courses, whereas the 

EDOs and DEOs appeared to be low performer in term of showing 

institutional performance.  

3. There is a significant difference with value of significance [.000] between 

the institutional performance of the leaders having age below 45 years and 

above 45 years (table 6). The educational leaders who are below 45 years 

age have shown better performance and out of these, principals of GHSS 

appear to be at top of the performance whereas EDOs are the least 

perform. On the other hand out of the mature and experienced educational 

leadership squad principals of GDCs have shown better performance than 
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all other heads of institutions whereas DEOs have shown least 

performance in terms of institutional performance. 

4. There is a significant difference with value of significance [.000] between 

the institutional performance of the leaders having experience below ten 

years and those having more than ten years (table 7). Study explored by 

the analysis that principals of GHSS have shown better performance than 

other leaders among the group who have less than ten years experience 

whereas principals of GCE are the least performer in this group. On the 

other hand in other group principals of GDCs are top performer among the 

leaders who have more than ten years experience with mean score (118). It 

is also pertinent to mention that principals of GDCs are also the top 

performers among both groups. 

5. There is a significant difference with value of significance [.000] between 

the institutional performance of the leaders having above board/university 

result and those having below board/university result (table 8). Study 

explored that Principals of GCEs have shown significantly better 

performance among all other group members who have below board result 

in board/university. This is very interesting finding in a sense that the 

educational leaders whose institutions have below board results have been 

rated better by their subordinates. It means they may be favorites of their 

subordinates as they have lost control on institutions that resultantly show 

low performance. On the other hand the other group with educational 

leaders having above board results, the principals of GDCs have shown 

better results where as principals of GCEs has shown least performance. 
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6. There is a significant difference with value of significance [.000] between 

the institutional performance of the leaders having up to 25 employees 

under their administrative control and those more than 25 employees (table 

9). Study showed that leaders who have more than 25 employees under 

their administrative control, the principals of GHSS and GDC have shown 

better performance than other leaders whereas principals of GCEs have 

shown least performance in term of institutional performance. 

It may be assumed that the role of educational leaders in GHSSs 

and GDCs is very much as instructional supervisor and mentor and has a 

very close liaison with their subordinate staff. They also involve them in 

decision making process to fulfill the institutional tasks successfully. 

Whereas EDOs and DEOs are working in a very much bureaucratic 

environment and have intensive task oriented behaviour with their staff. 

This close liaison on the part of principals of GHSSs and GDCs with 

subordinates has made them better managers. 

7. There is a significant difference with value of significance [.000] between 

the institutional performance of the leaders having M.A/M.Sc. 

qualification and those having higher degree of M.Phil and PhD (table 10). 

Study explored that academic qualification of head of institution has 

positive impact on the overall performance of the institution. Within strata 

leaders who have shown better performance, principals of the GCEs have 

shown the better performance and the least performer among them are the 

EDOs of districts. 
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Study further explored that academic qualification of heads of institution 

has positive impact on the overall performance of the institution. Within 

strata principals of the GCEs have shown the better performance and the 

least performer among them are the EDOs of districts. It appears that 

academic qualification has positive relation with performance in academic 

institutions. Review of literature also supports these findings. Higher 

academic qualification has more positive effect where role of educational 

leader is more towards instructional supervisor and mentor in higher level 

of academic institutions. 

8. There is a significant difference with value of significance [.000] 

difference between the institutional performance of the leaders who visited 

institutions under their control and who did not visit (table 11). Study 

explored that frequent visits of educational leaders to the institutions under 

their control do not have any positive impact on the overall performance of 

the institution.  

9. Similarly there is a significant difference with value of significance [.000] 

difference between the institutional performance of the leaders who have 

institutions under their administrative control and who do not have 

institutions under their control (table 12). Increase in number of employees 

has positive effect on institutional performance of educational leaders 

mean performance score (108) of leaders having more than 25 employees 

is better than those who have up to 25 employees mean score (107). 

10. There is a significant difference with value of significance [.000] 

difference between the institutional performance of the leaders who have 
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prepared and submitted PC-1 and those who did not prepare PC-1 (table 

13). Average mean performance score (108.9) of leaders having no 

experience of PC-1 preparing is significantly better with average  mean 

score (108.1) than those who have experience in preparing PC-1 and 

submission to their higher authorities.  

11. There is a significant difference with value of significance [.733] 

difference correlation between the institutional performance of the leaders 

who have Relations Oriented Behavior and those who have Task Oriented 

Behavior (table 14). Comparisons of both behaviors show that 

comparatively correlation between Task Oriented Behavior and 

institutional performance of the leaders is stronger than the second one 

even instead of a little difference between their values. Whatsoever are the 

factors other than educational leaders, the impact of educational leaders on 

institutional performance can not be easily ignored 
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DISCUSSION 

This study was undertaken to identify the relationship between the following 

factors. These factors were tried out with each other one by one. 

(i) Educational leadership behaviour (both Relation-Oriented and Task-

Oriented Behaviour). 

(ii)  Leadership Demographics (both Attributes and Situational factors)  

(iii)  Leadership Effectiveness on Institutional Performance (as perceived by 

the subordinates/teaching staff)  

The coming discussion is made on the subjective judgment of the researcher on 

some crucial nature of findings because it was difficult to discuss each and every 

finding one by one. 

The judgment of the subordinates/teaching staff of educational leaders 

about their Relation Oriented & Task Oriented Behaviour and their leadership 

effectiveness on Intuition Performance is very positive which indicates that 

leaders are performing their duties with entire satisfaction to achieve the 

organizational objectives. In this connection this study affirms that those 

educational leaders who have good positive scores in Relation Oriented & Task 

Oriented Behaviour dimension have been positively amended by their 

subordinates as well. This study supports researches done by Fleishman & 

Simmons, (1970); Likert, (1961) and Stogdill, (1974) in the area of leadership 

behaviour and effectiveness which make a positive correlation both Relation 

Oriented & Task-Oriented Behaviour dimension directly to the leadership 
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effectiveness. Although these two traditional leadership behaviours (Relation & 

Task-Oriented Behaviour) dimensions have good responding correlation with 

leadership effectiveness on Institutional Performance but it does not mean to infer 

that only the leadership effectiveness dimensions is the sole factor for achieving 

the organizational objectives. The evidence from this research seems to support 

Brown’s (1967), Halpin’s (1966), Leverette’s (1984), Zaidi’s (1989) and 

Mehmood’s (1995) contentions that both consideration (Relation’s) and initiating 

(task) structures are important behaviours for educational leaders. 

The present study seems to support Khan (1994) findings that both the 

behaviours (Relation and Task Oriented) reflect high on relationship. This mean 

that educational leaders of this study tend to remain high on Relation Oriented 

Behaviour coupled with Tasks-Oriented Behaviour. The research evidence also 

seems to support Burns (1994) and Clark (1981) who have also identified that 

Relation-Oriented and Task-Oriented Behaviour have high correlation coefficient 

in different settings.   

Kunwar (2001) also explored that democratic/ participative leadership has 

significant relationship with school effectiveness and improvement. Iqbal (2005) 

found that the task-oriented leadership style has significant effect on school 

effectiveness than the relation-oriented leadership style. Mehmood (1995) and 

Zaidi (1989) stated that both initiating structure (task-oriented) and consideration 

(relation or people-oriented) are important behaviour for effective educational 

leaders. 
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This study, however, disagrees with Evenson (1959), Halpin (1955), Levine 

(1990), Lipham (1981), and Newmann (1989) who found that educational leaders 

generally value consideration (Relation-Oriented, Interpersonal Skills, Integrity, 

Sensitivity Persuasiveness and Group Leadership) more highly that structure 

(Task-Oriented, Planning, Organizing, Flexibility & Adaptability, Time 

Management, Personnel Management, Delegation of Power and Programme 

evaluation) furthermore, diverse results of his study may be varied due to different 

situational contingencies and group dimension. Yet these environmental factors 

have an important impact on educational leadership behaviours. 

Fraser (1986), Lipham (1981), Richardson & Skinner (1990) and 

Rosenholtz (1989) affirm that educational leaders perform their duties effectively 

with a high concern for both cohesive social relation (Relation-Oriented) and task 

accomplishments (Task-Oriented Behaviour) in this regard this study, suggests 

that a balance of both emotionally supportive human relationship, (Relation-

Oriented Behaviour) and high instrumental norms (Task-Oriented Behaviour) can 

create a high positive correlation coefficient to achieve educational goals. 

This study strongly suggests strong relationship (both Relation and Task 

Oriented Behaviour) on the part of educational leaders on Students’ Achievement 

Level whereas contrary to this Levine (1990) has been strong proponents that 

human relationship interpersonal training should become a mandatory component 

of the in-service training of educational leaders in staff development and teacher 

education institutions. Apparently, the emphasis of current literature in the area on 

Relation Oriented Behaviour is certain to become even stronger in further 
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enhancing students, achievements level but this study explored that emphases 

should be for task oriented behavior of educational leaders. 

The findings of study regarding leadership Demographics (Attributes & 

Situational Factors) are of mixed type. This study notes that educational leaders’ 

length of experience   (more than ten years) of educational leaders, management 

courses attended, planning skills (preparation of PC-I), age (above 45 years), 

strength of employees (more than 25), and educational qualification (MPhil/PhD), 

have significant positive effect on the performance of their respective institutions. 

Educational leaders’ institutional visits, results (above bard/university), and 

intuitional under their control have directly negative effect on institutional 

performance.  

Given the findings in this study, a relatively straight forward profile of 

educational leaders on institutional performance emerges. An effective 

educational leader according to this study is one who has style-Oriented 

Behaviour which reflects the behaviour of the leader as high on relationship i.e. 

high on consideration, better with professional qualification, interaction with 

Subordinates/teaching staff enjoyable academic freedom that acts as catalyst in the 

use of potential of the staff for better instructional efficiency. Above all, it all 

develops cohesiveness among the staff for fulfilling the goals of the institutions 

and has highly personal job relationships. 
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CONCLUSIONS 

 

The following conclusions are based on the findings derived from the data 

of the study. 

1. This study explores that the performance of heads of GHSSs is 

significantly better in both the groups who attended and who not attended 

management courses. Various studies also support this finding. Therefore 

we can conclude that Management training courses, generally, has positive 

effect on the institutional performance of educational leaders. 

2. This study indicates that there is a significant difference between the 

institutional performance of young (age below 45 years) and seasoned 

(above 45 years) leaders. The educational leaders who are below 45 years 

age have shown better performance. It may conclude that young 

educational leaders generally perform better than seasoned educational 

leaders at school level. This research also explores that it is vice versa at 

college level. 

3. This research study supports the view that the institutional performance of 

the leaders having more experience perform better. This study indicates 

that ten years experienced educational leaders show better performance 

than educational leaders having less than ten years. It can be infer that 

generally the performance of educational leaders having more experience 

is better than the educational leaders having less experience. This study is 

also explores that the educational leaders of GDCs have shown highest 
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institutional performance. Experience has positive effect on educational 

leaders’ institutional performance. 

4. It is found that there is significant difference of institutional performance 

between leaders having different board/university results. Study explored 

that Principals of GCEs have shown significantly better performance. 

There is very interesting finding in a sense that the educational leaders 

whose institutions have below board results have been rated better by their 

subordinates. It means they may be favorites of their subordinates as they 

have lost control on institutions that resultantly show low performance. 

Hence it may be concluded that institutional performance of the 

educational leaders having below board results is better reported by their 

subordinates.  

5. This study explores a directly proportional effect between number of 

employees and institutional performance of leaders. It is concluded that 

increase in number of employees under control has positive effect on 

institutional performance of educational leaders. 

6. Like various other studies, this research explored that academic 

qualification of head of institution has positive impact on the overall 

performance of the institution. Among all educational leaders, those 

educational leaders who have higher qualification perform better than 

other leaders. It can concluded that academic qualification of education 

leader has positive effect on their institutional performance. 

7. Frequent visits of educational leaders to the institutions under their control 

have negative effect on their institutional performance. The educational 

leaders who frequently visit to field institutions and do not give more time 
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to their subordinates in offices are not well rated by their subordinates and 

are considered not effective in terms of administrative tasks. 

8. Educational leaders having field institutions under their administrative 

control have negative effect on their institutional performance.  It means 

that more an educational leader is away from his office their performance 

is rated as low as compared to those leaders who give more time to their 

administrative tasks within the office. 

9. Preparation of PC-I almost have no effect on institutional performance of 

education leaders. Mostly PC-I is prepared by the educational leaders who 

are working as district managers rather than head of an educational 

institute. This finding also supports the above findings that educational 

leaders who do not have field duties are considered more effective. 

10. Task oriented behavior of educational leaders is better than relation 

oriented behaviour of educational leaders in relation to their institutional 

performance. The educational leaders who are more oriented towards tasks 

and objective oriented are more effective than democratic or relation 

oriented behavior leaders.  
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RECOMMENDATIONS 

 

This study was an investigation to identify the leadership behaviour of educational 

leaders as perceived by their Subordinates/ teaching staff and nature of leadership 

behaviour (both Relation and Tasks Oriented Behaviour) and Demographics 

(Attributes and Situational factors) on institutional performance. In this regard the 

reader may find specific areas and/ or points for further research study based on 

conclusions derived out of findings. To investigate some more shades in the area 

of educational leadership and management the following general 

recommendations are made for further research.  

1. As this study explored that high educated leaders shown better 

institutional performance, so it is recommended that educational 

personnel must be academically and professionally prepared for 

appointing as institutional leaders. 

2. An energetic and enthusiastic leader is more effective than aged in 

educational set up. So young people should be encouraged for 

educational leadership than seasoned. 

3. Experienced educational leaders may be preferred for high profiles in 

education. Although a young and energetic leader is more preferable 

than aged but in addition to this a reasonable experience upto 10 years 

is preferable than having a long experience which makes a person 

lethargic and stereotype.     

4. The job role of DEOs may be redefined to improve their performance 

and more supportive to EDOs. As the need for DEOs is imperative 
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both for secondary and elementary level, their redefined role may be 

more productive and more supportive to EDOs. 

5. This study may be replicated from purely female educational leaders, 

from different populations, other Provinces and educational institutions 

run by Non-Governmental Organization (NGO) Community Based 

Organization (CBO) Civil societies (CS). 

6. Teachers training institutions especially running educational planning 

and management programmes must give emphases on material related 

toTask Oriented Behaviour of educational leaders in curricula. 

7. Govt. may improve performance of educational system by cultivating 

Task Oriented Behaviour in in-service teachers’ by training 

programmes or refresher courses.  

8. This study was meant to identify the balance between the educational 

leaders’ Behaviour Orientation’s, Attributes, Situational factors, and 

their effectiveness. The sample of this study was comprised of a cluster 

of strata of educational leaders. So careful longitudinal studies are 

needed on each strata of the study. Gender may be considered to 

investigate effect of both Relation and Tasks Oriented Behaviour on 

their institutional performance. 

9. As a general notion for educational leadership effectiveness on 

institutional performance has been that the effective educational 

leaders display both types of leadership behaviour. Hence further 

investigation is required to examine why task orientation behaviour 
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appear to be less favorable to the educational leadership effectiveness 

on institutional performance. 

10. Effect of Task Relation Oriented Behaviour and Relational Oriented 

Behaviour on rural and urban located intuitional leaders may be 

investigated 

11. An outcome of the study reveals that the Task Relation Oriented 

Behaviour has dominance over the Relational Oriented Behaviour. The 

task oriented leaders give less importance to inter personal skills and 

group leadership and rather give more emphasis on planning, 

organization, time management and delegation of power etc. Thus, the 

behaviour of educational leader exhibits, a reflection of his interaction 

with the organization in which he inhabits. Hence, further 

investigations can be made about the contribution of organizational 

culture and community norms in shaping up the educational leader’s 

leadership behaviour. Further study can also be undertaken about the 

level and nature of training by the Staff Development Institutions to 

bring a positive change in the Relation-Oriented Behaviour and the 

connection between the level of professional growth & development in 

altering the behaviour of educational leaders.  

12. The educational leadership behaviour and their effectiveness on 

institutional performance were interpreted in the light of perception of 

the subordinates/ teaching staff. The perception about the Relation-

Oriented Behaviour, Task Oriented Behaviour and effectiveness 
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criterion reference may further be enlarged by including rating of 

Subordinates, Colleagues, Self Appraisal, Students, and their parents. 

13. A closely related series of studies in the context of Human Resource 

Development (HRD) and Human Resource Management (HRM) for 

the improvement of School Education, High Education and District 

Education Management be undertaken to bring the policy makers close 

to shift in paradigm relating to organizational restructuring to fulfill the 

challenging future needs of 21st century.  
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Appendix A  

Leadership Questionnaire 

Leader Behaviour Description Questionnaire (LBDQ) 

 Given below is a list of statements that may be used to describe about 

leadership Behaviour of your head. Each statement describes a specific kind of 

Behaviour, but does not ask you to judge whether the Behaviour is desirable of 

undesirable. Read each one carefully, and then using the following scale, decide 

as actually and accurately as you can the Behaviour of your head. Please put a (√  

) in the appropriate column to the right of each statement. 

Letters from A – E represent following argument with the statements. 

A Always 
B Often 
C Occasionally 
D Seldom 
E Never 

Code 
Statement about Leadership Behaviour A B C D E 

R-O1 S/he is a good listener.      

R-O2 S/he handles conflict with a minimum of discomfort.      

R-O3 S/he is courteous, self-controlled, patient and use discretion in 
dealing with others. 

     

R-O4 S/he is trustworthy and exhibits confidence and trust in others.      

R-O5 S/he maintains consistency of Behaviour in social ethical and 
organizational job related activates. 

     

R-O6 S/he is intellectually honest.      

R-O7 S/he considers about the needs and feelings of others.      

R-O8 S/he shows awareness and sensitivity to the feelings, thoughts 
and expressions of others. 

     

R-O9 S/he foresees the impact and the implications of decisions on 
the climate, culture and goals of the institution. 

     

R-O10 S/he develops enthusiasm for the accomplishment of agreed 
upon goals of the institution. 

     

R-O11 S/he uses personal presence to influence others.      

R-O12 S/he maintains visibility and accessibility.      

R-O13 S/he promotes collegial Behaviour.      

R-O14 S/he personally facilitates individual and group problem 
solving. 
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R-O15 S/he facilitates team and group leadership.      

T-O16 S/he anticipates needs and plan for organization and staff.      

T-O17 S/he informs staff members of their role in planning process.      

T-O18 S/he develops action plans, which reflect careful planning and 
imagination for goal achievement of the organization. 

     

T-O19 S/he shifts priorities to meet changing needs.      

T-O20 S/he understands how own Behaviour affects other and makes 
appropriate adjustments. 

     

T-O21 S/he divides her/his time for meetings and other commitments.      

T-O22 S/he uses sound office management practices, for efficient and 
effective operations. 

     

T-O23 S/he serves as mentor.      

T-O24 S/he promotes upward mobility opportunities for all staff 
personnel. 

     

T-O25 S/he develops the skills and competencies of subordinates 
through training and development activities related to current 
and future jobs. 

     

T-O26 S/he utilizes subordinates effectively by allocating decision-
making and other responsibilities to the appropriate 
subordinates. 

     

T-O27 S/he delegates task within the scope of subordinates’ job 
description, which maximizes staff’s ability and potential. 

     

T-O28 S/he studies and analyzes program evaluation results.      

T-O29 S/he uses evaluation results to develop a follow-up plan for 
institutional improvement. 

     

T-O30 S/he uses different methods and techniques of evaluation to the 
current programs/activities for refining and improving them. 
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Appendix B 
Leadership Questionnaire 

Institution Performance Questionnaire (IPQ) 

 Given below is a list of statements to diagnose the optimal impact of 
leadership Behaviour of your head on effective performance of institution for 
achieving the goals of education as laid down in the national documents? Please 
put a (√ ) to the appropriate column to the right of each statement. 

Letters from A – E represent the following statements. 

 
A Always 
B Often 
C Occasionally 
D Seldom 
E Never 
 
Sr. No Statement about Institution Performance 

A B C D E 
1 S/he develops functional and working atmosphere in the 

institutions. 
     

2 S/he disposes the institutional tasks swiftly as per rules.      

3 S/he makes the students and staff to enjoy more academic 
freedom. 

     

4 S/he implements the calendar of activities in true letter and 

sprite. 

     

5 S/he utilizes human resources for better institutional efficiency 
and performance. 

     

6 S/he directs the staff to be regular and efficient in the discharge 
of their duties. 

     

7 S/he believes in consultation, discussion and seeking advice for 
the betterment of the institution. 

     

8 S/he shows concern and sensitizes the youth for better output of 
the institution. 

     

9 S/he tries to come up to the aspirations of the community.      

10 S/he develops cohesiveness among the staff fro fulfilling the 
goals of the institution. 

     

11 S/he believes in the academic audit of the staff and performance 
audit of the institution. 

     

12 S/he facilitates the staff for the fulfillment of institutional needs.      

13 S/he develops the spirit of work for personal satisfaction among 
the colleagues. 

     

14 S/he resolves individual and group problems for enhancing the 
output/efficiency of the institution. 

     

15 S/he encourages colleagues to act as leaders in their own 
positions. 
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16 S/he develops a spirit of competition among the staff.      

17 S/he assigns priorities to the institutional needs over individual 
needs. 

     

18 S/he maintains a balance among the official duties and 
institutional commitments. 

     

19 S/he establishes a liaison with community, sister and superior 
institutions. 

     

20 S/he objectively recommends the deserving for academic and 
professional pursuits. 

     

21 S/he reshuffles the setting and assignments for effective 
performance of the institution. 

     

22 S/he acts as catalyst in the use of potential of the staff for better 
institutional efficiency. 

     

23 S/he believes in selecting right man for right job for best 
possible institutional out put. 

     

24 S/he uses feedback from all corners for the re-organization of 
programs/activities. 

     

25 S/he uses formative and summative evaluation techniques for 
impressive results of the institution. 

     

 



160 
 

Appendix C 

Leadership Questionnaire 

Leadership Demographics (Attributes + Situational factors) Checklist 
(LDC) 

   

1. Express Age        Y     M        D 
   

 
 
 
 
 
2. Experience as head/Administrative position      Y      M        D 

   
 
 
 
 
 
3. Stay in Education Department       Y      M        D 

   
 
 
 
 
 
4. Length of time spent in Academic pursuit       Y       M        D 

   
(Norm reference)    
16 years=M.A/M.Sc 
19 years=M.Phil 
23 years=Ph.D  

 
 
 
5. Length of time spent in professional pursuit     Y         M         D 

   
       (Norm reference) 

       02years =.A.(Education) 
04years=MA.(EPM) after M.A     
Education/M.Ed. 
01year =B.Ed 
02years =M.Ed after B.Ed 

 
 
6. No. of Management courses attended 
         (Tick one)  

1  
2  
3  
4  
5 and above  
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7. Total staff (Teaching + Non-teaching) Pay scale wise 
 

BPS 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 

Total sanctioned 
posts: 

                    

Total posts filled 
in: 

                    

Total posts 
vacant: 

                    

 
 
 
 8. Quantitative Institutional Performance 
 

8.1 Higher Secondary Level results (if applicable) 
 

Year Appeared Passed %age I Div. II Div. III Div. 
2000       
2001       
2002       

 
8.2 Graduate Level results (if applicable) 

 
Year Appeared Passed %age I Div. II Div. III Div. 
2000       
2001       
2002       

 
8.3 Professional Degree Level results (if applicable) 

 
B.Ed. 
 

Year Appeared Passed %age I Div. II Div. III Div. 
2000       
2001       
2002       

 
8.4 Professional Degree Level results (if applicable) 

 
M.Ed. 
 

Year Appeared Passed %age I Div. II Div. III Div. 
2000       
2001       
2002       

 
8.5 Institutions under your administrative control. (if applicable) 

EDO (GHSS + GDC + GCE) 
         (Tick one)  

1-5  

6-10  
11-15  
16-20  
21 & above  
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8.6 Institutions under your administrative control. (if applicable) 

DEO (GHSS) 
         (Tick one)  

1-5  

6-10  
11-15  
16-20  
21 & above  

 
 
 
 

8.7 Institutions visited during an academic calendar (if applicable) 
EDO (GHSS + GDC + GCE) 

         (Tick one) 
1-5  

6-10  
11-15  
16-20  
21 & above  

 
    
       

8.8 Institutions visited during one academic calendar (if applicable) 
DEO (GHSS) 

         (Tick one) 
1-5  

6-10  
11-15  
16-20  
21 & above  

 
 

8.9 P.C-I prepared and submitted. (if applicable) 
EDO (GHSS + GDC +GCE) 

(Tick one)  
1-5  

6-10  
11-15  
16-20  
21 & above  

 
           

8.10 P.C-I prepared and submitted. (if applicable) 
DEO (GHSS) 

         (Tick one) 
1-5  

6-10  
11-15  
16-20  
21 & above  
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       Appendix D 
 List and Codes of GHSS in the Punjab (M/F)  

         

Sr-
No. 

ID-Number Institution Name Tehsil District Division 

1 M 1 1 1 0 1 GHSS Dunga Bunga Bahawalnagar Bahawalnagar Bahawalpur 

2 M 1 1 2 0 2 GHSS Dahran Wala Chishtian Bahawalnagar   

3 M 1 2 1 0 3 GHSS Mubarakpur Ahmadpur East Bahawalpur   

4 M 1 3 2 0 4 GHSS Firoza Liaqatpur R.Y. Khan   

5 F 1 1 4 0 5 GGHSS Faqir Wali Haroonabad Bahawalnagar   

6 F 1 2 1 0 6 GGJSS Satellite Town Distt. Bahawalpur Ahmadpur East Bahawalpur   

7 F 1 3 2 0 7 GGHSS Firoza Liaqatpur R.Y. Khan   

8 M 2 1 1 0 8 GHSS Kot Chutta D.G. Khan D.G. Khan D.G.Khan 

9 M 2 2 3 0 9 GHSS Ladhana Leyyah Leyyah   

10 M 2 3 3 0 0 GHSS Shah Jamal Muzaffargarh Muzaffargarh   

11 M 2 3 2 1 1 GHSS Chowk Sarwar Shaheed Kot Addu Muzaffargarh   

12 M 2 4 2 1 2 GHSS Mithan Kot Rajanpur Rajanpur   

13 F 2 1 1 1 3 GGHSS Choti Zareen D.G. Khan D.G. Khan   

14 F 2 2 3 1 4 GGHSS Kot Sultan Leyyah Leyyah   

15 F 2 3 2 1 5 GGHSS Chowk Sarwar Shaheed Kot Addu Muzaffargarh   

16 F 2 4 2 1 6 GGHSS Mithan Kot Rajanpur Rajanpur   

17 M 3 1 1 1 7 GHSS Chak Jhumra Faisalabad Faisalabad Faisalabad 

18 M 3 2 2 1 8 GHSS Rodu Sultan Jhang Jhang   

19 M 3 2 3 1 9 GHSS Garh Maharajah  Shorkot Jhang   

20 M 3 3 2 2 0 GHSS Sandhlian Wali Kamalia T.T. Singh   

21 F 3 1 1 2 1 GGHSS Chak Jhumra Faisalabad Faisalabad   

22 F 3 2 2 2 2 GGHSS Bagh Jhang Jhang Jhang   

23 F 3 3 2 2 3 GGHSS Pir Mahal  Kamalia T.T. Singh   

 
 
 



164 
 

 
 

Sr-
No. 

ID-Number Institution Name Tehsil District Division 

24 M 4 1 1 2 4 GHSS Gujranwala Gujranwala Gujranwala Gujranwala 

25 M 4 2 2 2 5 GHSS Dinga Kharian Gujrat    

26 M 4 3 3 2 6 GHSS No. 2 Sialkot Sialkot Sialkot   

27 M 4 3 3 2 7 G Christian HSS Sialkot cantt. Sialkot Cantt.     

28 M 4 4 2 2 8 GHSS Kot Nainan Shakrgarh Narowal   

29 M 4 6 2 2 9 GHSS Dhoke Kasib Mandi Bahuddin 
Mandi 
Bahuddin 

  

30 M 4 6 2 3 0 GHSS Khewa Mandi Bahuddin 
Mandi 
Bahuddin 

  

31 F 4 1 1 3 1 GGHSS No. 2 Gujranwala Gujranwala Gujranwala   

32 F 4 2 2 3 2 GGHSS Kharian Kharian Gujrat    

33 F 4 3 3 3 3 GGHSS Lady Andersan Sialkot Sialkot Sialkot   

34 F 4 5 2 3 4 GGHSS Pindi Bhattian Pindi Bhattian Hafizabad   

35 F 4 6 1 3 5 GGHSS Malak Wal Malak Wal 
Mandi 
Bahuddin 

  

36 M 5 1 2 3 6 GHSS Khudian Khas Kasur Kasur Lahore 

37 M 5 2 1 3 7 G Comprehensive HSS Ghoray Shah Lahore Lahore Cantt Lahore Cantt   

38 M 5 3 2 3 8 GHSS Renala Khurd Okara Okara   

39 M 5 4 1 3 9 GHSS Muridke Ferozwala Sheikhupura   

40 M 5 4 3 4 0 GHSS Farooq Abad Sheikhupura Sheikhupura   

41 F 5 1 3 4 1 GGHSS Phool Nagar Pattoki Kasur   

42 F 5 2 2 4 2 GGHSS Awan Town Lahore Lahore City Lahore City    

43 F 5 2 1 4 3 GGHSS Singpura Lahore Lahore Cantt Lahore Cantt   

44 F 5 3 2 4 4 GGHSS Renala Khurd Okara Okara   

45 F 5 4 1 4 5 GGHSS Muridke Ferozwala Sheikhupura   

46 M 6 1 3 4 6 GHSS Kot Mela Ram Multan Sadar Multan Sadar Multan 

47 M 6 1 3 4 7 GHSS Alampur Multan Multan Sadar Multan Sadar   
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Sr-
No. 

ID-Number Institution Name Tehsil District Division 

48 M 6 3 2 4 8 GHSS Tibba Sultan pur Mailsi Vehari   

49 M 6 4 3 4 9 GHSS Tulamba  Mian Channu Khanewal   

50 M 6 6 3 5 0 GHSS Makhdoom Aali Dunyapur Lodhran   

51 M 6 7 2 5 1 GHSS Harrapa Sahiwal Sahiwal   

52 M 6 8 2 5 2 GHSS Qaboola Arifwala Pakpattan   

53 F 6 1 3 5 3 GGHSS Shujabad Multan Multan Sadar Multan Sadar   

54 F 6 3 2 5 4 GGHSS Tibba Sultan pur Mailsi Vehari   

55 F 6 4 3 5 5 GGHSS Tulamba Mian Channu Khanewal   

56 F 6 6 3 5 6 GGHSS Jallah Arian Dunyapur Lodhran   

57 F 6 7 2 5 7 GGHSS Harrapa Sahiwal Sahiwal   

58 F 6 8 2 5 8 GGHSS Qaboola Arifwala Pakpattan   

59 M 7 1 5 5 9 GHSS Hassan Abdal Hassan Abdal Attock Rawalpindi 

60 M 7 2 1 6 0 GHSS Dina Jhelum Jhelum   

61 M 7 3 3 6 1 G Islamia HSS No. 1 Rawalpindi Rawalpindi Rawalpindi   

62 M 7 3 3 6 2 G Dennys HSS Rawalpindi Rawalpindi Rawalpindi   

63 M 7 4 2 6 3 GHSS Lawa Talagang Chakwal   

64 F 7 1 1 6 4 GGHSS Hazroo Attock Attock   

65 F 7 2 3 6 5 GGHSS Sohawa Sohawa Jhelum   

66 F 7 3 3 6 6 GGHSS No. 1 Rawalpindi Rawalpindi Rawalpindi   

67 F 7 4 3 6 7 GGHSS Choa Saiden Shah Choa Saiden 
Shah 

Chakwal   

68 M 8 1 1 6 8 GHSS Darya Khan Bhakkar Bhakkar Sargodha 

69 M 8 2 1 6 9 GHSS Qaidabad Khushab Khushab   

70 M 8 2 1 7 0 GHSS Mitha Tiwana Khushab Khushab   

71 M 8 3 2 7 1 GHSS Kundian Mianwali Mianwali   

72 M 8 4 1 7 2 GHSS Kot Moman Bhalwal Sargodha   

73 F 8 1 1 7 3 GGHSS Darya Khan Bhakkar Bhakkar   

74 F 8 2 1 7 4 GGHSS Khushab Khushab Khushab   

75 F 8 2 1 7 5 GGHSS Kundian Khushab Mianwali   

76 F 8 4 1 7 6 GGHSS Bhera Bhalwal Sargodha   
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        Appendix E 
 List and Codes of Government Degree Colleges in the Punjab  

          
Sr.# ID-Number Institution Name Tehsil District Division 

1 M C 1 1 3 0 1 GC, Fortabbas Fortabbas Bahawalnagar Bahawalpur 
2 M C 1 2 3 0 2 GDC, Hasilpur Hasilpur Bahawalpur  
3 M C 1 3 2 0 3 GDC, Liaquatpur Liaquatpur R.Y. Khan  
4 F C 1 1 3 0 4 GC (W), Fortabbas Fortabbas Bahawalnagar  
5 F C 1 2 3 0 5 GC (W), Hasilpur Hasilpur Bahawalpur  
6 F C 1 3 2 0 6 GC (W), Liaquatpur Liaquatpur R.Y. Khan  
7 M C 2 1 2 0 7 GDC, Tonsa Shareef Tonsa Shareef D.G. Khan D.G. Khan 
8 M C 2 2 2 0 8 GC, Karor Karor Layyah  
9 M C 2 3 3 0 9 GC, Muzaffargarh Muzaffargarh Muzaffargarh  
10 F C 2 1 2 1 0 GC (W), Tonsa Shareef Tonsa Shareef D.G. Khan  
11 F C 2 2 2 1 1 GC (W), Karor Karor Layyah  
12 F C 2 3 3 1 2 GC (W), Muzaffargarh Muzaffargarh Muzaffargarh  
13 F C 2 4 2 1 3 GC (W), Rajanpur Rajanpur Rajanpur  
14 M C 3 1 1 1 4 Govt. Islamia College, Faisalabad Faisalabad Faisalabad Faisalabad 
15 M C 3 2 1 1 5 Govt. Islamia College, Chiniot Chiniot Jhang  
16 M C 3 3 1 1 6 GC, Gojra Gojra T.T. Singh  

17 F C 3 1 1 1 7 
Govt. Islamia College  (W), 
Faisalabad 

Faisalabad Faisalabad  

18 F C 3 2 1 1 8 GC (W), Chiniot Chiniot Jhang  
19 F C 3 3 1 1 9 Govt. M.D. College (W), Gojra Gojra T.T. Singh  
20 M C 4 3 2 2 0 GDC, Pasrur Pasrur Sialkot Gujranwala 
21 M C 4 4 2 2 1 GDC, Shakargarh Shakargarh Narowal  
22 M C 4 5 1 2 2 GDC, Hafizabad Hafizabad Hafizabad  
23 F C 4 3 2 2 3 GDC (W), Pasrur Pasrur Sialkot  
24 F C 4 4 2 2 4 GDC (W), Shakargarh Shakargarh Narowal  

25 F C 4 5 1 2 5 
Govt. Islamia Degree College (W), 
Hafizabad 

Hafizabad Hafizabad  

26 F C 4 6 2 2 6 GDC (W), M.B. Din M.B. Din M.B. Din  
27 M C 5 1 1 2 7 GDC, Chunian Chunian Kasur Lahore 
28 M C 5 2 1 2 8 GDC, Shalimar, Lahore Lahore Cantt. Lahore  
29 M C 5 3 1 2 9 GC, Depalpur Depalpur Okara  
30 F C 5 1 2 3 0 GDC (W), Kasur Kasur Kasur  

31 F C 5 2 1 3 1 
Govt. Model Degree College, 
Model Town, Lahore 

Lahore Cantt. Lahore  

32 F C 5 3 1 3 2 GC (W), Depalpur Depalpur Okara  

33 F C 5 4 2 3 3 
Govt. GN Degree College (W), 
Nankaana Sahib Nankaana Sahib Sheikhupura  

34 M C 6 1 1 3 4 GC of Science, Multan Multan City Multan Multan 
35 M C 6 3 2 3 5 GDC, Mailsi Mailsi Vehari  
36 M C 6 7 2 3 6 Govt. Imamia College, Sahiwal Sahiwal Sahiwal  
37 F C 6 1 1 3 7 GC (W), Mumtazabad, Multan Multan City Multan  
38 F C 6 3 2 3 8 GC (W), Mailsi Mailsi Vehari  
39 F C 6 4 3 3 9 GC (W), Mian Channu Mian Channu Khanewal  

40 F C 6 7 2 4 0 
Govt. Crescent College (W), 
Sahiwal 

Sahiwal Sahiwal  

41 F C 6 8 2 4 1 GC (W), Arifwala Arifwala PakPattan  
42 M C 7 2 3 4 2 GC, Sohawa Sohawa Jhelum Rawalpindi 
43 M C 7 3 2 4 3 GC, Murree Murree Rawalpindi  

44 M C 7 4 2 4 4 GDC, Talagang Talagang Chakwal  

45 F C 7 1 3 4 5 GC (W), Pindi Gheb Pindi Gheb Attock  

46 F C 7 2 2 4 6 GC (W), Pind Dad Khan Pind Dad Khan Jhelum  
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Sr.# ID-Number Institution Name Tehsil District Division 

47 F C 7 3 2 4 7 GC (W), Murree Murree Rawalpindi  

48 F C 7 4 2 4 8 GDC (W), Talagang Talagang Chakwal  

49 M C 8 2 3 4 9 GC, Jauharabad Jauharabad Khushab Sargodha 

50 M C 8 3 1 5 0 GC, Isa Khel Isa Khel Mianwali  

51 M C 8 4 2 5 1 
Govt. Ambala Muslim College, 
Sargodha 

Sargodha Sargodha  

52 F C 8 1 1 5 2 GC (W), Bhakkar Bhakkar Bhakkar  

53 F C 8 2 3 5 3 GC (W), Jauharabad Jauharabad Khushab  

54 F C 8 3 2 5 4 GC (W), Mianwali Mianwali Mianwali  

55 F C 8 4 2 5 5 GC (W), Sargodha Sargodha Sargodha  
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     Appendix F 
  List and Codes of EDOs in the Punjab  
       
       

Sr-No. ID-Number Institution Name District Division 

1 E D O 1 2 EDO (Education) Bahawalpur Bahawalpur 

2 E D O 1 3 EDO (Education) R.Y. Khan  

3 E D O 2 1 EDO (Education) D.G. Khan D.G. Khan 

4 E D O 2 3 EDO (Education) Muzaffargarh  

5 E D O 3 1 EDO (Education) Faisalabad Faisalabad 

6 E D O 3 3 EDO (Education) T.T. Singh  

7 E D O 4 1 EDO (Education) Gujranwala Gujranwala 

8 E D O 4 3 EDO (Education) Sialkot  

9 E D O 5 1 EDO (Education) Kasur Lahore 

10 E D O 5 2 EDO (Education) Lahore  

11 E D O 5 4 EDO (Education) Sheikhupura  

12 E D O 6 1 EDO (Education) Multan Multan 

13 E D O 6 7 EDO (Education) Sahiwal  

14 E D O 7 2 EDO (Education) Jhelum Rawalpindi 

15 E D O 7 3 EDO (Education) Rawalpindi  

16 E D O 8 3 EDO (Education) Mianwali Sargodha 

17 E D O 8 4 EDO (Education) Sargodha  
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  Appendix G 
 

List and Codes of DEOs in the Punjab 
 
 
 

Sr-No. ID-Number Institution Name District Division 

1 D E O 1 2 DEO (SE) Bahawalpur Bahawalpur 

2 D E O 1 3 DEO (SE) R.Y. Khan  

3 D E O 2 1 DEO (SE) D.G. Khan D.G. Khan 

4 D E O 2 3 DEO (SE) Muzaffargarh  

5 D E O 3 1 DEO (SE) Faisalabad Faisalabad 

6 D E O 3 3 DEO (SE) T.T. Singh  

7 D E O 4 1 DEO (SE) Gujranwala Gujranwala 

8 D E O 4 3 DEO (SE) Sialkot  

9 D E O 5 1 DEO (SE) Kasur Lahore 

10 D E O 5 2 DEO (SE) Lahore  

11 D E O 5 4 DEO (SE) Sheikhupura  

12 D E O 6 1 DEO (SE) Multan Multan 

13 D E O 6 7 DEO (SE) Sahiwal  

14 D E O 7 2 DEO (SE) Jhelum Rawalpindi 

15 D E O 7 3 DEO (SE) Rawalpindi  

16 D E O 8 3 DEO (SE) Mianwali Sargodha 

17 D E O 8 4 DEO (SE) Sargodha  
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  Appendix H 
 

List and Codes of GCEs in the Punjab 
 
 
 

Sr-No. ID-Number Institution Name District Division 

1 G C E O 1 GCE Lahore Lahore 

2 G C E O 1 GCE Lahore Lahore 

3 G C E O 1 GCE Lahore Lahore 

4 G C E O 1 GCE D.G. Khan D.G. Khan 

5 G C E O 1 GCE Multan Multan 

6 G C E O 1 GCE Faisalabad Faisalabad 
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Appendix I 
Tehsil Code System 

 
The code consists of numbers of which the first stand for Province (here three for 
Punjab). The second number stands for the Division, the third number stands for 
District. And the fourth number stands for the Tehsil. 
 
To give the complete code for any Tehsil look up the name of the Tehsil in its 
respective Division and District 
 
Example: Tehsil Liaqatpur =3132 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 

 

Example:   Tehsil Gujranwala =3411 

Division   31   Bahawalpur Division   33   Faisalabad 
 
District Tehsil District Tehsil 
 
311 Bahawalnagar 3111 Bahawalnagar 331 Fasalabad 3311 Faisalabad 
 3112 Chishtian  3312 Jaranwala 

3113 Fort Abbas  3313 Samundari 
3114 Haroonabad  3314 Faisalabad sadder 
3115 Minchanabad  3315 Chak Jhumra 

 
312 Bahawalpur 3121 Ahmadpur East 332 Jhang 3321 Chiniot 
 3122 Bahawalpur  3322 Jhang 

3123 Hasilpur  3323 Shorkot 
3124 Yazman  
3125 Khairpur 
Tamewali 

333 Toba Tek Singh 3331 Gojra 

  3332 Kamalia 
313 Rahimyar Khan 3131 Khanpur  3333 Toba Tek Singh 
 3132 Liaqatpur   

3132 Rahimyar Khan   
3134 Sadiqabad   

    

Division   32   D.G. KHAN Division   34   GUJRANWALA  
 
District  Tehsil District Tehsil 
 
 341 Gujranwala 3411 Gujranwala 

 3412 Wazirabad 

3413 Kamoke 
3414 Noshera Virkan 

321 D.G. Khan 3211 D.G. Khan  
 3212 Taunsa 

3213 Tribal Area 342 Gujrat 3421 Gujrat 
 3422 Kharian 
322 Leyyah 3221 Chubara  

3222 Karor 343 Sialkot 3431 Daska 
3223 Leyyah 3432 Pasrur 

 3433 Sialkot 
323 Muzaffargarh 3231 Alipur  

3232 Kot Adu 344 Narowal 3441 Narowal 
3233 Muzaffargarh 3442 Shakargarh 
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    Eample: Tehsil Safdar Abad =3544 

Division   35   Lahore Division   37   Rawalpindi 
 
District Tehsil District Tehsil 
 
351 Kasur 3511 Chunian 371 Attok 3711 Attok 

3512 Kasur 3712 Fateh Jang 
3513 Pattoki 3713 Pindi Gheb 

 3741 Jand Saddar 
352 Lahore 3521 Lahore Cantt 3715 Hassanabdal 

3522 Lahore City  
 372 Jhelum 3721 Jhelum 
353 Okara 3531 Depalpur 3722 Pind Dadan Khan 

3532 Okara 3723 Sohawa 
  
354 Shekhupura 3541 Ferozwala 373 Rawalpindi 3731 Kahuta 
 3542 Nankana Sahib  3732 Muree 
 3543 Sheikhupura  3733 Rawalpindi 
 3544 Safdar Abad  3734 Taxila 
  3735 Kotli Sattian 

 3736 Gujar Khan 
 
374 Chakwal 3741 Chakwal 

3742 Talagang 
3743 Choa Saidan Shah 

 
 Example:   Tehsil Pakpattan =3681 
Division   36   MULTAN Division   38   SARGODHA 
 
District Tehsil District Tehsil 
 
361 Multan 3611 Multan City 381Bhakkar 3811 Bhakkar 
 3612 Shuja Abad 3812 Kallur Kot 
 3613 Multan Sadar 3813 Mankera 
 3614 Jalalpur Pirwala  
 382 Kushab 3821 Khushab 
363 Vehari 3631 Burewala 3822 Nurpur Thal 
 3632 Mailsi  
 3633 Vehari/Renala Khurd 383 Mianwali 3831 Isa khel 
 3832 Mianwali 
364 Khanewal 3641 Kabirwala  
 3642 Khanewal 384 Sargodha 3841 Bhalwal 
 3643 Mian Channu  3842 Sargodha 
 3644 Jahanian  3843 Shahpur 
  3844 Sillanwali 
366 Lodhran 3661 Lodhran  
 3662 Karor 
 3663 Dunyanpur 
 
367 Sahiwal 3671 Chichawatani 

3234 Jatoi  
 345 Hafizabad 3451 Hafizabad 
324 Rajanpur 3241 Jampur 3452 Pindi Bhattian 

3242 Rajanpur  
3243 Rojhan 346 Mandi Bahauddin 3461 Malikwala 
3244 Tribal Area 3462 Mandi Bahauddin 

 3463 Phalia 
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 3672 Sahiwal 
 3673 Arifwala 
 
368 Pakpattan 3681 Pakpattan 
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Appendix J  

Conceptual Paradigm of Leader Behaviour Description Questionnaire 

(LBDQ) 

   Leader Behaviour Description  

 

Relation-Oriented Behaviour   Task-Oriented Behaviour 

(Qs 1-15)     (Qs 16-30) 

 

 

Inter personal Skills    Planning & Organizing 

(Qs 1-3)     (Qs 16-18) 

 

Integrity     Flexibility & Adaptability 

(Qs 4-6)     (Qs 19-20) 

 

Sensitivity     Time Management 

(Qs 7-9)     (Qs 21-22) 

 

Persuasiveness    Personnel Management 

(Qs 10-12)     (Qs 23-25)  

 

Group Leadership    Delegation of Power 

(Qs 13-15)     (Qs 26-27) 

 

 

       Program Evaluation 

           (Qs 28-30) 
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Appendix K 
Research Design of the Study  

Population level 
POPULATION STRATA NO M/F TOTAL % 

All Higher Secondary School Principals in the Punjab 1 
M = 169 
F = 136 

305 
M = 42 (25%) 
F = 34 (25%)  

All Degree College Principals in the Punjab 2 
M = 97 
F = 121 

218 
M = 24 (25%) 
F = 31 (25%)  

All Professional College Principals in the Punjab 3 
M = 02 
F = 01 
Mixed = 03 

06 
M = 02 (100%) 
F = 01 (100%)  
Mixed = 03 (100%) 

All EDOs (Education) in the Punjab 4 Mixed = 34 34 Mixed = 17 (50%) 
All DEOs in the Punjab 5 Mixed = 34 34 Mixed = 17 (50%) 

 
 

 
 
 
 
 

 
 

 
 

 

 

Data Level 

Equalization Level 

Total Randomization Sample Comprising 
the Entire Individual in the Sample Above 

Mixed 
17 

(50%) 

Randomization Level 
 

Randomized 
Sample from 
Strata No. 2 

25 % of Strata 
No. 1 = 76 

25 % of Strata 
No. 2 = 55 

Randomized 
Sample from 
Strata No. 1 

100 % of Strata 
No. 3 = 06 

50 % of Strata 
No. 4 = 17 

50 % of Strata 
No. 1 = 76 

Randomized 
Sample from 
Strata No. 3 

Randomized 
Sample from 
Strata No. 4 

Randomized 
Sample from 
Strata No. 5 

M 
68(*4) 
 

F 
66(*4) 

TOTAL 
171 * 4 = 684 
171 + 684 = 855 
(Educational Leaders + Subordinates/Teaching Staff) 
 

Data Extracted from the Randomized 
Stratified Sample Indicated Above 

Mixed 
37(*4) 

Mixed 
03 

(100%) 

M 
42 

(25%) 

F 
34 

(25%) 

M 
24 

(25%) 

M 
01 

(100%) 

F 
01 

(100%) 

Mixed 
17 

(52%) 

F 
31 

(25%) 


