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PREFACE 

 

 
Educational Management and Leadership course intends to enhance the 

comprehension level of prospective teachers and make them skill oriented and 

valuable in their field of life. So this course is designed to foster learners’ 

understanding of educational management and leadership. It provides opportunity 

to gain special knowledge, skills and competencies across the core areas of 

educational management and leadership. The course covers: Management and 

leadership theories; Functions and tasks of management; Pedagogical and technical 

leadership skills and management of change in educational organizations. It also 

addresses issues in Management of educational resources; Conflict management in 

educational organizations and evaluating the performance of management and 

leadership. Overall this course aims to provide learners with an introduction to the 

core content, knowledge and skills in the field of educational leadership and 

management. In future learners of this course may able to work as human resource 

managers, knowledge managers, school principals and departmental officers, 

policy developers, vocational education sector managers, and leaders of university 

academic and administration units. The course will be delivered through lecture 

modules, discussions, students’ activities, and reflective learning.  

 

 

 (Dr. Naveed Sultana) 

 Chairperson 
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OBJECTIVES OF THE COURSE 
 

 

By the end of the course prospective teachers may be able to:  

 

1. acquire theoretical background of management and leadership. 

2. obtain knowledge and skills for managing educational organizations. 

3. analyze the theories and practices in educational management and leadership. 

4. analyze principles of management and leadership styles in education. 

5. attain leadership skills in managing changes, conflicts and resources in 

educational organizations.  

6. synthesize the management and leadership functions in holistic educational 

perspective. 
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INTRODUCTION 
 

 

Education is the equipping of knowledge, skills, values, beliefs, habits and attitudes 

through learning experiences. The education system is an ecosystem of 

professionals situated in educational institutions such as Government ministries, 

unions, statutory boards, agencies and schools. The education system comprises 

political heads, principals, teaching staff, non-teaching staff, administrative 

personnel and other education professionals working in tandem to enrich and 

enhance the educational process. At all levels of the ecosystem in the education 

system, management is required. Management involves the planning, organizing, 

implementation, review, evaluation and integration of clear deliverables of the 

institution. Educational Management is the process of planning, organizing, 

directing and controlling the activities of an institution by utilizing human and 

material resources so as to effectively and efficiently accomplish functions of 

teaching, extension work and research. The field of education is expected to 

provide society with human resources which have specialized knowledge, attitudes, 

work ethics, social, moral & political values and skills so as to sustain and enhance 

the expected development of the nation. Educational management is both a field of 

academic study and a collective group of professionals that includes principals, 

teachers and other education professionals. Educational management, also 

sometimes known as educational administration, is commonly associated with 

elementary and secondary schools as well as institutes of higher learning like 

colleges and universities. Educational management professionals can also be found 

working in governmental agencies, private companies, and non-profit 

organizations. Those working in educational management might act as policy-

makers, researchers, or consultants to help evaluate and develop ways to enrich and 

enhance the educational system at all levels. Most educational management 

professionals have earned at least a master's degree and many are licensed teachers 

or principals. Thus the knowledge of Educational management theories, principles, 

concepts, techniques, skills and strategies, when applied to education will bring 

about effective and efficient functioning of educational institutions. The knowledge 

of educational management is also necessary to train the present teachers to learn 

and run educational institutions professionally, as basic courses like B.Ed / M.Ed 

do not prepare teachers to become managers but they can have at least basic level 

information or knowledge about educational management.  

 

Overall Management is the Art/Science of: 

Getting work done. 

With the help of other people 

Within the given budget 

Within the given deadlines  



4 

 

LEARNING OUTCOMES 
 

After studying the unit, students will be able to: 

 understand the nature of management and educational management. 

 examine critically the principles of management and make efforts to 

implement these principles in education. 

 analyze the management process, elements and functions of management. 

 highlight the importance of Islamic management.  
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1.1 Concept of Management and Educational Management 
(a) What is Management? 

Etymologically the verb 'manage' comes from the Italian maneggiare (to handle, 

especially tools), which derives from the Latin word manus (hand). The French 

word mesnagement (later ménagement) influenced the development in meaning of 

the English word management in the 17th and 18th centuries. Management in 

business and organizations is the function that coordinates the efforts of people to 

accomplish goals and objectives using available resources efficiently and 

effectively. Management comprises planning, organizing, staffing, leading or 

directing and controlling an organization or initiative to accomplish a goal. 

 

The concept of management concept is comprehensive and covers all aspects of 

business. In simple words, management means utilizing available resources in the 

best possible manner and also for achieving well defined objectives. It is a distinct 

and dynamic process involving use of different resources for achieving pre-

determined objectives. The resources are: men, money, materials, machines, 

methods and markets. These are the six basic inputs in management process (six 

M's of management) and the output is in the form of achievement of objectives. It 

is the end result of inputs and is achieved through efficient management process. 

 

The term 'management' is used extensively in business; it is the core or life giving 

element in business. We expect that a business unit should be managed efficiently. 

This is precisely what is done in management. Management is essential for the 

conduct of business activities in an orderly manner. It is a vital function concerned 

with all aspects of working of an enterprise. 

 
Overall management is a process with a social element. It requires the efficient use 
of resources combined with the guidance of people in order to reach a specific 
organizational objective. It involves responsibility to achieve the objectives and to 
fulfill specific organizational purposes through economical and effective planning 
and regulation. It’s about taking charge and ensuring that the focus is placed on 
things and aspects of business that help to achieve the vision and goals. 
 
Three key characteristics define the process of management: 
First, management is a process of continuing and related activities. Each of the 
functions is related to each other and the functions complement each other. It is 
hard to consider the functions in isolation, as management requires each activity to 
complement one another.  
 
The second core characteristic of management is about it involving and 
concentrating on organizational goals. Management is largely focused on 
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achieving the key mission of the organization, its vision. Each function takes the 
organization closer to achieving its vision. 
 
Finally, management achieves the organizational goals by working with people 
and organization resources. The manager is in charge of supporting the people and 
connecting the right person with the right resources. 
 

Definitions of Management 

1. According to George R. Terry, "Management is a distinct process consisting 

of planning, organising, actuating and controlling, performed to determine 

and accomplish stated objectives by the use of human beings and other 

resources". 

2. According to Henry Fayol, "To manage is to forecast and to plan, to organise, 

to command, to coordinate and to control". 

3. According to Peter Drucker, "Management is a multi-purpose organ that 

manages business and manages managers and manages workers and work". 

4. According to Hughes, "Management is the art of getting things done through 

and with people in formally organized groups”. 

5. According to Hopkins, "Management is the art of getting things done through 

people". 

 

Characteristics of Management 

1. Management is a managerial process: Management is a process and not merely 

a body of individuals. Those who perform this process are called managers. The 

managers exercise leadership by assuming authority and direct others to act 

within the organisation. Management process involves planning, organising, 

directing and unifying human efforts for the accomplishment of given tasks. 

2. Management is a social process- Management takes place through people. The 

importance of human factor in management cannot be ignored. A manager's job 

is to get the things done with the support and cooperation of subordinates. It is 

this human element which gives management its special character. 

3. Management is action-based: Management is always for achieving certain 

objectives in terms of sales, profit, etc. It is a result-oriented concept and not 

merely an abstract philosophy. It gives importance to concrete performance 

through suitable actions. It is an action based activity. 

4. Management involves achieving results through the efforts of others: 

Management is the art of getting the things done through others. Managers 

are expected to guide and motivate subordinates and get the expected 

performance from them. Management acts as an activating factor. 

5. Management is a group activity: Management is not an isolated individual 

activity but it is a collective activity or an activity of a group. It aims at using 

https://www.cleverism.com/how-to-build-your-company-vision/
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group efforts for achieving objectives. Managers manage the groups and 

coordinate the activities of groups functioning in an organisation. 

6. Management is intangible: Management is not directly visible but its presence 

is noticed in the form of concrete results. Management is intangible. It is like 

invisible spirit, which guides and motivates people working in a business unit. 

Management is like government, which functions but is not visible in physical 

form. 

7. Management is aided, not replaced by computers: The computer is an 

extremely powerful tool of management. It helps a manager to widen his 

vision. The computer supplies ocean of information for important decision-

making. The computer has unbelievable data processing and feedback 

facilities. This has enabled the manager to conduct quick analysis towards 

making correct decisions. A computer supports manager in his managerial 

work. However, it cannot replace managers in business. They were required 

in the past, at present and also in future. Their existence is absolutely essential 

in the management process. 

8. Management is all pervasive: Management is comprehensive and covers all 

departments, activities and employees. Managers operate at different levels 

but their functions are identical. This indicates that management is a universal 

and all pervasive process. 

9. Management is an art, science as well as a profession: Management is an art 

because certain skills, essential for good management, are unique to 

individuals. Management is a science because it has an organised body of 

knowledge. Management is also a profession because it is based on advanced 

and cultivated knowledge. 

10. Management aims at coordination of activities: Coordination is the essence 

of management. It gives one clear direction to the whole organisation and 

brings unity and harmony in the whole business unit. For such coordination, 

effective communication at all levels is essential. 

11. Management is innovative: Management techniques are dynamic and 

innovative. They need to be adjusted as per the requirements of the situations. 

Another manager need not repeat the decisions of one manager. Similarly, a 

manager has to change his decisions under different situations. 

12. Management has different operational levels: Every organisation needs 

managers for managing business activities. The manager's job is basically the 

same at all levels. The managers at the higher levels have more important 

duties while managers at the lower levels have to perform routine functions 

i.e. duties. 

13. Management is different from ownership: Management is concerned with the 

management of business activities. Managers are not the owners but they 
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manage the business on behalf of the owners. Separation of ownership and 

management is a special feature of model business organisation. 

14. Management has vast scope: The scope of management is quite 

comprehensive. It covers all aspects of business. The principles of 

management guide managers while managing various business activities. 

15. Management is dynamic: Business is influenced by changes in economic, 

social, political, technological and human resource. Management adjusts 

itself to the changing atmosphere making suitable forecasts and changes in 

the policies. Hence, management is treated as a dynamic activity. 

16. Management aims at achieving predetermined objectives: Management is a 

meaningful activity. All organisations are essentially groups of individuals 

formed for achieving common objectives. An organisation exists for the 

attainment of specific objectives. 

 

(b) What is Educational Management? 

The origin of the development of educational management as a field of study began 

in the United States in the early part of the twentieth century. Development in the 

United Kingdom came as late as the 1960’s. Educational management, as the name 

implies, operates in educational organizations or institutions. 

 

There is no single accepted definition of educational management as its 

development observed in several disciplines or fields like business, industry, 

political science, economics, administration and law. So while defining the 

meaning of the term educational management can be said that, “Educational 

management is a complex human enterprise in which different resources are 

brought together and made available to achieve and to accomplish the desire and 

expected goals or objectives.” 

 

For success of educational management, there must be adequate freedom and 

flexibility on the one hand and necessary discipline and decorum on the other hand 

in the educational institution. 

 

Thus management of education or educational management implies the practical 

measures for ensuring the system to work for achieving the goals or objectives of 

an educational institution. The educational management operates in educational 

organizations or institutions. 

 

Although there is no single accepted definition of educational management but 

some specialists in this area have propounded their views in the form of giving their 

definitions on educational management which are given below. 
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Definitions of Educational Management: 

School management, as a body of educational doctrine, comprises a number of 

principles and precepts relating primarily to the technique of classroom procedure 

and derived largely from the practice of successful teachers. The writers in this field 

have interpreted these principles and precepts in various ways, usually by reference 

to larger and more fundamental principles of psychology, sociology and ethics. —

Paul Monore 

 

“Theory and practice of the organisation and administration of existing educational 

establishments and systems.” — G. Terrypage and J.B. Thomas 

 

To him management implies an orderly way of thinking. It describes in operational 

terms what is to be done, how it is to be done and how we know what we have 

done. Management is a method of operation and good management should result in 

an orderly integration of education and society. — Shelly Umana 

 

In the light of above discussion, it is clear to visualize that educational management 

is a comprehensive effort intended to achieve some specific educational objectives. 

It deals with the educational practices, whereas educational philosophy sets the goals, 

educational psychology explains the principles, educational administration tells how 

to achieve educational objectives and principles. It is the dynamic side of education. 

 

It deals with educational institutions – right from the schools and colleges to the 

secretariat. It is concerned with both human and material resources which are 

essential, because the degree of success of the educational management of any 

educational programme depends upon the degree of co-ordination and organisation 

of these resources. 

 

Types of Educational Management: 

1.  Human Resources: 

Human Resources of an educational institution comprise the entire staff, both the 

teaching and non- teaching – teachers, clerks, researchers and other elements such 

as students, parents, members of the community, members of the managing or 

governing body and departmental officials. Management of human resources is of 

vital importance at present and calls for selection, recruitment, appointment, hire, 

retention, development and motivation of the personnel to achieve the educational 

objectives. 

The individuals involved in the process should be provided with adequate facilities 

for reaching the highest levels of achievement and for improving the professional 

growth to the maximum. So an educational institution or organisation in order to 
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be effective and efficient has to ensure that there are right type of people with the 

right skills, in the right place and at the right time for carrying out various jobs and 

services. 

For this human resource needs are to be identified. Proper selection and recruitment 

are to be made, demands and supply of services be properly matched and suitable 

forecasting be made about the future requirements. There are problems of working 

conditions, promotion prospects, appointment and transfer, motivation and 

security, career development and so on which have to be handled with sympathy, 

understanding, fellow feeling and co-operation on the one hand and proper sense 

of commitment and accountability and involvement on the other hand. 

2.  Physical and Material Resources: 

For every organisation or institution, basic infrastructure in concrete terms is 

essential. Buildings, playgrounds, equipment’s, furniture’s, machineries and 

stationeries are required for various practical purposes. Libraries, laboratories, 

auditorium and so on are part and parcel of an educational institution for organizing 

different curricular and co-curricular programmes. 

The modern age of science and technology has made it possible to equip the 

educational institution with various media and materials, electronic gadgets 

including radio, television computers, projectors of many kinds and traditional aids 

like illustrations, models, charts, maps etc. at reasonable prices. 

Like human resources, there must be proper identification of physical resource 

needs, installation, maintenance and the most important thing is their proper 

utilization. But the material resources must be of right type with right specifications 

to be available in the right place and at the right time so that the educational goals 

can be realized without difficulty, duplication and wastage. It is also necessary that 

physical resources should have adequate flexibility, adoptability and stability for 

meeting the future needs and conditions. 

3.  Ideational Resources: 

The resources which are mostly based on ideas and ideals, heritage, image are the 

curriculum, methods of teaching, innovations and experiments. Like the individual, 

every organization has its own personality with integrity, its own culture and its 

own values which are unique and influential for the smooth functioning and 

effective management of the institutions for creating motivation and self- pride 

among individuals. 

All these create feelings, belongingness, involvement and self-satisfaction among 

the personnel for working and implementing the programmes in educational 
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institutions. At last it can be said educational management will be meaningful if 

there will be a great deal of co-ordination and inter relation among these three 

resources. The cause is that all these three resources are interdependent and 

immensely contribute to holistic development of every educational institution as a 

whole. 

Hence educational management in broader perspective says about: 
(i) Setting directions, aims of objectives of educational organisations or institutions. 

(ii)  Planning for progress of the programme. 

(iii)  Organising available resources—People, time, material. 

(iv)  Controlling the implementing process. 

(v)  Setting and improving organisational standards. 

In the light of above discussion on the meaning of management in education it 

implies the practical measures to activate the system of work will be the best 

possible assistance or measures in achieving the goals or objectives in a wider 

extent bearing the best possible value to the students and the society on a large 

scale. 

Overall Educational Management helps:  

 To develop an awareness of the characteristics of quality institutions.  

 To develop an understanding of the essential components of democratic 

classroom management.  

 To develop an understanding of the roles and functions of an educational 

manager. 

 To develop an understanding of the concept of educational management.  

 To improve interpersonal communication. 

 To manage interpersonal conflicts, manage stress and use time effectively.  

 To enhance job satisfaction.  

 To enhance the efficiency and effectives of infrastructural facilities. 

 To improve the planning, organizing and implementation of the institution’s 

activities and processes. 

 To ensure appropriate utilization of human resources. (teachers, non- teaching 

and students) 
 

1.2 Principles of Management in Education 
Management is essential to any organization that wishes to be efficient and achieve 

its aims. Without someone in a position of authority there would be organizational 

anarchy with no structure and very little, if any focus. It has been said that 

management has four basic functions – planning, organizing, leading and 

controlling. Common sense dictates that without these principles of management 
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being in place an organization would have trouble achieving its aims, or even 

coming up with aims in the first place! A classic theory on the principles of 

management was written by Henri Fayol. It seeks to divide management into 14 

principles. We’ll take a look at these basic principles of management and explain 

them in easy to understand terminology. 

Principles of Management – Fayol’s 14 Principles 

1. Division of Work – This principle of management is based on the theory that 

if workers are given a specialized task to do, they will become skillful and 

more efficient in it than if they had a broader range of tasks. Therefore, a 

process where everyone has a specialized role will be an efficient one. 

2. Authority – This principle looks at the concept of managerial authority. It 

looks at how authority is necessary in order to ensure that managerial 

commands are carried out. If managers did not have authority, then they 

would lack the ability to get work carried out. Managers should use their 

authority responsibly and ethically. 

3. Discipline – This principle relates to the fact that discipline is needed within 

an organization for it to run effectively. Organizational rules, philosophies, 

and structures need to be met. In order to have disciplined workers, managers 

must build a culture of mutual respect and motivation. 

4. Unity of command – There should be a clear chain of command in place 

within an organization. An employee should know exactly whose instructions 

to follow. 

5. Unity of direction – Work should be organized in a way that means employees 

are working in harmony toward a shared objective or goal using a shared 

method or procedure. 

6. Subordination individual interests to the collective interests – The interests of 

the organization as a whole should take precedence over the interests of any 

individual employee or group of employees. This encourages a team spirit 

and collective mentality of all for one and one for all. 

7. Remuneration – In order to motivate and be fair to employees, they should be 

paid a reasonable rate for the work they carry out. An organization that 

underpays will struggle to attract quality workers who are motivated. 

8. Centralization – This principle relates to whether decisions should be made 

centrally, as in from the top down, or in a more democratic way, from the 

bottom up. Different decision making processes are appropriate for different 

types of decisions. 

9. Scalar chain – This relates to the principle of a clear chain of communication 

existing between employees and superiors. The chain should be respected, 

unless speedy communication is vital, in which case the chain may be 

bypassed if all parties consent. 
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10. Order – This relates to the proper use of resources and their effective 

deployment in a structured fashion. 

11. Equity – Managers should behave ethically towards those they manage. 

Almost every organization in the modern world will have a written set of 

policies and procedures which will outline exactly what is expected from staff 

at all levels. 

12. Stability of tenure of personnel – It is seen as desirable within an organization 

to have a low staff turnover rate. This is due to the benefits that come with 

having experienced staff and the time and expense needed to train new ones. 

There should be a clear and efficient method of filling any staff vacancies that 

arise. 

13. Initiative – Employees that have an input as to how to best do their job are 

likely to feel more motivated and respected. Many organizations place a great 

deal of emphasis on listening to the concerns of staff. 

14. Morale – Keeping a high level of morale and team spirit is an essential part 

of having the most productive organization possible. Happy and motivated 

employees are far more likely to be productive and less absent. 

In conclusion on the 14 principles of management 

The 14 principles of management can be used to manage organizations and are 

useful tools for forecasting, planning, process management, organization 

management, decision-making, coordination and control. 

Although they are obvious, many of these matters are still used based on common 

sense in current management practices in organizations. It remains a practical list 

with focus areas that are based on Henri Fayol ’s research which still applies today 

due to a number of logical principles. 

Activity 
In your opinion what are the (14) principles of management of today’s management? 

Do these management principles work in every organization or are there exceptions? 

And if so, what are the exceptions and what can we learn from them? 

 

1.3 Processes, Elements and Functions of Management 
(a) Meaning of Management Process 

The term management is explained in different ways. For example, it is said that 

management is what management does? Here, management is explained with 

reference to its basic functions which include planning, organising, coordinating 

and controlling. Similarly, management is described as a process which involves 

various elements. Management process is a continuous one and is run by the 

https://www.toolshero.com/toolsheroes/henri-fayol/
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managers functioning at different levels. Management is now recognised as a 

distinct process in which managers plan, organise, lead, motivate and control 

human efforts in order to achieve well defined goals. In fact, process means a series 

of activities/operations undertaken/conducted for achieving a specific objective. 

Process is a systematic way of doing things. For example, in a factory there is a 

production process. Similarly, in the management process, resources and human 

efforts are used in an orderly manner for achieving specific objectives. The 

management process suggests functions to be performed by the managers. 
 
Definition of Management Process 
1. According to D. E. McFarland, "Management is the distinct process by which 

the managers create, direct, maintain and operate purposive organisation 
through systematic, co-coordinated and cooperative human efforts”. 

2. According to Gemp R. Terry, "Management is a distinct process consisting 
of planning, organisisng, actuating, and controlling, performed to determine 
and accomplish objectives by the use of people and other resources". 

 
(b) Elements of Management Process 
1. Planning: Planning is the primary function of management. It involves 

determination of a course of action to achieve desired results/objectives. 
Planning is the starting point of management process and all other functions 
of management are related to and dependent on planning function. Planning 
is the key to success, stability and prosperity in business. It acts as a tool for 
solving the problems of a business unit. Planning plays a pivotal role in 
business management; it helps to visualize the future problems and keeps 
management ready with possible solutions. 

2. Organising: Organising is next to planning. It means to bring the resources 
(men, materials, machines, etc.) together and use them properly for achieving 
the objectives. Organisation is a process as well as a structure. Organising 
means arranging ways and means for the execution of a business plan. It 
provides suitable administrative structure and facilitates execution of 
proposed plan. Organising involves different aspects such as 
departmentalization, span of control delegation of authority, establishment of 
superior-subordinate relationship and provision of mechanism for co-
ordination of various business activities. 

3. Staffing: Staffing refers to manpower required for the execution of a business 
plan. Staffing, as managerial function, involves recruitment, selection, 
appraisal, remuneration and development of managerial personnel. The need 
of staffing arises in the initial period and also from time to time for 
replacement and also along with the expansion and diversification of business 
activities. Every business unit needs efficient, stable and cooperative staff for 
the management of business activities. Manpower is the most important asset 
of a business unit. In many organisations, manpower planning and 



15 

development activities are entrusted to personnel manager or HRD manager. 
'Right man for the right job' is the basic principle in staffing. 

4. Directing (Leading): Directing as a managerial function, deals with guiding 
and instructing people to do the work in the right manner. Directing/leading 
is the responsibility of managers at all levels. They have to work as leaders of 
their subordinates. Clear plans and sound organisation set the stage but it 
requires a manager to direct and lead his men for achieving the objectives. 
Directing function is quite comprehensive. It involves directing as well as 
raising the morale of subordinates. It also involves communicating, leading 
and motivating. Leadership is essential on the part of managers for achieving 
organisational objectives. 

5. Coordinating: Effective coordination and also integration of activities of 
different departments are essential for orderly working of an organisation. 
This suggests the importance of coordinating as management function. A 
manager must coordinate the work for which he is accountable. Co-ordination 
is rightly treated as the essence of management. It may be treated as an 
independent function or as a part of organisms function. Coordination is 
essential at all levels of management. It gives one clear-cut direction to the 
activities of individuals and departments. It also avoids misdirection and 
wastages and brings unity of action in the organisation. Co-ordination will not 
come automatically or on its own special efforts are necessary on the part of 
managers for achieving such coordination. 

6. Controlling: Controlling is an important function of management. It is 
necessary in the case of individuals and departments so as to avoid wrong 
actions and activities. Controlling involves three broad aspects: (a) establishing 
standards of performance, (b) measuring work in progress and interpreting 
results achieved, and (c) taking corrective actions, if required. Business plans 
do not give positive results automatically. Managers have to exercise effective 
control in order to bring success to a business plan. Control is closely linked 
with other managerial functions. It is rightly treated as the soul of management 
process. It is true that without planning there will be nothing to control It is 
equally true that without control planning will be only an academic exercise. 
Controlling is a continuous activity of a supervisory nature. 

7. Motivating: Motivating is one managerial function in which a manager 
motivates his men to give their best to the organisation. It means to encourage 
people to take more interest and initiative in the work assigned. Organisations 
prosper when the employees are motivated through special efforts including 
provision of facilities and incentives. Motivation is actually inspiring and 
encouraging people to work more and contribute more to achieve 
organisational objectives. It is a psychological process of great significance. 

8. Communicating: Communication (written or oral) is necessary for the 
exchange of facts, opinions, ideas and information between individual’s and 
departments. In an organisation, communication is useful for giving 
information, guidance and instructions. Managers should be good 
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communicators. They have to use major portion of their time on 
communication in order to direct, motivate and co-ordinate activities of their 
subordinates. People think and act collectively through communication. 
According to Louis Allen, "Communication involves a systematic and 
continuing process of telling, listening and understanding". 

 
(c) Functions of Management 
1. Optimum utilisation of resources: Management facilitates optimum 

utilisation of available human and physical resources, which leads to progress 
and prosperity of a business enterprise. Even wastages of all types are 
eliminated or minimized. 

2. Competitive strength: Management develops competitive strength in an 
enterprise. This enables an enterprise to develop and expand its assets and 
profits. 

3. Cordial industrial relation: Management develops cordial industrial relations, 
ensures better life and welfare to employees and raises their morale through 
suitable incentives. 

4. Motivation of employees: It motivates employees to take more interest and 
initiatives in the work assigned and contribute for raising productivity and 
profitability of the enterprise. 

5. Introduction of new techniques: Management facilitates the introduction of 
new machines and new methods in the conduct of business activities. It also 
brings useful technological developments and innovations in the management 
of business activities. 

6. Effective management: Society gets the benefits of efficient management in 
terms of industrial development, justice to different social groups, consumer 
satisfaction and welfare and proper discharge of social responsibilities. 

7. Expansion of business: Expansion, growth and diversification of a business 
unit are possible through efficient management. 

8. Brings stability and prosperity: Efficient management brings success, stability 
and prosperity to a business enterprise through cooperation among employees. 

9. Develops team spirit: Management develops team spirit and raises overall 
efficiency of a business enterprise. 

10. Ensures effective use of managers: Management ensures effective use of 
managers so that the benefits of their experience, skills and maturity are 
available to the enterprise. 

11. Ensures smooth functioning: Management ensures smooth, orderly and 
continues functioning of an enterprise over a long period. It also raises the 
efficiency, productivity and profitability of an enterprise. 

12. Reduces turnover and absenteeism: Efficient management reduces labour 
turnover and absenteeism and ensures continuity in the business activities and 
operations. 
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13. Creates sound organisation: A dynamic and progressive management 
guarantees development of sound Organisation, which can face any situation 
- favorable or unfavorable with ease and confidence. 

 
Overall the elements in the management process are actually the basic functions of 
management these functions constitute the management process in practice. 
Management process is in fact, management in practice. This process suggests what 
a manager is supposed to, do or the basic functions that he has to perform while 
managing the job assigned to him. 
 
Luther Gullic gave a new formula to suggest the elements of Management Process 
i.e. basic functions of management. According to him, management process may 
be indicated by the word "PODSCORB”. Here, ‘P' states for 'planning'. "O" for 
'organising', "D" for 'directing', "S" for 'Staffing', "CO" for 'Coordinating, "R" for 
'Reporting' and "B" for 'Budgeting'. Gullic coined the word "PODSCORB" to 
suggest seven functions of management. 
 
The following figures show the management process and the elements involved: 

 
Source: kalyan-city.blogspot.com 

  

https://kalyan-city.blogspot.com/2010/06/management-functions-process-management.html
http://lh6.ggpht.com/_iFIztPmvqg8/TAQcmJi5CxI/AAAAAAAACe4/32jAgq_BjQo/Management-Process.png
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1.4 Islamic Concept of Management 
All praise is due to Allah, Lord of all the worlds. May peace and blessings of Allah 
be upon the Messenger, his household and Companions. 

Before defining the concept of management in Islam, there is need to present some 
definitions of management, which were cited by the early pioneers and some 
specialists of management in the West. Frederick Taylor defines the art of 
management as “the correct knowledge of what work you want men to do, and then 
you make sure that they do their jobs in the best and simplest way” (1).  

Henry Fayol says in his definition that: “the meaning of management is to predict, 
plan, organize, command, coordinate and monitor” (2). 

Dr. Kamil Al-Maghribi also defined management as: “the process of coordinating 
all human and non-human factors of production, by using the methods of planning, 
organization, leadership, directing and controlling, so that the desired goal can be 
reached, as much as possible” (3). 

Dr. Mahmood A'ssaf said: “people in their social structure are divided into two 
categories: managers and subordinates based on Allah’s saying: 

ْنيَا َوَرفَْعنَا بَْعَضُهْم فَْوَق بَْعٍض َدَرَجاٍت لِّيَتَِّخَذ بَْعُضُهم بَْعًضا }نَْحُن قََسْمنَا بَْينَُهم  ِعيَشتَُهْم فِي اْلَحيَاِة الدُّ مَّ
 .ُسْخِري ًا..{

[We have distributed among them their provisions in the life of this world, and We 
have raised some of them above others in standards, that some of them may take 
others in subjection…]. Qur'an: 43:32. 

The managers are responsible for leadership, planning, guidance, arrangement and 
control in order to reach the stated goal; therefore, management can be defined as: 
"to supervise others in order to make them work efficiently” (4). 

As for the Islamic management, it is noted that the word "Idaarah" is not mentioned 
in the Islamic books in this form, despite the great number of books and researches 
on this field. Dr. Hizaam al-Mutayri stated that: “the term "Idaraah" is derived from 
the verb "Adarah” and it is mentioned in one place in the Holy Qur'an; where Allah 
says;  

                          

.}إَِّلَّ أَن تَُكوَن تَِجاَرةً َحاِضَرةً تُِديُرونََها بَْينَُكْم{  

[Except when it is a current merchandise which you give and take among 
yourselves from hand to hand…]. Qur'an2:282. 

The term used by the Muslims to refer to the meaning of the management is the 
word "Tadbeer", as the term is mentioned in many verses of the Qur'an; 

ا تَعُ }يَُدبِّ  مَّ َماِء إِلَى اْْلَْرِض ثُمَّ يَْعُرُج إِلَْيِه فِي يَْوٍم َكاَن ِمْقَداُرهُ أَْلَف َسنٍَة مِّ وَن{ُر اْْلَْمَر ِمَن السَّ .دُّ  
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[He regulates the affairs from the heaven to the earth; then it shall ascend to Him 
on a day the measure of which is a thousand years of what you count]. Qur'an32:5.” 
There are many definitions of Islamic management. Among these definitions is the 
definition of Dr. Hizaam al-Mutayri where he said: "Management is the administration 
whose its members leaders and followers, individuals and groups, men and women are 
characterized with faith and knowledge in the performance of their respective duties at 
different levels and responsibilities in the Islamic state, In other words, it is the 
administration whose its members implement the various aspects of the administrative 
process at all levels, in accordance with the Shari'ah’s policy”(5). 

It is also defined as: “an integrated activity of thinking, planning, organizing, leading 
and controlling, interconnected with decisions, involving the use of resources -human, 
financial, time, information and physical, with the objectives of attaining the goals of 
Maqasid al-Shariah, by means of effective and efficient methods”. 

Islamic management is not a newly developed subject, it was developed by the 
prophets and messengers of Allah (peace be upon them) across ages under direct 
divine guidance. 

The first principles of an Islamic management system were originally set by the 
Prophet Muhammad (peace be upon him) in Madinah with the establishment of the 
first Muslim state. That type of management, with its simplicity, laid the foundation 
of a civilization for many years later. A major characteristic of the administration of 
Prophet' was consultation (Shura), because he consulted and followed his 
companions’ advice in a number of matters which were not specifically stated in 
the revealed Holy Quran.  

The principles of work ethics and management in Islam are derived from the 
Holy Qur'an and the sayings and practices of Prophet Mohammed (peace be upon 
him). Many verses of the Qur'an speak about justice and honesty in trade, and 
courtesy and fairness in employment relationships, and also encourage humans to 
learn new skills and to strive to do good work which benefits both the individual 
and the community. 

Maj. Muhammad Al-Ali stresses that: “Islamic management is based on strong 
bases, which contribute to the determination of Islamic administrative thought in 
particular, and Islamic management in general. These bases can be clarified as 
follows:  
1.  Impossibility of separation between religion and the state. Islam is a religion 

and a state. 
2. The approach of Islamic management is the best theories and administrative 

systems in management. 
3.  Islamic management with its features and characteristics is the path of success 

and progress for Islamic nations.  
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4. The Constitution of the Islamic State is derived from the Holy Qur'an and the 
Sunnah. It contains many verses and hadiths which specify the approach that 
the management should follow in Islam”.  

Holy Quran is not only for the followers of Islam but for the entire mankind because it 
shows the right path of life as well as managerial skills for new entrepreneurs and 
managers. Quran has already shown us the path 1400 years ago but we humans are so 
intelligent and knowledgeable that we got to know its real meaning in this 21st Century.  

The following five management rules are common to all human beings in business, 
government and even at the home. 
1.  Division of work: concept of specialization increases the output and 

productivity which in turn helps to be more efficient and fruitful. 

 It is mentioned in Surah Aal-e-Imran in ayat 159: "So by mercy from Allah, 
[O Muhammad], you were lenient with them. And if you had been rude [in 
speech] and harsh in heart, they would have disbanded from about you. So 
pardon them and ask forgiveness for them and consult them in the matter. 
And when you have decided, then rely upon Allah. Indeed, Allah loves those 
who rely [upon Him]" 

 Allah says to Prophet to be kind to your followers and also consult with them 
in your affairs. 

2.  Decentralization: defined as the process through which subordinates are 
equally involved in the decision making along with the top level management 
regarding any issue. 

3.  Espirit De Corps: to promote team spirit in order to build harmony and unity. 

 Quran Surah Aal Imran 3:159 – Allah is saying to Prophet to treat his 
companions and followers with courtesy. Therefore, if any well versed 
manager wants to keep his employees motivated then he must treat them with 
courtesy so he can promote the Team Spirit and Unity within an organization. 

4.  Unity of direction: It emphasizes that any running organization must have a 
proper plan of action to guide managers and workers for achieving their 
targeted goals. This principle can be found in the Quran in these words: "If 
there were in the heavens and the earth, other gods beside Allah, there would 
have been collision in the both" Surah Anbia, Ayat 22 

5.  Equity: "Allah does not take pity on one who does not have it for 
others" Muslim Tirimzi. This Hadith shows the importance of kindness not 
only with subordinates but also with superiors. The Prophet emphasized a lot 
on the Kindness. If a person deals employees with courtesy and kindness he 
can get maximum output from them. 
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 Overall criteria for promotion as per Islamic style of management were based 
strictly on merit, ability and talent, rather than that of one based solely on age. 
“Islam is perfect but Muslims are not”- So never underestimate and evaluate 
a religion just by visualizing the behavior of its followers.  

 

1.5 Self-Assessment Questions  
1 Discuss the nature and characteristics of management. 

2 What is educational management? Explain the impotence of educational 

characteristics of management. 

3 What are the principles management of Fayol? How can these principles be 

implemented in education system for improving its quality? 

4 Explain the nature of management process. Why management process is 

called social and consequential process? 

5 Explain the importance of Islamic management in the present day world. 
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INTRODUCTION 
 

 

Appropriate management is one of the most important things for an organization. 

Scholars have been inquiring for quite a while about the most suitable forms of 

management for different work settings. The theories of management come into 

play here, while some of these theories have been developed one hundred year ago, 

they still provide stable frameworks for an organization to work effectively. 

Modern theories also work for the enhancement of productivity along with the job 

satisfaction of the employees and for the co-operative work environment. This unit 

will deal with the classical as well as the modern theories for making the workplace 

better of an organization. 

 

 

LEARNING OUTCOMES 

 
At the end of this unit; prospective teachers will know about: 

● the management theories in detail 

● principles of scientific management theory 

● principles of bureaucratic management theory 

● strength and limitations of classical management theories 

● components of system theory 

● human relations/behavioral approaches to management 

● participative management: a new model in management theories 
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2.1 Scientific Management Theory 
More than 100 years ago, in 1911, American mechanical engineer Frederick Taylor 

distributed his thoughts on scientific management to urge modern organizations to 

continue to manufacture on a large scale. As one of the organizers of the 

development of scientific management called Taylorism or Taylor's Principle, 

Frederick Taylor conveyed experts as productive as possible in view of the fact that 

at the time, the gander was taken by individuals as an increase in the machinery.  

Taylor's work titled "The Principles of Scientific Management" was first received 

in the United States, and later on all the directors across the globe. In this work, he 

ensured that management was not only made up of theory, but also his learning 

reserve took its source from the applications within the processing plant and 

continuously developed. Employers and managers who could understand this 

change should have increased their salaries by working together with each other in 

contrast to surplus pay sharing. Taylor recognizes manager-worker cooperation as 

a fundamental rule in the use of Taylorism. 

The theory of scientific management focused on enhancing the skills of each 

individual in the organization. The real emphasis is on the use of serious innovation 

to expand production, and people are simply considered subordinates to machines 

in routine error execution.  

The theory of scientific management basically includes the work carried out on the 

production floor as these assignments are not quite the same as alternate errands 

carried out within the organization. These are dull in nature, for example, and the 

individual specialists who perform their daily exercises are isolated in countless 

reiterations same or strongly connected exercises. Similarly, these exercises do not 

require complex-critical thinking action from the individual specialist. In line with 

these lines, the institutionalization of working strategies needs to be forced into 

more consideration, and consequently the theory of scientific management laid 

emphasis on this angle. 

Four Principles of Scientific Management Approach 
1.  Separate Assignments into Subtasks  
 Instead of spending the whole venture on one individual and allowing them 

the best time to complete it, managers separate larger tasks into smaller parts. 
These subtasks are meant to make the process gradually sorted and 
productive, with numerous employees chipping away at one task, each 
dealing with their own piece. 
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2.  Representative Duties and Train Workers  
 Officials measure the most skilled approach to completing a given task, 

delegating the subtasks to employees with the right skills and capabilities at 

that point. Then the management prepares those workers.  

 The jobs of workers will be explicit and settled in general, and their tasks will 

be fundamental and redundant. Employees often feel irrelevant, finishing an 

excessive similar errand quantity of time. In any case, each worker assumes a 

significant job in the prosperity of the organization to Taylor.  

3.  Screen Execution  
 Supervisors ensure that every worker under them is effectively fulfilling their 

responsibilities; and when a gradually beneficial practice is found, workers 

are re-prepared to execute it in their work. Since employees have to repeat the 

equivalent everyday high tasks, high impetus. Workers are persuaded to carry 

out quality work as they are compensated on a financial basis depending on 

their performance. The more efficient the worker is, the higher will be their 

compensation. 

4.  Distribute Work among Managers and Employees  
 Most organizations, from supervisors to part-clerks, have different 

dimensions of workers. Regularly, the more experience and drive you have, 

the nearly certain an official position you're going to arrive. This is the amount 

that works in the business world. 

In this way, the theory of scientific management focused more on motorization and 

mechanization, i.e. specialized parts of efficiency as opposed to the organization's 

larger parts of human behavior (Taylor, 1911). 

A fundamental principle of Scientific Management was that workers were not 

taught excessively and were therefore unable to perform the least complex tasks, 

however. Today's thinking is that all representatives have close information about 

the conditions of employment and are thus ready to make useful commitments, 

instead of dehumanizing the work and separating the work into smaller and smaller 

units to expand skills without reflecting on the work's activity fulfillment. This 

provides work-based group consolation in which all workers can contribute. Such 

commitments increase the confidence of workers, give a sense of ownership and, 

for the most part, improve management-specialist relationships. 

In conclusion, Taylor has significantly added a premise for faculty determination 

to the current HR management and its theories, being one of the most critical 

elements of faculty management. Despite being criticized for removing the human 
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factor, most of his thoughts still persist. No matter how much human asset 

management changes and builds up, it will be given a premise by Taylor's thoughts. 

Methods may change if the substance of it continues as before, as it may be. 

 

2.2 Bureaucratic Management Theory 
Max Weber's bureaucratic management theory included two fundamental 

components, including organizing an organization into a chain of command and 

clearly defining standards to help manage an organization and its individuals. His 

most compelling work, 'The Theory of Social and Economic Organization' is seen 

as a milestone in the open organization. The term 'administration' was used in this 

distribution to depict the organization's objective type. He described bureaucratic 

organization as the most reasonable means of supervising human culture and 

commanding people. He is seen as the father of the theory of bureaucracy. His work 

affects the sociology of today. 

 

In administrations, he found distinctive qualities that would adequately lead basic 

leadership, control assets, ensure workers, and achieve organizational goals. He 

recognized in his investigation of social frameworks that the connection of three 

related ideas was maintaining every social framework: power, authority and 

legitimacy.  

 

Power: Intimidation is practiced. Power empowers one person or a ruler to use 

power to another. 

 

Authority: It has a conviction arrangement which gives the ruler or the individual 

the right to make the request directly and gives the supporters the duty to obey it 

without addressing it. 

 

Authority/mastery: It refers to the power connection between the rulers and the 

people. Over a large number of individuals / regulatory staff, authority is practiced. 

 

Legitimacy: If people in a general public or organization remember that the ruler's 

power is right and worthy, it legitimizes the authority activity. 

 

Max Weber recognized and portrayed three kinds of structures of authority and the 

arrangement of conviction that legitimizes any authority. 

 

Customary authority: The conventional authority is responsible for convictions, 

customs and traditions. Given their conventions or traditions, people comply with 

the authority. An individual appreciates personal authority for its acquired / 

inalienable status by excellence. Essentially, because of their trust, convention and 
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specifically identified with the individual, people comply with the authority. In this 

type of authority, managerial mechanical assembly consists of personal relatives 

and workers.  

 

Alluring authority: On the conviction that authority has some sort of enchanted 

or talented power, this kind of authority is legitimated. Legitimacy in authority 

arises from the individual / ruler's confidence in and personal characteristics. In 

addition, in this type of authority, managerial mechanical assembly or authority 

structure is exceptionally free, temperamental and includes dedicated adherents.  

 

Rational-legal authority: Rational legal authority is not owed to anyone 

personally, but rather to the laws, principles and controls that are soundly instituted 

that indicate the standards that people should fulfill. Because of the office or 

position of the individual in authority, the authority emerges. The person in 

authority is limited / confined by the organization's guidelines, controls and 

systems. Subordinates fulfill the authority. 

 

Six Principles of Bureaucratic Management Approach  

Max Weber portrayed the following six principles of bureaucratic management 

approach. 

1.  Appropriate Division of Labor: Specialization in the division of labor 

should be settled and a harmony between power and obligations should be 

established. 

2.  Hierarchy of Leadership: Levels of leadership or organizational pecking 

order should be developed in such a way that data identified with selection 

and works can start to finish properly. 

3.  Partition of Individual and Authority Property: The advantages of the 

owners and organization are discrete and can be treated by the owner or 

organization in the same way. 

4.  Use of Consistent and Complete Rules: The organization should have 

adequate principles and controls to run the organization. These principles 

should be followed in each organization's progression and are similarly 

relevant to the organization's individual. 

5.  Selection and Promotion Based on Qualifications: Workers selection and 

advancement should be based on similarities at night out, abilities, experience 

and age. Close to home relationships and benefits should not affect it. 

6.  Training in Occupation Necessities and Skills: Management contrasts, and 

various parts of organization and training are essential, as well as enhancing 

management skills (Weber, 1905). 
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Highlights of Bureaucratic Organization  
We can discover these attributes or highlights of Bureaucratic Organization from 

the standards of bureaucratic organization as follows: 

● High level of Division of Labor and Specialization.  

● There is a very much characterized hierarchy of leadership.  

● It pursues the rule of Rationality, Objectively and Consistency.  

● The relationship among the individual from the organization is Formal and 

Impersonal relations. What's more, it depends on positions and not on identities.  

● Tenets and Regulations are all around characterized and it shows the 

obligations and privileges of the employees. These guidelines apply to 

everybody from base of the organization and must be entirely pursued.  

● Selection and promotion depend on technical capabilities.  

● Just Bureaucratic or legitimate power is given significance. 

 

The bureaucratic methodology of Max Weber filled in as a response to questions 

of conventional authoritative frameworks. It was not, in any case, the administrator 

or the arrangement "near flawless." The bureaucratic structure gives the best 

dimension management all the meaning and ability. In addition to the power 

principles and dimensions are simply excessive. It gives the employees a more 

prominent suspicion that everything is good. 

 

Activity  
 Discuss Max Weber's bureaucratic methodology. Observe that this methodology 

is viewed as inflexible, generic, self-sustaining and domain building. 

 
2.3 Classical Management Theories 
Classical theories of management depend on the belief that workers have only 

physical and monetary necessities. It does not consider social needs or job 

satisfaction, but rather advocates job specialization, concentrated administration 

and basic leadership and profit expansion. 

 

This thought emerged in the late nineteenth century and picked up quality through 

the half of the twentieth century, structured solely to streamline activities, increase 

profitability and improve the primary concern. Although not widely acquired in 

current occasions, these theories offer a few principles that remain substantial, to 

some extent, in assembly-related private venture settings. 

 

Ideas of the Ideal Workplace  
These theories trace a perfect working environment as one that lays on three 

principle ideas:  
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Hierarchical Structure: Working environments are isolated under three layers of 

management under classical management theories. The best is the owners, board of 

directors and executives who set a company's long-range goals. Center 

management assumes responsibility for regulating bosses, while setting office-level 

targets to fit within the boundaries of the financial plan of the chiefs. Chiefs who 

oversee daily exercises, address worker issues and give training are at the lowest 

dimension of the chain. 

 

Specialization: The classical theories of management include a sequential 

construction system perspective of the working environment in which extensive 

assignments are divided into smaller ones that are anything but hard to achieve. 

Laborers understand their jobs and are generally considerable authority in a solitary 

zone. This helps to increase profitability and efficiency while providing 

representatives with the requirement to perform different tasks. 

 

Incentives: These theories are confident that monetary prizes will persuade 

workers. It recommends that representatives work more enthusiastically and be 

progressively beneficial if motivating forces depend on their work are granted to 

them. Bosses who can use this strategy to propel their workers could almost 

certainly achieve expanded creation, efficiency and profit. 

 

The model of autocratic leadership is the focus of classical theories of management. 

There is no compelling reason in this context to advise extensive individual 

gatherings for choices to be made. A solitary head settles on an official choice and 

it is transmitted down to be pursued by all. This methodology of initiative can be 

advantageous if choices are to be made quickly by one pioneer rather than a 

gathering of officials from the organization. 

 

Strengths of Classical Theories 
While not normally utilized in the present work environments, the classical 

management theories have some solid focuses. They include:  

● A reasonable structure for management, its capacities and activities  

● The division of work that can make undertakings simpler and progressively 

effective to achieve, which can upgrade profitability  

● Clear meaning of worker jobs and undertakings with minimal left to mystery 

 

Limitations of Classical Theories 
Classical theories focused on the organization's formal structure, efficiency and 

effectiveness and largely ignored human and social factors within an organization. 

They have been scrutinized for taking an organization's unthinking perspective. 

They maintained the view that there are sure principles and methods of 
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management that can be used for powerful execution in any kind of organization. 

In the organization they took individuals and human components as a latent tool to 

play out the undertakings that were relegated to them. They generally overlooked 

the mental, sociological and casual organizations within a formal organization and 

their impact on specialists ' profitability and skills. Human connection theory 

subsequently developed to address these weaknesses of classical theories: the 

theory of scientific management and the theory of bureaucracy. 

Activity  
In two groups, give justification for the use of Classical theories in modern 

times. One group say about the pros and the other tell the cones of these 

theories.  

 
2.4 Systems Theory  
A theoretical scientist, Ludwig von Bertalanffy, is credited with being the originator 

of the theory of systems used in social work. He became dissatisfied with the way 

linear theories clarified development and change in living beings. He felt that 

change could occur because of the interactions between the parts of a form of life, 

a point of view that spoke to a sensational change from his day's theories. In general, 

existing theories would have been reductive, understanding the whole by breaking 

it into its parts. The presentation of systems theory by Bertalanffy changed that 

structure by taking the system as a whole as a component of development and 

change, with its connections and communication with other systems. This changed 

the way people look at systems and prompted a different dialect, for example, 

promoting open and closed systems, entropy, boundaries, homeostasis, inputs, 

outputs and feedback. 

 

Systems theory is compared to an exploration of wholeness. Von Bertalanffy 

(1968) advocated “an organismic conception in biology that emphasized 

consideration of the organism as a whole or a system” (p. 12). He saw the 

fundamental goal of the natural sciences as the disclosure of organizational 

properties for investigation that could be linked to organisms at different levels. 

This prompted the fundamental suspicion that “the whole is more than the sum of 

its parts” (p. 18). The approach of Bertalanffy is based on a fundamental idea that 

relies heavily on linear, cause-and-effect properties to clarify the development and 

change of living organisms. These properties depend on two conditions:  

(1)  that a collaboration happens among parts and; 

(2)  that the condition of the connection between the components is straight. 

 

The collaboration was quantifiable at the time these two conditions were present, 

felt von Bertalanffy, and was liable to scientific request. In order to quantify the 
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cooperation, von Bertalanffy linked basic scientific principles to different types of 

living beings that clarify and measure behavior. It is critical to understand that one 

of organization was the unique origin of von Bertalanffy's stems theory. He saw it 

as a strategy to sort out the communication between segment parts of a larger form 

of life. Since it was a method to sort out data rather than clarify perceptions, it was 

effectively versatile with different scientific fields, including brain science, 

psychiatry, sociology and social work. The vital distinction between the various 

fields receiving these principles was the secret they used to clarify the association 

within the organisms by using other theories. Subsequently, system theory is an 

organizational theory that takes a gander at system-to-system associations: how a 

field characterizes the system determines the association idea. Different 

sociologists have affected Von Bertalanffy and their commitments are vital to social 

work. It may be valuable to understand the key ideas used by Von Bertalanffy and 

other system theorists in order to fully understand the interactional properties of 

system theory. 

 

The Terminologies of Systems Theory 

System: Von Bertalanffy trusted that all living and non-living things could be seen 

as systems and that systems had properties that could be contemplated to do so. 

Each system is a wholeness unit with a separate property. Von Bertalanffy (1968) 

separated between open and closed system seeing that "living organisms are 

essentially open systems” (p. 32). An open system, in contrast to a closed system, 

trades matter with its condition; closed systems "are isolated from their 

environment" (p. 39). A case of a closed system that can serve versatile purposes 

could be an ethnic minority network that, due to dynamic separation coordinated 

against its individuals, has restricted access to the lion's share social organizations. 

 

Boundary: The boundary is what makes and defines each system one of a kind. A 

few boundaries are clearly defined; others may be penetrable. One can truly 

distinguish the skin of the individual as the boundary in characterizing an individual 

as a system. The boundary is accessed through different types of correspondence, 

through the five tactile modalities, or through microorganisms that discover 

methods to saturate the individual's external shell or skin. Whatever it may be, the 

individual's structure is clearly characterized by his or her physical being. Each 

system has a trademark boundary and characterization method. Similarly, these 

undetectable limits control how people enter and leave the system. 

 

Entropy: Perceiving that system development derives from the system's ability to 

import vitality or system inputs from other systems, openness is a basic system 

functioning quality, and possibly even survival. There are other occasions, 

however, when a system closes as an apparent method of securing itself. The system 
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sends out (system outputs) more vitality in these examples than it can import. 

Because systems depend on a stream of vitality, with outputs depending on crisp 

inputs, a lot of faring can result in a state of turmoil, referred to as entropy. 

 

Feedback: Trading data between the system and its condition is managed through 

a procedure called feedback, an evaluation strategy used to determine whether the 

outputs of the system are consistent with the perceived outcomes (objectives) that 

the system has developed for itself. Despite this indoor feedback, the system also 

has a strategy to estimate external reactions. If the system sees a difference between 

yield and result in both situations, it can change the procedure by altering the input 

dimension. 

 

Homeostasis: To put it somewhat unexpectedly, the system's ability to adjust to its 

condition through structural changes prompts conditions of equilibrium and 

homeostasis, both identifying with different kinds of parity. Balance is the feeling that 

you are in equalization. There is little varied capacity in development at the point where 

something is in equalization before the condition of equalization is disturbed. Then 

again, homeostasis is a variable balance condition where the breakpoints are gradually 

adaptable to maintain parity. These breakpoints are dictated by the system, and the 

possibility of bowing without breaking could be compared. 

 
2.5 Human Relation/Behavioral Theory 
Early management theories were based on the idea that productivity could increase 

if management were able to properly design, compose and control jobs and 

organizations. The early methodologies highlighted the work's specialist 

viewpoints to the detriment of the near-home perspective of the work. This point of 

view is evident in the progress of classical scholars, such as Taylor and Weber, and 

so on. Therefore, it is not surprising that theories were later built up which tested a 

portion of the early basics. 

 

Two branches advanced in the midst of this period recognized as human relations 

and behavioral scholars despite the fact that they are considered by some numerous 

scholastics to have a place with a similar introduction, as they focus on the 

individual as opposed to the activity. Approach to human relationships ended up 

prominent in the 1940s and mid-1950s, conveying to administrators consideration 

of the imperative pretended by individuals in deciding an organization's 

achievement or disappointment. 

 

Human Relation Approach to Management 
As a general term, human relationships are used as often as possible to portray the 

ways administrators cooperate with their subordinates. The organization 
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invigorates more and better working conditions and great human relationships 

whenever management and representatives. Whenever there is a disintegration of 

resolve and effectiveness, human relationships within the organization are awful. 

In order to establish great human relationships, supervisors need to know why 

representatives are doing so and what social and mental components are promoting 

them (Stoner, 1978).  

The approach to human relationships made the quietest part of management 

relationships between workers and administrators. It advocates individual training 

in behavioral sciences, such as clinical and social brain research, to underline the 

building of synergistic and pleasant relationships between bosses and workers. 

Hampton (1986) described the work of Mayo as pursuing. He put two ladies' 

gatherings in two separate rooms, six in each gathering. The conditions were 

fluctuating in one room and certainly not in the other. Different factors were 

attempted; pay rates were expanded, rests of shifting lengths were presented, the 

working day and the work week were shortened, the researchers who went about as 

administrators allowed the gatherings to pick their own rest periods and have a state 

in other proposed changes. 

In both the test and control rooms, yielded by and by went up. As a reason, the 

researchers felt they could run the show-out money-related motivators as the 

control aggregate was kept to a similar installment plan. Mayo inferred that the 

productivity increases had been offset by a complex enthusiastic chain response. 

Since also the test, for extraordinary consideration, control bunches had been 

selected, they built up a gathering pride that persuaded them to enhance their work 

performance. The thoughtful supervision they got had additionally strengthened 

their expanded inspiration.  

The result of this trial gave Mayor his first critical revelation, which implies that 

when management gives workers unique consideration, productivity is likely to 

build, paying little attention to the real changes in working conditions. This 

phenomenon was wound up known as the impact of the Hawthorne. 

Human relations scholars, by and large confidence, should build their fulfillment if 

management indicated more concern for their representatives, which would prompt 

productivity expansion. For example, they prescribed the use of strategies for 

human relationships, increasingly viable supervision, directing the worker and 

giving more opportunities for employees to impart at work. 
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Behavioral Approach to Management 

The behavioral methodology, also sometimes referred to as the behavioral science 

approach, emerged from research by behavioral researchers, including sociologists, 

analysts and anthropologists, who sought methods to move organizational 

appropriateness forward (Holt, 1990). 

 

Management behavioral point of view is a point of view that emphasizes the 

importance of attempting to understand the various elements that influence human 

behavior in organizations. There are three periods related to the ideas of behavior: 

i.  The first was the 1920s when research promoted what we are now calling the 

development of human relations. 

ii.  The post-second world war at that point was a time when theorists focused on 

human needs and inspiration. 

iii.  The third period is now taking place as we are looking for integrative ideas 

that meet the dual needs of addressing representative needs and increasing 

productivity. 

 

In this way, there was increased enthusiasm to help chiefs manage their 

organizations' general population side. A few people endeavored to fortify logical 

management and organization theory with the bits of knowledge of human science 

and brain research. 

 

According to the behavioral Approach to management, the productivity could be 

expanded in three different ways:  

 By finding the most ideal man-the specialist whose psychological features 

make him / her most suitable for the job. 

● Perfect mental conditions to increase productivity by making the most ideal 

work. 

● Using impacts of the mind. 

 This approach recommended the utilization of systems taken from test brain 

science. For instance:  

● Mental testing could be utilized to support select qualified faculty.  

● Learning research could prompt enhanced training methods.  

●  Human behavior investigation could also assist in detailing mental systems to 

stimulate more notable worker exertion. 

●  Use of professional guidance methods to distinguish the skills required for the 

job and to assess the potential for the job. 

 

The behavioral researchers focused on the need to direct methodical and controlled 

worker research and their behaviors and attitudes. They emphasized that accurate 
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perception of organizations ' human side should occur through research strategies, 

such as field and laboratory testing. 

 

Behavioral researchers considered both a reasonable financial model for the 

classicists and the social model embraced by supporters of human relations to be a 

fragmented portrayal of workers. In this way, they exhibited a show that proposed 

a strong need for representatives to develop, create and maintain a high level of 

self-respect. 

 

2.6 Participatory Model of Management Theory 
Participatory management is a training that is used as an effort by administrators to 

fulfill employees and increase productivity. Participatory management, based on 

the management approach, focuses on the decentralization of basic instructive 

leadership and intensity sharing. As the term of cooperation becomes well known, 

the definitions and implications of the term are assorted and each examination 

focuses on a portion of the specific elements of this idea. Most regions, strategies, 

and types of interest show how a multidimensional idea is participatory 

management. 

 

Participatory Manager  

Ten qualities proclaimed from the most to the least participatory for participatory 

managers are as follow: 

● Subordinate an offer in basic leadership 

●  Keep subordinates educated of genuine circumstances, great or terrible, 

under all conditions 

● Keep in mind the condition of the association's assurance and do everything 

possible to make it high. 

● Be approachable 

● Guidance, prepares and creates subordinates  

● Discusses successfully with subordinates  

● Shows keenness and other thinking  

● Make changes in methods of doing things  

● Give help to subordinates when they make mistakes.  

● Communicates and appreciates when superbly functions a subordinate. 

 

Participative Management Measurements  

Participative management includes a few measurements. Participative management 

has, as it were, an impact on many things that are measurements of Participatory 

management that are as follows: 

 Basic leadership,  

● Collaboration,  
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● Share power,  

● Inspiration, 

● Communication,  

● Association,  

● Cooperation  

● Development,  

● Admiration,  

● Critical thinking,  

● Recognize shared objective 

 

Participative Management Style  
Participative management style and opportunity at work describes with these four 

fundamental highlights:  

1.  Commitment: Employees resolve to do their assignments intentionally, they 

are eager to consult what is more strategies about the objectives. 

2.  Mastery, Autonomy and Meaningfulness: The three requirements that 

make up the framework. The more they worked for them, the more they 

grounded the employees ' innate inspiration. The more they are available, the 

higher the employees ' inherent inspiration. 

3.  Self-management: The course of action is made with the ultimate goal that 

the supervisor who supervises others is not essential. 

4.  Engagement: The more you figure out how to deal with the issues of 

authority and self-governance, the more people feel included, the more they 

want to work. Not only is the framework useful and self-administering, but 

there is energy, innovation, opportunity and freedom. (Essays, 2018) 

 

Outcomes of Participative Management 

The beneficial outcomes of participative management are as follow:  

 Expanding the level of feeling or cohesiveness of "we" within the association; 

 Giving members a generally hierarchical perspective that diminishes the level 

of contention, threatens the vibe and ferocious challenges among members; 

 Expanding people's understanding of each other, leading to increased 

resilience and tolerance towards others; 

 Expanding the free articulation of the individual's identity; 

 Growing inventive and imaginative atmosphere of work. 

 

Participative management rehearsals are well-known inspirational procedures to 

enhance representative execution, along with evaluation and motivator frameworks. 

 

A few analysts referenced some negative impacts of the interest of employees. 

Lessening the manager's controlling intensity, which prompts a decline in the speed 
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of the basic leadership procedure and incremental costs, is one of support's primary 

consequences. Moreover, settling on wrong choices as a result of lacking employee 

management experience and information may be another issue. Additionally, the 

key issues are the collection of critical thinking and clashes in the gathering due to 

different interests in people in the gathering. Nevertheless, the authoritative 

circumstances may either strengthen or limit the impacts of interest. 

 

Activity  
Arrange among students a dialogue between the manger and the employees 

regarding the new policy implementations to show the participative management.  

 

2.7 Self-Assessment Questions 
1 Write a detail note on the Scientific Management Theory with its principles. 

2 Briefly explain the Bureaucratic Management Theory and its principles. 

3 Compare the Classical theories and Contemporary theories with their 

strengths and limitations. 

4 What is System theory and describe the components of System Theory? 

5 In Management, what are the roles of Human relation and Behavioral 

approaches? 

6 Describe the qualities of a manager in Participatory Management. Also 

mention the measurements of Participatory Management on which the 

manager has to work. 
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INTRODUCTION 

 

 

Conflict may be defined as a struggle or contest between people with opposing 

needs, ideas, beliefs, values, or goals. Conflict on teams is inevitable; however, the 

results of conflict are not predetermined. Conflict might escalate and lead to 

nonproductive results, or conflict can be beneficially resolved and lead to quality 

final products. Therefore, learning to manage conflict is an integral part to a high-

performance team. Although, very few people go looking for conflict, more often 

than not, conflict results because of miscommunication between people with regard 

to their needs, ideas, beliefs, goals or values. Conflict management is the principle 

that all conflicts cannot necessarily be resolved, but learning how to manage 

conflicts can decrease the odds of nonproductive escalation. Conflict management 

involves acquiring skills related to conflict resolution, self-awareness about conflict 

modes, conflict communication skills, and establishing a structure for management 

of conflict in your environment. 

 

Physiologically we respond to conflict in one of two ways—we want to “get away 

from the conflict” or we are ready to “take on anyone who comes our way.” Think 

for a moment about when you are in conflict. Do you want to leave, or do you want 

to fight when a conflict presents itself? Neither physiological response is good or 

bad—it’s personal response. What is important to learn, regardless of our initial 

physiological response to conflict, is that we should intentionally choose our 

response to conflict.  

 

Whether we feel like we want to fight or flee, when a conflict arises, we can 

deliberately choose a conflict mode. By consciously choosing a conflict mode 

instead of conflict, we are more likely to productively contribute to solving the 

problem at hand. Below are five conflict response modes that can be used in 

conflict. Typically, we respond to conflict by using one of five modes:  

 Competing  

 Avoiding  

 Accommodating  

 Compromising  

 Collaborating 
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LEARNING OUTCOMES 
 

 

After studying this unit, the student will be able to: 

 elaborate the conflict and conflict management. 

 explain the types of conflict in educational organizations. 

 identify the sources of conflict in educational organizations. 

 express the role of conflict in educational organizations. 

 explore the techniques/strategies of handling conflict in educational 

organizations. 
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3.1 Definition of Conflict and Conflict Management 
Conflict “is an expressed struggle between at least two interdependent parties who 

perceive incompatible goals, scare resources, and interference from others in 

achieving their goals” (Wilmot and Hocker, 1998). Conflicts exist whenever 

incompatible activities occur. 

 

Conflict is endemic to all social life. It is an inevitable part of living because it is 

related to situations of scarce resources, division of functions, power relations and 

role-differentiation. Because of its ubiquity and pervasive nature, the concept has 

acquired a multitude of meanings and connotations presenting us with nothing short 

of a semantic jungle. Like other terms, conflict generates considerable ambivalence 

and leaves many scholars and administrators quite uncertain about; 

(1)  its meaning and relevance  

(2)  how best to cope with it.  

 

The normative conception of conflict is strongly influenced by preoccupation with 

stability and equilibrium in organizational design links conflict to violence, 

destruction, inefficiency and irrationality. 

 

3.1.1  Conflict Management 
Conflict presently continues to be a factor in academic life. Educational 

organizations frequently appear to be centers of tension; on occasion, they are 

perhaps a manifestation of problems in the community. The term conflict is viewed 

in a variety of ways because of its confusion with those conditions which lead to 

situations of different conflict. Thomas (1976) defines conflict as “the process 

which begins when one party perceives that the other has frustrated, or is about to 

frustrate, some concern of his”. Conflict involves situations in which differences 

are expressed by interdependent people in the process of achieving their needs and 

goals, and it arises when a difference between two or more people necessitates 

change in at least one person in order for their engagement to continue and develop. 

Because of diverse and varied definitions of conflict, attitudes towards it and 

images of its role are also varied.  

 

Conflict in educational organizations takes different forms; for example, teachers 

seem reluctant to obey the principals, they do not seem to follow rules or accept 

extra work, they do not easily get along with their principals. Principals too adopt 

an authoritative approach, for example they pressurize teachers for an uninterrupted 

working of the educational organization activities. It, therefore, becomes common 

that conflict between teachers and the educational organization principal occur 

frequently at any time in the educational organization. In institutions, conflict 

occurs between various individuals because of their frequent interaction with each 
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other. Conflict is an expression of hostility, antagonism and misunderstanding 

between the staff members. Conflict is inevitable and often good, for example, good 

teams always go through a "form, storm, norm and perform" period. Getting the 

most out of diversity means often-contradictory values, perspectives and opinions. 

Conflict is often needed. It:  

i) Helps to raise and address problems.  

ii) Energizes work to be on the most appropriate issues.  

iii) Helps people "be real", for example, it motivates them to participate.  

iv) Helps people learn how to recognize and benefit from their differences. 

 

3.1.2  Conflict Management in Educational Organizations 
The better educators and students understand the nature of conflict, the better able 

they are to manage conflicts constructively. Moran (2001) sees conflict 

management as “a philosophy and a set of skills that assist individuals and groups 

in better understanding and dealing with conflict as it arises in all aspects of their 

lives”. Conflict as a concept never remains positive or negative, but it has always 

been seen as a basic and result oriented part of educational organization life. 

Conflict offer competitive as well as cooperative context in the organization, but it 

varies according to the situation. Problems exist in managing conflicts when the 

context is competitive/individualistic or when the context and the conflict 

resolution procedures are incongruent. The effectiveness of a conflict resolution 

and peer mediation program may be limited when the classroom and educational 

organization context is competitive. 

 

Activity 
Why conflicts arise? Keep in mind the teacher and head relation and state the 

possible conflict and suggest who can play role in conflict management in this 

situation. 

 

3.2 Types of Conflict in Educational Organizations 
Conflict is not the same as discomfort. The conflict isn't the problem; it is when 

conflict is poorly managed that is the problem. Conflict is a problem when it:  

(1)  Hampers productivity  

(2)  Lowers morale  

(3)  Causes more and continued conflicts  

(4)  Causes inappropriate behaviors  

 

Generally, conditions for conflict are as: 

On the basis of involvement: 

Conflicts may be intrapersonal (conflict with self), interpersonal (between two 

persons) and organisational. Organizational conflict, whether real or perceived, is 
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of two types –intra organizational and inter organizational. Inter organizational 

conflict occurs between two or more organizations. 

 

Different businesses competing against each other are a good example of inter 

organizational conflict. Intra organizational conflict is the conflict within an 

organization, and can be examined based upon level (e.g. department, work team, 

individual), and can be classified as interpersonal, intra group and intergroup. 

 

Interpersonal conflict-once again-whether it is substantive or affective, refers to 

conflict between two or more individuals (not representing the group of which they 

are a part of) of the same or different group at the same or different level, in an 

organization. 

 

Interpersonal conflict can be divided into intra group and intergroup conflict. While 

the former— intra group-occurs between members of a group (or between 

subgroups within a group), intergroup-occurs between groups or units in an 

organization. 

 

On the basis of Scope: 

Conflicts may be substantive and affective. A substantive conflict is associated with 

the job, not individuals, while an affective conflict is drawn from emotions. 

Substantive conflicts may be over the facts of a situation, the method or means of 

achieving a solution to the problem, ends or goals and values. Thus it includes task 

conflict and process conflict in its scope. 

 

Procedural conflicts can include disagreements about factors such as meeting dates 

and times, individual task assignments, group organization and leadership, and 

methods of resolving disagreements. Unresolved procedural conflicts can prevent 

work on collaborative projects. Substantive conflict can enhance collaborative 

decision-making. Substantive conflict is also called performance, task, issue or 

active conflict. 

 

On the other hand, an affective conflict (also called as relationship or opposite of 

agreeable conflict) deals with interpersonal relationships or incompatibilities and 

centers on emotions and frustration between parties. 

 

Affective conflicts can be very destructive to the organization, if remains 

unresolved. Relationship conflict comes under the scope of affective conflicts. An 

affective conflict is nearly always disruptive to collaborative decision-making. The 

conflict causes members to be negative, irritable, suspicious, and resentful. For 

example, when collaborators disagree on the recognition and solution to a task 
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problem because of personal prejudices (e.g. prejudices stemming from strong 

social, political, economic, racial, religious, ethnic, philosophical, or interpersonal 

biases) they are seldom able to focus on the task. 

 

The two concepts are related to each other. If one could make a distinction between 

good and bad conflict, substantive would be good and affective conflict would be 

bad. Substantive conflict deals with disagreements among group members about 

the content of the tasks being performed or the performance itself. 

 

On the Basis of Results: 

Conflict can be constructive or destructive, creative or restricting and positive or 

negative. Destructive conflicts are also known as dysfunctional conflicts, because 

such conflicts prevent a group from attaining its goals. 

 

Conflict is destructive when it takes attention away from other important activities, 

undermines morale or self-concept, polarizes people and groups, reduces 

cooperation, increases or sharpens difference and leads to irresponsible and harmful 

behavior, such as fighting, name-calling. 

 

On the other hand, constructive conflicts are also known as functional conflicts, 

because they support the group goals and help in improving performance. Conflict 

is constructive when it results in clarification of important problems and issues, 

results in solutions to problems, involves people in resolving issues important to 

them, causes authentic communication, helps release emotion, anxiety and stress, 

builds cooperation among people through learning more about each other; joining 

in resolving the conflict, and helps individuals develop understanding and skills. 

 

On the Basis of Sharing by Groups: 

Conflicts may be distributive and integrative. Distributive conflict is approached as 

a distribution of a fixed amount of positive outcomes or resources, where one side 

will end up winning and the other losing, even if they do win some concessions. 

 

On the other hand, integrative – Groups utilizing the integrative model see conflict 

as a chance to integrate the needs and concerns of both groups and make the best 

outcome possible. This type of conflict has a greater emphasis on compromise than 

the distributive conflict. It has been found that the integrative conflict results in 

consistently better task related outcomes than the distributive conflict. 

 

On the Basis of Strategy: 

Conflicts may be competitive and cooperative. Competitive conflict is 

accumulative. The original issue that began the conflict becomes irrelevant. The 
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original issue is more of a pretext than a cause of the conflict. Competitive conflict 

is marked by the desire to win the fight or argument, even if winning costs more 

and causes more pain than not fighting at all. 

 

Costs do not matter in competitive conflict, and therefore, irrationality remains its 

main mark. Competitive conflict is characterized by fear, which is one of the 

important ingredients in a conflict becoming irrational. If one is personally invested 

in the outcome, this too leads to irrational conclusions, especially if issues of self-

esteem, whether personal or national, are involved. 

 

Competitive conflict can either begin by, or be rationalized by, conflicts of ideology 

or principle. Even more, when the desire to win overtakes any specific reason for 

the conflict, irrationally develops. 

 

Importantly in history, when powers are roughly equal, such as the World War I 

alliances were, conflict that becomes competitive and irrational nearly always 

develops. In economic competition customers are the winners and the firms may be 

at risk. But in sports competition is encouraged. 

 

On the Basis of Rights and Interests: 

Conflict of rights means where people are granted certain rights by law or by 

contract or by previous agreement or by established practice. If such a right is 

denied, it will lead to conflict. Such a conflict is settled by legal decision or 

arbitration, not negotiation. On the other hand, conflict of interests means where a 

person or group demands certain privileges, but there is no law or right in existence. 

Such a dispute can be settled only through negotiation or collective bargaining. 

 

In the light of above conditions about conflict; we understand that we have conflicts 

that originate in the individual person, conflicts that have their basis in the 

relationship between individuals, and conflicts that occur as a result of interactions 

between groups. Conflict in educational organizations is categorized as: 

1 Affective Conflict  

 This is defined as “a condition in which group members have interpersonal 

clashes characterized by anger, frustration, and other negative feelings”. 

 

2 Substantive Conflict 

 Jehn (1997) characterized this type of conflict as “disagreements among 

group members’ ideas and opinions about the task being performed, such as 

disagreement regarding an organization’s current strategic position or 

determining the correct data to include in a report”.  
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3 Conflict of Interest  
 This is defined as an inconsistency between two parties in their preferences for 

the allocation of a scarce resource. This type of conflict occurs “when each party, 
sharing the same understanding of the situation, prefers a different and somewhat 
incompatible solution to a problem involving either a distribution of scarce 
resources between them or a decision to share the work of solving it”.  

 
4 Conflict of Values  
 This occurs when two social entities differ in their values or ideologies on 

certain issues. This is also called ideological conflict.  
 
5 Goal Conflict 
 This occurs when a preferred outcome or an end-state of two social entities is 

inconsistent. In rare cases “it may involve divergent preferences over all of 
the decision outcomes, constituting a zero-sum game”. 

 
6 Realistic versus Nonrealistic  
 Conflict realistic conflict is associated with “mostly rational or goal-oriented” 

disagreement, nonrealistic conflict “is an end in itself having little to do with 
group or organizational goals”.  

 
7 Institutionalized versus Non-Institutionalized Conflict  
 The former is characterized by situations in which actors follow explicit rules, 

and display predictable behavior, and their relationship has continuity, as in 
the case of line–staff conflict or labor–management negotiations. Most racial 
conflict is non-institutionalized where these three conditions are nonexistent.  

 
8 Retributive Conflict  
 This conflict is characterized by a situation where the conflicting entities or 

factions feel the need for a drawn-out conflict to punish the opponent. In other 
words, each party determines its gains, in part, by incurring costs to the other 
party.  

 
9 Misattributed Conflict  
 This relates to the incorrect assignment of causes (behaviors, parties, or 

issues) to conflict. For example, an employee may wrongly attribute to his or 
her supervisor a cut in the employee’s department budget, which may have 
been done by higher-level managers over the protest of the supervisor.  

 
10 Displaced Conflict  
 This type of conflict occurs when the conflicting parties either direct their 

frustrations or hostilities to social entities that are not involved in conflict or 
argue over secondary, not major, issues. 
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Activity 
Discuss the main conditions which influence an educational organization towards 
conflict situations. 
 

 
3.3 Sources of Conflict in Educational Organizations 
The possible sources of conflict are poor communication, competition for common 

but scarce resources, incompatible goals and the like. Fisher (1997) notes, 

“individuals and groups have undeniable needs for identity, dignity, security, 

equity, participation in decisions that affect them. Frustration of these basic needs 

become a source of social conflict”.  

 

According to Plunkett and Attner (1989), the sources of conflict include; shared 

resources, differences in goals, difference in perceptions and values, disagreements 

in the role requirements, nature of work activities, individual approaches, and the 

stage of organizational development. Gray and Stark (1984) suggested that there 

are six sources of conflict. These are:  

1)  Limited resources  

2)  Interdependent work activities 

3)  Differentiation of activities 

4)  Communication problems 

5)  Differences in perceptions 

6)  The environment of the organization.  

 

According to these writers, conflict can also arise from a number of other sources, 

such as:  

1)  Individual differences (some people enjoy conflict while others don't) 

2)  Unclear authority structures (people don't know how far their authority 

extends) 

3)  Differences in attitudes 

4)  Task symmetries (one group is more powerful than another and the weaker 

group tries to change the situation 

5)  Difference in time horizons (some departments have a long-run view and 

others have a short -run view).  

 

Another author Deutch in camp bell et-al (1983:187) identified a list of sources of 

conflict. These are; control over resources, preferences and nuisances, values, 

beliefs and the nature of relationships between the parties. The classification of 

conflict is often made on the basis of the antecedent conditions that lead to conflict. 

Conflict may originate from a number of sources, such as tasks, values, goals, and 

so on. It has been found appropriate to classify conflict on the basis of these sources 
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for proper understanding of its nature and implications. Following is a brief 

description of this classification. 

 

Organizational conflict appears in a variety of forms and has varying causes. These 

can generally be separated into several categories. Katz identifies three sources of 

conflict. These are:  

(1) structural conflict (conflict arising out of the need to manage the 

interdependence between different organizational sub-units) 

(2)  role conflict (conflict arising from sets of prescribed behavior)  

(3)  resources conflict (conflict stemming from interest groups competing for 

organizational resources).  

 

Robbins identifies three sources of organizational conflict and indicates that an 

understanding of the source of a conflict improves the probability of effective 

conflict management. The main factors which serve as sources of conflict are 

identified as  

(1) communicational (conflicts arising from misunderstandings etc.) 

(2)  structural (conflicts related to organizational roles) 

(3)  personal (conflicts stemming from individual differences).  

 

Methods of conflict management which are appropriate in one case may not necessarily 

be appropriate when applied to a conflict generated from another source. 

 

Activity 
 Imagine your educational organization teachers are divided into two groups due to 

a conflict. Read the above mention topic and draw source of conflict. 

 
3.4 Role of Conflict in Educational Organizations 
One of the most common outcomes of conflict is that it upsets parties in the short 

run (Bergman &Volkema, 1989). However, conflict can have both positive and 

negative outcomes. On the positive side, conflict can result in greater creativity or 

better decisions. For example, as a result of a disagreement over a policy, a manager 

may learn from an employee that newer technologies help solve problems in an 

unanticipated new way. 

 

Positive outcomes include the following: 

 Consideration of a broader range of ideas, resulting in a better, stronger idea. 

 Surfacing of assumptions that may be inaccurate. 

 Increased participation and creativity. 

 Clarification of individual views that build learning 
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On the other hand, conflict can be dysfunctional if it is excessive or involves 

personal attacks or underhanded tactics. 

 

Examples of negative outcomes include the following: 

 Increased stress and anxiety among individuals, which decreases productivity 

and satisfaction. 

 Feelings of being defeated and demeaned, which lowers individuals’ morale 

and may increase turnover. 

 A climate of mistrust, which hinders the teamwork and cooperation necessary 

to get work done. 

 

Here we discuss the role of conflict in different situations: 

 

3.4.1  Positive Effects of Conflicts 
According to Boulding (1993), despite the adverse effects that conflict can produce, 

disagreement between people has its good side. Although the definition of conflict 

does not seem to be beneficial at a glance, it has intrinsic importance when they are 

critically scrutinized. Wehlege and Wisconsin (2000) point out that conflict is a 

pivot around which change takes place in workplaces and the society at large and 

that when we disagree, it sharpens our focus and defines what the important issues 

are. However, Wheeler and Terrence (1995) indicate that suppression of conflict 

and dissent is a sure sign that freedom is on the decline and democracy is in trouble. 

In disagreeing with the notion that conflict is inherently destructive, Robbins (2000) 

instead asserts that a certain amount of conflict in an organization is healthy as it 

prevents the organization from stagnating and from producing myopic decisions. 

From this perspective, Larson and Mildred (2000) believe that when conflicts are 

effectively managed, it can lead to outcomes that are productive and can enhance 

the health of the organisation overtime. Thus, conflict in itself is neither good nor 

bad in value terms; it is natural. They explain that its impact on an organisation and 

the behaviour of the people in it is largely dependent on the way it is treated.  

Jennings and Wattam (2005) also agree to the assertion that conflict is a necessary 

agent to stimulate change and innovation and that problems and inefficiencies in 

working will be highlighted by conflict, whereas attempts to eliminate conflict can 

lead to such matters being “swept under the carpet”. To add to this, Owens (2001) 

precisely notes that healthy competition and rivalry can lead to better decisions 

being made as attention is more clearly focused on the issue. Eccles and Gabbaro 

(1995) also note that the impact of such conflict is that groups can become more 

cohesive and operate more effectively as teams, increasing more group and 

individual motivation which goes a long way to boost standards of performance as 

a result of commitment and concern to make better decisions. 
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3.4.2 Negative Effects of Conflicts 
If conflict has its good side, then it has a negative side as well. According to Aldag 

and Stearns (1987), anyone who has ever worked in an organisation knows that 

conflict exists and that it can have destructive effects on the organisation and the 

members’ activities. Nelson-Jones (1995) explains that not only can conflict in the 

workplace cause great stress and unhappiness, but it also can lower outputs and in 

extreme cases, bring strikes. Furthermore, Barker and Gum (1994) emphatically 

state that many times, in the midst of conflict, opposing individuals or groups will 

put their own interests or goals above those of the organisation, resulting in the 

lessening of the organisation’s effectiveness. Owens (2001) also opines that 

frequent and powerful conflict can have a devastating impact on the behaviour of 

people in an organisation in that conflict often develops into hostility which also 

causes people to withdraw both physically and psychologically.  

 

Whetten and Cameron (2005) conclude that most people have ample evidence that 

conflict often produces harmful results because some people have a very low 

tolerance for disagreement (whether it is a result of family background, cultural 

values or personality characteristics) and that interpersonal conflict saps their 

energy and demoralizes their spirits. It can be seen from the discussion that the 

notion that conflict has negative effects and thus, should be eliminated does not 

wholly give the right impression. It is seen from the literature cited that in modern 

times, conflict has been given a different dimension resulting in the idea that 

conflict is neither inherently good nor bad but simply inevitable wherever people 

are found. It should be accepted that too much conflict can have adverse effects on 

individuals, groups and organizations because conflict resolution involves using up 

productive time and scarce resources, and diversion of energies that could more 

constructively be used elsewhere. On the other hand, little or no conflict in an 

organization for instance can also be a negative sign as it can lead to apathy and 

lethargy and provide little or no impetus for change and innovation. Conflicts may 

be beneficial, if they are used as instruments for change or innovation. As seen from 

the discussion, conflicts can improve relationships and the quality of decision 

making in an organization if they are managed constructively. 

 

It is also evident from the literature cited that some conflict situations produce 

nothing positive and that conflict may have either positive or negative 

consequences for individuals, organizations and the society depending on its 

frequency and how it is managed? As people try to settle conflicts with physical 

reactions which produce negative outcomes like hitting, kicking and scratching 

which hurt people, such physical reactions may be interpreted as a means of finding 

solution to the problems. These however, tend to be damaging to relationships 

while violence may lead to more violence. Another negative effect of conflict is 
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that emotions are sometimes so strong that some people want to strike at the other 

person. Whether conflict can produce positive or negative effects depends on how 

that conflict is tackled or the strategy used to settle or resolve the conflict. 

 

Activity 
Discuss the effects of conflicts on an organization. 

 
3.5 Techniques/Strategies of Handling Conflict in Educational 

Organizations 
David W. Johnson and Roger T. Johnson (1996) hold that Conflict resolution and 

peer mediation programs are often promoted as a way to reduce violence (and 

destructively managed conflicts) in educational organizations. Management of 

conflict is a human relations concept long recognized in business and industry as a 

necessary component of the developmental process. Sweeney and Caruthers (1996) 

define conflict resolution in a most general and concise way, “the process used by 

parties in conflict to reach a settlement” Hocker and Wilmot (1985) initially discuss 

conflict management styles in terms of assumptions. Their assumptions are: 

 People develop patterned response to conflict.  

 People develop conflict styles for reasons that make sense to them.  

 No one style is automatically better than another.  

 People's styles undergo change in order to adapt to the demands of new 

situations. 

 

Robbins (1974) concentrates on strategies specifically labeled as resolution 

techniques. He lists eight techniques as follow:  

(1)  Problem solving  

(2)  Super ordinate goals  

(3)  Avoidance  

(4)  Smoothing  

(5)  Compromise  

(6)  Authoritative command  

(7)  Altering the human variable  

(8)  Altering structural variables 

 

Thomas (1971) examines conflict management strategies by focusing on general 

strategies used by administrators in an educational setting. In his research he points 

out that there is no difference between management and leadership; hence, manager 

is synonymous with leader. Thomas eight strategies for management are:  

(1)  Citizens advisories  

(2)  Confrontation sessions  
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(3)  Sensitivity training  

(4)  Process involvement  

(5)  Educational pluralism  

(6)  Volunteerism  

(7)  Cooperative studies  

(8) Failure 

 

Since conflict is seemingly unavoidable, particularly in a scholarly setting, it is 

obviously necessary for administrators to be able to recognize conflict, to view its 

constructive as well as destructive potential, to learn how to manage conflict, and 

to apply conflict management strategies in a practical way. Jhonson and Jhonson 

(1996) state that conflicts are resolved constructively when they;  

(a) result in an outcome that all disputants are satisfied with 

(b) improve the relationship between the disputants 

(c) improve the ability of disputants to resolve future conflicts in a constructive 

manner. 

 

Bodin and Crawford (1999) maintains that since educational organization is an 

entity which composes of different people with different generational ages and that 

negotiation and mediation must be identified as the best strategies for eliminating 

conflicts. Three types of situations demand from the negotiator to face and find 

solution to them; these situations are task and relationship-oriented conflict, 

intellectual and emotion-oriented conflict and compromise and win conflict. 

Conflict management is deemed to be successful if it has achieved its goal by 

reaching a win-win, or approach-approach or consensual agreement which is 

accepted by both parties.  

 

Mediation is another way of conflict management used today. Bentley (1996) 

describes mediation as a form of problem-solving process where a neutral third 

party assists disputants to reach a mutually acceptable agreement. Mediation proves 

as an effective method because it involves a democratic and structured process that 

enables disputants to resolve their own conflict, with the assistance of trained peers.  

 

Deutsch (2005) argues that mediators follow these steps: 

(a) They establish a working alliance with the parties 

(b) they improve the climate between the parties 

(c) they address the issues 

(d) they apply pressure for settlement.  
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Mediators should adopt the following skills in order to handle conflict, namely; 

They must be able to establish:  

(a) Working relation with each of the conflicting parties 

(b) They must be able to establish a cooperative problem-solving attitude among 

the parties 

(c) They must be able to develop a creative group process and group decision making 

(d) They must gather considerable substantive knowledge about the problems 

around which the conflict centers. 

 

There is still, however, a long way to go before conflict resolution and peer mediation 

training is managed constructively in every classroom and educational organization. 

However, it may be underscored that conflict-free atmosphere is conducive to 

constructive and creative work. Sincere efforts should be made to resolve tensions and 

cultivate an atmosphere of mutual acceptance and tolerance, accommodation and 

understanding. Uncalled tensions & conflicts so often lead to mental stresses and 

strains that, in turn, cause psycho-somatic diseases & deformities. 

 

Resolving a conflict has never been an easy task whether you’re dealing with your 

boss, your colleagues or family members.  

 

3.5.1 The Triangle of Truth 
Veteran journalist, corporate coach, consultant and speaker Lisa Earle McLeod 

recommends an alternative in her new book The Triangle of Truth the Surprisingly 

Simple Secret to Resolving Conflicts Large and Small (Perigee; January 2010). 

‘Instead of trying to compromise in the middle, or the more common scenario, fight 

about who’s right and who’s wrong,’ writes McLeod, ‘the Triangle of Truth 

provides a model for redirecting your energy. It points you toward a solution at the 

top of the triangle that honors the truth on both sides.’ The seven principles that 

make up the Triangle are:  

 

Principle 1: Embrace ‘And’ – Using the Triangle successfully means eliminating 

either/or thinking. By harnessing the power of ‘and’, we enable ourselves to 

consider ideas different from our own, leading to solutions that either/or thinkers 

would have missed. 

 

Principle 2: Make Peace with Ambiguity – Fear dates back to our prehistoric 

ancestors and our primal instinct to survive, and whether the source of our fear is 

real or imagined, fear holds us in the either/or mindset. Our brain locks on to what 

we believe to be true, and, as a result, we expend every ounce of energy defending 

it. This, of course, prohibits us from hearing any other idea or side to the argument, 

making it impossible to implement the Triangle of Truth.  
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Principle 3: Hold Space for other Perspectives – In order to achieve your 

objectives, you must consider the objectives of others. While it’s easy to become 

consumed by our own ambitious goals, ignoring the goals that are driving someone 

else prohibits you from working as a team to get what you both want.  

 

Principle 4: Seek Higher Ground – Seeking higher ground requires us to look 

beyond the conflict or issue at hand to see the bigger picture, considering the full 

context of the situation. It involves elevating our minds above the thinking that 

there are only two choices, either A or B, and allows us to create a different choice 

— one that helps us achieve what we really want.  

 

Principle 5: Discern Intent – Solutions are based on what someone believes is the 

best way to solve a problem. Whether or not you agree with their solution, it’s 

critical that you try to understand their intent. Chances are their solution wasn’t 

derived from any intent to ruin you, the project or the company.  

 

Principle 6: Elevate Others – Helping others elevate their thinking by going 

beyond the narrow “what” and “when” questions to the more expansive “how” and 

“why” questions allows us to all think more deeply. By elevating our thinking, we 

are able to think more creatively, assimilate multiple ideas, uncover the core truths 

behind proposed solutions and, naturally, solve conflicts more effectively and 

without the drama.  

 

Principle 7: Be the Peace – Go beyond being a peacekeeper and instead being a 

peacemaker. Rather than simply keeping the conflict under wraps, we must learn 

how to embrace other ideas and assimilate our conflicting ideas into a solution that 

far surpasses either idea. 

 

Activity 
Discuss the various stages - from inception to end - through which a conflict 

evolves. 
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3.6 Summary 
 Organizations are social entities segmented into hierarchies of departments and 

individuals. The basic realities of organizational life cannot but stimulate 

comparisons, competitions and conflicts between departments and individuals.  

 Conflict is an omnipresent feature at each of these organizational levels. Since 

conflict may have functional as well as dysfunctional consequences, it is 

essential that administrators explore various methods and techniques of 

conflict management.  

 Effective conflict management is indispensable if coordinated efforts and 

productive achievements are to result. I have suggested above that the planned 

intervention by behavioral scientists represents the most effective method 

since it can produce organizational change and a sense of personal 

accomplishment. A wide range of intervention activities may be utilized to 

deal with conflicts at various organizational levels.  

 It is beyond the scope of this article to provide a manual that can possibly 

foresee all the contingencies or to evaluate the effectiveness of different types 

of intervention. 

 Administrators should be able to ascertain the presence of a conflict, its basic 

sources, the level at which it manifests itself, its degree of intensity and the 

ways of furthering the objectives of conflict resolution.  

 
3.7 Self-Assessment Questions 
1. Define conflict with example and discuss how conflict plays an important role 

in management of an educational organization? 

2. Write different types of conflict in educational organizations with examples. 

3. List down the possible sources of conflict in any educational organizations. 

4. Is it true that “Correctly handled conflict strengthens the organization”? State 

your point of view with relevant examples. 

5. Take a survey of an educational organization and identify the techniques used 

to resolve the conflict in organization.  
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INTRODUCTION 
 
 

Educational management (EM) is a field of study and practice concerned with the 
operation of educational organizations (Bush, 2006). The process of articulating the 
aims of education is at the heart of education management. In primary, secondary 
and tertiary school settings, aims are decided by headmasters, principals, provosts, 
rectors and vice chancellors. In some cases, this is done in collaboration with senior 
teaching colleagues and education sector stakeholders. In other cases, however, 
school goal setting is a corporate activity completed by the federal or state Ministry 
of Education through a national (or state) policy on education (Ololube, 2013). 
 

Educational management principles are universal. EM requires setting objectives, 
making plans, supervising and motivating people, co-coordinating and controlling 
activities, achieving goals and evaluating concerted efforts towards the 
achievement of these goals. These management tasks call for the utilization of four 
types of resources: human, financial, material, and communication. Human 
resources include employees and their skills, knowledge and experience. Financial 
resources refer to the capital and investments used to finance the current and long-
term operations and objectives of the school. Material resources include the 
physical facilities of the school and the equipment contained therein. 
Communication resources include the data and information used in the operation 
and planning of educational institutions. The job of school administrators and/or 
manager is to combine and co-ordinate all of the resources at their disposal to 
achieve educational goals. 
 

 
LEARNING OUTCOMES 

 
After studying this unit, you should be able to: 

 define educational resources and management 

 understand the different kinds of educational resources  

 describe the concept and need of management of educational resources 

 outlines the different strategies of managing educational  

 understand the probable challenges in managing educational resources 

 illustrate suitable solutions for challenges in the management of educational 
resources  

 describe the importance of time management  

 understand the application of time management in school administration 
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4.1 Nature and Types of Educational Resources 
4.1.1 Educational Resources  
Education resources refer to all human, material, non-material audio-visual school 

environment and community materials available in an academic environment to 

facilitate school administration and simplify the teaching learning process. They 

also include other fundamental materials used in the school to make teaching very 

easy and learning more meaningful and comprehensible to the learners. Education 

resources covers all those materials human and non-human, drawn or 

photographed, built manually or electronically operated, books and all forms of 

related materials used in teaching and learning process. 

 

Education resources includes the teachers in the school, human beings in the 

community, real objects, specimen or models, chalk and display boards, school 

buildings and layout, the community at large and other fundamental materials like 

pencils, pens, exercise books etc. which the learners are expected to have at any 

point in time to facilitate learning. Education resources are no doubt important in 

the development of a conducive teaching-learning environment. The use of these 

resources could give more valuable and powerful direction to the teacher than any 

personal efforts without the materials. 

 

4.1.2 Classification of Education Resources 
According to NOUN (2009), Education resources based on their nature are 

basically classified into the following categories:  

 

4.1.2.1 Material/Physical Resources 

These are the tangible resources that can easily be seen and observed in any 

institution. The physical resources include the structure, the machines, raw 

materials, vehicles, and other tools, which can facilitate organizations activities and 

processes. The physical resources may not be the same in all organization. In 

educational system, the physical resources would include the classrooms/lecture 

rooms, staff offices, vehicles, health centers, library, laboratory and so on, which 

directly or indirectly contribute to the achievement of goals. 

 

Activity 
Arrange different physical resources at your institution in hierarchical order. 

 

4.1.2.2 Financial Resources 

Financial resources are the funds required for the smooth operations of a school and 

are regarded as the life-wire of any system. It is indeed a more critical facet with 

which other factors of administrations are created, maintained and sustained. In 

school administration, funds are necessary for the procurement of facilities, 
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equipment, electronics and communication devices needed for effective 

performance. Apart from this, funds are needed to pay the salaries of administrative, 

academic and non-academic staff. A strong financial allocation for school 

administration would not only enhance goals attainment but its sustainability. Plan 

and policy implementation are responsive to funds availability. Funds are needed 

for the acquisition of fixed and current assets and to settle current liabilities and 

expenditures incurred in the course of administration. 

 

Activity 
During last financial year, provide a list of allocated budgets against different 

heads, what was used and what was lapsed.  

 

4.1.2.3 Time Resources 

Time is a unique resource and is considered as one of the unusual resources known 

to man (Adedeji, 1998). Time is the most expensive of all resources due to its non-

recoverable nature. Time utilization refers to the proper allocation of time to the 

various stages and tasks of administrative activities. The application of hours of 

duty to organizational activities is to ensure equal combination of time with other 

resources. The use of time is one of the parameters to measure an effective school 

administration. In a school system, time is managed through the use of a time table. 

Consequently, time management stands as an effective tool necessary for the 

organizations effectiveness in realization of set out objectives and goals 

(Ugwulashi, 2012). 

 

Activity 
Prepare a schedule for final examination at elementary level regarding your own 

institution.  

 

4.1.2.4 Human Resources 

Human resource constitutes a vital mood of any institution. The human resource in 

the school system includes teachers, support staff in the school, students, parents, 

community members and a host of other interest and social groups. Human 

resources are responsible for planning, organizing, coordinating, controlling, 

manipulating and maintaining other forms of resources; its administrative and 

forecasting ability placed it ahead of other forms of resources. The availability of 

human resources is not only required in school administration, but their quality and 

quantity must be considered if effective and efficient administration is to be 

guaranteed. According to Likert (1969) all activities of any institution are initiated 

by the persons that make up that institution. Plant, offices, computer, automated 

equipment and all inputs that an institution uses are unproductive except for human 

effort and direction. 
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Elwood and James (1996) observed that in governing human resources three major 

trends are typically considered, they include: 

a.  Demographies 

The characteristics of a population/workforce for example age, gender or social 

class. The type of trend may have an effect in relation to pension offering, insurance 

packages etc. 

 
b.  Diversity 

The variation within the population/workplace changes in the society now mean 

that a larger proportion of organization is made up of “baby boomers or old workers 

in comparison to thirty years ago”. Advocates of workplace divert advocates an 

employee base that is a minor reflection of the make- up of the society in so far as 

race, gender, sexual orientation etc.  

                  
c.  Skills and Qualification 

As industries move from manual to more managerial profession, so does the need 

for more highly skilled graduates. If the market is tight (i.e. not enough staff for the 

job) employers must compete for employees by offering financial rewards, 

community investments etc. Every aspect of an institution’s activities is determined 

by the competence, motivation and general effectiveness of its human resource. It 

is noteworthy that the quality of human resources in any educational system 

determines to a great extent the quality of the system itself and professional staff in 

particular are crucial to the formulation and successful implementation of the 

education policies and programmes in any country. (Nakpodia, 2010). 

 
4.1.2.5 Information and Communication Technology (ICT) Resources 

ICTs stand for Information and Communication Technologies and are defined, for 

the purposes, as a “diverse set of technological tools and resources used to 

communicate, and to create, disseminate, store, and manage information.” These 

technologies include computers, the Internet, broad casting technologies (radio and 

television), teleprompter and telephony. Information and communication are vital 

resources in any establishment more particularly for planning, policy making and 

decision making. Apart from enabling the public to be aware of the existence, 

activities and products of any organization, information and communication serve 

as means of getting the feedback from the public, clienteles and consumers. Some 

of the information communication Technologies in school administration includes 

the global system for mobile communication (GSM) telephone, intercom, 

television, overhead and film projector, internet/radio, cable, etc. All these enhance 

quality communication within and outside the school environment.  
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Education policy makers and planners must first of all be clear with what outcomes 

are being targeted. These broad goals should guide the choice of technologies to be 

used and their modalities of use. The potential of each technology varies according 

to how it is used. Hadad and Drexler (2002) identified at least five levels of 

technology used in education: presentation, demonstration, drills & practice, 

interaction and collaboration. ICTs are a potentially powerful tool for extending 

educational opportunities, both formal and non-formal, to previously underserved 

constituencies—scattered and rural populations, groups traditionally excluded from 

education due to cultural or social reasons such as ethnic minorities, girls and 

women, persons with disabilities and the elderly through teleconferencing etc. 

 

Activity 
Collect information on IT related equipment and facilities available at your own 

organization. 

 

4.1.2.6 Community Resources 
Community resources are human and non- human materials that are within the 

geographical milieu of teachers and learners (Omosewo, Ogunlade, and Oyedeji, 

2012). The community has bounteous resources ranging from religious resources 

(e.g. mosque, churches and shrines), commercial banks (e.g. first bank, union bank 

and unity bank etc), historical places (e.g. palace, zoo, museum), water bodies (e.g. 

sea, oceans, lakes, rivers and ponds) and landscapes (e.g. rocks, mountains). The 

human community resources include teachers, learners, curriculum developers, 

parents and other members of the society. The School administrator is to attract the 

movable community resources to the school or alternatively, the school could also 

arrange for the learners to visit the immovable resources in the community so that 

they would have a glimpse the real structure of what they have learnt and could 

have imagined, perhaps with an erroneous conception. 

 

4.1.2.7 Fundamental /Supporting Resources 

Fundamental resources may appear trivial, but their non-availability can wreak 

havoc in a school system. They include: calendars, journals, periodicals, reference 

books, year planner, consumable items, cabinets, files, etc. All of these combine to 

influence effective performance of administrators on daily basis while supporting 

resources contribute to the effectiveness and efficiency of the combination of other 

resources. Apart from facilitating effective school administration, supporting 

resources also help in the processing of input to output and in the transfer of both 

the material and human resources from one place to another. They include 

electricity, which generates power for most machines and electronics, water, 

refrigerator, fans, cars, etc. 
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4.2 Concept and Need of Management of Educational Resources 
In school administration, education resources are not only limited but can be 

effectively and efficiently managed when management activities are properly 

harmonized, organized, coordinated and controlled by the school management 

team. This is in agreement with Blunt’s (1990) opinion that: it is not the availability 

of these resources alone that guarantees effective performance of school, but their 

adequacy and effective utilization. However, no matter how well packaged a school 

administration or a school system is at any level of education, without adequate and 

efficient utilization of the available resources, the system may fail to achieve its 

desired results. 

 

Adequate and appropriate resources are vital in the administration of a school. The 

proper management and use of these resources will not only boost the morale of 

human resources who coordinates other activities in the school system but also 

ensure the attainment of goals. Meanwhile, shortage or inadequacy of these 

resources is inimical to goal achievement of school administration. Accessibility of 

education resources makes school management effective and efficient thereby 

enhancing the output of the education system. Effective school administration leads 

to efficient instructional process which will yield a quality output. 

 

4.2.1 Material/Physical Resource Management in School 
School physical resource management has a direct impact on the learning 

environment and is a key determinant of educational outcomes. It is therefore 

critical that school physical resource management practices align with the school 

improvement plan by linking school assets to basic education service delivery 

standards and strategies. Facility maintenance entails providing clean and safe 

environment for teaching and learning. It also involves provision of adequate 

facilities for teaching and learning. According to Asabiaka (2008) the following 

type of maintenance should be adopted in the facility maintenance plan. These are 

preventive, routine, emergency repairs, and predictive maintenance. 

(i)  Preventive Maintenance  

This is a type of maintenance carried out on school facilities to avoid breakdown 

and ensure optimal performance of the facility. Up to date information about the 

facility is required to serve as a guide for the maintenance team. Preventive 

maintenance saves cost and time. It is usually an integral part of the management 

practice in societies where maintenance culture is well established. Decisions on 

preventive maintenance are collectively made and implemented. 

 

(ii)  Routine Maintenance 

This is carried out periodically as scheduled by the school managers. Facilities may 

be serviced monthly, quarterly or even annually depending on the agreed schedule. 



72 

Manufacturers guide provide information on the nature and maintenance intervals. 

School managers comply with these guides to avoid breakdown of the equipment. 

 

(iii)  Emergency Repairs 

This is very common in the management of school facilities in societies where 

maintenance culture is not well established. It takes place when a facility breaks 

down and urgent measures or steps had to be taken to remedy the situation. In this 

regard, collective decision-making may not be possible because there may be 

limited time to bring together all the necessary individuals to make decisions. It is 

also expensive because due to lack of maintenance, the extent of damage may 

demand total replacement of the facility or high cost of repair. In some cases, the 

breakdown may cause injury or even death to staff and or students of the school. 

The resultant effect may be high insurance premium or prevent the use of the 

facility for teaching and learning until repair had been affected. School managers 

should proactively develop and implement facilities management plan for 

addressing facility needs. 

 

(iv)  Predictive Maintenance 

This involves the use of computer software’s to predict equipment failure based on 

age, user demand and performance measures. 

 

4.2.2 Financial Management in Schools 
Financial management covers such areas as the procurement of funds, their 

allocation, monitoring their use in the interest of accountability and producing 

financial reports for the relevant stakeholders. Effective financial management 

ensures that: 

•  All financial regulations and procedures are complied with, 

•  All financial transactions are recorded accurately, 

•  Adequate controls are in place to ensure that expenditures do not exceed 

income, and 

•  Only authorized expenditures are incurred. 

 

Financial management is, therefore, an integral part of the responsibility as an 

education manager because, without good financial management practices, schools 

would find it difficult to achieve their goals. 

 

Role of School Administrators in Financial Management: 

The ultimate accountability for the effective management of school finances lies 

with the office of the manager. As an education manager, you should: 

•  Allocate funds to various activities in accordance with the budget; 

•  Authorize the disbursement of school funds; 
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•  Administer school funds both lawfully and morally; 

•  Determine a school budget in consultation with other stakeholders such as 

heads of department, senior teachers and the Board of Governors; and 

•  Ensure that the school has the funds it needs and that those funds are used 

effectively and efficiently. 

 

4.2.3 Significance of Time Management in School Administration 
Proper time management in the workplace has a number of positive effects, ranging 

from making you a more focused and valuable employee to reducing the stress of 

your job. Time is a precious commodity on any job. Employers appreciate 

employees who can get the maximum amount of good work done in the minimum 

amount of time. 

(i)  Setting Priorities and Goals 

Prioritizing and setting goals are very effective time management skills that can be 

practice at work every day. The concepts help in setting a scale of preference by 

identifying the tasks or workload that need to be done first before other schedules 

of lower importance. It makes it easier to keep track of any due dates that are 

mandated for the accomplishment of any giving task. Prioritizing and setting goals 

in a school system can assist the staff in becoming a more productive employee by 

ensuring that all of the work items are addressed in a timely manner (Kalu, 2012). 

 

(ii)  General Life Improvement 

Another positive side effect of practicing time management is that it helps to 

improve work – life balance. The skills that are learnt and use at work can also 

translate into personal life improvement. Individuals will be better able to prioritize 

daily tasks, create a workable schedule for busy times and also have some time to 

relax. A less hectic home life can help improve one’s professional performance. 

 

(iii)  Reducing Stress and Negativity 

Two things that can severely impact on work performance are stress and negativity. 

Practicing good time management techniques helps to reduce stress by keeping 

work on schedule and in good shape to meet approaching deadlines. When a staff 

is less stressed, he/she is also less likely to feel negatively about the job. Having a 

negative attitude at work can hurt ones career because employers want personnel 

who are enthusiastic about their work. Because proper time management helps you 

accomplish more in the allotted time, it can help you adopt a more positive attitude 

in the workplace. 

 

(iv)  Productivity and Performance. 

Time management in the school environment increases productivity. With higher 

focus on projects and timelines employees will find more efficient ways to 
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complete tasks. Also employees who have a hard time in finding solutions for 

completing tasks will seek help sooner instead of later. Employee Performance will 

increase as a result of increased productivity. 

 

(v)  Developing Employees 

Practicing good time management helps staff perform better at his job because he 

less likely to feel the stress and pressure of bumping up against important deadlines. 

Leaders who are strong at managing time will have the ability to schedule the rights 

tasks with the right time frames. Also, leaders can make sure that their employees 

understand that tasks are expected to be completed and without excuses. These can 

actually train and developed staff at the same time. The new employee will learn 

the process along with what are the expectations of a leader. The extra time given 

to developing colleagues will have a positive impact on the entire school. Time 

management philosophy tends to x-ray the importance and appropriate utilization 

of time as a resource in accomplishing organization objectives and goals. Managing 

time appropriately leads to achieving results easily with limited resources 

(Ugwulashi, 2012). 

 

4.2.4 Relevance of Human Resources Management (HRM) in School 

Administration. 
A school cannot build a good team of working professionals without good Human 

Resources. The key functions of the Human Resources Management (HRM) team 

include recruiting people, training them, performance appraisals, motivating 

employees as well as workplace communication, workplace safety and much more. 

The beneficial effects of these functions are discussed thus: 

(i)  Recruitment and Training:  

This is one of the major responsibilities of the human resource management team. 

The HR managers come up with plans and strategies for hiring the right kind of 

people. They design the criteria which is best suited for a specific job description. 

Their other tasks related to recruitment include formulating the obligations of an 

employee and the scope of tasks assigned to him or her. Based on these two factors, 

the contract of an employee with the company is prepared. When needed, they also 

provide training to the employees according to the requirements of the organization. 

Thus, the staff members get the opportunity to sharpen their existing skills or 

develop specialized skills which in turn, will help them to take up some new roles. 

 

(ii)  Performance Appraisals:  

HRM encourages the people working in an organization, to work according to 

their potential and gives them suggestions that can help them to bring about 

improvement in it. The team communicates with the staff individually from time to 

time and provides all the necessary information regarding their performances and 
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also defines their respective roles. This is beneficial as it enables them to form an 

outline of their anticipated goals in much clearer terms and thereby, helps them 

execute the goals with best possible efforts. Performance appraisals, when taken on 

a regular basis, motivate the employees. 

 

(iii)  Maintaining Work Atmosphere:  

This is a vital aspect of HRM because the performance of an individual in an 

organization is largely driven by the work atmosphere or work culture that prevails 

at the workplace. A good working condition is one of the benefits that the 

employees can expect from an efficient human resource team. A safe, clean and 

healthy environment can bring out the best in an employee. A friendly atmosphere 

gives the staff members’ job satisfaction as well. 

 

(iv)  Managing Disputes:  

Conflicts are almost inevitable in an organization. In a School there are several issues 

on which disputes may arise between the employees and the employers. In such a 

scenario, it is the human resource department which acts as a consultant and mediator 

to sort out those issues in an effective manner. They first hear the grievances of the 

employees. Then they come up with suitable solutions to sort them out. In other 

words, they take timely action and prevent things from going out of hands. 

 

(v)  Developing Public Relations:  

The responsibility of establishing good public relations lies with the HRM to a great 

extent. They organize business meetings, seminars and various official gatherings 

on behalf of the school in order to build up relationships with other sectors of the 

economy. Any organization, without a proper setup for HRM is bound to suffer 

from serious problems while managing its regular activities. For this reason, today, 

companies must put a lot of effort and energy into setting up a strong and effective 

HRM.  

 

Government and organization may build and equip all schools with the best science 

and technical equipment, provide all the basic educational materials, renovate and 

rehabilitate all old schools; provide library and other necessary facilities as well as 

the best qualified staff, yet the problem confronting educational administration 

would be half solved. Teachers who are the bedrock of any educational system need 

to be treated fairly well in terms of prompt settlement of their entitlements and 

enjoyment of other benefits enjoyed by other public servants. So until the human 

needs of the teachers are satisfied the desire of the government, parents and society 

for an improved educational system will be a hopeless dream and at best a 

nightmare; and investment in education will not be very beneficial to society in the 

final analysis. 
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4.2.5 Relevance of ICT Resources in School Administration 
(i)  The use of ICTs helps improve the quality of education  
ICTs can enhance the quality of education in several ways: by increasing learner 

motivation and engagement by facilitating the acquisition of basic skills and by 

enhancing teacher training. ICTs are also transformational tools which, when used 

appropriately, can promote the shift to a learner-centered environment. 

 

(ii)  Sharing knowledge  
Students can use ICT to present their work in a highly professional format. They 

can create documents and slideshows to demonstrate what they have learned, and 

then share this with other students, with their teacher, and even via email with 

people all around the world. Additionally, certain types of ICTs, such as 

teleconferencing technologies, enable instruction to be received simultaneously by 

multiple, geographically dispersed learners (i.e., synchronous learning).  

 

(iii)  ICTs help prepare individuals for the workplace 

One of the most commonly cited reasons for using ICTs in the classroom has been 

to better prepare the current generation of students for a workplace where ICTs, 

particularly computers, the Internet and related technologies, are becoming more 

and more ubiquitous. Technological literacy, or the ability to use ICTs effectively 

and efficiently, is thus seen as representing a competitive edge in an increasingly 

globalizing job market. 

 

(iv)  Access to remote learning resources 

Teachers and learners no longer have to rely solely on printed books and other 

materials in physical media housed in libraries (and available in limited quantities) 

for their educational needs. With the Internet and the World Wide Web, a wealth 

of learning materials in almost every subject and in a variety of media can now be 

accessed from anywhere at any time of the day and by an unlimited number of 

people. This is particularly significant for many schools in developing countries, 

and even some in developed countries, that have limited and outdated library 

resources. ICTs also facilitate access to resource persons, mentors, experts, 

researchers, professionals, business leaders, and peers—all over the world. 

 

(v)  Processing knowledge 
Students and teachers can use ICT as part of a creative process where they have to 

consider more carefully the information which they have about a given subject. 

They may need to carry out calculations (e.g. by using Microsoft Excel), or to check 

grammar and spelling in a piece of writing (perhaps using Microsoft Word), or they 

may need to re-sequence a series of events (for example by re-ordering a series of 

Microsoft PowerPoint slides). 
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4.2.6 Relevance of Community Resources in School Administration 
(i) Leveraging community resources and local partnerships supports high quality 

academic and enrichment opportunities by broadening the experiences that may be 

typically offered to students and by expanding access to local expertise. 

 

(ii) Better aligning and utilizing these resources can also help the school system 

identify and access low-cost services and facilities to support learning opportunities 

on and off-school sites. Likewise, community-based activities can help students 

fulfill desired learning outcomes in a manner that is more engaging than traditional 

textbooks and assignments. 

 

(iii) The use of community resources can further enhance the school curriculum 

through expanding the goal of environment education by preparing students for the 

real world and helping students to become “world class” citizens. 

 

(iv) Community resources can help teachers teach effectively by providing 

motivation to students, helping students achieve learning objectives and exposing 

students to positive role models and real-life situations. It enables the students to 

see the connection between the classroom and the real world. 

 

(v) Community resources such as hospitals, markets, parks/recreation and other 

entities can effectively maximize opportunities for students, teachers and the school 

system. Furthermore, through appropriate arrangement, the multipurpose facilities 

of the school (like halls, classrooms) may be accessible to the community during or 

after school hours. Such synergy and integration effort is cost effective and fosters 

a sense of belongingness, security with the community thus improving school – 

community relationship. 

 

4.3 Strategies for Managing Educational Resources 
The following are the main strategies for managing educational resources at 

schools: 

4.3.1 Adequate Workers’ Motivation 
Employee motivation, rewards and recognition system is not just a positive thing 

to do with people but communicating it effectively is an efficient tool in 

encouraging them to excel. Treating employees as valuable assets and maintaining 

harmonious relationships with them does not only guarantee efficiency in present 

but also is an effective strategy for future. Hence employers and management need 

to be pro-active in developing a talented and dedicated workforce that can achieve 

goals of their councils. 
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4.3.2 Allocating Budget for Staff Training 
The importance of training employees cannot be over emphasized. Its benefits 

outstrip its cost. As a process, it enhances the skills, capabilities and knowledge of 

employees for doing a particular job; it moulds the thinking of employees and leads 

to quality performance of employees. Training is continuous and never ending in 

nature. It is crucial for organizational development and success. It is fruitful to both 

employers and employees of an organization, as employee will become more 

efficient and productive if he is trained well. Training improves morale of 

employees, leads to less supervision and fewer accidents; increase chances of 

promotion and ultimately increases productivity. 

 

4.3.3 Adequate Human Resources Inventory 
The rate of personnel audit in the local government existing side by side with ghost 

workers’ syndrome is a thing of concern because the actual number of local 

government employees, coming to the know, will help ensure effective 

management of the councils human and material resources. In fact, it is impossible 

to manage without knowing who and how many of whom you are to manage. 

Personnel audit is a truism but we are of the opinion that there is a need to be 

proactive in human resources inventory to know exactly who to plan for, their needs 

and existing capabilities. 

 

4.3.4 Effective Organizational Communication 
Effective communication is a basic prerequisite for the attainment of organizational 

goals. No organization, no group can exist without communication, not even the 

local government. Without effective communication, the management of human 

resources will be hampered. Even the co-ordination of work is impossible without 

effective compunction and the organization will collapse for lack of 

communication. Hence co-operation also becomes impossible because people 

cannot communicate their needs and feelings to others. 

 

4.3.5 Inculcation of ICT in Organization 
Top contemporary leaders fully realize the power of information technology (IT) 

tools for reaching business targets. The utilization of Information Technology (IT) 

tools help not only to fulfill defined company’s goals but to optimize the work 

processes as well. Trends and results of the contemporary studies constantly 

confirm contribution of the IT tools in Human Resources (HR) area i.e. to 

accomplish assigned HR tasks by using the source of IT capabilities. 

 

4.3.6 Recruiting  
One way in which human resources has been significantly impacted by technology 

is in the area of recruiting. Before the Internet, HR recruiters had to rely on print 



79 

publications, such as newspapers, to post jobs and get prospects for open positions. 

Other methods such as networking also were used, but HR recruiters did not have 

the ability to post a job in one or more locations and have millions of people see it 

all at once. Technology has made recruiting more efficient and, in the hands of the 

right recruiter, more effective as well. 

 

4.3.7 Training  
Information technology makes it possible for human resources professionals to 

train new staff members in a more efficient manner as well. The ability to access 

company information and training programs from remote locations eliminates the 

need for trainers to work directly with new hires on all training. Some interaction 

will always be necessary on some level, of course, but training in virtual classrooms 

makes it possible for the HR professionals to train a large number of employees 

quickly and to assess their progress through computerized testing programs. 

 

4.3.8 Data Storage and Retrieval  
Human resources professionals generally process a considerable amount of 

paperwork and also have to keep much of that paperwork on file for a considerable 

period of time. The use of electronic imaging has made it possible for companies 

to store and retrieve files in an electronic format. Technology also makes it possible 

for human resources professionals to simply print the forms that are needed for 

employees. Printing on demand eliminates the need to dig through an endless 

number of files in the file cabinet to find what is needed. 

 

4.3.9 Performance Management 
Enhanced performance management is another byproduct of technological 

improvement. Human resources professionals can use computer technology to 

assess employee performance and also to get employee feedback to be used for the 

betterment of the organization. Various software programs make it possible for 

human resources professionals to examine employee performance using metrics to 

ensure that employees are meeting performance standards. Employees that don't 

measure up can be subjected to additional training or let go in favor of a 

replacement that can come in and do the job. 

 

4.3.10 Proper Facility Inventory 
The whole essence of material resources management is to ensure productivity and 

efficiency of the council. A thorough inventory (listing, recording and accounting) 

of the properties of the local government becomes paramount. The haphazard and 

lackadaisical attitude of local government officials to the facilities and 

infrastructures of the councils lead to wastage of the meager resources at the 

disposal of the council with which to accomplish a giant task of bringing 
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development to the grassroots. There is a dire need to ensure a proper inventory of 

the facilities of the local government to ensure efficient operation of the system. 

 

4.3.11 Adequate Office Equipment Provision and Utilization 
Adequacy of office equipment is the most for the local government councils to 

thrive. Office management trends are changing and we have to move with the trend. 

Gone are the days of typewriters. High technologically based office equipment have 

made jobs easy, less stressful and interesting, hence the need to embrace them. 

Again, there is the need for confidentiality. When council’s memos are typed 

outside the office in the business centers, the confidentiality is lost and the dignity 

of the office is reduced. Therefore, there is dire need for adequate office equipment 

and qualified Staff to handle them for efficient service delivery. 

 

4.3.12 Better File Management and Record Keeping 
Better file management and record keeping is paramount in every organization. The 

way records are disposed in public sector is worrisome. This is why we do not 

believe that our planning will fare better in the future. The local government is not 

exempted. They also manage their files and filing systems shabbily. Hence there is 

need to have a better and enhanced filing system and management; because by 

default they are to ensure people’s development and you cannot achieve that 

without proper planning and record keeping. 

 
4.4 Challenges and Opportunities in Managing Educational 

Resources  
A careful assessment of the school system reveals some of the problems bedeviling 

the system which have been hindering the system from achieving its lofty goals.  

 

4.4.1 Challenges in Managing Educational Resources 
NOUN (2009) identified some perennial problems associated with resources 

availability and utilization in schools to include: 

(i)  Shortage of Funds 

This could account for the poor performance of administrators of academic 

institutions. At all levels of institution in Nigeria funds have always been 

inadequate and consequently there has been gap between the expected level and the 

actual attainment. Funds are necessary for the acquisition, securing and 

maintenance of other resources; once the supply is insufficient, production suffers. 

In this logic, government and private individuals should prioritize education sector 

and its administration, more especially in the area of finance so as to be able to meet 

their recurrent and capital expenses. 
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(ii)  Political Issues 

Politicians have hijacked resources allocated to education and thus their priorities 

were not directed towards the system. This had culminated in inefficiency in the 

system. The quality and quantity of resources allocation to educational system is 

determined by the concern that incumbent political leaders have towards the 

system. Over the years, the “Kick-back” scenario that dominates approval of 

allocation among political leaders has not been going well with the educational 

industry. 

 

(iii)  Misuse of the School Facilities 

School personnel could misuse the physical and material facilities in the school 

either intentionally, ignorantly or due to lack of technical knowhow. There could 

also be neglect and overuse of school facilities due to improper planning. 

 

(iv)  Poor Management 

Some Administrators of institutions are not left out from mismanagement acts and 

corrupt attitude as regards funds allocated to their institutions. The tendency and 

urge to become wealthy often lead to such practices. Pilfering of school facilities, 

lack of maintenance and proper inventory are all managerial problems associated 

with the availability and utilization of resources. 

 

(v)  Ineffective School Leadership 

Some school administrators lack the capacity to command absolute leadership 

responsiveness from their subordinates due to inexperience. Such leader permits 

subordinates to do what they choose thereby by encouraging unprofessional 

conducts in the school. The leadership style does not emphasize checks and 

discipline as such no one is held liable for damage of school properties. 

 

(vi)  Supply of Substandard Educational Resources  

Corruption in the system on some instances has encouraged the supply of 

substandard resources (which hardly withstands the taste of time) to schools. These 

resources are usually not effective to facilitate the teaching process because they 

are easily damaged. 

 

(vii)  Inadequate Facilities 

School facilities are the material resources that facilitate effective teaching and 

learning in schools. The state of infrastructural decay in many secondary schools in 

Nigeria is a manifestation of poor funding of the system. Ahmed (2003) revealed 

that in most of the nation’s schools, teaching and learning takes place under a most 
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unconducive environment, lacking the basic materials and thus hindered the 

fulfillment of educational objectives. 

 

(viii) Low Staff Morale  

Teachers are the centre-piece of any educational system. No education system can 

rise above the quality of its teachers. Teachers whose morale is low are not likely 

to perform as expected in the school system. According to Ajayi and Oguntoye 

(2003), the numerous problems permeating the entire educational system in Nigeria 

such as cultism, examination malpractices, drug abuse, indiscipline, persistent poor 

academic performance of students in public examinations and many more seem to 

suggest that teachers have not been performing their job as expected. When teachers 

are not motivated, their level of job commitment may be low and the objectives of 

the school may not be accomplished. (Ekundayo, 2010) 

 

4.4.2 Practical Solution to the Identified Problems 
a.  School administrators should be encouraged to develop method of prudent 

resource management to increase the efficiency in the use of available 

resources. 

b.  In-service training and refreshing courses should be organized on regular 

basis for school’s administrators and personnel in all the institutions. 

c.  The government has to increase the quality and quantity of resources (human, 

financial and material) allocated to schools. Also, the government should 

attempt to bridge the wide variation in resources availability to educational 

institution by putting in Place a resource allocation parameter that will 

provide adequately for schools. 

d.  Individual personnel in the school should develop a positive attitude in the 

use of the physical facilities provided for the Schools. 

e.  Government at various levels, educational administrators and planners should 

mount special campaigns presumably through special appeal or the use of the 

press to create awareness of the importance and the need for proper utilization 

and maintenance of school resources. 

f.  Regular supervision will enhance early detection of problem of any sort 

concerning the available resources and thus prevent breakdown of facilities. 

It will also enable proper utilization and maintenance of the facilities. 

g.  Modern facilities should replace the old ones and personnel should be given 

enough training in their utilization. This will make them more effective and 

efficient in the discharge of their duties. 

 

4.5  Time Management 
Time management (TM) is an indispensable element of school organization. 

It is the art of arranging, scheduling and budgeting one’s time to achieve objectives 
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(Mohanty, 2003). Time management is universal phenomenon. It is a process which 

involves the determination of needs and prioritization of tasks. It is very difficult to 

control and manage. Most people think that time cannot be controlled by itself. 

Time is not a material thing that can be easily handled rather than a man has to carry 

on with its flow. The desire of more free time has been increased from last four to 

five decades. 

 

According to Green and Skinner (2005) time management points a high 

inconsistency between individual’s estimations of time usage and output results. 

 

Time management is also important for effective inspection and supervision of 

school in bringing the much-needed quality. Effective time management ensures 

unambiguous objectives, proactive planning, well defined priorities and actions; 

participatory and successful delegation of activities. Nevertheless, time is 

continuum and all activities or roles performance depend on it whether voluntary 

or involuntary in avoiding conflicts. Time management facilitates the symbolic 

relations between the school and society in efficient and effective use of available 

school resources. Without this mutual relationship realization of school needs 

would be difficult, untimely and other resources wasted as the community may 

starve it of facilities and assistance required from them. Hence the school success 

is made easy or destroyed by extension of relations and services timely or untimely 

from the wider society. 

 
4.5.1 Application of Time Management in School Administration 
There are four main ways administrators can apply time management principles in 

school administration. They are planning, organizing, implementing and evaluating. 

 

4.5.1.1 Planned School Time 

In school organization, time is managed through the use of time table. Time table 

is a specific arrangement of time scheduled according to specific activity. It is used 

to show the uniqueness of activity in every formal organization. In typical school 

situation time is arranged for various activities to be performed ranging from 

opening and closing devotion, classroom work, agricultural work, craft, 

examinations, labor, sports, recreation, prep, dining and closure etc. All these are 

ways of planned school time. Internal school administration can effectively be done 

with proper planned time for the various activities utilizing the available resources 

toward their realization. Education planners make policies and programmes while 

Administrators see that policies made are carried out within specific period for the 

effective functions of the school. 
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4.5.1.2 Organized School Time 

Organizing is the next stage after successful planning. Organizing involves 

ordinarily arrangement of all planned activities. At this stage of time management, 

organizing has to do with time in bringing all the required resources together. It 

deals with assemblage of resources for facilitating the easy realization of set out 

goals. Organizing time in its simplest meaning relates to putting time into jobs 

according to people, place or needs. In this regard, administrators involved in 

internal school administration must in this process assign role responsibilities to 

staff accordingly with targets. There must be date line for any administrator to have 

target met.  

 

Typical organization of time in a training session 
 Time 

Activity 
Day 

9:00 to 
10:00 am 

10:00 to 
10:15 am 

10:15 to 
12:00 Noon 

12:00 to 
2:00 pm 

2:00 to 
3:00 pm 

3:00 to 
3:15 pm 

3:15 to 
4:00 pm 

1 

1st
 S

es
si

on
 

S
ho

rt
 B

re
ak

 

2st
 S
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si

on
 

Lu
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h 
B

re
ak

 

3st
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4st
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nd
 

C
lo
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2 

3 

4 

5 

 

Extract of school organized time table at 9th and 10th Grade 

Day 
0740- 
08.00 

0820- 
0900 

0900 
0920 

0920 
1000 

1000- 
1040 

1040- 
1120 

1120- 
1200 

1200- 
1240 

1240- 
0120 

0120- 
0200 

0200 

Mon 

A
ss

em
bl

y 

Eng Urdu Maths Phy Chem 

B
re

ak
 

Islam 
Study 

Bio 
Pak 

Study 

C
lo

su
re

 Tue Eng Urdu Maths Phy Chem 
Islam 
Study 

Bio 
Pak 

Study 

Wed Eng Urdu Maths Phy Chem 
Islam 
Study 

Bio 
Pak 

Study 

Thurs Eng Urdu Maths Phy Chem 
Islam 
Study 

Bio 
Pak 

Study 

Fri Eng Urdu Maths Phy Chem Closure 

 

Organized time helps (i) analyze allocated time to events (ii) evaluate time for each 

event (iii) cost time for total events (iv) pressing events to be identified (v) 

coordinate all events (vi) improve standard (vii) team participation process (viii) 

easy task implementation. 

 

Activity 
Arrange a schedule of three-day teacher’s training workshop including all sessions 

on “Prevention is better than cure”.  
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4.5.1.3 Implemented Time 

Time planned and organized helps to accomplish not only set out objectives and 

goals but enables its operators to go extra mile in achieving what necessarily would 

have not been achievable. Planned and organized time is easily implemented, and 

engenders facilitative actions. For example, time table indicates planned and 

organized time for classes, recreation, labor, examination, opening and closure of 

school to mention but a few. One greatest importance of time table is creation of 

space for simultaneous activities which helps activities to be implemented without 

conflicts like classroom allocation to various periods and subjects. Implemented 

time ensures complete mobilization of all planned activities according to schedule. 

Educational planners and administrators must ensure use of time appropriately in 

the school through team work. Implementing planned time requires collaborative 

efforts by staff for quality implementation of school activities. 

 

4.5.1.4 Evaluated Time 

Time cannot only be planned, organized and implemented but must also be 

evaluated to show its efficient use in accomplishing set objectives and goals. This 

helps to find out the workability of planned activities whether they can be 

accomplished within the time allocated to them. For example, a teacher covers the 

class syllabus planned for 10 weeks before the end of term examination is 

administered to the students establish that the period of teaching – learning has been 

effective on one hand. On the other hand, their performance in the weekly test or 

exanimation may proof whether the whole time served its purpose because poor 

performance may indicate wasted period. A review of allocated time to activities 

indicates where deficiency exists. 

 
4.5.2 Time Management Principles 
The efficient and effective use of time is a prerequisite for accomplishing task 

easily. Therefore, the following principles need to be adopted. 

1)  Use of proper time schedule: This helps to avoid conflict among major 

actors carrying out school activities and ensure each task is fully 

accomplished as planned. 

2)  Avoid too much procrastination: All planned activities must be carried out 

according to specific time allocated like subject periods, labor, sports, prep 

and siesta etc. no particular activity should be put off without sufficient 

reasons because this may affect time allocated for other activities. 

3)  Adopt good method of task delivery: Planned activities can only be 

accomplished timely if the process of performing the task is well defined. This 

tends to put self- confidence on the people undertaking the task. This is the 

basis for equal opportunity of academic and non-academic personnel 

participation in school decision process. 
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4)  Use of appropriate tools for the job: For instance, classroom, blackboard or 

pen board, table, chairs, desks, books etc. these are required for effective 

teaching and learning by the teacher and pupils. Basically, where they are 

lacking accomplished of result will take to time to actualized. 

5)  Evaluate different task levels: For instance, the senior classes require more 

teachers and time because of different courses than junior classes. Likewise, 

larger classes are to be allocated larger classroom than smaller class. This 

gives room for proper management of school time. 

6)  Initiate good school climate: Good climate allow appropriate us of time than 

sterile climate. Good school climate here refers to the favorable conditions 

prevailing for effective participation of members in realization of school set 

out goals. A school where time is not organized there is bound to be poor 

relationship existing and wastage of resources. 

7)  Simplified time evaluating process: Assessment procedures must be 

standardized, reliable and valid in testing what it intends to test within the 

allocated time. If the process is ambiguous much time will be wasted for the 

particular activity to be achieved. 

 

4.6  Self-Assessment Questions 
1 Discuss different types of educational resources at school level. 

2  Define management. How can we effectively manage human and material 

resources? 

3  Explain the role of strategies of managing educational resources.  

4  What are the challenges in managing educational resources and how can we 

resolved them? 

5  Define time management. Discuss its importance in ensuring effective 

performance of an organization. 

6  What are major principles of time management? Discuss the application of 

time management in school administration. 
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INTRODUCTION 
 

 

Different definitions of leadership imply that intentional influence is exerted 

by one person or a group, over other people or groups, to structure the activities and 

relationships in a group or organization. Understood as a social influencing 

process, leadership concepts differ in terms of who exerts influence, the nature of 

that influence, the purpose for the exercise of influence and its outcomes. 

Educational leadership is usually associated with formal organizational position in 

educational institutions. Leadership is not necessarily attached to a role and can be 

viewed as a process rather than a position of authority. 

 

 

LEARNING OUTCOMES 
 

After studying this unit, students will be able to: 

 describe the scope of educational leadership 

 explain the concept of education institutional leadership and its practices 

 elaborate historical perspectives of educational leadership 

 discuss prevailing situation of educational leadership in local context 

 explain the concept of educational leadership in international perspectives 
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5.1  Scope of Educational Leadership 
Leadership is not about what someone at a position in a war or having a high 
position can be counted as does in an organization, but it is about the 
responsibilities that keep the organization functioning, developing & effective; and 
about the functions of leadership. Leadership means effecting,  leading and 
changing the thoughts, behaviors and intentions. It can also be defined as effective 
group and leading the members to achieve shared goals collaboratively. Leadership 
under certain conditions can also be defined as a process during which one effects 
and leads others’ behaviors and actions to reach a personal or shared goal. A 
leader is one or more people who selects, equips, trains and influences one or 
more follower(s) who have diverse gifts, abilities, and skills and focuses the 
follower(s) to the organization’s mission and objectives causing the follower(s) to 
willingly and enthusiastically expend spiritual, emotional and physical energy in a 
concerted coordinated effort to achieve the organizational mission and objectives. 
 
Each individual lives his fate, but he is in an interactive environment with others, 
which is an indispensable aspect of social life. The individual interacting with 
others and acting with them and on his own has specific characteristics. Each 
individual in optimum condition is expected to do these all. Leaders are members 
of this social environment, but they are supposed to have some more features that 
everybody in the society so as to let them follow. It can be said that everybody is, 
somehow, a leader; however, a real one should have some special skills or 
characteristics to make other follow him. 
 

Ben-Zvi (2003) claims that the objectives underlying educational leadership are 
raising the ability of those led to solve problems inspired by the leader, as well as 
building and encouraging those led to realize their potential, rise above mediocrity 
and move to high levels of performance and educational commitment. Karmi 
(2004) avers that educational leadership in general and the teacher as an 
educational leader in particular, should develop learning materials, curricula, 
programs for change and effectiveness in class activities. 
 

The definition of "Leadership" is associated predominantly with the army, but also with 
the economy and politics. Most of us hear the concepts of military leadership, 
economic leadership, national leadership or political leadership. Kissinger, one of the 
greatest American statesmen, said that a leader's mission is to bring his people from 
the place where they are to a place where there have never been. Therefore, leadership 
is necessary and relevant for education the same as it relevant in economy: "to bring 
his people from the place where they are to a place where there have never been". 
Educational leadership is a long-term campaign it grows out of knowledge, of 
experience and requires patience and much time, and its leadership can be enjoyed only 
in the long run. What it is known about educational leadership? Throughout the world, 
the present period is the Golden Age of school leadership (Mulford, 2008: 1). In 
addition to the great interest in leadership governments and funds throughout the world 
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invest in research and development this field. Training programs for school managers 
are now common. Many countries followed the way in which the National College for 
School Leadership (NCSL) in England developed and performed its mission. Other 
countries tried to go on its path and established a Leadership Institute or programs to 
train managers, or updated methods existing long before the Institute was founded. The 
importance is expressed by Leithwood, Day, Sammons, Harris, & Hopkins. (2006:4) 
that school leadership is of secondary importance to learning, after the quality of 
classroom teaching. Criticism of schools in England (Whelan, 2009: 78) shows that of 
every 100 schools that are administered well, 93 will have good achievements. Out of 
every 100 schools that are not having managed well, only one will have good levels of 
student achievement. Accordingly, Whelan (2009) concludes that the students' 
achievements in school rarely surpass the leadership and management there. 
 
It is essential for the leaders to understand the context which they are leading. Most 
leaders are aware of the professional environmental very early. A new manager in new 
school and a new context contribute to their intense distinction between this experience 
and another in a previous school. School leaders try to understand how matters are 
conducted. They analyze cultural and social alienation, the procedures and running the 
school. Effective leaders have "contextual literacy" which includes understanding the 
type of school behavior and the reasons for it, and learning values on which it is based. 
Such literacy also requires such leaders to delve into the social and inter-personal 
dynamics in school - the organizational structure, history and politics. They have to get 
to know the role-holders and to understand the micro-politics inside and outside school. 
They also face issues connected to the level of school performance, strengths and 
weaknesses, and the opportunities to develop and learn that exist there. They must also 
take into account the economic factors and the character of the community that the 
school serves. There are many factors that must be considered and understood: the type 
of school and ages it serves, its size, location, the procedures, personnel, administration 
- all these affect the school leadership and the order they afford the diverse actions. 
 
According to Leithwood & Reihl (2003) and Leithwood et al. (2006) the educational 
leader has to: 
1.  Create a vision and establish directions: identify and formulate a vision, to 

create joint meaning and expectations of a high level of performance amongst 
members of the group, foster nurturing goals, and the ability for followup of 
the organization's performance. 

2.  Understand and develop people: The ability to provide intellectual 
stimulation and leadership through providing an example and establishing the 
skills that the teachers and the other members of the staff need to realize the 
school's goals of the school: open, guide, compensate. 

3.  Re-design the organization: Create cultures and processes based on the 
principal's cooperation to administer his environment and the work conditions; 
and all this while preserving the productive and sustainable relations with the 
parents and community, the school and the extended environment. 
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4.  Managing the education system and the learning: Creating the productive 
work conditions for both the staff and the students, nurturing organizational 
stability for effective leadership that focuses on learning. 

 
These core tasks also indicate that successful leadership necessitates certain 
characteristics. Leithwood et al. (2006) raise the possibility that much of the difference 
in effectiveness among leaders stems from a small number of personality attributes. In 
addition, the most successful school leaders are those with "an open mind" and 
willingness to learn from others. Their thought processes within the core values are 
more flexible than dogmatic, and they are more devoted to the objective (for example 
their expectations of high motivation amongst the staff, commitment, learning, 
achievements for all). They are also optimistic. Effective leadership creates motivation, 
and we expect the educational leader to be optimistic, good-natured, with a conscience 
and ethical, with a developmental orientation that enables improvement. 
 
Besides the core missions and characteristics, we know that values are an 
inseparable part of leadership. As indicated in Flintham's (2003) work, the core 
values of the leaders are used for moral compass for their work. Work on moral 
purpose (Fullan, 2003), with moral and spiritual aspects of leadership (West-
Burnham, 2002) and with leaders who are motivated by emotional heat (Flintham, 
2009) clearly shows that the path they pave is led by values embedded in the vision 
every leader develops for his school. Teaching and learning are the main 
objectives in schools. Therefore, leadership for teaching and learning is of crucial 
importance. The McKinsey report of education systems with a high level of 
performance confirms the need for focus on these facets. The conclusions of that 
report are that systems with a high level of performance are different from other 
systems in that they focus in promoting high quality teaching throughout the 
system. The level of performance of any education system depends on the quality 
of the teachers (Whelan, 2009: 52). In other words, "quality of the education 
system cannot raise the level of the teachers", (Barber & Mourshed, 2007:16). This 
statement can be translated, believes this author, as, the quality of the school is no 
higher than the quality of the teachers. 
 
Classification of educational leadership according to management flexibility criteria: 
Management flexibility can characterize many managers, and especially those in 
community schools. According to the first article that was written by Friedman back in 
1995, principals should adapt the management style to the school's level of readiness 
as regards community matters. Such a principal has high leadership flexibility (Kelly, 
Thronton & Doherty 2005). When preparedness amongst the staff and community is 
low he must adopt a main style of clarification and persuasion, avoid applying too 
much pressure on the staff while providing explanations for the benefits of the 
community school. When the community preparedness is moderate, the principal must 
adopt a sharing style to enable more mature factors among the teachers and members 
of the community to leave their mark on the school and community leaderships. When 
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community preparedness is high, the principal should fashion himself a pattern of 
behavior of delegating authority to the staff. Thus, he is likely to strengthen the staff's 
desire to contribute of their time and willingness to the great effort for the school and 
community survival. 
 
Leadership determination: As opposed to flexible administration, perfectionist 
principals (and not just autocratic principals) are liable to be fixated to the voice 
of their inner judgment, which prevents them from listening to any comments or 
feedback from the staff. The driving force that is anger, which bursts out when 
someone subordinate to them does not meet the standards they, set. Basset calls 
them "bitter idealists". Hoy & Wallace present several dilemmas with which the 
principal must cope, and his solution influences the way he runs school. These 
authors classify the findings into two main categories – outward management 
dilemmas and inward management dilemmas. 
 

No Year Author/Researcher Characteristics of a Leader 

1 1993 John ADAIR Innovator, mentor, enabler, motivator, 

energetic, communicator 

2 1993 Francis YAMMARINO Individualized Consideration, Intellectual 

stimulation, Inspirational Motivation, Idealized 

Influence. 3 1996 Bernard BASS & B.J. 

AVOLIO 

Ability to Influence 

4 1990 Ruth TAIT Visionary, Communication Skills, Introverts, 

Character/Integrity, Ambition, 

   Commitment, Independence. 

5 1979 G. TIBBITS  

 1989 B. BIRD Innovativeness, Taking Risks, Professional 

Knowledge, Ability to Co-operate, 

   Internal Locus of Control 

6 1961 D.C.  

 1990 McCLELLAND  

 1992 J.B. ROTTER  

 1998 K. VESALA  

  K.G. VIVIEN & 

S.THOMPSON 

Internal Locus of Control 

 

 
7 1998 Joe JORDAN & Sue 

CARTWRIGHT 

Emotional Stability, Self-reliance, Intellectual 

Competencies,    The Absence of Dogmatism, Communication 

Skills, Low Ability to Handle Stress. 

Neuroticism,     

8 2000 Montserrat ENTRIALGO Need for Achievement, Tolerance for 

Ambiguity, Internal Locus of control, 

Proactive. 
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What is the Theory behind Educational Leadership? 

 Instructional leadership focuses on the school’s core business – teaching, 

learning, pupils’ progress and achievements.  

 Transformational leadership is concerned with the commitment of colleagues, 

leading change, improving performance. Moral leadership emphasises the 

importance of values, vision and ethical leadership.  

 Participative leadership stresses the importance of including colleagues, 

shared decision-making and social capital.  

 Managerial leadership focuses on the importance of defining functions, tasks 

and behaviours.  

 Contingency leadership highlights how leaders respond to the particular 

organisational circumstances and challenges they face and encounter over 

time 

 

Six leadership dimensions are identified as having moderate to large effects on 

outcomes: 

 establishing goals and expectations 

 strategic resourcing 

 planning 

 coordinating and evaluating teaching and the curriculum 

 promoting and participating in teaching learning and development 

 ensuring an orderly and supportive environment 
 

Leadership is seen as a prime factor in improving school effectiveness. Leadership 

makes a difference. Effective leadership improves educational institutions. Learner 

achievement in a school rarely exceeds the quality of its leadership. Three (of the 

many) factors that influence learners’ achievements are: parental involvement, the 

quality of teaching, and school leadership. Leadership is strongly associated with 

educational institutional performance. Good leadership is not only important in 

itself; it is also a powerful way to improve educational standards. 

 

5.2  Educational Institutional Leadership Practices 
A recently published Wallace Perspective report that takes a look back at the 

foundation’s research and field experiences finds that five practices in particular 

seem central to effective school leadership (The Wallace Foundation, 2012): 

1.  Shaping a vision of academic success for all students, one based on high 

standards; 

2.   Creating a climate hospitable to education in order that safety, a cooperative 

spirit, and other foundations of fruitful interaction prevail; 

3. Cultivating leadership in others so that teachers and other adults assume their 

part in realizing the school vision; 
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4.  Improving instruction to enable teachers to teach at their best and students 

to learn at their utmost; and 

5.  Managing people, data and processes to foster school improvement. 

6.  When principals put each of these elements in place — and in harmony —

principals stand a fighting chance of making a real difference for students. 

 

School Leadership Practices in Pakistan 
Despite the importance of leadership for school effectiveness and school 

improvement, a key question always remains in the mind of researchers that what 

are effective leadership and what type of leadership contributes more effectively 

towards school improvement (Leithwood and Riehl, 2003). In the early, the 

emphasis of school leadership research was focused on the activities of 

individuals (Bridges, 1982) and successful leadership practices were associated 

with these individuals (Leithwood, 2005). But with the increase of educational 

reforms like site-based management, career ladders for teachers and mentor 

teacher programmes, the focus of school leadership research has been changed 

and researchers started to focus not only on the leadership activities of school 

heads, but also on the leadership employed by other stakeholders of school 

community (Weiss and Cambone, 1994). Findings of the study conducted by Salfi 

(2010) in Pakistan revealed that the head teachers of successful schools empowered 

teachers and gave responsibilities to others to move school forward. Their 

leadership practices pointed towards an emerging model of leadership that was less 

concerned with individual capabilities, skills and talents and more preoccupied with 

creating collective responsibility for leadership action and activity. The focus was 

less upon the characteristics of the leader and more upon creating shared contexts 

for learning and developing leadership capacity. A link was made between 

distributed and democratic leadership practices and school improvement in the 

majority of the schools. 

 

Their emphasis was upon the development and establishment of relationship 

among teachers, students, parents and other personnel of school community. 

Similarly, professional development of staff as well as leaders was also the 

paramount in these successful schools. Gurr et al. (2003) also found that head of 

the institution impacts indirectly on students’ outcomes by working with and 

through others and using a range of interventions in terms of individual and school 

capacity building, as well as teaching and learning. The extent of organizational 

learning was found to be linked to the leadership practices of successful heads that 

included the provision of individual support, development of a trusting culture, 

shared decision making and distributed leadership, development of shared goals 

and vision, and high expectations of students (Leithwood and Hallinger, 2002; 

Mulford et al., 2007; Mulford and Silins, 2003; Silins and Mulford, 2002). 
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Educational Leadership Practices in Canada 
As an advanced country let us have a view of leadership practices of school heads. 
It will present a well-managed picture of these practices in various dimensions. 
In Canada, heads of the institutions use following strategies being leaders in their 
respective institutions: 
Establishing Goals and Expectations: In order to set definite goals and 
expectations, the school team develops a plan involving (1) strategic planning, 
(2) annual operations planning, (3) progress reports, and (4) plan adjustments. 
 
1. Strategic Planning: The teams responsible for the various programs establish 
their respective strategic plans. At the beginning of the year, the school leaders 
establish clear goals and expectations and communicate them to the staff: “The 
first thing to do is to know where you go, a good idea regarding where you want 
to go, and to communicate this message clearly and precisely” (5. SP) The 
following is another reference to this kind of planning: When they develop their 
global orientations, the team has a meeting. They have regular meetings where 
they discuss, think about the vision and the core orientations to adopt. This is 
probably where they do their planning. To ensure that this work is feasible, 
strategic planning development is linked to school planning, past achievements. 
 
Operations Planning: Following the drawing up of the strategic plan, the team 
meets with the teaching and nonteaching staff to discuss and validate whether the 
plan is operational and feasible. 
 
Involvement of Teaching and Nonteaching Staff: School heads and team leaders 
begin by drawing up an initial draft of the plan. To validate its feasibility, the 
teachers then participate in the process of establishing priorities and strategies. 
 
Presenting the Plan to Parents and Students: This improvement plan is related 
as much to the students’ behaviour as to their academic success. The plan can also 
be used to establish the expectations of the students and is presented to them as 
clearly as possible to guarantee their commitment to the process. Staff and parents 
involved in the school’s parents’ committee are generally well informed of the 
quinquennial plan and the improvement plan for the new school year, and they 
receive the necessary feedback. 
 
Strategic Resourcing: Strategic resourcing involves staff selection, hiring, and 
mobilization. 
1.  Staff Selection and Hiring: While school principals do not have that much 

to say as to the selection and hiring of their teaching staff, some strive to 

secure the best possible candidates. 

2.  Staff Mobilization: Leadership in effective schools uses four levers to 

mobilize their staff: information, power, knowledge and recognition. 
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Information: In effective schools, principals continuously share information with 

the various contributors. 

 

Knowledge: Effective school leaders are able to guide their teachers to acquire 

knowledge related to their work. They encourage them to see out the appropriate 

training to improve their capabilities. In so doing, the teachers are better equipped 

to help their students improve their scores. 

 

Recognition: The teachers mentioned that while their principals only rarely 

intervened with teachers who stray from the school’s culture, they often took the 

time to acknowledge the quality of their staff’s work. 

 

3.   Curriculum Management 
Improving the curriculum is a team effort often supervised by the principal. When 

duties are delegated, the designated teachers receive the proper support. Any 

changes to the curriculum are preceded by a thorough student needs analysis. 

 

3.1  Team Work to Improve the Curriculum 
Principals and teachers work together on the curriculum. In one school that had 

begun integrating a guidance approach in its programs, the principal and teachers 

collaborated to initiate projects that involved in-class. Effective principals also 

delegate duties pertaining to the curriculum and provide their teachers with the 

appropriate support. They focus on more than just the contents, for example, a new 

course on learning strategies for students who have failed some of their courses. 

 

3.2  Empowerment of Teachers 
The teachers actively participate in the development of programs and various 

committees. 

 

3.3 Evaluating and Responding to the Students’ Needs 
Principals in effective schools propose changes and adjustments to adapt the 

curriculum to the students’ needs to ultimately achieve better results. 

 

3.4 Integrating New Services 
Principals do not limit their actions to reorganize weekly schedules but also 

introduce new services to help with students’ needs in mathematics. 

 

3.5 Review and Improvement of Curriculum Schedules 
Effective principals review course schedules for optimised results. 
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4.   Teacher Coaching (Supervision) 
This aspect could be divided into two subtopics: differentiated teacher supervision 

(according to their needs) and professional development strategies. New teachers 

are a top priority. The interviewed teachers spoke of the support they received from 

the principal at the beginning of their career by helping them with in-class discipline 

or being present in the absence of any real social network. 

 

4.1 Differentiated Coaching 
As school principals do not have much say in the selection of their teaching 
personnel, they choose to focus on their teachers’ professional development in 
both formal and informal training activities. 
1.  Supervision by the Principal: The teachers undergo a formative evaluation 

aimed at improving their skills. The teachers themselves identify their needs 
regarding supervision and base their requests accordingly. 

2.  Self-Evaluation and Expert Training: Other types of evaluation are 
proposed. Teachers in effective schools are encouraged to identify their 
needs and convey them to the principal who then follows up with them. 
The teachers felt that their principal backed them up in their projects 
whenever possible. 

3.  Peer Supervision. Teachers often present their training needs informally. 
In each case, the need for training may be addressed by internal resources 
(peers) or by external experts. “What we try to do is to provide training 
where staff members share their expertise with others” (1. SP). 5.4.2. Means 
Used for the Teachers’ Professional Development. In general, several means 
are deployed to support professional development. Resource Availability: A 
Prerequisite. Effective principals ensure the availability of resources to 
support their teachers with their proposed projects. 

 

5.   Ensuring Order and Support 
The quality of life in a school is expressed through several interdependent 

components. We identified three themes based on our data: rules, communication, 

and interpersonal relations. 

 

5.1   Rules 
Supervision and Control: The rules most often evoked by our participants regarded 

attendance and discipline. 

 

Accessible and People-Oriented Principals: Principals of effective schools have 

no qualms about losing control by being too close to their staff. To maintain control, 

no distance is created between themselves and others in their school because they 

know how to go from one style to another. Although they remain accessible, they 

know how to maintain their authority to resolve problem situations. 
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Being Proactive: Effective principals establish not only proactive strategies 

(preventative measures), but also reactive ones. They use proactive strategies to 

minimize the opportunities for bullying and provide training in this regard. They 

use proactive strategies to apply consequences already detailed in the directives, 

and they adapt them to the situation. They do not wait for the problem to happen to 

act. 

 

Ensuring a Supportive Environment: Principals provide the students with the 

best possible working conditions each day and also during exams. 

 

Communication Methods: Principals in effective schools ensure quality 

communication and get involved when problem situations arise by maintaining the 

lines of communication open with all of their staff. Their staff and superiors agree. 

 

Solving Communication Problems: Effective principals resolve student-student 

conflicts by analyzing the situation and each student’s profile; different strategies 

are applied: punishment, peer mediation, and involving the family, positive 

atmosphere, friendly relations. With this open communication comes a positive 

atmosphere which is conducive to collaboration. 

 

Interpersonal Relations: In the case of conflicts between teachers, the effective 

principal gets involved to reestablish communication and to resolve problem 

situations. Several scenarios are proposed. 

 
5.3  Historical Perspectives of Educational Leadership 
The term school leadership came into currency in the late 20th century for several 

reasons. Demands were made on schools for higher levels of pupil achievement, 

and schools were expected to improve and reform. These expectations were 

accompanied by calls for accountability at the school level. Maintenance of the 

status quo was no longer considered acceptable. Administration and management 

are terms that connote stability through the exercise of control and supervision. 

The concept of leadership was favored because it conveys dynamism and pro-

activity. The principal or school head is commonly thought to be the school leader; 

however, school leadership may include other persons, such as members of a 

formal leadership team and other persons who contribute toward the aims of the 

school. 

 

While school leadership or educational leadership have become popular as 

replacements for educational administration in recent years, leadership arguably 

presents only a partial picture of the work of school, division or district, and 

ministerial or state education agency personnel, not to mention the areas of 
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research explored by university faculty in departments concerned with the 

operations of schools and educational institutions. For this reason, there may be 

grounds to question the merits of the term as a catch-all for the field. Rather, the 

etiology of its use may be found in more generally and con-temporarily 

experienced neo-liberal social and economic governance models, especially in the 

United States and the United Kingdom. On this view, the term is understood as 

having been borrowed from business. 

 

With advances in science and placing more importance on education, communities 

and especially people were started to be questioned. After the emergence of natural 

thoughts and freedom of thought, man and his ideas and thought were examined. 

Those people who were examined were the persons of their age, or they were 

leaders. However, does a leader have any differences? If there is, what makes him 

different? How did he become a leader? What should be done to be a leader? These 

questions and similar ones emerged with the examination of people who had 

leadership personalities. 

 

Development of Leadership Institute 

Years Leadership Institute Quotas of Institute 

Till the 1940s Privacy Theory Leadership is an in-birth characteristic. 

1940–1960 Behavioristic Theory Efficiency of a leader is dependent on 

how he acts. 

1960–1980 Situational Theory An efficient leader is susceptible to the 

condition. 

The 1980s New Approaches A leader has a vision. 

 
5.4  Educational Leadership in Local Context 
The role of leadership and management in schools in developing countries is an 

under researched area. One of the reasons for this may be that much of the effort for 

educational improvement in such countries has been focused on top down, system-

wide change rather than change at the level of the individual school. Such system-

wide change has tended to emphasize the disciplines of planning and finance, rather 

than those of governance and management that are likely to be the key to the 

effective institutionalization of change at grassroots level. Also, there is often a 

presumption that within the highly bureaucratized education systems of many 

developing countries the role of head teachers, let alone that of others with 

managerial roles in schools, is relatively insignificant. Such people are essentially 
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seen as functionaries operating at a fairly low level within a multilayered 

hierarchy: The main levers of change are assumed to lie elsewhere with central 

administrators and planners. This view, however, is no longer tenable, if it ever was. 

 

There is increasing recognition that school improvement requires effective 

management at school level. One reason for this is the perceived capacity of those 

close to the point where policies are expected to have their impact to resist change 

imposed from above. Increasingly, however, more positive reasons for giving 

greater attention to school-level management are being put forward. For example, 

De Grauwe (2000, p. 1) argues that: Much research has demonstrated that the 

quality of education depends primarily on the way schools are managed, more 

than on the abundance of available resources, and that the capacity of schools to 

improve teaching and learning is strongly influenced by the quality of leadership 

provided by the head teacher. This view implies a move away from the ‘‘policy-

mechanic’’ paradigm, which seeks standard system-wide solutions to educational 

improvement built around key resource inputs, and towards a ‘‘classroom- 

culturalist’’ model which emphasises the importance of change processes managed 

at the level of the school (Fuller & Clarke, 1994). This latter policy discourse 

argues that, if educational improvement is to be achieved, the prime responsibility 

must be placed with schools, which must be held accountable for the educational 

outcomes that they achieve. 

 

To enable schools to fulfill this task, there has to be decentralization of 

management responsibilities to the school site and, in such a scenario, the 

leadership role of the head teacher is critical and requires new non-traditional 

managerial skills (De Grauwe, 2000). However, as with other arguments about 

educational policy, these propositions first emerged in developed countries, 

especially those of the English-speaking world – the United Kingdom, North 

America, Australia, and New Zealand. Their relevance and feasibility for 

developing countries remains to be tested to any substantial degree, although they 

are increasingly influential among aid donors (Department for International 

Development [DfID], 1999; World Bank, 1995). Proposals for decentralization 

take various forms (Lauglo, 1995). Some empower head teachers within the context 

of loosened hierarchies of control; others place the emphasis on the 

empowerment of parents through school boards or similar bodies at school level. 

However, their implementation raises many difficult issues (Govinda, 1997; 

Therkildsen, 2000). Despite the arguments for decentralization, traditional modes 

of bureaucratic organization remain ingrained in many developing country 

contexts. Even where decentralization policies have been attempted, 

implementation has often been hampered because insufficient attention has been 

given either to enhancing the understanding among key administrators of the values 
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underpinning such policies or to strengthening the implementation capacity of local 

managers, especially those at school level (De Grauwe, 2000). 

 

Education in Pakistan is delivered through a number of education systems. The 

structure of the public school system, which educates the large majority of school 

students, is similar to that of many developing countries, especially in Asia. It is 

based on a ‘‘top- down’’ bureaucratic model with schools in the public sector 

controlled through centralized policy decisions. The federal Ministry of 

Education is responsible for formulating education policies and plans with 

provincial Governments acting as implementing agencies rather than taking 

independent initiatives for education development in their respective provinces. 

The system is characterized by the kind of bureaucratic inertia described earlier. 

Government schools face perpetual challenges of low levels of resourcing and 

poor quality of provision and the majority of school head teachers are effectively 

receivers of policy decisions rather than playing an active role in school 

development for quality improvement. Some structural and policy reforms have 

been designed to replace the centralized education system with a more 

decentralized one. This is potentially a major paradigm shift in policy. However, 

these developments are at a very early stage and it remains to be seen how 

successful they will be. Alongside the Government system, and partly in response 

to its inadequacies, an enormous variety of non-Government schools and school 

systems have arisen run both by non-profit-making, often community-based, 

trusts and by private entrepreneurs. During the last 2 decades, this sector has made 

substantial investment in education in urban and semi-urban areas, although the 

public sector is still catering to the needs of the vast majority of population in 

general and in rural areas in particular. Schools in both public and private sectors 

are managed by untrained head teachers who have been hired on the basis of 

teaching experience rather than management and administration experience. 

 

Recognizing the need for the professional development of head teachers, 

Pakistan’s various education policies have proposed the recruitment of trained 

and qualified head teachers in public sector schools. However, this has made little 

headway nationally. Ribbins and Gronn (2000) suggest a number of ways in 

which headship might be explored: situated portrayals of individual heads based 

on their own accounts; drawing on multiple perspectives from members of the 

head’s role set; and relating these to information on heads’ behaviour drawn from 

observational and other data. We have undertaken two studies of headship in 

Pakistan. Our first study focused primarily on the first perspective, drawing on 

interview data with six head teachers from Government and private secondary 

schools in Karachi (Simkins, Garrett, Memon, & Nazir Ali, 1998). The major 

finding of that study was that the nature of the school system in which a head 
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worked had significant implications for how they saw their role and how they 

played it. In particular, the school system context within which Government and 

non-Government heads worked differed systematically in a number of ways: 

Government heads worked within a governance regime dominated by relatively 

bureaucratic rules and structures, whereas non-Government heads were subject 

primarily to the direct and personal influence of trustees and system managers. 

 

Non-Government heads generally had considerable powers over the management of 

staffing (including appointments, discipline, and in some cases pay) and finance, 

whereas Government heads had no such powers. Non-Government schools were 

structured through salary-differentiated hierarchies of deputy heads and posts of 

responsibility such as heads of department, whereas Government school structures 

were flat, with no formal posts of responsibility other than ‘‘teachers in charge’’ who 

received no extra remuneration for playing these roles. Associated with these system 

differences were a number of differences in the ways in which heads in the two sectors 

saw and played their roles. Thus Government heads managed their teaching staff 

through direct supervision exercised through face-to-face contact and tours of the 

school. Non-Government heads, in contrast, operated through systems of delegated 

middle management systems, with defined middle management roles and meetings 

with holders of these. Associated with this, Government heads spent more time dealing 

with internal issues. Non-Government heads, in contrast, spent more time addressing 

boundary issues, especially personal relations with trustees who played a more directly 

interventionist role than Government district officers to whom heads related primarily 

through written communication. More generally, Government heads saw themselves 

as having considerably less freedom to manage than did non-Government heads. In 

part, this arose from real differences in powers as described above. Beyond this, 

however, a more general sense emerged that Government heads were less likely to 

exhibit ‘‘performance efficacy,’’ that is to say, a sense that ‘‘they are capable of 

improving student achievement through their deeds’’ (Chapman & Burchfield, 1994, 

p. 406). Our study (Simkins et al., 1998) raised some important issues about the work 

of heads in Pakistan. However, it was limited by its focus. Its emphasis on the day-to-

day work of heads and their main role relationships inevitably led to an emphasis on 

the ‘‘maintenance’’ aspects of headship. Some information was obtained from the 

heads about their role in change management, and here too the non-Government heads 

seemed to have considered broader changes and taken more risks than had their 

Government colleagues. 

 

In general, however, the management of change was not the primary focus of the 

study. The emphasis was on the ‘‘what?’’ and the ‘‘how?’’ of headship rather 

than the ‘‘why?’’ This latter question raises key issues about  the nature of 

leadership in Pakistani schools, and in particular the degree to which 
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‘‘transformational’’ leadership is attainable or appropriate. Our second study took 

a rather wider view in two respects. First, it took a longitudinal approach by 

interviewing the heads three times over a period of some months. This enabled us 

to explore the heads’ perspectives on the management of change, a key theme in 

many concepts of leadership as we have seen. 

 

Educational Leadership and Motivation: The role of educational leadership is 

unique to achieve the National goals. It is the educational leadership that that 

provide guide map to the working force for achieving the set goals. Wallac 

foundation published the findings of a report entitled Learning from Leadership: 

Investigating the Links to Improved Student Learning (available at 

www.wallacfoundation.org) documented that principals and teachers agree that 

three leadership practices in particular contribute to better instruction: 

•   Focusing the school on goals and expectations for student achievement. 

•   Attending to teachers’ professional development needs. 

•   Creating structures and opportunities for teacher collaboration. 

 

Qureshi (2006,) states that educational leadership must have the capacity to 

achieve performance level both educational and organizational through effective 

supervision and influence. National Education Policy (2009, p.9) envisages 

Governance and management of education have fallen short of the commitments. 

As a consequence, Pakistan’s education system is afflicted with fissures that have 

created parallel systems of education and has performed poorly on the criteria of 

access, equity and quality. There are many responsibilities which are shoulder to 

educational leadership and are expected to fulfill them. On the other hand, 

educational leadership states many hurdles which keep them away to fulfill their 

responsibilities which start from financial matters to political interference. 

Education sector management shall be left to the Education managers without any 

intervention from politicians and generalist civil servants; only then the education 

managers can be held accountable for outcomes (National Education Policy, 

2009). Highly motivated teachers are the key factor of a successful educational 

system. Motivation involves energy and drive to learn, work effectively and 

achieve potential (Pamela, 2005). Smith (1994) documented that motivated 

employees are needed in our rapidly changing workplaces. Din and Inamullah 

(2008) conducted a study about the motivational techniques used by the head 

teachers in Pakistan and expressions of principal’s expectations about teacher 

performance make to motivate them. 

 

Leadership in education is a complex phenomenon. The literature on leadership 

is replete with myriad interpretations of leadership and its different aspects. 

According to Harris (2002), leadership has generated a lot of interest and the 

http://www.wallacfoundation.org/
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result is a vast literature on leadership and its different practices. There is an 

enormous amount of leadership literature containing empirical evidence of 

different practices, however, it has not been decided which style is the most 

effective. 

 

5.5 Educational Leadership in International Perspectives 
The belief that specific preparation makes a difference to the quality of school 

leadership is underpinned by research on the experience of new principals. 

Sackney and Walker’s (2006) study of beginning principals in the United States 

found that they were not prepared for the pace of the job, the amount of time it 

took to complete tasks and the number of tasks required. They also felt unprepared 

for the loneliness of the position. Daresh and Male’s (2000, p. 95) research with 

first-year principals in England and the United States identifies the ‘culture shock’ 

of moving into headship for the first time. Brundrett et al. (2006, p. 90) argue that 

leadership development is a ‘strategic necessity’ because of the intensification of 

the principal’s role. Avolio (2005) makes a compelling case for leadership 

development based on the view that leaders are ‘made not born’. This leads to a 

view that systematic preparation, rather than inadvertent experience, is more 

likely to produce effective leaders. Evidence to support the value of leadership 

preparation remains inconclusive. There is a widespread belief that it makes a 

difference, but empirical support for such assumptions is limited and usually 

indirect. Heck (2003) uses the twin concepts of professional and organisational 

socialisation as a lens to examine the impact of preparation. Professional 

socialisation includes formal preparation, where it occurs, and the early phases of 

professional practice. 

 

The role of school leadership has received a particularly strong policy emphasis 

in England for over a decade with the creation of a National College for the 

Leadership of Schools and Children’s Services (formerly NCSL), and an 

increased focus on training, qualification and professional development for school 

leaders within a national qualification framework. More recently the links 

between leadership and teaching have been highlighted with the amalgamation of 

the Teaching Agency and the National College. The newly formed National 

College for Teaching and Leadership (2013) has emphasised its two key aims as: 

improving the quality of the workforce; and helping schools to help each other to 

improve. A consistent theme has been strong external accountability pressures, 

with school leaders increasingly held responsible for raising standards of 

achievement, leading school improvement and enhancing the quality of teaching 

in schools. A useful starting point in understanding how school leadership and its 

relationship to student learning has been conceptualised is provided by the 

following extract from the Office for Standards in Education (Ofsted) Framework. 
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Ofsted is the national inspection agency responsible for inspecting schools and 

providing quality assurance and public accountability in England and it has played 

a very influential role in shaping schools’ approaches to improvement.  This 

extract emphasises the connection between what leaders do and what happens in 

the classroom: Effective head teachers provide a clear vision and sense of 

direction for the school. They prioritise. They focus the attention of staff on what 

is important and do not let them get diverted and sidetracked with initiatives that 

will have little impact on the work of the students. They know what is going on 

in their classrooms. They have a clear view of the strengths and weaknesses of 

their staff. They know how to build on the strengths and reduce the weaknesses. 

They can focus their programme of staff development on the real needs of their 

staff and school. They gain this view through a systematic programme of 

monitoring and evaluation. Their clarity of thought, sense of purpose and 

knowledge of what is going on mean that effective head teachers can get the best 

out of their staff, which is the key to influencing work in the classroom and to 

raise the standards achieved by student. 

 

A set of National Standards for Head teachers was established in 2004 which 

identified core professional leadership and management practices in six key areas. 

These apply to all phases and types of schools and are in turn subdivided into the 

knowledge, professional qualities (skills, dispositions and personal capabilities) 

and actions needed to achieve them. These include: 

• Shaping the Future: creating a shared vision and strategic plan for the school 

(in collaboration with governing body) that motivates staff and others in the 

community; 

• Leading Learning and Teaching: head teachers taking responsibility for 

raising the quality of teaching and learning and for students’ achievement. 

This implies setting high expectations and monitoring and evaluating the 

effectiveness of learning outcomes. A successful learning culture will 

enable students to become effective, enthusiastic, independent learners, 

committed to life-long learning; 

• Developing Self and Working with Others: building effective relationships 

and building a professional learning community through performance 

management and effective professional development for staff; 

• Managing the Organisation: improving organisational structures through 

self-evaluation, organisation and management of people and resources in 

order to build capacity across the workforce and deploy cost effective 

resources; 

• Securing Accountability: head teachers are accountable to students, parents, 

care givers, governors, the local authority and the whole community to 

provide a high quality of education for promoting collective responsibility 
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within the whole school community and for contributing to the education 

service more widely; 

• Strengthening Community: creating links and collaborating with other 

schools, parents, care givers and other agencies to share expertise and ensure 

children’s wellbeing. 

 

People who exercise influence on educational matters of policy and practice; 

come from diverse backgrounds and, therefore an inclusive definition of 

educational leadership is necessary in order to make sense of the drama of 

educational development. educational leaders in Malaysia are not confined to 

those who work in schools, colleges and universities but include influential and 

significant others whose range of various leadership roles have direct impact on 

education: politicians, civil servants, teacher educators, teacher union leaders, 

business leaders, leaders of non-governmental organizations, community leaders, 

and opinion leaders. Among the most significant contributors to educational 

development, other than teachers, are those leaders from politics and the 

educational bureaucracy. Contributions from such domains may focus primarily 

on education policies or on the broader domain of social and national concerns 

which impact on education, for instance, Consumer Education or Environmental 

Education or the prevention of social ills. Each leader uses all available resources 

to structure national psyche in the mould of their particular definition of reality 

and development. Educational leaders have many opportunities to learn useful 

lessons from those who have lived long and who have wide experiences. Through 

mentoring and coaching by older and experienced leaders, younger educators 

could learn to construct their own understanding of the nature of leadership and 

define their own construct harmony and values frames. There are, for instance, 

useful lessons to be learned from political leaders at the level of Prime Ministers, 

Ministers of Education and Director Generals of Education for the 

Substance/Contents of educational and school leadership development in 

Malaysia. Typically, politicians contribute to leadership development by 

propagating policies which become overarching development frameworks for 

national development. 

 

Tunku Abdul Rahman was the Father of the Nation and ensured that enshrined in 

the Malaysian Constitution was the recognition of Islam as the official religion, 

the Malay language would be the national language and that the indigenous people 

would have Special Rights. All other citizens were to have the basic freedoms of 

language, religion, culture and property. As national leader, the First Prime 

Minister focused on the critical importance of education and has said that “What 

is important for the country are books, not bullets” (Tengku, 1980). For 50 years 

the focus of the nation has been educational development rather than over military 
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might. The second Prime Minister, known as the Father of Rural Development, 

paid particular attention to education in the rural areas and established educational 

institutions to provide education for the rural population. He also established 

relations with Communist China and promoted the Association of Southeast 

Asian Nations (ASEAN) and the concept of the Zone of Peace, Freedom, and 

Neutrality (ZOFPAN) in the ASEAN region and the National Ideology of 

Rukunegara. The third Prime Minister focused on the supremacy of law and the 

realm of justice. The fourth articulated what became known as Vision 2020 

whereby Malaysia would become a fully- developed society by the year 2020 and 

thereby increasing Malaysian self-confidence. In the wake of international 

conflicts and terrorism when Islam is perceived pejoratively in the international 

arena, the fifth Prime Minister, Abdullah Badawi, has focused on civilizational 

Islam, Islam Hadhari, and human capital (Hng, 2004). It is important to note that 

in the 1980s, the Minister of Education, Musa Hitam, initiated curriculum reform 

from the primary school right through the secondary school. This was the widest 

sweeping curriculum policy and practice reform in the history of Malaysian 

education which provided indigenous perspectives on the knowledge worth 

knowing for transmission to future generations. 

 
5.6  Self-Assessment Questions 
1.  Describe the scope of educational leadership. 

2.  Explain the concept of education institutional leadership and its practices. 

3.   Elaborate historical perspectives of educational leadership. 

4.   Discuss prevailing situation of educational leadership in local context. 

5.  Explain the concept of educational leadership in international perspectives. 
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INTRODUCTION 
 

 

Leadership is considered as being “a part of the problem-solving machinery of 

the group,” (Gibb 1958, p.103). This recognizes that the leaders are highly 

powerful acquire all authority, and can influence decisions made in the workplace 

t o  achieve organizational goals. The ability to supervise the tasks and assess 

subordinates in the workplace has been examined form the centuries to study a 

particular course of action of organizational leaders. For instance; 

• Fredrick Taylor (late 1800s) gave the concept of Scientific Management to 

direct the organizational productivity. 

• Max Weber (1922) gave a concept of bureaucracy to deal with the 

organizational administration, where the leader possessed power by virtue of 

his position. 

• Mary Parker Follett (1926) – participatory management in “power with” as 

opposed to “power over.” 

 

After 1930s a revolutionary change occurred in leadership approach and got 

importance and interest in the academic’s fields. To look at the leaders around us 

– be it our principal or director or the President of State, it wonders that how and 

why these individuals excelled in such positions and have a skill to engage people. 

In this context, a number of theories of leadership have formed to comprehend the 

flashing characteristics of leaders that are particularly suited to leadership. 

 

 

LEARNING OUTCOMES 
 

After going through this unit, students would be able to: 

•   describe the various theories of leadership. 

•   discuss the necessary characteristics of leadership. 

•   enumerate the leadership styles and need of taking appropriate decisions. 

•   infer the leadership style that has a high concern for people and for production. 

•   describe the important role of leadership that encourages participation and 

enhance contributions from group members. 
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There are a number of different leadership theories have been introduced to explain 

exactly how and why certain people become great leaders. How their certain 

personality traits make them better-suited to leadership roles? The effective 

leadership is a key factor in the life and success of an organization. It is a role of 

leader to transforms potential into reality. In this unit, the subsequent theories are 

described the complexity, subjectivity and dynamic role of leadership 

 
6.1  Behavioral Theories 
Behavioural theories of leadership are based upon the belief that great leaders are 

made, not born. Consider it the flip-side of the Great Man Theory, based on defined 

behaviour of leaders. Here, the actions of leaders not on mental qualities or internal 

states, but people can learn to become leaders through teaching and observation. 

 

The behavioural theories exhibited two general types of behaviour of leaders: 

concern for people and concern for production, which gave two assumptions. 

•   As a leader’s consideration increased, employee turnover and absenteeism 

declined 

•   As a leader’s task orientation increased, employee performance rose. 

 

But, sometimes the actual findings were contradictory. 

 

6.1.1 The Managerial Leadership Grid 
The managerial grid model (1964) is a style leadership model developed by 

Robert R. Blake and Jane Mouton. This model originally identified five different 

leadership styles based on the concern for people and the concern for production. 

 

 

 

 

 

 

 

 

 

 

 

 

 

The model is represented as a grid with concern for production as the x-axis and 

concern for people as the y-axis; each axis range from 1 (Low) to 9 (High), where 

various geometrical shapes represented the styles of management. 
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Style Features 
Concern 

for People 

Concern for 

People 

Task 

Impoverished 

Management 

Laissez-faire style, minimal effort on 

management, hoping to avoid blame for 

errors 
1 1 

Country Club 

Management 

Focus on creating safe, comfortable 

working environment, minimal conflict 9 1 

Task Management Autocratic style, consistent with 

McGregor Theory X. Workers have to 

complete tasks-nothing else 
1 9 

Team Management 

 

Staff closely involved in decision making 

and feel valued, consistent with McGregor 

Theory Y 
9 9 

Middle of the Road 

Management 

Compromises made to achieve acceptable 

performance, though to be the least 

effective leadership style 
5 5 

Source:  http://www.tutor2u.net/business/reference/leadership-styles-blake-mouton- 

managerial-grid 

 

6.1.2 Role theory 
Role theory of leadership as a theoretical approach borrows from the sociological 

role theory, in which the essential elements of the social system are used to link 

between the individual’s roles in a society. It means, it is a combination of 

sociology and social psychology that considers most of everyday activity to be 

the acting out defined roles like; mother, manager, teacher, etc. Each role is a 

set of rights, duties, expectations, norms and behaviours that a person has to face 

and fulfilled. 

 

The term role theory has renowned around the period of 1920s and 1930s. It 

became more prominent in sociological discourse through the theoretical works of 

George Herbert Mead, Jacob L. Moreno, Talcott Parsons, and Ralph Linton. They 

presented two concepts – the mind and the self, which are the precursors to role 

theory, (Hindin, 2007). Cottrell, L. S. (1942) worked further and said that the 

individuals play a variety of social roles in their lifetimes and these roles identify 

and describe them as a social being and their basis of self-concept. In addition to 

that how well they accept the role changes typical of later years, (YODANIS, 

2016) (Sociological Theories of Aging, 2006). These roles form social systems 

which work best with a chain of command. When people have agreed to do a job, 

a part of the deal is that they cede authority to their leader. 

http://www.tutor2u.net/business/reference/leadership-styles-blake-mouton-
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For formal setup in an organization, the role theory reveals that through policies and 

positions set by upper management to develop corporate culture in an organization. 

They encourage and utilize resources i.e., 3M (man, material, money) to get product 

line by delegation of role in the organization. The purpose of this strategy is to influence 

the role behaviour of organizational members on following aspects: 

1.   The norms, determining a social situation. 

2.   Internal and external expectations are connected to a social role. 

3.   Social sanctions (punishment and reward) are used to influence role behaviour. 

 

These three aspects are used to evaluate one's own behaviour as well as the behaviour 

of other people. But, to define the role of individuals, Cultural role, social 

differentiation and situation- specific roles are the main concerned areas of role theory. 

 

Cultural role is stable until political and social conflicts do not appear. If it happens 

the cultural change occurs and new roles are formed. As we have seen the feminist 

movement (popular waves came in 1968, 1980 & 1990s) initiated a change in male 

and female roles in Western societies. Levels of conflict, however, vary across 

cultures as a result of perceptions of gender roles and the subsequent amount of 

time given to work and domestic roles, (Moore 1995). 

 

Social differentiation has a lot of attention due to the development of different job 

roles of employees in the organization. Robert K. Merton distinguished between 

intrapersonal and interpersonal role conflicts. Role conflict is when a leader and 

his officers fail to perform a certain role or refuse to accept their role and do not 

fulfill the set expectations. Another concept “Role overload” is also important in 

the role theory. It is referred as the experience of lacking the resources, including 

time and energy, which is needed to meet the demands of all roles. Role overload 

and conflict often lead to difficulties with meeting role expectations, known as 

role strain or role pressure and also create various negative psychological and 

physical problems, (Goode 1960). 

 

Another German-British sociologist Ralf Gustav Dahrendorf (1 May 1929 – 17 

June 2009), presented social differentiation by distinguishing between must-

expectations, with sanctions; shall-expectations, with sanctions and rewards and 

can-expectations, with rewards. He also argues that people should accept their own 

roles in the society and it is not the society that imposes them. 

 

Situation-specific roles develop ad hoc in a given social situation. Nevertheless, 

the expectations and norms are predetermined by the social role. It is a central 

weakness of role theory that only describing and explaining deviant behaviour, 

(Lorette, 2016). 
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Researches find multiple roles to be associated with both positive and negative 

consequences in an organization, but immediate attention is required when the 

problems associated with multiple roles. Under this assumption, leaders and the 

employee’s role often defined or based on their organizational assignments which 

generate the Leader- Member Exchange theory, (LMX). The goal of LMX theory 

is to explain the effects of leadership on members, teams, and organizations. It was 

found that leaders form strong trust, emotional, and respect-based relationships 

with some members of a team, but not with others, (Bauer & Ergoden, 2015). To 

strengthen the relationship, team members have to go through three phases to 

form their relationship with their manager: Role- Taking, Role-Making, and 

Routinization, (Manktelow, 2016) 

 
The major work has been done on leader–member exchange (LMX) in the past 

forty years, but LMX is still being actively researched. One of the main questions 

regards how LMX relationships form and how managers can most effectively 

create them. By this context, researches are been conducted on organizational 

culture, employee retention and engagement, job- embeddedness and job 

satisfaction. It was found that the leadership technique is the two-way (dyadic) 

relationship between leaders and follower/team whereas; their characteristics help 

to create interpersonal relationship. 

 
6.1.3 Great Man Theory 
It describes as "born to lead?" by this point of view, great leaders are simply born 

with the necessary internal or inherited characteristics, such as; charisma, wisdom, 

confidence, intelligence, and social skills. These characteristics make them 

natural born leaders, which assume that the capacity for leadership is inherent that 

great leaders are born, not made. This theory often portrays great leaders as heroic, 

mythic and destined to rise to leadership when needed. The term "Great Man" was 

used because, at the time, leadership was thought of primarily as a male quality, 

especially in terms of military leadership. 

 
The theory was popularized in the 1840s by the work of Scottish writer Thomas 

Carlyle but, in 1860, Herbert Spencer formulated a counter argument and said 

that great men are the products of their societies, and that their actions would be 

impossible without the social conditions built before their lifetimes, (Carneiro, 

1981). This argument has remained influential throughout the 20th century. 
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The various scholars narrated the theory as: 

Scholars Contribution Digest 

Thomas  Carlyle  (4 

December 1795 – 5 

February 1881) a 

Scottish 

philosopher 

On Heroes, Hero-

Worship and the 

Heroic in History 

published in 1841. It 

is a collection of six 

lectures. One of the 

lectures delivered on 

May 8, 1940 on The 

Hero as Prophet. 

Muhammad: Islam 

He saw history as having turned on the 

decisions of "heroes", giving detailed 

analysis of the influence of several men, 

including Muhammad (PBUH), 

Shakespeare, Luther, Rousseau, Pericles, 

and Napoleon. 

Frederick Adams 

Woods 

(1873–1939) 

The Influence of 

Monarchs: 

Steps in a New 

Science of 

History published in 

1913 

He investigated 386 rulers in Western 

Europe from the 12th century till the 

French revolution in the late 18th century 

and their influence on the course of 

historical events. 

Søren Kierkegaard, 

(May 5, 1813 – 

November 11, 

1855)  a Danish 

philosopher called 

“Father of 

Existentialism.” 

Fear and Trembling 

(Danish) published in 

1843 

His discourses begin with a dedication to 

the single individual, who has become 

Abraham in this work. He claims that the 

individual's subjective relationship to the 

God-Man Jesus the Christ, which came 

through faith. Some of his key ideas 

include the concept of "Truth as 

Subjectivity", the knight of faith, the 

recollection and repetition dichotomy, 

angst, the infinite qualitative distinction, 

faith as a passion, and the three stages on 

life's way (aesthetic, ethical, religious). 

William James 

(January 11, 1842 

to August 26, 

1910) an American 

philosopher, 

psychologist and 

trained physician 

Lecture 'Great Men 

and Their 

Environment' 

published by the 

Harvard University 

Press 

William James began with the fact that 

people are different. Some possess 

noticeable talents and gifts. How those 

differences originate is a legitimate 

question, going back through the womb 

to climate, race, and divine will, and so 

forth, (Harter, 2003). 

 

James' favourite quote from Kierkegaard came from Høffding: "We live forwards, 

but we understand backwards". It is generally appropriate for common people, but 

the impact of great men or heroes are highly influential, think forward and plan 

before time due to their personal personality. 



121 

The theory assumes that leader is different from the average person in terms of 

personality traits (like; intelligence, perseverance, ambition, etc.) and these traits 

might be the inherited traits. 

 

6.1.4 Trait Theory 
Similar in some ways to the Great Man theory, trait theory assumes that people inherit 

certain qualities and traits that make them effective leaders. In early researches, trait 

theory was considered some physical leadership characteristics (such as height and 

appearance), personality characteristics (such as extraversion, self-confidence, and 

courage) and abilities (such as intelligence and verbal fluency). These characteristics 

could potentially be linked to great leaders, (Kouqing, 2009). 

 

If particular traits are key features of leadership, then how do we explain people 

who possess those qualities but are not leaders? This question is one of the 

difficulties in using trait theory to explain leadership. Further research found that 

not all leaders possess the same traits. No leadership traits have been found to 

relate consistently to group performance, whereas many of the traits possessed by 

leaders can be learned or developed. But, possessing leadership traits is not enough, 

they must take some action. In this context, Kirkpatrick and Locke said that people 

with the traits are likely to engage in leadership activities. While, Stodgill’s (1974) 

enlisted some of the traits and skills for effective leadership as; 

 

Traits Skills 

•  Adaptable to situations 

•  Alert to social environment 

•  Ambitious and achievement‐orientated 
•  Assertive 

•  Cooperative 

•  Decisive 

•  Dependable 

•  Dominant (desire to influence others) 

•  Energetic (high activity level) 

•  Persistent 

•  Self‐confident 
•  Tolerant of stress 

•  Willing to assume responsibility 

•  Clever (intelligent) 

•  Conceptually skilled 

•  Creative 

•  Diplomatic and tactful 

•  Fluent in speaking 

•  Knowledgeable about group task 

•  Organized (administrative ability) 

•  Persuasive 

•  Socially skilled 

Source: (IAAP, 2009) 

 

It concludes that the leaders born with leadership traits, but inconsistent findings 

of characteristics among leaders revealed that certain traits may enhance the 

perception that somebody is a leader. 
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6.2  Contingency Theories 
Contingency theories of leadership are based on the variables related to the 
environment and particular surroundings of an organization where the leader rule 
upon. It might also determine particular style of leader which best suited for the 
situation. By this, the theory claims no leadership style is best in all situations. 
Success in any situation depends upon a number of variables; the leadership style, 
qualities of the followers and aspects of the situation. The various researchers 
explain the contingency approach through various models and theories. 
 
6.2.1 Fiedler’s Contingency Theory 
The Fred Fiedler Contingency theory is based on a Model which was created in the 
mid-1960’s to study the personality and characteristics of leaders. The model states 
that the best or effective style of leadership is based on the situation or event. The 
model uses Least-Preferred Co-Worker (LPC) Scale, to identify leadership style. 
 

Least-Preferred Co-Worker (LPC) Scale 
Unfriendly 1    2    3    4    5    6    7    8 Friendly 
Unpleasant 1    2    3    4    5    6    7    8 Pleasant 
Rejecting 1    2    3    4    5    6    7    8 Accepting 
Tense 1    2    3    4    5    6    7    8 Relaxed 
Cold 1    2    3    4    5    6    7    8 Warm 
Boring 1    2    3    4    5    6    7    8 Interesting 
Backbiting 1    2    3    4    5    6    7    8 Loyal 
Uncooperative 1    2    3    4    5    6    7    8 Cooperative 
Hostile 1    2    3    4    5    6    7    8 Supportive 
Guarded 1    2    3    4    5    6    7    8 Opened 
Insincere 1    2    3    4    5    6    7    8 Sincere 
Unkind 1    2    3    4    5    6    7    8 Kind 
Inconsiderate 1    2    3    4    5    6    7    8 Considerate 
Untrustworthy 1    2    3    4    5    6    7    8 Trustworthy 
Gloomy 1    2    3    4    5    6    7    8 Cheerful 
Quarrelsome 1    2    3    4    5    6    7    8 Harmonious 

Source: A Theory of Leadership Effectiveness by Professor F.E. Fiedler, 1967. 
 

Fiedler said that the leader is analyzed on leadership styles, which are task- oriented 
and relationship –oriented. He described the model that task-oriented leaders 
usually view their LPCs more negatively, resulting in a lower score and called 
these low LPC-leaders. But, the low LPCs are very effective at completing 
tasks. The leaders are quick to organize a group to get tasks and projects done. 
Relationship-building is a low priority. 
 
However, relationship-oriented leaders usually view their LPCs more positively, 
giving them a higher score and called high-LPC leaders. High LPCs focus more on 
personal connections, and they are good at avoiding and managing conflict as well 
as better able to make complex decisions, (Yolandé, 2016). 
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Further Fiedler explains the "situational favorableness" also called "situational 
control." He said that the leaders are analyzed on 3 dimensions: Position Power, 
Task Structure, and Leader-Member Relations. These are the “situational 
favourableness" explains below: 
• Leader-Member Relations create the level of trust and confidence of team 

to their leader. Here, the leader who is more trusted and has more influence 
with the team than a leader who is not trusted. 

• Task Structure refers that the clear and structured tasks are develop 
favourable situation rather than vague and unstructured, because no one has 
a knowledge to achieve them. 

•   Leader's Position Power refers the amount of leader’s power to direct the 
team. The power may be either strong or weak and also can direct reward or 
punishment for a team or individual. 

 

The main criticism on the Fiedler Contingency Model is a lack of flexibility in 
leadership style to handle various situations. 
 
6.2.2 Path-Goal Theory 
An American Psychologist, Robert House, developed Path-Goal Theory in 1971, 
and then redefined and updated it in 1996 in The Leadership Quarterly Article. The 
theory inspired by the work of Victor Vroom (1964) and Martin G. Evans (1970) 
and assumes that leaders are flexible and that they can change their style, as 
situations require. The path–goal model can also be classified as a form of 
Transactional leadership. 
 
The theory is designed on expectancy approach to motivate followers through 
communication styles of leadership and studying it in various situational factors. 

Communication Styles Leadership Role 

Directive The leaders are sensitive to individual team members’ 

need, especially when the tasks are repetitive and stressful. 

Supportive The leaders explain the goal and expectations when the 

tasks are complex and team is inexperienced. 

Participative The mutual participation is required between leader and 

team before any decision. It works when the team is 

experienced and skilled. 

Achievement-oriented The leader sets the challenging goals and standards for 

each team member, when they are unmotivated and 

unchallenged in their work. 

The theory proposes two situational factors; Nature of followers and Nature of 

task. In the context of effective followers, Kelley (1988) defines two dimensions 

that underlie as: 

1.   The degree to which a person exercises independent, critical thinking 

2.   The degree of active or passive participation, (Chipscholz, 2011). 
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He further said, “In an organization of effective followers, a leader tends to be 
more an overseer of change and progress than a hero. As organizational structures 
flatten, the quality of those who follow will become more and more important,” 
(Kelley, 1988). 
 
To study the situational factors, the nature of tasks also affects the path-goal approach. 
Any task related to the environment and with the person. The organizational leadership 
makes the task open or closed depending on whether the task environment is stable or 
changing as well as discrete, continuous, or serial, depending on their relation to other 
tasks. It is also found that the organizational practices, use of the mechanism of 
feedback and adaptive task or teach the task in parts depend upon the individual’s 
ability, (Thompson, 1999). The theory emphasizes that in each scenario, the path 
clarification and compensation is necessary to satisfy the team and gain the desired 
outcomes. And, the team shows their confidence and increased efforts in the 
accomplishment of organizational goals. 
 
6.2.3 Cognitive Resource Theory (CRT) 
The theory is based on industrial and organizational psychology developed by 
Fred Fiedler and Joe Garcia in 1987 as a reconceptualization of the Fiedler 
contingency model. The theory focuses on the influence of the leader's intelligence 
and experience in account of his or her personality, degree of situational stress 
and group-leader relations. The theory is originating from studies into military 
leadership style, but now use in sports and training purposes to assess the 
performance and contribution of an individual in assigned tasks. 
 
6.2.4 Strategic Contingencies Theory 
It presents the intra-organizational power and hypothesizes that organizations have 
systems of interdependent subunits and have a power distribution with its sources in 
the division of labour, (Hickson, Hinings, Lee, Schneck, & Pennings, June 1971). 
The theory focuses on leadership personality and skills that need to solve the 
problems. It explains that if a person does not have charisma, but is able to solve 
problem, then he or she can be an effective leader. Here, the leader has a central role 
and the ability to view the situation and its problems. Simply, the theory helps to 
objectify leadership techniques, as opposed to relying on personalities. 
 
In scientific and formal academic problem situations, the theory would have shown 
more force and effect, because, the persons are rational agents in this situation to 
identify and orient the problem and able to address it directly. 
 
6.2.5 Situational Theories 
Situational theories propose that leaders choose the best course of action based 
upon situational variables and use different styles of leadership for certain types of 
decision- making. For example, in a situation where the leader is the most 
knowledgeable and experienced member of a group, an authoritarian style might 
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be the most appropriate, where group members are skilled and experts, a 
democratic style would be more effective. 
 
These theories are the essence of contributions of American authors, Dr. Paul Hersey 
(1931 - December 18, 2012), professor and author of the book “The Situational 
Leader,” and Kenneth Hartley Blanchard (Born in 1939), leadership trainer and author 
of popular book “The One Minute Manager.” In the late 1970s or early 1980s, the 
authors both developed their own models using the situational leadership theory; 
Hersey - Situational Leadership Model and Blanchard et al. Situational Leadership- II 
Model and both characterized leadership style in terms of the amount of Task 
Behaviour and Relationship Behaviour that the leader provides to their followers, 
(https://, 2016) (Clayton, 2016) (Shea, 2016), (Sheroo, 2011) 
 
Hersey and Blanchard’s Situational Leadership Model describes; 
 The level of maturity of a worker plays a role in leadership behaviour, 

that is, Maturity consists of; Job maturity which relates to talks-related 
abilities, skills and knowledge, and Psychological maturity which relates 
feelings of confidence, willingness and motivation. 

 Follower readiness 
 Leader behaviour 
 
In case of leadership style, the model is based on a directive and supportive 
behaviour, and shows four situational conditions; S1, S2, S3, S4. 
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For development needs of employees or followers, the model gives the following 

performance variables based on four levels: 

•   Competency – function of knowledge and skills 

•   Commitment – function of confidence and motivation 

 

 

 

In short, situational leadership is not something that does “For” people, but 

something that does “With” people. 

 
6.3  Power and Influence Theory 
Usually, people ask! Are the leaders’ forms with power? Or /and is it true that 

people come in their influence with their thoughts and attitude? These are correct 

under some conditions, according to leadership theory of Power and Influence. 

This theory was the work of J. French and Bertram Raven (1960), to determine the 

sources of leader’s power use to influence others, (Lunenburg, 2012). Power and 

Influence are the abilities that should be aware of all leaders and managers to make 

things happen, overcoming potential resistance in order to achieve desired results. 

Power is considered as a natural talent in the fabric of organizational life, (Haugaard 

& Clegg, 2012; McClelland & Burnham, 2003). Getting things done requires 

power (Pfeffer, 2003) by using positive or negative behavior to accomplish various 

orders. Sometimes, the negative behaviour shows biasness may cause conflict, 

while positive behaviour overcome conflict and even avert it. 

 

A Center for Creative Leadership (CCL) has conducted a research on the role of 

power in effective leadership in 2008 and asked with sample participants that to 

what extent the leader leverage the various sources of power at work. 
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Source: A CCL Research White Paper 2008, a) Most frequently leveraged sources of 

power, and b) the sources of power would be most important in the next five years. 

 

The findings in case a reveal that the three most frequently leveraged sources of 

power are: the power of expertise, the power of information, and the power of 

relationships, whereas, the power of punishment was the least leveraged source 

among all criteria. 

 

The information received from the respondents in case b was slightly different, 

that they ranked third to the power of reward and it would be most important in the 

next five years along with top two powers; power of relationships and information. 
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6.3.1 Sources of Power 
The various forms or sources of power are operating within organizations. While, 

some appear formally on organization charts, and exist by virtue of official position 

or capacity to reward or punish. Expert power succeeds because of its ability to 

convince or persuade people based on what rhetoricians call the ethos of the person 

doing the persuading. To deal the organizational situations different sources of 

power have been identified and can be described on the basis of two main 

categories; (a) Positional Power, and (b) Personal Power. 

 

6.3.2 Positional Power Sources 
The common positional power sources are Legitimate Power, Reward Power and 

Coercive Power. 

 

Legitimate Power 

Legitimate power is a power of formal position in the office and forms the 

organization's hierarchy of authority. For example, the president of state has certain 

powers because of position or status in the state. Legitimate power gives the 

manager power over their direct reports. By this sometimes, the person in power 

believes that they have the right to make demands on others and expect them to be 

compliant. To some extend the position power is right but, usually the subordinates 

influenced by the position and not to the person. It weakens the working 

relationship and lead to the conflicts rather than sharing of expertise. 

 

Reward Power 
Reward power is the ability to give rewards. For examples; the rewards are 

promotions, pay increases, working on special projects, training and developmental 

opportunities and compliments. Reward is the result of position-power and 

sometime shows the limitation in designing the categories for rewards. Due to key 

position in the organization, the influence on the rewarding system might happen 

to use other's behaviours and actions for one’s benefit. 

 

Coercive Power 
Coercive Power is the opposite of reward power and promotes the expression of 

threats and punishments. Extensive use of coercive power usually seen in 

autocratic leadership which is inappropriate and people feels stifled. (Khagendra, 

2012) (Daugherty & Williams) (Faeth, 2004). 

 

6.3.3 Personal Power Sources 
The common personal power sources are Referent Power, Expert Power, and 

Information Power. 
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Referent Power 
Referent power is one of the Social Power, which refers to the ability of an 

organization leader to influence a team, because of the team's loyalty, respect, 

friendship, admiration, affection, or a desire to gain approval. Here, the leader 

needs strong interpersonal relationship skills. Therefore, it is important for the 

organizational leadership to increase collaboration and influence rather than 

command and control. The team members feel comfortable to express about work 

in front of their leader and more committed in duties due respect of their self-

esteem. 

 

Expert Power 
Expert power is based upon individuals' perception that an individual can influence 

other individuals on the basis of a high level of knowledge or a specialized set 

of skills that others do not possess in the organization. These experts do not 

require position power and people tend to listen more to those who demonstrate 

expertise. It also shows the potential of the expert and can be developed by offering 

guidance and support to others. This expertise should be rationalized by keeping 

yourself informed of new developments in your concerned areas, (Bal, Campbell, 

Steed, & Meddings, (2008); http, 2016). 

 

Power and influence theory occupy an exalted status in any organization. It is 

required to take appropriate decisions. The leaders use it to find new paths or 

modify an existing path or supervise, train and review others. They also use it to 

figure out ways to increase the productivity, profit and brand value of the 

organization. 

 
6.4 Implementation of Leadership Theories 
Leadership Development: Past, Present, and Future Trends 
Researches indicate that the effective leadership is more strongly correlated with 

lower turnover rates, higher productivity, and higher employee satisfaction. The 

Command- Coordinate-Control (CCC) is the strategy used to value the leadership 

techniques. The past and present trends of leadership provide recognition of the 

importance of a leader’s emotional resonance with others, along with the 

organizational activities like coaching, mentoring, action learning, and 360-

degree feedback. Future trends require exciting potential advances in 

globalization, technology, return on investment (ROI), and new ways of thinking 

about the nature of leadership and leadership development, (Hernez- Broome & 

Hughes). 
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6.5  Self-Assessment Questions 
1.  Discuss different theories of leadership. Which one do you think is more 

applicable in our local context? 

2.  Explain how various leadership styles influence decision making process? 

3.  Critically analyze the leadership style which has high concern for people and 

production. 

4.  Describe the importance of leadership in motivating participation and 

enhancing group contributions. 
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INTRODUCTION 
 

 

Leadership style has to deal people, way of interaction with those people who 

seek to lead. This human behavior has diversity to handle various situations in 

multi-faceted organization in different fields. Therefore, leadership styles have 

many names; however, most of the leadership styles fall into five categories, i.e. 

autocratic, democratic, participative, goal-oriented, and situational. Similarly, these 

leadership styles have gone through evolution including personality traits theories, 

behavioral theories and situation leadership’s theories. In this chapter, we have to 

learn particularly researches conducted by Ohio State University, university of 

Michigan and University of Texas, in fact researchers of these universities 

conducted research studies on the behavioral approaches of leadership and 

conclusions were drawn on the basis of empirical evidences, however, it is 

necessary to have look on the different concepts of leadership styles in order to 

develop some understanding regarding different concepts, the author of this units 

expects that you have definitely learned regarding different leadership theories in 

the previous units of this course. Hence, to reinforce or refresh your knowledge 

different styles have been described before explaining theories presented by 

researchers of these universities and at the end existing educational leadership 

styles that are being practiced in Pakistan have also been explained. 

 

 

LEARNING OUTCOMES 
 

After successful study of this unit, the students will be able to: 

 discuss the concept of leadership styles 

 elaborate research conducted by Ohio state university regarding behavioral 

leadership style 

 understand research conducted by University of Michigan and university of 

Taxes regarding leadership styles 

 analyze the difference of researches conducted by these universities 

 suggest potential solutions to meet the challenges of leadership styles in 

existing scenario of education in Pakistan. 
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The above objectives can be materialized by developing insight regarding concepts 

of leadership styles, researches conducted by these three universities i.e. Ohio state 

university, university of Michigan and University of Taxes, differentiate between 

findings of researches of these universities as to how behavioral leadership styles 

are different from other approaches. Students will also learn about existing 

educational leadership styles in Pakistan. The self-assessment questions would 

help the students to evaluate their knowledge before moving forward. These self-

assessment questions have been designed considering acquired knowledge, skills, 

and capability of the students to apply knowledge in practical fields. Further 

recommended material will enrich existing knowledge on the subject matter. 

 

Leadership Styles 
The term Leader is used for those people who can lead the people; therefore, leadership 

is the ability of a leader to move a group towards a common goal which cannot be 

achieved without a leader. Leadership styles are behavioral approach used to motivate 

followers toward the destination. Leadership styles are adapted in accordance with 

structural design as well as environment to the organizations, situations, groups and 

individuals. It depends on the size of the organization and nature of work, potential 

capabilities of the human resources, financial, physical and informational resources 

having knowledge of the competitors in the market, all these have to be considered 

while adopting leadership working style in the organization. 

 

The leadership styles are concerned with behavior and traits the history indicates 

the evolutionary process of leadership theories. The first evolution started with the 

great man theories that are based on the idea that leaders are “born.” It means that 

leader does not require any training and experience of life for learning strategies to 

lead the people. The theory emphasizes on the traits that differentiated leaders from 

followers, personality traits including, intelligence, self-confidence, determination, 

integrity and sociability. These theories could not show the desired result and gone 

through evolution in 1940 when behavioral theories were developed and the focus 

of these theories remained on the initiation and consideration. Now-a-days, 

modern-day contingency theories have been developed which increased other 

variable participation of the followers in decision making. Emphasis today is 

that leadership styles should match the situation at hand, which is a contingency 

approach. 

 
7.1  Ohio State University 
Leadership behavior and styles is significant to accomplish tasks through people. 

Before 1945 most studies of leadership sought to identify the individual traits of 

effective leaders. Trait theories of leadership were the first to attempt a systematic 

approach of studying leadership style in the organization effectively. The research 
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found disappointing results because no set of traits were found with effective 

leadership style in the organization. Therefore, it was felt to study behavior of 

leadership with the people. Consequently, research had shifted the paradigm from 

personality traits to behavior theory because behavior theory had contributed in 

achieving organizational goals in effective and efficient manner. In fact, autocratic 

and democratic styles indicate that behavior is very important than the personality 

trait for determining leadership effectiveness in the organization. But unfortunately 

no single leadership style was found to be consistently associated with leadership 

effectiveness. Research was conducted to study leadership styles by different 

universities. Findings of these researches can be summarized as under: - 

 

Name of University People-oriented Tasks-oriented 

Ohio State University Consideration Initiating structure 

University of Michigan Employee-centered Job-centered 

University of Texas Concern for people 
Concern for 

production 

 

If we analyze the findings of these researches of the universities, the researchers 

found that no single one leadership style can influence people to accomplish tasks, 

but it can be said that leadership is a process which consider situation or 

environment while taking decision making. Hence, it was consistently found that 

behavior of leader should be interactive with employee to enhance production of 

the organization. The history of these researches leads us that in mid-1940 0r 1945 

Ohio State University a group of renowned researchers studied the behavior of 

effective leaders on basis of observable behaviors instead to personality traits or 

autocratic and democratic leadership style. They developed a questionnaire 

consisting of 1790 statements to accomplish tasks. This questionnaire was called 

leaders behavior description questionnaire (LBDQ). This questionnaire was later 

on narrowed down to 150 statements to measure the hundreds of dimensions of 

leader behavior. The respondents were given open choice to perceive their 

leaders’ behavior toward them by considering two dimensions i.e. (initiating 

structure and consideration) of leadership styles in various organizations. Ohio 

state University leadership model identified four leadership styles: 

i) Low structure and high consideration  

ii) High structure and high consideration  

iii) Low structure and low consideration  

iv) High structure and low consideration 

 

Consequently, research found two dimensions and four leadership styles. They 

considered that leaders with high structure and having low consideration behavior 
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use one-way communication and decision are made by the managers but when 

leaders have high consideration and low structure use two-way communication 

and share decision making with all concerned. While determining two dimensional 

leadership styles consider job- centered and employee centered dimension to 

influence the followers to do the job in the same manner which are wanted by the 

leaders. 

 

a)   Consideration Behavior 
The focus of this leadership style is to meet needs of the people and develop 

relationship with these people/followers, in other words it is interpersonal 

consideration with all concerned and developing mutual trust and friendship is 

essential for the welfare of the people. This leadership style is people-oriented. 

Some of the statements used to measure this factor in the LBDQ were: 

i)   Statements regarding being friendly  

ii)   Given equal treatments to all groups 

iii)   Considering welfare of all group members’ personal  

iv)   Ensure accessible to all group members 

 

It can be concluded that consideration behavior of leadership style is no doubt 

task- oriented but simultaneously give weight age to the welfare of the people. 

 

b)   Initiating Structure Behavior 
The initiating structure behavior is similar to the task-oriented and focuses on 

getting the tasks done by people. The leaders are responsible to define roles of the 

group by initiating actions and organize group activities which are essential to 

accomplish by the group. This factor was measured in the LBDQ by considering 

following factors: 

i)   Setting individual expectations 

ii)   Maintaining performance standards 

iii)   Scheduling and planning tasks 

iv)   Ensuring the group maintains organizational expectations 

 

The initiating structure behavior of leadership defines the roles and expectation 

which are expected from the individual and certain performance standards are 

maintained. It can be concluded that as a result of Ohio State University’s’ 

questionnaire two different dimensions were identified with four leadership styles 

but these are interrelated with each other. 

 

7.2  University of Michigan Studies 
The University of Michigan conducted studies on leadership styles in around 

1950s. Hence literature also indicates that Michigan leadership studies, along 
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with the Ohio State University studies that took place in the 1940s, are two of the 

best-known behavioral leadership studies. The Michigan studies had objectives to 

identify the principles which must be adopted to enhance job satisfaction among 

workers in the organization. Researchers studied different approaches by 

comparing the behavior of effective and ineffective leaders. These studies found 

two broad leadership styles i.e. employee-oriented and production-oriented. In fact 

these are the similar with Ohio State University with one addition i.e. participative 

leadership. The studies concluded that an employee orientation rather than a 

production orientation, coupled with general instead of close supervision, led to 

better results. These studies found three main critical characteristics of effective 

leaders in various organizations. 

 

i)   Task-oriented Behavior 
The research found task-oriented behavior of leaders/managers that did not do the 

same types of tasks as their subordinates. The task-oriented managers spent most 

of the time for planning, coordinating, and watching the work of their 

subordinates. The leaders emphasize on the production and other technical aspects 

of the job of employees. They are of the view that the goals of the organization, 

working condition/ environment of the organization as well as method of doing the 

work is to be understood better in this style of the leadership. The effective 

leaders/managers focus on the task by ensuring availability of resources, guidance, 

leading, monitoring, and controlling the employees to accomplish the assigned 

tasks within time limits. 

 

ii)   Relationship-oriented Behavior 
The effective managers develop relationships with their subordinates, consider 

internal and external rewards to the employees with concentration on tasks results. 

The employee oriented style of the leader emphasizes the relationship aspect of the 

jobs of the individual. While establishing relationship with them the leaders take 

interest in every individual’s needs. Leaders have complete confidence and trust 

in all matters with subordinates in organization. The employees have freedom to 

discuss things relating their jobs and their opinion are given consideration while 

making constructive decision for their usefulness in the organization. The effective 

managers always are ready to help and support the subordinates for their career 

development and professional upward mobility of the employee. 

 

i)   Participative Leadership Behavior 
The University of Michigan added the third participative leadership style in the 

previous identified by Ohio State University. In this style managers facilitate 

rather than directing the working method of the employees and they try to build 

a cohesive team in order to achieve teams’ results instead of individuals result. 
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Effective leaders use a participative style, managing at the group level as well as 

individually, for example using team meetings to share ideas and involve the 

team in group decisions and problem-solving. Effective leaders use a participative 

style, managing at the group level as well as individually, for example using team 

meetings to share ideas and involve the team in group decisions and problem-

solving. In fact, leaders are seeking ideas from the employees and decisions are 

made by him. The focus is on the participation of the individual or group and 

collective wisdom can be considered by the leaders while making decision. 

 
7.3  Leadership Grid 
The third behavioral approach was proposed by Blake and Mouton of the 

University of Texas. They presented two dimensional leadership theories that 

measures leaders’ concerned for people and concern for production with five 

management styles with the following description. 

a)   Improvised management 
 Improvised leadership where leaders have low concern for both production 

and people. It means that minimum efforts are made to get required work 

done only to sustain membership in the organization 

 

b)  Middle of the road management 
 It means that adequate performance of the organization is possible through 

maintaining balance among work and morale of the people at a satisfactory level. 

 

c)   Team management 
 It means that work is accomplished by committed people, and 

interdependence is enhancing with trust and respect. 

 

d)   Authority compliance 
 It focuses on the efficiency in operational result of the organization by arranging 

working conditions where minimum human interference can be done. 

 

The country club leader has a high concern for people and low concern for 

production. The leader strives to maintain a friendly atmosphere without regard 

production. 

 

After studying all these three behavioral approaches leadership style, it can be said 

that researchers have tried to study human relations or interaction of employees in 

organizational behavior. The earlier studies focused on employee-centered and 

production-centered dimension of leaders. However, later studies discovered two 

dimensions of leaders that could be independent and occur simultaneously. The 

study revealed that task- and relationship-oriented behaviors have not major 
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significance within psychology or the organization. Therefore, leaders or managers 

should become more employee-centered to improve their effectiveness. In this way 

new concept emerged that is participative leadership as well as participative 

management. Consequently, teams were encouraged based on these studies to have 

good working relationship in the organization. The Michigan studies added 

'Participative leadership' to the Ohio State University findings, towards starting 

debate on the important question of leading teams rather than just individuals. 

 

Further difference can also be found out that University of Michigan identified two 

leadership behavior at opposite ends of the same continuum by making it with one 

dimension whereas Ohio State University model considered two leadership 

behavior and these are independent of one another by making it two dimensional 

with four leadership styles. In spite of these differences these behavioral models 

have strong empirical evidences as leadership behaviors were designed and 

repeatedly tested by using appropriate statistics to narrow the dimensions to the 

structured job oriented and consideration oriented. 

 

7.4  Factors Affecting Leadership Style 
There are manifold factors that can determine the type of leadership style in 

effective manner in any organization. Some organizations have capacity to grow 

rapidly whereas some grow slowly. As the size of the organization becomes bigger 

and bigger; definitely decision making power is to be affected as needs of the 

different employees and organization are changed with the advancement of science 

and technology, knowledge explosion, production process, change in appearance 

of product. Usually it become more difficult to address at micro and macro by 

senior management some powers are to be delegated to low level management, 

consequently multifaceted problem for decision making either to be centralized 

or decentralized can be rose up with the passage of time leading to limited 

employee participation or no participation, direct and indirect effect on the 

leadership style are to be considered. The main factors are explained below: 

i)   Communication 
The nature of organizational working environment, level of interaction among 

employees and communication paradigm approach between two or more 

individuals on the basis of social and organizational structures aimed at achieving 

goals leads towards adaptation of leadership style in the most of the organization. 

The uncertainty surrounds many situations in organizations; leaders need to be 

involved with their staff. In this way, leaders can keep focused on key issues and 

ensure that organizational learning takes place. The quantity and quality of 

interaction in an organization tends to influence the style of organizational 

management with the main issue being that employees must work together in order 

to accomplish tasks. Managers must constantly share information, with having 
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open channels of communication, information of sufficient potential to demand 

regular attention from leaders at all levels, interpretations of complex situation, 

information collected by in face-to-face discussions with staff, debate the nature of 

information, possible assumptions and actions which needs to be taken, all these 

factors have direct and indirect effect on the leader’s behavior. Organizations can 

be operated as open or closed in accordance with decision making requirements. 

The open system receives information from any organ of the organization, which 

interacts dynamically with its environment. It is perception that openness increases 

the likelihood of better communication and in turn the functioning and survival of 

organizations in the competitive environment, whereas closed system cannot 

provide such environment that demand different behavioral approach of leader to 

get work done by the employees. 

 

ii.   Personality traits of leader 
The personality attributes leaders usually have influence the leadership style of an 

organization. Some people tend to react more to certain styles of leadership than 

others. Individuals who like to depend on others generally do not like to participate 

in organizational affairs since their need for security and direction is better served 

by a rigid organizational structure. Those with an understandable sense of direction 

wish to advance in their careers and enjoy participating in organizational decision- 

making processes tend to be more inclined towards open and collaborative 

leadership styles. Leaders should adapt to such situations by providing 

opportunities for participation to those who desire them and directing those who 

find it more difficult to participate in organizational decision-making. 

 

iii)   Goal Congruency 
The term goal congruence means that ensure operations system and activities of 

organization support the accomplishment of its goals/objectives. It is expected that 

organizations with high goal congruence level with better review capacity to their 

operations and activities to ensure that none of these limit or inhibit the ability to 

achieve organizational predetermined goals. The situation like this indicates that 

there is a unity of direction to every employee, as individuals and department is 

working towards the attainment of a common goal. Therefore, different leadership 

styles can be operationalized depending on the degree of existing goal congruence 

in an organization for achieving goals by optimal utilization of the available 

resources. 

 

iv)   Position of Decision Making 
It is very important to differentiate the effective leaders from ineffective leaders in 

any organization. The differentiation may depend on quality of decision making 

and effective leaders make good decisions or choices that yield favorable outcomes 
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for the organization. In addition to leadership ability, employee perception often 

plays a big role in implementation and outcome of decisions. In a centralized 

organization, there is little or no provision for decisions or input from lower level 

staff. Directives are handed down and strict obedience is expected. Leadership in 

these organizations tends to be directive rather than participative or laissez-faire. 

Hence, the location of decision-making, which is the functional specialization of 

the organization, determines the style of leadership that is called for identified five 

levels of decision making in organizations. With each level the amount of time and 

the decision making involvement increases: 

Level One: Leader makes the decision alone & announces the decision. This 

level requires little time and no staff involvement. This is particularly useful in 

crisis situations where immediate action is needed. 

 

Level Two: Leader gathers input from individuals and makes the decision. The 

leader seeks input, usually to cover blind spots and enhance the depth of 

understanding of the issue at hand. Key individuals hold important information and 

not consulting is seen to be irresponsible. 

 

Level Three: Leader gathers input from team and makes the decision. The leader 

holds a team meeting and solicits input from the team, listens to the team’s ideas 

and then using that information, makes a decision. 

 

Level Four: Consensus building. At this level, the leader is part of the team and 

he/she is just one vote/voice among many. The group processes all possible options 

and compromises until everyone is in agreement. 

 

Level Five: Consensus and delegation with criteria/constraints. The leader 

delegates decision making to the team and is not a part of decision making 

discussions. This requires the leader to be very clear with the team as to the 

criteria/constraints that must be met for their decision to be able to move forward. 

Failure to meet these criteria could result in the need for the team to reconsider 

their decision or the need for the leader to choose a default and/or use another level 

(from above) for moving the decision forward. 

 

7.5  Educational Leadership Styles Existing in Pakistan 
Since the inception of Pakistan the history of educational leadership clarifies that 

leadership in education is a stroke of luck and not a nourished and groomed 

phenomenon. Educational leadership appears on an adhoc basis or by chance as 

a result of any eventuality in the educational environment. This phenomenon, 

enhances the scope of leadership may be one way of explaining it better or the 

other way, but the fact is that educational leadership could not get flourished in 
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Pakistan. If we evaluate educational policy from high benchmark countries like 

USA, Canada, and UK and try to make a comparison of Pakistani education policy 

and practice. The comparison makes an interesting situation because in these 

advanced countries educational leadership have gone through an evolution and 

developed an effective leadership with clear vision having capabilities to lead the 

education in contextual perspective of their countries. Whereas in Pakistan, there 

is a shortage of educational leaders who have a vision and ability to lead in 

education, as they are not selected on merits; rather they are ill-educated having 

not sufficient grounding for the position of leadership. The need is to break 

away from ‘policy mechanic paradigm’ and go for ‘classroom culturist model’ and 

this is influenced by the quality of leadership. The objective of this unit at master 

level program education is to understand what leadership in reality is and how does 

it translate in the context of education, and to understand what a good model of 

educational leadership is and how to develop this in the context of cultural and 

regional factors in Pakistan. 

 

Development and enhancement is not possible without the expertise and 

knowledge of the educational leader. It has been observed that those education 

leader/manager or principals of educational institutions who were cooperative and 

enthusiastic they exhibit that there was a sign of enhancing the educational system 

in its employees which was making their environment unique and their employees 

were also satisfied but in so many other institutions were found complaining about 

the fact that they do not involve them in making or taking any decision regarding 

management or academics. The leaders not even consider their advices to take any 

progressive step they would rather prefer implementing the decisions. The job of a 

leader is to give such instructions through which the self- respect of the employee 

should also not get affected and institutions also make progress. Problems which 

act as a hurdle to enhance the standard of an educational institution includes 

employees who do not take interest in activities and avoid staff meeting the 

dictatorial behavior of the leaders and lack of positive resources available for 

teaching aid results in lousiness and bizarre among the staff members. If a principal 

takes the responsibility to solve all the above mentioned problems so it will 

automatically turns the staff towards working sincerely and with more effort in 

their department or institution without any fear. 

 

A good and successful leader who plays an important role to enhance 

administrative structure, management, or professional development should have a 

competency related to teachers training program, curriculum design, and 

implementation, teaching techniques and methods, enhancing the school culture, 

teachers’ principal relation, to take important decisions or adopting the new 

strategies and their implementations. Professional learning community is a group 
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of behavioral complexity. In this situation it is important to understand that 

which model of Educational Leadership is appropriate for Pakistan for quantitative 

expansion and qualitative improvement of education system. Leadership is all 

about people and interaction between them. The quality of leadership greatly 

depends upon the quality of followership. Visionary capabilities and influential 

qualities of leaders’ along with personality traits of leaders and behavioral 

approaches towards goals, these all factors are to synergize to meet the challenges 

of educational needs of the masses in Pakistan. 

 

The educational leadership includes a range of responsibilities such as maintaining 

discipline, public relations, faculty administrative relationship, accounts 

maintenance and funds rising. Educational leader has to do this without being over 

burdened or haughty. Similarly, leader has to deal with personal problems of the 

teachers, students, and even community members in their respective areas. The 

head of educational institutions has to be caring and emphasize human dimensions. 

Finally, they must believe in values and cultural change and be adaptable to a 

learning organization. This infact is almost like job description and calls for bottom 

line standard. This situation clarifies that educational leadership style depends upon 

personality traits and given situation that needs to be solved. However, it is 

important to understand how many educational leadership styles existed in 

Pakistan. The empirical evidences show that following leadership styles are being 

in practice in educational environment. 

 

7.5.1 Autocratic Leadership Style 
The term autocratic style is an extreme form of leadership where leader has 

complete power over his/her followers and team members have no opportunity to 

give any suggestion even they have the best or appropriate knowledge in interest 

of the organization at that particular situation. However, this leadership style has 

benefited because of incredibly efficient, decisions are made quickly 

implementation is to be made immediately. An autocratic leader is one who 

would come up with a solution for the entire group on their own. The autocratic 

leader would generally solve an issue and make decisions for the group using 

observations and what they feel is needed or most important for the majority of the 

group members to benefit at that time some experts have opinion that this 

leadership style is suitable for crisis situation because situation demands for 

quick decision and its implementation. Similarly, this leadership style has 

disadvantages because the followers/staff could not participate in the decision 

making process, that is why they usually do not take ownership. 

 
Autocratic leadership is an extreme form of transactional leadership, where leaders 
have complete power over staff. Staff and team members have little opportunity to 
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make suggestions, even if these are in the best interest of the team or organization. 
The benefit of autocratic leadership is that it is incredibly efficient. Decisions are 
made quickly, and the work to implement those decisions can begin immediately. 
In terms of disadvantages, most of the staff shows resentment for being dealt with 
in this way. Autocratic leadership is often best used in crisis situation, when 
decisions must be made quickly and without dissent. 
 
7.5.2 Bureaucratic Leadership Style 
Bureaucratic leaders follow rules rigorously, and ensure that their staff also follows 
procedures precisely. This is an appropriate leadership style to work involving 
serious safety risks (such as working with machinery, with toxic substances, or at 
dangerous heights) or where large sums of money are involved. Bureaucratic 
leadership is also useful in organizations where employees do routine tasks. The 
drawback of this type of leadership is that it is ineffective in teams and 
organizations that rely on flexibility, creativity or innovation. 
 
Now-a-days the bureaucratic leadership style has been adopted in various 
organizations around the world due to involvement of bureaucrat in decision 
making in the organization. The bureaucratic styles follow rules rigorously, and 
ensure that their staffs also follow procedures precisely. This is an appropriate 
leadership style to work involving serious safety risks (such as working with 
machinery, with toxic substances, or at dangerous heights) or where large sums of 
money are involved. Bureaucratic leadership is also useful in organizations where 
employees do routine tasks. 
 
7.5.3 Charismatic Leadership Style 
Charismatic leadership theory describes what to expect from both leaders and 
followers. Charismatic leadership is a leadership style that is identifiable but may 
be perceived with less tangibility than other leadership styles. Often called a 
transformational leadership style, charismatic leaders inspire eagerness in their 
teams and are energetic in motivating employees to move forward. The ensuing 
excitement and commitment from teams is an enormous asset to productivity and 
goal achievement. The negative side of charismatic leadership is the amount of 
confidence placed in the leader rather than in employees. This can create the risk 
of a project or even in an entire organization collapsing if the leader leaves. 
Additionally, a charismatic leader may come to believe that they can do no 
wrong, even when others are warning them about the path they are on feelings of 
invincibility can ruin a team or an organization. 

 

7.5.4 Democratic/Participative Leadership Style 
The democratic leadership styles also call participative style; in this style all team 

members given opportunity to express their opinion in the decision-making process. 
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Democratic leaders encourage the creativity, of team members are often highly 
engaged in projects and decisions. There are many benefits of democratic 
leadership. Team members tend to have high job satisfaction and are productive 
because they are more involved. This style also helps develop employees’ skills. 
Team members feel a part of something larger and meaningful and so are motivated 
to by more than just a financial reward. The democratic leaders were those who 
took a very relaxed yet in-control approach to leading the group. Participative 
leaders, more often than not, would consult the group when approaching an issue 
and consider their suggestions, but the leader retains the final say in what 
particular approach is taken. 
 
The danger of democratic leadership is that it can falter in situations where speed 
or efficiency is essential. During a crisis, for instance, a team can waste time and 
sometime decision is taken late due to deliberation and result could not be 
achieved. Another potential danger is team members without the knowledge or 
expertise to provide high quality input. 
 
7.5.5 Laissez-Faire Leadership Style 
The laissez-fair leadership style is the idea that the participants should be able to work 
out the problems and make their own way through an expedition without too much 
extra guidance. These kinds of leaders would provide very little guidance while dealing 
with group issues on the expedition and would allow group members to come up with 
decisions at their own end. The leader would take an extremely “hands-off” approach 
to leading in order to encourage group problem-solving and critical thinking, without 
allowing participants to depend on the leader for the final word. 
 
Laissez-faire leadership may be the best or the worst of leadership styles when applied 
to describe the leaders who allow people to work on their own. In fact, when leader 
does not take the responsibilities of decision making, they may give teams’ complete 
freedom to do their work and set their own deadlines. Laissez-faire leaders usually 
allow their subordinate the power to make decisions about their work. Laissez-fairs 
leader provide members all available resources and advise them to take decisions at 
their own end to handle the situation. The advantage of laissez-faire leadership style 
is that allow the team members too much autonomy that can lead to high job 
satisfaction and increased productivity. Hence some time if team members do not 
manage their time well or do not have the knowledge, skills, or motivation to do their 
work effectively they cannot take decision on time or having lack of capabilities to 
take right decision, this situation is very dangerous for the organization. 
 

7.5.6 Transactional Leadership Style 
This leadership style starts with the idea that team members agree to obey their 

leader when they accept a job. The transaction usually involves the organization 

paying team members in return for their effort and compliance. The leader has a 
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right to punish team members if their work doesn't meet an appropriate standard. 

The minimalistic working relationships that result (between staff and managers or 

leaders) are based on this transaction effort for pay. 

 

Literature also show transitional leadership style which starts with the idea that team 

members agree to obey their leaders when they accept a job. The transaction usually 

involves the organization paying team members in return for their effort and 

compliance. The leader has a right to punish team members if their work doesn't meet 

an appropriate standard. 

 
7.6 Self-Assessment Questions 
1.   Define concept of leadership style. 

2.   Elaborate the concept of leadership style presented by Ohio State University. 

3. Why university of Michigan conducted research on leadership style, how it 

can be differentiated from the concept leadership presented Ohio state 

university. 

4.   Explain concept of leadership style presented by University of Texas. 

5. What factors are affecting leadership style and how these can be used for 

effective leadership in educational institutions? 

6. Why transformational leadership style is given preference in educational 

development? Discuss in detail. 

7. How can be differentiated autocratic style from democratic leadership style 

and which is suitable in your opinion for educational development in 

Pakistan? 

8.   Discuss in detail advantages of democratic, Laissez-Faire and autocratic 

leadership styles. 

9. Explain the transactional leadership style. Do you think it is appropriate for 

educational development in Pakistan? 

10. Write note on educational leadership styles existing in Pakistan. Do you 

think there is any need to bring change in behavior of educational leadership?
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INTRODUCTION 
 

 
Changes lead to a comprehensive transformation, as social as well as commercial, 
political, economic and cultural. When it comes to specific organizational structure 
and the company, then it is certain that “the traditional companies have to change 
their business operations and direct them towards new technologies in order to 
remain competitive in the new conditions. It is evident that the success of the 
economy of the 21st century based on information, ideas and intelligence 
“(Cvetković, Kotlica, 2007, p. 85). 
 

Change management is most often associated with the work of organizations and 
institutions that are changing under the constant influence of the environment, or by 
the action the so-called innovative organizations and institutions. Change management 
is a very complex process and requires quality and software-oriented enterprises, 
because in the beginning there is some resistance to change by the majority of those to 
whom they are directed and concerned. The basis of management changes makes 
strategic management, and the final outcome of change management is determined by 
quality skills and abilities of all the participant of the process of implementing changes. 
Permanent and significant changes are also present in the programs or systems of 
education and learning. Innovative changes in the educational system are its main 
propulsion and power development and harmonization of modern social trends. 
Practice has shown that in the changing social and working environment only those 
organizations and institutions that can adapt to these changes can exist and 
successfully, i.e. only those who possess the skills and knowledge of change 
management. The fact is, when it comes to the education system, particularly to 
teachers and trainers (educators) of which depends the transfer of new knowledge and 
skills to younger generations who will take over the burden of social management, 
development and living (Kuka, 2012). 
 
 

LEARNING OUTCOMES 
 

After studying this unit, the students will be able to: 

 define change management and its role in the organizations and society as a 

whole 
 

 elaborate ethics and define code of ethics of leadership. 

 express management of innovation in educational leadership 

 elaborate the Changing Role of Educational Leader and Manager 

 explain the concept of teacher leadership 

 elucidate the relationship between gender and leadership 
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8.1 Change Management 
 

8.1.1 Definition of Change Management 
Change management is a structured approach to transitioning individuals, teams, and 
organizations from a current state to a desired future state, to fulfil or implement a 
vision and strategy. It is an organizational process aimed at empowering employees to 
accept and embrace changes in their current environment. There are several different 
streams of thought that have shaped the practice of change management.  
i. As a Systematic Process  
Change management is the formal process for organizational change, including a 
systematic approach and application of knowledge. Change management means 
defining and adopting corporate strategies, structures, procedures, and technologies 
to deal with change stemming from internal and external conditions.  
-Society for Human Resources Management, 2007 Change Management Survey 
Report 
 

ii. As a Means of Transitioning People 
Change management is a critical part of any project that leads, manages, and 
enables people to accept new processes, technologies, systems, structures, and 
values. It is the set of activities that helps people transition from their present way 
of working to the desired way of working. 
-Lambeth Change Management Team, Change Management Toolkit. 
 

iii. As a Competitive Tactic 
Change management is the continuous process of aligning an organization with its 
marketplace—and doing so more responsively and effectively than competitors. 
-Lisa M. Kudray and Brian H. Kleiner, “Global Trends in Managing Change,” 
Industrial Management, May 1997 
 
8.1.2 Change Starts with A Vision  
A change effort or initiative must start with a vision. Whether change is prompted by 
external (political, economic, social or technological) or internal factors (policy, systems 
or structure), creating a vision will clarify the direction for the change. In addition, the 
vision will assist in motivating those that are impacted to take action in the right 
direction. (See Kotter’s Step three: Get the Vision Right for more information). 
 
A vision statement tells you where you are going. It paints a compelling work of a 
desired future state. It can make anyone who reads it, hears it or lives it want to 
support, work for, give to, or in some other way be part of your organization. 
-Christina Drouin, White paper on Visioning for the Centre for Strategic Planning 

8.1.2.1 Characteristics of an Effective Vision: 
 Imaginable – conveys a picture of what the future will look like 
 Desirable – appeals to the long-term interests of employees, customers, 

stakeholders etc. 
 Feasible – comprises realistic, obtainable goals 
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 Focused – clear enough to provide guidance in decision making 
 Flexible – General enough to allow initiative and alternative responses 
 Communicable – can be fully explained in 5 minutes 
 

8.1.3  Common Obstacles to Change  
A 2006 study by Harvard Business Review found that 66% of change initiatives 
fail to achieve their desired business outcomes. Why is change so difficult? The 
five most common obstacles to change are depicted in the graph below. Note that 
the three circled obstacles are those that you, as a leader, can influence and improve. 

 

Obstacles Experienced during Major Organizational Changes

 
Figure 1: Obstacles during a change (Ryerson University 2013) 

 

8.1.4  Overview of the Leader’s Role for Managing Change 
Given the obstacles noted, leaders have a critical role to play in managing change, 

the following chart provides an overview of how your role can impact the change 

obstacle. 

 

Change Obstacles Leader’s Role 

Employee 

Resistance 
 Leverage your relationship with your team to address 

employee concerns on a personal level.  

 Ask for their feedback and respond to their concerns honestly 

and openly.  

 Review the section on Managing Change in this guide. 

Communication 

Breakdown 
 Communicate key information to employees on an on-going 

and consistent basis.  

 Review the section on Communication in this guide.  

Staff Turnover  Engage your team by involving them in the initiative.  

 Coach, Mentor and enrich their roles.  
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8.1.5 Why Do Change Efforts Fail? 
There can be a significantly negative impact on the department or Faculty when a 

change initiative fails, or its implementation is unplanned. According to John P. 

Kotter (author of Leading Change), organizations often commit the following 

common errors that will hinder their change efforts and they are noted below.  

 

Eight Errors Common to  

Organizational Change Efforts and their Consequences 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Activity 
Interview three to four teachers teaching at secondary or higher secondary level and 

ask about their experiences of change management in educational institutions. 

 

8.1.6  Roles and Responsibilities for Change 
Understanding the roles and responsibilities that you and others play in the change 

effort is essential. They will provide clarity on the expectations, project scope and 

responsibility for each contributor. Typically, there are four key roles: The Sponsor 

(Senior Leaders), Champion (Leader), Change Agent (Human Resources) and 

Stakeholder (Employees).  

The Sponsor is usually the Director/Dean in the department/faculty and:  

 Has the overall responsibility for the department or faculty? 

Error #1: Allowing too much complacency  

Error #2: Failing to garner leadership support  

Error #3: Underestimating the power of vision  

Error #4: Under communicating the vision  

Error #5: Permitting obstacles to block the new vision  

Error #6 Failing to create short-term wins  

Error #7: Declaring victory too soon  

Error #8: Neglecting to anchor changes firmly in the culture  

Consequences 

 New strategies aren’t implemented well  

 Reengineering takes too long  

 Quality programs don’t deliver hoped-for results 
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 Is the person who has authority over the project and over the individuals who 

will implement the change?  

 Provides funding, resolves issues and scope changes.  

 Approves major deliverables and provides high-level direction.  

 Has a clear vision, identified goals and measurable outcomes for the change 

initiative? 

 

The Champion is usually the Sr. Manager/Chair in the department/faculty that:  

 Has the overall day-to-day authority?  

 Provides the sponsor with information about the issues and challenges.  

 Engages and involves the right people on the ground.  

 Brings the change vision to life.  

 Encourages (and sometimes enforces) new and desired behaviours.  

 

The Change Agent is the person or group that assists the department/faculty to 

implement the proposed change i.e., Human Resources. Their role is to advise and 

guide the Champion and Sponsor throughout the change initiative and:  

 Focus on assisting, advising and coaching the Sponsor and Champion in the 

change effort.  

 May act in a number of roles – data gatherer, educator, advisor, facilitator or 

coach.  

 Has no direct-line authority to or over the Sponsor or Stakeholders.  

 Act as subject-matter-experts in the change management process.  

 

Stakeholders are those employees who will be impacted by the change. It is critical 

that they are involved in the process and understand how the change initiative will 

impact their current state. 

 

Activity 
Launch a discussion among your fellow students about the hurdles involved in 

change efforts in any educational organization and how to overcome those 

obstacles.  

 
8.2 Ethics and Code of Ethics of Leadership 
 

8.2.1  What is Ethics? 
Ethical behavior is a tricky subject and the difficulties in defining ethics date back 

to the beginning of humanity. Societies from Ancient Greece to Ancient China have 

explored the concepts and ethical behavior is the cornerstone philosophy in almost 

all of the world’s religions. 
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In its simplest definition, ethics relate to knowing and doing what is ‘right. 

According to the Oxford Dictionary, ethics is “moral principles that govern a 

person’s behavior or the conducting of an activity”. By being moral, you are doing 

what is ‘right’. 

 

The problem of ethical behavior comes from defining what is ‘right’. As mentioned 

above, ‘right’ or good deeds can depend on whom you ask the question. People 

from different cultures, religions and even from the opposite gender can view 

certain things as ‘right’ that others would disagree with. The definition of ethical 

behavior has even changed within similar cultures as society has developed and 

changed. 

 

Defining what the ‘right’ behavior is has always been at the centre of ethics. As 

we’ll see later in this section, there are different valuations for correct behavior. 

One of the most common ways to define what’s right comes from asking a set of 

questions before committing to a specific behavior. According to Patricia Pinnell 

and Shirley Eagan from West Virginia University Extension, people use four 

common questions for determining the ethics of an action. These are: 

 The child on your shoulder. Are you Ok for doing the action, even if your 

children are watching? 

 The front paper story. Would you feel Ok if the action/behavior became the 

front-page story in your local newspaper? 

 The golden rule. Are you comfortable for being on the receiving end of this 

action or decisions? 

 The rule of universality. Would it be Ok if everyone in the world would 

behave or act that way? 

 

The idea of the questions is that if you can answer yes, the action or behavior is 

likely an ethical one. 

 

Ethics is therefore open to interpretation. Nonetheless, there are a few defined 

interpretations of how ethics can be viewed, especially in terms of behavior. 

Following are some of the common ways of defining ethics. 

 

Situational Ethics 
The ‘right’ action is dependent on the context of the situation. This means that the 

right action might be wrong in another context. 

 

As an example, you might be right to lie to someone when they ask your opinion, 

even though lying in other situations would be considered ethically wrong. 

 

http://www.charmmdfoundation.org/resource-library/ethics/ethical-leadership-questionaire
http://www.charmmdfoundation.org/resource-library/ethics/ethical-leadership-questionaire
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Cultural Relativism 
Culture determines what is ‘right’ and it isn’t correct to judge other cultures based 

on one’s own culture. What is accepted and ethical in one culture might not be so 

in another. 

 

A modern example is the question of animal slaughter, which in certain cultures 

follows a strict cultural or religious code, which might seem wrong to a Westerner. 

 

Professional Ethics 
The right is determined by a code of ethics of a specific profession and people in 

the profession should follow these. 

 

The code of ethics, or the Hippocratic Oath, is a good example of professional 

ethics. 

 

Value-based Ethics 
A person’s personal values should guide their behavior. 

Everyone has a set of values, which they should use to determine the ‘right’ and 

‘wrong’. You should always follow your inner voice when judging your own 

actions. 

 

Rule-based ethics 
The rules of specific group or organization determine what is right. These include 

the society’s rules, religion’s rules and an organization’s rules. 

 

An organization might give a guidebook that determines which behaviors are 

acceptable when dealing with customers, for example. 

 

Fairness-based Ethics 
The ‘right’ actions and behaviours are determined by their fairness. Everyone 

should be treated fairly and equally. 

 

Generally, uses the ‘golden rule’ as the guiding practice. Ethical behavior is 

anything that doesn’t discriminate others. 

 

Ethics based on general principles 
Assumption that there are generally accepted principles, which guide human 

behavior and therefore, determine what, is right. 

 

As an example, the ‘right’ actions might occur when you put the greater good ahead 

of personal interest and try avoiding harming other people. 
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When discussing ethics, people often think ethics and morality are the same thing. 
But in order to understand ethical leadership, it can be beneficial to view these two 
concepts differently. 
 
One of the most important ethical philosophers of modern times has been John 
Rawls, who made a clear distinction between comprehensive moral systems and 
less comprehensive systems. The distinction can help better understand the idea of 
ethical leadership. 
 
To Rawls, the two differ in the following manner: 
 Comprehensive Moral Systems cover not just one’s behavior, but also 

bigger issues such as where one’s place is in the universe. These moral 
systems would include the world’s religions, for example. 

 Less Comprehensive Moral Systems would only cover areas of politics, 
social, and economics. 

 
Therefore, morality is generally based on much broader set of values and beliefs. 
These can or cannot be logically coherent, whereas ethics are based on social 
norms, following coherent philosophical principles. Nonetheless, morality can 
form a basis for ethical leadership, such as ethical leadership. 
 
8.2.2 The Importance of Ethics 
Ethics are generally accepted as an optional philosophy and helpful for a person’s 
thoughts and actions. Understanding the importance of ethics will show leaders 
ethics are not only helpful, but also necessary. In general, issues are easier to solve 
when you find the root of the problem. With the common lack of trust and support 
for leaders today it is safe to say there is a problem with today’s leadership. 
 
Strategies and theories are constantly being developed about what is wrong and 
how to ‘fix’ leadership in today’s society. The optional view of ethics has resulted 
in its disappearance. Changing the view of ethics from optional to necessary would 
fix the issue because lack of ethics is the source of ineffective leadership. As 
demonstrated in the next section, ethics affect every decision made which greatly 
determines a leader’s success. If ethics are properly used in leaders’ actions, how 
and why decisions are being made is addressed and therefore what decisions being 
made become ethical and effective. 
 
Once developed and used, ethics become more than a philosophy, they become a 
way of life that is demonstrated through words, actions and expressions. Ethics turn 
opinions into judgments, which lead to analysis and decision-making. Two qualities 
required to fix any problem. Ethics affect everyday life, not just the most significant 
issues. Consciously or unconsciously, we use ethics with every decision. From what 
kind of milk, you buy to your understanding of the meaning of life, ethics affect all 
thoughts and behavior. 

http://rhchp.regis.edu/hce/ethicsataglance/RawlsianEthics/RawlsianEthics_01.html
http://rhchp.regis.edu/hce/ethicsataglance/RawlsianEthics/RawlsianEthics_01.html
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Most people have heard of a torn leader. When faced with an issue, a leader 
becomes torn between possible solutions and is unable to make a decision. In his 
book, Robert Woyach (1993) discusses the three options a person has when faced 
with an issue. 
 
Either that person can sit and complain about the issue, simply ignore the issue or 

analyse the issue and take action. Ethics promote the last option. Taking action is 

the most beneficial and effective option. However, taking action without ethics 

leads to a torn leader. Ethics prevent torn leaders because they act as stepping-

stones that guide a leader to the best solution. Ethics encourage the pursuit of 

internal goods, such as the virtues discussed in the previous section. Ethics also 

protect leaders from behaviours based on external goods like fame, money and 

power. They also help people develop a sense of truth and meaning of life. Without 

any idea or understanding of what is right versus wrong people have no direction 

in life and feel they are free to do as they please. Ethics give people this sense of 

truth and positively affect people’s behavior. 
 
A basic assumption of this paper is when personal ethics are developed and used 

by a leader; they will become a good leader. Understanding the importance of ethics 

will increase the likelihood of leaders to adopt ethical leadership. People are more 

likely to accept and use a concept they understand. If leaders understood that the 

ethics development process would make them an effective leader, an increasing 

number of leaders would have a personal ethics system. Understanding the 

importance of ethics is critical because leaders will consciously work to develop 

and use ethics, which makes them more effective. This acceptance will result in 

ethical decision-making and the ability to put theory into practice as well as create 

ethical organizations. These mentioned processes that lead to good leadership are 

further discussed in the following sections. What seems so minimal on a personal 

level can actually affect the entire society. Personal ethics produce good leadership, 

which help create better organizations and societies. 

 

8.2.3  Ten Ethical Leadership Characteristics 
Ethical leaders always know how to do the right thing. it may be difficult to define 

exactly what “right” is, but a leader who is ethical is not afraid to do what they truly 

believe to be right – even if it is unpopular, unprofitable, or inconvenient. 

 

Here are 10 ethical leadership characteristics: 

i.  Justice 

 An ethical leader is always fair and just. They have no favorites and treat 

everyone equally. Under an ethical leader, no employee has any reason to fear 

biased treatment on the basis of gender, ethnicity, nationality, or any other 

factor. 
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ii.  Respect Others 
 One of the most important traits of ethical leadership is the respect that is 

given to followers. An ethical leader shows respect all members of the team 
by listening to them attentively, valuing their contributions, being 
compassionate, and being generous while considering opposing viewpoints. 

 
iii.  Honesty 
 It goes without saying that anyone who is ethical will also be honest and loyal. 

Honesty is particularly important to be an effective ethical leader, because 
followers trust honest and dependable leaders. Ethical leaders convey facts 
transparently, no matter how unpopular they may be. 

 
iv.  Humane 
 Being humane is one of the most revealing traits of a leader who is ethical 

and moral. Ethical leaders place importance is being kind, and act in a manner 
that is always beneficial to the team. 

 
v.  Focus on Teambuilding 
 Ethical leaders foster a sense of community and team spirit within the 

organization. When an ethical leader strives to achieve goals, it is not just 
personal goals that they’re concerned about. They make genuine efforts to 
achieve goals that benefit the entire organization – not just themselves. 

 
vi.  Value Driven Decision-making 
 In ethical leadership, all decisions are first checked to ensure that they are in 

accordance with the overall organizational values. Only those decisions that 
meet this criterion are implemented. 

 
vii.  Encourages Initiative 
 Under an ethical leader, employees thrive and flourish. Employees are 

rewarded for coming up with innovative ideas, and are encouraged to do what 
it takes to improve the way things are done. Employees are praised for taking 
the first step rather than waiting for somebody else to do it for them. 

 
viii.  Leadership by Example 
 Ethical leadership is not just about talking the talk; this type of leader also 

walks the walk. The high expectations that an ethical leader has of employees 
are also applicable on the individual level. Leaders expect others to do the 
right thing by leading from example. 

 

ix.  Values Awareness 

 An ethical leader will regularly discuss the high values and expectations that 

they place on themselves, other employees, and the organization. By regularly 
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communicating and discussing values, they ensure that there is consistent 

understanding across the organization. 

 

x.  No Tolerance for Ethical Violations 

 An ethical leader expects employees to do the right thing at all times, not just 

when it is convenient for them. Don’t expect a leader of such high values to 

overlook or tolerate ethical violations. 

 

Activity 
 Read researches related to ethics of leadership and comment, whether ethics exist 

in the leaders of educational institutions of Pakistan.  

 

Activity 
Visit some educational institutions in your vicinity and search for documented code 

of ethics in the institutions. 

 

8.3 Managing Innovation in Educational Leadership 
 

8.3.1 Educational Leadership 
The definition of "Leadership" is associated predominantly with the army, but also 

with the economy and politics. Most of us hear the concepts of military leadership, 

economic leadership, national leadership or political leadership. 

Kissinger, one of the greatest American statesmen, said that a leader's mission is to 

bring his people from the place where they are to a place where there have never 

been. Therefore, leadership is necessary and relevant for education the same as it 

relevant in economy: "to bring his people from the place where they are to a place 

where there have never been". 

Educational leadership is a long-term campaign it grows out of knowledge, of 

experience and requires patience and much time, and its leadership can be enjoyed 

only in the long run. 

What it is known about educational leadership? 

Throughout the world, the present period is the Golden Age of school leadership 

(Mulford, 2008: 1). In addition to the great interest in leadership governments and 

funds throughout the world invest in research and development this field. Training 

programs for school managers are now common. Many countries followed the way 

in which the National College for School Leadership (NCSL) in England developed 

and performed its mission. Other countries tried to go on its path and established a 

Leadership Institute or programs to train managers, or updated methods existing 
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long before the Institute was founded. The empirical findings that accumulated are 

enough to persuade doubters of the importance of leadership (Day & Leithwood, 

2007:1). 

The importance is expressed by Leithwood, Day, Sammons, Harris, & Hopkins. 

(2006:4) that school leadership is of secondary importance to learning, after the 

quality of classroom teaching. Criticism of schools in England (Whelan, 2009: 78) 

shows that of every 100 schools that are administered well, 93 will have good 

achievements. Out of every 100 schools that are not having managed well, only one 

will have good levels of student achievement. 

Accordingly, Whelan (2009) concludes that the students' achievements in school 

rarely surpass the leadership and management there. 

 

8.3.2  Coping with Dilemmas in Educational Leadership 
Hoy & Wallace present several dilemmas with which the principal must cope, and 

his solution influences the way he runs school. These authors classify the findings 

into two main categories – outward management dilemmas and inward 

management dilemmas. 

Looking inwards Looking outwards 

Institutional goals compared to individual 

needs and interests. 

Consistency and organizational action 

versus changing external environment. 

Formal management methods, as opposed 

to progress using the informal approach 

Fixed administration versus parents and 

outside factors according to the school 

objectives vis-à-vis school objectives and 

demands of the outside environment. 

Bureaucratic mastery of subordinates 

compared to autonomy and self-

jurisdiction. 

 

Activities designed to strengthen internal 

factors to improve school constructs and 

methods versus relying on outside 

professional factors external to do so. 

Centralizing control in decision-making 

compared to its dissemination amongst the 

administration and lead teachers. 

 

P.sefie ,PhD can', (2012). 

 

Two conclusion arise. Almost every management style entails costs as well as 

benefits, since some of them are closely connected to the principal's style. It is 

difficult to assess to what extent the principal can alter his style, even when reality 

he encounters in school dictates this. 
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8.3.3  Innovation in Education 
Peter Drucker, one of the most influential writers on leadership and innovation in 

the last one hundred years, laid the foundation for the response to this question in 

an article in the Harvard Business Review entitled ‘The Discipline of Innovation’ 

(Drucker 2002 based on Drucker 1985). 

 

The following excerpts from the Drucker article shed further light on the nature of 

innovation in all fields, for he included public services as well as business in his 

analysis: 

 ‘[Innovation is] the effort to create purposeful, focused change in an 

enterprise’s economic or social potential’. (p. 6) 

 ‘There are, of course, innovations that spring from a flash of genius. Most 

innovations, however, especially the successful ones, result from a conscious, 

purposeful search for innovation opportunities which are found only in a few 

situations’. (p. 6) 

 Innovation opportunities arise from or are presented by unexpected 

occurrences, incongruities, process needs, industry and market changes, 

demographic changes, changes in perception and new knowledge. 

 

Drucker proposed the following ‘principles of innovation’: 

 Purposeful, systematic innovation begins with the analysis of the sources of 

new opportunities. 

 Because innovation is conceptual and perceptual, would-be innovators must 

also go out and look, ask and listen. 

 To be effective, an innovation has to be simple and focused. It should do only 

one thing; otherwise it confuses people. 

 Effective innovations start small. They are not grandiose. 

 Above all, innovation is work rather than genius. It requires knowledge. It 

often requires ingenuity. And it requires focus. (Drucker 2002: 9-10) 

 

Drucker shed further light on his view of innovation in Management Challenges for 

the 21st Century which was published in his ninetieth year (Drucker 1999): 

 ‘. . . an enterprise has to have a policy of systematic innovation’ (p. 84) 

 ‘Innovation is not “flash of genius”. It is hard work.’ (p. 85) 

 ‘But every organization – not just businesses – needs one core competence: 

innovation. And every organization needs a way to record and appraise its 

innovative performance.’ (p. 119) 

 Continuous innovation has to be built into the knowledge worker’s job. (p. 146) 

 

The implications of these statements could not be clearer. Innovation is not 

something done occasionally or in good times or when one or a small number of 
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staff have a propensity for it. It must be built in to the daily operations of an 

enterprise; it must be a discipline as much as other disciplines that underpin good 

leadership and good management. 

 

8.3.4  Role of the Principal 
Principals are able to embrace uncertain, complex and challenging contexts and 

work with others to seek creative and innovative solutions that support quality 

outcomes for all. 

i. Standard 

The Standard is based on three leadership requirements: 

 vision and value 

 knowledge and understanding 

 personal qualities and social and interpersonal skills. 

 

These requirements are enacted through the following five key professional 

practices 

 leading teaching and learning 

 developing self and others  

 leading improvement, innovation and change 

 leading the management of the school 

 engaging and working with the community. Leading improvement, 

innovation and change 

 

Principals work with others to produce and implement clear, evidence-based 

improvement plans and policies for the development of the school and its facilities. 

They recognise that a crucial part of the role is to lead and manage innovation and 

change to ensure the vision and strategic plan is put into action across the school 

and that its goals and intentions are realised. 

 

ii. Professional Practices 

 Work with the school community to promote and sustain school improvement 

informed by school effectiveness research. Lead and facilitate through teams 

the necessary innovation and change to reflect changing demands on and 

expectations of the school and use project management to foster both 

efficiency and effectiveness in achievement of goals. Take a strategic role in 

the development and implementation of new and emerging technologies to 

enhance and extend teaching and learning experiences. 

 Develop quality assurance and review strategies to demonstrate the need for 

and effectiveness of innovation and change to secure improvement. Ensure 

the vision for the school is shared, clearly understood and acted upon 

effectively by all.  
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 Motivate and work with others to foster creativity, innovation and the use of 

appropriate new technologies to achieve excellence. Demonstrate personal 

commitment to continuous improvement using problem solving, creative 

thinking and strategic planning. Use appropriate leadership styles sensitive to 

the stage, growth and development of the school. 

 

Activity  
Interview three to four school/college Principals in your area and ask about the 

innovations they introduced in their institutions. Also focus on the success and 

failure results of the innovations on performance of the institution.  

 

Activity  
Launch a discussion among your fellow students about the obstacle involved in 

introducing innovations in educational institutions.  

 
8.4 Changing Role of Educational Leader and Manager 
 

8.4.1 What is an Educational Leader? 
The educational leader in children’s education and care services has an influential 

role in inspiring, motivating, affirming and also challenging or extending the 

practice and pedagogy of educators. The role is a collaborative endeavour involving 

inquiry and reflection, which can significantly impact on the important work 

educators do with children and families. 

 

Effective leadership establishes a culture of reflective practice to encourage 

continuous improvement across all aspects of the service, the role of educational 

leader supports this culture and community through leading the development and 

implementation of the educational program and assessment, as well as the planning 

cycle. The educational leader is supported by the service’s leadership team to effect 

positive change, including playing an integral role in mentoring, guiding and 

supporting educators. 

 

8.4.2  What are the Requirements and Responsibilities of the 

Educational Leader? 
The role of the educational leader is primarily to: 

 collaborate with educators and provide curriculum direction and guidance 

 support educators to effectively implement the cycle of planning to enhance 

programs and practices 

 lead the development and implementation of an effective educational program 

in the service 
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 ensure children’s learning and development are guided by the learning 

outcomes of the Early Years Learning Framework and/or the Framework for 

School Age Care or other approved learning frameworks. 

 

8.4.3 Changing Role of Educational Leader 
Ongoing developments in societies and their provision of education are reflected in 

the roles, recruitment and development of school leaders. The literature suggests 

how, as a result of these developments, the role of school leaders is changing, if 

they can strengthen the recruitment, development and retention of teachers, as well 

as lift student outcomes. Evidence is provided to demonstrate that particular 

leadership practices can achieve these outcomes. It can be concluded that school 

leaders remain of crucial importance for continued improvement of education. 

Given this importance, the more important is school leader recruitment, 

development and retention (or professional development).  

 

The major approaches employed by governments to ensure ongoing educational 

reforms were identified as old public administration (OPA), new public 

management (NPM) and organisational learning (OL). Inconsistencies within and 

between these approaches were shown create their own pressures on schools and 

their leaders. The worry is that the cumulative demands and resulting fragmentation 

and incoherence could undermine the capacity of schools. When considered en 

masse rather than separately, these myriad views may create unintended 

consequences that fuel the current problems of supply and quality in the 

Principalship. The result is a largely unattainable ideal of mythological proportions 

- ‘the super principal’. 

 

While it is argued that NPM has emerged as the dominant approach in educational 

governance, recent research questions its effectiveness in terms of improved 

student outcomes. It is suggested that a closer examination be made of OL. In order 

to meet the heightened, multiple expectations now placed on schools, as well as to 

have engaged teachers, it is argued that schools need to become learning 

organisations, consciously and continuously pursuing quality improvement. Within 

schools that are learning organisations evolve new types of relationship between 

students, teachers and leaders based around a reasonably common set of 

characteristics that include a trusting and collaborative climate, a shared and 

monitored mission, taking initiatives and risks, and ongoing, relevant professional 

development. 

 

The key relationships in the ways school leaders strengthen teacher recruitment, 

development and retention were shown to include factors such as teacher 

satisfaction, school effectiveness, improvement, capacity, teacher leadership, 
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distributive leadership, organisational learning and development. School leaders 

can be a major influence on these school-level factors as well as help buffer against 

the excesses of the mounting and sometimes contradictory external pressures. A 

skilled and well-supported leadership team in schools can help foster a sense of 

ownership and purpose in the way that teachers approach their job. Conferring 

professional autonomy to teachers will enhance the attractiveness of the profession 

as a career choice and will improve the quality of the classroom teaching practice. 

Teachers who work together in a meaningful and purposeful ways have been found 

to be more likely to remain in the profession because they feel valued and supported 

in their work. 

 

Research suggests that while decentralisation may have occurred from the system 

to school level, it has not necessarily occurred within schools. Further, where 

decentralisation has occurred within schools it tended to be about administrative 

rather than education matters. This situation should be of concern, especially given 

evidence teachers are attracted to, and stay in, the profession if they feel they belong 

and believe they are contributing to the success of their school and students. One 

of the most consistent findings from studies of effective school leadership is that 

authority to lead need not be located in the person of the leader but can be dispersed 

within the school between and among people. There is a growing understanding 

that leadership is embedded in various organisational contexts within school 

communities, not centrally vested in a person or an office. The real challenge facing 

most schools is no longer how to improve but, more importantly, how to sustain 

improvement. Sustainability will depend upon the school’s internal capacity to 

maintain and support developmental work and sustaining improvement requires the 

leadership capability of the many rather than the few. 

 

Recent research shows that: 

•  the leadership that makes a difference is both position based (principal) and 

distributive (administrative team and teachers) but both are only indirectly 

related to student outcomes; 

•  OL, or a collective teacher efficacy, is the important intervening variable 

between leadership and teacher work and then student outcomes; 

•  leadership contributes to OL, which in turn influences what happens in the 

core business of the school - the teaching and learning. It influences the way 

students perceive teachers organise and conduct their instruction, and their 

educational interactions with, and expectations for, their students; 

•  pupils’ positive perceptions of teachers’ work directly promote participation 

in school, academic self-concept and engagement with school; and, 

•  pupil participation is directly and pupil engagement indirectly (through 

retention) related to academic achievement. 
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It is shown that there is a growing shortage of school leaders and a suggestion, but 

little evidence, of a declining quality of candidates for school leadership positions. 

The reasons for this shortage can be grouped under societal, system and school 

influences and include unrelenting change, increasing and sometimes conflicting 

expectations, mandates and accountability, bureaucracy (especially excessive paper 

work, the increase in intermediatory bodies and new approaches such as whole-of 

government), budget cuts, an emphasis on administration rather than leadership, and 

a ‘conspiracy of busyness’, that is the way time, space and communication patterns 

are structured. These influences result in the job of school leader being seen by 

potential candidates as too demanding, stressful, lonely, lacking support, and only for 

particular groups in society. One result of these influences and perceptions of the role 

of school leader is a shortage as well as a possible declining candidate quality, except 

perhaps for those schools in ‘non-challenging circumstances’. We need to be very 

careful here that we are not ‘eating the seed corn’ - consuming our own future by 

frightening off the brightest and best from leadership of our schools. While the 

evidence gathered for this paper underpins the need for school leaders to receive 

training, recent research finds that most receive little formal or structured preparation 

for the job. It is argued that this situation needs to re redressed and that any scheme 

for the professional development of school leaders needs to take into account factors 

such as the stages of leadership (intending leaders, inductees, early career and mid 

and late career) and dimensions of the programme. These dimensions should include 

the content chosen (what, who, on what basis), delivery mode used (who, where, 

how, when) and, measurements of success. 

 

Recent research has classified professional development programmes for school 

leaders in different ways. These include the degree of decentralisation, the use of 

experiential learning, a focus on the system reconstruction or reproduction, and, a 

focus on people or the system. What is found is that in predominantly centralised 

systems (such as France, Germany, Hong Kong and Singapore) there are 

predominantly centralised arrangements for the development of school leaders. 

Programmes are standardised, closely monitored, and mostly mandatory and 

governments maintain close involvement in the quality assurance process. At the 

other extreme are located New Zealand and the Netherlands. Here, there is 

considerable autonomy at school level, with local rather than national 

determination of school objectives and plans. Here, there is also a thriving local 

economy providing a range of training programmes and opportunities. These 

examples show us how two major preoccupations of politicians can be 

accommodated; on the one hand school level decision-making and strong local 

involvement in the direction of schools, on the other, some guarantee that the 

government is ensuring a supply of suitably trained and experienced candidates will 

be available to manage the stock of schools. 
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A number of generalisations about current trends in school leadership preparation 

are identified, including: 

 a move from the general to the particular in the planning of school leader 

development; 

 a shift from maintenance functions onto activities that promote school 

improvement and explicitly seek to raise standards of achievement; 

 emphasis being given to the development of the individual trainee as well as 

educational or instructional leadership; 

 some convergence of curriculum content in relation to two crucial areas - 

teaching and learning issues and the personal and interpersonal skills of 

leadership; 

 a general movement away from unconnected 'single issue' or 'single shot' 

training events towards a more carefully planned and altogether more 

coherent programmes; 

 the emergence of new partnership arrangements that have been formed to 

design, to implement, to monitor and even to evaluate programmes; 

 the drawing together of theory and practice within programmes 

 the need to know more about the matching of methods to learning outcomes; 

and, 

 the need to achieve a better balance between learning what the system requires 

of individual leaders and what practising professionals requires of themselves 

and their colleagues. It is suggested that this balance can best be achieved by 

groups of principals or professional collectives and alliances setting and 

delivering their own professional development agendas. 

 

The paper concludes by identifying a number of implications arising from the 

earlier analyses, including: 

 broaden what counts for effective education beyond academic achievement; 

 better reconcile decentralisation with overall system quality; 

 review school leader appointment processes and criteria to ensure they reflect 

the new demands being made of them; 

 identification and development of potential leaders needs to be formalised, 

rather than be left to chance - succession planning needs to be more than just-

in-time job replacement; 

 review role responsibilities and levels of administrative support for principals 

to ensure that their priority is educational leadership; 

 consider appointing school leaders for fixed periods; 

 as organisational learning, or collective teacher efficacy, is the important 

intervening variable between leadership and teacher work and then improved 



173 

 

student outcomes, early priority be given to supporting the development of 

OL in schools; 

 greater attention be paid to the context in which school leaders operate, 

especially in relation to school size, SES and the home educational 

environments of its students; 

 consider conferring greater professional autonomy to teachers; 

 encourage more teachers to extend their work as educators beyond the 

classroom to the entire school; 

 build the attractiveness of leadership roles in schools in ‘challenging 

circumstances’; 

 find more space in all professional development programmes for school 

leaders for examples of leadership values in action and moving beyond 

maintenance/management to relationships and school improvement/ learning 

outcomes; 

 build on the preference by educators to learn from each other by developing 

and refining quality network learning communities, acting and/or shared 

leadership roles and apprenticeships and/or mentoring; and, 

 seek greater clarity/evidence of the effects on schools and the people in them 

of performance management and standards-based professional development 

before committing further resources in these areas. 

 

8.4.4  Five Traits of a Good Educational Leader 
All educators take on leadership roles. Teachers are the leaders of their classrooms. 

Principals are the leaders of their schools. Every educator and administrator plays 

a part in leading tomorrow’s future. How inspiring is that? Together, no matter 

what your role, you are all making a difference in the lives of your students. 

 

Want to be sure you’re being a good leader? Here are five of the most important 

characteristics any effective educational leader should possess and demonstrate on 

a daily basis.  

1.  Self-aware 

 A good educational leader needs a solid understanding of oneself and should 

also have confidence. When you believe in yourself, you can accomplish so 

much more. Have confidence in the decisions you make, don’t be nervous, 

and don’t be afraid of what others may think. Plan how you’ll start each and 

every day in ways that will lead your students, school, and colleagues in the 

right direction to achieve their goals. 

 

2.  Excellent Communication Skills 

 You can’t lead a group of people if you don’t speak with others! The best 

educational leaders are excellent communicators and know how to reach a 
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variety of people in many different ways. For instance, a principal might have 

one-on-one chats with teachers each week and also send out a daily email 

update. This way, the principal takes the time to communicate in-person but 

also makes communication convenient by emailing the teachers as well. No 

matter what your job title is at your school, make sure you’re constantly 

communicating with your colleagues, students and others. 

 

3.  Resourceful 

 To be an effective leader, you need to be resourceful and open to new ideas. 

Especially during tough economic times, technology helps to change 

classrooms, and you need to be open to new ideas that will improve the way 

students absorb and retain information. You also need to know how to use the 

resources you have to the best of your ability—if you aren’t sure, ask someone 

in the know. Take an online course. Get the answers you need; others around 

you will benefit greatly from this type of leadership mentality. 

 

4.  Lead by Example 

 The best leaders in the educational system make it a point to lead by example, 

and not simply by words. It’s easy to spell out rules and dictate them from an 

ivory tower, but this type of leadership will not have a large impact in your 

school. As an educator, you have so much influence on students. If you want 

students to speak kindly to one another in the hallways, you must always 

speak kindly, too. If you want your students to show respect, show them what 

that means. This method is effective and powerful, and helps you teach 

students skills they will need for the rest of their lives. 

 

5.  Power of Teaching and Learning 

 Perhaps the most important trait of being an educational leader is to believe 

in your students and the power of education. If you don’t believe in your 

students or your colleagues, then everyone is doomed for failure. It’s vital to 

believe in what your school is trying to accomplish each and every day, and 

to convey your enthusiasm for change, your own motivation to make things 

better, and your confidence in those around you. Your words and actions 

directly impact morale—show others your passion for education, and they’ll 

feel it too. 

 

There are obviously so many different characteristics and traits of a good leader, 

but these are a great place to start if you’re stepping up to more of a leadership role 

in your school—whether that’s in your classroom, on a sports team you coach, or 

within your district. Show them what you got. 
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Activity  
Discuss with your peers and explore their perceptions and expectations related to 

educational leadership in present scenario of Pakistan.  

 

Activity  
 Interview three to four heads of educational institutions and ask the challenges they 

are facing in leading their organization.  

 
8.5 Teacher Leadership 
 

8.5.1 What is Teacher Leadership?  
The term teacher leadership refers to that set of skills demonstrated by teachers who 

continue to teach students but also have an influence that extends beyond their own 

classrooms to others within their own school and elsewhere. It entails mobilizing 

and energizing others with the goal of improving the school's performance of its 

critical responsibilities related to teaching and learning. Mobilizing and energizing 

does not occur because of the role of the leader as boss (as might be the case with 

a principal), but rather because the individual is informed and persuasive. 

Therefore, an important characteristic of a teacher leader is expertise and skill in 

engaging others in complex work. It also entails an unwavering passion for the core 

mission of the school and the courage to confront obstacles to achieving that 

mission. 

 

Teacher leadership is primarily concerned with developing high quality learning 

and teaching in schools. It has at its core a focus upon improving learning and is a 

mode of leadership premised upon the principles of professional collaboration, 

development and growth. Teacher leadership is not a formal role, responsibility or 

set of tasks, it is more a form of agency where teachers are empowered to lead 

development work that impacts directly upon the quality of teaching and learning. 

Teacher leaders lead within and beyond the classroom, they identify with and 

contribute to a community of teachers and influence others towards improved 

educational practice.  

 

In contrast to traditional notions of leadership, teacher leadership is characterised 

by a form of collective leadership in which teachers develop expertise by working 

collaboratively. So for example, they may be teachers working together on a 

particular aspect of the Literacy Strategy or teachers who are jointly preparing new 

materials and resources for a new topic area. There are two key dimensions of 

teacher leadership firstly, a focus on improved learning outcomes through the 

development work and secondly, an emphasis upon collaborative professional 

activity. 
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Teacher leadership incorporates three main areas of activity: 

 the leadership of other teachers through coaching, mentoring and leading 

working groups; 

 the leadership of developmental tasks that are central to improved learning 

and teaching;  

 the leadership of pedagogy through the development and modeling of 

effective forms of teaching. 

 

Teacher leaders can be curriculum developers, bid writers, leaders of a school 

improvement team, mentors of new or less experienced staff and action researchers 

with a strong link to the classroom. The important point is that teacher leaders are, 

in the first place, expert teachers, who spend at the majority of their time in the 

classroom but take on leadership roles at times when development and innovation 

is needed. Their role is primarily one of assisting colleagues to explore and try out 

new ideas, then offering critical but constructive feedback to ensure improvements 

in teaching and learning are achieved. 

 

8.5.2  Why Teacher Leadership? 
The collaboration and collegiality fostered through teacher leadership has been 

shown to lead to an enhanced capacity for change and improvement at the school 

and classroom level. A variety of studies have found clear evidence of the positive 

effect of teacher leadership on teachers’ self-efficacy and levels of morale (Little, 

1995). Research also shows that teachers who work together in a meaningful and 

purposeful way are more likely to remain in the profession because they feel valued 

and supported in their work (Beane 1998; Barth 1999). 

 

Research has consistently underlined the contribution of strong collegial 

relationships to school improvement and change. Collaboration is at the heart of 

teacher leadership, as it is premised upon change that is undertaken collectively. 

For teacher leadership to be most effective it has to encompass mutual trust, support 

and enquiry. Evidence suggests that it is difficult for teachers to create and sustain 

the conditions for improved pupil learning if those conditions do not exist for their 

own learning (Silns and Mulford, 2002). Where teacher share good practice and 

learn together the possibility of securing better quality teaching is increased.  

 

8.5.3  How to Foster Teacher Leadership? 
One of the main barriers to teacher leadership concerns the ‘top-down’ leadership 

model that still dominates in many schools. The possibility of teacher leadership in 

any school will be dependent upon whether the head and the senior management 

team within the school relinquishes power to teachers and the extent to which 

teachers accept the influence of colleagues who have been designated as leaders in 
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a particular area. In order for teacher leadership to become embedded, heads will 

therefore need to become ‘leaders of leaders’ striving to develop a relationship of 

trust with staff, and encouraging leadership and autonomy throughout the school. 

To generate and sustain teacher leadership will require: 

 Empowerment and encouragement of teachers to become leaders and to 

provide opportunities for teachers develop their leadership skills; 

 Time to be set aside for teachers’ leadership work, including time for 

professional development and collaborative work, planning together, building 

teacher networks, and visiting classrooms; 

 Opportunities for continuous professional development that focuses not just 

on the development of teachers’ skills and knowledge but on aspects specific 

to their leadership role, such as leading groups and workshops, collaborative 

work, mentoring, teaching adults and action research. 

 

8.5.4  What’s in it for Schools and Teachers? 
Teacher leadership offers schools a way of engaging teachers in a meaningful and 

timely debate about professionalism and issues of professional conduct. 

Essentially, the concept of teacher leadership endorses the principle that all teachers 

have the skills, abilities and aptitude to lead and should be trusted to do so. 

Furthermore, it reiterates how teacher leadership contributes to raising pupil 

performance, is pivotal in generating collaboration between teachers and in 

securing professional learning communities both within and between schools. 

Where this occurs teachers are more likely to engage in high-level collaborative 

activities in order to improve their teaching capability and performance.  

 

The idea of teacher leadership is powerful because it is premised upon the creation 

of the collegial norms in schools that contribute directly to school effectiveness, 

improvement and development. Teacher leadership is also powerful because it 

gives teachers recognition for the diverse but important leadership tasks they 

undertake on a daily basis. It also reinforces how these leadership activities 

influence the quality of professional relationships and standards of teaching within 

the school. In short, teacher leaders make a significant difference to the learning 

experiences in classrooms. At a policy level, teacher leadership points towards a 

‘new professionalism’ based upon mutual trust, recognition, empowerment and 

support. At its most practical it suggests a way of teachers working together in order 

to improve the learning experiences of young people.  

 

8.5.5  Five School Leadership Qualities Every Teacher Possesses 
Teachers have various levels of school leadership qualities. Some are learnt and 

some are part of their personality. Great teachers possess a combination of 

leadership qualities that are respected by the students, parents, peers and the 
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community. They can accomplish important tasks because of this connection they 

have with their profession and the people they touch through it. 

 

i. Commitment to the Students and Educators 

When one talks about a person’s commitment to teaching, they are speaking of a 

deep connection with many people throughout the organization. 

They are dedicated to providing each student the best possible environment and 

tools for learning. They work with the parents to understand what challenges the 

students may have to learning and what approaches might work best with them 

individually. They engage their co-workers for input on how to structure their 

lesson plans and teaching style to be the best educator. 

Great teachers are also highly involved with the institution to create the highest 

quality educational opportunities for the students attending. 

A few areas in which a teacher can get involved outside of the classroom include: 

 Committees to determine the optimum amount of time students should spend 

in different subjects 

 Student teacher mentoring programs to orient and coach new teachers 

 Projects to review and recommend new approaches to homework 

 

ii. Passionate about Teaching and Learning 

As a leader, teachers are always practicing their art and learning how to improve 

their techniques. They listen in class for opportunities to teach. One student’s 

question can drive an entire lesson plan from which all students will benefit. 

Teachers are not looking for short answers. They look for explanations that present 

several concepts and perspectives to the students. 

 

These teachers watch their peers and learn from their teaching styles. They ask to 

be observed and for feedback on how to reach the students in their classroom. They 

are open to suggestions and to try new things. They know how to quickly adjust 

their style. 

 

They will be involved in activities that improve teaching within the organization: 

 Lead a group to review and comment on the adopted approaches to teaching 

various topics 

 Deliver presentations to student teachers on best practices within the 

classroom 

 Research alternative classroom assessment methods and present to the 

administration 
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iii. Collaboration with Others 

Teachers know that the best way to be successful is to work with others to create a 

quality teaching environment. They will look for those with similar passions and 

solicit support from people at all levels within the school system. They maintain 

the respect from others for their high quality of teaching standards, and they give 

recognition to others for their approaches. They know that they can’t do it all by 

themselves so the teacher looks for others with the right skills to help and support. 

They also don’t take all of the credit for success. They share it throughout the team 

with which they work. 

 

They may choose to work on a number of projects with others in the school system: 

 Gather information about the best professional development opportunities for 

teachers 

 Create an in-service program to team teach alternative classroom techniques 

 Review current school recognition policies and make recommendations on 

additional ways to reward teachers 

 

iv. Communication and Rapport 

Great teachers are great communicators. They know the best ways to interact with 

students, parents, faculty and co-workers. They are skilled at listening and respect 

the opinions and ideas of others. Teachers know how to communicate their own 

ideas so others will understand. They look for different ways to communicate 

knowing that people are receptive to various techniques: 

 Create a classroom or department newsletter 

 Research approaches to holding parent/teacher conferences 

 Present different speaking styles to teachers to try in the classroom 

 

v. Embracing Change 

Throughout every teacher’s career a number of changes will occur. The class profile 

can be different from year to year. The materials used in the classroom changes. 

Administration and policies change. A great teacher knows this and anticipates 

change. They are courageous about trying new things and aren’t hesitant to make 

adjustments until they are as effective as they can be. 

 

Change gives teachers the opportunity to perform their roles even better. So rather 

than waiting until they are directed, they seek out ways to improve. They know this 

not only benefits themselves, but also the students and faculty with which they 

work. Some proactive approaches to change they might use include: 

 Personal and professional development classes 

 Substitute teaching in other types of school settings 

 Observing the changes made by other teachers and facilities 
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Great Teachers are Great Leaders 

Teachers who are committed to their profession have similar qualities to leaders in 

other areas. They are not just thinking about themselves, but how their efforts will 

produce successes for all of those who are a part of their profession. 

 

8.5.6  Teacher Leadership is about More Than Representation 
Teachers have long served as committee members, team leaders, department chairs, 

association leaders, and curriculum writers. In these roles teachers have most often 

served as representatives or coordinators to carry out others’ expectations rather than 

leaders who enact change (Livingston, 1992). In addition, leadership roles for 

teachers have traditionally been narrowly defined or lacked flexibility, and many 

require that teachers who choose leadership must decide to leave teaching for 

administration. Advancing their careers while remaining in the role of teacher is what 

many teacher leaders want and their students and the profession deserve. Advocacy 

for teacher professionalism and expanded leadership opportunities and roles is based 

on the understanding that teachers, because they have daily contact with students, are 

in the best position to make critical decisions about issues related to teaching and 

learning. Moreover, they are better able to implement changes in a comprehensive 

and continuous manner (Howey, 1988; Livingston, 1992). Expanding teacher roles 

also serves an ongoing need to attract and retain qualified teachers for career-long, 

rather than temporary, service (Boyd-Dimock & McGree, 1995).  

 

A system of teacher leadership begins with defined assumptions A strong rationale 

for investing in and cultivating teacher leadership is the foundation of a 

comprehensive system. It provides the basis for either developing a new system or 

assessing the current system and making revisions. As educators begin to 

strengthen teacher leadership, they recognize first that a system of teacher 

leadership is more than another program to be implemented and eventually 

replaced. It is a transformation of the way educators works within schools every 

day to strengthen culture and professional practices and enhance professional 

learning opportunities leading to student success. Secondly, educators know that 

establishing or enhancing a system of teacher leadership begins with clarifying the 

set of assumptions that drive teacher leader practices. Without clearly defined 

fundamental assumptions, educators’ efforts may not lead toward the desired 

results. The following clarifying set of assumptions, drawn from the practices of 

the authors, serve as the starting point for the recommended actions proposed in 

this document:  

1. Teacher leadership impacts student and peer performance.  

Multiple factors lead to the success of teacher leadership, the most important of 

which is the success of students and peers. With student and peer success as their 

main priorities, teacher leaders’ efforts will produce stronger results. Teacher 
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leaders influence student and peer success directly and indirectly as follow: 

promoting and facilitating professional learning and collaboration; designing, 

implementing and supporting school and district change efforts to improve peer and 

student success; contributing to research and policy; serving as spokespersons for 

the profession, their schools, and districts; and mentoring and coaching peers. As a 

result, measures of the impact of teacher leadership on student and peer success are 

a basis for any evaluation of teacher leadership and teacher leaders.  

 

2.  Teachers lead, formally or informally, wherever they are. 

Whether in their classrooms with students or on special assignment outside of them, 

teachers lead wherever they are. For teachers, leadership is more about influence 

than power and authority. They assume responsibility, not only because they are 

selected or volunteer to do so, but also because they are driven by professional and 

personal moral purposes to contribute to the success of students, peers, school, and 

community. They may assume formal leadership roles established by schools and 

school systems (e.g. coach, mentor, curriculum developer, or parent liaison). More 

often, teacher leaders act without formal designation as leaders. Roles and 

responsibilities of teacher leaders vary dramatically within and across districts and 

schools; the most important form of leadership occurs when teachers recognize a 

need and step in to help address it. 

 

3.  All teachers have opportunities for leadership. 

All teachers can become leaders. Joining a profession means collaborating with 

peers to influence the profession, contributing to the body of knowledge that shapes 

the profession, and contributing to the development of novice members of the 

profession and school community. Within schools and school systems, all 

individuals have responsibility for contributing to the success of the organization. 

More teachers may engage in leadership when they know how best to leverage their 

influence and experience. They gain this understanding when school district and 

teacher leaders provide leadership roles and guide teachers in assuming those roles. 

When system leaders thoughtfully define, formalize and support leadership roles 

within a school or school system, they provide teachers with opportunities to extend 

and expand their leadership capacity. As an added benefit, they give school systems 

a pipeline for teachers who seek leadership opportunities or administrative roles. 

 

4.  Teacher leadership requires that teachers develop capacity for effective 

leadership.  
Leadership is enhanced when teachers apply knowledge, skills, dispositions, and 

behaviors associated with effective leaders. Knowledge about the design, 

implementation, and evaluation of professional learning is a key variable in 

developing that capacity. Teacher leaders effectively use interpersonal skills to 
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build trusting relationships within the organization, engage peers and 

administrators in collaborative learning, and ensure that student learning is the 

cornerstone for all decisions about teaching and learning. Teacher leaders display 

attitudes and behaviors that positively affect the environments in which they work, 

particularly the belief that all students and teachers have the capacity for growth 

and goal attainment.  

 

5. Teachers develop leadership capacity when they are supported.  

A key factor in developing the capacity of teachers to be leaders is the nature and 

frequency of support available to them. School and district administrators (e.g. 

district staff, curriculum coordinators, program directors and experienced teacher 

leaders) play a significant role in developing capacity of teacher leaders; they are 

often the first line of support for teacher leaders. Some leaders may serve as mentors 

to novice and coaches to experienced teacher leaders. Structures that provide 

periodic networking opportunities such as professional learning, communities of 

practice, mentoring, coaching and supervision are also valuable in developing and 

sustaining leadership capacity. Routine feedback from a knowledgeable colleague 

and opportunities for shared leadership experiences are additional methods of 

supporting novice and experienced teacher leaders.  

 

6.  Teacher leadership requires changes in other leaders throughout the 

school system.  

For the full potential of teacher leadership to be realized, other leaders within a 

school or school system must shift their own beliefs, roles, and responsibilities. The 

primary shift is adopting a belief in the potential of shared or distributed leadership. 

This means that administrators must value the expertise of teacher leaders and 

acknowledge that they contribute to substantive and complex challenges. Secondly, 

for teacher leader influence to thrive, building and district administrators must 

support teachers’ leaders in cultivating their strengths; engaging them in significant 

and authentic leadership responsibilities; and providing honest, learning-focused 

feedback. Lastly, school and school system administrators create conditions for 

teacher leaders to thrive; co-create opportunities to lead; and provide support, 

performance management, professional learning, time and other resources. 

 

7.  Teacher leaders take responsibility for their own professional growth 

and the growth of others. 

For teacher leaders, continuous professional growth is critical to increase student 

performance and a responsibility of all teaching professionals. Teacher leaders 

recognize, value, and promote professional growth as an essential element in 

meeting individual, school and system goals. They ensure that growth experiences 

are embedded in their daily work, aligned with student growth goals and supportive 
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of the vision of the organization. They promote professional learning as a collective 

responsibility with shared accountability for peer success and student achievement. 

Operating from a growth mindset, teacher leaders believe that their peers are 

capable of continuous and significant growth in their instructional practices. 

Teacher leaders are facilitators of professional growth and have as much vested in 

the growth of their colleagues as they do in their own growth. 

 

8.  Teacher leadership requires courage, tolerance for ambiguity and 

flexibility. 

 Teacher leaders can be a starting point on the journey for building leadership 

capacity. Teacher leaders must have courage to make their practice transparent for 

others to critique, to lead their peers, and to cross back and forth between the 

boundaries of the teaching arena and the leading arena. Sometimes the boundaries 

are blurred, and the roles less clearly defined. For that reason, teacher leaders are 

called on to embrace ambiguity and to be flexible as their work unfolds and as they 

and their peers grow comfortable with their new responsibilities and identity as a 

leader. 

 

9.  Teacher leaders foster collaborative cultures that promote continuous 

improvement. 

Teacher leaders are instrumental in developing and sustaining a work culture that 

encourages and promotes continuous improvement. According to Michael Fullan 

(2001; 2007) and Terrence Deal and Kent Peterson (2010), culture includes the 

guiding beliefs and values that drive the operations of a school. Although teacher 

leaders believe strongly in continuous improvement as a hallmark of a profession, 

they recognize that a teacher’s willingness to pursue continuous improvement is 

fostered by the culture in which he or she works. Teacher leaders know that 

effective practice requires nurturing and support. They catalyze a sense of urgency 

and efficacy among adults and engender peerto- peer accountability and collective 

responsibility for the success of every teacher and student. They realize that 

professional engagement within and outside the school community is paramount to 

attainment of school goals. They use interpersonal skills to build trusting 

relationships and foster a sense of belonging among the members of the school 

community. 

 

10.  Teacher leaders collect evidence of impact resulting from their work.  
Because they are committed to and model continuous improvement, teacher leaders 

seek evidence about the impact of their work. They model how to collect and use 

data to refine their work. They collect a variety of formative data formally and 

informally from peers about the effects of their collaboration. They use a variety of 

evidence including student data, data from peers and data from supervisors. They 
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also encourage and facilitate the collection and use of evidence about the conditions 

within schools and school systems to assist with improving the environment, trust, 

relationships and attitudes within their workplaces to support peer success and 

student learning.  

 

Activity  
Interview three to four teachers teach at secondary and higher secondary level 

regarding their views about teacher leadership.  

 

Activity  
Read researches, related to teacher leadership theory, practices and development of 

leadership competencies among teachers. Suggest some measures those can be 

taken in Pakistani context for development of teacher leadership.  

 
8.6 Gender and Leadership 

8.6.1 Gender Differences in Leadership 
Research has examined whether or not there are sex differences in leadership, and 

these differences can be seen from a relationship based or task-based 

perspective. Leadership is the process through which an individual guides and 

motivates a group towards the achievement of common goals. In studies that found 

a gender difference, women adopted participative styles of leadership and were 

more transformational leaders than men. Other studies that found no significant 

gender differences in leadership exist. 

 

Until recently, leadership positions have predominantly been held by men and men 

were therefore stereotyped to be more effective leaders. Women were rarely seen 

in senior leadership positions leading to a lack of data on how they behave in such 

positions. However, current research has found a change in trend and women have 

become more prevalent in the workforce over the past two decades, especially in 

management and leadership positions. The gender gap is decreasing and these 

stereotypes are changing as more women enter leadership roles. The data from the 

primary literature on this topic is inconclusive as the two main lines of research 

contradict one another, the first being that there are small, but nevertheless 

significant sex differences in leadership and the second being that gender does not 

have an effect on leadership. 

 

8.6.1.1 Studies that Find Gender Differences 

Alice Eagly, a frontrunner in the research on gender differences in leadership, found 

through multiple studies that differences between men and women are small and 

https://en.wikipedia.org/wiki/Stereotype
https://en.wikipedia.org/wiki/Leadership
https://en.wikipedia.org/wiki/Sex_differences_in_humans
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that the overlap is considerable. Nevertheless, these small differences have 

statistical significance in the way men and women are perceived in leadership roles 

and their effectiveness in such positions, as well as their leadership styles. In early 

studies, from the late 1980s and early 1990s, it was found that women adopted 

participative styles of leadership and were more transformational leaders than men 

who adopted more directive and transactional styles of leadership. Women in 

management positions tended to place more emphasis on communication, 

cooperation, affiliation and nurturing than men as well as having more communal 

qualities. Communal leadership behaviors tend to be more open, fair and pleasant; 

persons in these roles show responsibility. According to these studies, men were 

seen to be more “agentic” and be more goal and task oriented. Agentic leaders tend 

to be more active, task oriented, independent and focused decision makers. One of 

the main questions that the research has raised is if being relationship oriented or 

task oriented correspond to sex differences in leadership, where, women are likely 

to be more relationship oriented and men are likely to be more task oriented.  

 

Recent studies conducted by Trinidad and Normure in 2005, Yukl in 2002, and a 

study conducted by Hagberg Consulting Group in 2000 found a similar trend the 

leadership behaviors of men and women. Specifically, according to Yukl, women 

have a “feminine advantage” because they are “more adept at being inclusive, 

interpersonally sensitive, and nurturing." The study conducted by Hagberg 

Consulting Group also found women managers to be ranked higher in 42 out of 52 

traits and skills measured, including teamwork, stability, motivation, recognizing 

trends and acting on new ideas. Women tend connect more with their group 

members by exhibiting behaviors such as smiling more, maintaining eye, and are 

more diplomatic with their comments (Forsyth, 2010). The differences between 

men and women may suggest evolutionary stressors that have contributed to the 

development of these relationship and task oriented tendencies between men and 

women. Another explanation, proposed by Eagly and Carli (2007), attributes many 

of these findings not to average gender differences per se, but to a "selection effect" 

caused by gender bias and discrimination against women, whereby easier standards 

for men in attaining leadership positions as well as the fact that men make up the 

majority of executives results in a higher average of exceptionally skilled women 

than men in some leader roles. Women tend to feel more excluded from career 

related and informal interactions with the senior management compared to men. In 

fact, the term "glass ceiling" can be used to describe the hindrance women face in 

career advancement to top management positions. The tendency of men to 

dominate women in informal discussion groups has been observed in a number of 

scenarios including when both sexes were deemed to be androgynous, when group 

members were committed to equality of sexes, when women were more 

dispositionally dominant than men, and when both sexes were extroverted. 

https://en.wikipedia.org/wiki/Nurture
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Furthermore, it has been observed that the dispositionally dominant person is more 

likely to emerge as a leader in same-sex dyads, but in mixed-dyads, the dominant 

male is more likely to emerge as leader compared to a dominant female.  

 

A similar study conducted by the Management Research Group of 17,491 

questionnaires found that out of common leadership competency areas surveyed, 

women were rated higher by their superiors in areas like credibility with 

management, future potential, insight, sensitivity, and working with diverse people. 

Men were ranked higher in business aptitude, financial understanding, and strategic 

planning, which the researchers note are seen to be critical to corporate 

advancement. No gender differences were found in competencies such as team 

performance, effective thinking, and willingness to listen and no differences were 

found in overall effectiveness.  

 

However, many of these studies on gender differences in leadership style rely on 

leader-only self-report data, which many leadership scholars describe as unreliable 

at best. These sex differences are only trends and may not be seen across all groups 

and situations. It would be very difficult to determine how men and women would 

behave once they become leaders. Additionally, though relationship orientation in 

women and agentic orientation in men has been observed in laboratory settings, 

they have not been seen in studies conducted in organizational settings.  

 

8.6.1.2 Differences in Perception 

When studying perception and effectiveness of men and women in leadership, in 

multiple studies, it was found that men and women are perceived better by 

subordinates and are seen as more effective leaders when in positions in accordance 

to traditional gender roles. In a study conducted in 1990, it was found that women 

“lose authority... if they employ feminine styles of leadership in male-dominated 

roles." A meta-analysis conducted later yielded similar results in which men and 

women are both perceived as more effective leaders in stereotypical roles and both 

are found ineffective in non-traditional roles. Female leaders are perceived as less 

dominant than male leaders by their subordinates. Furthermore, a single male in a 

group is more likely to assume leadership than a single female in a group, who is 

likely to have less influence over the group members. Members of the group are 

more likely to agree with a male leader when power is exerted than a female leader. 

However, in a study conducted by Shelby et al. (2010), female leadership advantage 

was investigated by specifying contextual factors that moderate the likelihood that 

such an advantage would emerge. These authors considered, if female gender role 

and the leader role were incongruent and led to a disadvantage or if instead, an 

advantage. They conducted two studies and found that only when success was seen 

as internal that top women leaders were considered more agentic and more 
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communal than top men leaders. They also found that the effect on agentic 

attributes was mediated by perceptions of double standards, while communal traits 

were mediated by expectations of feminized management skills. This particular 

study showed the presence of qualified female leader advantage. 

 

Even though women exhibit many effective leadership qualities in some studies, men 

still assume far more leadership positions and are more likely to be seen as leaders.  

 

8.6.1.3 Studies That Do Not Find Gender Differences 

In contradiction to Eagly’s findings of gender differences in leadership, multiple 

studies have also claimed that there are no significant differences and that both men 

and women can and will have differing and similar styles of leadership. 

 

As recent as 2011, Andersen and Hansson conducted a study to determine if there were 

significant differences in leadership behaviours as claimed by previous studies and 

authors. Andersen and Hansen studied public managers on leadership styles, decision-

making styles, and motivation profiles and found that the only differences were in 

decision-making styles, but none were great enough to be considered significant.  

 

Additionally, in a 2010 study, men and women leaders in a large German sample 

were found to be the same with respect to transformational leadership behavior.  

 

A study conducted by Ahmed (2018) on heads of educational institutions in 

Pakistan, revealed that gender did not differentiate the engagement of heads in the 

dimensions of distributed leadership. Both men and women were equally engaged 

with the dimensions of distributed leadership in the educational institutions. The 

results were consistent with research by Camburn, Rowan and Taylor (2003) who 

found that gender does not make a difference in the findings on instructional 

leadership practices within distributed leadership. Vlachadi, M., &Ferla, M. (2013) 

also found in their research that both men and women were equally engaged with 

the dimensions of distributed leadership. 

 

Cliff (2005) studied male and female business owners, who are free to manage as 

they see fit, as opposed to middle managers who are more constrained, and found 

that no significant differences exist in men and women's leadership behavior. 

According to the researchers, the findings "challenge the gender-stereotypic 

argument that a leader's sex plays an important role when it comes to organizational 

design and management."  

 

Another similar study Dobbins and Platz (1986) found that even men and women 

show equal amounts of relationship orientation and task orientation and have 
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equally satisfied subordinates. Even though male leaders are rated as more effective 

than female leaders, these findings are based on laboratory research and may not 

hold in organizational settings. 

 

These studies correlate with other research cited by Vecchio (2002), Dobbins and 

Platt (1986), Gibson (1995), and van Engen et al. (2001), who all argue that no 

significant gender differences in leadership exist.  

 

8.6.2  Preference for a Boss 
Women and men have been surveyed by Gallup each year concerning workplace 

topics, and when questioned about preferences of a female boss or a male boss, 

women chose a preference for a male boss 39% of the time, compared to 26% of 

men displaying preference for a male boss. Only 27% of females would prefer a 

boss of the same gender. This preference, among both sexes, for male leadership in 

the workplace has continued unabated for sixty years, according to the survey 

results. 

 

8.6.3 The Impact of Gender on Leadership Styles 
Gender and its affect on leadership is a continual talking point amongst researchers. 

Reviewing the characteristics of male and female emerging leaders has revealed 

some interesting insights. 

 

All percentages and statistics in the infographic 8.6.1 on the next page are sourced 

from the data for 2013 and 2014 relating to Identifying Tomorrow's Leaders Today: 

Determining The Differences That Matter. Percentages have been rounded to one 

decimal place for statistical accuracy. 

 

Activity  
Launch a discussion among your fellow students both male and female about 

gender differences in educational leadership.  

 

Activity  
Conduct some interviews of male and female teachers and ask about the leadership 

characteristics of their heads. Compare the leadership styles and characteristics of 

male and female educational leaders based on interviews data.  
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Info-graphic No. 8.6.1 
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8.7  Self-Assessment Questions 
1 What do you understand by term Change Management? Discuss the factors 

influencing change management. 

2  What is role of ethics in leadership? 

3 Write down and discuss the code of ethics in respect of leadership of an 

educational institution.  

4 Give some practical measures to manage innovation in educational leadership 

in Pakistan. 

5 Is the Role of Educational Leader and Manager in 21st century different from 

the role of educational leaders in the past? Elaborate your answer. 

6 What is significance of Teacher Leadership? How can it be fostered in 

educational organizations? 

7 Does gender influence leadership style? Justify your opinion with proofs from 

literature. 
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INTRODUCTION 

 

 
Leadership is critical to educational development and specific preparation is vital, 

if leaders are to maximize their effectiveness. Leading is not as same as teaching 

and teachers in schools require different capabilities to those of classroom teachers. 

Bush (2011, 2008) states that in many countries, there exists a view that senior 

teachers develop more leading capacity as compare to young teachers because they 

are the experienced teachers and they know how to tackle the unwanted situations 

and are developed with more sense of management styles.  

 

Leadership is a contested concept, one which scholars and practitioners could not 

define effectively and precisely. There is a general agreement that the leadership 

and management are two distinct terms, although it is accepted that there is a semi 

permeable membrane within these two closely related terms. Leadership is the 

general process of influence and motivating others to work effectively and 

efficiently while, the management focuses on the activities such as planning and 

organizing to complete the task within time. Sound management underpins 

successful leadership because it is the stability of organizational structures and 

routines that enables teachers to build their leadership tasks. All teachers are 

managers to the extent that they are responsible for the management of pupils and 

resources for effective teaching.  

 

 

LEARNING OUTCOMES 
 

After studying this unit, you will able to: 

 understand nature and need of educational management. 

 state the nature and need of leadership. 

 debate on performance evaluation. 

 understand theories of performance management. 

 describe and differentiate techniques of performance evaluation 
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9.1 Nature and Need of Educational Management and Leadership 

9.1.1  Nature and Need of Educational Management 
Educational management is a field of study and practice concerned with the 

operation of educational organizations. There is no single generally accepted 

definition of the subject because its development has drawn heavily on several more 

firmly established disciplines, including sociology, political science, economics 

and general management. 

 

Bolam (1999) defined educational management as ‘an executive function for 

carrying out agreed policy’. He differentiates management from educational 

leadership which has ‘at its core the responsibility for policy formulation and, 

where appropriate, organizational transformation’.  

 

Educational management is an applied field of management. One can therefore 

deduce that educational management refers to the application of theory and practice 

of management to the field of education or educational institute. Educational 

management is a process of acquiring and allocating resources for the achievement 

of pre-determined goals. 

 

Management is directed at the achievement of certain educational objectives. 

Unless this link between purpose and management is clear and close, there is a 

danger of ‘managerialism’, ‘a stress on procedures at the expense of educational 

purpose and values’ (Bush, 1999: 240). Managerialism places the emphasis on 

managerial efficiency rather than the aims and purposes of education (Newman and 

Clarke, 1994; Gunter, 1997). ‘Management possesses no super-ordinate goals or 

values of its own. The pursuit of efficiency may be the mission statement of 

management – but this is efficiency in the achievement of objectives which others 

define’ (Newman and Clarke, 1994: 29). 

 

While the emphasis on educational purpose is important, this does not mean that all 

aims or targets are appropriate, particularly if they are imposed from outside the 

school by government or other official bodies. Managing towards the achievement 

of educational aims is vital but these must be purposes agreed by the school and its 

community. If managers simply focus on implementing external initiatives, they 

risk becoming ‘managerialism’. In England, the levers of central monitoring and 

target setting have been tightened to allow government to manage schools. 

Successful internal management requires a clear link between values, aims, strategy 

and day-to-day activities. The centrality of aims and purposes for the management 

of schools and colleges is common to most of the different theoretical approaches 

to the subject. 
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Educational management aims at achieving an institutions objective, improves the 

process of planning, organizing and implementing within the institution, enhancing 

the efficiency and effectiveness of infrastructure, creating and maintaining a 

congenial and cohesive atmosphere and managing interpersonal conflicts.  

 

The main functions of educational management are execution, direction and 

supervision.  

 

Execution: In execution lies foundation of institution. Execution not only points 

out what resources are needed but also the sources of procurement. The resources 

may include material resources like the building, furniture, library, laboratories, 

non-material resources like personal and other stakeholders like students and 

parents and abstract resources like vision, mission statement, ideology and values. 

It systematically plans, arranges for and uses these resources in order to achieve its 

goals.  

 

Direction: The vision and mission statement of institution serves to direct the 

institution in its quest to achieve the goals. Educational management ensures the 

directives are upheld during curriculum instruction, construction and academic 

planning.  

 

Supervision: Supervision ensures that the plans are being executed according to 

the directives. It thus enhances the quality of work done and ensuing 

accomplishments. 

 

Educational management has a vast area of operation in an effort to make the 

educational process purposive and functional. An important tool it is effective, 

systematic and has a definite purpose. It focuses upon the attitude towards works 

and adapts practical measures to ensure that the system of works functions 

efficiently and assists in the achievements of the aims of education thus benefiting 

thus learners who are the main stakeholders in the educational system. 

 

9.1.2 Nature and Need of Leadership  
Leadership is the behaviour of an individual when he is directing the activities of a 

group towards a shared goal. Hemphil & Coons (1957). It is " interpersonal 

influence, exercised in a situation, and directed, through communication process, 

towards the attainment of a specified goal or goals. Tannenbaum, Weshler & 

Massarik (1961). It is the initiation and maintenance of structure in expectation and 

interaction (Stogdill (1974). It is an interaction between persons in which one 

presents information of a sort and in such a manner that the other becomes 

convinced that his outcomes (benefits /costs ratio) will be improved if he behaves 
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in the manner suggested or desired. (Jacobs,1970). It is a particular type of power 

relationship characterized by a group of members’ perception that another group 

member has the right to prescribe behviour patterns for the former regarding his 

activity as a group member (Janda (1960). Leadership is an influential increment 

over and above mechanical compliance with the routine directives of the 

organization. 

Brian J. Caldwell (2001) mentioned that the educational leadership is a wide 

concept a notion of which is building a learning community: bringing up the 

capacity of teachers and others in the schools of the community to supply the 

community with the needed teaching programs in with the utmost quality. Dunigan 

PA, RJS. Macpherson (1992) stated that educational leadership is all providing by 

example or otherwise, sound organizational decision making, son on the pragmatic 

and holistic view of knowledge growth through feedback, enhanced problem 

solving the leader’s central task is the provision of educational leadership. That is, 

as someone concerned with creating, promoting and applying knowledge, a leader 

must also be an educator. 

Devis (2005) dated that the leadership is about direction-setting and inspiring others 

to make the journey to a new and improved state for the school. Leadership is not 

the provenance of one individual but a group of people, who provide leadership in 

the school and, by doing so provide support and inspiration to others to achieve the 

best for the children in their care. Leadership cannot set in isolation but is set in the 

context of organizations and the wider society.  

A central element in many definitions of leadership is that there is a process of 

influence. 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. (Yukl, 2002: 3) Cuban’s (1988: 193) definition shows that 

the influence process is purposeful in that it is intended to lead to specific outcomes: 

‘Leadership then refers to people who bend the motivations and actions of others 

to achieving certain goals; it implies taking initiatives and risks’. Bush (2008a: 277) 

refers to three key aspects of these definitions: 

The central concept of leadership is influencing others rather than ruling and 

authoritating them. Both are the dimensions of power but the latter terms are for 

the formal positions like principal or head teacher, while the first one is used by 

anyone in the school or college. Leadership is independent of the authoritative style, 

while management is directly linked to it. The process is intentional. The person 
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has to motivate and influence others in order to achieve predetermined goals and 

objectives. 

One can get influenced by an individual or by a team. This notion provides a 

concept of distributed leadership and for construct of senior leadership teams. This 

aspect of leadership portrays a very clear process, and can be originated from any 

part of school, independent of formal management positions and capable of residing 

with any member of organization, including associate staff and students (ibid: 277). 

The word influence is neutral in that it does not explain or recommend what goals 

or action should be carried out. However, leadership is closely linked with the 

societal norms and values. Leaders are expected to carry out their actions in clear 

personal and professional values. Greenfields and Ribbins (1993) claims that 

leadership begins with the charter of leaders expressed in terms of personal values, 

self-awareness, personal and moral values. In early 90s Greenfield (1991) stated 

the difference between rationality and values. Values lie beyond rationality. 

Rationality is grounded on the values. Values are chosen, declared, imposed or 

believed. They both lie beyond the quantification and measurement.  

Day, Harris and Hadfield (2001) research on 12 effective in England and Wales 

and concludes that good leaders are informed by and communicate clear steps of 

personal and educational values which represent the moral purposes of the school 

(ibid.: 53). This states that values are chosen but Bush (2008a: 277) argues that the 

dominant values are those that are imposed by the government. Teachers and 

leaders are to be enthusiastic about change when they own it rather than having it 

imposed on them. Hargreaves (2004), drawing a research on Canadian schools, 

finds that teachers report largely positive emotional experiences self-initiated 

change but predominantly negative ones concerning mandated change. 

Leadership has been regarded as an essential component of effective leadership for 

more than 20 years. Southworth (1993: 73–4) suggests that heads are motivated to 

work hard ‘because their leadership is tracking the individual on right path (ibid: 

74). Dempster and Logan’s (1998) study of 12 Australian schools shows that almost 

all parents (97 per cent) and teachers (99 per cent) expect the principal to express 

his or her clearly, while 98 per cent of both groups expect the leader to plan 

strategically to achieve the goals. These projects show the high level of support for 

the notion of leadership but Foreman’s (1998) review of the concept shows that it 

remains highly problematic. Fullan (1992a: 83) says that ‘leadership is a highly 

sophisticated dynamic process which few organizations can sustain’. Elsewhere, 

Fullan (1992b) is even more critical, suggesting that leaders may damage rather 

than improve their schools. 
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9.2 Steps to Performance Evaluation System 
The primary goals of a performance evaluation system are to provide an equitable 

measurement of an employee’s contribution to the workforce, produce accurate 

appraisal documentation to protect both the employee and employer, and obtain a 

high level of quality and quantity in the work produced. To create a performance 

evaluation system in your practice, follow these five steps: 

 Develop an evaluation form. 

 Identify performance measures. 

 Set guidelines for feedback. 

 Create disciplinary and termination procedures. 

 Set an evaluation schedule 

 

Develop an Evaluation Form: Performance evaluation should be conducted fairly, 

consistently and objectively. One way to ensure consistency is to use a standard 

evaluation form for each evaluation. The form only focuses on the essential job 

performance areas. Limiting these areas of focus makes the assessment more 

meaningful and relevant and allows you and the employee to address the issue that 

matter most. 

 

Identify Performance Measures: Standard performance measures, which allow 

you to evaluate an employee job performance objectively. One can cut down on the 

amount of time and stress involved in filling out the evaluation form. Although 

developing these evaluation measures can be one of the more time consuming parts 

of creating a performance evaluation system. One can identify the areas to be 

measured for the measurement of performance.  

 

Set Guidelines for Feedback: Feedback is what evaluation is all about. Give 

balanced back by highlighting the areas to be improved and appreciate the good 

performance in the specific areas and avoiding a general feedback. Get the dialogue 

with the employee what you are expecting from her.  

 

Create Disciplinary and Termination Procedures: Explain the reason of 

termination but do so briefly and objectively to avoid getting into an elaborate 

discussion that puts you in a defensive position. Create the legal termination 

procedures for avoiding the liabilities. 

 

Set an Evaluation Schedule: One you have build your performance evaluation 

system, you just need to decide when to conduct the performance evaluations. Some 

practices do all employee evaluations at the same time of the year, while others 

conduct within 30 days of the joining of the employee. 

http://www.talentnet.vn/information-center/hr-articles/performance-evaluation-structures
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It is also advisable to run the finished system by your attorney to identify any 

potential legal problems that should be fixed. 

 

9.2.1 The Process of Performance Management  
The criteria for objectives, many organizations use the following SMART 

mnemonic to summarize the criteria for objectives: 

S =  Specific/stretching – clear, unambiguous, straightforward, understandable 

and challenging. M = Measurable – quantity, quality, time, money.  

 

A =  Achievable – challenging but within the reach of a competent and committed 

person.  

 

R =  Relevant – relevant to the objectives of the organization so that the goal of 

the individual is aligned to corporate goals.  

 

T =  Time framed – to be completed within an agreed timescale. 

 

Measuring performance in achieving objectives measurement is an important 

concept in performance management. It is the basis for providing and generating 

feedback, it identifies where things are going well to provide the foundations for 

building further success, and it indicates where things are not going so well, so that 

corrective action can be taken. 

 

Measuring performance is relatively easy for those who are responsible for 

achieving quantified targets, for example sales. It is more difficult in the case of 

knowledge workers, for example scientists. But this difficulty is alleviated if a 

distinction is made between the two forms of results – outputs and outcomes. An 

output is a result that can be measured quantifiably, while an outcome is a visible 

effect that is the result of effort but cannot necessarily be measured in quantified 

terms. 

 

There are components in all jobs that are difficult to measure quantifiably as 

outputs, but all jobs produce outcomes even if they are not quantified. It is therefore, 

often, necessary to measure performance by reference to what outcomes have been 

attained in comparison with what out- comes were expected, and the outcomes may 

be expressed in qualitative terms as a standard or Behavioural – behavioural 

expectations are often set out generally in competency frameworks but they may 

also be defined individually under the framework headings. Competency 

frameworks may deal with areas of behaviour associated with core values, for 

example teamwork, but they often convert the aspirations contained in value 

statements into more specific examples of desirable and undesirable behaviour, 
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which can help in planning and reviewing performance and level of competency to 

be attained. That is why it is important when agreeing objectives to answer the 

question, ‘How will we know that this objective has been achieved?’ The answer 

needs to be expressed in the form, ‘Because such and such will have happened.’ 

The ‘such and such’ will be defined either as outputs in such forms as meeting or 

exceeding a quantified target, completing a project or task satisfactorily (what is 

‘satisfactory’ having been defined), or as outcomes in such forms as reaching an 

agreed standard of performance, or delivering an agreed level of service. 

However, when assessing performance, it is also necessary to consider inputs in the 

shape of the degree of knowledge and skill attained and behaviour that is 

demonstrably in line with the standards set out in competency frameworks and 

statements of core values. Behaviour cannot be measured quantitatively but it can 

be assessed against definitions of what constitutes good and not so good behaviour, 

and the evidence that can be used to make that assessment can be identified. 

Performance planning: The performance planning part of the performance 

management sequence involves agreement between the manager and the individual 

on what the latter needs to do to achieve objectives, raise standards, improve 

performance and develop the required competencies. It also establishes priorities – 

the key aspects of the job to which attention has to be given. The aim is to ensure 

that the meaning of the objectives, performance standards and competencies as they 

apply to everyday work is understood. They are the basis for converting aims into 

action. 

Agreement is also reached at this stage on how performance will be measured and 

the evidence that will be used to establish levels of competence. It is important that 

these measures and evidence requirements should be identified and fully agreed 

now because they will be used by individuals as well as managers to monitor and 

demonstrate achievements. 

Personal development planning: A personal development plan provides a learning 

action plan for which individuals are responsible with the support of their managers 

and the organization. It may include formal training but, more importantly, it will 

incorporate a wider set of learning and development activities such as self-managed 

learning, coaching, mentoring, project work, job enlargement and job enrichment. 

If multi-source assessment (360-degree feedback) is practiced in the organization, 

this will be used to discuss development needs. 

The development plan records the actions agreed to improve performance and to 

develop knowledge, skills and capabilities. It is likely to focus on development in 
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the current job to improve the ability to perform it well and also, importantly, to 

enable individuals to take on wider responsibilities, extending their capacity to 

undertake a broader role. This plan therefore contributes to the achievement of a 

policy of continuous development that is predicated on. 

 9.3 Performance Evaluation 
 Performance evaluations, which provide employers with an opportunity to assess 

their employees’ contributions to the organization, are essential to developing a 

powerful work team. Yet in some practices, physicians and practice managers 

put performance evaluations on the back burner, often because of the time 

involved and the difficulties of critiquing employees with whom they work closely. 

The benefits of performance evaluations outweigh these challenges, though. When 

done as part of a performance evaluation system that includes a standard evaluation 

form, standard performance measures, guidelines for delivering feedback, and 

disciplinary procedures, performance evaluations can enforce the acceptable 

boundaries of performance, promote staff recognition and effective communication 

and motivate individuals to do their best for themselves and the practice. 

 

Performance management focuses on future performance planning and improvement 

and personal development rather than on retrospective performance appraisal 

(Armstrong, 2006). It functions as a continuous and evolutionary process in which 

performance improves over time. It provides the basis for regular and frequent 

dialogues between managers and individuals about performance and development 

needs based on feedback and self-assessment. It is mainly concerned with 

individual performance but it can also be applied to teams. The emphasis is on 

development, although performance management is an important part of the reward 

system through the provision of feedback and recognition and the identification of 

opportunities for growth. It may be associated with performance- or contribution-

related pay but its developmental aspects are much more important. 

 

The following three theories underpinning performance management have been 

identified by Buchner (2007): 

 Goal theory 

 Goal theory, as developed by Latham and Locke (1979), highlights four 

mechanisms that connect goals to performance outcomes: 1) they direct 

attention to priorities; 2) they stimulate effort; 3) they challenge people to 

bring their knowledge and skills to bear to increase their chances of success; 

and 4) the more challenging the goal, the more people will draw on their full 

repertoire of skills. This theory underpins the emphasis in performance 

management on setting and agreeing objectives against which performance 

can be measured and managed. 
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 Control theory 

 Control theory focuses attention on feedback as a means of shaping 

behaviour. As people receive feedback on their behaviour they appreciate the 

discrepancy between what they are doing and what they are expected to do 

and take corrective action to overcome the discrepancy. Feedback is 

recognized as a crucial part of performance management processes. 

 Social cognitive theory 

 Social cognitive theory was developed by Bandura (1986). It is based on his 

central concept of self-efficacy. This suggests that what people believe they 

can or cannot do powerfully impacts on their performance. Developing and 

strengthening positive self-belief in employees is there- fore an important 

performance management objective. 

 

Performance management takes the form of a continuous self-renewing cycle 

described below. 

 Performance review and assessment 

 Managing performance throughout the year 

 Performance and development agreement 

 

Performance and development agreements form the basis for development, 

assessment and feedback in the performance management process. They define 

expectations in the form of a role profile, which sets out role requirements in terms 

of key result areas and the competencies required for effective performance. The 

role profile provides the basis for agreeing objectives and methods of measuring 

performance and assessing the level of competency reached. The performance 

agreement incorporates any performance improvement plans that may be necessary 

and a personal development plan. It describes what individuals are expected to do 

but also indicates what support they will receive from their manager. 

 

Performance agreements emerge from the analysis of role requirements and the 

performance review. An assessment of past performance leads to an analysis of 

future requirements. The two processes can take place at the same meeting. 

 

The base for performance management is a job description, which defines the 

responsibility in terms of the expected crucial results, what representatives need to 

know and be able to do (technical competencies), and the members upholding the 

organization’s core values and how they are expected to behave in terms of 

behavioural competencies. After formal performance agreement is developed role 

profiles need to be updated. 
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Objectives or goals describe something that has to be accomplished. Objectives 

setting that result in an agreement on what the role holder has to achieve is an 

important part of the performance management processes of defining and managing 

expectations and forms the point of reference for performance reviews. 

  

Types of objectives 

 Ongoing role or work objectives: all roles have built-in objectives that may 

be expressed as key result areas in a role profile.  

 Targets: these define the quantifiable results to be attained as measured in 

such terms as output, throughput, income, sales, levels of service delivery and 

cost reduction.  

 Tasks/projects: objectives can be set for the completion of tasks or projects 

by a specified date or to achieve an interim result. 

 

9.4 Criteria and Performance Evaluation Tools 
Following are the tools used by the organizations for Performance Appraisals of 

their employees. 

 

9.4.1 Ranking Method 
The ranking system requires the rater to rank his subordinates on overall 

performance. This consists into simply putting a man in a rank order. Under this 

method, the ranking of an employee in a work group is done against that of another 

employee. The relative position of each employee is tested in terms of his numerical 

rank. It may also be done by ranking a person on his job performance against 

another member of the competitive group. Employees are ranked according to their 

performance levels. It is easier to rank the best and the worst employee. 

 

The “whole man” is compared with another “whole man” in this method. In 

practice, it is very difficult to compare individuals possessing various individual 

traits. This method speaks only of the position where an employee stands in his 

group. It does not test anything about how much better or how much worse an 

employee is when compared to another employee. When a large number of 

employees are working, ranking of individuals become a difficult issue. There is no 

systematic procedure for ranking individuals in the organization. The ranking 

system does not eliminate the possibility of snap judgments. 

 

9.4.2 Forced Distribution Method 
This is a ranking technique where raters are required to allocate a certain percentage 

of rates to certain categories (e.g. superior, above average, average) or percentiles 

(eg: top 10 percent, bottom 20 percent etc). Both the number of categories and 

percentage of employees to be allotted to each category are a function of 
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performance appraisal design and format. The workers of outstanding merit may 

be placed at top 10 percent of the scale; the rest may be placed as 20 % good, 40 % 

outstanding, 20 % fair and 10 % fair. This method tends to eliminate raters bias. By 

forcing the distribution according to pre-determined percentages, the problem of 

making use of different raters with different scales is avoided. 

 

The limitation of using this method in salary administration, however, is that it may 

lead low morale, low productivity and high absenteeism. Employees who feel that 

they are productive, but find themselves in lower grade (than expected) feel 

frustrated and exhibit over a period of time reluctance to work. 

 

9.4.3 Critical Incident Techniques 
Under this method, the manager prepares lists of statements of very effective and 

ineffective behaviour of an employee. These critical incidents or events represent 

the outstanding or poor behaviour of employees or the job. The manager maintains 

logs of each employee, whereby he periodically records critical incidents of the 

workers behaviour. At the end of the rating period, these recorded critical incidents 

are used in the evaluation of the worker’s performance. Example of a good critical 

incident of a Customer Relations Officer is: March 12 - The Officer patiently 

attended to a customer’s complaint. He was very polite and prompt in attending the 

customers problem. This method provides an objective basis for conducting a 

thorough discussion of an employee’s performance. This method avoids regency 

bias (most recent incidents are too much emphasized) 

 

Negative incidents may be more noticeable than positive incidents. The supervisors 

have a tendency to unload a series of complaints about the incidents during an 

annual performance review session. It results in very close supervision, which may 

not be liked by an employee. The recording of incidents may be a chore for the 

manager concerned, who may be too busy or may forget to do it. 

 

9.4.4 Checklists and Weighted Checklists 
In this system, a large number of statements that describe a specific job are given. 

Each statement has a weight or scale value attached to it. While rating an employee 

the supervisor checks all those statements that most closely describe the behaviour 

of the individual under assessment. The rating sheet is then scored by averaging the 

weights of all the statements checked by the rater. A checklist is constructed for 

each job by having persons who are quite familiar with the jobs. These statements 

are then categorized by the judges and weights are assigned to the statements in 

accordance with the value attached by the judges. Most frequently used method in 

evaluation of the employee’s performance. 
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This method is very expensive and time consuming. Rater may be biased in 

distinguishing the positive and negative questions. It becomes difficult for the 

manager to assemble, analyze and weigh a number of statements about the 

employee’s characteristics, contributions and behaviors. 

 
9.5 Self-Assessment Questions 
1.  Describe the nature of educational management. 

2. Why educational management is important for educational organizations? 

3. If you are a leader how would you influence your team members? 

4. Differentiate the ranking and forced distribution method. 

5. Explain the steps of performance evaluation. 
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