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ABSTRACT  

The current study aims to explore how far are the educational leaders in Pakistan 
engaging in the practice of transformational leadership, and to identify the impact and 
challenges pertaining to its implementation. Transformational leadership has a significant 
role in the overall effective performance of schools. Through a mixed-method approach, a 
structured questionnaire consisiting of open-ended and close-ended questions was 
administered to 20 primary and secondary educational leaders of Lahore, Pakistan, via 
random sampling. The findings suggest that the Pakistani educational leaders are highly 
engaged in the practice of the transformational leadership. Job satisfaction, employee 
performance and collaboration were seen as highly impactful, while culture, limited 
professional development and sustainability were seen as major challenges. Additionally, 
demographic factors were seen as contributing factors as the older groups were found 
less engaging in the practice of transformational leadership. It is recommended that 
policy-makers and educational institutes should invest in leadership and professional 
development courses to improve leadership practice and address contextual barriers in 
Pakistan’s education sector. 
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Introduction  

Leadership is a vital organ in the department of education that directs the fate of 
the school and its students. An educational leader with the help of his skills and practices 
can make the career of the school and its students or vice versa. Gamora (2014) asserts 
that teachers are the immediate subordinate of school administration and strong and 
effective leadership promotes confidence, comfortability and availing the opportunities on 
part of the teachers without taking the leadership as a threat. In this regard leaders must 
possess a clear vision and an inner drive to bring progress and prosperity to the 
institution.  

Educational leaders follow varied leadership models following their intuitions and 
experience to accomplish the set goals and objectives based on the given circumstances, 
and their personal and institutional policies. These models include transformational, 
instructional, transactional, moral, managerial, participative, interpersonal, etc. The 
practice of these models differs in the developed and developing countries. Being a 
developing country, the leadership practice in Pakistan is subjected to hostile 
circumstances. Like many developing countries, Pakistan faces economic, social, health, 
and educational problems, while little attention is paid to leadership development (Bush, 
2008). In the context of Pakistan’s educational leadership, the practice of models depends 
on various factors which includes personal leadership style preferences, organizational 
context as well as cultural dynamics are of considerable importance. 
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In public sector, the practice of educational leadership is hindered due to lack of 
infrastructure, training, support and limited resources. Moreover, the teachers hired often 
lack the educational expertise required to teach a particular subject, while many become 
teachers just for the sake of earning or not getting the job in their desired fields. Besides 
these challenges, public schools also face hinderance in the practice of effective leadership 
due to presence of bureaucratic structures, and socio-economic disparities which make the 
professional progress of teachers slow and unavailability of equitable education. Afzal et 
al. (2018) researched upon the leadership styles and change dynamics in public schools of 
Pakistan and found that while the teachers in public schools understand the importance of 
the change dynamics and are ready to adapt if the second-order change occurs, however 
the system remains reluctant in the initiation of this bottom-up change. Yet there are some 
good public educational institutes’ that strive to provide quality education and also help 
teachers in professional development opportunities by practicing transformational 
leadership, distributed leadership and transactional leadership models.  

On the contrary, the condition of private schools, which dominate the public-school 
culture in Pakistan in practicing the educational leadership models is better as they 
promise quality education, increased parental satisfaction, improved student achievement, 
and flexibility in curriculum. These institutes mostly adopt a transformational and 
distributed leadership model as they recognize their importance in shared decision-
making, distribution of roles to achieve goals, student achievements, career growth 
opportunities for teachers and skill enhancement of leaders. Moreover, they tend to focus 
on providing exposure to teachers as well as learners by including co-curricular and 
recreational activities in the curriculum, which also takes in the characteristics of 
instructional leadership model. The practice of these models is evident in the study of Raza 
et al. (2021) who found the practice of distributed leadership in one of the top private 
schools in Pakistan, Beaconhouse School System. Transactional leadership model is also 
one of the emerging practicing models by Pakistani educational leaders, followed by 
transformational and leissez faire model as found by Khalil et al. (2016) in their 
exploratory study. Private educational leaders tend to do so to attract the consumers and 
meet international education standards. However, the educational leaders in this sector 
face challenges as well which include, but are not limited to affordability of quality 
education for all, and sustainability in the market.  

Overall, transformational leadership is seen as one of the significantly practiced 
models of leadership as the literature on educational leadership models also appreciate 
the significance of the practices of this model in the improvement of schools (Qayyum et 
al., 2021). Transformational leadership outstands other leadership models because of its 
keenness to take its followers to their highest potential through proper guidance, 
motivation, and inspiration. An educational leader following transformational leadership 
model performs the duty of both, a trainer and a mentor to help his followers reach their 
full potential. They also believe in a positive and inspiring working atmosphere so that 
their followers try their best to accomplish the goals of the organization effectively by 
providing a clear vision, while also providing individualized support and intellectual 
stimulation, encouraging creativity and innovation, developing new skills, appreciating the 
achievements and providing constructive feedback and guidance for improvement. 

In developing countries like Pakistan, the main focus of research has been 
attributed to the hierarchical system i.e., to the role of government or the administrators 
and the policies they adopt to control the schools at regional or institutional level (Simkins 
et al., 2003). It has been observed that the role of leaders and their leadership practices is 
an under researched area. As the researcher’s conceptualisation of educational leadership 
with reference to Pakistan’s context has been established above, it is the objective of the 
current research to observe the dynamics in the practice of transformational leadership as 
an emerging model alongside others by our leaders. Another objective of the current 
research is to identify the impact that transformational leadership has on the overall 



 
Journal of  Development and Social Sciences (JDSS) January-March 2025 Volume 6, Issue 1 

 

566 

institution effectiveness and challenges faced by these leaders in its implementation which 
remain unexplored, making the current study significant for better performance of 
Pakistan’s education system.  

Literature Review 

In 1978, the term transformational leadership was given by James MacGregor 
Burns in his book, Leadership. Transformational leadership helps the leaders in 
transforming the attitudes, beliefs, and behaviours of people working under them, inspires 
and motivates them to improve their performance to meet organizational expectations, 
and boosts self-esteem and trusts through charisma. Leithwood (2000) in his leadership 
model gives the revolutionary research on transformational leadership styles in 
educational settings. Leithwood suggests that it is the transformational leadership style 
that can be exercised and introduced as elements of principal training programs. He 
described transformational leadership along six elements: structuring school vision and 
goals; offering intellectual stimulation; contributing individualized support; representing 
professional practices; indicating high performance potentials; and evolving structures to 
foster contribution in school decisions. It has been proven that transformational leaders 
are capable to inspire their followers by creating the meaning and the importance of work 
through words and actions in educational institutes. 

Transformational leadership is proved to have a positive impact on teachers ' 
motivation which ensures students’ academic progress. Kouni et al., (2018) suggest that 
transformational leadership has always been strongly correlated with positive work 
attitude and satisfied employees. In the context of educational institutes, the survey results 
revealed that the performance of teachers is significantly improved when they work under 
transformational leaders. 

Transformational leaders have the ability to influence employees to improve their 
mindfulness regarding the importance of work and to prioritize their interest and 
emphasise on employees’ attainment of a better life. Transformational leaders inspire 
followers to have a bright and optimistic future, using an approach to guide employees to 
work towards specific directions to achieve the desirable objectives (González-Cruz et al., 
2019). There are four dimensions of transformational leadership: idealized influence, 
inspiration, intellectual stimulation, and individualized consideration (Rafferty & Griffin, 
2004). These elements boost followers’ awareness and dedication and provide support 
and inspiration. From this perspective, transformational leadership style has the power to 
shift supporters’ beliefs and improve their emotional wellbeing by giving importance to 
the subordinates, which benefits the leaders to develop emotional attachment to their 
workplace. These attributes are not present in all other leadership styles and it makes 
transformational leadership style most appropriate for the present study. Compared to 
other leadership styles, transformational leadership is people-oriented and makes sure 
that organizational success is achieved by employees through honest commitment and 
dedication; and those employees are the product to transform organizations. 

Research data show that transformational leadership positively impact schools’ 
progress, teachers’ behaviours and emotional well-being, their motivation and job 
satisfaction, and also students’ performance, hence it suggests that transformational 
leadership is effectively applied in educational set up (Leithwood & Jantzi, 2000; Lin Tengi 
et al., 2017). Leithwood and Jantzi (2000) propose that transformational leadership style 
guarantees to improve school leadership’s competence to make the essential renovations 
in educational organizations that assist in meeting stakeholders’ accountability and in 
fulfilling the requirement of improved performance. Therefore, Leithwood suggests that 
transformational leadership approaches should be exercised by school leaders and be 
incorporated in principals training programs.  
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The most important responsibility of a leader is to make an organization work 
efficiently by ensuring high employee performance. Employee performance is important in 
all organizations, but its importance increases specifically in educational organizations 
because the crucial role played by teachers in creating and nurturing future generations 
can promote the country and the society. Thus, teachers’ performance is vital as it 
contributes to the schools and increases the efficiency of education sector. In educational 
organizations, teachers look at principals with transformational leadership style as role 
models and appreciate principals for inspiring teachers by showing trust in them (Balyer 
et al., 2017). Transformational leadership traits displayed by principals plays a vital role in 
the improvement of schools where principals focus is to build a culture of a shared vision. 
According to Balyer et al. (2017) transformational leadership brings positive changes in 
organizations as it allows teachers to use their expertise to do their tasks and to feel more 
assured by demonstrating higher performance. Studies show that following 
transformational leadeeship improves the performance and provides job commitment.  

Although not much literature is available on the challenges faced in the 
implementation of transformational leadership model, Miller (2018) identifies culture and 
context as the definining parameters of practicing any educational leadership. According 
to Miller, a shift of perspectives occurs continously across organizations and hence to 
enhance strategic leadership, contextually-bound solutions are required. Context is 
important for the policy-makers and the school leaders in order to assure quality in the 
school development. Hence, culture and context becomes a challenge in the application of 
transformational leadership model as well as the educational system varies from country 
to country. Brauckmann et al. (2020) also stress on considering culture and context in 
leadership practice. Morrison (2013) mentions structural challenges a hinderance to the 
implementation of educational leadership and a negative relation between change and 
leadership in the praxis. Bush (2018) also mentions limited budget and low priority given 
to leadership preparaton as a challenge to the practice of leadership. Other challenges also 
include the sustainable actions and a prope action plan during times of unceratinities like 
the Covid-19. Considering limited research on educational leadership and challenges in 
Pakistan’s context, the current study tends to look at the practices and challenges 
pertaining to transformational leadership in Pakistan’s education system.  

Material and Methods 

The current study adopts a mixed-method approach, i.e., it is both quantitative and 
qualitative in nature, allowing the researchers to thoroughly comprehend contextual 
insights and gain measurable quantitative insights. The target population for the current 
study consisted of educational leaders, practicing educational leadership in primary and 
secondary educational institutes of Lahore, Pakistan. A total of 20 educational leaders 
participated in the study through random sampling technique. A questionnaire was 
prepared consisting of both close-ended and open-ended questions as primary data 
collection instrument. The questionnaire was divided into five sections as it suited the 
requirement to get key insights on all the areas of concern. Section 1 included the general 
demographic information and whether the respondents have taken any educational 
leadership course or not for a better understanding of the transformational leadership 
practice by the respondents. Section 2, 3 and 4 consisted of close-ended questions based 
on 5-point Likert scale to observe the level of frequent occurrence and agreement for 
practice of transformational leadership by educational leaders in Pakistan, impact of 
transformational leadership and challenges in the implementation of the selected model. 
Lastly, section 5 consisted of four open-ended questions to get in-depth analysis of the 
benefits and impacts, challenges and facilitation of these challenges, and the personal 
leadership model preferences of these educational leaders.  

The quantitative data was then tabulated and frequency distribution of each item 
was measured individually on 5-point Likert scale. A thematic analysis was employed to 
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examine the responses from the open-ended questions data and its frequencies were also 
generated in order to identify trends within the questions answered by educational 
leaders. Before administering the questionnaire to research participants, a pilot study was 
conducted with a small group of educational leaders to test the clarity, coherence and 
relvance of the questionnaire with the research questions. The feedback led to minor 
modifications ensuring bettern alignment and validity of the instrument, after which the 
questionnaire was admintered to the main research participants via Google Forms. Lastly, 
ethical considerations were strictly followed throughout the research process. The 
participants were informed about the purpose of the study and assured their anonymity. 
Additionally, the confidentialty of the responses was maintained while using the data 
collected for academic purpose only.  

Results and Discussion 

The responses were obtained from 20 respondents and the data was analyzed 
keeping in view the research questions. The number of respondents were tabulated 
according to their age range and frequency distribution of the respondents or educational 
leaders who undertook leadership courses in each age range was also calculated using the 
percentage formula as shown in Table 1.  

Table 1 
Percentage of Leaders Who Undertook Leadership Courses in each Age Range 

Age Range No of Respondents 
No. of Leaders Who Took 

Leadership Courses 
Leadership Courses 

Undertaken (%/100) 
31-40 6 4 66.67% (out of 100%) 
41-50 8 4 50% (out of 100%) 
51-60 6 1 16% (out of 100%) 

Quantitative Data Analysis 

Section 2 of the questionnaire focused on the behaviour and practice of the 
transformational leadership model by the educational leaders in Pakistan. The 
respondents were required to mark on the scale of 1-5 their level of engagement in the 
practice of 12 transformational leadership behaviours and practices to gain insight into 
the common practices among these educational leaders. The frequency distribution of 
these responses based on Likert scale has been presented in Table 2 below.  The data 
shows a high engagement of these leaders in transformational leadership practice as most 
of the respondents marked either level 4 or 5 as their level of engagement, i.e., ‘often’ or 
‘always’ engaging in these practices. It can be seen from the data that a maximum number 
of respondents reported on ‘always’ engaging in open and effective communication, 
followed by fostering a sense of responsibility, establishing challenging goals, providing 
constructive feedback, and motivating staff. This was followed by a maximum number of 
educational leaders ‘often’ engaging in the practice of articulating vision and mission, 
promoting inclusive and positive culture, acting as a role model, providing individualized 
support and professional growth opportunities, and building positive relations with the 
staff members.  

While the respondents were often or always found to be engaging in the 
transformational leadership practices, 40% leaders involved the stakeholders in decision-
making ‘sometimes’, which shows that a considerable number of leaders preferred taking 
important decisions mostly themselves, however, the combined number of respondents 
often or always engaging the staff members in the decisions outnumbers the former group. 
On average, 12.1% responses were reported on engaging ‘sometimes’ with the key 
practices of transformational leadership while being an educational leader. The low 
inclination towards ‘rarely’ and ‘never’ responses was seen by looking at the demographics 
to look at the pattern where the change occurs. It was observed that the educational 
leaders who were between the age range 50-60 marked with these responses while the 
younger educational leaders were found to be engaged highly in the practice of 
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transformational leadership. This suggests that older leaders were somewhat reluctant in 
building relationships and supporting creative and innovative ideas, i.e., they were 
resistant to adapt to the changing dynamics and stick to their conventional methods, which 
can further be linked to a less percentage of the older age group leaders who took 
leadership courses, i.e., only 16% leaders in the age group 50-60 under took a leadership 
course as seen in Table 1. Leadership courses and professional development programs can 
help the leaders to update their knowledge and improve their performance for 
organizational effectiveness as asserted by Senol (2019) and the responses align with this 
claim as young age group leaders who undertook courses were seen to engage more in the 
practices. Overall, a high inclination towards the practice of the selected transformational 
leadership practices was obtained as 43.3% and 43% responses for always and often were 
met for engaging in these behaviours and practices.  

Table 2 
Frequency Distribution of Transformational Leadership Behaviours and Practice 

 Percentage (%) 
Q No 1 

Never 
2 

Rarely 
3 

Sometimes 
4 

Often 
5 

Always 
1. Articulating vision and 

mission 
0 0 0 55 45 

2. Motivating staff and 
supporting creativity and 
innovation 

0 5 15 40 40 

3. Inclusive and positive 
school culture for 
collaboration and 
supportive work 
environment 

0 10 10 45 35 

4. Open and effective 
communication 

0 0 5 25 70 

5. Establishing challenging 
goals and expectations 

5 0 10 35 50 

6. Fostering a sense of 
responsibility and 
ownership 

0 5 0 35 60 

7. Acting as a role model 0 0 20 45 35 
8. Providing individualized 

support, mentoring and 
professional development 
opportunities 

0 0 10 60 30 

9. Building positive 
relationships 

0 5 10 40 45 

10. Involving in decision-
making processes 

0 0 40 35 35 

11. Recognizing and rewarding 
the achievements and 
contributions of teachers 
and staff members 

0 0 15 60 25 

12. Providing constructive 
feedback and assistance to 
teachers 

0 0 10 40 50 

Average 0.4 2.1 12.1 43 43.3 

In section 3, the impact of the transformational leadership to see whether or not 
the model is effective for the overall effectiveness of the educational institute was 
observed through pre-defined close-ended questions based on Likert scale. The data 
tabulated in Table 3 shows that overall, the educational leaders recognized the 
transformational leadership model as being impactful with 45% respondents strongly 
agreeing to the impactful items, followed by 42% agreeing. Improving the educator 
morale, employee performance and job satisfaction was seen as highly impactful 
characteristics of the model as 70% respondents marked on the ‘strongly agree’ scale, 
followed by 30% marking ‘agree’. Collaboration and inclusive organizational culture were 
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seen as the second most impactful trait of transformational leadership model as 55% 
leaders ‘strongly agreed’ to the question. The tendency towards ‘agree’ and ‘strongly agree’ 
options of the respondents suggest consistency in the results with the assertions of Kouni 
et al. (2018), Leithwood & Jantzi (2000), Lin Tengi et al. (2017), and Balyer et al. (2017); 
who stress upon the impacts of transformational leadership in enhancing teacher 
effectiveness, imporevement in teacher’s performence, job satisfaction, and inclusive 
organizational culture as mentioned in the literature review.  

To look at the patterns more deeply, the age variable was again looked for 
individual responses and it was observed that like the trends in the practice of 
transformational leadership, the older educational leaders’ group between the age of 50-
60 here too marked more on neutral and disagree option than their younger counterparts. 
According to this trend then, the older leaders did not see the leadership model under 
observation as impactful in the overall performance of educational institutes, enhancing 
teacher effectiveness and student outcomes, and fostering creativity. This can be linked to 
the fact analysed above that the older group was resistant to change and prefer decision-
making on their own. 

Table 3 
Frequency Distribution of Impact of Transformational Leadership on Institute’s 

Effectiveness 
 Percentage (%) 

Q No 
1 

Strongly 
Disagree 

2 
Disagree 

3 
Neutral 

4 
Agree 

5 
Strongly 

Agree 
1. Positive impact on the overall 

performance of educational 
institutions 

0 5 15 50 30 

2. Useful in enhancing teacher 
effectiveness and student 
outcomes 

0 0 25 35 40 

3. Fosters a collaborative and 
inclusive organizational 
culture 

0 0 5 40 55 

4. Improves educator morale, 
employee performance and 
job satisfaction 

0 0 0 30 70 

5. Fosters creativity, innovation 
and better student 
experiences 

0 0 15 55 30 

Average 0 1 12 42 45 

Section 4 looked at the frequencies of some of the challenges that are faced by the 
educational leaders in implementing the transformational leadership model, the data of 
which has been presented in Table 4. The data shows that cultural and contextual factors 
as the leading challenge in the implementation of the model by educational leaders in 
Pakistan. This finding is consistent with the findings of Miller (2018) who asserts that 
national culture and context are important in defining the behaviours of school leaders in 
the practice of leadership Braukmann et al. (2019) also give importance to taking into 
consideration school-context for the practice of any educational leadership. This school-
context involves and is not limited to the setting, the infrastructure and economic 
resources. Pakistan is a developing country with a dichotomy among public and private 
schools, each with its own benefits and challenges.  

Limited training and professional development opportunities followed by lack of 
resources were seen as other considerable challenges by a maximum number of the 
respondents. Interestingly, respondents reported a neutral response on the limited 
understanding of the educational leadership as a hindrance in the implementation of the 
transformational leadership model. This indicates that generally the educational leaders 
are aware of the emerging models and the importance associated with the practice of at 
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least any one model. Respondents also marked ‘agree’ and ‘strongly agree’ for resistance 
from teachers and stakeholders as a challenge in the implementation of the model, while a 
negligible number of respondents chose other options. This is also consistent with the 
findings of Afzal et al. (2018), where the stakeholders and higher focal persons are 
resistant to implement changes. The age wise analysis of this data previewed an equal 
ratio of the viewpoints of all the age groups in all items.  

Table 4 
Frequency Distribution of Challenges in Practicing Transformational Leadership 

 Percentage (%) 
Q No 1 

Strongly 
Disagree 

2 
Disagree 

 

3 
Neutral 

4 
Agree 

5 
Strongly 

Agree 
1. Lack of time, support and 

resources 
0 0 15 35 50 

2. Resistance from teachers, staff 
and stakeholders 

5 10 15 45 25 

3. Limited training and 
professional development 
opportunities 

0 5 0 50 45 

4. Limited understanding and 
awareness of educational 
leadership models 

0 10 50 30 10 

5. Cultural and contextual factors 0 0 5 45 50 
Average 1 5 17 41 36 

 
Qualitative Data Analysis 

Four open-ended questions were asked from the educational leaders to dig deeper 
in the practice of the transformational leadership by these leaders including the challenges 
they face and their personal preferences on the practice of leadership models other than 
the transformational. A thematic analysis of these questions has been presented as below: 

Benefits and Impact 

Based on the responses of the educational leaders on the benefits and impact of 
transformational leadership, five themes were identified which have been presented in 
Table 5 along with their frequencies. Collaboration was seen as highly impactful as 80% 
educational leaders mentioned it as the benefit of transformational leadership, followed by 
employee empowerment and job satisfaction. According to an educational leader, 
“transformational leadership fosters collaboration, job-satisfaction, and creative and 
innovative teaching and learning strategies.”  

Table 5 
Frequency of Themes on Benefits and Impact 

Themes Frequency 

Collaboration 80% 

Employee empowerment and job satisfaction 75% 

Professional growth and development 60% 

Creativity and innovation 60% 

Organizational culture 33.3% 

 
Challenges 

The respondents were asked about their perception of the challenges that the 
educational leaders face and four common themes were identified from their responses as 
presented in Table 6 along with their frequencies. Lack of resources and budget allocation 
was seen as the most frequently mentioned challenge with 85% frequency distribution, 
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which remains consistent with the claims of Bush (2018). Interestingly, sustainability and 
lack of evaluation methods were also frequently cited by the participants as major 
hindrances in the implementation of the leadership model. According to one of the 
participants, “lack of a proper plan for sustenance of a pipeline of future educational 
leaders and maintaining educational and work environment standards are key challenges.” 
Another mentioned, “lack of evaluation is the major point. If there is no evaluation, there is 
no improvement, and leaders generally tend to do so through managerial model.” 

Table 6 
Frequency of Challenges 

Themes Frequency 

Lack of resources 75% 

Sustainability 35% 

Lack of evaluation 35% 

Lack of professional development 23.5% 

 
Facilitation of Challenges 

According to the participants opinions on the facilitation of challenges, five themes 
were identified. Allocation of resources, followed by providing professional development 
opportunities, leadership courses, sustainable action plan, and communicating a clear 
vision were seen as common suggestions to tackle the implementation challenges. Surely, 
by providing professional development and leadership courses, the leaders and staff 
members can learn new skills and enhance their knowledge on multiple areas where the 
leaders have to act. Furthermore, they can then influence their teachers and staff members 
when they themselves are confident, as has also been reported by one of the respondents, 
“by providing resources, and professional development through leadership courses, many 
challenges can be tackled like time management and efficient working of the teachers.”  

Table 7 
Frequency of Facilitation of Challenges 

Themes Frequency 

Allocation of resources 78% 
Providing professional development 35% 

Leadership courses 35% 
Sustainable action plan 

Articulating a clear vision 
20% 
10% 

 
Other Leadership Models Efficiency Over Transformational Leadership 

To dig deeper in the practice of transformational leadership, the participants were 
questioned on the efficiency of other models in the overall effectiveness of schools over 
transformational model. Respondents generally agreed to the efficiency of the 
transformational model in itself despite challenges in its implementation. 

Interestingly, 70% of the respondents preferred practicing transactional 
leadership besides transformational to keep a balance through evaluation, ensure 
accountability and equal distribution of responsibilities. This is consistent with the 
findings of Khalil et al. (2016), who found transactional leadership model, followed by 
transformational model as the model practiced leadership models in Pakistan. According 
to one of the participants, “transformational leadership model encompasses in it all the 
tenets required to run an effective educational institute in my perspective. However, 
sometimes transactional leadership becomes necessary to keep a check on the staff and 
ensuring accountability through evaluation.” 
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Others also suggested instructional and distributed leadership as significant over 
the transformational leadership as seen in Table 8. Overall, a preference for eclectic 
approach was observed as the responses indicated using other models in addition to 
transformational leadership. 

Table 8 
Frequency of Efficiency of Other Models Over Transformational Leadership 

Themes Frequency 

Transactional leadership 70% 

Instructional Leadership 40% 

Transformational Model Alone 40% 

Distributed Leadership 35% 

 
Conclusion 

From the responses of 20 educational leaders working at different primary and 
secondary educational institutes, the current research found that Pakistani educational 
leaders engage in the practice of transformational leadership features to a great extent 
with 43.3% and 43% responses on “always” and “often” options. Furthermore, the model 
was also seen as highly impactful for improving teacher’s morale and job satisfaction due 
to its inclusive nature. Moreover, cultural, context and lack in professional development 
opportunities were seen as highly hindering the implementation process. All these three 
dimensions were also examined on the bases of age range to depict the practice of the 
model among different age groups which indicated that older age group, i.e., 50-60 was 
more sceptical towards the practice of transformational leadership and might prefer other 
conventional models. Moreover, this age group also had least percentage of leaders who 
undertook any leadership course, which can also attribute to their conventional ways of 
leadership. The thematic analysis of the qualitative data strengthened some of the impacts 
of practicing transformational leadership like collaboration, job satisfaction, and 
professional growth as cited by earlier researchers including Leithwood & Jantzi (2000) 
and Lin Tengi et al. (2017). Inclusivity and supportive work culture further become key 
factors for job satisfaction among the educational leaders, all of which are tenets of 
transformational leadership as claimed by Kouni et al. (2018). In addition, some of the 
challenges in the context of Pakistan were observed as the participants mentioned lack of 
resources, sustainability and professional development opportunities. In order to cater 
these challenges, the opinions of the respondents suggested allocation of resources and 
sustainable action plan among few of the ways through which the challenges can be 
facilitated by the national and local governments and private bodies. Overall, the findings 
of the study indicate that the educational leaders in Pakistan practiced many of the 
features of transformational leadership. The findings also suggest that age and leadership 
courses also play a role in the patterns of practice of educational models among the 
educational leaders.  

Recommendations 

In light of the findings above, it is recommended that policy-makers, government 
officials, NGOs and educational leaders involved in the education sector should look at the 
trends in Pakistan in the educational leadership and plan courses according to the 
contextual situation in order to combat the challenges and improve leadership practice for 
overall school effectiveness in Pakistan. Additionally, it is suggested that the educational 
leaders create professional development opportunities, encourage leadership courses and 
devise sustainable plans in order to deal with unforeseen circumstances. Lastly, future 
research should explore larger and diverse samples to strengthen generalizability of the 
findings and gain deeper insights into educational leadership trends in Pakistan’s 
educational landscape.   
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