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ABSTRACT 

The study examined leadership styles in education. Specifically, the study sought to investigate the different leadership styles 
in educational institutions and find out the most appropriate leadership style(s) in higher secondary educational institutions. This 
review paper used a qualitative approach to reflect upon the earlier arguments. The researcher used the discursive content abstraction 
method in data gathering. The literature search was conducted through a documentary review. The secondary data was gathered by 
using various materials such as articles, conference presentations, books, publications, and other documents available on the internet 
on educational leadership styles. After thorough scrutiny of scholarly journal articles and books focusing on educational leadership 
styles, the results show no appropriate leadership style in schools among the three major types of educational leadership: instructional, 
transformational, and distributed. The findings show that no leadership style is effective in all situations and contexts since leadership 
depends much on the context of activity performed. Further, the researcher noted that leadership is multicultural, in a sense that the 
kind of leadership to be practiced depends much on the culture of the particular area. However, it was noted that the distributed 
leadership style was more prominent than other styles. Therefore, this paper recommended that research scholars do more research on 
leadership and learning in educational institutions. 
 
Keywords: Leadership, Leadership Styles, Education, Educational Institutions, School Management, Educational Management. 
 

1. INTRODUCTION: Prominent scholars concerning leadership in schools put forward various theories and propositions. The 
concept of educational leadership is multifaceted, with heterogeneous terms and concepts grouped to define how educational 
institutions should beadministered. The major nitty-gritty of this paper is to examine various leadership styles and discuss the 
most appropriate type for developing countries. There are different leadership styles in education: Transformational leadership, 
transactional leadership, and distributed or shared leadership. Leadership styles are multicultural, signifying that the kind of 
leadership practised in educational institutional are culturally-based. Thus, the principals and school heads’ behaviours should 
reflect society's values, norms, and beliefs, and hence a diverse personality in educational institutions.  

 
One of the crucial findings of this paper is that educational leadership is context-specific, meaning that the socio-

economic, political, cultural, and traditional background of any given region or country determines the type of leadership that 
can be utilized given the available locational factors. Nevertheless, this paper attempted to highlight some suitable educational 
leadership styles for developing countries’ educational systems. This paper consists of various sections and subsections. The 
introductory paragraph is a background of the research and a literature review, followed by materials and methods, and lastly, 
the study findings and discussions and conclusions.  

 
2. Background and reviewed literature: There are different definitions and conceptualizations of the phrase Leadership in 

Education. Various scholars have questioned the significant tenets of educational leadership, and several conclusions have been 
put forward. Leadership is considered as the process of persuading and supporting people to work willingly towards attaining 
certain specific objectives (Sharma and Jain, 2013). Burn (1978) in Houseman and Stick (2013) defines transformational 
leadership as ensuring that subordinates' needs are met successfully through a high level of work performance and 
organizational engagement, respect, and encouraging participation. Using a predominantly structured approach, Hauseman and 
Stick (2013) concluded that contrasting transformational leadership, transactional leadership, appeals to individual self-interest 
and is usually an exchange process. The flows of transactional theory have limited the potential for success. Transformational 
leadership usually predicts long-term performance. 

 
Certain leadership styles are specifically apt for developing and developed nations, respectively, given the differences 

in educational systems. Concurring with the arguments put forward by Hausermanet al. (1985) that leadership can be grouped 
into three domains, mainly transactional, transformational, and distributed or shared. Transformational leadership focuses on 
inspiring assistants and giving them a chance to make decisions, whereas transactional leadership focuses on getting things 
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done. Some of the transactional leadership style features include focusing on a goal, using reward and punishment for 
motivation, and being reactive (Ibid). The distributed or shared leadership style involves sharing leadership roles. It is assumed 
that there is credit in distributed leadership compared to other leadership styles, as postulated by Kempster et al. (2010) and 
Malloy, (2012).  

 
Given the variety of approaches to leadership in educational institutions, each leadership style suits a specific context. 

Again, it is equally difficult to apply a single leadership style in any given context if not possible. The most effective leaders 
buttressed transactional leadership, as stated by Avolio, (1999). Following the arguments put forward by Bass (1985), a 
transactional leader operates within a defined system of following the rules and control, and order is maintained through the 
process. Contrary, transformational leaders seek innovative ways of doing things and are typically against the status quo. These 
transformational leaders create and reshape the environment, encouraging subordinates to be part of the process. This indicates 
that transformational leadership styles are more concerned with subordinates' involvement in decision-making within the 
organization. 

 
It is usually the case that the transactional leader starts, then transformational leaders follow (Bass 1978). Unlike 

Houseman (2012), Brown and Conrad (2007) focused more on two context that influences leadership style in education. There 
exists a close nexus between school leadership and school efficiency. Principals play a pivotal role in masterminding the 
conditions that positively impact educational institutions.  

 
Leadership performs a crucial role in the implementation of rights of innovation. Hersey and Blanchard (1982) concur 

with Brown and Conrad (2007) that leadership is situational in as much as its characteristics and traits are concerned. 
According to Senge (1990), a principal or a school leader signals support in innovation, directly shows his capabilities and the 
zeal to be the segment of the academic community in a dynamic scenario. This concept is known as the principal of the do-it-
right ideal of leadership. It is imperative to note that leadership skills are contextual. This argument is buttressed by Smith and 
Ross (1999) where they stated that not all leadership styles are effective in every circumstance. To support the argument put 
forward by Smith and Ross (1999), it can be seen that western national’s perception of leadership is to a greater extent different 
from the realities of developing nations. Be that as it may, there is a need to conduct research or come up with models that suit 
and explain well the facts of the developing world, such as Tanzania and many African countries. The major reliance on 
western and American theorization in education and leadership has led to ethnocentric misconceptions of theory and policy. 
There is a tendency by scholars to generalize western theories to be the benchmark or standards, which is a bit erroneous 
(Walker and Dimmock, 2000). 

 
One of the major findings by Brown and Conrad (2007) is that principals or school heads lack authority due to the 

presence of bureaucracy. For instance, many principals are reported to be powerless to the extent that they cannot even 
discipline teachers. The argument concurs with what the National Task Force on Education (1993) said. Educationalists stated 
that many senior officers perceive the responsibility of school leaders and curricula implementers in terms of following the 
mandates of the Ministry of Education rather than educating children. 

  
Policy borrowing is an inevitable process because the majority of the nations around the world have been colonized 

and are under the direct influence of certain dominant countries. The globalized nature of the present societies makes it 
virtually impossible to ignore the impact of other countries; to that end, most African and Asian countries often find themselves 
following the same education policies of their former colonial masters. In a real sense, colonization was one of the medieval 
forms of globalization (Yellington, 2000). The work of international agencies such as the World Bank, IMF, and several 
international NGOs has facilitated the process of policy borrowing in many countries. To add to that, it is the conviction of 
Jungck and Kajornsin (2003) that the glorification of the western lifestyle on the internet is in itself a facilitator of policy 
borrowing. Consequently, this affects the leadership styles in many countries in that these countries educational leadership 
systems are left with no cultural basis instead rely on those imposed western ideologies. 

 
3. Materials and methods: This paper aims to study leadership styles in education and to identify the most appropriate 

leadership style(s) in education institutions. 
Specifically, the paper aimed to: 

 Examine the different types of leadership styles in educational institutions 
 Find out the appropriate leadership style(s) in educational institutions  
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Secondary data was gathered from various materials, including articles, conference presentations, books, publications, 
and other documents available on the internet, on educational leadership styles. Materials were identified using various 
searches such as keywords and terminologies related to leadership styles in education settings. No date confines were inflicted 
on the search since the prime concern was directed to applying the materials in terms of their significant role to the leadership 
in education, regardless of the material age. Efforts, though, were made to get as considerable current literature as possible to 
mirror the relevance of the research subject. The major keywords used to search related articles were leadership styles, 
education, appropriate styles, educational institutions, and educational management. After thorough scrutiny of scholarly 
journal articles and books focusing on educational leadership, the following were some of the interesting conclusions of this 
paper. 

4. Discussions and findings: Literature on leadership styles and education processes discusses the common vision and interactive 
leadership in transformation leadership, the education settings, and community and learning progress. Several studies show that 
principals or school heads’ interpretation improves their effectiveness as leaders. Borrowing from a utilitarian perspective, 
actions might be the same, but the focus will be diverse. This may lead to braveness and be an inclusive plan school leaders 
use. It usually replaces the school leaders and gives autonomy to the leader, which affords him greater flexibility in running the 
institution (Leithood and Jantzi, 1999).  
 

Bush et al., (1998) posit that organization control ascribed to principals or leaders in western countries has contrasting 
and ambiguous expectations, especially on their role and responsibilities. In western countries, school leaders are expected to 
be innovative regarding achieving the educational system's goals. Leaders need to be creative; however, their action is usually 
governed by the restrictive and prescriptive education systems in different cultural contexts. To such an end, the prevailing 
educating system influences leadership styles that various institutions adopt in any given context.  

 
4.1 Leadership in Multicultural societies:  educational leaders in various geopolitical contexts usually engage in actions that 

hinder the achievement of their objectives, as mentioned in literature. In western countries, risk-taking is expected from school 
leaders, and usually, principals are not penalized for trying new ideas. Consequently, the argument that leadership is a 
subversive activity often drags braveness in leadership to the periphery, underscoring effective leaders' roles in schools. 

4.2  
While subverting activities are contextual, in any case, they are temporal. The concept of multicultural leadership is 

holistic. This is a leadership approach that both externalizes and internalizes the diversity of the cultural differences that is 
prevalent in many developing countries. Therefore, this will help cater to these countries' peculiar heterogeneous nature. 
Multicultural leadership is concerned with enhancing diverse personalities. Therefore, school leaders are anticipated to 
comprehend and appreciate cultural differences amongst educational stakeholders. 

 
The diverse personalities are significant in the education system, which serves heterogeneous societies in developing 

nations. Because there is a need to exhibit a certain degree of multicultural embracement. This scenario usually calls for a 
certain kind of leadership in which the head/principal of the institution can disseminate the crucial values, beliefs, and customs 
around which to centre schools’ mission, vision, aims, curricula, and teaching methodologies. Therefore, there is no separation 
of either a teacher, a student, or parent of any race, class, doctrine, caste, or creed. This is, in turn, reduces marginalization.  

 
Principals need to replicate in their actions, respect, understanding, and appreciation of the diverse complexities of 

culture within societies in developing nations. Therefore, it is easier for school heads to establish a relationship between 
ethnicity and culture to accommodate community support. Multicultural school leaders should go beyond recognizing the 
intrinsic support of individuals, communities, and several cultural elements and perspectives to the educational curriculum.  

 
Connerley and Pedersen, (2005) assets that the emphasis of multicultural school leaders is concerned with valuing the 

diversity of societies through leaders’ actions in schools, which are collaborative and community-based. They also insisted that 
leaders should emphasize cultural diversities within institutions. Dimmock and Walker (2005) conviction that leadership in 
schools plays a crucial role in multicultural settings. From this paper, it can be seen that efficient leaders in schools are not 
always found in industrialized societies. However, all programs in the education system of several developing countries 
highlight a bias towards industrialized countries perception of educational leadership. Nevertheless, the contextual certainty of 
the third world countries requires a unique type of educational leadership.   

 
A lot has been already documented by scholars from all corners of the world concerning multiculturalism and 

leadership in educational institutions. Therefore, what remains is to understand the realities of developing nations such as 
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Tanzania in as much as educational leadership systems are concerned. Kuluchumila (2014) attempted to develop various 
theories that can be used to explain leadership styles in Africa. He identified four key elements that school leaders should 
consider for effective leadership: policy, research, practice, and theory. These elements are underpinned by national ideologies 
such as social democracy, Maxims, Feminism and Ubuntu. Apart from national ideologies, educational philosophies of nations 
and the various education policies laid for self-realization of national educational goals plays a significant role in modelling 
leadership in educational institutional. 

 
Additionally, the paper by Kuluchumila highlighted that, in countries like the USA, UK, France, and others, all school 

leaders need to possess leadership skills or qualifications. However, this usually depends on the policy (national), where its 
applicability could rely on research that gives scientific proof over its validity. More emphasis was directed on the 
implementation of educational policies and theories. Theories are more worth if they serve to explain the practice and provide 
academic managers guide to action. Educational leadership should not rely only on experience and intuitions but should use 
theories to back training and experience, according to Ronald and Martha (2001). 

 
4.3 Leadership behaviours / theories: Different focus on studies among scholars led to diversity in the conceptualization of 

leadership. In the past, the focus was directed on the quality of the individual as a leader. In contrast, lately, more emphasis has 
been on the specific features of the different individuals to know how leaders behave. Eventually, the meaning of leadership is 
attached to the behaviours of individuals practising leadership (Hoy and Miskel, 1982). 

 
Horner (1997) explains different types of leadership theories and spotlighted various leadership meanings. Firstly, 

these theories are Trait theories that stipulate that leadership is concerned with inborn internal qualities. Secondly, Contingency 
theories explain that the effectiveness of particular leadership styles is situational. Thirdly, Vertical dyad linkage or leader 
theory-member exchange theory stipulates the relationship of the leader and followers as opposed to the general average 
leadership style. Theories focusing on culture insist that leaders should change as much as culture is concerned and as the 
environment changes. This concurs with arguments put forward by Connerley and Pedersen (2005), who emphasized that 
school leaders must be multicultural. 

 
Motivational theories lead to the emergence of transactional and transformational leadership. It is noted that 

transactional leadership can keep followers motivated for the short term. Transformational leadership finds ways to motivate 
and satisfy their followers by meeting needs and fully engaging them in the organization. Bush (2003) ascertain that there are 
several definitions of the concept of leadership. However, leadership can be perceived from three major dimensions: leadership 
and vision, leadership and values, and leadership as influence. 

 
4.4 School Leadership in Developing Nations: Schools are social organizations comprising leaders, teachers, support staff, and 

students, all aiming to achieve education. Kuluchumila (2014) argues that the theory of distributed leadership is an expansion 
of leadership roles in educational institutions formally and informally. It is always the case that responsibilities in a given 
organization are shared by different individuals (Bush and Glover, 2012). The paper emphasizes that viewing school leadership 
from the distributed perspective is more likely to offer a helpful understanding of how leadership and management perform 
their daily routine and cope with challenges met in their respective schools. The proponent of the distributed leadership style 
argues that this style is essential because educational boards and institutions are often multifaceted, making it difficult for one 
individual to manage them, as Heller (1993) stated. 
 

In educational institutions, three categories of leaders have been identified in developing countries: senior school 
leaders, middle leaders, and junior leaders. Kuluchumila (2014) showed that, by looking at the three groups of leaders, 
educational institutions are worth using different leadership styles, as leadership styles depend on the context of activity 
performed. 

 
It was noted by Dimmock (2003) that the majority of the third world countries, including Tanzania, employ 

distributed leadership style in their educational institutions because it is often assumed to be the best style of school leadership. 
This is considered a common leadership distribution where the leadership function is extended over many individuals. The 
distributive leadership style is considered a style that allows school community members to participate in leadership (Dimmock 
2003). 
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4.5 The Impacts of School Leadership on Students’ Achievements: School leadership style practised by principals or school 
heads contributes to the student's achievements in their schools. However, according to Ross and Gray (2006), impacts are not 
directly noted. School leaders who adopt transformational leadership behaviour contribute to teachers' professional education 
straight and obliquely via collective teacher worthiness. Transformational leadership makes predictions of the teacher's 
practices, and beliefs whilst transactional leadership is more confined to good organizational performance (Koh et al., 1995). 

 
According to Ross and Gray (2006), transformational leadership involves a variety of elements such as sustaining and 

identifying the vision and mission of the institution, mental and individual consideration. In educational institutions, members 
of the institutions are motivated through transformation leadership, which also enhances the values and beliefs of members, 
inspiring them to perform beyond what is expected of them, which usually benefits the institutions. 

 
The social cognition theory assumes that a belief in personal agency forms the foundation of action. Bandura (1997) 

argues that self-efficacy is the belief a person holds regarding one’s power to affect a situation, thus the majority self-efficacy 
towards the organization or education institution, including the teacher's perception of the institution or school, which directly 
benefits the students. Teachers' self-efficacy can be contributed by leadership actions that emphasize work accomplishment 
giving frequent feedback, and prioritizing academics in the institution. The leadership style practised by the principal or school 
heads can contribute to teachers' efficacy beliefs; this can be through sharing decision making and giving persuasive messages, 
providing opportunities for teachers, and reducing stress for workers. 

 
The collective teacher efficacy motivated the teachers’ willingness to assist each other, contributing to better 

commitment and dedication in the workplace (Goddard 2002). The findings show that school heads and principals who 
practised a transformational leadership style positively impacted the teacher’s capacity and devotion to the educational 
institution. This suggests that it will effectively improve student achievement when transformational leadership is practised. 

   
Literature on leadership ascribes specific dynamic mechanisms that make it possible for school leaders and principals 

to buttress and strengthen teachers' commitment and dedication. Leithwood et al, (1999) spell out that principals who demolish 
hierarchy and provide teachers with the opportunity to develop institution and organization goals and improvement plans obtain 
higher commitments. Ross and Gray (2006) assert that, since school heads and principals have a wide range of experiences in a 
variety of education settings and have legal authority, they can plan feasible goals and interpret the achievement concerning 
organization goals. Further, school heads can convince teachers to become effective organizational members. This can lead to 
higher student achievement. 

 
Tulowitzki et al. (2021) discussed the role of leadership, drawing from comparative evidence from Germany and the 

USA stipulated that leadership for learning is conceptualized as a dynamic course where the whole school institution engages 
in meaningful and interactive relationships. This will lead to comprehensive interconnectedness of all learning levels at the 
school level. This is in line with Day (2011), who pinpointed that a greater link exists between instructional leadership and 
leadership for learning. This is so because both concepts emphasize the need for supervision and leading in schools' 
instructional and curricular program, which are defined by the schools’ vision and mission and promotes a positive school 
learning climate. 

 
Hallinger and Heck (2010) also believe that the final goal of both leadership concepts is to improve students’ learning. 

However, the only difference is that unlike leadership for learning, instructional leadership aims at achieving these goals by 
enhancing the coaching program. Whilst leadership for learning’s major aims is to build the intellectual capacity of learning 
institutions which improves the student outcomes in the long run. Bush and Glover, (2014) add to the above argument by 
Hallinger and Heck, (2010) by stating that the term leadership for learning is far beyond the idea of coaching management 
through involving a broader perspective of management actions to buttress learning and educational outcomes. 

 
Tulowitzki et al., (2021) were more concerned with documenting the significant characteristics of leadership for 

learning. However, one of the chief traits of leadership for learning is that educational objectives focus entirely on aligning the 
fundamental aspects of schooling with teaching instructional centred leadership at its centre. Another factor is that the 
enhancement of students learning is solely achieved through engagement and dynamic institutional resources that support 
school-made reforms effort and teacher behavioural change. This also supports capacity building as postulated by Cosner 
(2009). 
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Leaders for learning is an everchanging process that involves a variety of components, activities, and practices that 
affect teachers, students, and educational stakeholders. According to Harris, (2004), leadership for learning also incorporates 
aspects of literality. Tulowitzki et al., (2021) define literality as appreciating that management can be a shared phenomenon 
that can also happen following the horizontal direction, for instance, students to students and teacher to teacher. Therefore, the 
term "leadership for learning" is associated with democratic leadership models, namely, distributed, collaborative and shared 
leadership as stated by Denis et al., (2012).  

 
Differences between countries in as much as leadership is concerned do exist; for instance, from a paper by 

Tulowitzki et al., (2021), school leadership in Germany focuses on student achievement gains rather than inclusiveness. There 
are several differences between Germany and the USA regarding schools' professional culture. This highlights the need to 
conduct further research, contextualizing the understanding of school leadership in countries across the globe. This is in line 
with the argument put forward by Tulowitzki et al. (2021) that there is a lack of documentation on education management and 
leadership for learning in many countries in the developed world; hence, this calls for research on educational leadership styles. 
The study suggests those empirical results on leadership for learning in the USA and Germany share more commonalities than 
differences.  

 
All in all, the major types of educational leadership are shared, instructional and transformational. Again, the local 

context of the schools shapes the actions of educational leaders in most countries. Nevertheless, the social context also plays a 
critical part in enhancing the success of school heads. In Germany, the social context influenced the leadership process and 
their success.  

Relative contributions are enough evidence for conducting international comparative researches, and this will allow 
the academician to mirror specific national contexts, thereby building more concrete and long-lasting models. Therefore, 
providing an opportunity to understand explicit and implicit culturally specific theories, beliefs, and assumptions of how 
leadership in schools influences educational institutions' teaching and learning process (Tulowitzki et. al, 2021). This helps to 
review relevant determinants, interactions, and results of leadership styles. Although research pinpoints the importance of 
leadership for learning, there is an emergent need for research to comprehend the link and interconnects practices of principals, 
teachers, and students. 

 
5. Conclusion: From the above discussion, it is clear that each leadership style can operate differently in various organizations. 

Further, it is noted that there is no single style that is one size fits all (transformational, transactional, and distributed or shared 
leadership styles). Generally, it could be more meaningful to mix the leadership styles to achieve the set objectives.  
 

From the literature reviewed, it is clear that distributed leadership style is a more appropriate leadership style in 
schools than other styles. However, to successfully achieve the educational objectives, the author suggests the combination of 
all three kinds of leadership styles since the weakness of one leadership style can be counterbalanced by another leadership 
style. 
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