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Abstract 
The major purpose of this study was to identify the leadership styles of 

secondary schools’ head teachers in Punjab, and compare them by 

gender, locality and nature of job. Punjab was divided into three 

zones to select 360 public secondary school teachers by equal 

proportion from each zone. Data was collected by using a self-

constructed questionnaire on five-point rating scale. Collected data 

was analyzed by using descriptive statistics and t-test of independent 

samples. The study concluded that secondary school heads most 

frequently practiced democratic leadership style followed by 

authoritative leadership style and laissez-faire style. Significant 

difference was observed in male and female heads’ approach to use of 

authoritative and democratic leadership styles. The results reveal no 

significant difference in use of authoritative, democratic and laissez-

faire leadership styles by rural and urban school heads. There was 

significant difference in the perceptions of permanent and contractual 

teachers of their heads’ leadership styles. 

 

I. Introduction 
 Prevailing social, political and economic changes in the environment in which 

schools are situated, as well as important changes in the education system itself, such as 

the technique educational institutions are managed; required that school leaders needed to 

be well equipped to meet the challenge of 21
st
 century (Northouse, 2010). Moreover, 

technological advancements, the global demands of a professional workforce, increased 

competition and different needs of students are a few indicators of why school leaders 

need to be professional and to continually promote development to enable their schools to 

be sustained within a demanding situation in an era of globalization (Bono & Judge, 

2003; House & Javidan, 2004).      

   

 There are numerous fundamental forces within the repeatedly changing 

educational environment in which school leaders work, such as school demographics, 

accountability frameworks, multifarious governance structures and the 

professionalization of teaching that demand the use of knowledgeable leaders to manage 

with the challenges of changing atmosphere (Murphy, 2002). These educational 

conditions are now more dynamic, complex and fluid than ever before, suggesting 
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different scenarios that could influence the ways in which leaders execute their roles and 

deal with challenges and problems. Northouse (2004) conclude that an increasingly 

uncertain, competitive environment and fast-paced is forcing change upon schools, and 

that leaders should focus on their leadership style to excel. 

 

II. Literature Review 
 Leadership  is  an  advance  technique  of  working  with  people  in  a school to 

achieve desired objective.  Persons who belong to managerial leadership must understand 

the environment of a school, and interconnect the behaviors of other with the school 

structure. To direct the people, the supervisor must have a vision of leadership 

(McCloskey, 1967).  School leadership is the most important element which can play a 

significant role in the achievement of a school. Successful and effective school leaders 

are able to develop and promote positive relationships and can encourage teachers to use 

extra effort in their work (Northouse, 2004). Various ideas about leadership definitions 

include motivating and stimulating, exerting influence, leading by example, helping 

others realize their potential, selflessness and making a difference. Leadership is defined 

as facilitating a group and connects jointly in the process of sharing, developing, moving 

into vision, and then living it out.  All the educationists also emphasize the importance of 

a leader's nature and seriousness in building up the faith necessary for the leadership and 

to achieve objectives over a period of time. (Yukl, 2002). 

 

 Leadership in education means directing activities of those busy in training of 

minds towards achievement of goals set by those persons who have planned themselves 

for it. In educational set up this leadership is exercised by the head teacher for principal 

of school (Mehrotra, 2005).  In every institute there must be a power to direct its 

resources (money, materials and employees) towards organizational standards and goals. 

In school, there must be a power to direct activities of staff and students towards success 

of the schools about declared objectives. Leadership gives that force and expresses the 

leadership style. (Yukl, 2002). 

 

 Leadership style of head teacher plays a fundamental role in school efficiency and 

progress. Eyal and Roth (2011) maintain that leadership styles among school head 

teachers play an important role in teachers’ motivation as well as in student learning 

achievement. Kythreotis, Pashiardis and Kyriakides (2010) describe direct effects of head 

teachers’ leadership style and school environment on student learning achievement. 

Holley (1995) has developed inspiring experimental facts to suggest that the leadership 

style of the head teacher can create a climate that is encouraging and sympathetic of the 

instructional emphases on the institution.  In conclusion, it can be stated that school 

leadership has a significant effect on school improvement and school effectiveness 

(Wallace, 2002). 

 

 Research on leadership style is a vast area having a variety of leadership styles and 

concepts of successful leadership. There is a time and place for the entire leadership 

styles. No leadership style is good or bad. It is how leaders utilize them that determine 

achievement or failure of the institution (Eyal and Roth, 2011). The existing literature 

suggests that there are generally eight leadership styles practiced in the educational 

context. These are the innovative style, charismatic style, command and control style, 

laissez-faire style, servant style, the situational style, pace-setter style and the 
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transformational style. Usually, research focused on head teacher of school as leader, 

whereas current vision of educational leadership and changing roles of school managers 

counts the impact of informal leaders in schools (Dubrin, 2008).  

 

 There are different leadership styles having diverse characteristics and everyone is 

valuable in a specific condition. Therefore, leadership style may be adopted in 

accordance with the situation.  The researcher has selected most commonly used three 

leadership styles to identify the leadership styles of public secondary schools in Punjab.  

These leadership styles are as under; 

 

 Autocratic leadership style is where leader contains full control over their 

subordinates. Group members and workers have little opportunity to provide suggestions, 

even if, these would be in the group’s or the institute’s greatest interest.  Armstrong 

(2004) explains the strong point of autocratic leadership style is that it's incredibly 

proficient. Decisions are made quickly and work completed.  According to Tittermore 

(2003) autocratic leadership style is normally most excellent used in crises, when 

decisions must be completed quickly and without disagreement. For example, the 

military commonly uses autocratic leadership style; higher commanders are responsible 

for rapidly making complex decisions, which allows troops to focus their attention and 

power on performing their predetermined tasks and missions.  

 

 Lussier and Achua (2004) describe that democratic leadership style leaders take 

final decisions but they include group members in the decision-making process. They 

give confidence to opinion of group members and are often very much busy in making 

projects and drawing conclusions.  There are several benefits of democratic leaders. 

Group members feel high job satisfaction and creative because they are concerned in 

decisions (Yulk, 2002). According to Douglas (1996), this leadership style also helps to 

extend people's skills and experiences. Team members feel in control of their fate, so 

they are motivated to work hard by more than just a financial incentive. This style can be 

appropriate when working as a group is essential, and when quality is more important 

than capability or production.   

 

 In laissez-faire leadership style leaders provide their team whole freedom to do 

their work and set their own objectives. They provide team support with finances and 

suggestion, if required, but otherwise do not get involved.  Douglas (1996) clarifies that 

this leadership style can be proficient if the leader observes achievement and gives 

response to group members regularly. It is frequently successful when individual group 

members are well qualified, self-starters and trained.  The major benefit of laissez-faire 

leadership styles is giving group members so much self-sufficiency can direct to high job 

satisfaction and improved competence  

 

 It can be observed from literature review that there are different leadership styles 

that are based on different theories and assumptions.  The leadership style that individuals 

exercise is based on a combination of their values, beliefs and preferences, as well as the 

organizational norms, culture and situation, which encourage various leadership styles 

and discourage the others. However, it should be observed that leadership styles are 

required as per the circumstances. Leader requires adopting authoritative style being the 

most excellent and successful. While, with homogenous level of highly motivated, expert 
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and coherent team, democratic or laissez-faire style may be more successful (Eyal and 

Roth, 2011). The purpose of selecting a style is to achieve the objectives of the 

organization whereas balancing the interests of its members as well as institution or 

organizational discipline.  

  

 It is worth mentioning that the role of principal/head teacher who is the focal 

person of education system and well aware about the situation and atmosphere of 

educational institutions, directly control teachers and organize with local community; 

remains unmoved under decentralization of power plan. A large number of school heads 

are still receivers of policy decision rather than performing an active part in school 

development for quality enhancement (Mahmood, 2005).  

 

 Harris (2005) describes that principals need strong leadership skills to successfully 

lead the schools of the twenty-first century and address school improvement pressures. 

Current educational reform has focused enormously on the influence of leadership 

behavior on school progress. Leithwood (2004) argues for the effective principal 

behavior in terms of transformational and transactional leadership styles. They are of the 

view that, influence of principal on teachers’ teamwork has an effect on the behavior of 

principals’ and teachers’ regarding school improvement.  

 

 Leadership styles are the basic component in running the management of schools.  

Management and leadership styles are the two sides of a coin.  In this situation the 

responsibility of a leader is very vital not only for identifying the weaknesses of school 

management as well as providing guidance for effective and efficient running of the 

schools. Different studies are conducted on leadership styles of head teachers. Mehmood 

(2011) conducted study on impact of administrative leadership styles of secondary school 

heads on teachers’ performance in NWFP in Pakistan. Iqbal (2005) investigated 

organizational structure, leadership style and physical facilities of public and private 

secondary schools in Punjab and their effect on school effectiveness. Naseer, Nasarullah 

and Ashiq (2014) conducted study on leadership styles of head teachers at secondary 

school level in Pakistan. In previous researches, either limited sample was selected or 

leadership styles of school heads were investigated along with other variables.  The 

present study was an attempt to fill the research gap and investigate school heads’ 

leadership styles giving reasonable representation to all the regions of Punjab province. 

This study sought to identify the leadership styles of head teachers as perceived by the 

secondary school teachers in Punjab, Pakistan. 

 

 An attempt was made to answer the following research questions:  

 

 To what extent different leadership styles are practiced by head teachers of public 

secondary schools in Punjab?  

 Was there any significant difference in the use of male and female head teachers’ 

leadership styles at secondary schools?   

 Was there any significant difference in the use of leadership styles by rural and 

urban school head teachers?   

 Was there any significant difference in leadership styles of contractual and 

permanent head teachers at public secondary schools?  
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III. Research Method 
 This study, designed to identify the leadership styles of head teachers at secondary 

schools, was related to descriptive research and survey method. As this study was 

delimited to Punjab province, the target population included all male and female teachers 

working in public secondary schools of Punjab. In Punjab, there are 36 districts and 

116,451 teachers are working in public secondary schools (Government of Pakistan, 

2014).  

 

 Multi-stage random sampling technique was employed for the selection of sample. 

Punjab province was divided into three zones, and two districts were randomly chosen 

from each zone. The selected districts included Attock and Sargodha (from north zone), 

Gujrat and Sahiwal (from central zone), and Bahawalpur and Layyah (from south zone). 

Twenty public secondary schools were taken randomly from each district. Boys and girls 

schools and rural and urban schools were given equal representation. From each school, 

three teachers were selected randomly. Thus, 360 teachers from 120 secondary schools 

formed the sample size of the study. Out of 346 respondents, 49% were male and 51% 

were female teachers; 53% respondents belonged to rural schools and 47% were from 

urban schools. Majority of teachers (84%) were working on permanent basis.   

 

A. Development and Validation of Research Instrument 

 After an extensive literature review, a questionnaire was designed for teachers to 

measure leadership styles of head teachers at public secondary schools. The Leadership 

Styles Questionnaire (LSQ) contained three sub-scales i.e. autocratic, democratic and 

laissez-faire. The LSQ included twenty statements for each leadership style on five-point 

Likert scale (never, rarely, sometimes, often and always). In total, the LSQ contained 60 

close ended items apart from demographic information such as gender, designation, 

locality of school etc.  

 

 The instrument was distributed among seven experts for validation.  The experts’ 

suggestions helped in modification of question items and finalizing the instrument. Pilot 

study was also conducted on 20 teachers of ten government schools. The calculated 

Cronbach coefficient value was found 0.89, which indicated high reliability of LSQ 

(Fraenkel, Wallen & Hyun, 2012).   

 

B. Data Collection and Analysis 

 This study was carried out by using questionnaire on leadership styles for 

secondary school teachers. It was administered to 360 secondary school teachers from 

120 schools of the Punjab for the purpose of data collection. Since sample of the study 

was scattered in the 6 districts of the Punjab province, it was hard for the researchers to 

physically access all the respondents.  Therefore, data was collected by adopting three 

different ways i.e. personal visits, mail and having help from colleagues.  Overall 346 of 

the total 360 questionnaires were received back from all the 6 districts selected from three 

zone of the Punjab. Thus, the return rate of questionnaires remained 96%, which was 

very encouraging for the researchers. The collected data was analyzed by using Statistical 

Package for Social Sciences (SPSS Ver. 20). To measure the leadership styles of 

secondary school head teachers, percentage, mean score and standard deviation were 

calculated.  The comparison between different groups of respondents was made by 

applying t- test of independent samples.   
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IV. Results  
 Study was designed to identify the leadership styles of head teachers at secondary 

level.  Results are presented in the following section.  

 

Table 1: Teachers’ opinions about leadership styles used by head teachers  
Leadership Styles Level %age Mean Std. Dev. 

1. Autocratic Style 

Never 22.76 

2.83 

 

Rarely 21.79  

Sometimes 22.54 0.45 

Often 18.65  

Always 14.26  

2. Democratic Style 

Never 7.89 

3.62 

 

Rarely 15.92  

Sometimes 22.26 0.56 

Often 28.61  

Always 25.33  

3. Laissez-Faire Style 

Never 24.63 

2.72 

 

Rarely 19.94  

Sometimes 26.31 0.44 

Often 12.84  

Always 16.26  

 

 Table 1 indicates teachers’ opinions about leadership styles used by head teachers 

at secondary schools. Regarding autocratic leadership style, 22.76% respondents told that 

it never occurred that head teacher used autocratic leadership style in schools. However 

22.54% opined that it sometime occurred, 21.79% said that it rarely happened, 18.65% 

told that it often occurred and 14.26% teachers told that it always happened.   

 

 Concerning democratic leadership style, 28.61% respondents said that it often 

occurred that head teachers used democratic leadership style in school. However 25.33% 

opined that it always happened, 22.26% said that it sometimes occurred, 15.92% told that 

it rarely occurred and 7.89% teachers told that it never happened.   

 

 Relating to laissez-faire leadership style of head teachers, 26.31% respondents told 

that it sometimes occurred that head teachers used laissez-faire leadership style in school. 

However 24.63% opined that it never happened, 19.94% said that it rarely occurred, 

16.26% told that it always occurred and 12.84% teachers told that it often happened. 

   

 The mean scores indicate that democratic leadership style received highest rating 

(M=3.62) followed by authoritative leadership style (M=2.83). The laissez-faire 

leadership style was given lowest rating (M=2.72) by secondary school teachers. It shows 

that secondary school head teachers most frequently used democratic leadership style, 

whereas laissez-faire was least preferred leadership style by the public secondary 

schools’ heads.  

 

 Table 2 shows gender wise comparison of teachers’ opinions about leadership 

styles of their head teachers at secondary school level. There was a significant difference 

in the opinions of male and female teachers (t=-1.986, p<0.05) about authoritative 

leadership style. The mean scores show that female head teachers (mean = 2.88) were 
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more authoritative as compared to male head teachers (mean = 2.78). Significant 

difference was also observed in the opinions of male and female teachers (t=2.196, 

p<0.05) about democratic leadership style exercised by their heads. The mean scores 

show that as compared to female head teachers (mean = 3.55), male head teachers (mean 

= 3.69) were more democratic in managing school affairs. 

 

Table 2: Gender-wise comparison of teachers’ opinions about leadership styles of 

Head teachers  

Leadership Styles Category N 
Mean 
Score 

SD t-value 
p-

value 

1. Authoritative Style 
Male 172 2.78 0.45 

-1.986 0.048* 
Female 174 2.88 0.44 

2. Democratic Style 
Male 172 3.69 0.50 

2.196 0.029* 
Female 174 3.55 0.57 

3. Laissez-faire Style 
Male 172 2.73 0.41 

0.249 0.803 
Female 174 2.72 0.46 

Leadership Style Scale 
Male 172 3.06 0.37 

0.402 0.688 
Female 174 3.05 0.37 

 

 It is evident from the data that no significant difference existed in the opinions of 

male and female teachers (t=0.249, p>0.05) about use of laissez-faire style. It shows that 

male and female head teachers’ approach was similar about laissez-faire leadership style.  

 

Table 3: Locality-wise comparison of teachers’ opinions about leadership styles of 

Head teachers 

Leadership Styles Category N 
Mean 
Score 

SD t-value 
p-

value 

1. Authoritative Style 
Rural 183 2.83 0.45 

0.144 0.886 
Urban 163 2.82 0.45 

2. Democratic Style 
Rural 183 3.63 0.55 

0.498 0.619 
Urban 163 3.60 0.56 

3. Laissez-faire Style 
Rural 183 2.72 0.44 

-0.178 0.859 
Urban 163 2.73 0.44 

Leadership Style Scale 
Rural 183 3.06 0.37 

0.242 0.809 
Urban 163 3.05 0.36 

 

 Table 3 indicates locality-wise comparison of teachers’ opinions about leadership 

styles of head teachers. No significant difference was found in the opinions of rural and 

urban teachers about use of authoritative style (t=.144, p>0.05), democratic style 

(t=0.498, p>0.05), and laissez-faire style (t=-0.178, p>0.05). It implies that rural and 

urban school head teachers employed similar approach to leadership. 

  

Table 4: Comparison of teachers’ opinions about leadership styles of permanent 

and contract head teachers  

Leadership Styles Category N 
Mean 
Score 

SD t-value p-value 

1. Authoritative Style 
Permanent 304 2.80 0.43  

-3.41 
 

0.001* Contract 42 3.05 0.54 

2. Democratic Style Permanent 304 3.60 0.56   



914      Pakistan Journal of Social Sciences Vol. 36, No. 2 

Contract 42 3.17 0.50 -2.05 0.045* 

3. Laissez-faire Style 
Permanent 304 2.93 0.40  

-3.38 
 

0.001* Contract 42 2.69 0.43 

Leadership Style 
Scale 

Permanent 304 3.03 0.36  
-3.67 

 
0.001* Contract 42 3.25 0.39 

 

 Table 4 shows comparison of teachers’ opinions about leadership styles of 

permanent and contract head teachers at secondary schools. The t-statistics (t=-3.41, 

p<0.05) suggest significant difference in the opinions of teachers about authoritative 

leadership style. The mean scores show that contractual head teachers (mean = 3.05) 

were more authoritative as compared to permanent head teachers (mean = 2.80). There 

was also significant difference in teachers’ opinions (t= -2.05, p< 0.05) on democratic 

leadership style. The mean scores show that permanent head teachers (mean = 3.60) were 

more democratic as compared to contractual head teachers (mean = 3.17). 

 

 On laissez-faire leadership style, significant difference was observed in the 

opinions of teachers (t=-3.38, p<0.05). The mean scores show that permanent head 

teachers (mean = 2.93) were more laissez-faire oriented as compared to contractual head 

teachers (mean = 2.69). 

 

V. Discussion and Conclusion 
 The primary aim of this study was to explore leadership styles used by head 

teachers at secondary level  in Punjab. In this regard, this study concludes that head 

teachers mostly practice democratic leadership style. They mostly share responsibility 

with teachers and involve staff members in the process of decision making. They mostly 

solve the school matters with discussion. Iqbal (2005) conducted study on leadership style 

and physical facilities.  The results of this study support the findings of current study. 

Kunwar (2002) observes that democratic leadership style gives best results but in some 

situation authoritative style may be effective. Geoffery (2012) conducted study on 

principals’ leadership styles in Kenya. It is interesting to note that present study’s results 

are in line with the findings of this study also support the findings of Geoffery’s (2012).  

Casimir (2001) also conclude that majority of the head teachers exercise democratic 

leadership style.  

 

 Gender wise comparison was also made about heads’ leadership styles. Significant 

difference was observed in male and female heads’ approach to use of authoritative and 

democratic leadership styles. Male head teachers were comparatively more democratic 

and female head teachers were more authoritative in their leadership style. However, 

male and female school heads exhibited similar behavior about laissez-faire leadership 

style. Naseer, Nasarullah, and Ashiq (2014) analyzed leadership styles of head teachers at 

secondary level in Pakistan. Their study concluded that there was significant difference in 

leadership styles of male and female head teachers. Similar results were also reported by 

Adeyemi (2011) and Muhammad and Saad (2014). Wallace (2002) concluded in his 

study that female head teachers were authoritative as compared to male head teachers, 

while male head teachers were more democratic as compared to female head teachers 

about decision making in schools. 
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 Regarding comparison of rural and urban heads’ leadership styles, the results 

reveal no significant difference in use of authoritative, democratic and laissez-faire 

leadership styles. The findings of this study support the conclusions made by Daft (2005), 

and Naseer, Nasarullah and Ashiq (2014). Adeyemi, (2011) conducted study in Nigeria 

and concluded that leadership styles of rural and urban principals were similar.  

   

 According to results of this study, there was significant difference in the 

perceptions of permanent and contractual teachers of their heads’ leadership styles. 

Contractual teachers perceived that their head teachers were more authoritative in their 

leadership behavior. On the other hand, permanent teachers believed that their school 

heads were more democratic and laissez-faire oriented. Mehmood, (1995) conducted 

study on leadership behaviors and effectiveness of secondary school heads in Pakistan. 

This study also concluded that there was a significant difference in the opinion of 

permanent and contractual teachers about leadership behavior of school head teachers.   
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