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Abstract 

Different leadership theories were reviewed, and the focus was on the practical application and its 

significance in the educational field. The most effective leadership theories is identified after examined 

the different leadership styles and its impact on the school administration and educational outcome. 

Leaders are important in creating vision, change and progress within an organisation, especially in 

education where this will affect the teacher morale, student engagement and the institutional culture, this 

paper explores transformational, transactional and situational leadership theories and evaluate the 

relevance and effectiveness of managing the challenges in the educational institution such as policy 

changes, technological advancements and diverse student needs. By integrating these leadership theories, 

this review aim to provide effective leadership qualities to enhance the educational leaders to better 

manage change, innovation and better educational outcomes. 
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Introduction 

This is a review on different leadership theories, principles and styles available currently and it practicality 

and importance in the educational field. We look into how the differences in leadership influence the 

various outcome on school administration and most importantly educational outcomes. By this detailed 

analysis of different leadership models, we identified the most effective models and approaches suitable 

for the educational field. 

Leadership has an important role in every organizational framework. To lead is to influence and is an art 

to motivate a group of people to a successful goal. Leaders are the catalyst for the vision, change and 

progress in the society. As leadership is important for a successful outcome in various field, this spun the 

interest in the study of different leadership models. The social, psychological and organizational factors 

were analysed to find out the most effective leadership theories. Different leaders are available; from the 

charisma of a powerful leader to the calculated precision of a transactional leadership, this complex 

interplay of different traits and behaviours among leaders are investigated to determine the effective style 

to apply in different organizational settings. 
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With the current trend of globalization and fast-paced society, its critical to have a good leader to maximise 

the organization’s potential to succeed. There will be always unprecedented challenges and changes, 

necessitating leaders to not only adept at managing the present, but also have vision to anticipate and 

guiding towards the future. We delved into the importance of different qualities of leaders and how it can 

be cultivated for different challenges. 

There remains significant gap in application of leadership theories, principles and styles in the educational 

field as evidence by the limited assimilation of existing leadership theories by the educational leaders. 

There is a lack of comprehensive understanding among the leaders as to which leadership styles is effective 

for a very diverse educational field, leading to inconsistencies in the leadership practices and thus affecting 

the efficacy of their management and their ability to achieve educational goals. With increasing 

educational demands, technological advancements and society expectations, the educational field is facing 

more and more challenges, and its leaders may not be equipped with the adaptive leadership qualities 

needed for a successful outcome. This paper seeks to bridge the theoretical leadership models available 

with practical application for the educational leaders, by the analysis of different leadership theories, 

principles and styles suitable in the educational settings. 

By incorporating different theoretical leadership models to the real-world applications , we aim to provide 

strategies to nurture and develop effective leadership qualities especially in the ever- changing educational 

field. In conclusion, the impact of leadership theories, principles, and styles on the development and 

professional practice of educational leaders are analysis in this paper. The importances of continuous 

training, mentorship, and reflective practice in nurturing  leaders in the education sector, enable them to 

better equip to manage change, be more innovative, and ensuring positive outcomes for all involved in the 

educational field. 

Research Objectives 

The research objective of this paper is to explore the differences in various leadership theories including 

transformational, transactional and situational leadership model. Different leadership styles were analysed 

and determined the applicability of it in the educational settings particularly in administration efficacy, student 

results outcomes and the satisfaction of the teacher. We also assess the adaptability of leadership theories in 

facing the different challenges by educational leaders, such as policy changes, advancement in the technology 

and diverse educational needs. 

 

2. Literature Review 

Review of articles 

Leadership is a quality to sought after in almost all the occupational field nowadays. It should not be 

confused with management as it traditionally focus on activities of staffing, organizing, controlling and 

planning; and leadership is emphasized in the influences process. (1)Management is about order and 

stability and leadership is about adaptation and constructive changes. (2,3) A good leader is able to carry 

out his leadership to realize the vison and mission of the institution. 

In the context of education, it is important in building and shaping a good learning environment, 

influencing and bringing overall success to the educational institutions. Many studies had been performed 

to determine the effect of leadership and school performances.(4–6) Outcome of the students are shown 

to be affected by the school leadership. (i.e student attendance rate, achievement, further studies rate)(7) 

It is a more complex environment for higher education institutions as it is a different environment that 
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include external factors influence, new technologies for teaching, globalization and changing student 

demographics. (8) 

We reviewed key leadership theories including transformational, transactional and situational leadership 

theories and evaluated the relevance and effectiveness of them in the educational world. By this review, 

we want to better understand the theories and its practical implications, to allow our educational leaders 

to adopt this strategies and changes to implement positive changes and improve educational outcomes. 

This is important as the leadership style among the school leaders do play a significant role on the teacher 

wellbeing and motivation. (9) Leadership in education system is also different from other field as this is 

based on mainly relationship with individuals and this will encourage the followers especially the teachers 

to better apply their expertise, abilities and efforts for the institution.(10) 

 

Leadership Theories in Educational Management 

1. Transformational Leadership 

Transformational leadership, introduced by James Burns in his 1978 book of “Leadership” is defined as 

“leaders and their followers raise one another to higher levels of morality and motivation” and was further 

developed by Bernard Bass later in 1985.(11,12) These leaders are characterized by their ability to create 

a vision, effective communication among the team, motivating team to deliver the vision and create an 

environment of trust and teamwork for the education institutions. In education settings, this will lead to 

improved teacher morale, enhanced student engagement and a culture of continuous improvement. (13) 

Transformational leaders bring in motivations and trust among the stakeholders, works to bring teachers 

together to bring the institution forward while supporting creativity in local and global environment.(14) 

2. Transactional Leadership 

Transactional leadership is a style of leadership that focuses on the transactions between leaders and 

followers.(12) First describe by Max Weber in 1947, this is most often used by the managers and is also 

named Managerial leadership.(15) Leaders provide rewards or punishments based on performance and the 

main goal of the followers is to obey the instructions of the leader. While this is effective in upholding 

order and realizing short-term goal, the followers do not bring as much of commitment and innovations 

as transformational leadership. This however is useful in managing administrating tasks and ensuring 

compliance to procedures and policies in the educational settings. Transactional leaders also do have 

significant influence on learning motivation and student’s academic performance based on this goal and 

reward system.(16) They are effective in setting clear goals, monitoring performance and providing 

necessary changes if needed. (17) 

3. Situational Leadership 

Situational Leadership is a flexible structure that allows the leaders to create approaches that suits to the 

need and maturity level of the team or individual members. This model allow the institution to realize 

maximum goals with the available resources. First developed by Paul Hersey in 1979, the leaders must be 

able change their style to the needs of the team and situation on hand. (18) This leadership theories will 

be useful in education settings as it allowed the leaders to be flexible and responsive to the needs of 

teachers, students and communities as globalization nowadays brought stakeholders of multiracial and 

multiculture to the education institutions. (19) This flexibility will allow better approaches to the unique 

challenges and opportunities faced by the institutions. Leaders with situational leadership can respond 

more effectively to different challenges such as changes in educational policy, technological 

advancements and diverse student needs.(16) 
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Evaluating Leadership Styles in Educational Management 

1. Transformational Leadership in Education 

Transformational leadership had been widely accepted in the educational institutions with research 

showing its positive impact on the student overall achievement, teacher’s work satisfaction and the 

institution culture. (20). Leaders with transformational style inspired and motivated the staff to provide 

better learning environment, promote teachers professional development, and ultimately create an 

supportive and inclusive learning ecosystem for the students to excel in.(21) Hallinger showed 

transformational principles do create a collaborative and empowering environment to encourage teachers 

to be more innovative and willingly engage in continuous improvement.(22) By focusing on vision, 

collaboration, innovation and empowerment, educational institutions will have meaningful and sustainable 

improvements; and provide a comprehensive framework for a lasting and positive impact.(23) Having a 

vision also do help provide personal goals for the teachers and will motivate and inspire them to sacrifice 

some of their own interest for the sake of the institution. This however is based on a vision that reflect the 

needs and interest of the school community and connected to reality and is attainable goals.(10) 

2. Transactional Leadership in Education 

Transactional leadership may not be readily accepted as transformational style, but it still plays a critical 

role in educational field. A transactional leaders will ensure that the policies are followed, efficiently 

allocated available resources and meeting the organizational goals and key performing indicators of the 

followers.(17) This is important in maintaining the structure and accountability of the education 

ecosystem.(24) This will be useful in scenarios in which specific outcomes are needed and adhering to the 

rules and procedures is greatly needed. (9) This is shown in the education field in the relationship between 

the instructor and students as the students are required to complete certain assignments, and if they 

performed well; they will be rewarded with good grades. (8) However, this style of leadership is only 

motivating on a base level and fails to motivate the followers who fails a set goal and do not improve the 

followers’ development. (25) 

3. Situational Leadership in Education 

The flexibility in situational leadership makes it easier to be applied in the educational management.  This 

is because the leaders can provide the needed support and direction after analysing the different needs of 

the staff and students. This will ensure the teachers to have the guidance to grow professionally and the 

students have the targeted support for academic success as more can flourish with individualized support 

system. Situational analysis and the identification of the teacher’s different characteristic by the principle 

will allow the school to create a better platform for the students. (26) To lead the students to a better 

educational outcome; Meier had constructed a methodological orientation of teaching based on the 

situational model. (27)He proposed to introduce different method based on the maturity of the students 

and the student’s need for direction and instruction is adjusted accordingly. Ultimately, this will produced 

students with have high maturity level and well developed skills. (27) 

 

Adapting Leadership Theories to Educational Challenges 

There are many challenges faced by the educational leaders and this include policy changes, changes of 

the teaching syllabus, technological advancement and the diverse student needs. Leadership theories are 

available to help to combat the problem more effectively. Transformational, transactional and situational 

leadership theories are chosen for this analysis because these theories comprehensively will be able to 

address the diverse needs of educational institutions. Transformational leaders can drive innovation and 
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create a positive educational environment, by emphasizing on vision, motivation and team cooperations. 

Transactional leaders ensure the management of the day-to-day operations and policy compliance with 

clear structures and accountability for an effective resources management. They also help with the 

compliances to the rules by the students. On the other hand, situational leaders can provide the flexibility 

needed to the changing circumstances and different individual needs, making it relevant in the ever 

changing education landscape. (28) Leaders that can integrate these leadership theories together is able to 

inspire and motivate the staffs and the students, maintaining order and be able to face new challenges. 

They are also able to face complex issues such as student diversity, teacher’s burnout and the integration 

of technology for teaching. (29) 

 

Conclusion 

In conclusion, this paper highlights the impact of different leadership theories on the professional practice 

of the educational leaders. This review showed the importance of transformational, transactional and 

situational leadership theories in addressing the dynamic challenges of the educational institutions. 

Transformational leadership create a positive and innovative school culture, transactional leadership 

ensure efficient management and policy compliance and situational leadership create flexibility to better 

solve ever changing circumstances. This review demonstrated that for an educational leader to succeed, 

they will need comprehensive understanding of the different theories. Continuous training, mentorship 

and reflective practice are important for a leader who can drive positive changes and improve educational 

outcomes. 
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