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ABSTRACT 

 

Leadership is one of the most complex human behaviors. Scholars have viewed leadership differently 

and practically leadership qualities are acquired by the leaders on the basis of several factors. 

Leader behaviors tend to explain more variance in leadershi p effectiveness than leader 

traits. Modern leaders are required to be flexible and change oriented in order to carry 

the work force with them and achieve the goals of organization. The behavioral leadership 

placed emphasis on the actions of the leader. It is better at describing transactional leadership than 

transformational leadership styles. Behavioral leadership studies focused on leader traits and 

behaviors which influence leadership effectiveness. The subject of leadership behavior of 

organizational leaders is widely discussed and debated all over the world since the academic 

environment is affected by various factors related to organizational development and professional 

advancement. Scholars have emphasized the need for development of academic leadership in the 

age of knowledge management. The educational institutions need to bridge the gap between the 

theory and practice with respect to leadership behavior changes and modifications in modern times. 

In the age of globalization of education, the academic leaders face series of challenges. Professional 

development programmes for educational leaders relative to the specific leadership practices would 

create a collaborative culture of professional learning communities in modern educational 

institutions.  

 

PREAMBLE 

Leadership is one of the most complex human behaviors. There is now a wide recognition in the 

international community that leadership matters for growth and development of individuals and 

institutions. Leadership is also developed systematically on the basis of well defined theories and 

models. Scholars have made significant progress in learning about leadership. Leadership can be 

defined as the process by which the activities of the group members are directed towards achieving 

the task. Leadership matters most in modern organizations since the leaders have an important 

role. Leadership also affects the attitude and behavior of the work force. Scholars have viewed 

leadership differently and practically leadership qualities are acquired by the leaders on the basis of 
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several factors. The leadership behavior of principals of colleges of teacher education is primarily 

examined in this article based on extensive review of literature. 

 

CONCEPT OF LEADERSHIP  

Munson (1921:34) stated that leadership is the ability to handle men so as to achieve the most with 

the least friction and the greatest cooperation. Bowden (1926:08) equated leadership with strength 

of personality which is attributed to an individual who may not be unfairly estimated by the degree 

of influence he can exert upon others.  

 

Moore (1927:32) defined leadership as the ability to impress the will of the leader on those led and 

induce obedience, respect, loyalty and cooperation. Schenk (1928:39) stated that leadership is the 

management of men by persuasion and inspiration rather than by the direct or implied threat of 

coercion. Bogardus (1929:07) noted that as a social process, leadership is that social inter 

stimulation which causes a number of people to set out toward an old goal with new zest or a new 

goal with hopeful courage with different persons keeping different places. Nash (1929:35) saw 

leadership as “influencing change in the conduct of people.   

 

Davis (1942:12) referred to leadership as the principal dynamic force that motivates and 

coordinates the organization in the accomplishment of its objectives. Stogdill (1950:43) observed 

that leadership was the process of influencing the activities of an organized group in its efforts 

toward goal setting and goal achievement. He also defined leadership as the initiation and 

maintenance of structure in expectation and interaction.  

 

Fiedler (1967:15) perceived that leadership is a quality of an individual leader who engages in the 

course of directing and coordinating the work of his group members. Burns (1977:09) found that 

leadership arises in the transformation of wants primal desires like a baby wanting nourishment 

into needs (socialized, widely sanctioned wants). Burns (1978:10) reported that Leadership over 

human beings was exercised when persons with certain motives and purposes mobilize, in 

competition or conflict with others, institutional, political, psychological and other resources so as 

to arouse, engage and satisfy the motives of followers. 

 

Jago (1982:23) amplified that leadership was the exercise of non-coercive influence to coordinate 

the members of an organized group to accomplishing the group’s objectives. Leadership is also a 

set of priorities attributed to those who are perceived to use such influences successfully. The 

scholar also pointed out that leadership is a process by which a person influences others to 

accomplish an objective and directs the organization in a way that makes it more cohesive and 

coherent. Leaders carry out this process by applying their leadership attributes, such as beliefs, 

values, ethics, character, knowledge and skills. 

 

Bass (1990:03) described leadership as a universal phenomenon. He defines leadership as an 

interaction between two or more members of a group that often involves a structuring or 
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restructuring of the situation and the perception and expectations of the members. Leaders are 

agents of change persons whose acts affect other people more than other people’s acts affect 

them. Leadership occurs when one group member modifies the motivation or competencies of 

others in the group.  

 

Jones (2005:24) remarked that leadership involved forging formal or informal coalitions, vertical or 

horizontal, of leaders and elites, in order to solve the pervasive collective action problems which 

largely define the challenges of growth and development. Nye (2008:36) considered leaders as 

those who help a group create and achieve shared goals. Leadership is a social relationship with 

three key components leaders, followers, and the contexts in which they interact. Trevisani 

(2015:46) stated that leadership was a holistic spectrum that can arise from primal leadership, 

psycho-energetic leadership, macro leadership, micro leadership and spiritual leadership. He also 

noted that a leader derived certain leadership styles from a unique mix of one or more of the 

former factors. 

 

Leadership is a concept which is widely discussed by the scholars in different walks of life. They 

have generated a proliferation of literature, especially in the field of management and 

organizational science. Leadership implies the organization or mobilization of people and resources 

(economic, political and other) in pursuit of particular ends. Leadership must always be understood 

contextually, occurring within a given indigenous configuration of power, authority and legitimacy, 

shaped by history, institutions, goals and political culture, according to the scholars. Leadership is 

indeed a practical skill acquired by the organizational leaders. It reflects the ability of an individual 

or organization to lead or guide other individuals, teams, or entire organizations. 

 

THEORIES OF LEADERSHIP 

Leader behaviors tend to explain more variance in leadership effectiveness than leader traits. The 

leadership literature suffers from a lack of theoretical integration. Leadership is one of the most 

discussed and debated topics in the social sciences. Both leader traits and behaviors have been 

investigated in scores of research studies. Despite the theoretical and applied value of these studies 

leadership research is plagued by a lack of integration. 

 

Scholars have formulated certain leadership theories across the globe over a period of time. These 

theories have appeared in the 80's and 90's of last century. Organizational researcher Yukl 

(2006:49) examined leadership in modern organizations on the basis of an extensive review and 

criticism of leadership theories which have developed in recent years. The leadership theories are 

not static by nature. Modern leaders are required to be flexible and change oriented in order to 

carry the work force with them and achieve the goals of organization.  

 

Trait theories of leadership identify the specific personality traits that distinguish leaders from non-

leaders. They are based on the premise that leaders are 'born, not made'. The scholars like Mann 

and Stogdill have focused on the relationship between personality and leadership. Scholars also 
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examined the relationship between personality and leadership. They demonstrated that there were 

significant meta-analytic correlations between leadership perceptions and intelligence, masculinity 

and dominance. Leadership trait theory focuses on the leader’s values and beliefs; personality; 

need for achievement or acceptance; orientation to power; gender; confidence; and mental, 

physical, and emotional attributes. Early leadership trait theory assumed that people were born 

with specific traits and that some traits aligned with strong leadership. These leadership 

perceptions were not based on leader behaviors or performance. Critics have noted that trait 

theory failed to take into account other factors associated with the emergence of a successful 

leader.  

 

Scholars like Burns and Bass formulated the transformational leadership theory. They assumed that 

people would follow a leader who inspires and motivates them. In this theory, the leader motivates 

and inspires by developing a compelling vision, selling that vision and focusing on developing 

relationships with followers as a teacher, mentor and coach. The transformational leader engages 

subordinates by spending a great deal of time building trust and demonstrating a high level of 

personal integrity. The ultimate goal as the name says is to transform followers’ goals, vision and 

sense of purpose, molding them into a cohesive team. 

 

Transactional leadership describes more of a give and take working relationship rapport between 

leader and follower which is established through exchange, such as a rewards system for meeting 

particular objectives. Transactional leadership assumes that people are motivated strictly by reward 

and punishment. This style generally does not appeal to the values, morals, or other intrinsic 

characteristics of most people. The transactional leader is highly focused on task, provides very 

clear direction, and oversees productivity in detail. When a subordinate fails, the next step is a 

penalty or punishment. The introduction of the task versus people orientation and the idea of 

leadership styles are widely accepted in modern organizations. 

 

Transactional leadership is centered on leader follower exchanges. Followers perform according to 

the will and direction of the leaders and leaders positively reward the efforts. The baseline is 

reward which can be negative like punitive action, if followers fail to comply with or it can be 

positive like praise and recognition, if subordinates comply with the intent and direction settled by 

a leader and achieve the given objectives. Four core facets of transactional leadership as described 

by Schermerhorn et al., (2000:40) are contingent rewards, active management by exception, 

passive management by exception and laissez-faire. 

 

 

Scholars like Burns, McLaurin and Al-Amri formulated another theory called transformational 

leadership theory which shows the other extreme. Transformational leaders alter the beliefs and 

attitudes of followers and inspire the subordinates in their own interests parallel with the 

betterment of the organization. Transformational leaders facilitate new understandings by 

increasing or altering awareness of issues. Resultantly, they foster inspiration and excitement to put 
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extra efforts to achieve common goals. According to them, transformational leadership is also 

based on four dimensions such as charisma, communication, intellectual stimulation and 

individualized consideration. The scholars advocated that transformational leadership was 

correlated to more positive outcomes than any other leadership style.  

 

Subsequently scholars like Hersey, Blanchard and Johnson carried out research on leadership and 

presented the situational leadership theory which is based on the ways people respond to working 

and being led in groups. The scholars also examined the relationship between the leader and 

soldiers in military organizations and contributed the situational theory of leadership. The 

situational leadership uses styles of leadership that align with the task versus-people orientation. 

But this leadership theory holds that a leader’s most appropriate action or behavior depends on the 

situation and on the followers. 

 

LEADERSHIP BEHAVIOR 

 

Robert Blake and Jane Mouton examined the leadership behaviors and noted that behavioral 

models are different than situational theories, which are focused on the application and 

effectiveness, of leadership styles to the different operating environments found in the workplace. 

The behavioral leadership placed emphasis on the actions of the leader. It is better at describing 

transactional leadership than transformational leadership styles. Behavioral leadership studies 

focused on leader traits and behaviors which influence leadership effectiveness.  

 

The U.S. Army (1973) formulated eleven principles of leadership behavior. They include – know 

yourself and seek self-improvement, be technically proficient, seek responsibility and take 

responsibility for your actions, make sound and timely decisions, set the example, know your 

people and look out for their well-being, keep your workers informed, develop a sense of 

responsibility in your workers, ensure that tasks are understood, supervised, and accomplished, 

train as a team and use the full capabilities of your organization. These leadership behaviors ensure 

better team spirit, coordination and delivery of goods and services.  

 

The U.S. Army (1983) also emphasized certain leadership behaviors such as understanding the 

professional environment, gaining familiarity with the people in the organization, developing 

professional excellence, grasping leadership factors (follower, leader, communication, situation), 

knowing the strengths and weakness of leadership, understanding human nature, providing 

meaningful direction, implementing the programmes and motivating the work force. These 

leadership behaviors were adopted in the military organizations in the United States of America to 

strengthen the national security and capacity of the soldiers under the changed circumstances.  

 

Folkman (2010:16) carried out investigation on leadership behaviors and contributed nine 

behaviors which have the greatest impact on employee satisfaction/commitment. They include - 

inspiring and motivating employees, driving for results, developing strategic perspective, 
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collaborating with various groups, creating satisfied and committed workforce, building trust, 

developing new skills and abilities of employees, balancing individual needs against organizational 

deadlines; and instilling courage and confidence among employees. These leadership behaviors 

facilitate better working conditions and delivery of services in modern organizations.  

 

Kerpen (2013:25) studied the leadership behaviors and identified certain leadership behaviors 

for the better management of operations in modern organizations. They include - listening to 

the colleagues, telling stories in order to sell the products, gaining authenticity in operations 

management, developing transparency in the transactions, encouraging team spirit, fostering 

responsiveness, ensuring adaptability to the changing opportunities and challenges, demonstrating 

a compassionate mindset before customers and colleagues, providing surprise and delight, 

displaying simplicity in actions and remaining grateful to the people who contribute for the success 

of the organization. These leadership behaviors should be inculcated by the modern organizational 

leaders in order to achieve success under the challenging circumstances.  

 

Stein (2014:42) investigated the leadership behaviors of corporate leaders who function under 

changing business environment and situations. The scholar provided certain leadership behaviors 

which complement the modern management practices. They include – increasing the strengths, 

identifying areas for improvement, enabling the employees to deliver better results and creating a 

worthy work atmosphere. These leadership behaviors enable modern leaders to provide timely 

guidance to help each of their teammates and ensure successful operations management.  

 

Porath (2015:38) contributed certain leadership behaviors which include – discovering the 

shortcomings, understanding the means of improvement of service, enlisting active participation of 

employees, finding time for reflection, seeking suggestions for improving the delivery system, 

encouraging the emergence of creative ideas, developing grievances redressal mechanism and 

promoting a straight forward leadership practices. The scholar provided new approaches to the 

development of leadership behavior in modern organizations.  

 

Emphasizes the quality of work, clarifies everyone’s responsibilities, continually planning to get 

everything done, offers new approaches to problems, first in getting things started, encourages the 

meeting of deadlines, finds time to listen to others, does little things to make it pleasant to work 

with him, shows interest in others as persons, compliments others for their work, has an open ear, 

has others share in making decision. 

 

In the new millennium, leaders face several challenges in their day to day operations. The scholars 

have called upon the modern leaders to remain calm under pressure to increase the work efficiency 

and profitability of the business. The practice of integrity also enables the organizations to achieve 

success. Consistency in the management of operations facilitates better organizational progress. 

https://www.linkedin.com/in/davekerpen?trk=pulse-det-athr_prof-art_hdr
https://www.salesforce.com/blog/authors/nick-stein.html
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The trustworthiness of management and leaders make lot of difference from the point of view of 

organizational development. The leaders should also develop emotional competencies to achieve 

higher levels of performance. The leaders are also required to lead the employees by setting good 

examples. A true leader protects the interest of the employees in times of peace and crisis. 

Constant communication between the leader and employees is essential for the meaningful 

institutional operations management. The leadership behaviors affect the status, reputation and 

prosperity of modern organizations. Hence, the management is responsible for fostering healthy, 

positive and constructive leadership behaviors which contribute decisively toward the sustainable 

development of modern organizations.  

 

LEADERSHIP IN MODERN EDUCATIONAL ORGANIZATIONS 

 

Modern educational institutions face series of challenges in the present times. These institutions 

remain at the receiving end. There are several stakeholders of academic excellence and progress in 

modern society. The educational institutions are required to carry the stakeholders together, gain 

the confidence of the stakeholders and enlist active participation of stakeholders in the process of 

educational development.  

 

Crawford and Strohkirch (2002:11) assessed the significance of leadership development in modern 

educational institutions and emphasized the need for development of academic leadership in the 

age of knowledge management. The scholars suggested that leadership educators should be 

enabled to embrace the inevitable changes in modern times. 

 

Mulford (2003:33) observes: “Organizational learning or a collective teacher efficacy is the 

important intervening variable between leadership and teacher work and then student outcomes. 

The leadership influences the way students perceive teachers organize and conduct their 

instruction, and their educational interactions with, and expectations for, their students”. The 

scholar called upon the academic leaders to enable the teachers and students to develop positive 

perception about learning. The effective education leadership makes a difference in improving 

learning in modern times. The managements of educational institutions are required to invest in 

the development of academic leadership which is crucial for the integrated educational 

development.   

 

 

Leadership Behavior of Principals of Colleges of Teacher Education 

 

Bass (1985:04) viewed transformational leadership from the perspective of leaders’ influence on 

their subordinates. Leadership is both dynamic competence and a relational process, which require 

specific skills and capabilities for envisioning, setting aspirations, and for motivating others. Hater 

and Bass (1988:19) found that subordinates’ satisfaction with their superiors was significantly 

associated to supervisors manifesting transformational leadership.  
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Koslo (1989:26) reported that characteristics and behaviors of the principal made the job of 

teachers more satisfying and increased their concern for the school's success and visibility. Howell 

and Avolio (1993:22) noticed that higher levels of transformational leadership were positively 

associated with subordinates’ organizational commitment. Yukl (2006:49) found that subordinates 

influenced by transformational leaders, felt motivated to do more than what they were originally 

expected to do. Bass (2000:05) opined that the leadership in the organization had to change with 

the development and maturation of the organization.  

 

Elmore (2000:13) pointed out that the purpose of leadership is the improvement of instructional 

practice and performance in modern educational institutions. Wylie and Mitchell (2003:48) called 

upon the principals to develop communication skills, love for education, sound knowledge and 

leadership qualities. Leithwood et. al. (2004:27) emphasized that successful educational leaders 

developed their districts and schools as effective organizations that support and sustain the 

performance of administrators and teachers, as well as students.  

 

Lyons (2010:30) observed statistically significant differences between teacher and principal 

perceptions of the principals' behavior, especially in the recognized schools cohort. The scholar 

suggested that future research could explore the perceptions of students of their principals' 

leadership behavior using an age-appropriate survey instrument. Shorter (2012:41) noticed a strong 

relationship between principals' leadership practices and the development of professional learning 

communities.  

 

Hill (2013:21) remarked that principal leadership effort would affect job satisfaction of the 

teachers. The study also confirms that knowledge of teacher career stages would help principals 

create better working partnerships and determine the professional development needs of their 

staff. Levey (2013:28) found that principal’s leadership behaviors positively affected the social relationships, 

leadership/goal setting and performance of the teachers and students. Lilia (2013:29) opined that 

leadership behaviors of the principals had a considerable bearing on the efficiency of the teachers.  

 

Hallie (2014:18) observe: “There is indeed an association between what the leader did and how 

teachers perceived the climate across all levels of the organization with regard to leadership, 

professional treatment, academic standards, and external influences within the independent school 

setting”. The scholar recommended that headmasters obtain a solid foundation in leadership 

theory and associated research practices used by successful leaders. Pinto (2014:37) called upon 

the principals to develop a one to-one relationship with the students in order to effect positive 

academic changes. 

 

Akdag (2015:01) advocates: “There is increasing recognition that schools require effective leaders 

and managers if they are to provide the best possible education for their learners. The principals and 

school leaders who are implementing their roles and duties should be constantly reviewed and assessed for 
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transparency in school, because their leadership has an impact on teacher morale, job satisfaction and 

motivation. Principals should have key skills related to communicating, facilitating, team-building, 

coaching, managing conflict, involving others in decision-making, and acting politically”.  

 

Geda (2015:17) reported that almost all school principals were from non-management or 

leadership educational background, they lack knowhow on how to influence and get teachers to 

perform beyond expectation, develop sense of school citizenship and work for unifying purpose. 

The scholar suggested that management should develop healthy leadership behaviors of principals 

in order to achieve the goal of academic excellence. Erbe and Normore (2015:14) provided an 

interdisciplinary analysis of leadership development in educational institutions. It is a useful 

reference source benefiting business professionals, managers, researchers and students interested 

in leadership and collaboration strategies and their application to various disciplines such as human 

resources management, professional development, organizational development, and education.  

 

CONCLUSION 

 

The subject of leadership behavior of organizational leaders is widely discussed and debated all 

over the world since the academic environment is affected by various factors related to 

organizational development and professional advancement. A new discipline called leadership 

behavior has emerged on the basis of serious scientific evaluations. Scholars have studied the 

causes, consequences and remedial measures with respect to transformation of leadership 

behavior of heads of the modern institutions including the colleges of teacher education across the 

globe. Scholars have also given a vision that facilitates effective transformation of leadership 

behavior of principals of colleges of teacher education in the country on the basis of better 

management techniques and professional endeavors. The goal of sustainable educational 

development cannot be achieved in the absence of systematic leadership behavior transformation 

and development of principals of colleges of teacher education. The educational institutions need 

to bridge the gap between the theory and practice with respect to leadership behavior changes and 

modifications in modern times. In the age of globalization of education, the academic leaders face 

series of challenges. They are required to play the key role in helping organizations cope with the 

challenges they face from expanding knowledge and knowledge systems. The educational 

leadership draws upon interdisciplinary literature and educational leaders are bound to develop 

transformational leadership behaviors in order to do justice to their role as catalysts of educational 

progress. Professional development programmes for educational leaders relative to the specific 

leadership practices would create a collaborative culture of professional learning communities in 

modern educational institutions.  
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