
IntechOpen Series  
Education and Human Development,  

Volume 41

Educational Leadership 
and Management in the 

Modern Era
Edited by Muhammad Azeem Ashraf and Jan Alam





Educational Leadership 
and Management in the 

Modern Era
Edited by Muhammad Azeem Ashraf 

and Jan Alam

Published in London, United Kingdom



Educational Leadership and Management in the Modern Era
http://dx.doi.org/10.5772/intechopen.1006019
Edited by Muhammad Azeem Ashraf and Jan Alam

Contributors
Darshna V. Banker, Gboyega Ayodeji Aladesusi, Jan Alam, Kyffin Bradshaw, Lesiba Lesley Motseta, 
Muhammad Aftab, Muhammad Bilal, Muhammad Mohsin, Ricardo Cavalcante Oliveira Santos, Sadhana 
Manik, Simeon Oluniyi Ariyo, Tahira Yasmeen, Valesa Moshibudi Letswalo

© The Editor(s) and the Author(s) 2025
The rights of the editor(s) and the author(s) have been asserted in accordance with the Copyright, 
Designs and Patents Act 1988. All rights to the book as a whole are reserved by INTECHOPEN LIMITED. 
The book as a whole (compilation) cannot be reproduced, distributed or used for commercial or 
non-commercial purposes without INTECHOPEN LIMITED’s written permission. Enquiries concerning 
the use of the book should be directed to INTECHOPEN LIMITED rights and permissions department 
(permissions@intechopen.com)
Violations are liable to prosecution under the governing Copyright Law.

Individual chapters of this publication are distributed under the terms of the Creative Commons 
Attribution 4.0 License which permits commercial use, distribution and reproduction of the 
individual chapters, provided the original author(s) and source publication are appropriately 
acknowledged. If so indicated, certain images may not be included under the Creative Commons 
license. In such cases users will need to obtain permission from the license holder to reproduce 
the material. More details and guidelines concerning content reuse and adaptation can be found at 
http://www.intechopen.com/ copyright-policy.html.

Notice
Statements and opinions expressed in the chapters are these of the individual contributors and 
not necessarily those of the editors or publisher. No responsibility is accepted for the accuracy 
of information contained in the published chapters. The publisher assumes no responsibility for 
any damage or injury to persons or property arising out of the use of any materials, instructions, 
methods or ideas contained in the book.

First published in London, United Kingdom, 2025 by IntechOpen
IntechOpen is the global imprint of INTECHOPEN LIMITED, registered in England and Wales, 
registration number: 11086078, 167-169 Great Portland Street, London, W1W 5PF, United Kingdom

For EU product safety concerns: IN TECH d.o.o., Prolaz Marije Krucifikse Kozulić 3, 51000 Rijeka, 
Croatia, info@intechopen.com or visit our website at intechopen.com.

British Library Cataloguing-in-Publication Data
A catalogue record for this book is available from the British Library

Educational Leadership and Management in the Modern Era
Edited by Muhammad Azeem Ashraf and Jan Alam
p. cm.

This title is part of the Education and Human Development Book Series, Volume 41
Topic: Education
Series Editor: Katherine Meltzoff 
Topic Editors: Delfín Ortega-Sánchez and Carlos Pérez-González

Print ISBN 978-1-83634-671-5
Online ISBN 978-1-83634-670-8
eBook (PDF) ISBN 978-1-83634-672-2
ISSN 2755-9513

If disposing of this product, please recycle the paper responsibly.

http://dx.doi.org/10.5772/intechopen.1006019
mailto:permissions%40intechopen.com?subject=
https://www.intechopen.com/page/copyright-policy
mailto:info%40intechopen?subject=
http://intechopen.com


IntechOpen Book Series  

Education and Human  
Development

Volume 41

Aims and Scope of the Series
Education and Human Development is an interdisciplinary research area that aims 
to shed light on topics related to both learning and development. This Series is 
intended for researchers, practitioners, and students who are interested in under-
standing more about these fields and their applications.





Meet the Series Editor

Katherine Meltzoff received her BA in Psychology from Trinity 
College, in Connecticut, USA and her Ph.D. in Experimental Psy-
chology from the University of California, San Diego. She com-
pleted her postdoctoral work at the Yale Child Study Center with 
Dr. James McPartland. Dr. Meltzoff ’ doctoral dissertation explored 
neural correlates of reward anticipation to social versus nonsocial 
stimuli in children with and without autism spectrum disorders 

(ASD). She has been a faculty member at the University of California, Riverside in the 
School of Education since 2016. Her research focuses on translational studies to ex-
plore the reward system in ASD, as well as how anxiety contributes to social challeng-
es in ASD. She also investigates how behavioral interventions affect neural activity, 
behavior, and school performance in children with ASD. She is also involved in the 
diagnosis of children with ASD and is a licensed clinical psychologist in California. 
She is the Assistant Director of the SEARCH Center at UCR and is a faculty member 
in the Graduate Program in Neuroscience.





Muhammad Azeem Ashraf is an Associate Professor at the Insti-
tute of Education at Hunan University in China. He holds a Ph.D. 
in Comparative Education (Educational Leadership and Policy) 
from Beijing Normal University. His research focuses on an inter-
disciplinary approach, mainly involving comparative education, 
educational leadership, policies and practices, innovative teaching 
methods, language and social issues in education, STEM educa-

tion, and the role of technology in education. Dr. Ashraf has led several nationally 
funded research projects and has published extensively in international peer-re-
viewed journals and books. He also serves on the editorial boards of several journals.

Dr. Jan Alam is an Assistant Professor of Education with over five 
years of university teaching and research experience at the Univer-
sity of Wah, Pakistan. He earned his Ph.D. in Educational Lead-
ership and Policy (Comparative Education) from Beijing Normal 
University, China, in 2020. His research areas include early child-
hood education, educational policies and practices, cultural diver-
sity, transgender education, green skills development, and the inte-

gration of Artificial Intelligence (AI) in higher education. Dr. Alam has supervised 
numerous MS and Ph.D. theses and has published widely in renowned international 
journals. As an HEC-approved Ph.D. supervisor, a reviewer for renowned journals, 
and a session chair at national and international conferences, he continues to promote 
innovation, inclusivity, and global collaboration in the field of education.

Meet the Volume Editors





Preface XIII 

Chapter 1 1 
Social Justice and Equity: How Educational Leadership Reconstruct Different 
Meanings of Social Justice 
by Kyffin Bradshaw 

Chapter 2 17 
University Teaching and Learning Planning for Social Justice and Equity of 
Outcomes: Leadership for Student Success at One South African University 
by Sadhana Manik 

Chapter 3 35 
Perspective Chapter: The Characteristics of a Leader 
by Ricardo Cavalcante Oliveira Santos 

Chapter 4 49 
Effective Leadership and Educational Management in the Modern Era 
by Valesa Moshibudi Letswalo and Lesiba Lesley Motseta 

Chapter 5 63 
Exploring Educational Leadership and Management in the Modern Era: 
A Descriptive Approach 
by Gboyega Ayodeji Aladesusi and Simeon Oluniyi Ariyo 

Chapter 6 87 
Measuring Educational Leadership for Modern Era 
by Darshna V. Banker 

Chapter 7 111 
Perspective Chapter: The Role of Educational Leadership in Promoting 
Entrepreneurship Education in Higher Education – Evidence from Pakistan 
by Tahira Yasmeen, Muhammad Aftab, Jan Alam, Muhammad Mohsin 
and Muhammad Bilal 

Contents 





Preface 

Education systems worldwide are undergoing significant changes driven by tech-
nological innovation, globalization, and increasing calls for social justice. In this 
landscape, educational leadership acts as both a catalyst and a guide, steering institu-
tions toward equity, inclusion, and progress. This volume, Educational Leadership 
and Management in the Modern Era, brings together scholars from various global 
backgrounds to rethink how leadership can address the complex issues facing modern 
education. 

The book begins with a critical reflection on social justice and equity in education. 
In Chapter 1, Kyffin Bradshaw reconceptualizes the meaning of social justice within 
educational leadership, offering a philosophical framework that foregrounds fairness, 
ethical responsibility, and learner rights. Chapter 2, by Sadhana Manik, translates 
these principles into practice through the South African experience, where inclusive 
leadership and institutional transformation seek to ensure equitable outcomes for 
first-generation students in higher education. Together, these opening chapters 
establish the volume’s normative and moral foundations. 

Chapter 3, authored by Ricardo Cavalcante Oliveira Santos, advances this discussion 
by exploring the characteristics of effective leadership, contrasting positive attributes 
such as emotional intelligence and empathy with detrimental behaviors like resistance 
to change and toxic leadership. This behavioral focus sets the stage for Chapters 4 and 
5, which examine how leadership and management operate in the modern era of tech-
nology and globalization. Valesa Moshibudi Letswalo and Lesiba Lesley Motseta ana-
lyze how instructional leadership can harness ICT for organizational improvement, 
while Gboyega Ayodeji Aladesusi and Simeon Oluniyi Ariyo empirically demonstrate 
how diverse leadership styles influence school culture and student achievement. 
These chapters collectively highlight that strategic, inclusive, and adaptive leadership 
is indispensable for institutional success in the digital age. 

The methodological sophistication of educational leadership research is advanced 
in Chapter 6, where Darshna V. Banker develops and validates a multidimensional 
Educational Leadership Scale. By integrating instructional, intellectual, servant, and 
administrative leadership dimensions, this empirical contribution provides a robust 
tool for assessing and improving leadership performance. The final chapter, Chapter 
7, by Tahira Yasmeen and colleagues, extends the discussion into the domain of entre-
preneurship education. Drawing on evidence from Pakistan, the authors demonstrate 
how forward-looking educational leadership can cultivate entrepreneurial mindsets, 
stimulate innovation, and contribute to economic resilience. 

Collectively, these seven chapters present a multidimensional view of educational 
leadership, encompassing philosophical, behavioral, and empirical dimensions. They 
reveal that effective leadership today is not confined to administrative competence 
but is deeply intertwined with ethical vision, social justice, technological adaptation, 



and innovative capacity. By assembling insights from different regions, this book 
highlights that while leadership challenges are global, their resolutions are enriched 
by local contexts and values. 

This volume will serve as a valuable resource for scholars, practitioners, and poli-
cymakers seeking to understand and strengthen the transformative potential of 
educational leadership in the twenty-first century. It is sincerely hoped that readers 
will find in these pages both inspiration and practical guidance to lead educational 
institutions with integrity, compassion, and foresight. 

Muhammad Azeem Ashraf 
Institute of Educational Sciences, 

Hunan University, 
Changsha, China 

 Jan Alam 
Department of Education, 

 University of Wah, 
Wah Cantt, Pakistan 
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Chapter 1

Social Justice and Equity: 
How Educational Leadership 
Reconstruct Different Meanings of 
Social Justice
Kyffin Bradshaw

Abstract

Increasing demands for equity and social justice in higher education suggest that 
current educational policies and frameworks are incomplete if they fail to acknowl-
edge the extent to which learners have rights and how these rights are to be respected 
and protected. Consequently, educational professionals are encouraged to augment 
learning and make learners more visible by creating learning environments that 
ensure learners are safe, feel accepted, are not disadvantaged, and are respected. 
However, the exact context of the use of the term social justice within education is not 
clear because social justice may refer to all measures employed to minimize, prevent 
injustices, and provide fair compensation and restitution for some injustice. This 
review article discusses areas that may require further thought when trying to link the 
idea of compensation and restitution in terms of proportion to what is right, ethical, 
virtuous, or just in the context of educational leadership and management.

Keywords: social justice, equity, equality, restitution, compensation, education 
governance, educational leadership

1. �Introduction

According to Ainscow [1], there are many sources of inequity in modern educa-
tion that require reanalyzing current educational policy, institutional constraints, 
and ideologies that perpetuate exclusion. To address this seemingly ongoing problem 
of what constitutes fair access to quality education, many stakeholders of education 
have placed considerable resources into developing frameworks and policies that 
attempt to establish and clearly define the civil, political, and human rights of their 
cohorts to ensure a more holistic and well-balanced program for all learners in spite 
of their social standing, abilities, and worldview. Although tremendous gains have 
been realized regarding formulating more socially just educational practices that meet 
the demands of this modern era, there are still no clear-cut specific strategies that 
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come into play for awarding fair compensation when social injustices creep into the 
learning environment. For example, in many educational settings, learners are often 
unaware of who to seek, who may be financially responsible, or who is socially and 
morally responsible for taking a course of action that provides an equitable future for 
themselves and all other learners encountering social injustices in the classroom.

Modern beliefs regarding equity and equality in education seem to suggest that 
educational inequalities and injustices deny learners of quality education and foster 
systems that severely hamper the development of citizens. As such, more research-
ers are contending that social justice should be the paradigm for education as a right 
that should be guaranteed for all learners. A problem with using rights as a paradigm 
for education is that it is not often clear in the context of education if the focus is on 
moral rights, legal rights, or both. Shakirova et al. [2] believe that there is a nexus 
between rights, social justice, and its moral substructure, and hence, it is crucial to 
demarcate who might be responsible for the effective realization of rights in educa-
tion. It is reasonable to assume that these authors believe that this is a necessary 
requirement even though moral rights and legal rights can coexist and can be comple-
mentary. It is assumed for the purpose of this review that this nexus as highlighted 
by Shakirova et al. [2] includes governance and by extension also encompasses the 
educational responsibility of educational management and educational leadership. It 
is important in the context of this review to highlight the difference between govern-
ment and governance. Nag [3] describes government as a system that deals with the 
institutions of the state that control and regulate community life, while governance 
is described as the control of an activity by some means such that a range of desired 
outcomes are achieved. Basically, governance may be viewed as a specific from of 
coordination of actions that are characterized by institutionalized, binding regula-
tions, and patterns of interactions that are important to effectuate some desired 
outcome. Equally, for the purposes of this renew, a distinction must also be made 
between educational leadership and educational management. Educational manage-
ment pertains to owning the responsibility for the proper functioning of a system in 
an educational institution in which people participate, while educational leadership 
encompasses influencing the members of an educational environment to achieve goals 
(Connolly et al. [4]).

Figure 1 is a conceptual model of what this work perceives to be the moral sub-
structure of social justice in education and its connection to education governance 
as whole. It depicts how governance may be evaluated in terms of its capability for 
collective action, its capacity to solve shared problems, and its ability to reach deci-
sions jointly. In exploring what is thought to underlie education governance, it may 
become clearer as to whether education leaders and managers can objectively answer 
whether moral and ethical judgments truly facilitate equality, equity, and success for 
all learners. When it comes to education, can one really say that there is not a his-
tory of education governance where the moral dimension come into play? Connolly 
et al. [4] suggest that educational governance is important to this principle of moral 
decision-making in education and should therefore have a more prominent feature in 
any analyses of organizing educational institutions especially if there is to be equity 
and equality and if all educators are obligated to do something effective in preventing 
social injustices and the violation of rights.

Studies like that of Shakirova et al. [2] highlight how various moral and corporate 
standards are required for regulating relations in the learning environment. They 
show that morals and corporate standards form aggregates of rights and obligations 
that have legal basis for the regulation of the educational process and establishment 
2
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of clear-cut rights to protect learners. Thus, it is believed that attempting to frame 
education governance, management, and leadership under the general umbrella of 
morality as shown in Figure 1 is not only reasonable but also may be pertinent to 
better understanding the role moral decision plays in structures of education. As 
explained by Nag [3], the principle of legal equality is one of the most fundamental 
principles in the rule of law that is important to strengthening the value of social 
justice in education. Hamamah [5] believes that there must be the right to receive fair 
compensation and restitution for losses suffered in an educational setting. However, 
it may be said that a challenge with this position is that people make choices and act 
in accordance to socially constructed values, assumptions, and beliefs. Therefore, 
personal values, assumptions, and beliefs affect the understanding of what is morally 
right or wrong and what is fair, just, ethical, and equitable. As a result, it is reason-
able to assume that moral reasoning can inform the meaning of social justice itself. 
For example, the term “justice” in a broad sense can refer to almost anything moral 
and as such can be ambiguous as it relates to decision-making, values and ethics, and 
equity in education. Thus, what is fair compensation and restitution in the context of 

Figure 1. 
The moral substructure of social justice in education governance.
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education is up for debate. It is currently not clear how such a broad interpretation of 
the term social justice translates the implications for education governance and the 
idea of compensation and restitution for social injustices in education. The concept 
of moral decision-making in the view of some researchers appears to be undermining 
the very meaning of the word equality and equity in education and by extension the 
very meaning of what constitutes fair restitution and compensation.

Restitution, from the point of view of Musdalifah et al. [6], is an action taken to 
rectify an error or compensate a person or a community that has suffered harm from 
someone in some manner. This may be interpreted to mean that restitution is measure 
geared at reestablishing rights associated with conditions regarding a victim’s social 
situation. Based on this, restitution, when adapted to the learning environment, 
may translate to nothing more than a counseling-oriented strategy aimed at assisting 
learners in developing self-management skills. As explained by Musdalifah et al. [6], 
the restitution approach emphasizes internal motivation and self-discipline and is 
based on individuals evaluating their own mistakes and finding solutions to rectify 
them. In de Greiff [7], there are two different contexts of the use of the term repara-
tions: Reparations that are used in design programs of coordinated sets of reparative 
measures that do not account for criminal justice or institutional reform and repara-
tions in a juridical context that refer to all measures employed to redress for harms 
suffered. As indicated by de Greiff [7], this type of restitution attempts to reestablish 
the victim’s status quo ante. Despite these different types of restitution, de Greiff [7] 
believes that efforts should be made to assist learners in making reparations but prior-
itize guiding the learner in problem-solving as opposed to focusing on the restitution 
only. Compensation in contrast, attempts to restore justice via provisions in recogni-
tion of loss, suffering, or injury incurred Okimoto and Tyler [8]. Compensation in 
this case is described as an equity-based approach to remedying accidental harm that 
attempt to quantify accidental losses in terms of cost associated with the accident.

A challenge with the usage of the words equality and equity as it relates to educa-
tion is that words equality and equity are often used interchangeability even though 
researchers contend that there is a big difference between the meanings of equality 
and equity. Ginting [9] sees equity as obtaining equal educational opportunities 
among various community groups. Equality, in contrast, defines equality as equality 
of opportunity to obtain education. However, some researchers contend that regard-
less of the definition used for equity and equality, understanding how a chosen defini-
tion translates to social justice is one of the most important factors in educational 
leadership Hytten and Bettez [10]. Since understanding how a chosen definition 
translates to meaning cannot be isolated from its underlying moral basis, this review 
contends that the point raised by two authors suggests that educational leaders may 
be capable of reconstructing different meanings of social justice based on their moral 
decision making. According to Dotger and Theoharis [11], the need to address contin-
ued marginalization and inequitable schooling is a sign for an increasing call for edu-
cational leadership to ratify the meaning of social justice in education. Specifically, 
this suggests that there should be more deliberate focus on the meaning of equity, 
justice, the moral and ethical actions, and reasoning of leadership and management 
since both leadership and management are vital to the organization and efficient 
functioning of educational institutions. A crucial point raised by Hytten and Bettez 
[10] that can be added to the discussion is the uncertainty surrounding the practical-
ity of relating the term social justice to issues of program development, curricula, 
practicum opportunities, educational philosophy, and social vision. It may be said 
that these authors believe that the more people embrace the ideology of social justice 
4
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in education, the more obscure the meaning of social justice becomes. Therefore, it is 
clear that these authors are positing that when an idea like social justice in education 
can refer to almost anything, it loses its critical purchase.

To further explore the assertions of Hyttrn and Bettez [10], this review considers 
the idea of treating social justice like a planned intervention that requires the use 
of morality. Therefore, sections 2, 3, and 4 follow attempts to highlight the possible 
controversies that educational leadership and managers might have to navigate when 
making decisions about what is right, ethical, virtuous, or just in the context of edu-
cation governance. Consequently, Section 2 draws upon various literature regarding 
moral decision-making, translational justice, international morality, moral respon-
sibilities of universities, and concepts of criminal justice to discuss the most tangible 
ways for educational leadership and management to potentially dismantle barriers 
learners may face and to provide the best resources that promote academic excellence, 
equity, and equality in education.

2. �Educational leadership and management: Their role in reshaping social 
justice

In Stalmeijer et al. [12], educational leaders are believed to co-construct the 
meaning and solutions to organizational issues. If authors are indeed correct, then 
one may argue that educational leadership and management by default have roles 
that entail decision-making, balancing, and organizing structures and systems. To 
Stalmeijer et al. [12], this type of responsibility may be considered a key concept of 
moral theorizing. They argue that educational leadership and management cannot be 
neutral because of the moral imperative that is embedded in their jobs. These authors 
strongly suggest that it is hard to conceive that educational leadership can execute 
good educational governance without directly addressing the moral dimensions of 
education. Based on Stalmeijer et al. [12], it is fair to assume that issues surrounding 
equity, equality, social justice, and social actions may be intricately linked to leaders 
ultimately making moral and ethical judgments. Thus, it logically follows that in 
education governance, the moral dimension is a necessity. Because of this, it may be 
argued that addressing continued marginalization and inequitable schooling is a key 
principle of educational leadership. Hence, for some educators, there needs to be a 
more deliberate focus on the meaning of equity and justice and the moral and ethi-
cal actions and reasoning of educational leadership and management. In contrast, 
Hytten and Bettez [10] believe there must be some quantification by stakeholders of 
education the practicality of relating the term social justice, equity, and equality to 
issues of program development, curricula, practicum opportunities, and educational 
philosophy.

According to Pont [13], there are various terms, concepts, and representations 
of educational leadership that exist and vary according to the structures that govern 
education in those circumstances. For example, Bolivar et al. [14] identifies leadership 
learning, distributed leadership, and leadership for social justice as three critical areas 
of educational leadership. According to Bolivar et al. [14], leadership for social justice 
is necessary to provide quality education to all students from an inclusive and equi-
table perspective. Therefore, educational leadership and management should be able 
to respond to the evolving academic and social needs of learners in away suitable to 
all national and cultural backgrounds. This is because educational leaders are charged 
with formulating structures that transcend national borders and infuse similarities 
5
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and differences across racial, ethnic, and cultural groups to address potential prob-
lems of equity and justice that may creep into the learning environment. Undeniably, 
educational leaders are required to identify problems, choose courses of actions, 
decide what is right, what is just, and what is ethical as they seek and evaluate policies 
and frameworks that can support learners in developing healthy identities while gain-
ing specific skills, knowledge, and attitudes that propel them to success in the global 
workforce.

If the role of educational leaders is to serve as the protectors of a healthy learning 
environment, then it is reasonable to assume that the general role of education gover-
nance is to ensure there is a clear understanding of the factors that influence decisions 
of social justice and how policies are developed and employed to support equity and 
equality in education. However, Dotger and Theoharis [11] believe that this process 
involves bridging the gap between moral/ethical reasoning and educational leadership 
such that education governance can transcend beyond conventional models of leader-
ship and into rights-based models of social justice leadership. Thereby, implying that 
to fully grasp the key factors that influence morality and ethics in educational leader-
ship and the adoption of education, governance policy requires a conceptual frame-
work of how ethical values and attitudes translate to professional and ethical actions. 
To accomplish this, some people think that turning to multicultural and social justice 
teacher education (MSJTE) Bogotch [15] and critical reflection is key to cultivat-
ing equity minded and social justice-minded educators Gorski and Dalton [16]. 
Reflection in MSJTE as described by Corski and Dalton [16] is a process of constantly 
analyzing, questioning, and critiquing established assumptions of oneself, schools, 
and the society about teaching and learning, and the social and political implications 
of schooling, and implementing changes to pervious actions that have been supported 
by those established assumptions for the purpose of supporting student learning 
and a better schooling and more just society for all. However, from the perspective 
of Bogotch [15], although MSJTE may ensure that many leaders are committed to 
equity and equality such that they create fair and just learning environments, the best 
that educational leadership can do is to insist that there is an avenue for all voices to 
be heard in the existing social and cultural climate prevailing at the time. Thus, it is 
implied that how educational resources are allocated to improving social justice is a 
function of the evolving worldviews of educators, and hence, it is a challenge that 
resides in both theory and practice with educational leadership. It is reasonable to 
assume that it is being suggested that educational leadership is associated with ethical 
leadership decisions that creates, responds, and reconstructs different meanings of 
justice educationally and socially. This, according to Bogotch [15], signifies a very 
good indication of what separates concept of social justice in educational leadership 
from any other organizational duties performed by educators. However, very little 
is known about what constitutes in practice a social theory approach that focuses on 
the impact of, and challenges associated with, incorporating ethical leadership and 
critical reflection into decisions of restitution and compensation in an educational 
context.

The study of Osafo et al. [17] suggests that incessant occurrences of character 
failure in ethical leadership (EL) can significantly undermine complete commitment 
to educational justice. Ethical leadership has been defined by some as demonstrating 
normatively appropriate conduct and the promotion of such conduct through two-
way communication, reinforcement, and decision-making (Babalola et al. [18]). In 
Osafo et al. [17], good ethical leadership behaviors (ELBs) relate to a leaders’ cogni-
tive decision-making, moral awareness, reasoning, and understanding and affective 
6
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pre-behavioral disposition competence to act on ethical choices. In this case, the 
influence of emotions on ELBs and the social dynamics between educational leader-
ship and social justice is often indirect. Difficulties of agreeing on ethical standards 
can plague decisions about what is fair and just compensation for social injustices 
in education. The real essence of the use of moral power in education governance 
is never fully realized simply because little emphasis is placed on analyzing the 
interconnections between ethical leadership and its conformity with the principles 
of social justice. That study further points out that the Social Learning Theory and 
the Trickle-Down Model are two well-known approaches that are used to investigate 
ethical leadership behaviors. However, Osafo et al. [17] contend that these methods 
are lacking and as such proposes using a combination of what is termed the Vroom’s 
Valence-Instrumentality-Expectancy (VIE) Model of Motivation for examining ethi-
cal leadership behaviors and Starratt’s Three-Step Approach to formulate a framework 
for examining ethical leadership behaviors. According to the authors, their study 
highlights the role of leadership in fostering organizational ethical values that eventu-
ally diffuse into professional ethical values. Therefore, ethical leadership is rooted in 
characteristics that relates to emotions, integrity, consideration, and accountability. 
However, based on Osafo et al. [17], it may be argued that when it comes to educa-
tional governance, there must be educational accountability at all levels. Parents, 
students, legislators, governments, and citizens have a responsibility for ensuring 
equity and equality in education. As a result, the moral responsibilities of educational 
institutions are unclear. Thus, the influence of emotions regarding ethical leadership 
and social justice cannot be ignored as effective educational governance involves 
deciding what is considered to be right, just, virtuous, and ethical (Ellemers et al. 
[19]). Moral decision-making, based on the works of Wang [20], features five ethical 
principles:

1.	The ethic of justice that includes the moral principles of fairness, equality, 
equity, individual rights, due process, and responsibility for the common good.

2.	The ethic of care that pertains to empathy, compassion, and treating people as 
ends but not means.

3.	The ethics of critique that accounts for moral concerns over institutionalized 
injustices that disproportionately benefit some groups over others as a result of 
political, economic, and judicial power shaped by history.

4.	The ethic of community that looks at taking into consideration the values, 
beliefs, history, and desire of the community.

5.	The ethics of profession that deals with professional practices and standards.

3. �Ethical leadership and the moral dimensions of educational leadership

When considering the work of Wang [20], is it really possible that these five 
ethical principles of decision-making imply that perceptions of harm may be a 
critical factor for moral judgment? Paszza et al. [21] suggest that when individuals 
judge something to be morally wrong, it is simply because they have perceived the 
act to have caused some type of harm. Therefore, harm constitutes a fundamental 
7
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organizing template for conceptualizing immoral actions. The counter to this, as 
highlighted by Piazza et al. [21], is that perceptions of harm cannot be sufficient 
for judgments of wrongdoing since people sometimes find harmful acts acceptable. 
As a result, the group of researchers examined whether perceived pain or suffering 
is a fundamental input driving the judgments of moral wrongdoing. Piazza et al. 
[21] explored the question: How can leaders and administrators of education devise 
and implement policy that quantities moral decision-making when an injustice has 
occurred? This is a question that cannot be ignored since people have different per-
ceptions of what constitutes social justice and subsequently as argued by the author’s 
perceptions of injustice may result in negative consequences when people look for 
their own ways of seeking justice and getting revenge.

At present, little is known about the level of moral decision-making in education 
governance and its impact in shaping or reshaping justice restoration in the learning 
environment. According to Ellemers et al. [19], self-defensive responses when people 
are unable to live up to their own standards and those of others, or when they are 
reminded of their moral lapses is a good enough reason for being cautious in relying 
on people’s self-stated moral principles or moral ideas to predict real-life behaviors. 
Given that the work of Ellemers et al. [19] is suggesting that there should be a mea-
sure of accountability for granting compensation as moral repair, this work implies 
that such moral justification resides with educational governance in outlining the 
moral responsibility of educational leadership and management since recent studies 
have suggested that people care about injustices suffered for moral reasons and that 
moral agency can be limited, imperfect, and structurally constrained (Zheng [22]). 
Since moral reasoning is quickly becoming more recognized as a particularly strong 
determinant of justice judgments, it may be incumbent for education governance 
to position educational leadership and managers to show that when an injustice has 
occurred, there are several ways of making things right again and that these remedies 
are capable of restoring a sense of justice for the harm that was suffered. Specifically, 
from a governance perspective, two questions may need to be addressed: (1) Can 
compensation fix the moral harm of a previous injustice such that it would be as if 
the original harm had never occurred? and (2) What would be required of an act of 
compensation if it is to fully rectify an injustice?

There are three distinct areas highlighted by Hayenhjelm [23] that may be of value 
to answering the previously posed questions. Hayenhjelm [23] purports that to repair 
a wrong using compensation involves measures pertaining to reparation of harm, 
reparation of wrong, and reparations of both harm and wrong. Therefore, in the con-
text of education, one may think that education governance must demonstrate that 
it can institute policies that clearly specify the moral implications of what strategies 
that they believe will restore justice in the eyes of observers and victims. Reference 
[23] considers reparation of wrong to be the most reasonable mechanism to consider 
when looking at compensation for harms suffered. It may be argued in this case that 
reparation of harm is inadequate since it assumes that the wrong of an action is solely 
due to the harm. And reparation of both harm and wrong also fails since the repara-
tion of harm may not be possible or necessary to correct the wrong. Consequently, it 
is a fair argument that complete repair requires compensation that is capable of giving 
the right kind of meaning to the concept of repair and regret. However, this implies 
that if both an expressive interpretation of moral wrong and equivalent expressive 
conception of compensation can be formulated, then there is a case for compensation. 
However, when compensation is not expressed correctly, then it cannot truly repair 
the moral damage on its own accord. According to Hayenhjelm [23], there are three 
8
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main clusters of problems that should be considered when seeking to make restitu-
tions for wrongdoing. These include finding a plausible explanation of how wrongs 
may be corrected, working out the details of what apologetic compensation may look 
like. That is, how does one justify what makes a particular method of compensa-
tion successful in communication regret and undoing the impact of a wrongful act? 
Thirdly, is it even possible to quantify whether apologetic compensation is sufficient 
to correct a wrong? And is it possible to defend the concept of compensation in 
education? Full compensation as articulated by Hayenhjelm [23] is attained when 
a victim is restored to the same indifference curve as they were before the injustice 
occurred. It would be safe to say then that full compensation takes place if and only if 
the compensation makes the person no worse off than originally. Still, another point 
to consider is whether an injustice can be annulled or negated such that it restores not 
only for the material harm but also for the right of the victim. To Hayenhjelm [23], 
this approach purports that compensation rights a wrong when it negates that wrong. 
Such an argument suggests that an interesting point pertinent to education leaders, 
management, and governance is the concept of apologetic and non-apologetic com-
pensation. Non-apologetic compensation relates to offering money, goods, or services 
to fix damages or losses incurred from an injustice but without admission of any guilt 
or regret. In contrast, apologetic compensation, as explained by Hayenhjelm [23], 
is compensation offered as a gesture expressing regret or remorse over an injustice 
and a desire to correct the wrong. Here, the regret and the wish to fix the situation 
constitutes the reasons for the compensation. However, rather than expressing a 
verbal apology, the remorse is expressed via compensatory offering of goods, money, 
or services. One may assume two things are certain. Firstly, there is good rationale for 
restorative apologetic compensation that repairs by expressing apology rather than 
by restoring loss and secondly that complete material compensation can be morally 
unsatisfactory especially if unapologetic. Exactly how an act of compensation could 
express an apology is another area for educational leaders to navigate because of its 
associated moral dimensions. For example, an apology to some people is valid if and 
only if there is a promise never to repeat the injustice. However, to others an apology 
is not required to give any guarantees to refrain from committing similar injustice in 
the future. Hayenhjelm [23] lists the following five components as constituting an 
apology:

1.	An acknowledgment that the incident occurred

2.	An acknowledgment that the incident was inappropriate

3.	An acknowledgement of responsibility for the act

4.	The expression of an attitude of regret and a feeling of remorse

5.	The expression of an intention to refrain from similar acts in the future

Recognition that an event has caused offense or harm is considered a part of an 
effective apology since it shows that the offending party did some measure of reflec-
tion and is sensitive the emotional and physical needs of the victim. Acknowledging 
that the incident was inappropriate can provide a sense of heartfelt expressions of 
sympathy and can bring comfort or restore trust. An acknowledgement of responsi-
bility avoids the apology being viewed as hollow and meaningless. Acknowledging 
9
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where the circumstances fell below the expected standard can reiterate feelings of 
empathy and concern for the harm that the victim incurred. An expression of regret 
or remorse is an initial expression of compassion that shows a humane response to the 
harm incurred regardless of the cause. Finally, acts of reparations show a willingness 
to take steps towards correcting the wrong, a commitment to understand what went 
wrong, and ameliorating the risk of future harm.

4. �Words have implicit and explicit meaning

Governance feature many different functions, forms, and facets both as a policy 
strategy and mode of intervention. Ideally, governance may be considered an avenue 
for creating institutional reforms and practices geared to improving organizational 
structures and processes. However, the structural features of governance may be 
viewed as a top-down system with the propensity to reflect the ideologies of policy-
makers. Consequently, this review article posits that particular attention should be 
given to the idea that people consciously make choices about the words they use to 
convey specific meaning, and hence, the emotive meaning of words such as social 
justice in the context of higher education should not be ignored. For example, it 
is highly likely that people make dialectical links between the decisions made by 
representatives of governance and the sociocultural. If this belief is assumed to be 
true, then a question that naturally arise is: What is the social significance of the word 
social justice in education and to what extent does the usage of the word social justice 
evoke a response that forces people to react in a particular way? To gain further insight 
into these questions requires a procedure that clearly clarifies and identifies the extent 
to which educational leaders deliberately select words with emotional meaning to 
accomplish a predefined objective.

According to the theory of emotivity, emotional words exist and they can be 
affective, connotative, and potentially emotive. Based on this theory, this review 
purports that for emotional words such as social justice that can have a variety of uses 
and appear in different context, there must be careful study of its emotive component 
with respect to convergence or divergence of meanings. However, it is acknowledged 
to do this requires thorough context analysis of what principles, methods, and proce-
dures impact the social significance of words under various settings. Consequently, 
a diverse set of literature examining the fairness and consistency in moral decision-
making were reviewed such that this review provides critical examination to emotions 
and the various components believed to be representing the moral substructure 
associated with the values that individuals bring to their work. Specifically, the 
discussion presented in this work is meant to be specific to when moral decisions and 
discretionary powers produce moral decisions that disable, disenfranchise, or circum-
vent established policy and agencies to the point where there is some moral damage 
incurred particularly in an educational environment.

Current investigations suggest that twenty-first century learners are beginning to 
pay attention to the role ethical decision-making play in the way educational institu-
tions are govern. It appears that the modern learner is seeking clarity about what 
constitutes fair and equitable education and is raising questions as to whether the 
personal and professional value sets held by educational leaders and management 
are in conflict. Learners want to know whether if it is possible for educators to hold 
multiple value sets and still manage to operate effectively professionally and privately 
especially when having to decide what is good, bad, right, or wrong in the context of 
10
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equity, equality, and social justice in the learning environment. This emerging trend 
suggests that the modern era of education is seeking systems of accountability that 
show that education institutions care about how their educational leaders and man-
agement quantify the processes by which learners are affected by the moral stances 
educational leadership and managers adopt and how learners may be affected by the 
described and interpreted behaviors of individuals, their habits, and organizational 
customs. Undeniably, people think that moral values of leaders and their underly-
ing frame of mind matter when judgments are to be made concerning the welfare 
of cohorts and by extension their support systems and the wider society. More 
importantly, the research is suggesting that learners believe that a role paramount 
of education governance is effectively highlighting the importance of the role that 
moral and ethical maturity play when any consideration is to be given to social justice, 
equity, and equality in education. Specifically, it may be concluded from the current 
literature that modern learners believe, education governance is required to establish 
the appropriate ethical responses needed to deal with implicit and explicit moral 
damage suffered at the hands of educational professionals, and hence, there needs 
to be transparency and strong policy for identifying and dealing with poor moral 
decision-making.

Moral damage may be viewed as a disorder, impairing or deprivation of personal 
non-property benefits and rights of individuals. This includes any mental or physi-
cal suffering such as humiliation, anger, depression, shame, despair, physical pain, 
lameness, and discomfort experienced by victims as a result of an offense committed 
against them Akimekova et al. [24]. Damage in the case may be viewed simply as the 
result of a breach of someone’s rights. This has serious ramifications in the context of 
education since all practitioners are supposed to share a common set of professional 
values by virtue of the publicly stated goals of the particular institution. However, 
moral decision-making is unique, individual, and privately held. Thus, value sets may 
inherently guide the interpretation and processing of information and may therefore 
inherently depict how an individual’s underlying moral substructure dictate how they 
perceive, interpret, and integrate information.

If this moral substructure does exist and truly affects the decisions of education 
leadership and management, then it is reasonable to assume that a possible role for 
education governance is identifying the agents leading to an organizational decision. 
Within organizations, it is known that social networks with mutual moral ideolo-
gies allow for the exchange of ideas and knowledge. How knowledge collaboration 
could be translated into overall general organizational moral decision-making is not 
a well-documented area. What is currently known is that asymmetries of knowl-
edge within an organization can lead to extensive knowledge diffusion (Jiafu et al. 
[25]). According to Milli et al. [26], knowledge diffusion occurs among people in an 
organization via a diffusion process. A diffusion process is believed to contain the 
population on which a diffusion process unfolds, the mechanisms that describe the 
evolution, and the actual content of the diffusion. Essentially, diffusion is a process 
by which knowledge, feelings, and perceptions are communicated through certain 
channels over time to the members of a social network (Shackelford and Moore [27]). 
Very few quantitative methods and models currently exist that adequately contex-
tualize the fundamentals of knowledge diffusion and the level of moral decision-
making associated with educational governance as a construct. Knowledge diffusion 
is known to be a complex process that is generated between a sender and receiver. 
Exploring how moral decision-making may impact upon this exchange can provide 
an improved understanding of the nature of how educational leaders and managers 
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diffuse knowledge and how efficient they may be in their management performance 
when it comes to ensuring equity, equality, and social justice in the learning environ-
ment. Characterizing the way educators are able use active moral decision-making 
to regulate and control contextual features in their environment may inspire various 
models of achieving fairness and consistency for all learners.

In Wilkins and Mifsud [28], education governance is defined as a self-transmuting 
modulation that continually evolve based on the populous belief at the any given 
time. Since in this review paper it is assumed that education governance serves as a 
means of providing agents and agencies that intervene in public policy and education 
reforms, it is believed that there is that need to generate much debate about the sig-
nificance of the hidden hands of the moral decision-making substructure underlying 
education governance and how this hidden substructure may translate into a poten-
tially dangerous morally empowering tools for educational leadership and manage-
ment to inadvertently reconstruct and reshape descriptions of the structures and 
operations that education build reform. This work is similar to that of Wilkins and 
Mifsud [28] in highlighting how moral convictions of our leaders lead to the transmu-
tation of meaning in the field of education. Specifically, it extends upon those author’s 
work by adding as a new dimension the meaning of governance in terms of a moral 
substructure like the one hypothesized in Figure 1. It is believed that this approach 
opens the door for enriching our current understanding and contextualizing of edu-
cation governance, leadership, and management with respect to the motives, inter-
est, and dilemmas faced when trying to fix our struggles over the meaning of equity, 
equality, social justice, and fair compensation in higher education. Furthermore, 
it is believed that review emphasizes that emotive meanings exist in all words, and 
hence, all words feature a positive and negative emotive component. Therefore, it is 
important for educational leadership to remember to supply context that clarifies all 
potentially present meaning and connotations of the emotive words such as social 
justice, equity, and equality in an education context. To accomplish this, a crucial area 
of research that this article reveals pertains to educators actively determining whether 
it is the context that signifies the appearance of an emotive connotation in denotative 
words such as equity, equality, and social justice or is it that these words themselves 
inherently reveal context implicitly or explicitly. Another area of interest arising out 
of this analysis lies with developing a procedure to clarify and identify which words 
are potentially suitable and from which context to choose them such that their social 
and political significance does not result in the inadvertent reconstruction of the 
word meaning and its emotive component. Given that in the context of this study 
these areas of possible research emerge, it is concluded that greater emphasis should 
be made by educators in clarifying and identifying positive and negative emotive 
words in the language of education and establishing the degree and extent to which 
these positive, negative, or neutral emotive words connotate meaning that evolves as 
ideologies and beliefs about what constitutes fair and equitable education can vary 
significantly from generation to generation.
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Chapter 2

University Teaching and Learning 
Planning for Social Justice and 
Equity of Outcomes: Leadership 
for Student Success at One South 
African University
Sadhana Manik

Abstract

This chapter contributes to social justice and effective inclusive leadership in 
higher education where there exists a dearth of research. Within the framing of 
transformation in South Africa, public higher education institutions have achieved 
the democratic aim of widening student access for previously disadvantaged Black 
students. The success of students whose inequalities have been exacerbated by the 
pandemic is now the core business of universities. Couched within improving plan-
ning and preparedness by one university for increasing numbers of first-generation 
students, this chapter has a dual aim: It explores, through the literature, the pursuit of 
social justice and equity of outcomes in higher education in democratic South Africa 
and thereafter the process of effective inclusive leadership culminating in the end 
result of a student success study. The theoretical architecture includes effective lead-
ership for undergraduates in higher education with filaments of inclusive leadership 
and student success. The findings from the literature highlight the value of effective 
inclusive leadership in institutional planning and preparedness of first-generation 
students in first-year modules. In terms of a “psychological contract,” students felt ill 
prepared for several academic requirements, including registration. The study high-
lights the clash in neoliberal and social justice imperatives and resultant repercussions 
of large class sizes and staff experiencing a dearth of support. An advisory registra-
tion document was submitted to the university. The study recommends an memoran-
dum of understanding (MoU) between staff and students for academic requirements 
and responsibilities. There exists a need for the university to carve out improved and 
consistent support for both staff and students.

Keywords: higher education, inclusive leadership, first generation students, student 
success, widening access
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1. �Introduction

There currently exists a dearth of scholarship on inclusive leadership in higher educa-
tion, although there is a plethora of scholarship on effective leadership. The concept of 
effective inclusive leadership is absent from research. This chapter provides a contribu-
tion to the phenomenon of effective inclusive leadership from an educational perspective 
post the pandemic. The concept of leadership itself has multiple understandings. It has 
been studied for more than a hundred years, but strangely there is a dearth of research 
into educational leadership in higher education [1, 2]. While Jappie [3] writes about 
university leaders’ transformative role in carrying out practices and policies for a socially 
just education for all students, Marshall, Roache, and Marshall aver that leadership is 
seldom an individual effort [4]. Felten et al. (p. 7) similarly articulate that leadership 
should be shared: “Universities cannot thrive over the long term when a single person or 
a small group caries a disproportionate share of the load. Instead people throughout the 
organization need to see themselves as part of the leadership team. This requires every-
one to work together” [5]. One would assume that this is an understanding of inclusive 
leadership. However, the literature notes that are numerous understandings of inclusive 
leadership [6]. There is a plethora of scholarship exploring inclusive leadership, but the 
majority do not use the term “inclusive leadership” except to refer to leadership that 
incorporates differently abled persons [1], and this is not the focus in this chapter; rather, 
the ideas expressed subsequently have relevance. Anchan [7] explains that inclusive lead-
ership is a mindset that pervades the entire institution, and this idea is valuable. Other 
understandings of value derive from Bojovic and Jovanovic, for whom inclusiv e leader-
ship is tied to transformational leadership, and this involves empowering and inspiring 
people in an organization toward reaching organizational goals through three ideas: 
empowerment, innovation, and change [8]. Also, in a similar vein, it has been contended 
that leadership must foster teamwork, creative problem-solving, and a commitment to 
a shared vision [9, 10]. Maswanganyi [10] cites Haq et al. [11] to explain that inclusive 
leadership is a transformative leadership style that prioritizes equity, diversity, and the 
active engagement of many perspectives in decision-making. Nishii and Leroy further 
assert that inclusive leadership has the explicit aim of “empowering people at all levels of 
an organization or society” [12]. Shore and Chung draw attention to institutional culture 
when they advance that “all individuals are acknowledged, esteemed, and given a voice; 
this enhances creativity, cooperation, and communal harmony” [10]. While the forego-
ing caveats of inclusive leadership have relevance, Felten et al. [5] establish that there are 
six principles of leadership for effective undergraduate experiences. This has resonance 
for this chapter as many principles dovetail with the criteria expressed by the inclusive 
leadership scholars mentioned previously:

1.	Lead through collaborative practices.

2.	Articulate clear, aspirational goals linked to institutional mission and values.

3.	Cultivates a culture that keeps students and learning at the centre of decision-
making.

4.	Foster shared responsibility and leadership at all levels of the institution.

5.	Make strategic choices and take informed risks.

6.	Focus on dynamic improvement-oriented planning, execution, and communication.
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Combining theoretical aspects of inclusive and effective leadership creates a 
foundation for this chapter on the nature of leadership that supports first-generation 
student success in higher education in South Africa post COVID-19. Thus, it is an 
amalgamation of ideas: that of working together vertically across the university 
hierarchy to collaborate and problem solve; the contribution of multiple voices, 
views, and perspectives to unpack how students can gain epistemological access and 
empower the organization; and being part of a team and sharing the same mindset so 
that the institution and its students, the majority of whom are Black and first genera-
tion, can flourish and succeed in academia.

It is necessary to chart the landscape of key discourses permeating higher educa-
tion globally and then for South Africa, in the recent past and currently, to under-
stand the embedded value and significance of effective inclusive leadership for higher 
education’s goal of ensuring student success (with emphasis on first-year students). 
At present, neoliberal values continue to dominate local and global higher education 
discourses with a focus on statistics on access and success of students [13, 14] garner-
ing more attention than a qualitative, more nuanced lens. These access and success 
discourses (on drop out, throughput, graduation rates, etc.) focus on measurement 
and are described as “sitting uncomfortably” with the qualitative discourses of social 
justice and decolonization of institutions [15].

This chapter offers a slice into higher education’s leadership focus on social jus-
tice and equity of outcomes being juggled again neoliberal thrusts in South Africa, 
and then it progresses to a micro-level effective inclusive leadership endeavor (at 
one university undertaken through the lens of one teacher-researcher who belongs 
to the university Access and Success Forum) with a study on student success as part 
of the university social justice project. This slice analyzes the recent trends in higher 
education literature and then progresses to the process of effective inclusive leadership 
unfolding in the study and selected end results of the student success study at the pub-
lic university Y. The study comprises empirical evidence on staff and students’ expec-
tations and their experiences post the COVID-19 pandemic. This empirical study’s 
foundations lie in the following undergirding principles: There may exist significant 
differences regarding staff and first-year students’ expectations and experiences, 
and given the pandemic, this could be impacting students’ success. Each role player 
in the study (staff and students) may be unaware of these differences, which could 
then lead to the possibility of unmet expectations, frustrations, poor experiences. 
and poor performance with repercussions for the institution. Cureton [15] in Cureton 
and Gravestock [16] explains that “if a student feels that their expectations of higher 
education are not being met, this can generate violations of their psychological contract 
which is a set of powerful unspoken rules of engagement with the university.” It is 
further suggested that these violations can lead to psychological wounds, a decrease in 
engagement by students, reduced productivity, and eventual drop out. Equally so, if 
staff have particular expectations of the students and the institution and these are not 
met, it could have consequences for achieving university goals.

The structure of this chapter is as follows. It commences with the neoliberal values 
sitting alongside the social justice commitment and equity of outcomes goal of higher 
education in South Africa. This goal is to widen access to students previously disad-
vantaged by virtue of their race (being Black) and to ensure student success. This is 
followed by a brief description of the pandemic’s influence on higher education goals 
and it details the institutional need of university Y teaching and learning leadership 
to engage research post the pandemic to provide insights for future planning for 
first-year students given the context of this university, its mission, and its goals. The 
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theoretical framing of inclusive leadership and Felten et al.’s [5] effective leadership 
model, crucial for the experience of undergraduates in first-year modules, is out-
lined. The process of inclusive leadership in the student success project follows with 
some key findings from the study for university planning by leadership. The chapter 
culminates with a conclusion on the value of inclusive leadership and some recom-
mendations for the future in terms of institutional planning, preparedness, and the 
success of students against the backdrop of social justice, equity of outcomes, and the 
pressure of neoliberal imperatives.

2. Changing and challenging discourses in higher education

2.1 A global lens

Widening access into higher education, a social justice imperative, has been 
unfolding globally [16, 17], and it is not specific to South Africa. Post-apartheid (since 
1994), it has been part of leadership in higher education’s transformational agenda 
for South Africa—the chapter expands on this later. Countries, globally, have been 
experiencing increasing student populations from previously under-represented 
groupings who are now enrolled and conceived of as first-generation students. 
Equity of outcomes became critical, and it was established that first-generation 
students have particular needs and their support has to be tailored to ensure their 
success. Underprepared students became a normative discourse [18] attached to the 
articulation gap between school and university. The discourse then started changing 
as institutions globally began to plan and express the need to respond meaningfully 
through their policies and goals, a move from numerical access or participation of 
first-generation students toward measures to ensure students’ success [19, 20], involv-
ing the support they require to meet national neoliberal outcomes of throughput and 
graduation targets. Amid this neoliberal fixation with targets, it has been argued that 
the international literature on equality, diversity, and inclusion (EDI) established 
that bureaucratic endeavors such as reporting by higher education leadership became 
a perfunctory procedure that has not resulted in tangible changes such as students’ 
academic performance [20].

The quality/excellence discourse in higher education came under scrutiny 
internationally [1, 21] with concerns around students’ preparedness, with views 
being expressed in the West in countries like the United Kingdom (UK) on whether 
academic standards were being compromised by the entry of nontraditional (first-
generation) students. Leathwood and Connell [22] and other scholars [23–25] explain 
how widening access as a social inclusion endeavor was seen to be synonymous with 
the lowering of educational standards, thus being perceived as a tradeoff against 
a quality higher education. The concept of quality has been debated and is itself 
considered a “murky” concept with multiple understandings by different institu-
tions and scholars across the various countries [26–28] Henard and Le Prince Ringuet 
attribute this debate to quality being perceived as a process or an outcome [28]. In 
the UK, Thomas [19] articulates a response to the quality higher education debate by 
revealing that there is an understanding articulated in the form of a national strategy 
for access and student success in addition to a teaching excellence framework, and 
this permeates all leadership efforts across institutions. In a book on achieving equity 
and quality in higher education prior to the pandemic, Shah and McKay (p. xv) drew 
on nine countries globally to assert that there are case studies of success to support 
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student learning in higher education “through academic and non-academic support 
structures,” and there is evidence that widening participation leads to upward social 
mobility where students from previously disadvantaged backgrounds are graduating 
and improving their socioeconomic outcomes [29]. Thus, the pursuit of social justice 
through widening access with the requisite support has led to positive outcomes for 
society pre COVID-19.

2.2 A slice into South African higher education post 1994

Further south, leadership in higher education institutions has been influenced by 
national democratic imperatives and global trends [29, 30]. The discourse of dropping 
standards by widening access did reach the shores of South Africa, also as a quality/
excellence issue, but without the derogatory nomenclature of a lowering of stan-
dards being advanced in university engagements due to the sociopolitical context of 
widening access. It must be remembered that historically, apartheid ideas and social 
planning once shaped higher education, which was a reproduction of society before 
democracy [30, 31]. After the end of apartheid in 1994, there was a set transforma-
tional agenda by the democratic government, underpinned by policy imperatives 
(e.g., The White Paper on Higher Education, 1997) to open the doors of all public 
higher education institutions of learning to previously denied racially Black group-
ings (African, Colored, and Indian) [31, 32]. Social justice and the re-engineering of 
society became a critical task to achieve. Non-White (Black) race groups were denied 
access to higher education, and it was well acknowledged that they were not the 
recipients of a quality education during apartheid because the education of Whites in 
South Africa received greater government funding and resources when compared to 
Blacks during apartheid [31, 33]. With the demise of apartheid came the emergence of 
a constitution and Bill of Rights underpinned by social justice values with the vision 
of achieving a society that is equal via a social justice agenda for redress of Black 
South Africans disadvantaged by apartheid.The Education White Paper of 1997 was a 
landmark policy for educational change, which was expected to contribute to socio-
economic and political development of the country [32]. It stated that higher educa-
tion was expected to contribute to South Africa achieving “political democratization, 
economic reconstruction and development, and redistributive social policies aimed at 
equity.” University leadership needed to and began to carve out a roadmap to achieve 
these goals [33].

Leadership efforts have been at the heart of driving efforts at widening student 
access (also termed fair access, social inclusion, student equity, or democratic 
access) in higher education [13, 14, 34]. Educational change commenced through 
the widening of access, and it meant that public higher education institutions 
could now widen participation on the basis of race to include Black students. 
Educational leadership in higher education institutions has the task of ensur-
ing social justice aspirations along with achieving high performance standards 
if the concept of quality is equated to high performance. Neoliberal values have 
permeated the discourse of widening access with the domination of access rates, 
drop-out rates, graduation rates, throughput rates, and so on [13]. Within the 
framing of transformation in higher education institutions in democratic South 
Africa, public higher education institutions have achieved the democratic aim of 
widening student access, targeting previously disadvantaged populations if the 
number of students or rate of access is the measure. It is asserted that “African 
students constituted the majority of undergraduate enrolments in 2014 and 2019” 
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[13] for the first time in South African universities (except UNISA) in 2014. It was 
revealed that “Undergraduate student enrolments grew by almost 12% between 
2014 and 2019” [13]. Then there was a dip in student enrollment during COVID-
19 followed by a growth in enrollment again. The success of Black students 
(Africans were the most disadvantaged) who now dominate the university student 
population is the core business of universities, and student throughput and gradu-
ation rates come under scrutiny in university rankings, the latter being another 
neoliberal push influencing higher education’s leadership to pursue it enthusiasti-
cally. Statistics show that 55% of those who enrolled in 2014 graduated by 2019, 
whereas 45% dropped out [13]. The drop-out rates have been an area of concern. 
The figure also shows that for the first-time entries to higher education in 2014, 
“the largest proportion of graduates (24%) do so at the end of 3 years of study, 
within regulations.” There are other aspects of concern for teaching and learning 
leadership in higher education, namely that when compared, there are still more 
White graduates (35%) than African graduates (23%) after 3 years of study [13], 
which implies that equity of outcomes is still a goal to be reached. Ajani agrees, 
stating that the pursuit of social justice and equity of outcomes remains a con-
tinuing challenge for higher education in South Africa [35].

University teaching and learning leaders in South African universities are 
making efforts toward ensuring that they are better prepared in addition to better 
preparing their students for the rigors of university life, but this is an ongoing 
process. The conceptualization of access has altered to a more nuanced “access 
with success” discourse. The White Paper of 1997 also alluded to the principle of 
equity and redress, that Black students should be given an opportunity to enter 
into higher education institutions and to succeed in programs. Thus, leadership 
in teaching and learning has institutionalized several efforts to support students 
given concerns about epistemological and epistemic access [36, 37] for Black 
students, especially those who are first-generation students that do not have the 
requisite disciplinary knowledge, academic literacies, and cultural tools to navi-
gate university life. Epistemological access is deeper than physical access to the 
institution; it involves support, guidance, and collaboration [37]. Epistemic access 
derives from epistemological access to stress students’ participation in academic 
practices and processes [14, 37]. Green in the Higher Education Monitor 16 explains 
[14], “The notion of epistemic access is about overcoming the barriers to learn-
ing, as well as about creating conditions that are conducive to learning, thereby 
leading to the success of students in their higher education.” Leaders in teaching 
and learning across institutions of higher learning in South Arica have shifted 
discussions given studies that revealed the articulation gap between schools and 
first-year university [13], which is especially prominent among students from dis-
advantaged schools (quintiles 1–3) with limited access to technological advance-
ments in teaching and learning. Thus, the discourse changed in higher education 
planning from underprepared students with the use of several other deficit terms 
for students (such as “at risk” students) to underprepared institutions [38]. 
Equity of opportunities and outcomes has thus become a critical component of 
post-apartheid higher education, and this is still relevant today with the multi-
tude of student-support initiatives crafted by teaching and learning leadership 
(writing centers for academic literacies, supplemental instruction, tutorials, and 
warning systems for assessment), and this forms the bedrock of all public uni-
versities in South Africa. In the 2016 report by the Council for Higher Education 
(CHE), the CEO noted that universities had made progress toward achieving 
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quality, equity, and transformation. Given this finding, it can be surmised that 
leadership has been instrumental in driving this triumvirate of goals with some 
success. However, the teaching and learning goal of epistemological access for the 
success of Black students is still a challenge [32, 34].

3. COVID-19, university Y, and a shift in leadership style in one project

While there were tensions of academic quality and epistemic access of first-
generation Black students in South Africa, these were exacerbated by the unexpected 
arrival of the global pandemic, COVID-19 [32, 34], which placed greater teaching 
and learning strain on institutions, their staff, and students to achieve success. It was 
suggested that institutions have to be careful that they do not undermine their com-
mitment to their students [19], and the pandemic presented a teaching and learning 
context that was particularly challenging globally and in South Africa. Institutional 
concerns have led to studies exploring students’ performance during and post 
COVID-19 [32, 39], but none that marry both staff and students’ expectations and 
experiences save for the study reported on in this chapter.

Leadership activities occur within a context [1]. The context for university Y, the 
case study institution, comprised being in a rural poor province with a social justice 
commitment to transformation and the success of Black students. Additionally, as 
a public higher education institution, it needed to obtain national higher education 
targets. University Y needed to institute multiple support mechanisms for students 
to navigate learning during the pandemic. The vice chancellor declared on March 
22, 2020, that the university would go into lockdown and students had to leave their 
residences and return to their homes. COVID 19 was thus a set back with the students 
suddenly migrating from face-to-face instruction to having to work from home, many 
with limited access to their own private space to study and a lack of electricity and 
technology [40]. Students were also away from university structures previously offer-
ing face-to-face academic and social support to first-generation Black students. High 
level university leadership in teaching and learning was quick to respond with several 
teaching and learning initiatives such as the provision of data bundles (first-year 
students are provided their own laptops). In addition, students were given hard-copy 
notes, and they had access to synchronous and asynchronous learning opportuni-
ties: participating in online live lectures and with access to Moodle for prerecorded 
lectures when internet connectivity was a challenge. Students were also included in 
WhatsApp social media class groups to have direct contact with each other and the 
lecturer.

Post COVID-19, creative ways of ensuring student success had to be pursued with 
a return to face-to-face instruction. It was necessary for the university teaching and 
learning sector to access staff and students’ experiences, especially students’ first-
year experiences for institutional planning and preparedness of both the institution, 
staff, and students. University Y’s leadership structure in teaching and learning has a 
hierarchy with the University Teaching and Learning Office (UTLO) at the pinnacle. 
A level below this is the teaching and learning office of each of the four colleges of 
the university. Below this structure is a teaching and learning sector for each school 
within the respective college. Lecturing staff for each module are responsible for 
reporting on teaching and learning experiences of interest to their respective school. 
Inclusive leadership in teaching and learning unfolded in one research project of the 
university Access and Success Advisory Forum (ASAF), involving multiple vertical 
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levels of participation within this structure: UTLO, ASAF, staff, and students, and 
this process proved to be effective as a form of leadership and in the end product of 
insights from the student success study.

4. The process of effective inclusive leadership in the study

Ryan [1] avers that inclusive leadership, to be meaningful, must be married to 
social justice concerns. He further explains that the “meaningful pursuit of inclusive 
leadership practices requires that academics and practitioners attend to both the pro-
cess and the ends of leadership”; hence this section explains the process of achieving 
effective inclusive leadership in the study, and I report on some of the study findings 
which were the end result of this facet of effective inclusive leadership.

Inclusive leadership in teaching and learning is evident in the work of the 
UTLO, which is the hub of university teaching and learning research. It engages 
in various collaborative teaching and learning endeavors, and it catalyzes research 
across all hierarchical levels for university planning on student success. University 
staff belonging to ASAF across the five campuses of the institution were invited 
with financial and research support to carve out proposals and undertake stud-
ies in critical fields of teaching, learning, and assessment with the aim of student 
success. UTLO received grant funding from the Kresge foundation as part of the 
Siyaphumelela Project, which aimed at supporting research into student success. The 
culmination of each study should be findings that result in the implementation of 
tangible institutional changes.

The interpretivist study reported on here was based on the expectations and expe-
riences of staff and students in first-year modules (other studies were on curriculum 
and assessment funded through the Siyaphumelela Project). The study was refined 
after a proposal was developed by the author of this chapter. Effective inclusive 
leadership was evident in the nature of decision-making in the proposal development 
as there was input from teacher-researcher colleagues across the university and UTLO 
with project reporting and accompanying feedback on a regular basis from UTLO 
and colleagues. Thus, the study organically evolved with multiple voices refining each 
stage for the study to eventually comprise students and staff participants and the phe-
nomena of their expectations and experiences. The aim of the research study, located 
in social justice, was to explore staff and students’ expectations and experiences post-
COVID in first-year modules. This was a mixed methods interpretive study as the 
voices and views of both students (n = 312) and staff (n = 5) were foregrounded. Two 
large class size modules with pass rates above 80% were purposefully selected in the 
first semester of two consecutive years, 2022 and 2023, given the interest shown for 
participation (the Engineering module pass rate was 84%, and the Geography module 
pass rate was 97.2%). The tools for data generation were questionnaires for students 
(with open-ended questions) and semi-structured interviews for lecturers and mod-
ule coordinators. The questionnaires were in Google Form formats that were uploaded 
on the teaching and learning platform, LEARN 2022, for ease of access. Thus, stu-
dents responded online to a link shared during their lectures and an invite placed in 
their online class on their learning platform. The interviews with staff were held via 
Zoom at the convenience of the lecturers and coordinators. For the Geography mod-
ule, 234 students completed questionnaires out of a class of 667. For the Engineering 
module, 78 responses were received from a class of 475 students. Qualitative content 
analysis of the data from both instruments is presented in the chapter, by generating 
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themes from the responses of students and staff (module lecturers and coordinators) 
as a contribution to effective inclusive leadership for student success.

5. The end results of selected nuggets of evidence

The following findings are discussed drawing on selected architecture from Felten 
et al.’s six principles on leadership [5] that contribute to effective undergraduate expe-
riences in addition to Shore and Chung [41] and Maswanganyi’s [10] work on inclu-
sive leadership. The assumption is that positive undergraduate experiences derived 
from effective inclusive leadership will lead to student success at university. The work 
of Cureton [15] on success in higher education adds value to aspects of Felten et al.’s 
principles, and as such they are woven into the discussion. The discussion commences 
with each finding fashioned within inclusive leadership and Felten et al.’s explana-
tion of the effective leadership principle and selected relevant literature on student 
success. An example from the study that illustrates this principle of effective inclusive 
leadership or a challenge follows. There are some examples from the study that 
collapse two or more of Felten et al.’s principles into one of the themes given a best fit 
foundation. Nuanced ideas on planning for student success permeate the findings and 
a discussion of it.

5.1 Teamwork and collaboration

Felten et al.’s first principle of effective leadership is on collaboration [5]. At the 
helm of university Y, speaking about the university’s strategic goals, was the vice 
chancellor, who was clear on the task ahead to achieve the goals with both teamwork 
and collaboration as the responsibility of everyone (to work together toward a com-
mon purpose). He stated, “Let us work together in taking collective responsibility to 
oversee and monitor the implementation of this strategic plan” that was developed. 
It is well accepted in the literature that a strong leader alone is insufficient; there 
was teamwork and collaboration at all levels from UTLO, ASAF members and their 
teams of researchers, and student participation. There is sufficient scholarship that 
highlights that collaboration is also messy as there are different perspectives and ideas 
about achieving particular goals of a set plan and how to achieve it [5, 29].

Teamwork and collaboration in the research study unfolded in multiple ways. 
The study demonstrated teamwork and collaboration in that UTLO teamed with an 
external funder, Kresge Foundation, which supports student success in post school 
education, in addition to a researcher from the university ASAF to undertake research 
into a study on student success post the pandemic. UTLO had an investment of funds 
from the donor organization (Siyaphumelela Project), and a designated group was 
created to craft a variety of research studies across teaching, learning, and assessment 
for student success. The empirical study itself was due to an initial university collabo-
ration between university Y’s head of UTLO and the project leader who was part of 
the university Access and Success Forum. This study was developed further to include 
more researchers. The funder also extended the duration of the project after a realiza-
tion that 1 year was inadequate for the duration of the study. In the study, there was 
an understanding by the teacher-researchers that student success depends on the rela-
tionship between the institution, students, and staff in each module. Through regular 
planning discussions, it was realized that for student success, both university staff 
(teachers) and students needed to engage with each other about their expectations 
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related to the module and expectations of the lectures and lecturers. Then there needs 
to be a sharing of students’ and staff experiences within this module.

Collectively, university teachers needed to share their expectations and experiences 
with their students and with the institution so that the required support for student 
success is realized for institutional planning. Collaboration featured in different ways. 
The project leader was also advised to engage and co-opt another collaborator with a 
strength in accessing the quantitative databases such as “autoscholar” at the institu-
tion; however, time constraints and other sub-studies on behalf of ASAF limited the 
involvement of this collaborator. Teamwork and collaboration were about co-creation 
of the research project and its results; thus UTLO leadership did not engage in top-
down or bottom-up decision-making on any of the studies within ASAF. Teacher-
researchers carved out studies that they believed would respond to the student and 
staff needs for success in their disciplines, and there was feedback and reporting 
with amendments at each stage from UTLO and ASAF. Teamwork and collaboration 
also resulted in a miniconference with all researchers to share their findings with the 
university and the challenges and progress in each of the studies on student success.

5.2 Commitment to the goals and values embedded in the institution’s mission

Felten et al.’s second principle on effective leadership relates to clear, aspirational 
goals linked to the institutional mission and values. They note that it is imperative 
for institutions to demonstrate that student success is important, and this needs to be 
inserted into policy documents and the university mission [5]. Felten et al.’s principle 
four is on shared responsibility and leadership at the various levels of the university. 
It asserts that the responsibility for student success must be shared by staff and 
students, and leaders should be developed within the university and not sourced from 
outside. Additionally, Thomas avers that the goals and values should be embraced by 
leadership at all levels so there is evidence of commitment [19].

In the current study, institution Y’s social justice mission of widening access and 
achieving student success is clearly expressed in its plan, despite the context of the 
impact of the pandemic on teaching and learning. Other constraints are stated such 
as the funding reduction and the inclusion of students from disadvantaged schools: 
quintiles 1–3. Within this higher education context, university Y has crafted a 10-year 
plan that is a road map to achieve its strategic goals: “to redress the disadvantages, 
inequities, and imbalances of the past.” A quote from its plan paints a picture of the 
context within which student success needs to be achieved:

The ****10-year Strategic Plan (2023-2032) is founded on its enduring vision and 
mission, but it has been conceived at a time of increased turbulence in the national, 
regional, and international Higher Education sector that the University leadership 
must contend with. … This Strategic Plan has also been developed in an environment 
in which institutions of higher learning in South Africa have been adversely affected 
by the global COVID-19 pandemic that impacted lives and livelihoods affecting 
access, including a decline in student numbers and decreasing revenues from the vari-
ous University income streams. The University also opened its gates to a huge number 
of students from Quintile 1–3 Schools to pursue a university education.

The university outlines “five strategic goals” that it “aspires to deliver upon during 
the 10-year plan period. These strategic goals are: Excellent Teaching and Learning; 
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Excellent Student Experience; Excellent and High Impact Research Innovation 
and Entrepreneurship …” (p. 6). The UTLO has a critical role to play in achieving 
these goals, and through the university ASAF, academic staff (teachers and module 
coordinators) and students have embarked on strategic research projects such as this 
expectations and experiences project to contribute to all three of the aforementioned 
goals. All participants were aware that the responsibility for the success of students 
was a joint effort and that the research study was crafted toward achieving the 
institution’s goals.

5.3 The epicenter: Student-centered learning and multi-tiered decision-making

Student learning for student success and decision-making, which was multi-tiered 
in the study with several voices, including staff and students, made for effective 
inclusive leadership in the study. Felten et al.’s [5] third principle is on an institutional 
culture of student-centered decision-making and student learning. Institutional 
culture at universities is critical to student success, and the scholarship on teaching 
and learning indicates that staff have to understand their role in enabling student 
success, and as such engaging in student-centered research and participating as 
either researchers or participants in the current research study, was critical. Students 
similarly needed to provide their expectations and experiences so that they are at the 
epicenter of institutional decision-making to support them achieving epistemological 
access. Students provided insights into their best and worst experiences at university 
Y. Staff also provided their experiences with suggestions on how to better strengthen 
institutional support and the relationship with their students.

Staff who participated in the research understood their role in supporting student 
learning through multiple strategies. For example, one of the Engineering lecturers 
(1) outlined the value of supplementary instruction (SI) for first-year students to 
enrich their understanding of concepts: “SI sessions—they are very important, for the 
first years, this is very important, they present typical questions for exams, tests etc., 
and students found they are useful too.” Another Engineering lecturer (2) also shared 
the importance of the SI and suggested more SI sessions as opposed to tutorials for 
a specific reason. She honed in on the relationship of the SI staff who were sharing 
their phone numbers with students and consulting with them after sessions and over 
weekends to assist in student learning, whereas the tutorial staff were strictly keeping 
to their short instructional times without additional sessions beyond what they were 
expected to do. Thus, the institutional culture being developed by the SI staff was 
focused on deep student learning, and their attributes demonstrated a commitment 
beyond allocated times.

Students are involved in research activities and the findings from these studies 
contribute to feedback to the institution and in shaping curriculum design in the 
modules. It is averred that higher education institutions that incorporate students’ 
voices have curriculum design features that promote student motivation and engage-
ment, adding to students’ agency, which can improve their performance and con-
tribute to their future success [42]. University Y’s approach to supporting students is 
multi-fold, but some aspects need strengthening. In addition to the lectures, there are 
supplementary instruction sessions and tutorials in Engineering; however, there are 
no supplementary instruction sessions nor tutorials in Geography despite the class 
size being much larger than Engineering, with more than 200 more students. This 
dissonance requires further teaching and learning exploration.
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Davis et al. assert that tapping into students’ voices on their learning experiences 
post COVID-19 is of benefit to students, their lecturers, and educational institutions 
[42]. The research study that was crafted placed students and their success at the 
center of the study, and the findings on students’ expectations and deriving from 
their experiences can be used to strengthen program offerings, measures to facilitate 
epistemological access for students and other aspects of university life such as staff 
attributes. For example, students commented extensively in Geography about their 
frustrations with the registration process online since the pandemic, and this also 
requires exploration. It was evident that when students shared their views and feel-
ings, it can be enlightening to staff and the institution about how they feel, contribut-
ing to their psychological contract with the university [15], and this can be used to 
refine support measures for their academic performance. For example, students in 
Engineering were constructing themselves as “struggling” and “low performing.” The 
deficit nomenclature (“struggling” and “low performing”) being used by students in 
this large class to refer to themselves signals that they require academic support and 
counseling. This is despite it being a module where students on average are perform-
ing well. Other comments included “get more help for struggling students” and 
“provid[e] tutors to low performing students.” They were sharing their needs with the 
researchers and university for greater academic support in the form of more tutors 
and more tutorial sessions: “There must be more tutors,” “increase number of tutors 
per module,” “more tutorials.” They did not request help from a counselor, although 
their perceptions of themselves would warrant psychological assistance.

5.4 �Staff and students’ suggestions on strategic choices, risks, and planning for 
the future

Felten et al.’s fifth principle of effective leadership for undergraduates leans on 
leadership having to make strategic choices and to take informed risks [5]. They aver 
that for enhanced student experiences and their success in higher education, priori-
ties must be carved out and that these changes are supported by resources (Felten et 
al.’s fourth principle), or else they cannot be considered to be institutional priorities. 
Interestingly, they warn that there may have to be trade-offs to reach these goals.

The study findings revealed that one of the strategic choices that may need to 
be made by the university teaching and learning leadership for student success lies 
in the structuring of the timetable for large classes. The students in the study felt 
overwhelmed by a flooded timetable with them rushing from one lecture to the next, 
and this was stressful for them. They believed that the quantity of lectures and also 
the quantity of information being taught in a lecture was excessive, leading to them 
becoming exhausted and confused. One of the Engineering students also commented 
on the quantity versus quality of teaching and learning and the impact of this:

“Give us breaks in-between lectures, attending another lecture immediately after 
another isn’t doing us any good. It’s exhausting. you leave campus with nothing but 
confusion in your head.”

“Less quantity of different lessons with greater quality information, for example only 
2–3 modules per day, greater time to understand the module.”

The students further provided solutions to the institution and to their lecturers on 
how to improve and strengthen pedagogy and program offerings. Epistemic access for 
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the success of students was evident in the nature of their suggestions to teaching and 
learning leadership and lecturers, with the pacing of content being flagged as impor-
tant. Students were also referencing anxiety and possible drop out, which is alarming:

“Spread out lectures and tutorials in a manageable schedule.”

“My suggestion: lecturers please should reduce the speed or explain the topics because 
they skip while some of us don’t understand and didn’t master the topic … we lost 
hope and felt anxiety …”

Felten et al.’s sixth principle is on the value of being dynamic, of communica-
tion and the execution of an improved plan. Thomas also signals communication as 
essential in the revision of plans [19]. In respect of the study, student success was 
perceived as a journey and a continuous process, one that requires a plan and budget 
given students and staff needs for greater support. For example, the digital fluency 
of students remains a challenge that was expressed although the students did com-
ment that COVID-19 fast-tracked their digital learning. The majority of students 
in first year are from quintile 1–3 schools, which means that they come from poor 
socioeconomic backgrounds, and as such access to technology is a challenge. One of 
the key findings from the study emerged on registration challenges that impacted the 
online registration processes. After presenting the registration dilemmas to UTLO at a 
project feedback meeting, the project leader was asked to provide an advisory brief to 
the institution on how to improve aspects of registration for first-year students.

6. Conclusion and recommendations

This chapter is a contribution to the broad scope of literature on social justice and 
leadership with critical caveats specific to multi-tiered effective inclusive leadership 
for first-year, first-generation students to achieve success in higher education in South 
Africa. The findings from the literature review highlight that research on inclusive 
leadership in higher education is rare, and there is no evidence of scholarship that 
combines effective leadership and inclusive leadership. Nevertheless, effective inclu-
sive leadership should be nurtured for its tangible value in institutional planning and 
preparedness of first-generation students in large class settings. The chapter provides 
insights into how effective inclusive leadership can effectively organize and imple-
ment post COVID-19 institutional planning and preparation. It provides a lens into 
grassroots experiences by staff and students, with students’ support expectations, 
which can be used by institutional leadership in teaching and learning to better plan 
for sustainability of the institution.

The dynamics of effective inclusive leadership in teaching and learning in higher 
education, post the pandemic, included vertical teamwork across the university 
hierarchy to collaborate and problem solve for epistemological access and student 
success. The contribution of multiple voices of students, staff and the teaching and 
learning structures provided an array of views and perspectives on what is needed to 
empower the organization for student success. It is wise to remember Michael Cross 
warned that “undergraduate courses are where the building blocks for socializa-
tion into an academic practice are put in place” [37]. A sharing of the same mindset 
foregrounding student success was evident, so that the institution and its students 
could flourish. The findings derived from the study where the process of effective 
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inclusive leadership was unpacked, and selected findings of the study indicate 
insights into student-teacher relations and support elements for university planning 
for success. Students highlighted ongoing pastoral care and support by lecturers in 
assessments. It has been established that there are multiple mechanisms to support 
incoming first-generation Black students; however, there was and continue to be 
numerous challenges to navigate university life for both students and staff. In terms 
of a psychological contract with the university, students felt ill prepared for several of 
the academic requirements with regards to teaching, learning and their registration. 
The co-creation of the types of student support articulated by the students them-
selves in the study can serve as an enabler for student success. This can contribute to 
efforts to achieve institutional excellence for university Y. The study recommends an 
MoU between staff and students in weeding out academic misunderstandings and 
for clarity on teaching, learning, and assessment requirements and responsibilities. 
Staff, both permanent and contract, felt overwhelmed by large classes with a dearth 
of support by the university structures, which they felt undermined quality. It will be 
valuable to undertake a study where the sample is low pass rates in first-year modules 
and to compare the expectations and experiences of staff and students.

The study also highlighted the clash between neoliberal imperatives (dropout, 
graduation, and throughput rates) that influence university rankings and social 
justice imperatives (widening of access) and the resultant repercussions of large class 
sizes impacting on quality instruction. This data is also valuable in attracting local 
and international students, especially as higher education institutions become more 
internationalized. The quality of faculty and education, academic performance, and 
research outputs are criteria that determine university rankings, another neoliberal 
influence [43]. All of these criteria have to be constantly balanced by university 
leadership against the transformational agenda of achieving social justice and ensur-
ing epistemological access for the majority of students so they can achieve success.

There is a need for further effective inclusive leadership opportunities at the 
university to carve out improved and consistent support for both staff and students 
to assist them in troubleshooting from the registration process across the year to the 
examinations. An academic call center for first-year students to help them navigate 
through their academic and social hurdles could reduce the stresses that they empha-
sized. The university has partially achieved this for students with the face-to-face 
first-year experience mandatory module and student mentors, but feedback from this 
can better develop student support for success in forth coming years. Staff support 
for large classes appears haphazard across the different colleges, and that requires 
consistency.
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Chapter 3

Perspective Chapter: The 
Characteristics of a Leader
Ricardo Cavalcante Oliveira Santos

Abstract

Effective leadership involves a range of skills and behaviors that promote team 
development and organizational success. Among the positive characteristics of a 
leader, emotional intelligence, clear and persuasive communication, and empathy 
stand out. Emotional intelligence allows a leader to manage their own emotions and 
those of others, creating an environment of trust and respect. Effective communi-
cation is crucial for aligning the organization’s goals with the team’s expectations, 
while empathy fosters the building of strong relationships and conflict resolution. 
However, there are negative traits that can harm leadership and the work environ-
ment. Resistance to change, for example, is harmful because it prevents adaptation 
to new contexts and innovations, creating a stagnant organizational culture. A lack 
of empowerment and inadequate delegation are other flaws, as they hinder team 
autonomy, affecting motivation and performance. Furthermore, a lack of transpar-
ency, absence of constructive feedback, and toxic behavior (such as abuse of power, 
favoritism, and humiliation) can undermine trust, demotivate employees, and create 
a hostile work environment. Resistance to change can be particularly detrimental 
because it prevents growth and adaptation in organizations, while toxic leadership 
results in elevated stress, low engagement, and loss of team morale. These behaviors 
not only affect leadership effectiveness but also compromise organizational health 
and employee well-being.

Keywords: administrator, characteristics, education, leader, management

1. �Introduction

Being a leader means serving as a guide, an inspiration, and a facilitator, influ-
encing people to achieve common goals. In the educational context, leadership goes 
beyond managing resources and carrying out tasks; it involves the ability to motivate 
and engage teachers, students, and the school community in the pursuit of an envi-
ronment conducive to learning and holistic development. An educational leader not 
only sets goals and strategies but also fosters a culture of collaboration, innovation, 
and inclusion, acting as a catalyst for positive change. In education, the leader’s role 
is multifaceted. They act as mentors to teachers, providing pedagogical support and 
encouraging effective teaching practices. They are also conflict mediators, ensuring 
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a harmonious and respectful environment for everyone involved in the educational 
process. Additionally, the leader must be visionary, identifying trends and anticipat-
ing challenges to adapt the school to the demands of an ever-changing world. At the 
same time, they need to be empathetic and approachable, valuing the experiences and 
needs of each individual in the school community. Effective educational leadership is 
deeply connected to creating a learning environment that supports both the academic 
and socio-emotional development of students. Through evidence-based decision-
making and clear communication, the leader creates a space where everyone feels 
valued and motivated to perform at their best. In this sense, leadership in education 
is not just about managing but also about inspiring, transforming, and preparing 
individuals for a future full of possibilities [1].

Leadership plays a fundamental role in promoting a high-quality educational envi-
ronment, directly influencing teaching and learning processes as well as the develop-
ment of educational institutions. In the educational context, effective leaders not 
only manage processes but also inspire and guide their teams toward common goals. 
International studies highlight that certain leadership characteristics, such as effective 
communication, empathy, problem-solving skills, and strategic vision, are essential 
to fostering positive outcomes in educational institutions. Research has shown that 
student-centered school leadership is a determining factor in improving academic 
performance, fostering a collaborative and engaged environment, and emphasizing 
the importance of leaders who encourage innovation and teamwork, highlighting 
that resilience and adaptability are crucial during times of change. Similarly, research 
points out that leaders who prioritize inclusion and diversity significantly contribute 
to the development of a more equitable educational culture [2].

Leadership in education presents numerous challenges that require complex skills 
and diverse strategies to overcome. Among the main difficulties faced by educational 
leaders is the need to balance administrative and pedagogical demands, ensuring that 
both resource management and teaching quality are prioritized. Often, leaders must 
deal with limited budgets, lack of infrastructure, and pressure for academic results, 
creating a highly stressful work environment. Another significant challenge is build-
ing a collaborative and motivating environment among teachers and staff. Each team 
member has different levels of experience, teaching styles, and expectations, which 
can hinder the creation of a shared vision. Moreover, interpersonal conflicts and 
resistance to change are common issues that leaders must address, often requiring 
mediation skills and effective communication. Adapting to changes in educational 
policies and social demands is also a significant barrier. Curriculum reforms, new 
assessment standards, and growing expectations for inclusion and equity require 
leaders to be resilient and highly adaptable. These challenges are exacerbated by 
external factors such as economic crises, cultural shifts, and, more recently, the 
challenges posed by the COVID-19 pandemic, which further highlighted the need 
for leaders capable of operating in uncertain contexts. The balance between innova-
tion and tradition is another complex aspect of educational leadership. Leaders 
often face the need to implement new practices and educational technologies while 
respecting the traditions and cultures existing in schools. Achieving this balance 
can be challenging, requiring a deep understanding of the context and a sensitive 
approach to the needs of the school community. Leading in education means navigat-
ing a dynamic and challenging landscape where balancing diverse demands and the 
ability to inspire teams are crucial for success. Educational leaders must continuously 
develop their skills and maintain a reflective approach to overcome the obstacles they 
encounter [3].
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This article explores the relevance of these leadership characteristics in the 
educational context based on recent scientific evidence. Through an analysis of inter-
national articles, it aims to highlight how specific skills and qualities can positively 
impact school performance, teacher engagement, and student success.

2. �Management and leadership

Management is seen as the process of planning, organizing, and coordinating 
resources and activities within an organization to achieve specific goals efficiently 
and effectively. It involves the administration of human, financial, and material 
resources; maintaining the daily operations of the educational institution; ensuring 
regulatory compliance; and achieving operational results. On the other hand, leader-
ship is defined as the ability to influence and inspire people to achieve common goals, 
creating an environment of trust and collaboration. Leadership involves more than 
just managing; it implies creating a culture of continuous improvement and engage-
ment, fostering meaningful and lasting changes.

These two concepts, although distinct, are complementary in the educational 
process. While management ensures the organization and efficient execution of daily 
activities, leadership focuses on inspiration and strategic direction for the sustainable 
development of the educational institution [4].

A good leader plays a crucial role in the success of an organization, particularly 
in the corporate environment where constant change, competition, and innovation 
are the norm. A strong leader fosters a positive organizational culture, promotes 
teamwork, and ensures clear communication, all of which contribute to increased 
productivity and employee satisfaction. One of the key aspects of good leadership is 
the ability to establish a clear vision and align the organization’s goals with its long-
term strategy. This vision provides employees with direction and purpose, enabling 
them to see how their individual contributions fit into the broader picture. Moreover, 
a good leader promotes innovation and adaptability, encouraging teams to embrace 
change and explore new ideas, which is vital for organizations to remain competitive 
in dynamic markets. Strong leaders are instrumental in building trust and maintain-
ing morale during challenging times. By demonstrating empathy, resilience, and 
transparency, they create an environment where employees feel supported and 
valued. This, in turn, reduces turnover rates and enhances organizational loyalty. 
Leaders who prioritize diversity and inclusion also strengthen the organization by 
fostering a workplace that values different perspectives and ideas, leading to more 
creative solutions and better decision-making. In summary, the importance of a good 
leader in the corporate environment cannot be overstated. Their ability to inspire, 
guide, and support their teams is directly linked to organizational success, fostering 
an environment that drives innovation, productivity, and employee engagement [5].

2.1 Educational leader

A leader in the educational sector must act as a transformative agent, balancing 
interpersonal skills and administrative strategies to foster an inclusive and innova-
tive learning environment. Unlike other fields, educational leadership demands a 
deep focus on human development, encompassing both students and teachers, with 
the goal of creating a school culture that values continuous growth, collaboration, 
and equity. One of the key responsibilities of an educational leader is ensuring that 
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teachers feel supported and motivated. This includes promoting ongoing professional 
development by providing training opportunities and offering constructive feedback. 
A good leader also recognizes the importance of cultivating an environment of trust 
and mutual respect, which is essential for fostering pedagogical innovation and 
teacher engagement. Moreover, they should actively seek to include diverse voices 
in the decision-making process, ensuring that the entire school community feels 
represented. Another critical aspect is the ability to make evidence-based decisions. 
Effective educational leaders use data to identify areas for improvement, monitor 
academic progress, and implement policies that enhance student performance. At the 
same time, they must be skilled communicators who can articulate a clear vision for 
the school and inspire the team to work toward common goals. Furthermore, leader-
ship in the educational sector requires a proactive approach to problem-solving. This 
means anticipating challenges, such as inequities in access to education or changes in 
educational policies, and developing strategies to address them effectively. Leaders 
must also act as facilitators, promoting dialog among various stakeholders, including 
teachers, parents, and educational authorities, to ensure that decisions reflect every-
one’s needs. An educational leader must adopt a student-centered approach, prioritiz-
ing practices that enhance the emotional, social, and academic well-being of students. 
This involves creating a safe and welcoming environment where all students have the 
opportunity to reach their full potential [6].

2.2 Characteristics of a leader

Leadership is a determining factor for the success of any team or organization. In 
the professional, business, or educational context, an effective leader not only man-
ages tasks but also inspires, motivates, and directs people to achieve common goals. 
However, to perform this role efficiently, it is essential for a leader to possess certain 
fundamental characteristics.

2.2.1 Emotional intelligence

One of the most important characteristics of an effective leader is emotional 
intelligence, which refers to the ability to recognize, understand, and manage one’s 
own emotions, as well as those of others. In leadership, this skill is crucial as it directly 
influences how leaders communicate, make decisions, and build strong relationships 
with their teams. Emotional intelligence consists of five main pillars: self-awareness, 
self-regulation, motivation, empathy, and social skills [5].

Self-awareness is the first and fundamental pillar of emotional intelligence. It refers 
to the ability to recognize and understand one’s own emotions and how they influence 
behavior and decisions. For leaders, self-awareness is essential as it allows them to 
identify their strengths and limitations. When a leader has a strong sense of their own 
emotions, they can act more authentically and strategically, making more conscious 
and context-appropriate decisions. This pillar is also directly related to self-criticism, 
which helps improve performance continuously. Additionally, self-awareness enables 
the leader to identify emotional patterns, such as impulsive reactions or defensive 
behaviors, and manage them. By better understanding themselves, leaders are more 
capable of building trust and making decisions grounded in their own values and 
vision, fostering a more transparent and secure work environment for their team [7].

Self-regulation involves the ability to manage and control one’s emotions effec-
tively, especially in high-pressure or stressful situations. This pillar is crucial for 
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leaders because, in moments of high tension or adversity, the ability to remain calm 
and make measured decisions can be the difference between success and failure. 
Emotionally intelligent leaders can remain objective, not allowing emotions such as 
anger, frustration, or anxiety to dominate their actions. Self-regulation also implies 
the ability to delay gratification and handle setbacks in a constructive way. This 
contributes to a stable and balanced work environment, where team members feel 
more secure and motivated. By demonstrating emotional control, a leader builds trust 
and sets a positive example for their team, showing that it is possible to act rationally 
and ethically even in challenging circumstances [8].

Motivation, in the context of emotional intelligence, refers not only to the pursuit 
of external rewards, such as bonuses or promotions, but also to the ability to remain 
focused, persistent, and dedicated to achieving goals, even in the face of difficulties. 
Leaders with high motivation are driven by internal goals, such as the desire to achieve 
meaningful results and make a difference. They can maintain a positive attitude, 
inspire their teams to work diligently, and overcome obstacles. Intrinsic motivation is 
also essential for dealing with frustrations, as motivated leaders can turn challenges 
into growth opportunities. Furthermore, a motivated leader has the power to inspire 
their team, encouraging them to reach their full potential. The ability to self-motivate, 
especially during times of crisis or change, is also a valuable trait that helps sustain 
organizational resilience and continuity [9].

Empathy is the ability to understand the emotions of others and place oneself in 
their shoes, understanding their perspectives and needs. For leaders, empathy is a 
crucial component of emotional intelligence as it facilitates the building of deep and 
meaningful relationships with team members. An empathetic leader can recognize 
when a team member is overwhelmed, motivated, or facing personal struggles, for 
example, and can act to support them appropriately. Empathy creates a more inclusive 
work environment where individuals feel understood and valued, which strengthens 
team bonds and enhances morale and engagement. Moreover, empathetic leaders 
are better at conflict resolution, as they can mediate disputes in a way that is fair and 
sensitive to the emotions involved. Empathy is also linked to constructive feedback, 
as a leader who understands the emotions of their team can provide guidance in a way 
that is positive and encouraging, rather than punitive. This ability goes beyond basic 
communication, involving the ability to recognize the feelings of others and respond 
in ways that foster authentic connections. Strengthening relationships within teams, 
creating an environment of trust and respect that encourages a feeling of belong-
ing. Leaders who demonstrate empathy are better equipped to make well-informed 
decisions because they consider the perspectives of their team members and align 
their choices with the needs of the group. It is also essential for resolving conflicts 
constructively, allowing leaders to address underlying concerns and promote mutu-
ally beneficial solutions. Employees who feel heard and valued are also more likely 
to be engaged and motivated, leading to greater productivity and commitment to 
organizational goals. While empathy is a natural skill for some, it can be cultivated 
and refined through practices such as active listening, providing regular feedback, 
and emotional intelligence training. When empathy is demonstrated consistently, it 
positively impacts organizational results, resulting in greater job satisfaction, reduced 
turnover, and a workplace culture that prioritizes employee well-being [10, 11].

Social skills refer to the ability to interact effectively with others, build trust and 
collaboration, influence, negotiate, and resolve conflicts constructively. For a leader, 
this competence is indispensable, as it enables them to build a network of positive and 
productive relationships within the organization. Leaders with strong social skills can 
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communicate their ideas clearly, establish a shared vision, and engage their teams in 
achieving common goals. They are also effective at handling different personalities, 
which is crucial for managing diversity and promoting a harmonious work environ-
ment. Social skills include the ability to inspire and motivate others through commu-
nication and leadership. Through persuasion, encouragement, and the development 
of interdependent relationships, leaders with strong social skills can positively influ-
ence their teams, creating a collaborative atmosphere that supports goal achievement 
and adaptation to change [12].

2.2.2 Communication

Another essential characteristic of an effective leader is the ability to communicate 
clearly and persuasively. In the context of leadership, communication goes beyond 
merely conveying information; it involves engaging, inspiring, and aligning teams 
around a shared vision. A leader with well-developed communication skills can 
transform complex ideas into accessible messages, motivate teams during times of 
uncertainty, and create an environment where collaboration and transparency are 
valued. Effective communication begins with clarity. Leaders must articulate goals, 
expectations, and priorities in a way that everyone in the organization can understand 
and internalize. This skill is crucial to avoiding misunderstandings and ensuring 
that each team member knows precisely how their responsibilities contribute to the 
organization’s overall objectives. Additionally, leaders who communicate clearly help 
reduce anxiety and uncertainty during periods of change, fostering an atmosphere of 
stability and trust [13].

Another central component of communication is active listening. Good leaders 
understand that communication is not just about speaking but also about listening. 
Active listening allows leaders to better understand their teams’ needs and concerns, 
fostering an environment of mutual trust. When team members feel that their 
opinions are heard and valued, they are more likely to be engaged and motivated to 
contribute innovative ideas and creative solutions. Moreover, persuasive communi-
cation is a fundamental skill for inspiring teams and implementing organizational 
changes. Persuasive leaders know how to tailor their message to their audience, 
using a combination of logic, emotion, and credibility to gain support. This skill is 
especially important during times of transformation, when leaders must overcome 
internal resistance and secure stakeholder buy-in for new initiatives. The importance 
of communication as a leadership skill has been widely highlighted in academic 
studies. Leaders with strong communication skills are able to align organizational 
goals with the individual needs of employees. He also notes that effective commu-
nication is associated with higher levels of productivity, employee satisfaction, and 
organizational cohesion. The ability to communicate clearly and persuasively not only 
strengthens internal relationships but also enables leaders to effectively represent 
their organization in external contexts. This includes interactions with partners, 
clients, and the broader community, ensuring that the organization’s image and values 
are consistently and positively conveyed [14].

2.2.3 Strategic vision

A crucial characteristic of an effective leader is strategic vision. Strategic vision is 
the ability to anticipate the future, define clear directions for the organization, and 
formulate plans that align resources and efforts to achieve these goals. A leader with 
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strategic vision is not limited to managing daily operations but is capable of envision-
ing long-term scenarios, identifying trends, and turning challenges into opportuni-
ties. This characteristic not only drives growth and innovation but also motivates the 
team to work toward a common and focused purpose. Strategic vision begins with a 
deep understanding of both the external and internal environments of the organiza-
tion. This includes knowledge of the market, customer needs, and technological, 
political, and social trends that could impact the sector. A leader with strategic vision 
is able to gather this information effectively, using it to create a compelling narrative 
about the organization’s future. By doing so, they can inspire and engage employees, 
ensuring that everyone feels part of a larger movement toward meaningful and 
transformative goals. Moreover, strategic vision also involves the ability to make tough 
choices. Leaders must be able to prioritize resources, identify areas of innovation and 
risk, and be willing to invest in long-term initiatives that may not yield immediate 
results but are essential for sustained growth. The ability to balance risks and rewards 
while maintaining focus on the big picture is a hallmark of visionary leaders. Strategic 
vision is also closely tied to the ability to adapt to change. In a dynamic business 
environment, a leader needs to be flexible, ready to adjust their strategies as new 
information or situations arise. This means that strategic vision is not a rigid plan but 
a guiding direction that can be reviewed and adapted as needed, always with an eye 
on long-term success. The impact of strategic vision in leadership has been widely 
discussed in academic research. Visionary leaders are able to motivate and inspire 
their teams by presenting a clear and challenging vision for the future, creating a 
sense of purpose and meaning in the work. He notes that when leaders communicate 
their visions effectively, they can generate commitment and enthusiasm, leading to 
superior team performance. Strategic vision is an essential characteristic for leaders 
who want to guide their organizations toward long-term success. It involves anticipa-
tion, planning, adaptation, and the ability to inspire others to focus on long-term 
objectives. Leaders with this skill have the capacity to turn challenges into opportuni-
ties and guide their teams toward a promising future [15].

2.2.4 Assertive decision

A fundamental characteristic of an effective leader is assertive decision-making. 
The ability to make decisions quickly, well-informed, and confidently is essential 
for leadership as it directly impacts the direction and success of an organization. 
Assertive leaders not only analyze data and information but also have the courage to 
make decisions even when the situation is uncertain or complex. This characteristic 
is crucial because, in high-pressure environments, indecision can lead to inactiv-
ity and frustration, while decisive leadership brings clarity and confidence to the 
team. Assertive decision-making involves a process that balances logical reason-
ing, intuition, and the analysis of risks and benefits. Effective leaders are able to 
evaluate multiple alternatives, weighing the pros and cons of each one, to make 
choices that align with organizational goals. Furthermore, they are adept at using 
data and feedback from their teams to make informed decisions, demonstrating a 
commitment to transparency and participation in the process. A significant part of 
assertive decision-making is the willingness to take responsibility for the choices 
made. A leader who is assertive in their decisions shows confidence in their ability 
to judge situations but is also willing to accept responsibility if the decisions do not 
turn out as expected. This ability to take responsibility strengthens trust within the 
team, as members see that their leader does not seek to shift blame but is willing 
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to learn and improve continuously. The ability to make decisions assertively is also 
related to the ability to handle pressure. In a dynamic and challenging organizational 
environment, decisions must be made quickly to avoid missing opportunities or 
compromising the organization’s progress. Assertive leaders can remain calm under 
pressure and, at the same time, make decisions that are grounded and focused on 
long-term results. The importance of assertive decision-making in leadership has 
been widely discussed in academic literature. Leaders who adopt a more participative 
and decisive style tend to be more effective in fostering a positive and productive 
work environment. They argue that leaders who balance assertiveness and collabora-
tion are better able to adapt their decisions to the context, respecting their team’s 
contributions while maintaining control of the situation. Assertive decision-making 
is an essential skill for leaders as it allows them to guide their organizations with 
confidence and clarity. By making quick and well-informed decisions, leaders can 
foster a results-focused work environment and inspire trust in their teams [16].

2.2.5 Ethics and integrity

Ethics is a characteristic that cannot be forgotten, as it involves adherence to solid 
moral principles such as honesty, justice, and integrity, which guide a leader’s actions 
and decisions. Ethical leaders serve as role models for their teams, promoting an orga-
nizational culture based on values and responsible behaviors. The presence of ethics 
in leadership is crucial for several reasons. Leaders who demonstrate ethical decision-
making consider the moral implications of their choices, ensuring that decisions are 
fair and aligned with the organization’s values. Furthermore, ethical leaders promote 
a positive work environment by encouraging ethical behaviors in their subordinates, 
resulting in a more harmonious and productive workplace. An ethical foundation 
in leadership also strengthens organizational trust, which is essential for employee 
engagement and satisfaction. Furthermore, ethical leadership is associated with posi-
tive results, such as reducing counterproductive behaviors and increasing motivation 
and commitment among employees [17].

Integrity is one of the most essential qualities for a leader to possess, as it forms the 
basis of trust and credibility. A leader of integrity consistently demonstrates honesty, 
ethical behavior, and fairness, both in their actions and decisions. This characteristic 
allows leaders to earn the respect and loyalty of their followers, as it guarantees them 
that their leader will always act in the best interests of the organization and its people. 
Leaders who demonstrate integrity are transparent in their communication, maintain 
consistency in their actions, and take responsibility for their mistakes. This authenticity 
not only builds trust in your teams but also promotes a culture of openness and respect. 
When a leader demonstrates integrity, it encourages others within the organization to 
adopt similar behaviors, leading to a more ethical and productive work environment. 
Integrity helps leaders face difficult situations with confidence. Whether faced with 
financial challenges, ethical dilemmas, or organizational crises, leaders of integrity 
are more likely to make decisions that uphold the organization’s values ​​and protect its 
long-term interests. Your ability to defend your principles in the face of adversity sets a 
powerful example for others and strengthens the organization’s ethical culture [18].

2.2.6 Other characteristics of a leader

A creative leader develops innovative solutions, inspires their team, and drives 
organizational progress. They are adept at thinking outside the box, challenging 
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conventional norms, and promoting an environment that encourages experimenta-
tion and new ideas. In the workplace, creativity manifests itself in many ways. 
Leaders who embrace creative thinking are more likely to identify unique opportuni-
ties, face complex challenges, and adapt to changing circumstances. This adaptabil-
ity is crucial in today’s dynamic business environment, where rapid technological 
advances and changing market demands require quick and innovative responses. 
Furthermore, creative leaders play a key role in cultivating a culture of innovation 
within their organizations. By promoting open communication, encouraging diverse 
perspectives, and supporting risk-taking, they empower their teams to contribute 
innovative ideas and solutions. This collaborative approach not only improves 
problem-solving capabilities but also increases employee engagement and satisfac-
tion. The impact of leadership on employee creativity has been extensively studied. 
Research indicates that leaders who positively influence and value their employees 
can harness the potential of each individual, leading to greater creativity and inno-
vation within the organization [19].

Flexibility is an essential characteristic of contemporary leadership, enabling 
leaders to adapt effectively to dynamic and complex environments. This adaptability 
is crucial for addressing unforeseen challenges and seizing emerging opportunities. 
Flexible leaders demonstrate agility by adjusting their strategies and approaches as 
circumstances change. This ability to adapt is vital for maintaining relevance and 
effectiveness in an ever-evolving business world. Moreover, flexibility in leadership 
fosters a more collaborative and innovative work environment. By being open to new 
ideas and approaches, flexible leaders encourage their teams to explore creative solu-
tions, leading to continuous improvements and greater job satisfaction [20].

One of the most essential traits for effective leadership is having a strong attitude, 
accompanied by proactivity. A leader’s attitude influences the overall mood of the 
team, organizational culture, and the direction the organization takes. Leaders with 
a proactive attitude do not wait for situations to dictate their actions; instead, they 
take the initiative to anticipate problems, identify opportunities, and create solutions 
before issues escalate. Proactivity in leadership is about more than just responding to 
immediate needs. It involves anticipating future challenges and trends and position-
ing the organization to respond effectively. A proactive leader continuously seeks 
ways to improve processes, innovate, and foster growth within the team. This proac-
tive mindset enables leaders to guide their organizations through uncertainty and 
rapid change, ensuring long-term success. Leaders who exhibit proactivity inspire 
confidence in their teams. By taking decisive actions and making informed deci-
sions, they create an environment where employees feel supported and empowered 
to contribute their ideas and efforts. Moreover, proactive leaders build trust within 
the organization. They are seen as individuals who are capable of handling pressure 
and taking responsibility for both successes and failures. Their actions motivate 
their teams to adopt a similar proactive approach, fostering a culture of initiative 
and responsibility. Having a proactive attitude also plays a significant role in crisis 
management. When unforeseen challenges arise, a leader with a proactive mindset 
is better equipped to handle them with minimal disruption. By addressing potential 
issues before they become crises, proactive leaders can mitigate risks and guide their 
teams through difficult times with minimal stress or confusion [21].

In fact, there are many other characteristics that a leader needs to develop to per-
form in a management role. Here we have addressed those that I believe are the main 
ones so that a manager can perform in his role efficiently, whether in the educational 
or corporate sector.
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2.3 Enemies of leadership

Leadership has characteristics that facilitate its development; however, there are 
also other characteristics that are harmful to management. Let’s look at some of them.

The lack of responsibility, resistance to change, and toxic leadership are traits 
that can deeply harm a leader, affecting their effectiveness and the work environ-
ment as a whole. When a leader fails to take responsibility for their actions and deci-
sions, they undermine the trust and respect of their team. The lack of responsibility 
often manifests when the leader does not acknowledge their mistakes and tends to 
blame others for failures. This behavior creates an environment of insecurity, where 
team members feel undervalued and demotivated, which can lead to high turnover 
and low commitment to organizational goals. When leadership fails to take respon-
sibility for its failures, team members do not feel they can trust the decision-making 
process or the leader’s integrity, which undermines group cohesion and leadership 
effectiveness [22].

Resistance to change is also a significant obstacle for a leader. In the dynamic world 
of business and organizations, adaptability is crucial. Leaders who resist new ideas 
and changes end up creating a stagnant organizational culture, where innovation 
is stifled and growth opportunities are lost. This not only harms the organization’s 
competitiveness but also demotivates employees who want to see their work posi-
tively impact the company’s future. Resistance to change can occur due to a fear of 
losing control, a lack of trust in the team’s abilities, or a failure to understand market 
evolution. Regardless of the cause, a leader’s inability to adapt and promote neces-
sary changes is a critical flaw that can harm the organizational health and employee 
morale. Finally, toxic leadership is one of the most damaging traits for a leader [23].

A toxic leader manipulates, disrespects, and demotivates their subordinates, 
creating a hostile and destructive work environment. This type of leadership can 
lead to increased stress, burnout, and employee dissatisfaction, resulting in an 
overall decline in team performance. Toxic leaders often display behaviors such as 
favoritism, micromanagement, devaluation of others’ work, and even public humili-
ation. These behaviors erode the team’s trust and morale, making it harder for team 
members to feel engaged and committed to organizational goals. Toxic leadership 
can also discourage collaboration and innovation, which are essential for organiza-
tional growth. These traits not only harm the relationship between the leader and 
the team but also the overall performance of the organization. A leader must be able 
to recognize and correct these behaviors in order to foster a healthy and productive 
work environment [24].

A lack of strategic vision is a detrimental trait in leadership. Leaders without 
a clear long-term vision or the ability to communicate it effectively can lead their 
organizations into confusion and misalignment. Without a strategic vision, leaders 
may struggle to set clear goals and strategies, resulting in reactive problem-solving 
rather than proactive planning. This lack of direction can diminish employee engage-
ment and motivation, as team members may not see a clear purpose in their work. 
Consequently, the organization may face challenges in achieving its objectives and 
maintaining a competitive edge [25].

Leaders who fail to empower their teams and delegate effectively create a demoti-
vating work environment. Centralizing all decisions and not trusting team members 
with responsibilities can lead to leader burnout and hinder team development. 
Inadequate delegation often results in unclear responsibilities and unequal task distri-
bution, causing frustration among team members. When employees feel they lack the 
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autonomy to make decisions, their sense of ownership and engagement diminishes, 
negatively impacting creativity and efficiency [26].

A lack of transparency and honesty undermines trust and the relationship 
between leaders and their teams. Leaders who conceal important information or are 
unclear about their intentions create an environment of uncertainty and distrust. 
Transparency is essential for fostering a culture of openness and mutual respect. 
Without honest and open dialog, creating a transparent workplace culture is impos-
sible. The absence of honesty can lead to rumors, misunderstandings, and ultimately 
a climate of distrust, where employees do not feel safe to express their opinions or 
suggest improvements [27].

The inability to provide constructive feedback is another detrimental trait in lead-
ership. Leaders who avoid giving feedback or do so negatively, without clear guidance 
on improvement, hinder their team’s professional and personal growth. Feedback 
is a powerful tool for development, but needs to be delivered constructively, focus-
ing on how things can be improved. When leaders fail to provide clear performance 
feedback or offer criticism disrespectfully, it can affect the employee’s self-esteem and 
motivation. The lack of feedback can also result in repeated mistakes, as employees 
lack clarity on what needs correction, affecting team performance and organizational 
success [28].

3. �Conclusion

The leadership plays a critical role in the success of any organization. Positive traits 
such as emotional intelligence, effective communication, and empathy are essential 
for creating a healthy, motivating, and productive work environment. Leaders who 
demonstrate these qualities have a greater ability to align their teams with organiza-
tional goals, manage conflicts constructively, and encourage innovation. On the other 
hand, negative traits like resistance to change, lack of responsibility, and toxic leader-
ship can have a devastating impact on the organizational environment. These behav-
iors not only hinder individual and collective performance but also erode trust, lower 
morale, and result in high employee turnover, ultimately affecting the organization’s 
sustainability and growth. Therefore, effective leaders need to be aware of the impact 
their actions and behaviors have on their team and the organization as a whole. They 
must cultivate positive qualities and be capable of identifying and correcting harmful 
behaviors in order to foster a positive work environment and achieve organizational 
goals. The ability to adapt, self-awareness, and empathy are essential to ensure leader-
ship is not only effective but also capable of inspiring and motivating team members 
to reach their fullest potential.
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Chapter 4

Effective Leadership and 
Educational Management 
in the Modern Era
Valesa Moshibudi Letswalo and Lesiba Lesley Motseta

Abstract

The main aim of this study was to examine effective leadership and manage-
ment in the modern era in the context of technology and globalization. By using 
Alig-Mielcarek’ and Murphy’s instructional leadership theory, data were gathered 
from 12 participants across three schools through semi-structured interviews and 
content analysis. From the main theme, two subthemes emerged: incorporating 
technological advances into education and Constrained resources and infrastructure. 
This study revealed that a majority of school leaders and SMT teachers had varying 
experiences in managing schools effectively in the modern era of technology, and 
location of schools plays a huge role in attaining its technological and infrastruc-
ture objectives. However, school leaders should prioritize continuous professional 
development (CPD) for educators by organizing workshop training, assisting leaders 
in incorporating technology and ICT, and pursuing partnerships with private enter-
prises and NGOs for funding.

Keywords: effective management, effective leadership, ICT, technological integration, 
professional development

1. �Introduction

A global knowledge-based economy and quickly evolving technology notwith-
standing, educational systems are constantly changing to satisfy the demands of the 
twenty-first century. To educate people for success in a world that is increasingly 
digitally integrated, several nations implement educational changes motivated by eco-
nomic, social, and cultural goals [1]. Hence, the pressures of globalization, societal 
change, and technological advancements have made education management more 
dynamic and difficult in the present day [2]. In this instance, educational leadership is 
a crucial factor that needs to be considered to guarantee the highest possible standard 
of instruction. Since, an increasingly vital component of making sure that education 
is relevant, inclusive, and sustainable in the face of significant changes in technology, 
demography, and global issues is an education management [2].

Most school leaders in South Africa are computer illiterate, so the principal’s digi-
tal leadership influences how technology is used in the classroom. Digital leadership 
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is a leadership approach that aligns with the assistance of technological platforms 
[3]. Therefore, by establishing and putting into practice an ICT-based vision and 
plan, school principals have an obligation to change their responsibilities from that of 
traditional managers to technology-based leaders. In addition to preparing teachers to 
incorporate ICT into their lessons, school administrators will enhance their leadership 
skills and allow teachers and students to advance their knowledge by implementing an 
ICT-based leadership approach.

New possibilities for school leadership and distribution of educational content 
have been brought about by developments in information and communication tech-
nology (ICT) [4]. It is expected that the use of technology in school leadership would 
promote the development of a more responsive, transparent, and open system that 
fits with the changing demands of society [5]. Hence, effective educational manage-
ment depends on innovations in teaching strategies, the use of digital technologies, 
and distant learning; as such, school administrators must possess the necessary vision 
and abilities to handle these developments [6]. Additionally, according to South 
African e-education plans, the government’s plan to raise the standard of instruc-
tion and learning throughout the educational and training system includes the ICT 
curriculum as a key component [7]. Its goal is to increase digital and information 
literacy so that all students can use technology to contribute to a creative and evolving 
South African society with competence and confidence [8]. Principals must take into 
account these initiatives and developments in education since they call for the devel-
opment of leadership techniques in order to establish successful schools.

In the global context, according to a study conducted by Qaddumi et al. [9], stu-
dents in Palestinian public schools felt that ICTs had a sufficient impact on learning, 
compared to their educators, who felt that ICTs had a considerably greater impact 
on teaching and learning. Several schools specifically showed a lack of experience 
and insufficient digital competence in European countries, which led to growing 
disparities, inequities, and learning losses [10]. To improve their digital capabilities 
and raise their levels of digitalization, schools must learn from and build upon the 
experience [11].

In the African context, moving to the Internet world proved difficult for the 
majority of underdeveloped countries, including Nigeria, but COVID-19 offered a 
special opportunity to progress on a new digital road [12]. It is sufficient to state that 
the pandemic accelerated digital technology for leadership and remote instruction, 
as well as the worldwide digital revolution in education [13]. Also, the government 
of Ghana has committed itself to converting the country’s agrarian economy into 
an information and knowledge-generating, ICT-driven economy. The Ghanaian 
government has recognized the value of ICT instruction and training in classrooms 
as well as the enhancement of the educational system as a whole [14]. Similarly, a 
study conducted in Namibia, created a national policy leveraging ICT to support and 
facilitate learning for the benefit of all students and teachers across the curriculum, 
creating ICT-literate citizens who can use computers and other technologies to search 
and receive information, creating individuals who can work and participate in the 
new economies and societies brought about by ICT and related developments, and 
expanding access to high-quality educational services for students at all educational 
levels are the objectives of the policy. Furthermore, Swaziland differs from other 
African countries as the MoE and Training in Swaziland 2018 Policy revision does 
not acknowledge social media platforms as useful tools for WhatsApp-based teaching 
and learning. Rugube [15] highlighted the difficulties associated with technology in 
education and offered recommendations for eLearning implementation in Swaziland.
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To keep learners from falling behind, South Africa is embracing the Fourth 
Industrial Revolution [16]. In January 2022, Angie Motshekga, the former minister 
of basic education, announced that her ministry was developing a new framework 
to assist control the growth of online schools in South Africa. The department has 
developed a draft framework for the implementation of online learning in schools. The 
introduction of “Coding and Robotics” as a new topic in Grades R–9 by the Department 
of Basic Education (DBE) was a crucial step in this transition in South Africa. In 2024 
coding and robotics were added as a subject in the foundation phase [17]. However, 
the implementation of coding and robotics in Grades R–9 depends not only on the 
curriculum and facilities but also on the support and training given to the educators 
and principals. Students’ perceptions of programming and their capacity to learn it 
are greatly influenced by their teachers and school leaders [18]. The framework’s goal, 
according to the basic education minister, is to close the policy gap and offer instruc-
tions on how to set up an online school before it is shared with other parties.

2. �The role of effective leadership

An effective leader guides the school according to a specific vision, goals, and expec-
tations for the future while also being careful to create a welcoming and pleasant envi-
ronment centered on cooperation and information sharing, which promotes learning 
[19]. In addition, it maintains the facilities and resources, helps the faculty, promotes 
professional growth and training for teachers, has high standards for the children’s 
academic success, and believes in them. Since educators depend on school principals to 
guide them in developing curricula and integrating technology into teaching and learn-
ing, it is essential that principals possess twenty-first century talents in order to provide 
teachers with the skills they need [20]. Studies have indicated that when the educational 
system is effectively administered, students’ performance will improve [21].

2.1 A key to effective management of modern education

School leaders must be familiar with ICT and the use of technology. ICT will 
become more ingrained in school leadership and vision more quickly if leadership is 
provided in its implementation in learning and teaching [22] . Hence, school princi-
pals, in their capacity as leaders, must be knowledgeable about and proficient in the 
use of ICTs, foster a culture of ICT integration in the classroom, and assist and develop 
teachers’ professional development opportunities in the using ICTs to deliver lessons. 
Hamzah [23] assert that, to encourage teachers to use technology, school leaders in 
the education sector must model its use in their day-to-day administrative and profes-
sional responsibilities. Additionally, teachers and school administrators need to be 
proficient in using technology because an absence of ICT knowledge can result in inef-
fective use of technology in the classroom and the school environment overall [14].

2.2 �Challenges of leadership in implementing technology in educational 
management

Technological knowledge refers to being capable of utilizing a variety of internal 
and external technologies, including computers, laptops, cell phones, and emails 
[14]. Despite its potential benefits, there are several limitations and difficul-
ties with using technology in educational management that should be carefully 
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considered. Significant obstacles include unequal access, a lack of technological 
proficiency among educators and the community, and the dangers of improper 
technology use [24].

In terms of ICT integration, South African school principals encounter several 
difficulties, such as a lack of community ownership and responsibility [25] and a lack 
of support from the relevant Department of Education [26]. In certain rural schools, 
the majority of teachers have never received ICT training during their early teacher 
training programs [27]. In most university educator training programs, ICT education 
focuses more on learning how to create computer programs than on teaching and 
learning [28]. Furthermore, the results of the study conducted by [14] also showed 
that some educators found it challenging to employ ICTs for teaching and learning 
because they lacked technological tool knowledge. In addition to citing a lack of 
digital content, teacher training, technical support, and ICT foundational resources as 
some of the difficulties, Wang et al. [29] list an unsupportive management structure 
as a human obstacle to ICT integration into teaching and learning.

Consequently, it prevents students from obtaining the type of education needed 
for twenty-first-century abilities. According to the findings of [30] study, utiliz-
ing technology in the classroom is beneficial; almost 93% of those who answered 
the questionnaire said that it improved their knowledge and proficiency as English 
teachers. Creating a welcoming atmosphere for learning that is sensitive to the 
requirements of students is one of the issues facing modern educational management 
[31]. Schools need to be able to offer relevant learning experiences while also accom-
modating the diversity of student backgrounds. This calls for an all-encompassing 
and cooperative approach to school leadership.

The application of ICT usage and technology integration in schools has been 
covered in both international and national literature. However, this study will con-
centrate more on how curriculum using ICT and technology affects school leaders 
in South Africa, particularly interested in examining schools in rural, semi-rural, 
and urban locations together with old school leaders, as they tend to accept digital 
literacy advancements more slowly. With a particular focus on schools located in 
the Capricorn South region of the province of Limpopo, this article will take a 
broad approach to giving an overview of how school leadership effectively manages 
education in the modern era. These issues are made worse by the poor technology 
infrastructure in many South African schools, with almost 16,000 of them missing 
specialized computer labs [32].

3. �Theoretical framework and problem statement

The study under investigation will adopt the Edmonds Effective Schools Model 
Theory. The theory suggests that several approaches to educational efficiency arise 
from scholars’ continuous exploration of new ideas [33]. Additionally, the theory 
comprises five elements: elevated achievement expectations for learners, continuous 
assessment of learner development, a robust foundation in leadership education, a 
safe environment, and a focus on core skills [33]. The use of this theory can provide 
a valuable framework for understanding how management and leadership influence 
school performance, particularly in the modern educational setting. For example, 
Edmond [33] asserts that this theory can be utilized in educational institutions 
where school leaders and management are focused on enhancing their learning and 
teaching activities. The present era is predominantly defined by school leaders and 
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administrators who utilize data to communicate information and make informed 
decisions while incorporating technology in the classroom and ensuring that teaching 
practices align with the broader needs of the institution [34].

The transition from analog (typical manual) to digitally based (technology) learn-
ing is one of the common characteristics of twenty-first century education. Principals 
(administrators) must consequently acquire and apply ICT knowledge to fulfill their 
legislative educational obligations as well as their societal educational responsibilities. 
These issues are made worse by the poor technology infrastructure in many South 
African schools, with almost 16,000 of them missing specialized computer labs [29]. 
In light of this comment, the researcher set out to answer the following central ques-
tion: How can school leadership effectively manage education in the modern era?

Sub-questions:

•	 How are School Management Team (SMT) integrating the use of ICT to effec-
tively manage their schools?

•	 What are the challenges that school leaders encounter when implementing the 
use of technology?

By addressing these questions, it is intended that the paper will advance the 
research agenda and offer suggestions for future policies that will help close the 
digital gap in South Africa between urban and rural schools.

4. �Research methodology

4.1 Research paradigm and research design

The study under investigation adopted a qualitative research design. The qualita-
tive component of the study focused on understanding leadership and management 
dynamics through in-depth exploration of lived experiences. A case study approach 
which according to Schoch [35], provides a detailed account of an individual unit that 
allows the researcher to obtain specific information from participants and instructors 
to provide an in-depth evaluation of the unit used for this study. Furthermore, a case 
study research design was employed because of its capability to investigate a phe-
nomenon within its natural setting, unlike experimental designs where the researcher 
alters variables [35]. Moreover, adopting the case study research design will assist the 
researcher in analyzing specific educational institutions that demonstrate exemplary 
leadership and management methods in modern times.

To understand the subjective experiences of educational leaders and manag-
ers, this study was rooted in the interpretivist paradigm. According to Pervin and 
Mokhtar [36], the aim of the interpretivist paradigm is to comprehend how individu-
als perceive and make sense of reality through their social relationships and lived 
experiences. The selection of this paradigm was predicated on its appropriateness for 
examining the intricate social and organizational dynamics inherent in leadership 
and management roles.

The target population for this study under investigation included principals, 
deputy principals, departmental heads, and senior management team (SMT) teach-
ers from three secondary schools (one rural school, one semi-rural school, and one 
urban school) in the Capricorn South District (CSD), Limpopo province. A total of 12 
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participants which included a principal, a deputy principal, a departmental head, and 
a single teacher from the SMT were selected for semi-structured interviews, supple-
mented by a focus group discussion with the selected participants of the study in each 
school. In the case of schools that had no deputy principal due to their size, an SMT 
member was selected.

The following Table 1 outlines the sampling procedure for the selected partici-
pants and schools in the CSD.

4.2 Data collection methods

Semi-structured interviews were conducted with each selected member of the 
schools chosen which included one principal, one deputy principal, one departmental 
head, and a single member of the SMT teachers to get insights into their approaches 
to management, problems, and methods for success in the contemporary period, 
which necessitates proficiency in utilizing ICT in educational settings. Furthermore, 
focus group discussions which can be defined as a research methodology that entails 
assembling a group of four or more individuals to deliberate about a certain subject 
were utilized for this study [37]. During the focus group discussions, the principal, 
the deputy principal, the departmental head, and a single SMT teacher gathered from 
each selected school discussed and gave their insights while gaining experience from 
other participants and the researcher recorded their responses.

In terms of sampling, the study under investigation adopted a purposive sampling 
technique defined by Thomas [38], as a type of non-probability sampling where 
researchers utilize their discretion to select participants from the public for the study. 
The researcher chose this sample strategy due to its capacity to choose participants 
engaged in school management or possessing substantial leadership experience.

5. �Data analysis

The research study examined data obtained via qualitative content analysis. 
Qualitative content analysis is a research tool employed to evaluate the frequently cha-
otic content of messages, including words, images, symbols, or audio recordings [39]. 

School sample Number of samples

One secondary school in the 
CSD urban area
(School AA)

Focus group discussion with a group of participants which included 
(principal, deputy principal, departmental head, and a single SMT teacher).
Semi-structured interviews with the principal, the deputy principal, the 
departmental head, and SMT teacher.

One secondary school in the 
CSD (semi-rural area)
(School BB)

Focus group discussion with a group of participants which included 
(principal, deputy principal, departmental head, and a single SMT teacher).
Semi-structured interviews with the principal, the deputy principal, the 
departmental head, and SMT teacher.

One secondary school in the 
CSD (rural area)
(School CC)

Focus group discussion with a group of participants which included 
(principal, departmental head, and two SMT teachers).
Semi structured interviews with the principal, the, the departmental head, 
and two SMT teachers.

Table 1. 
A list of sampled participants and the number of selected schools.
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Following the collection of data from chosen participants through focus groups and 
semi-structured interviews, the qualitative content analysis method enabled the 
researcher to classify the data into themes and codes [40].

6. �Ethical considerations

Before the researcher could begin with the empirical study, an ethics certificate 
was received from Unisa. Additionally, the researcher sent a formal request to the 
Department of Education, Limpopo province, to conduct a study in the Capricorn 
South District (CSD) in the form of a letter. Meetings with school principals of the 
selected schools in the CSD were arranged to ask permission to conduct interviews 
and focus group discussions on their school premises. In terms of protecting the 
participants, all selected participants will receive a consent form that will inform 
them about the study. The informed consent will also include a section that highlights 
that they are free to participate in the research, and if they feel the need to withdraw, 
they should feel free to do so without any pressure.

In terms of anonymity, participants were informed that their names including 
the names of the schools where data were collected would be protected and no use of 
real names would be utilized. Instead, pseudonyms [41] posit that they are utilized 
in research to safeguard the personal information of participants and guarantee their 
anonymity. Furthermore, the researcher notified participants that they would be the 
sole individual with access to the collected data. Participants then completed a con-
fidentiality agreement indicating that the obtained data would be retained verbatim 
and secured in a locked location.

7. �Findings and discussions

This section elucidates the findings and discourse, meticulously organized into 
two themes that surfaced from the analysis of the data and the research questions of 
the study, namely, incorporating technological advances into education and con-
strained resources and infrastructure. The study utilized pseudonyms to refer to the 
selected participant to conceal or hide their real identities. Data from the study were 
collected by two data-gathering techniques (semi-structured interviews and focus 
group discussions).

Table 2 highlights the sampled participants and their schools.
Theme incorporating technological advances into education.
The main aim of the above theme was to explore how technological integration 

or incorporation is essential for effective management in the modern era that we are 
living in. The theme furthermore seeks to explore how school leaders implement and 
adapt to new versions of online learning platforms which became necessary during 
and after the impact of the COVID-19 pandemic, digital tools, management of data 
systems that enhance the teaching and learning. Additionally, the theme focused on 
the professional development and continuing professional development for educators 
in the digital literacy and the role school leaders play in providing digital infrastruc-
ture that meets the twenty-first century demands of education.

From the semi-structured interviews and the focus group discussions conducted, a 
majority of the selected participants articulated the following comments.
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The Department of Basic Education supplies schools with digital resources and 
workshops to support teachers facing challenges in integrating technology into their 
classrooms. In certain schools, particularly in rural areas where network connectiv-
ity is consistently poor and sluggish, certain teachers struggle to transition into the 
digital realm that necessitates contemporary technology, resulting in their reliance on 
conventional teaching methods. Theft significantly impacts the situation, as pur-
chased digital tools are frequently stolen in certain schools, particularly in urban and 
semi-urban areas with elevated crime rates. The protracted resolution of theft cases 
causes hesitation among teachers and school administrators to integrate technology 
into their classrooms.

From the above responses of School AA and its participants, it was evident that 
the Department of Basic Education alongside the school leadership seems to be doing 
its duty in making sure that the incorporation of technology in schools is functional. 
What makes things to be clear is the synergy of the teachers and the school leaders as 
it was evident from the responses that when something goes missing and gets dam-
aged, the school leaders make it a point to fix that issue as soon as possible to make 
sure that the teaching and learning of the school takes place without disruptions. 
However, theft in both school AA and School BB seems to be a headache to the school 
leaders because of elevated crimes in their communities.

Unlike school AA and school BB which can purchase certain items that make 
technological learning effective, School CC on the other hand faces challenges when it 
comes to purchasing items, and the network connectivity is poor and sluggish.

This frequently results in exasperation among learners and perplexity among 
educators due to the lack of financial resources that could facilitate the bridging of 
this technological integration gap.

The study’s sub-research question, what are the challenges that school leaders 
encounter when implementing technology in their school settings gave rise to the 
following theme: Constrained resources and infrastructure.

Theme 2: Constrained resources and infrastructure.

Participant’s name School sample Location of the school

Principal Jack School AA Urban area

Deputy principal Grace School AA

Departmental head Luke School AA

SMT teacher Matthew School AA

Principal Mark School BB Semi-urban area

Deputy principal Jane School BB

Departmental head John School BB

SMT teacher Hellen School BB

Principal Sue School CC Rural area

Departmental head Jim School CC

SMT teacher Jude School CC

SMT teacher Moses School CC

Table 2. 
A list of the selected participants and their school location.
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The main aim of the theme was to explore challenges that play a major role in 
limiting access to technological resources such as poor network connectivity, lack of 
funding for technological devices and lack of infrastructure in schools to mention 
a few. This theme is also aimed at highlighting differences between schools in rural 
areas and schools in urban settings where the allocation of technological resources 
is up to date impacting directly to the successful incorporation of technology in the 
teaching and learning environments.

From the main interviews and focus group discussions conducted; several selected 
participants articulated the following comments.

In terms of how the school leadership and management tackles the obstacles of low 
financing and lack of infrastructure, different schools have varied ways of tackling 
their challenges. Sharing of the minimal accessible digital resources and the prioritiz-
ing of teachers and the school personnel to work together and even in some instance 
using their own personal equipment (Cellphones) to integrate technology in their 
classroom. The geographical positioning of some schools confers a benefit, as their 
premises are encircled by enterprises that frequently contribute to the enhancement 
of the schools. Additionally, the lack of teaching spaces such as mobile classrooms that 
can assist in terms of the overcrowding of learners in some schools is a big difficulty 
since the department of basic education often takes time to deliver mobile classes.

The findings from the above participants have shown that the difference in the 
number of learners have may play a huge role towards how much funding a school 
get. Principal BB as compared to other SMT teachers from school CC has an advantage 
in that his school can rely on the funds that the department and the SGB give them. 
Even though it might not be enough to purchase all they need at that time, the provi-
sion of funds as compared to school CC is different. School CC SMT Teacher CC (2), 
from the response seems unhappy about some of the activities that are taking place in 
the school premises as other teachers are using the little opportunity provided to them 
to educate learners for their personal things.

The findings from the aforementioned responses indicated that the school’s 
location frequently significantly influences its ability to achieve its objectives. 
Participants situated in an urban location rich in economic opportunities, signifi-
cantly benefit from donations and grants provided by local entrepreneurs and 
benefactors. The situation is different for other rural and semi-rural schools, which 
continue to struggle to achieve their teaching and learning objectives due to the 
prolonged acquisition of adequate infrastructure and technology for their class-
rooms. Nevertheless, certain educators are worsening the issue of insufficient digital 
resources and infrastructure by misusing school devices for personal gain. Evidently, 
interview findings indicated that some teachers utilize the provided Wi-Fi for obtain-
ing and sharing information with students as part of internet integration, while 
others frequently employ it for personal activities such as video blogging, WhatsApp, 
Facebook, and TikTok.

The leadership of the schools and their success were significant implications of 
the study being examined. The collected data indicated that two chosen schools 
implemented a distributed leadership style effectively. This leadership style prompted 
school leaders to consistently modify their approach to meet the demands of their staff 
and students. Conversely, one school employed the instructional leadership model, 
stipulating that no financial transactions may occur in the absence of the principal 
on school grounds. For instance, when a photocopier malfunctions, the entire school 
personnel must await the school head to restore functionality to the equipment.
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8. �Conclusion

The study investigated how can school leadership effectively manage education 
in the Morden era. From the research conducted, a majority of school leaders, which 
included the school principal, the deputy principal, the departmental heads, and the 
SMT teachers had varying experiences on how to manage school effectively in the 
modern era categorized by technological advancements. From the research conducted 
it was evident that the location of the school played a huge role in the school attain-
ing its technological and infrastructure objective. The research also showed that the 
department of education needs to support schools with provision of more resources 
which includes, instructional materials, infrastructure, technological digital tools, and 
workshops that would facilitate the incorporation of technology in the modern era.

Because the study was only conducted in three school under the CSD, the study 
sample was only limited to a specific population and not all schools within the CSD. 
As such, one cannot generalize that the results from the selected schools are the same 
as all the schools within the CSD. Furthermore, time was another crucial factor in this 
study. A majority of selected participants were unavailable at scheduled times which 
meaning that another time was rescheduled. This meant that the time allocated to 
complete the study was delayed.

Because this study is conducted in the CSD only, further research can be con-
ducted in other education districts in Limpopo province and even in South Africa as 
a whole to ascertain whether the research findings of this study can be achieved in 
other education districts across South Africa.

In terms of recommendations, the study under investigation revealed that most 
school leaders have different experiences on how to incorporate technology into their 
schools while some teachers are reluctant to employ technology in their everyday 
teaching and learning. To remedy this, school leaders should prioritize and invest in 
continuous professional development for their educators. Continuous professional 
development in the form of organizing workshop training sessions that would be 
used to assist educators and leaders to effectively incorporate technology and ICT 
into administrative tasks and teaching. Furthermore, the study under investigation 
indicated that insufficient finance and inadequate infrastructure were among the 
obstacles schools encountered in incorporating technology in the modern day. To 
tackle this challenge, it is advisable for school leaders to cultivate relationships and 
pursue partnerships with private enterprises and NGOs to secure funding and grants 
that would facilitate the acquisition of necessary infrastructure and technological 
tools, thereby compensating for deficiencies in the education department.
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Chapter 5

Exploring Educational Leadership 
and Management in the Modern 
Era: A Descriptive Approach
Gboyega Ayodeji Aladesusi and Simeon Oluniyi Ariyo

Abstract

This chapter explores the role of educational leadership and management in the 
modern era, focusing on how leadership techniques and decision-making procedures 
influence school culture and student achievement. The findings reveal that com-
mon leadership techniques, including collaborative, transformational, instructional, 
supportive, and democratic approaches, have a significant impact on student perfor-
mance in contemporary schools. Furthermore, decision-making processes were found 
to have a statistically significant influence on school culture, with strong evidence 
indicating that leadership practices shape the overall environment of educational 
institutions. Both teachers and students perceive effective decision-making as a criti-
cal factor in fostering a positive school climate and improving student outcomes. The 
integration of various leadership styles, such as collaboration and transformational 
leadership, plays a pivotal role in cultivating a supportive and inclusive school culture, 
which, in turn, enhances academic success. This study highlights the importance of 
strategic leadership in shaping educational environments and underscores the need 
for leaders to adopt diverse and inclusive leadership strategies to optimize student 
achievement in the modern educational landscape.

Keywords: educational leadership, school culture, leadership techniques, decision-
making, student achievement, modern schools

1. �Introduction

In the contemporary world, education serves as a cornerstone of societal devel-
opment, shaping individuals and communities to meet the challenges and oppor-
tunities of the twenty-first century. As educational systems evolve, so too must the 
approaches to their leadership and management. Traditional, hierarchical models 
are increasingly giving way to more inclusive, innovative, and technology-driven 
frameworks. These changes highlight the critical role of educational leadership in 
driving institutional success and fostering environments conducive to learning 
and growth [1]. Educational leadership and management are central to navigating 
the demands of modern society, which include rapid technological advancements, 
globalization, and the need for equity and inclusivity in education.
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Educational institutions are now deeply interconnected with societal and eco-
nomic systems, requiring leaders to adopt adaptive, forward-thinking strategies that 
address the diverse needs of students, staff, and stakeholders [2]. Leadership is no 
longer confined to administrative efficiency; it encompasses visionary approaches 
that inspire innovation, collaboration, and sustainable development. This shift in 
focus underscores the importance of rethinking leadership in response to the dynamic 
nature of education in the twenty-first century. One significant trend reshaping 
educational leadership is the integration of technology. The digital age has introduced 
tools and platforms that revolutionize teaching, learning, and administration. From 
learning management systems to artificial intelligence, these technologies have 
expanded educational possibilities while presenting unique challenges. Leaders must 
possess the skills to effectively leverage these tools to enhance learning outcomes 
and institutional efficiency [3]. Moreover, technology has redefined communication 
within and beyond educational institutions, requiring leaders to foster digital literacy 
and create tech-enabled learning environments.

Globalization has further influenced the landscape of educational leadership. The 
interconnectedness of the modern world has resulted in diverse student populations 
with varying cultural, linguistic, and socioeconomic backgrounds. This diversity 
necessitates the adoption of culturally responsive and inclusive practices to ensure 
all learners feel valued and supported [4]. Additionally, globalization has heightened 
competition among educational institutions, driving the need for innovative leader-
ship that prioritizes quality, relevance, and global competitiveness. Leaders must now 
balance local needs with global standards, crafting curricula and policies that prepare 
students for a globalized workforce while addressing community-specific challenges. 
The concept of leadership in education has also expanded to emphasize transfor-
mational and distributed leadership models. Transformational leadership inspires 
and motivates individuals to exceed expectations and achieve shared goals. In this 
model, leaders act as change agents, fostering a shared vision and empowering staff 
and students [5]. Distributed leadership, on the other hand, involves collaborative 
decision-making and shared responsibilities, leveraging the expertise and insights 
of diverse stakeholders to create an inclusive and participatory environment that 
enhances organizational performance [6].

Inclusivity and equity have become central themes in educational leadership. 
Leaders are increasingly tasked with addressing disparities in access, resources, and 
opportunities within their institutions. This requires implementing policies and 
practices that support marginalized groups and ensure that education serves as a 
vehicle for social justice and empowerment. Efforts to foster diversity demand a deep 
understanding of systemic barriers and a commitment to dismantling them through 
thoughtful, evidence-based interventions [7].

The modern era also emphasizes leadership development and capacity building 
in education. As the demands placed on educational leaders grow, so does the need 
for continuous professional development. Leaders must engage in lifelong learning 
to remain current with emerging trends, research, and best practices. Competencies 
in strategic planning, conflict resolution, financial management, and stakeholder 
engagement are crucial for navigating the complexities of modern educational 
leadership [8]. By investing in their professional growth, leaders can better address 
the evolving challenges of their roles and drive meaningful change within their 
institutions. Despite progress in redefining educational leadership, challenges persist. 
Resistance to change, resource limitations, and systemic inequities often hinder 
the implementation of innovative practices. Furthermore, the pressure to meet 
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standardized metrics can conflict with broader goals of holistic education. These 
challenges underscore the need for research that examines the lived experiences of 
educational leaders and the strategies they employ to overcome obstacles [9].

This study aims to explore contemporary practices in educational leadership and 
management, focusing on how they address the unique challenges of the modern 
era. By adopting a descriptive approach, it seeks to illuminate strategies employed by 
leaders to enhance institutional performance, promote innovation, and ensure the 
holistic development of learners. The findings will contribute to the growing body 
of knowledge on effective educational leadership, offering actionable insights for 
practitioners, policymakers, and researchers.

1.1 Educational leadership models

Educational leadership is a multifaceted concept that has been extensively 
explored in the literature, with various models offering insights into how leaders 
can effectively manage and improve educational institutions. One of the foun-
dational models is the transformational leadership model, which emphasizes the 
importance of vision, inspiration, and the development of followers’ potential [10]. 
This model suggests that leaders can effect change by motivating and inspiring 
educators to transcend their self-interests for the greater good of the institution. 
Another important model is instructional leadership, which is primarily concerned 
with improving teaching and learning processes within schools. According to 
research, instructional leaders focus on setting clear goals, managing the cur-
riculum, and monitoring student progress to ensure high-quality education [11]. 
This model emphasizes the leader’s role in fostering an environment conducive to 
effective teaching practices. The distributed leadership model posits that leadership 
should not be confined to a single individual but rather should be shared among 
various members of the educational community. Studies advocate for a more col-
laborative approach to leadership, where leadership responsibilities are distributed 
to teachers, administrators, and other stakeholders, creating a more dynamic and 
inclusive leadership structure [11].

The servant leadership model highlights the role of leaders as servants first, with 
a focus on serving the needs of their followers. This perspective suggests that the 
primary objective of leadership should be to empower others, with leaders serving 
as role models who emphasize empathy, listening, and the development of others’ 
potential [12]. This model is particularly relevant in educational settings, where 
leaders are expected to prioritize the welfare and development of students and 
staff. Leadership for learning is another crucial framework that integrates the core 
principles of leadership with a focus on student outcomes. Scholars define leadership 
for learning as leadership that is focused on the quality of teaching and the overall 
learning environment [13]. This model encourages leaders to create an atmosphere of 
continuous improvement and innovation, placing student achievement at the heart 
of the leadership process. Finally, the authentic leadership model has gained atten-
tion in recent years for its focus on leaders being true to their values and beliefs, thus 
fostering trust and integrity in their organizations. Researchers suggest that authentic 
leaders are transparent, self-aware, and consistently act in line with their moral and 
ethical principles, which in turn promotes a positive organizational culture [14].

In conclusion, the study of educational leadership models offers a wide range 
of perspectives on how leaders can effectively guide schools and educational 
institutions. Each model has its strengths and applications, and the most effective 
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educational leaders are those who can integrate these models to meet the unique needs 
of their institutions and foster a culture of continuous improvement.

1.2 Impact of technology on educational leadership

The rapid evolution of technology has significantly reshaped educational lead-
ership, influencing how leaders manage schools, engage stakeholders, and drive 
instructional improvement. Technology has enhanced leadership practices, enabling 
leaders to address challenges more efficiently while fostering innovation in teaching 
and learning processes. One of the most notable impacts of technology on educational 
leadership is the enhancement of communication and collaboration. Technological 
tools such as email, video conferencing, and learning management systems have 
streamlined communication among educators, students, and parents, fostering a 
more connected and collaborative educational environment, particularly in large or 
geographically dispersed institutions [15].

Technology has also facilitated data-driven decision-making. Digital platforms 
and analytics tools allow leaders to collect, analyze, and interpret data related to 
student performance, teacher effectiveness, and institutional progress. Data-driven 
leadership enables school administrators to make informed decisions tailored to the 
specific needs of their institutions, ultimately improving outcomes for all stakehold-
ers [16]. The emergence of technology has further transformed instructional leader-
ship, with leaders increasingly expected to act as digital role models. Educational 
leaders must demonstrate proficiency in technology to inspire staff and students to 
integrate digital tools into their teaching and learning practices. They play a criti-
cal role in fostering a culture of technological innovation, ensuring professional 
development opportunities for teachers, and guiding the implementation of new 
technologies [17].

Moreover, technology has introduced opportunities for personalized profes-
sional development for educators. Through online platforms and virtual workshops, 
leaders can provide tailored training to teachers based on their unique needs and 
areas of growth. This flexibility enhances teacher efficacy and aligns professional 
development efforts with institutional goals [18]. However, the integration of 
technology also presents challenges, such as addressing the digital divide and ensur-
ing equitable access to technological resources. Disparities in access to technology 
can exacerbate existing inequities in education, requiring leaders to adopt strategic 
measures to bridge these gaps [19]. Leaders must advocate for policies and initia-
tives that promote equitable access to digital tools and internet connectivity for all 
students and staff.

Finally, technology has redefined crisis management and organizational resil-
ience in educational leadership. The COVID-19 pandemic highlighted the impor-
tance of technology in maintaining educational continuity during disruptions. 
Leaders who effectively utilized technology for remote learning and virtual engage-
ment demonstrated greater adaptability and resilience in the face of unprecedented 
challenges [20].

In conclusion, technology has profoundly influenced educational leadership, 
offering both opportunities and challenges. Effective leaders must embrace technol-
ogy as a transformative tool, leveraging its potential to enhance communication, drive 
data-informed decisions, promote equity, and support continuous improvement. 
By doing so, they can navigate the complexities of the digital age and foster a more 
inclusive and innovative educational environment.
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1.3 Culturally responsive leadership

Culturally responsive leadership has emerged as a vital framework for addressing 
diversity and promoting equity within educational institutions. It emphasizes the 
need for leaders to recognize, respect, and respond to the cultural contexts of their 
school communities, ensuring that all students feel valued and supported [21]. At the 
core of culturally responsive leadership is the commitment to equity and inclusion. 
Leaders must address systemic inequities by fostering inclusive policies, practices, 
and curricula. Culturally responsive leaders actively work to disrupt oppressive 
structures by advocating for marginalized students and creating environments that 
celebrate cultural diversity [22]. This approach requires leaders to possess cultural 
competence and the ability to engage meaningfully with diverse stakeholders.

Another critical aspect is the engagement with families and communities. By 
partnering with families and leveraging the cultural assets of communities, leaders 
can enhance the educational experiences of students. The importance of reciprocal 
relationships where families and communities are viewed as co-educators rather 
than passive participants has been emphasized [23]. This collaborative approach 
strengthens trust and ensures that leadership decisions align with the cultural values 
and needs of the community. Identity consciousness is also a hallmark of culturally 
responsive leadership. Leaders must reflect on their own cultural identities, biases, 
and privileges to effectively address the needs of diverse populations. Self-awareness 
is crucial for leaders to develop empathy and avoid perpetuating stereotypes or 
cultural misunderstandings [23]. This reflective practice enables leaders to model 
inclusive behaviors and create culturally affirming spaces.

Culturally responsive leaders also prioritize culturally sustaining pedagogy by 
supporting educators in integrating students’ cultural backgrounds into the curricu-
lum. Culturally sustaining practices go beyond mere inclusion, aiming to sustain and 
enrich cultural identities while fostering academic success [24]. Leaders play a pivotal 
role in providing professional development opportunities that equip teachers with the 
skills to implement these practices effectively.

In addition, transformative leadership is a vital component of culturally respon-
sive leadership, as it challenges leaders to address issues of power and privilege in 
education. The need for leaders to act as agents of change, dismantling inequitable 
structures and fostering social justice in schools, has been underscored [25]. This 
involves a proactive approach to challenging discriminatory policies and advocating 
for equity-oriented reforms. Recent research also highlights the role of culturally 
responsive leadership during crises, such as the COVID-19 pandemic. Culturally 
responsive leaders adapted to the unique needs of diverse communities during the 
pandemic by ensuring equitable access to technology, resources, and support [26]. In 
conclusion, culturally responsive leadership is an essential framework for fostering 
equitable and inclusive educational environments. By embracing cultural diversity, 
engaging with communities, and advocating for systemic change, leaders can create 
schools that celebrate and sustain the identities of all students, ultimately improving 
educational outcomes and promoting social justice.

1.4 Leadership and organizational performance

Leadership plays a pivotal role in shaping organizational performance by influ-
encing decision-making, team dynamics, and overall strategic direction. Effective 
leadership fosters a conducive environment for achieving organizational goals, 
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driving innovation, and enhancing employee engagement [27]. A significant aspect of 
leadership’s impact on organizational performance lies in transformational leadership. 
Transformational leaders inspire and motivate their teams to exceed expectations by 
fostering a shared vision and encouraging innovation. Transformational leadership 
positively influences organizational performance by enhancing employee commit-
ment and fostering a culture of continuous improvement [28].

Leadership styles also significantly affect organizational outcomes. For instance, 
servant leadership emphasizes the well-being and growth of employees, leading to 
higher satisfaction and productivity levels. Servant leadership practices contribute to 
better organizational performance by fostering trust and collaboration [29]. Similarly, 
participative leadership, which involves employees in decision-making processes, has 
been shown to enhance performance by increasing employee ownership and account-
ability [30]. Another critical factor is the role of strategic leadership in navigating 
change and uncertainty. Strategic leaders focus on aligning organizational goals with 
external demands, ensuring long-term sustainability. Strategic leadership theories 
underscore the importance of leaders’ cognitive abilities and values in shaping organi-
zational strategies and outcomes [31].

Leadership is also instrumental in fostering a positive organizational culture, 
which directly influences performance. Leaders who prioritize ethical practices, 
inclusivity, and employee well-being create environments where employees feel 
valued and motivated. Organizational culture is often a reflection of leadership, with 
effective leaders driving cultural transformation to achieve superior results [32]. 
Moreover, emotional intelligence (EI) has emerged as a critical attribute for effective 
leadership. Leaders with high emotional intelligence are better equipped to manage 
relationships, handle stress, and make informed decisions, all of which contribute 
to improved organizational performance. Emotionally intelligent leaders can foster 
stronger team cohesion and adaptability, particularly in dynamic environments [33].

Recent studies also highlight the role of leadership in promoting organizational 
innovation [34]. Leaders who encourage creativity and risk-taking enable organiza-
tions to stay competitive in rapidly changing markets. Innovative leadership positively 
impacts organizational performance by facilitating knowledge sharing and fostering 
an adaptive culture [35]. Finally, the relationship between leadership and organiza-
tional performance is moderated by factors such as industry type, organizational size, 
and external environment. Leaders must adapt their approaches to align with specific 
organizational contexts to maximize performance outcomes [36]. In conclusion, 
leadership significantly influences organizational performance through its impact on 
employee engagement, innovation, decision-making, and culture. By adopting effec-
tive leadership practices, organizations can enhance their ability to achieve strategic 
objectives and maintain competitiveness in an ever-evolving landscape.

1.5 Challenges and opportunities in modern educational leadership

The field of educational leadership is evolving to address the demands of increas-
ingly complex and dynamic educational systems. Leaders face significant challenges, 
including rapid technological advancements, shifting societal expectations, and 
diverse student needs. At the same time, these challenges present opportunities for 
innovation, inclusivity, and transformative leadership practices.

One of the foremost challenges in educational leadership is the integration of 
technology into teaching, learning, and administration. Leaders must navigate the 
complexities of digital transformation, including adopting new technologies, training 
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teachers, and addressing the digital divide [37]. Although technology offers immense 
potential to enhance learning, inadequate infrastructure and resistance to change 
among stakeholders often hinder its effective implementation [38].

Educational leaders must also address the growing diversity in schools and col-
leges, encompassing cultural, linguistic, and socioeconomic differences among 
students [39]. Creating inclusive learning environments requires promoting equity, 
embracing multicultural education, and challenging systemic biases. However, 
limited resources and insufficient training frequently make achieving these goals 
difficult [40]. Additionally, the emphasis on accountability driven by standardized 
testing and performance metrics places immense pressure on leaders. While these 
measures aim to improve outcomes, they often lead to a narrow focus on test scores 
at the expense of holistic education [41]. Balancing these demands with fostering 
creativity, critical thinking, and social-emotional learning is an ongoing challenge.

Burnout and high turnover rates among educational leaders pose another sig-
nificant issue. The increasing demands of the role, coupled with limited support 
systems, often result in diminished job satisfaction and reduced effectiveness [42]. 
Furthermore, global crises such as the COVID-19 pandemic have complicated leader-
ship further, as leaders had to transition to remote learning, ensure student well-
being, and address learning losses, highlighting the need for adaptive and resilient 
leadership [43].

Despite these challenges, modern educational leadership offers significant oppor-
tunities. The complexities of contemporary education have paved the way for innova-
tive leadership models, such as transformational, distributed, and servant leadership, 
which emphasize collaboration, empowerment, and ethical practices [40, 41]. 
Technological advancements, although challenging, also provide opportunities for 
enhancing leadership effectiveness. Educational leaders can leverage data analytics, 
virtual platforms, and artificial intelligence to improve decision-making, personalize 
learning, and streamline administrative tasks [43].

Leadership in modern education increasingly emphasizes inclusivity and equity. 
By implementing policies and practices that address systemic inequities, celebrate 
diversity, and ensure all students have access to quality education, leaders can foster 
a sense of belonging and improve student outcomes. Collaboration among educators 
is critical for addressing the challenges of modern education. Leaders can facilitate 
professional learning communities (PLCs) to promote shared knowledge, support 
teacher development, and improve instructional practices [40]. These communities 
also serve as platforms for fostering innovation and sustaining school improvement 
efforts. Moreover, the unpredictability of global events underscores the importance 
of resilience and adaptability in leadership. Leaders who embrace adaptive practices 
are better equipped to navigate crises and implement long-term solutions, including 
flexible planning, stakeholder engagement, and leveraging community resources [41].

The duality of challenges and opportunities in modern educational leadership 
reflects the complexity of leading in contemporary contexts. While technological 
advancements, diversity, and accountability pressures pose significant hurdles, they 
also provide opportunities for innovation, inclusivity, and transformative leadership. 
By adopting forward-thinking practices and leveraging emerging opportunities, edu-
cational leaders can navigate the complexities of modern education and drive positive 
change. Hence, this chapter measured the relationship between common leadership 
techniques and student achievement in modern schools; assessed the impact of deci-
sion-making procedures on the school culture, using statistical analysis of leadership 
practices; explored educational leaders’ perspectives on the leadership techniques 
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they employ and their perceived effectiveness in promoting a positive school culture; 
and investigated teachers’ and students’ views on how decision-making processes by 
school leaders influence student performance and the overall school environment.

Research questions
The following research questions were answered:

1.	What is the relationship between common leadership techniques and student 
achievement in modern schools?

2.	How do decision-making procedures influence school culture, as revealed 
through statistical analysis of leadership practices?

3.	What leadership techniques do educational leaders employ to promote a positive 
school culture?

4.	What are teachers’ and students’ views on how decision-making processes by 
school leaders influence student performance and the overall school environment?

2. �Methodology

The study employed a descriptive research design to explore educational leader-
ship and management in the modern era, specifically examining the strategies, 
challenges, and opportunities encountered by leaders in contemporary educational 
settings. This design was selected for its capacity to offer a comprehensive exploration 
of current practices while also aligning them with emerging trends in leadership and 
management.

The target population for the study included educational leaders, administra-
tors, and stakeholders from primary schools, secondary schools, and tertiary 
institutions in Nigeria. Specifically, the population consisted of 1000 educational 
leaders (such as principals, head teachers, and deans), 5000 teachers from primary 
and secondary schools, and 500 administrators from tertiary institutions across 
various regions of Nigeria.

A stratified random sampling technique was applied to ensure adequate represen-
tation from various educational levels, geographic locations, and types of institutions 
within the country. This method allowed for a balanced sample across different 
educational sectors, ensuring that the findings could be generalized to the broader 
context of Nigerian education. The study adopted a mixed-methods approach, 
combining both quantitative and qualitative data collection techniques to provide a 
comprehensive understanding of the subject matter. Quantitative data were gathered 
using structured questionnaires designed to gather information on leadership prac-
tices, management strategies, and the influence of technology and globalization on 
educational leadership. The questionnaires employed a Likert scale format to capture 
participants’ perceptions and attitudes and the extent to which modern leadership 
models have been adopted in their institutions.

For the qualitative component, semi-structured interviews were conducted with 
a carefully selected group of 40 educational leaders (including 10 principals, 10 
head teachers, and 20 deans and department heads) from a variety of institutions. 
These interviews provided deeper insights into the personal experiences, challenges, 
and innovative practices of the leaders, shedding light on the nuanced realities of 
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educational leadership in contemporary settings. Data analysis was carried out using 
both statistical and thematic analysis techniques. Quantitative data were processed 
through descriptive and inferential statistics, including frequency distributions, 
means, standard deviations, and correlation analyses, in order to identify patterns, 
trends, and relationships among key variables. Qualitative data were analyzed using 
thematic analysis, where responses were coded and categorized to identify recurring 
themes and perspectives related to leadership practices and management strategies.

Ethical considerations were a key priority throughout the study. Participants were 
fully informed of the study’s objectives and assured of their right to withdraw at any 
point without any consequences. Informed consent was obtained from all partici-
pants, and strict confidentiality measures were implemented to protect their identi-
ties and ensure the privacy of the data collected.

2.1 Study location

Nigeria’s six geopolitical zones—North Central, North East, North West, South 
East, South South, and South West—were all included in the study. Nigeria’s 
basic, secondary, and university educational systems are complicated and diverse. 
Educational leadership and management practices are influenced by distinct socio-
economic, political, and technological factors in each geopolitical zone. A variety of 
public and private institutions, each with unique opportunities and problems, make 
up the nation’s educational landscape. In order to investigate modern leadership and 
management techniques, the study concentrated on educational leaders, administra-
tors, and stakeholders from these three educational levels.

2.2 Participants

An extensive population of educational leaders, administrators, and stakeholders 
from primary, intermediate, and tertiary educational institutions throughout Nigeria 
made up the study’s intended population. A wide range of people working in educa-
tional leadership and management were included in the sample, which was carefully 
chosen based on gender, location, age, and educational attainment to guarantee a 
thorough representation.

In particular, 1000 educational leaders—principals, head teachers, and deans—
who play a crucial role in establishing institutional policies, supervising academic 
programs, and running day-to-day operations at schools were included in the study. In 
order to guarantee participation from Nigeria’s six geopolitical zones, this group was 
assembled from a variety of geographical areas. In order to provide a fair viewpoint 
on leadership methods, the selection process also took gender diversity into consider-
ation, guaranteeing participation from both male and female leaders.

The survey comprised 5000 instructors from elementary and secondary schools, 
acknowledging their critical role in classroom management, educational policy 
implementation, and student learning results. To take into consideration geographical 
differences in educational experiences and problems, participants were selected from 
both urban and rural areas. Their varied educational backgrounds, which represented 
differing degrees of professional growth, spanned from graduates with degrees to 
master’s degree holders.

Additionally, 500 postsecondary administrators were recognized for their impor-
tant contributions to institutional administration, policy creation, and higher educa-
tion governance. These administrators represented varying degrees of experience 
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and proficiency in educational administration and were selected from universities, 
colleges of education, and polytechnics. With participants ranging from seasoned 
administrators to early-career professionals, age diversity was also taken into con-
sideration, enabling an examination of generational perspectives on leadership and 
management.

Participants were chosen from each of Nigeria’s six geopolitical zones—North 
Central, North East, North West, South East, South South, and South West—to guar-
antee a representative and balanced sample. This method was crucial for gathering a 
variety of viewpoints on management techniques, leadership philosophies, and the 
effects of modern educational trends in Nigeria’s dynamic and changing educational 
environment.

2.3 Research instruments

The research instruments employed in this study encompassed both quantita-
tive and qualitative methods to ensure a comprehensive exploration of educational 
leadership and management practices in Nigeria. For the quantitative component, 
structured questionnaires were meticulously designed to collect data on leadership 
practices, management strategies, and the influence of technology and globaliza-
tion on educational leadership. These questionnaires utilized a Likert scale format, 
enabling participants to express their perceptions and attitudes and the extent to 
which modern leadership models have been integrated into their institutions. The 
use of a Likert scale facilitated the quantification of subjective opinions, allowing 
for statistical analysis and meaningful comparisons across different categories of 
respondents.

The structured questionnaire was developed by the researchers based on a thor-
ough review of existing literature on educational leadership and management. It 
incorporated validated constructs from previous studies while adapting certain items 
to align with the specific context of educational institutions in Nigeria. The question-
naire was divided into distinct sections, each addressing a key aspect of leadership 
and management: leadership style, decision-making processes, technology integra-
tion, globalization influences, and institutional challenges. Each section contained 
items formulated in a manner that ensured clarity and ease of response, with a four-
point or five-point Likert scale used to capture variations in perceptions and attitudes.

To establish the validity and reliability of the questionnaire, a panel of experts 
in educational leadership and research methodology reviewed the items to ensure 
content relevance and clarity. A pilot study was conducted with a small sample of 
respondents to assess the instrument’s reliability and internal consistency, leading to 
necessary refinements before full-scale data collection.

In addition to the structured questionnaires, the study incorporated a qualita-
tive component through semi-structured interviews, providing a deeper and more 
nuanced understanding of educational leadership dynamics. A carefully selected 
group of 40 educational leaders participated in these interviews, including 10 princi-
pals, 10 head teachers, and 20 deans and department heads from diverse educational 
institutions. These interviews were strategically designed to elicit detailed responses 
on personal experiences, challenges, and innovative leadership practices.

The semi-structured interview protocol was developed by the researchers based 
on key themes identified in the literature and the study’s research objectives. Open-
ended questions were formulated to explore leadership challenges, decision-making 
strategies, the role of technology, and the impact of globalization on institutional 
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management. The interview guide allowed for flexibility, enabling respondents to 
elaborate on their experiences and providing room for follow-up questions based on 
their responses.

By engaging directly with educational leaders, the study captured rich narratives 
that offered valuable context to the quantitative findings. The qualitative data pro-
vided insights into the complexities of decision-making, institutional management, 
and the evolving role of leadership in an era shaped by technological advancements 
and globalization. Together, these research instruments ensured a holistic investiga-
tion into the realities of educational leadership, offering both measurable trends and 
in-depth perspectives on contemporary challenges and opportunities in the field.

2.4 Validity and reliability

The validity and reliability of the research instruments were carefully examined to 
ensure the credibility and accuracy of the data collected. For the quantitative question-
naire, validity was established through expert review and a pilot study. A panel of 
experts in educational leadership and research methodology assessed the question-
naire for content validity, ensuring that the items accurately reflected key dimensions 
of leadership practices, management strategies, and the influence of technology and 
globalization. Construct validity was also considered by aligning questionnaire items 
with established theories and prior research in educational leadership.

To ensure reliability, a pilot study was conducted with a small sample of respon-
dents who were not part of the main study. The responses were analyzed using 
Cronbach’s alpha to measure internal consistency. Items with low reliability were 
either modified or removed to enhance the overall reliability of the instrument. This 
process ensured that the questionnaire would produce consistent results when applied 
to the larger sample.

2.5 Data collection process

The data collection involved both quantitative surveys and qualitative interviews. 
The structured questionnaire was distributed to participants through both online and 
paper-based formats, ensuring accessibility for respondents across different institu-
tions. Participants were given clear instructions on how to complete the question-
naire, and confidentiality was assured to encourage honest responses. The researchers 
also conducted follow-ups to maximize the response rate and ensure data complete-
ness. For the qualitative component, semi-structured interviews were conducted 
in a face-to-face setting where possible, while some participants opted for virtual 
interviews via Zoom or Google Meet due to logistical constraints. The interview 
settings were carefully arranged to ensure privacy and minimize external distrac-
tions, allowing participants to share their experiences freely. Each interview session 
lasted approximately 30–45 minutes, and responses were recorded (with participant 
consent) for later transcription and thematic analysis. The interview guide included 
open-ended questions covering leadership challenges, decision-making strategies, the 
impact of technology, and globalization in educational institutions.

By employing a rigorous validation process for the questionnaire, a structured 
approach to data collection, and a well-organized interview setting, the study ensured 
that the findings were both reliable and reflective of the realities of educational 
leadership in Nigeria.
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2.6 Data analysis techniques

The study employed both quantitative and qualitative data analysis techniques to 
ensure a comprehensive understanding of educational leadership and management 
practices in Nigeria. Quantitative data collected through structured questionnaires 
were analyzed using descriptive and inferential statistical methods. Descriptive 
statistics, including mean, standard deviation, frequency, and percentage distribu-
tions, were used to summarize participants’ responses, providing insights into 
leadership practices, management strategies, and the influence of technology and 
globalization. To assess the reliability of the instrument, Cronbach’s alpha coefficient 
was computed, ensuring internal consistency of the questionnaire items. Inferential 
statistics such as correlation analysis were used to examine relationships between 
key variables like leadership style, technology integration, and institutional effec-
tiveness, while regression analysis assessed the predictive influence of leadership 
practices on institutional performance and adaptation to globalization. Additionally, 
ANOVA (Analysis of Variance) was conducted to determine significant differences in 
leadership perceptions based on demographic variables such as years of experience, 
institutional type, and managerial roles. All statistical analyses were performed using 
SPSS (Statistical Package for the Social Sciences) version 27 to ensure precision and 
accuracy in computation.

For the qualitative component, thematic analysis was employed to extract mean-
ingful insights from the semi-structured interviews. The process began with data 
transcription, where all interview recordings were transcribed verbatim to accurately 
capture participants’ responses. This was followed by a systematic coding process 
that identified recurring themes related to leadership challenges, decision-making 
strategies, and technology integration. These codes were then categorized into broader 
themes such as “Leadership Adaptation to Technology,” “Challenges in Educational 
Management,” and “Globalization’s Influence on Leadership.” To enhance the depth 
of analysis, interpretation, and triangulation were conducted, allowing qualitative 
findings to be compared with quantitative results, thereby ensuring a comprehensive 
understanding of the research questions. This triangulation process validated insights 
from different data sources, strengthening the credibility of the study. NVivo software 
was used to facilitate efficient coding and organization of emerging themes, ensuring 
rigor in the qualitative data analysis. By integrating both statistical and thematic ana-
lytical techniques, the study provided a holistic perspective on educational leadership 
and management, combining measurable trends with in-depth contextual insights.

3. �Results

3.1 Findings from quantitative study

3.1.1 Relationship between common leadership techniques and student achievement 
in modern schools

Table 1 presents the mean and standard deviation (SD) values for four leader-
ship techniques as assessed by administrators and teachers, providing insights 
into the perceived effectiveness of these leadership styles in modern schools. 
Transformational leadership received the highest ratings, with administrators scor-
ing it at 4.2 (SD = 0.6) and teachers at 4.1 (SD = 0.5). Both groups strongly agree that 
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transformational leadership, which focuses on motivation, inspiration, and fostering 
a positive change in school culture, significantly contributes to student achievement. 
The relatively low standard deviations suggest a high level of consensus among both 
administrators and teachers regarding its effectiveness.

Instructional leadership ranked second, with administrators rating it 4.0 
(SD = 0.7) and teachers 3.9 (SD = 0.6). Both groups recognize the importance of 
instructional leadership, which focuses on improving teaching practices, aligning 
curricula with student needs, and enhancing student learning outcomes. The slight 
difference between administrators’ and teachers’ mean scores indicates a shared 
understanding of its importance, although the scores are slightly lower than those for 
transformational leadership. The standard deviations show moderate agreement, with 
administrators exhibiting a slightly wider range of opinions.

Participative leadership, which involves engaging teachers in decision-making 
processes, was rated lower than both transformational and instructional leadership. 
Administrators gave it a mean of 3.8 (SD = 0.8), while teachers rated it 3.7 (SD = 0.7). 
This indicates that while it is still viewed as an important leadership style, its impact 
on student achievement is considered less significant. The relatively larger standard 
deviations reflect a wider variation in responses, suggesting that the perceived effec-
tiveness of participative leadership differs more among respondents.

Finally, distributed leadership, which distributes leadership responsibilities across 
various individuals within the school, received the lowest ratings. Administrators 
rated it at 3.5 (SD = 0.9), while teachers gave it a 3.6 (SD = 0.8). The scores indicate 
that although distributed leadership is recognized as beneficial, it is not considered 
as impactful as other leadership styles. The higher standard deviations, particularly 
among administrators, suggest that there is less agreement on its effectiveness in 
improving student achievement.

In conclusion, transformational leadership is seen as the most effective, followed 
by instructional leadership, with participative and distributed leadership styles 
considered somewhat less impactful. The standard deviations reflect varying degrees 
of consensus among respondents, with some leadership styles having stronger agree-
ment on their effectiveness than others.

3.1.2 �Decision-making procedures influence school culture, as revealed through 
statistical analysis of leadership practices

The analysis of decision-making procedures and their influence on school 
culture, based on the perceptions of 500 administrators and 400 teachers, reveals 
key insights into the effectiveness of various leadership practices. Participative 
decision-making, where stakeholders are actively involved in the decision-making 
process, received the highest ratings from both administrators (Mean: 4.3, SD: 0.5) 

Leadership technique Administrators (Mean ± SD) Teachers (Mean ± SD)

Transformational Leadership Mean: 4.2 ± 0.6 Mean: 4.1 ± 0.5

Instructional Leadership Mean: 4.0 ± 0.7 Mean: 3.9 ± 0.6

Participative Leadership Mean: 3.8 ± 0.8 Mean: 3.7 ± 0.7

Distributed Leadership Mean: 3.5 ± 0.9 Mean: 3.6 ± 0.8

Table 1. 
Relationship between common leadership techniques and student achievement in modern schools.
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and teachers (Mean: 4.2, SD: 0.6). This indicates strong agreement that participative 
practices foster a positive and inclusive school culture, likely by promoting collabo-
ration, trust, and a sense of shared responsibility. Collaborative decision-making, 
which emphasizes teamwork and shared problem-solving among leaders and staff, 
also scored highly, with administrators rating it at 4.0 (SD: 0.6) and teachers at 3.9 
(SD: 0.7). These findings suggest that collaborative approaches significantly con-
tribute to a supportive and cooperative school culture, though slightly less so than 
participative methods (Table 2).

In contrast, top-down decision-making, characterized by hierarchical leadership 
and limited input from staff, received moderate ratings. Administrators rated it at 3.6 
(SD: 0.7) and teachers at 3.5 (SD: 0.8), indicating that while this approach is some-
times effective, it may not consistently foster a culture of inclusivity or engagement. 
Autocratic decision-making, where decisions are made unilaterally by leaders with 
minimal consultation, received the lowest ratings from both groups. Administrators 
rated it at 3.2 (SD: 0.8) and teachers at 3.1 (SD: 0.9), suggesting that such practices are 
generally viewed as less conducive to building a positive school culture. The higher 
standard deviations for this method indicate greater variability in perceptions, reflect-
ing differing views on its impact. Overall, the data show that participative and collab-
orative decision-making procedures have the most positive influence on school culture, 
creating environments where staff feel valued and engaged. Conversely, top-down 
and autocratic methods, while occasionally effective, are less aligned with fostering a 
culture that supports collaboration and mutual respect. These findings underscore the 
importance of inclusive leadership practices in enhancing school culture.

3.1.3 Hypotheses testing

HO1: There is no significant relationship between common leadership techniques 
and student achievement in modern schools (Table 3).

The hypothesis (H0H_0H0) stating that there is no significant relation-
ship among common leadership techniques and student achievement in 
modern schools was tested using the Pearson Product-Moment Correlation 
Coefficient (PPMC). The analysis considered four leadership techniques: trans-
formational leadership, instructional leadership, participative leadership, and 
distributed leadership. Administrators and teachers rated these techniques, 
yielding closely aligned mean scores for both groups. The computed correla-
tion coefficient (r = 0.969r = 0.969r = 0.969) indicates a very strong positive 
relationship between administrators’ and teachers’ ratings of these leadership 
techniques and their influence on student achievement. Additionally, the p-value 
(p = 0.031p = 0.031p = 0.031) is less than the standard significance level (α = 0.05\

Decision-making procedure Administrators (Mean ± SD) Teachers (Mean ± SD)

Participative Decision-Making 4.3 ± 0.5 4.2 ± 0.6

Top-Down Decision-Making 3.6 ± 0.7 3.5 ± 0.8

Collaborative Decision-Making 4.0 ± 0.6 3.9 ± 0.7

Autocratic Decision-Making 3.2 ± 0.8 3.1 ± 0.9

Table 2. 
Decision-making procedures influence school culture, as revealed through statistical analysis of leadership 
practices.
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alpha = 0.05α = 0.05), leading to the rejection of the null hypothesis. This result 
confirms that common leadership techniques significantly impact student achieve-
ment in modern schools. These findings highlight the critical role of leadership 
styles in fostering educational success and suggest that administrators and teachers 
should prioritize effective leadership practices to enhance student outcomes.

Ho2: There is no significant influence of decision-making procedures on school 
culture, as revealed through statistical analysis of leadership practices (Table 4).

The hypothesis Ho2H_o2Ho2: “There is no significant influence of decision-mak-
ing procedures on school culture” was tested using statistical analysis of leadership 
practices. The data in Table 1 shows the results of the analysis of variance (ANOVA), 
comparing the variation between groups and within groups. The computed FFF-
statistic is 10.70, with a corresponding ppp-value of 1.16 × 10–111.16 \times 10^ 
{−11}1.16 × 10–11, which is far below the standard significance level (α = 0.05\
alpha = 0.05α = 0.05). This indicates that the observed variation in school culture can 
be significantly attributed to differences in decision-making procedures. Given the 

Leadership 
technique

Administrators 
(Mean ± SD)

Teachers 
(Mean ± SD)

Pearson 
correlation 
coefficient 

(rrr)

p-value Decision Conclusion

Transformational 
Leadership

4.2 ± 0.6 4.1 ± 0.5

Instructional 
Leadership

4.0 ± 0.7 3.9 ± 0.6

Participative 
Leadership

3.8 ± 0.8 3.7 ± 0.7 0.969 0.031 Reject 
H0H_0H0​

There is a 
significant 

relationship 
between 
common 

leadership 
techniques 

and student 
achievement 

in modern 
schools.

Distributed 
Leadership

3.5 ± 0.9 3.6 ± 0.8

Table 3. 
Relationship between common leadership techniques and student achievement in modern schools.

Source of 
variation

Sum of 
squares (SS)

Degrees of 
freedom (df)

Mean square 
(MS)

F-statistic p-value

Between 
Groups

8.56 7 1.22 10.70 1.16 × 10–111.16 \times 
10^{−11}1.16 × 10–11

Within 
Groups

28.34 232 0.12

Total 36.90 239

Table 4. 
Significant influence of decision-making procedures on school culture.
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extremely low ppp-value, the null hypothesis (Ho2H_o2Ho2) is rejected. This result 
reveals that decision-making procedures have a statistically significant influence on 
school culture as evidenced by leadership practices.

3.2 Findings from qualitative study

3.2.1 �Leadership techniques educational leaders employed to promote a positive  
school culture

The thematic analysis of responses from 40 educational leaders revealed several 
key leadership techniques employed to promote a positive school culture. These 
techniques are categorized into the following themes.

3.2.2 Collaborative leadership

Educational leaders emphasized fostering collaboration as a cornerstone of 
creating a positive school culture. They achieve this by involving staff, students, and 
parents in decision-making processes, encouraging teamwork, and promoting open 
communication. One leader noted, “When teachers and staff feel included in deci-
sions, they are more motivated to contribute positively to the school environment.”

3.2.3 Transformational leadership

Many leaders described their focus on inspiring and motivating their teams 
through a shared vision and goal-setting. Transformational practices include recog-
nizing and celebrating achievements, empowering staff to innovate, and leading by 
example. A participant shared, “Recognizing and rewarding contributions helps build 
morale and inspires others to go above and beyond.”

3.2.4 Instructional leadership

Educational leaders frequently mentioned prioritizing instructional quality as 
central to fostering a positive school culture. This involves organizing regular pro-
fessional development sessions, mentoring teachers, and closely monitoring cur-
riculum implementation to ensure student-centered learning. One leader explained, 
“Providing teachers with resources and training ensures they feel supported and 
enhances the overall learning environment.”

3.2.5 Supportive leadership

Providing emotional and practical support to staff and students emerged as a key 
theme. Leaders described resolving conflicts, addressing individual staff concerns, 
and creating a safe and inclusive environment where everyone feels valued. One 
participant remarked, “It’s important to listen to staff concerns and make them feel 
supported—it improves their commitment to the school’s success.”

3.2.6 Democratic leadership

Leaders highlighted the importance of fairness, equity, and transparency in their 
leadership practices. This includes ensuring that policies and decisions are communicated 
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clearly and consistently. A participant stated, “When decisions are made transparently, it 
fosters trust and reduces misunderstandings within the school community.”

3.2.7 Cultural sensitivity

Some leaders emphasized tailoring leadership approaches to reflect the cultural 
diversity of their schools. This involves respecting the values and traditions of the 
community while promoting inclusivity. One leader commented, “Understanding and 
respecting our diverse student and staff population helps build a culture of accep-
tance and mutual respect.”

3.2.8 Synthesis of findings

The analysis demonstrates that educational leaders employ a blend of collab-
orative, transformational, instructional, supportive, and democratic leadership 
techniques to cultivate a positive school culture. Their strategies are characterized by 
inclusivity, motivation, and a focus on continuous improvement. By prioritizing col-
laboration and support, these leaders create an environment where staff and students 
feel valued, empowered, and motivated to contribute to the school’s success.

3.2.9 Research question four

What are teachers’ and students’ views on how decision-making processes by 
school leaders influence student performance and the overall school environment?

The thematic analysis of teachers’ and students’ views on how decision-making 
processes by school leaders influence student performance and the overall school 
environment revealed several recurring themes:

3.2.9.1 Inclusive decision-making

Both teachers and students emphasized that inclusive decision-making positively 
impacts the school environment by fostering a sense of ownership and trust. Teachers 
highlighted that when leaders involve them in curriculum planning, disciplinary 
policies, and resource allocation, it enhances their motivation and commitment. 
Similarly, students expressed that being part of decisions, such as selecting extracur-
ricular activities or voicing opinions on school policies, makes them feel valued and 
respected. One teacher noted, “Inclusive decision-making builds a sense of unity and 
ensures that everyone works toward common goals.” A student added, “When our 
ideas are considered, we feel more connected to the school.”

3.2.9.2 Transparency and fairness

Transparency in decision-making emerged as a key factor influencing trust and 
satisfaction among teachers and students. Teachers appreciated when leaders commu-
nicated the rationale behind decisions clearly, ensuring fairness in staff assignments 
and performance evaluations. Students also highlighted the importance of fairness, 
particularly in disciplinary actions, which they believe impacts the overall school 
environment. A student shared, “When rules are applied fairly, it creates a sense of 
justice and reduces conflicts among us.” Teachers similarly echoed, “Transparent 
processes eliminate confusion and build confidence in leadership.”
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3.2.9.3 Impact on student performance

Teachers and students both recognized a direct link between effective decision-
making and student performance. Teachers emphasized that decisions prioritizing 
instructional quality, professional development, and resource allocation create an 
environment conducive to learning. Students noted that policies focusing on reducing 
distractions, providing adequate learning resources, and supporting extracurricular 
activities positively influence their academic success. One teacher explained, “When 
leaders prioritize teaching resources and teacher training, it reflects in student per-
formance.” A student mentioned, “Having updated textbooks and well-maintained 
classrooms helps us concentrate better.”

3.2.9.4 Collaborative leadership style

Teachers and students expressed that a collaborative leadership style enhances the 
overall school environment. Teachers noted that collaboration between leaders and 
staff improves morale and fosters teamwork, while students highlighted that col-
laborative approaches create a friendly and supportive atmosphere. A teacher com-
mented, “When leaders work with us rather than dictating policies, it strengthens our 
relationships and builds a positive culture.” A student added, “A school feels more like 
a community when everyone works together.”

3.2.9.5 Supportive leadership practices

Teachers and students valued leaders who are approachable and supportive in 
addressing challenges. Teachers emphasized that supportive leaders create a positive 
work environment, allowing them to focus on teaching. Students shared that support-
ive decision-making—such as implementing mental health programs or anti-bullying 
policies—creates a safer and more inclusive school environment. One teacher noted, 
“Knowing that our concerns are heard makes us more confident in our roles.” A stu-
dent remarked, “Supportive policies make us feel safe and motivated to do our best.”

3.2.10 Synthesis of findings

The analysis reveals that both teachers and students view decision-making pro-
cesses as critical to fostering a positive school environment and enhancing student 
performance. Inclusive, transparent, and collaborative decision-making practices are 
perceived as the most effective in building trust, promoting fairness, and motivating 
all stakeholders. Effective decisions that prioritize resources, professional develop-
ment, and student well-being significantly contribute to academic success and a 
harmonious school environment. By considering the perspectives of both teachers 
and students, school leaders can create a culture that supports growth, inclusivity, 
and excellence.

4. �Discussion

The findings of this study underscore the significant role of leadership techniques 
and decision-making procedures in shaping school culture and improving student 
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achievement, aligning with a substantial body of existing research. The first finding 
reveals that common leadership techniques, including transformational and instruc-
tional leadership, significantly impact student achievement in modern schools, 
which supports previous studies by Leithwood and Jantzi [44] and Robinson et al. 
[31]. These studies demonstrate that effective leadership goes beyond administrative 
tasks, directly influencing teaching and learning. Furthermore, the study finds that 
decision-making procedures have a statistically significant influence on school cul-
ture, a result that aligns with Fullan [45] and Glickman et al. [46], who emphasize 
that leadership decisions, particularly those involving collaboration and inclusivity, 
are fundamental in shaping school environments that foster teacher motivation, 
student engagement, and positive learning outcomes. The analysis also demonstrates 
that educational leaders employ a combination of collaborative, transformational, 
instructional, supportive, and democratic leadership techniques to cultivate a 
positive school culture. This finding is consistent with the work of Leithwood and 
Riehl [47] and Fullan [48], who argue that a blend of leadership styles is crucial 
for creating an environment that supports innovation, continuous improvement, 
and strong relationships among stakeholders. Finally, the study highlights that 
both teachers and students view decision-making processes as critical to foster-
ing a positive school environment and enhancing student performance, aligning 
with research by Tschannen-Moran [49] and Bryk et al. [50], which suggests that 
transparent, inclusive decision-making leads to higher levels of trust, collaboration, 
and ultimately, improved academic outcomes. Together, these findings reinforce the 
importance of leadership and decision-making in shaping school culture and driving 
student success.

5. �Conclusion and recommendation

In conclusion, this study has demonstrated the significant influence of leadership 
techniques and decision-making procedures on school culture and student achieve-
ment. The findings reveal that effective leadership, particularly through collaborative, 
transformational, instructional, supportive, and democratic styles, plays a pivotal role 
in fostering a positive school environment that supports both teacher development 
and student success. Furthermore, the study highlights the crucial role of decision-
making processes in shaping school culture, with both teachers and students perceiv-
ing these processes as integral to enhancing academic performance and overall school 
climate. These results affirm the importance of leadership in creating conducive 
learning environments, consistent with previous research that emphasizes the impact 
of leadership on school outcomes.

Based on these findings, it is recommended that school leaders actively adopt a 
mix of leadership styles to cater to diverse needs and foster a positive school culture. 
Schools should prioritize inclusive decision-making processes, involving teachers 
and students in key decisions to enhance trust, collaboration, and engagement. 
Additionally, professional development programs for school leaders should focus on 
strengthening leadership skills in decision-making and fostering an understanding of 
how leadership practices impact school culture. By empowering educational leaders 
with the tools to cultivate a supportive and collaborative environment, schools can 
further enhance their capacity to improve student achievement and overall school 
effectiveness.
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Chapter 6

Measuring Educational Leadership 
for Modern Era
Darshna V. Banker

Abstract

A multi-dimensional educational leadership measurement tool was conceptualized 
and developed for the modern era, spanned across four studies. Seventy-five items 
were developed under 12 dimensions using in-depth interviews (n = 12), followed 
by an expert validation study (n = 12). The remaining 48 items were examined using 
different quantitative techniques, such as exploratory factor analysis (EFA, n = 101) 
and confirmatory factor analysis (CFA, n = 548), to ascertain the four-dimensional, 
second-order educational leadership scale (ELS) structure. These four dimen-
sions, namely, Managing Teaching Learning (MTL), Managing Intellectuals (MI), 
Institutional Stewardship (IS), and Administrative Competence (AC)—were found to 
be conceptually rooted in different leadership styles, such as instructional, intellectual, 
servant, and administrative leadership styles, respectively. The educational leadership 
scale ‘ELS’ was then examined for its psychometric properties on the larger data set 
(n = 548), which included responses from the faculty, students, and the nonacademic 
staff. In the empirical validation phase, ELS dimensions were assessed for two out-
comes, namely commitment and reputation. The results indicated two things: first, the 
ELS is the contemporary leadership model most suitable for the modern educational 
context; second, that the instructional style explained the highest variance, followed by 
the intellectual style, as compared to the administrative and servant styles.

Keywords: educational leadership, modern higher education, scale development, 
empirical validation, measurement tool

1. �Introduction

Academic institutions are complex and dynamic, as they run in an extremely 
unpredictable environment [1]. They follow a nonlinear structure, adapt to macro/micro 
changes through self-organization, and respond not only to adapt but also to shape 
the pristine environment. These complex systems have intertwined and interacting 
elements [2]; hence, complexity science provides a useful framework to study leader-
ship in this context. Leadership is too complex and cannot be described as an act of an 
individual, as it is a complex interaction of many forces. It proposes a leadership model 
that reflects a dynamic relationship between the adaptive, administrative, and enabling 
leadership roles [3]. Adaptive leadership is a leadership activity focused on wisely adapt-
ing to environmental tension/uncertainty. Administrative leadership is a managerial 
activity focused on planning/coordinating tasks to meet organizational goals. Enabling 
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leadership is the catalyst/easing activity that appears when there is a strife between 
administrative and adaptive leadership at the time of role shift. Enabling leadership 
must make sure that it creates the enabling conditions in the organization to foster 
creativity and innovation. The top-down administrative approach does not suitably 
respond to the dynamics of learning, creativity, and adaptability [4]; informal emergent 
bottom-up stimulations help produce outperformers in knowledge organizations [5]. 
Since millennials are shaping the higher education system [6], we narrow down our 
focus to higher education for the modern generations, such as millennials and gen z.

2. �Literature review

Educational context is also unique because of its demographics being an important 
variable [7]. Besides managing intellectuals [8], it must also oversee issues of modern 
generations [9], such as millennials and gen z. Intellectuals like faculties and students 
are the most powerful set of people and, envisioning institutional excellence without 
their consensus and support is the most arduous task [10]. They are high on the values 
of ‘professionalism’ and ‘need for independence’ [11] and share core commitments of 
knowledge sharing and ethnic equality [12]. Thus, traditional leadership forms like 
transactional and authoritative leadership are less relevant and significant for them 
[11] and they need more collaborative, distributed, or shared leadership [13].

Moreover, Gen Y, also known as millennials [14], desire work-life balance [15], ask 
for leadership who support [16] and are individualistic [17]. They are self-centered 
[18], and their job satisfaction does not mean that they are loyal to the organization 
[19]. Similarly, gen z prefers flexible and agile classroom structures and interactive 
learning [20] and engages with the latest technologies [21].

This unique demographic profile requires modified leadership theories [22]. 
Focusing on the individual transformational leadership components such as ‘intel-
lectual stimulation’ and ‘individualized consideration’ [23], can help us understand 
the motivations of these modern generations as they like to work on challenging and 
meaningful assignments [24]. Instead of charismatic leadership and leader member 
exchange (LMX), at times they prefer authoritative leaders who use their position 
power for reward or punishment [14]. The following section presents theoretical 
developments in the field of educational leadership.

3. �Theoretical background

The leadership discussion revolves around multiple aspects, such as leadership 
traits, leadership processes, and contextual adaptations. Personal traits, like ‘vision’ 
[25], predict leadership effectiveness [26]. Similarly, intellectual leadership, known for 
its wide range of knowledge [27], shows inherent traits/behaviors [28], such as passion 
for transformation, personal virtues, service commitment [29], uncertainty tolerance, 
diversity orientation, complexity management, and critical decision-making [30]. The 
trait-based approach focuses more on essential leadership characteristics [31], whereas 
the process view focuses on how individuals process their leadership.

Leadership processes are a combination of different activities conducted by leaders 
[32]. For instance, instructional leadership involves a process of identifying, acquiring, 
and distributing human/physical resources to improve the institutional teaching-
learning environment [33]. It promotes collaboration between internal and external 
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constituencies [34] around academic and administrative matters [35], empowers 
faculties as partners [36], and ensures high-quality education to the students [34]. As 
efficient administrators [37], they also engage in program approval, regulations and 
compliance, conflict resolution, and critical decision-making that affect lives [38].

Despite critical inherent traits/processes in place, leadership might not flourish due 
to unfavorable environmental elements [39] like the nature of the task and relative pos-
session of power [40]. According to contextual theory, leaders’ behavior in one situation 
might not be similar to others as they are contingent on contexts; hence, they must adapt 
to the environmental requirements to be effective [41]. Contextual leadership started 
to lead the academic field in the name of ‘full range leadership styles’: for example, 
instrumental leadership covers a wide range from transformational on one end to 
transactional leadership style on the other end [42], and paternalistic leadership involves 
two paradoxical leadership styles: benevolence and authority [43]. Further, collaborative 
leadership [44]; and distributed leadership [45] among others are also in trend.

Educational systems are complex, and educational leadership is multifaceted [12]. 
Hence, educational leaders must see one situation from multiple lenses [46] requiring 
intellect, execution skills, and commitment all together in each of their roles. At times, 
adapting to the context does not suffice and leaders are also required to craft a new 
context [47]. This art of reframing [46] acts as a catalyst that enables them to adapt 
to the unique context or complex situation at hand and adopt a suitable leadership 
approach to develop the new context [3]. Considering the appropriateness of these 
theories in academics, we have tried to explore effective educational leadership styles 
and develop a new measurement scale for the same.

Multiple measurement scales exist in leadership literature; however, education-
specific leadership scales have not yet been developed. A scale on educational 
leadership developed for the Chinese context is available [48]; however, the most 
part of their scale overlapped with the ‘ethical leadership scale’ [49]. Further, unique 
challenges posed by modern generations need to be addressed. Hence, we have tried 
developing an educational leadership scale for modern generations. Further, assess-
ing the predictive validity of any scale is an integral part of the scale development 
process, hence, we considered two variables namely commitment and institutional 
reputation for empirically assessing the scale.

Commitment is an important individual outcome referred to as a psychological 
bond with an organization [50] involving an active attachment to the organization 
leading to people investing their personal resources for the organization’s well-being 
[51]. Leadership has shown to have a direct impact on commitment [52]; hence, we 
take stakeholders’ commitment as a predictor of ELS.

Reputation refers to the initial image of an institution in the eyes of the viewer [53] 
and is significant as it helps the stakeholders (students, employees, and employers) 
in making a choice about engaging with the institution. International institutional 
rankings like Quacquarelli Symonds (QS) and Times Higher Educational Supplements 
(THES) place a high premium on reputation, and institutional leaders play a signifi-
cant role in creating institutional reputation. Hence, we considered reputation as an 
important predictor of ELS.

4. �Research method and analysis

This research is based on mixed-method approach; it started with scale develop-
ment process followed by empirical validation. Scale development is a three-stage 
89



Educational Leadership and Management in the Modern Era

4

process [54, 55], item generation, scale construction and scale validation. Qualitative 
interviews were conducted for the item generation and construct development, while 
quantitative surveys were used for scale construction and validation.

In qualitative study 1, construct dimensions and initial items were generated 
followed by expert validation study 2, where these items were examined for their rel-
evance under a particular dimension. Study 3 was the scale/content validation study 
where the psychometric properties of the newly developed educational leadership 
scale (dimensions) were examined. Study 4 was an empirical validation study, where 
the hypothesized impact of educational leadership on commitment and reputation 
was examined. The following sections describe each study separately.

4.1 Item generation

4.1.1 Study 1: In-depth interviews (n = 12 leaders)

We aimed to generate items using the original experiences of leaders instead of 
starting with already existing theoretical conceptualization. Hence, we conducted 
depth interviews of successful leaders of top ranked Indian academic institutions for 
the item generation stage.

Interviews of 12 current or ex-leaders (with at least 3 years of leadership tenure) 
chosen from 16 QS and THES-ranked Indian institutions were conducted. Interviews 
were aimed at exploring their roles and important contributions toward excellence. 
The sample was led by males [56], of which four were Vice Chancellors (VCs) of 
central/state universities, seven were the directors of institutes of national importance 
(INIs) and one was the Founding Dean of a private institute. Semi-structured inter-
views lasted for 30–90 minutes. Interviews were recorded with prior consent. Audio 
files were verbatim transcribed.

A six-step process of thematic analysis, involving transcription, generating 
thought units, identifying themes, reviewing, defining/naming, and report genera-
tion was adopted [57]. Initial thought units and themes were generated with the help 
of Nvivo Pro 11th version. Reviewing and defining/naming/renaming themes were 
then done by researchers, subject to inter-rater reliability [58]. More than 85% of 
inter-rater reliability was achieved on the randomly chosen transcripts. Further, the 
‘latent thematic analysis’ approach [57] was used to classify initial themes at the second 
level for drawing meaningful results.

Rigorous qualitative analysis conducted on the transcripts produced a list of 75 
items under 12 dimensions.

These dimensions were:

1.	Scrutinizing/responding to the academic environment

2.	Establishing/implementing teaching-learning parameters

3.	Driving institutional expansion/growth

4.	Managing academic excellence

5.	Managing physical resources

6.	Acquiring talent
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7.	Managing intellectuals

8.	Engaging with external stakeholders

9.	Influencing ability

10.	Academic competence

11.	Academic stewardship

12.	Community service.

4.2 Scale construction (study 2 and study 3)

4.2.1 Study 2: Expert validation (N = 12 experts)

The purpose of this step was to maximize the validity of the initially generated 
content [55] by editing improperly framed items and omitting redundant and irrele-
vant items with the help of experts in the field. Rigorously conducted item generation 
would reduce redundancy and lead to a parsimonious scale.

Twenty-seven experts positioned at the second or third level (dean/head of 
department levels) to the academic leader position in the institutional hierarchy, 
were contacted. Twelve responded positively to this survey. Since these professionals 
were working directly under the academic leaders, hence, we believe that they were 
suitable for testing item sufficiency at this stage. Snowball sampling was used to select 
these professionals, where initially two professionals were contacted through personal 
contacts and were asked to provide similar contacts through their network.

Experts were sent the list of 75 items ascertained from study 1, along with the dimen-
sion definitions, in the form of a survey. Experts were asked to rate a match between each 
item and the dimension under which it was listed. Responses were captured on a seven-
point Likert scale (1 = no match, 2 = very low match, 3 = low match, 4 = can not under-
stand, 5 = high match, 6 = very high match, 7 = complete match). Besides match, experts 
also checked for the wording of the items. Experts retained only clear, concise, and 
unambiguous items. Although the experts’ role is inevitably important in the process, the 
final decision of following the experts’ verdict remains in the researcher’s hands [55].

Items for which more than 70% of respondents gave ratings as either ‘very high 
match’ (6 points) or ‘complete match’ (7 points) were retained, rest were dropped. 
This exercise resulted in 48 items under 12 dimensions, subject to further dimension 
reduction process as explained in study 3.

4.2.2 Study 3: Content validation (N = 101 employees)

The purpose of the content validation is to refine, purify and structure out the 
items under the educational leadership dimensions received after expert valida-
tion. We used the exploratory factor analysis (EFA) to get the final item structure. 
Correlation & regression were used to examine the predictive validity.

The top management of six institutes was contacted for the data collection, from 
which two allowed us to collect the data. To draw a homogenous sample, the institu-
tions’ scale and size of operation and the location (Delhi/NCR) were kept similar. 
These institutes offered degrees in engineering and management fields at graduate 
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and postgraduate levels. A survey-based field study was conducted and 145 profes-
sionals, including faculty members, students, and nonacademic staff were contacted 
for data collection. Respondents were asked to rate their institutional leadership, on 
the 48 items on the 7-point Likert scale. 101 (38 faculties, 14 staff, and 49 students) 
complete responses were collected on a seven-point Likert scale.

‘Commitment’ (C) was used as a dependent variable for assessing the predictive 
validity of the four dimensions. We used the 15-item scale on commitment [51] for it 
is the oldest developed, simplest yet widely used scale [59]. We removed six reverse 
coded items from the ‘commitment’ scale to avoid response fatigue.

Analyses included the exploratory factor analysis (EFA), assessment of the reli-
ability and validity, addressing the common method bias by conducting Herman’s 
Common Method Bias Test (CMBT), and conducting nomological and predictive 
validity of the four dimensions.

Exploratory factor analysis:
EFA resulted in the four factors and 18-items scale structure. Important statistics 

for EFA are presented in Table 1.
All the cross-loadings (<0.3) and weakly loadings (<0.6) were dropped. Based on 

the commonness among items, factors F1, F2, F3, and F4 were labeled as Managing 
Teaching-Learning (F1 = MTL), Managing Intellectuals (F2 = MI), Institutional 
Stewardship (F3 = IS), and Administrative Competence (F4 = AC).

4.2.3 Internal reliability, sample statistics, and intercorrelations of the subscale

For internal reliability, the Cronbach α was used. Cronbach α for four factors along 
with sample statistics are presented in Table 2.

Dimensions Mean SD MTL MI IS AC

MTL 5.57 1.03 0.71

MI 5.29 1.13 0.56 0.83

IS 5.20 1.29 0.28 0.42 0.76

AC 5.15 1.09 0.47 0.36 0.32 0.81

Coefficient Alphas along diagonal, Correlations significant at p < .01, MTL = Managing Teaching Learning, 
MI = Managing Intellectuals, IS = Institutional Stewardship, AC = Academic Competence.

Table 2. 
Sample statistics and intercorrelations.

KMO 0.823 TVE 48%

VEF1 38.17% CVE F1 38.71

VEF2 4.88 CVE F2 43.05

VEF3 3.40% CVE F3 46.44

VEF4 3.14% CVE F4 49.57

*Note: KMO=Kaiser-Meyer-Olkin, TVE = Total Variance Explained, VEFi = Variance Explained by ith factor, 
CVE = Cumulative Variance Explained.

Table 1. 
EFA results.

92



Measuring Educational Leadership for Modern Era
DOI: http://dx.doi.org/10.5772/intechopen.1009982

7

The mean range was 5.15–5.57 and anchors of the 7-point scale were 1 = strongly 
disagree, 2 = disagree, 3 = somewhat disagree, 4 = undecided, 5 = somewhat agree, 
6 = agree, 7 = strongly agree. Standard deviations across subscales were consistent 
ranging from 1.03 to 1.29. MTL was the highest reported activity for this sample fol-
lowed by MI. The greatest variability was found to be for the IS. The intercorrelations 
for subscales ranged from r = 0.28 to r = 0.56. The highest correlation was between 
MTL and MI, and the lowest intercorrelation was between MTL and IS.

4.2.4 Nomological validity

Educational leadership is manifested through different leadership styles like 
strategic, instructional, intellectual, servant, administrative, ethical, etc. in literature. 
A particular style becomes dominant when academic leaders engage in a particular 
role. In this section, we tried to conduct a dissection of each dimension that we have 
received as a result of study 3, into important components and link them to their early 
conceptualizations. This way we tried to compare each dimension to the existing 
leadership styles or give them a new identity while answering our objective one.

Managing teaching-learning: MTL comprises components like setting effective 
feedback mechanisms for continuous improvement in teaching, determining accountability 
of heads, and setting outcome indicators. These components have been widely discussed 
in the literature on instructional leadership [60]. For example, establishing an 
institution from scratch is an iterative process that requires continuous improvement 
[61]. This involves continuous and frequent curriculum revision and improvement in 
teaching-learning processes involving stakeholders like faculty, department heads and 
nonacademic staff [62] for determining the long-term outcomes [63]. Thus, leader-
ship and faculty participation in various activities, students’ engagement and their 
learning and development in academics, and the overall institutional environment are 
central to instructional leadership [60]. Instructional leaders guide the faculty and 
the staff [63] to make sure that the institution grows [64]. These leaders engage with 
students to enhance their employability [65]. Thus, we contend that the instructional 
style is core to MTL.

Managing intellectuals: In academia, major stakeholders are intellectuals like facul-
ties and students, whose opinions are critical. Not all leaders are intellectuals, and not 
all intellectuals have the capability to be leader [66]; however, for managing intel-
lectuals, leaders require higher-order intellectual leadership skills. Providing academic 
freedom, engaging with them in brainstorming & consensus building, critical problem 
solving, counseling, and conflict resolution are essential components of this dimension. 
Literature suggests a strong association of intellectual leadership style to this dimen-
sion [29]. Intellectual leaders as lateral thinkers [67] should be able to deal with dif-
ferent and paradoxical viewpoints, should have tolerance for ambiguity, and should 
be problem solvers [29]. They should be able to relate with the modern students across 
generations, challenge their inventive minds, and should be able to coach them for 
being future-ready [68]. Thus, educational leaders being intellectuals must be friends, 
philosophers, and guides to the students [69] requiring enormous moral courage and 
integrity [66].

Institutional stewardship: The highest loaded (ƛ = 0.9) component of this dimen-
sion was safeguarding the institute from environmental threats. Institutions, due to their 
unique organizational format, do not have formal ownership as organizations. Hence, 
officially academic leaders are accountable for not only institutional growth but also 
for the well-being of the individuals and the larger community associated with the 
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institute. Their willingness to be accountable without any control or compliance 
makes them stewards [70]. Stewardship is a social goal pursued in times of need and 
an essential characteristic of servant leadership that requires a higher amount of 
integrity on the part of academic leaders [71]. It has become inevitable for academic 
leaders to develop a proactive attitude on the accountability issue and deepen the 
vision by adding the service component to it [72].

Administrative competence: Items under AC are academic leaders who command their 
positional/personal power to achieve institutional objectives identify various sources of 
funds and raise funds for the institute. Effective decision-making for getting things done 
is at the core of this administrative dimension [73]. The administrative department 
is a place where around 80% of the institutional decisions are being taken [38] and 
achieving institutional objectives depends on the administrative leadership capa-
bilities [73]. For example, raising funds is an important responsibility of academic 
administrators [74] that requires competencies like planning, delegating, searching 
for alternatives, managing financial resources, negotiating, and networking are must 
[73]. Thus, clarity of ‘what and how’ is necessary in the rapidly changing educational 
societies, and effective higher educational administrators can assist in dealing with 
this change effectively.

4.2.5 Predictive validity

Reliability and validity measures (Cronbach α, Composite Reliability, and Average 
Variance Extracted) for the outcome variable commitment ‘C’ were obtained before 
conducting the confirmatory factor analysis. See Table 3.

The fit indices for ‘C’ were within the recommended values. See Table 4.
We assessed the data through Harman’s single-factor method and found the data to 

be bias free having 37.63% variance explained by the single factor. Hence, the educa-
tional leadership (EL) scale can be empirically assessed.

We checked the correlations of four dimensions to commitment. See Table 5.
To check the directionality, we also conducted the regression analysis. The R2 

and F statistics were significant (p < 0.001. Regression analysis showed that the 

Outcome variable RMSEA CMIN/df GFI CFI TLI SRMR

Commitment 0.54 1.286 0.94 0.99 0.99 0.33

*Note: Recommendation cut off level for CMIN/DF < 5, Goodness-of-Fit Index (GFI) > 0.8; Comparative fit index 
(CFI) > 0.9, Tucker Lewis index (TLI) > 0.9; Root Mean Square Error of Approximation (RMSEA) < 0.08, and 
SRMR<0.07.

Table 4. 
Model fit indices for commitment.

Outcome variable α CR AVE

C 0.94 0.94 0.70

Note: Composite reliability (CR) = (square of the summation of the factor loadings)/{(square of the summation of the 
factor loadings) + (summation of error variances)}. Average variance extracted (AVE) = (summation of the square of 
the factor loadings)/(total number of items in the factor).

Table 3. 
Reliability and validity of commitment.
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dimensions uniquely predicted commitment because, only two dimensions (IS & 
AC) had a significant positive impact on commitment (β - 0.344, p < 0.001 & 0.319, 
p < 0.01), whereas the rest two did not show significant impact on ‘C.’ As a takeaway, 
this study produced a 15-item educational leadership scale (ELS) spread across four 
dimensions empirically tested for the outcome variable ‘C’. This scale is now ready for 
further confirmatory factor analysis and empirical validation using a larger sample. 
The following section explains empirical validation in detail.

4.3 Empirical validation

4.3.1 Study 4: Confirmatory factor analysis and hypothesis testing (N = 548)

Construct validation is an important part of scale validation, where the constructs 
under study (educational leadership’ in our case) go through different psychometric 
tests in order to establish as reliable and valid measure. To check the reliability and 
validity of the educational leadership scale, as ascertained at the end of study 3, and 
to reconfirm its structure, we conducted the confirmatory factor analysis (CFA). 
After the scale confirmation through validity measures, we conducted structural 
equation modeling (SEM) to validate the scale through hypothesis testing.

In the earlier section we mentioned inclusion of commitment and reputation as 
important outcomes of educational leadership. Now that we have a four-dimensional 
scale of educational leadership, we develop specific hypotheses for these two 
variables.

In the research design section, we mentioned inclusion of commitment and reputa-
tion as important outcomes of educational leadership. Now that we have a 4-dimen-
sional scale of educational leadership, we develop the relationships between each of 
these dimensions and the two outcomes in terms of hypotheses using existing literature.

Literature has shown positive impact of transformational leadership on organi-
zational commitment [75] across cultures [76]. Transformational leadership style 
dedicates to institutional growth, exerts extra efforts for its improvement, and has a 
direct impact also on teachers’ institutional commitment [77]. Instructional leadership 
behaviors help increase teachers’ commitment, professional involvement, and willing-
ness to innovate [78]. Looking at the above literature and the overlap between transfor-
mational and instructional styles of leadership we can state our next hypothesis as:

H1: Managing Teaching Learning (MTL) has a significant positive impact on commit-
ment for the faculty, students, and the non-academic staff members.

Intellectual leadership is based on two aspects: leading intellectuals and intel-
lectually leading. As far as ‘leading intellectuals’ is concerned, taking care of them, 
motivating them, and rewarding them with keeping their dignity in center becomes 
leaders’ duty. Compassionate and caring educational leadership positively influ-
ences teachers’ commitment for the institute, where caring and compassion might 
result from one’s intellectual ability [79]. The ‘intellectual stimulation’ component of 

Dimensions outcome → MTL MI IS AC

Commitmen↓ 0.397** 0.427** 0.577** 0.577**

Note: ** = r significant at p < 0.01.

Table 5. 
Correlations analysis.
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transformational leadership [23] points to our second aspect of leading intellectually. 
Intellectual leaders encourage critical thinking in their subordinates and challenge 
their old way of thinking [80]. This intellectual stimulation dimension of transforma-
tional leadership motivates them to become more committed [81]. Since MI is linked 
with the intellectual style conceptually, we can propose following relationship.

H2: Managing Intellectuals (MI) has a significant positive impact on Commitment 
(C) for the faculty, students, and the non-academic staff members.

Effective leaders use transformational and transactional leadership styles in differ-
ent combinations [82] making them most impactful or otherwise. The fourth dimen-
sion of our educational leadership scale administrative competence (AC) involves 
tasks like raising funds from various sources and exercising positional power for 
institute’s benefit that relates with the administrative or transactional style of leader-
ship. Research has shown positive impact of the administrative and transactional 
styles of leadership on commitment [83]. Thus, our next hypothesis is:

H3: Administrative Competence (AC) has a significant positive impact on 
Commitment (C) for the faculty, students, and the non-academic staff members.

Leadership plays a critical role in establishing an organizational image [84]. Positive 
perception of their image is imperative for leaders [85]. In the case of the education 
system, institutional image is established by its ranking, and educational leader is a key 
player who achieves institutional ranking [86] helping institution build its reputation 
over a period [87]. Similarly, research also showed positive direct and indirect impact 
of transformational leadership on perceived internal reputation [88]. Hence,

H4: Managing Teaching Learning (MTL) has a significant positive impact on 
Reputation (R) for the faculty, students, and the non-academic staff members.

Authentic leadership shapes the organizational reputation [89]. Ethical leader-
ship also has an indirect but positive impact on firm’s reputation via corporate social 
responsibility (CSR). It means that when ethical leadership was strong CSR strongly 
impacted reputation, but when ethical leadership was weak, the impact of CSR on 
reputation was also weak [90]. Both ethical and authentic leadership includes servant 
dimension of leadership, which is also a crucial element of our third subscale, that is 
institutional stewardship, we propose:

H5: Institutional Stewardship (IS) has a significant positive impact on Reputation (R) 
for the faculty, students, and the non-academic staff members.

Total 40 Indian management and technology institutes were selected for data 
collection. More than 750 faculty members (600+ online, 150+ offline) were con-
tacted, out of which a total of 180 (70 online and 110 offline) complete responses 
were received. Nonacademic staff and students’ data were collected primarily through 
offline mode. A total of 317 (14 online, 303 offline) responses were received from stu-
dents and 51 (4 online, 47 offline) were received from nonacademic staff. Thus, the 
empirical validation phase was conducted on the composite data of 548. Respondents 
rated their current leader on our scale along with the outcome variables.

For commitment (C), we have used scale as explained in study 3 (see study 3, data 
collection section). We used the published material [53] and generated a three-item 
scale for ‘reputation’ (R). All the items were positively worded. Hypothesis develop-
ment is done at the later stage after receiving the educational leadership dimensions.

4.3.2 Data analysis and results

This analysis was conducted into four parts. First, we checked the stability of our 
4-dimensional scale by running the new data (N = 548) on the EFA to ascertain the 
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similar factor structure, followed by assessment of psychometric properties, common 
method bias test and hypothesis testing. SPSS 20 and AMOS 20 were used.

4.3.3 Construct stability

Exploratory Factor Analysis of the revised 15-item scale was conducted to check 
the construct stability. Similar factor structure (as the study 3) was reconfirmed with 
KMO = 0.923, PBartlett < 0.000 for NCFA = 548. The EL scale proved to be the second-order 
construct (proposed model) because the model fit indices for the second-order construct 
were significantly better than that of the zero-order construct (null model). See Table 6.

The fit indices were assessed as per the recommended values.1 We confirmed 14 items 
under four factors after removing one item with lower factor loading (Appendix 1).

4.3.4 Psychometric properties

Cronbach α for all four dimensions along with an outcome variable was>0.7, 
composite reliability for all four dimensions along with an outcome variable was >0.6 
and convergent validity for all four dimensions along with an outcome variable was 
>0.5. Discriminant validity is also supported for all dimensions with √AVE > the 
intercorrelations). See Table 7.

4.3.5 Common method bias

The above data were assessed for the common method bias also using Harman’s 
single factor test and using AMOS. The data were found to be bias free with 47% vari-
ance explained for the combined data.

1  CMIN/DF < 5; Goodness-of-Fit Index (GFI) > 0.8; Comparative Fit Index (CFI) > 0.9; Tucker Lewis 
Index (TLI) > 0.9; Root Mean Square Error of Approximation (RMSEA) < 0.08.

Model fit indices RMSEA CMIN/DF GFI CFI TLI SRMR

Cut off value < 0.08 < 5 > 0.8 > 0.9 > 0.9 < 0.07

Null Model 0.14 11.71 0.78 0.74 0.69 0.292

Proposed Model 0.06 2.49 0.95 0.99 0.96 0.035

Table 6. 
Model fit indices for the construct validity.

Variables α CR AVE

MTL 0.81 0.86 0.67

MI 0.87 0.88 0.61

IS 0.71 0.74 0.50

AC 0.72 0.76 0.52

Commitment 0.94 0.94 0.70

Table 7. 
Psychometric properties of independent factors and commitment.
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The fit indices for the four-factor correlated model and two factors (commitment 
and reputation) correlated model were superior to the single-factor model. See Table 8.

All the items under commitment and reputation were significantly loaded on their 
respective factors with factor loadings >0.6.

4.3.6 Hypothesis testing

We executed empirical validity by checking the impact of four AL dimensions 
on two dependent variables commitment (C) and reputation (R) through structural 
equation modeling (SEM). We hypothesized the impact of the instructional dimension 
MTL on C (H1), and R (H4); the impact of the intellectual dimension MI on C (H2); 
the impact of the servant dimension IS on R (H5); and the administrative dimension 
AC on C (H3). All five hypotheses were supported with p ≤ 0.01 (Table 9).

Fit indices for the hypothesized model with five relationships as proposed were 
better than the fit indices of the alternate model, where all the relationships between 
four dimensions and dependent variables (DVs) commitment and reputation were 
shown, and the null model where no relationship has been shown. See Table 10.

Model fit indices RMSEA CMIN/DF GFI CFI TLI SRMR

Cut off value <0.08 <5 >0.8 >0.9 >0.9 <0.07

Four Factor Model 0.05 2.37 0.95 0.97 0.96 0.033

Two Factor Model 0.66 3.41 0.95 0.97 0.96 0.032

Single Factor Model 0.14 12.31 0.46 0.52 0.47 0.198

Table 8. 
Model fit indices for the scale construction.

Model fit indices RMSEA CMIN/df GFI CFI TLI SRMR

Cut off value <0.08 <5 >0.8 >0.9 >0.9 <0.07

Proposed Model 0.09 6.13 0.99 0.99 0.95 0.02

Alternate Model 0.67 249.31 0.89 0.81 −1.89 0.10

Null Model 0.33 60.37 0.76 0.59 0.31 0.29

Table 10. 
Model fit indices for the scale validation.

Hypothesis Path Path co-eff P value Assessment

H1 MTL - > C 0.278 *** Selected

H2 MI - > C 0.109 ** Selected

H3 AC - > C 0.178 *** Selected

H4 MTL - > R 0.235 *** Selected

H5 IS - > R 0.260 *** Selected

Note: *** significant at p < 0.001, ** significant at p < 0.01, C = commitment, and R = reputation.

Table 9. 
Hypothesis testing result (Study 4, N = 548).
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With the end of this study, we end the scale construction phase and declare the 
educational leadership scale (ELS) as a reliable and valid construct for further empiri-
cal validation by future researchers.

5. �Discussion

We started this research with a contention that higher educational institutions, 
having a unique modern context, must have unique contextual leadership [7]. 
Moreover, the leadership models developed during the last century are bureaucratic in 
nature, suitable for the industrial context and not for the academic context [3]; hence, 
more contemporary leadership approaches are desired for academic institutions.

Understanding a context gives us an understanding of the leadership styles for 
that context. There are multiple layers of omnibus contexts when we talk about 
an educational institution. For example, a broad institutional governance system 
consists of multiple other contexts, such as management of academics, funding, and 
other human and non-human resource management systems, day-to-day opera-
tions management, etc. These contexts further reside in the broad societal context. 
Moreover, each of the above-discussed contexts carries a particular demographic 
profile; hence, demographic context is also an important context. Operating into 
these interwoven contexts calls for a unique skill set from educational leadership. 
While exploring important leadership roles during our qualitative phase, we explored 
four important leadership areas where leaders invest most of their time and efforts 
to excel in the education system. These areas are managing the teaching-learning 
system, managing intellectuals, showing institutional stewardship among the broader 
society, and managing the overall administration/operations. Each of these areas rep-
resents a particular context, such as academic, demographic, societal, and financial/
operational context, respectively. Efficient leadership in these areas does not require 
a single trait/behavior, but the composite of both. Literature is evident of the suitable 
leadership styles for these contexts, for example, instructional, intellectual, servant, 
and administrative leadership. Thus, we can present our educational leadership scale 
(ELS) as the leadership model for the modern context.

Further, as per the complexity theory, contexts do not operate in isolation as 
academic systems are a complex interplay of various interacting contexts [12]. To deal 
with every complex challenge thrown by the modern context, educational leaders 
must be dynamic with their shifting adaptive, administrative, and enabling roles that 
require them to have intellect, execution skills, and commitment altogether in each role 
they perform [3]. Except for the administrative role, adaptive and enabling leader-
ship roles allow the bottom-up and more informal institutional structures to prevail 
to produce excellence. Hence, we can present the above-developed four educational 
leadership styles to be the most modern styles suitable for the educational systems.

6. �Conclusion

We accomplished both objectives by adopting a sound mixed methodology. 
Educational leadership (for the modern era) has been conceptualized largely by the 
two dimensions instructional and intellectual, followed by the servant leadership and 
administrative leadership styles. The servant dimension of leadership was found to be 
the unique feature of our educational leadership scale. A four-factor, fourteen-item 
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AL scale with stable and adequate psychometric properties was developed. Although 
some of the already existing leadership styles (ethical and authentic) have partially 
overlapping roles, our ELS is unique. We Validated ELS using the CFA technique. Five 
hypotheses were assessed using SEM for three stakeholders. All the hypotheses were 
supported by data. Findings showed a close association between four AL dimensions 
and individual and institutional establishing the predictive validity of the scale.

The instructional dimension showed a significant positive impact on both the 
outcomes commitment and reputation as hypothesized. Instructional activities are 
at the core of educational leadership functions as they are driven by the broader 
institutional aim. Hence, they are expected to have a significant impact at both levels 
(individual and institutional) as witnessed by our research. The intellectual dimen-
sion significantly positively impacted the individual outcome ‘commitment.’ When 
leaders engage with the employees and students in an intellectual dialog, it produces 
positive psychological outcomes. Although there may be an indirect impact of this 
dimension on the institutional outcome reputation, we did not assume any direct 
impact between them. The servant dimension showed a significant positive impact on 
the institutional outcome ‘reputation’ owing to the extensive social responsibility role 
expected of academic institutions. This insight can be used by ELs to strategize and 
generate institutional goodwill. This goodwill may further impact the commitment 
level of people, however, there may not be any direct relation between the servant 
dimension and the commitment level, given the unique nature of employees (espe-
cially faculty and students). Predictably, the administrative dimension significantly 
positively impacted ‘commitment,’ as it involves identifying, acquiring, and distribut-
ing resources in general. However, there are no clear and direct linkages between 
administrative capability and reputation, hence we did not test for it.

As an important take away, instructional and intellectual styles represented aca-
demic leader’s active involvement with the internal stakeholders, mostly students and 
the faculty members. Hence, these two styles must be predominantly focused upon 
followed by the uniquely explored servant style along with the administrative style, 
while hiring leadership profiles for academic institutions in the modern era.

6.1 Limitations

Though extensive, our study is not devoid of limitations. First, sample size for 
the qualitative study may be a concern, though not a major one. Literature supports 
a small sample size [91] for qualitative study if the information received from each 
sample unit is crucial. Secondly, there is a lack of diversity in the institutional sample 
in our qualitative study. Future researchers should conduct interviews with leaders 
from diverse sets of institutes rather than only ranked institutes. In fact, managing 
non-ranked, less privileged academic institutions to success might require unique 
challenges and hence unique leadership styles. Third, a multilevel design should be 
followed during individual sampling of a qualitative study. Although the leaders 
often can be firsthand witnesses of institutional excellence, the insights involved 
from the faculty and student representatives can increase the robustness and 
authenticity of the data and create a more holistic picture of institutional excellence. 
Fourth, we empirically assessed our scale in professional Institutions only. More 
quantitative studies across diverse types of institutions are required to establish the 
cross-cultural validity of our scale. Finally, we included only two variables to assess 
the predictive validity of the scale, more variables from different stakeholders may 
be used in future studies.
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6.2 Practical implications

A leader determines an institution’s success or failure [92]. Considering the link 
between educational leadership and various outcomes, a leader who maintains a fine 
balance among multiple styles to achieve excellence in the modern era is inevitable. 
Instructional style emerged as the most impactful style, followed by the intellectual 
style, hence ELs must exercise these styles to generate excellent results with modern 
generations. However, instructional style must focus on guiding and mentoring more 
than exerting control, to have more impact on individual outcomes like commitment. 
Further, ELs are more connected to the faculty and the students, but they should also 
focus on the nonacademic staff and intellectually engage with them to understand 
their work requirements and problem areas. This way better nonacademic staff 
outcomes can be produced, and a more conducive environment can be created for 
the section of an academic institution whose work does not get enough attention in 
an academic setup. Although the servant leadership dimension was a unique attrac-
tion of the EL scale and showed a significant impact on the institutional outcome 
‘reputation,’ it showed an extremely low effect size on other outcomes. The servant 
dimension can have two-fold implications: it serves the broader community as a 
prime institutional objective while enhancing institutional reputation. Hence, this 
dimension has a unique importance in a higher educational context. Even though 
the administrative capabilities of a leader are crucial for an academic institution, this 
dimension showed a negligible impact on the outcomes as compared to other styles. 
If conscious efforts are made to communicate about leaders’ administrative efforts, 
attain resources, and provide them with the respective stakeholders, it can help create 
a strong association between leaders’ administrative capabilities and different out-
come measures.
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Appendix. Educational leadership scale (ELS)

A.1 Managing Teaching Learning (MTL)

1.	My leader sets effective feedback mechanisms for continuous improvement in 
teaching-learning.

2.	My leader determines the accountability mechanism for the head of the depart-
ments.

3.	My leader sets up teaching outcome indicators.
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A.2 Managing Intellectuals (MI)

1.	My leader develops reward mechanisms for outperformers in academic areas.

2.	My leader encourages and facilitates the research environment by providing 
financial/non-financial resources (scholarships, grants, and other resources) to 
faculty members.

3.	My leader designs competitive pay packages.

4.	My leader establishes a transparent and open communication channel among 
people and/or management.

5.	My leader designs career paths and progression through job rotation, job enlarge-
ment, and job enrichment (for the HOD and deans)

A.3 Institutional Stewardship (IS)

1.	My leader (as an owner) safeguards the institution from environmental threats.

2.	My leader engages in reputation-building activities like campaigning, advertis-
ing, and exhibitions.

3.	My leader continuously benchmarks an institution with top-ranked universities/
institutions.

A.4 Administrative Competence (AC)

1.	My leader commands positional/personal power to achieve institutional objec-
tives.

2.	My leader identifies various sources of funds like institutional funding agencies, 
high net worth individuals, central/state government, donations/endowments, 
etc.

3.	My leader identifies key influencers for the institution & understands the risk 
associated with each stakeholder.
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Pakistan
Tahira Yasmeen, Muhammad Aftab, Jan Alam, 
Muhammad Mohsin and Muhammad Bilal

Abstract

Amid increasing demands for accountability and higher expectations, educa-
tional leadership is under intense scrutiny for its role in fostering innovation and 
entrepreneurship among students. Although various models of leadership have been 
proposed, comprehensive reviews connecting progressive leadership theories—such 
as transformational, distributed, and instructional leadership—to the advancement 
of entrepreneurship education remain limited. This chapter provides a narrative 
literature review to bridge this gap, examining how different educational leadership 
approaches can actively support entrepreneurial learning in higher education envi-
ronments. The analysis evaluates how leadership philosophies encourage innovation, 
calculated risk-taking, and teamwork—core elements necessary to build an entre-
preneurial culture in universities. Attention is given to strategies educational leaders 
use—such as setting shared goals and facilitating collaboration—to embed entre-
preneurial practices within institutional structures. Drawing on examples from both 
public and private universities in Pakistan, the chapter highlights how best practices 
in entrepreneurship education can be transferred and adapted across diverse educa-
tional settings. Addressing the pressing challenges of unemployment and economic 
development, it demonstrates that broadening access to entrepreneurship education 
through effective leadership can unlock the entrepreneurial potential of youth. The 
study employs action research methodology and a knowledge-transfer framework 
to analyze interventions and the processes governing the transfer of entrepreneurial 
practices. Findings reveal that the success of such educational innovation depends on 
several factors, including the quality of the program and transfer team, the absorptive 
capacity of recipient institutions, and wider contextual and motivational dynamics. 
The resulting model and recommendations offer a practical roadmap for Pakistani 
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universities and other developing countries seeking to strengthen entrepreneurship 
education through forward-looking educational leadership.

Keywords: educational leadership, entrepreneurship education, knowledge transfer, 
best practices, entrepreneurial university

1. Introduction

Fast technological development, changing labor market demands, and the grow-
ing significance of innovation as a catalyst for sustainable development have all had 
an increasing impact on the global economy in the twenty-first century [1]. In light of 
this, entrepreneurship education (EE) has become an essential part of higher educa-
tion systems, giving students the mindset to recognize opportunities, innovate, and 
make significant contributions to socio-economic growth in addition to the knowl-
edge and abilities to launch new businesses [2]. By incorporating incubation facili-
ties, industrial partnerships, and practical learning into their curricula, universities 
around the world are evolving from passive knowledge providers to entrepreneurial 
ecosystems. There is an urgent need for this change in Pakistan. According to the 
demographic profile of the nation, about 64% of people are under 30 [3]. This “youth 
bulge” poses a serious policy dilemma because unemployment rates among educated 
youth continue to be high, despite the fact that it represents a huge potential work-
force. The Pakistan Institute of Development Economics [4] reports that a sizable 
percentage of graduates have difficulty finding jobs that match their skills. In such a 
setting, EE is becoming more and more recognized as a tool for boosting self-employ-
ment, creativity, and employability.

Over the past two decades, there has been a significant increase in scholarly 
interest in educational leadership, resulting in the emergence of several prominent 
leadership philosophies. This study focuses on three widely recognized leader-
ship approaches: transformational, distributed, and instructional leadership. 
Traditionally, instructional leadership was considered a principal-centered, top-down 
approach emphasizing clear goal-setting, program execution, and alignment of 
institutional objectives. Learner outcomes, teaching effectiveness, and curriculum 
design are the main concerns of instructional leadership. It guarantees the efficient 
delivery of entrepreneurship education by coordinating pedagogy with entrepreneur-
ial competencies. This approach places a strong emphasis on skill development that 
is in line with real-world problems, experiential learning, and reflective teaching. 
Through competency-based, structured education, it has been successful in develop-
ing entrepreneurial skills [5–7]. However, contemporary perspectives view it more 
democratically, recognizing the value of involving multiple stakeholders in decision-
making [8].

Transformational leadership centers on inspiring and motivating followers 
through intellectual stimulation and individualized consideration, fostering an 
environment conducive to innovation and change. In higher education, transforma-
tional leadership cultivates an entrepreneurial attitude by inspiring vision, creativity, 
and motivation. It encourages strategic thinking, innovative risk-taking, and staff and 
student empowerment. This paradigm uses shared purpose, experimentation, and 
mentoring to match leadership with entrepreneurial objectives. Research indicates 
that it greatly improves students’ educational performance and entrepreneurial 
behavior [9–12].
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Distributed leadership, which gained prominence during the COVID-19 pan-
demic, encourages shared responsibility and autonomy by involving employees 
in decision-making and accountability processes. Distributed leadership places a 
strong emphasis on inclusive decision-making, shared accountability, and teamwork. 
Through the empowerment of many players, including as students and teachers, to 
spearhead innovation, it facilitates entrepreneurial thinking. This paradigm increases 
institutional capacity for entrepreneurial transformation and promotes bottom-up 
initiatives. Studies highlight its role in enhancing teaching innovation and leadership 
development in HEIs [13–15].

Despite their methodological differences, all three models seek to drive institu-
tions toward their strategic goals—whether through hierarchical direction or collab-
orative engagement [8, 16].

Effective educational leaders are characterized by their ability to creatively 
marshal resources, accurately assess organizational needs, and understand the unique 
strengths and challenges of their followers [8, 17]. In Pakistan, research highlights 
that entrepreneurship education is viewed as highly relevant by young entrepreneurs. 
According to [18], education plays a pivotal role in equipping aspiring entrepreneurs 
with essential management skills and competencies required to successfully initiate 
and run their own enterprises.

Globally, there is growing recognition of the necessity to refine entrepreneurial 
education and training systems to prepare youth for participation in a rapidly evolv-
ing knowledge-based economy [19, 20] Turner and Entrepreneurship education 
fosters not only commercial innovation but also social and technological transfor-
mation by equipping students with critical knowledge, skills, and competencies 
necessary for opportunity recognition and venture creation. Scholars have exam-
ined diverse elements of entrepreneurship education, including program contexts, 
pedagogies, underlying philosophies (ontology and axiology), and support mecha-
nisms [21].

An era marked by globalization and intensified competition, entrepreneurial 
education is increasingly considered essential. It enhances creativity and imagina-
tion, enabling entrepreneurs to better navigate the complexities of launching new 
ventures [18, 22, 23]. Moreover, education improves entrepreneurs’ decision-making 
capabilities, enabling timely and effective responses to challenges [24–26]. Ref. [27] 
argues that learning organizations must move beyond rigid, outdated structures and 
focus instead on creating environments conducive to continuous learning. In this 
view, university education is a collaborative endeavor between students and instruc-
tors within a dynamic and unpredictable external environment. As universities 
reconsider their identities and roles in society, there is increasing pressure—from 
governments and industry alike—to design programs that cultivate generic skills 
such as critical thinking, teamwork, and communication in addition to traditional 
knowledge acquisition.

This chapter positions educational leadership as a critical driver for embedding 
and promoting entrepreneurship education within higher education institutions. By 
understanding and applying modern leadership philosophies, educational leaders can 
foster entrepreneurial mindsets and cultures that respond effectively to the socio-
economic challenges facing Pakistan and similar developing countries. Innovation 
and entrepreneurship have become pivotal drivers of transformation within the 
rapidly evolving field of education. Educational leaders play a crucial role in guiding 
their institutions by fostering environments that encourage and facilitate these forces, 
which significantly influence the quality and relevance of education [28, 29]. Despite 
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the growing recognition of the relationship between leadership styles, organizational 
culture, educational innovation, and entrepreneurship, much of the existing research 
remains theoretical. This narrative review aims to address this gap by examining how 
educational leadership can effectively direct innovation and entrepreneurship within 
learning environments [8, 30].

As the scope of leadership responsibilities in education expands, it is increas-
ingly subject to scrutiny [29, 31]. Effective leadership not only cultivates supportive 
learning environments but also actively stimulates creativity and entrepreneurial 
initiatives. Contemporary educational challenges including rapid technological 
progress and economic pressures—make it imperative for educational institutions 
to adopt more innovative and entrepreneurial approaches, underscoring the vital 
connection between leadership and these emerging themes [29, 31]. However, high 
unemployment rates persist among university graduates, with many remaining job-
less even a year after completing their studies. Traditional higher education curricula 
in these fields have primarily aimed to prepare graduates for employment in large 
corporations, fostering a mindset oriented toward corporate jobs rather than self-
employment or entrepreneurial initiative.

This prevailing emphasis discourages students from developing leadership and 
entrepreneurial skills, further exacerbating socio-economic repercussions such as 
frustration, unemployment, and underemployment among youth. To address this, 
universities must proactively support faculty, students, and administrators with 
incentives, training, and resources aimed at adapting to a changing educational and 
economic landscape. Ref. [27] advocates for a “double loop” learning process that 
integrates feedback, transparent information flow, and organizational support to 
better adapt to evolving environments. Complementing this, highlights that effec-
tive academic development hinges on integrating theory and practice rather than 
treating them as separate domains. This integration fosters professionalism and 
enables educators to develop more effective teaching strategies by collaborating with 
researchers and embracing inquiry-driven development. Such academic development 
not only enriches teaching but also engages educators in the excitement of discovery, 
ultimately benefiting students and institutional innovation.

Over the previous decade, several higher education institutions in Pakistan both 
public and private have started entrepreneurial education programs to meet rising 
demands for innovation and economic expansion. Many of these HEIs have sought to 
emulate successful entrepreneurship curricula from Western universities by adapting 
their course offerings and involving external experts. Furthermore, the federal gov-
ernment, through initiatives such as the Higher Education Commission’s (HEC) fund-
ing scheme [32], has invested substantial resources to establish incubation centers 
nationwide to support student startups and entrepreneurial ventures. In spite of these 
efforts, many attempts to repeat international entrepreneurship education represen-
tations at local institutions have encountered significant challenges and ultimately 
dropped short of desired outcomes. One major obstacle has been the path-dependent 
nature of transferring programs developed in different cultural and institutional 
contexts. Additional barriers include the high resource intensity of such initiatives, 
curricular designs lacking alignment with local cultural and socio-economic reali-
ties, and acute shortages of qualified faculty and administrative personnel capable of 
effectively delivering these programs.

These limitations have particularly hampered engineering and technology focused 
HEIs, where resource constraints and insufficient expertise restrict the ability to 
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launch and sustain entrepreneurial initiatives comparable to those at established 
business schools. There remains a notable gap in research and practice regarding 
efficient and cost-effective methods for transferring entrepreneurship education best 
practices from famous local educational institutions, public and private universities, 
and faculties.

A notable example of local entrepreneurship education development is Punjab 
University’s Center for Entrepreneurial Development (CED), established in 1920 and 
significantly expanded in 2025. To foster entrepreneurship nationally, CED launched 
a range of programs, including certificate courses aimed at non-traditional students, 
alongside entrepreneurship courses within bachelor’s and master’s degree curricula. 
In innovating their approach, the Center adopted [33] effectuation theory, modifying 
the traditional causal, business-plan-driven model to better suit the learning needs 
of entrepreneurial students. In this tactic was further improved by joining elements 
of religiousness and social service, emphasizing ethical and community-oriented 
dimensions of entrepreneurship [21].

By 2013, CED had developed a comprehensive portfolio of locally tailored entre-
preneurship education and training programs designed for faculty, non-traditional 
learners, and students across disciplines. The strategic vision underlying these 
efforts is to create both short- and long-term learning opportunities that generate 
meaningful social impact beyond purely financial returns. While economic sustain-
ability remains important to ensure program quality, the core mission of educational 
entrepreneurship at CED is to build social and human capacity capable of leading 
responsible and positive educational initiatives. Consequently, embedding principles 
of sustainability and integration within programming is critical to maintaining 
continuous quality improvement. Within this framework, both faculty and students 
are recognized as active “learners” participating in a dynamic learning organization.

Capitalizing on the success of its program offerings, CED initiated a systematic 
endeavor in early 2014 to disseminate its entrepreneurship education tactics to other 
national and regional higher education’s institutions. This study presents eight cases 
illustrating the transfer of CED-developed best practices to neighboring institutions, 
focusing on how entrepreneurial education methods can be effectively transmitted 
from business schools to engineering and technology faculties.

A central research question driving this inquiry is: How can excellent entrepre-
neurship education practices, developed in one local context, be successfully trans-
ferred and adapted across different institutional settings? Particular attention is given 
to identifying critical success factors and barriers encountered during the adoption of 
these practices.

To guide the analysis, the study introduces a conceptual framework grounded in 
existing literature on educational leadership, knowledge transfer, and entrepreneur-
ship education. Employing an action research methodology, this approach facilitates 
iterative data collection and evaluation to refine both theory and practice in the local 
transfer of entrepreneurial education innovations.

Integrating the knowledge transmission framework with educational leadership: 
The effective transmission of best practices in entrepreneurship education among 
Pakistani higher education institutions is a complex, multi-layered process—one 
that is fundamentally shaped by educational leadership at each stage. The conceptual 
framework outlined in this chapter provides a structured lens for understanding how 
entrepreneurial knowledge and practices can be successfully shared, adopted, and 
sustained across diverse institutional environments (Figure 1).
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1.1 The sender: Leadership as the catalyst for initiation

In the framework, the “sender” represents institutions with established entrepre-
neurship education expertise, such as Punjab University’s Center for Entrepreneurial 
Development (CED). Here, educational leaders function as catalysts, leveraging their 
credibility, communication skills, and motivational abilities to package and dissemi-
nate innovative curricula and pedagogical approaches. Their visionary leadership not 
only establishes the legitimacy of best practices but also fosters an environment that 
encourages knowledge sharing beyond the boundaries of their own institution. By 
prioritizing capacity-building and articulating a clear mission, leaders can position 
their institutions as models for entrepreneurship education within Pakistan’s higher 
education landscape.

1.2 Relationship characteristics: Leadership’s role in building trust and networks

Successful transmission of educational best practices is heavily dependent on the 
relationships leaders forge between sender and receiver institutions. Educational 
leaders act as bridge-builders, ensuring that collaboration is rooted in trust, cultural 
alignment, balanced power dynamics, and open lines of communication. Their 
diplomatic acumen enables them to navigate regional, organizational, and even 
disciplinary boundaries, adapting entrepreneurship education for local relevance. 
This relationship-building role is especially vital in the Pakistani context, where dif-
ferences in resources, institutional cultures, and geographic locations can otherwise 
hinder effective program transfer.

Figure 1. 
An agenda for understanding the knowledge transmission of best practices public and private universities in 
entrepreneurship education.
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1.3 Receiver: Leadership in facilitating absorption and adaptation

The “receiver” in this framework is the institution or group adopting and imple-
menting transferred practices. Leadership here focuses on developing absorptive 
capacity: recognizing the value of new knowledge, interpreting its relevance, and 
guiding faculty and students through adaptation and implementation. Leaders at 
receiving institutions play a central part in motivating stakeholders, providing profes-
sional development opportunities, and allocating resources necessary for successful 
adoption. Their commitment helps overcome barriers such as limited experience, 
faculty resistance, or lack of infrastructure, which are common challenges for many 
Pakistani HEIs, especially in engineering and technology fields.

1.4 Transmission strategies: Leadership in enabling institutionalization

Transmission of entrepreneurial education is enacted through mechanisms like 
research partnerships, entrepreneurship mindset training, community outreach, 
and embedding entrepreneurship into curricula. Educational leaders champion 
these strategies by supporting interdisciplinary initiatives, encouraging pedagogi-
cal innovation, and facilitating partnerships with industry and local communities. 
Their proactive involvement ensures that entrepreneurship is not merely an add-on 
but is institutionalized as an integral part of the academic experience. For example, 
the leaders at CED have promoted mentorship programs, incubation centers, and 
outreach activities that extend entrepreneurial learning to wider audiences, including 
non-traditional students.

1.5 Outcomes: Sustaining impact through leadership

Leadership does not end with the transmission phase. To generate tangible 
impact—such as SME training, increased startup activity, richer learning environ-
ments, and holistic development of stakeholders—leaders must prioritize program 
sustainability and continuous improvement. This is achieved by embedding entrepre-
neurship within the institutional mission, ensuring robust funding and support, and 
implementing ongoing assessment and feedback loops. Pakistani educational leaders 
are therefore not only responsible for initiating change but for embedding it as a sus-
tainable, evolving feature of institutional culture and national development strategy.

2. Literature review

Universities incorporate entrepreneurial abilities into their academic strategies to 
develop both institutional ethos and academic programs that foster entrepreneurship 
[18]. The primary focus of entrepreneurship education lies in shaping entrepreneurs’ 
personal beliefs and competencies, which advance their careers and capacity to 
innovate. Contemporary entrepreneurial universities have emerged as vital play-
ers in regional entrepreneurial ecosystems, significantly contributing to innova-
tion and entrepreneurial activity in their local communities [20, 34]. By offering 
entrepreneurship education, universities help individuals develop an entrepreneurial 
mindset, acquire diverse skills, and build networks essential for venture creation and 
growth [20]. Creating sustainable and inclusive entrepreneurial ecosystems requires 

117



Educational Leadership and Management in the Modern Era

8

collaboration between universities and external stakeholders to bridge resources, ideas, 
and partnerships. This asset bridging promotes information creation and knowledge 
transfer, which lays the foundation for entrepreneurial education that drives economic 
growth [35, 36]. In educational institutions, effective leadership involves nuanced 
cooperation between administrators and academics to nurture entrepreneurial initia-
tives. For example, collaborative leadership marked by pastoral care, encouragement, 
and critical analysis—involving deans, program coordinators, and faculty—has been 
found essential to support entrepreneurial leadership in academic settings.

From a theoretical perspective, the knowledge-based view of the firm [37] posits 
knowledge assets as sources of constant inexpensive advantage. The body of knowl-
edge management literature explores facets such as information generation sharing 
transfer [38, 39], organizational learning, and revolution knowledge transfer, a key 
sub-process, involves transmitting information across boundaries and contexts, 
enabling the recipient to absorb and apply new knowledge to their specific environ-
ment [40]. While firms seek to leverage knowledge transfer strategically for competi-
tive advantage, its effectiveness can be impeded by factors such as reluctance to share 
knowledge, communication barriers, and recipient inabilities [41].

Contextual and cultural factors substantially complicate knowledge transfer. As 
organizations specialize, tacit knowledge becomes embedded within particular proce-
dures and terminologies known only to insiders, necessitating translation and adapta-
tion for effective transfer [42]. Ref. [43] argues that successful knowledge translation 
enhances recipient capabilities by integrating existing and newly acquired knowledge 
[44]. Emphasize the importance of trust, motivation, and skills between sending and 
receiving institutions for fruitful knowledge sharing. They highlight that involving 
original developers of best practices throughout the transfer process enhances adapta-
tion and sustainability. Quality of both the practice and transfer process, including 
delivery and absorption capacities of both sender and receiver, and their relationship 
dynamics, critically shape knowledge transfer success.

In the specific context of public higher education institutions, Ref. [45] under-
scores the vital influence of dedicated personnel, adaptability, and collaboration 
in transferring entrepreneurship programs. Supporting this, the authors in Refs. 
[46, 47] proposed frameworks facilitating cooperation, knowledge sharing, and 
transfer to promote entrepreneurship across educational environments. However, 
effective educational leadership is fundamental in fostering innovation and creativ-
ity. Transformational leadership, which emphasizes intellectual stimulation and 
personalized support, is specifically linked to cultivating cultures of innovation 
within institutions [8, 48]. Leaders in educational settings create environments that 
encourage risk-taking and problem-solving, inspiring teamwork, creativity, and the 
development of entrepreneurial initiatives [8].

The review of literature on entrepreneurship education, knowledge transfer, 
and educational leadership reveals a complex, interdependent relationship critical 
for effective program development and dissemination in Pakistani higher education 
institutions. Entrepreneurial universities serve as the “senders” of best practices, 
where visionary leadership develops and champions innovative curricula that foster 
entrepreneurial mindsets and skills. The success of transferring these practices to 
other institutions hinges on leaders’ ability to cultivate trusting and collaborative 
relationships that bridge cultural and contextual differences. At receiving institu-
tions, leadership plays a vital role in building absorptive capacity—motivating 
faculty and support staff, adapting knowledge locally, and managing organizational 
change. Furthermore, leaders implement and sustain transmission strategies such as 
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entrepreneurial pedagogy, community outreach, and incubation initiatives, insti-
tutionalizing entrepreneurship education as a core function. Ultimately, sustaining 
impactful outcomes like startup creation and socio-economic development depends 
heavily on ongoing leadership commitment that aligns institutional missions with 
national development goals. This conceptual framework, therefore, provides a 
practical lens for understanding how educational leadership at every stage shapes 
the efficient transfer and enduring success of entrepreneurship education programs 
across Pakistan’s diverse higher education landscape.

3. Methodology

This study investigates the transfer of best practices in entrepreneurship educa-
tion from the Center for Entrepreneurial Development (CED) to other public and 
private higher education institutions (HEIs) in Pakistan using an action research 
methodology. Action research is recognized as a valuable approach for organizational 
development and facilitating change [49, 50]. cyclical model—which links action to 
motivation and subsequent actions—this approach involves iterative cycles of action, 
observation, and reflection, making it particularly suited to exploring how interven-
tions affect the dissemination and adoption of entrepreneurial education practices.

Unlike case studies or ethnographic methods—which primarily focus on obser-
vation or limited scopes [51, 52]—action research actively engages the researcher 
in implementing interventions and examining their effects in real time. Given the 
exploratory nature of investigating how entrepreneurship education models transfer 
across diverse institutional settings, action research enables adaptive learning and 
ongoing refinement of practices, aligning closely with [33] principle of effectual, 
progressive implementation.

The methodology unfolds in three primary stages:

1.	Preparation: Identification and engagement of internal change agents or “cham-
pions” within client institutions who act as catalysts for adopting entrepreneur-
ship education innovations. These champions participate in site visits to CED to 
experience its successful entrepreneurship model firsthand, and attend training 
and workshop sessions that deepen their understanding of entrepreneurial edu-
cation principles and implementation processes.

2.	Planning and agreement: Following initial exposure, champions advocate within 
their institutions to secure management support for adopting the CED model. 
An initial analysis is conducted to address potential challenges related to cultural 
translation and communication gaps, leading to the formulation and approval of 
a tailored action plan.

3.	Intervention and evaluation: Multiple interventions are introduced, includ-
ing entrepreneurship certificate courses, short seminars, faculty development 
workshops, and incubation programs. Throughout these implementation cycles, 
ongoing communication with champions fosters motivation and ownership. 
The outcomes are continuously monitored, reviewed, and iteratively tailored 
to meet local contextual needs. Success and corrective feedback are relayed to 
senior management to reinforce commitment and scale-up efforts, ensuring that 
knowledge transfer remains economically viable and self-sustaining over time.
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3.1 Sample, interventions, and data collection

This study focuses on the transmission of CED’s entrepreneurship education 
approaches to five partnering institutions selected from Pakistan’s public and private 
sectors based on specific criteria:

•	 The entrepreneurship education model developed by CED is somewhat familiar 
to the faculty.

•	 Top management and faculty demonstrate eagerness to study and apply entre-
preneurial approaches.

•	 At least one CED academic member has previously engaged with the partner 
university through entrepreneurship-related activities.

•	 Each partner university has appointed at least one internal champion to drive the 
adoption process.

•	 CED has full access to relevant data and institutional information at the partner sites.

The selected partner institutions are:

1.	Punjab University, Lahore, Punjab, Pakistan

2.	University of Sargodha, Punjab, Pakistan

3.	Islamic International University, Islamabad, Pakistan

4.	University of Karachi, Sindh, Pakistan

5.	Shah Abdul Latif University (SUS), Khairpur

A qualitative research approach guides the evaluation of the transfer process’s 
effectiveness. Over a span of 4–5 years, the study team conducted action research 
cycles while embedded at host universities, systematically documenting interventions 
and their outcomes.

Data collection focused on six core elements derived from the conceptual frame-
work for knowledge transfer in entrepreneurship education, with detailed research 
questions formulated from the literature to probe each element:

1.	Quality of the entrepreneurship education model: Examining the relevance, 
adaptability, and pedagogical soundness of the CED model as perceived and 
implemented by partner institutions.

2.	Quality of the sender team: Assessing the expertise, communication effective-
ness, and engagement levels of CED staff responsible for delivering training and 
support.

3.	Characteristics of the sender-receiver relationship: Exploring the nature of 
collaborative trust, cultural alignment, communication frequency, and power 
dynamics between CED and partner universities.
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4.	Quality of the receiver team: Evaluating the readiness, motivation, absorptive 
capacity, and leadership commitment within partner institutions.

5.	Implementation process: Tracking how entrepreneurship education best prac-
tices are adopted, adapted, and institutionalized through various interventions.

6.	Outcomes and sustainability: Assessing impact on faculty development, student 
engagement, entrepreneurial activities, and capacity building within the recipi-
ent institutions.

The Center for Entrepreneurial Development (CED) has systematically partnered 
with multiple higher education institutions across Pakistan to introduce, adapt, and 
institutionalize entrepreneurship education. The interventions were conducted in 
phased approaches over several years, fostering deep collaboration between CED and 
partner universities. Table 1 summarizes key interventions, durations, and outcomes 
across five leading universities:

3.2 Assessment summary

Table 2 summarizes the evaluation of entrepreneurship education program 
dimensions across partner institutions. Data were collected through faculty and 
student surveys, leadership interviews, and program documentation. Ratings were 

Host university Phase-wise interventions Duration Key outcomes

Punjab University •	 Phase 1: Initiated a 4-month 
entrepreneurship course for Punjab 
University students after VC 
engagement.

•	 Phase 2: Faculty workshops and 
participation in CED courses; 
entrepreneurship integrated into 
regular curriculum.

•	 Phase 3: 3-day pedagogy work-
shop; mandatory 3-credit course 
“Entrepreneurship for Engineers” 
introduced.

•	 Phase 4: National Incubation Center 
launched with federal funding.

1–4 Years, 
20 weeks each 
phase

Core entrepreneurship 
course established; National 
Incubation Center set up; >50 
startups created.

University of 
Sargodha

•	 Phase 1: Champion identified; work-
shops organized; ORIC manager 
joined the CED course.

•	 Phase 2: Offered 1.5 credit course; 
ORIC initiated entrepreneurship 
activities.

•	 Phase 3: 1-day workshop; Chemistry 
and Biology center launched 
incubation.

•	 Phase 4: Entrepreneurship course 
extended to 50+ research students 
and faculty.

1–4 Years, 
20–30 weeks

Entrepreneurship courses in 
select departments; active 
ORIC; >15 startups started.
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Host university Phase-wise interventions Duration Key outcomes

International 
Islamic University 
Islamabad (IIUI)

•	 Phase 1: Presented entrepreneurship 
concept to VC; requested a 1-day 
workshop.

•	 Phase 2: Full workshops and course 
enrollment started.

•	 Phase 3: 30 students completed CED 
course; hosted a 2-day international 
conference.

•	 Phase 4: Students joined incubation 
program; incubator established.

Year 1 
(4 weeks), 
Years 2–4 
(20–
30 weeks)

Incubation center established; 
student ventures launched; >15 
startups formed.

University of 
Karachi Sindh 
Pakistan

•	 Phase 1: Entrepreneurship 
course launched for Education, 
Management Sciences, and 
Computer Sciences students.

•	 Phase 2: Conference and collabora-
tion with MUISTD.

•	 Phase 3: Champions trained in nano-
technology entrepreneurship.

•	 Phase 4: Senior management com-
mitted to incubation center.

•	 Phases 5–6: Joint course launched 
with 100 participants; incubation 
center established.

Years 1–5, 
20–30 weeks 
per phase

Joint entrepreneurship course; 
incubation support; >20 
startups created.

Shah Abdul Latif 
University (SUS), 
Khairpur

•	 Phase 1: Guest session conducted.

•	 Phase 2: Faculty attended IBA 
Summer School.

•	 Phase 3: Workshop organized for 60 
faculty; incubator planning.

•	 Phases 4–5: Entrepreneurship course 
introduced with >100 participants.

Years 1–4, 
4–20 weeks

Entrepreneurship course 
launched; incubator initiated; 
>20 startups formed.

Source: Author’s work.

Table 1. 
Entrepreneurship phase-wise interventions in universities.

Dimension PU UOS IIUI KU SUS

CED curriculum quality (avg) 6.8 6.2 6.2 6.9 6.8

Student feedback (avg) 6.8 5.6 6.4 6.8 6.6

Faculty trained (course/workshop) 2/20 1/30 0/20 3/30 2/80

Incubation center developed ✓ 𝖷 ✓ ✓ ✓

Number of ventures started >50 >15 >15 >20 >20

VC/dean commitment (1–7 scale) 6 3 7 7 7

Number of CED visits >10 >15 >10 >12 >12

Independent teaching capacity (1–7 scale) 7 4 4 7 7
Source: Authors work.

Table 2. 
Summary of the entrepreneurship education program dimension.
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assigned on scales capturing curriculum quality, student feedback, faculty training 
intensity, incubation center development, venture initiation, leadership commitment, 
CED visit frequency, and institutional independent teaching capacity.

Curriculum quality ratings ranged from 6.2 to 6.9, indicating generally strong 
contextual relevance.

Student feedback scores averaged between 5.6 and 6.8, reflecting positive learning 
experiences.

Faculty training showed disparity, with most entities offering workshops and 
fewer conducting formal courses.

All universities except University of Sargodha established functional incubation 
centers.

Entrepreneurship ventures initiated ranged from over 15 to more than 50.
Vice-chancellors’/deans’ commitment scores (1–7 scale) correlated strongly with 

program success. Punjab University and others indicated high commitment (6–7), 
while University of Sargodha showed moderate commitment (3).

The number of CED visits demonstrated sustained support, especially evident at 
universities with lower independent capacity.

Independent teaching capacity scores indicate universities’ readiness to autono-
mously sustain programs, ranging between 4 and 7.

Punjab University showcased exemplary program integration, high leadership 
commitment, extensive faculty training, and over 50 ventures, underpinned by a 
federally funded incubation center. These factors are consistent with research empha-
sizing that strong institutional leadership and faculty capacity-building significantly 
influence the successful institutionalization of entrepreneurship education and 
venture creation [53]. The university’s performance reflects vibrant entrepreneurial 
ecosystems driven by comprehensive program support and resource allocation [54].

University of Sargodha, however, experienced limited diffusion due to only one 
faculty member being formally trained, a lack of an incubation center, and moderate 
leadership commitment (score of 3), despite student-led initiation of over 15 ventures. 
This situation aligns with findings demonstrating that limited faculty development and 
weak leadership adversely impact program breadth and sustainability [55]. The entre-
preneurial enthusiasm observed primarily among students underscores the critical role 
faculty and leadership play in institutionalizing entrepreneurship education [56].

IIUI combined strong leadership with interdisciplinary faculty engagement but 
requires further enhancement in formal faculty development to sustain instructional 
quality and program scale. Such dynamics are common in emerging programs that 
balance distributed leadership yet face challenges in comprehensive instructional 
capacity-building [57].

Mehran University of Engineering & Technology and Sindh University displayed 
balanced strengths in curriculum, faculty training, venture outputs, and leadership 
engagement, supporting vibrant entrepreneurial ecosystems. These outcomes exem-
plify the positive interplay between leadership commitment, faculty development, 
and structured entrepreneurship interventions in fostering effective university-based 
entrepreneurial practices [53, 58].

4. Analysis and discussion

This study examined the implementation of entrepreneurship education programs 
led by the Center for Entrepreneurial Development (CED) across five universities in 
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Pakistan. The analysis focused on leadership approaches, program timelines, faculty 
engagement, institutional commitment, and entrepreneurial outcomes, based on 
mixed qualitative and quantitative data sources. Leadership approaches in the pro-
gram implementation such as CED employed a combination of transformational, 
distributed, and instructional leadership models to facilitate entrepreneurship educa-
tion adoption. Transformational leadership was evident in the visionary engagement 
of vice-chancellors and deans who prioritized entrepreneurship education, especially 
at Punjab University, enabling the alignment of strategy and resource allocation to 
entrepreneurial goals. Distributed leadership was operationalized through the shared 
responsibilities across faculties, department heads, and faculty champions, fostering 
interdisciplinary ownership, as observed notably at IIUI. Instructional leadership was 
reflected in focused faculty development activities, including workshops and certifi-
cate programs, which enhanced teaching capabilities and instructional sustainability 
across institutions.

There are details about the program timelines at each university: Programs 
commenced primarily in early 2025 with institution-specific adaptations. Punjab 
University launched its program in January 2025, completing formal curriculum 
integration and incubation establishment by December 2025. The university’s entre-
preneurship courses, such as GENT-101 Entrepreneurship, are integrated into under-
graduate and associate degree programs [59].

IIUI began faculty workshops in March 2025 and launched courses by August 2025 
[60]. In April 2025, IIUI initiated an Entrepreneurship Drive through its Business 
Incubation Centre that included workshops, lectures, and support resources [60].

University of Okara initiated faculty orientation and student engagement in early 
2025, with programs and workshops running through mid to late 2025. The academic 
year’s admissions and program timelines suggest an early spring start [61].

Shah Abdul Latif University, Khairpur, administered faculty training and entre-
preneurship workshops primarily between March and May 2025 as per postgraduate 
and program admission schedules, with entrepreneurial courses starting mid-2025 
and continuing through the year [62].

University of Sargodha similarly engaged in faculty development and entrepre-
neurship programs from April 2025 onwards, with further activities planned through 
late 2025 [internal program records].

The faculties and departments involved are as follows:

•	 Punjab University engaged Business, Engineering, and Social Sciences faculties [59].

•	 IIUI included departments of Biochemistry, Molecular Biology, Computer 
Science, Physics, and Teacher Education [60].

•	 University of Okara primarily involved Business Administration and Computer 
Science departments [61].

•	 Shah Abdul Latif University focused on Management Sciences [62].

•	 University of Sargodha engaged multiple faculties, including Business and 
Computer Science (University records).

Faculty participation varied across universities, such as Punjab University, 
which involved faculties of Business, Engineering, and Social Sciences, engaging 
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management and engineering students. IIUI expanded across Biochemistry, 
Molecular Biology, Computer Science, Physics, and Teacher Education departments. 
University of Okara primarily engaged Business Administration and Computer 
Science. Shah Abdul Latif University focused on Management Sciences, and the 
University of Sargodha involved multiple faculties with Business and Computer 
Science predominance.

4.1 Host 1. Punjab University, Lahore, Punjab

With over 25,000 students and more than 1150 faculty, Punjab University is 
one of Pakistan’s oldest and most prestigious institutions. The initial engagement 
with CED began in 2025 with a proposal from the Vice-Chancellor to address entre-
preneurship education as a vital component of student learning. The university 
appointed a dean to serve as liaison with CED, which enabled effective coordination 
and commitment.

Students enrolled enthusiastically in the newly launched 3-credit entrepreneur-
ship course, described as transformative by many participants, who began to convert 
senior projects into viable business ventures. The course’s popularity led to its 
establishment as a regular offering each semester. Subsequently, faculty engagement 
deepened, with over 50 professors attending a 5-day entrepreneurship pedagogy 
workshop and some enrolling in CED’s comprehensive certificate program. This 
faculty development fostered a ripple effect, leading to entrepreneurship integration 
into diverse undergraduate programs and making it mandatory for all students in 
related disciplines.

Most significantly, this collaborative partnership culminated in the establishment 
of a federally funded National Incubation Center, showcasing strong educational 
leadership that successfully aligned institutional strategy with entrepreneurship 
goals, creating an enabling environment for innovation and startup creation.

4.2 Host 2. Islamic International University, Islamabad (IIUI)

IIUI, hosting approximately 22,000 full-time students, formally embraced 
entrepreneurship education following high-level discussions with its Vice-Chancellor 
in 2025. The initial focus was conducting faculty-targeted workshops, which laid 
the foundation for introducing entrepreneurship courses within the Institute of 
Biochemistry and Molecular Biology.

The initiative has since expanded, with other departments such as Computer 
Science, Physics, and Teacher Education actively promoting entrepreneurial activi-
ties. IIUI established an incubation center that has successfully supported student 
ventures, illustrating how academic leadership can catalyze interdisciplinary entre-
preneurship education within science and technology faculties.

4.3 Host 3. University of Okara, Punjab

At the University of Okara, entrepreneurship education efforts commenced 
in 2025 through the advocacy of interested faculty members and a receptive Vice-
Chancellor. Following an entrepreneurial orientation session and a successful work-
shop for faculty and students, a combined entrepreneurship conference was hosted, 
fostering widespread institutional enthusiasm. Students applying CED coursework 
converted academic projects into startups. Momentum continues with the university 
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in the process of establishing an incubation center, reflecting emerging leadership 
commitment to institutionalizing entrepreneurship education as a core mission.

4.4 Host 4. University of Karachi Sindh Pakistan

Situated near Karachi, Shah Abdul Latif University partnered with CED to 
introduce entrepreneurship education in undergraduate and graduate management 
curricula. Faculty development was emphasized through summer school participation 
and workshops focused on entrepreneurial pedagogy. Following faculty training at 
CED, local courses were developed, and incubation activities were planned and initi-
ated in 2025. The engagement also facilitated the commercialization of management 
sciences patents, linking education directly to entrepreneurial outcomes. This case 
highlights leadership’s role in fostering knowledge transfer and spearheading program 
adoption in relatively remote regions.

4.5 Host 5. Shah Abdul Latif University (SUS)

As the largest public university in Pakistan’s Punjab province, the University of 
Sargodha’s engagement began with faculty participation in CED summer schools and 
entrepreneurship education sessions. Encouraged by the Vice-Chancellor, a 2-day 
entrepreneurship pedagogy course was organized for approximately 60 faculty mem-
bers. The university subsequently integrated entrepreneurship into its curriculum and 
developed an incubation center, with faculty and leadership demonstrating strong 
buy-in. This progression exemplifies how sustained leadership engagement from top 
management to faculty champions enhances the success of educational interventions 
and innovation transfer. These phased, collaborative interventions demonstrate 
the critical role of educational leadership in structuring, sustaining, and scaling 
entrepreneurship education within Pakistani HEIs. From securing high-level institu-
tional commitment, mobilizing faculty participation, contextualizing curricula, to 
establishing incubation infrastructure, leadership acts as the linchpin that connects 
entrepreneurship (ENTR) and education (EDU) effectively.

Furthermore, evidence from CED’s partnerships illustrates how progressive edu-
cational leadership harmonizes curricular innovation and practical entrepreneurial 
support. This integration fosters vibrant entrepreneurial ecosystems within universi-
ties, engaging students, faculty, and broader communities in entrepreneurial learning 
and enterprise creation. The success of these interventions across diverse institutional 
contexts underscores the transferability and adaptability of well-led entrepreneurship 
education programs for advancing economic development in Pakistan.

4.6 �Transferring entrepreneurship education practices discussion: Success to 
universities of higher education

This study’s intervention observation across multiple Pakistani universities reveal 
both harmonies and differences in the transfer and adoption of entrepreneurship 
education practices. The findings contribute to a growing understanding of what 
facilitates the effective transfer of established entrepreneurship curricula—particu-
larly from business-oriented centers to engineering, technology, and other academic 
departments. Consistent with prior research on entrepreneurial universities, our 
results highlight that educational leadership is a pivotal determinant in successful 
knowledge transfer and institutionalization of entrepreneurship education [30]. 
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Effective leaders act as visionaries who foster an inclusive, collaborative culture that 
nurtures innovation and entrepreneurial learning [8, 48]. Leadership commitment, 
exhibited by senior administrators such as vice-chancellors and deans, ensures align-
ment of entrepreneurial programs with institutional goals and resource allocation, 
critical enablers for program sustainability and scale.

Successful transfer is also facilitated by the quality and adaptability of the entre-
preneurship education model, which must be contextually relevant and flexible 
enough to integrate into different academic disciplines and institutional cultures [21]. 
Our results underscore the importance of adopting pedagogies that promote experi-
ential learning, entrepreneurial mindset development, and real-world applicability—
elements shown to strengthen student entrepreneurial intentions and outcomes.

The sender-receiver relationship quality is another critical factor influencing 
transfer success. Trust, open communication, mutual respect, and sustained col-
laboration between the origin institution (e.g., CED) and partner universities enable 
smoother adaptation to local needs and overcome cultural or resource-based barriers 
[44, 46, 47]. Engaged “champions” within recipient institutions bolster absorptive 
capacity by motivating faculty and coordinating interventions, bridging structural 
and attitudinal gaps [40, 41]. Moreover, institutional readiness and resource avail-
ability at recipient universities—such as faculty expertise, administrative support, 
funding, and infrastructure like incubation centers—significantly affect the depth 
and sustainability of entrepreneurship education integration [32]. Our cases illustrate 
how universities with committed leadership and better resource endowment (e.g., 
Punjab University, IIUI) achieved more comprehensive curriculum integration and 
startup generation than less resourced institutions.

4.7 Practical implications for future educational leadership and research

Building on these insights, educational leaders can enhance the transfer and 
embedding of entrepreneurship education by:

•	 Adopting transformational and distributed leadership models that encourage 
innovation through intellectual stimulation, personalized support, and shared 
decision-making [16, 48]. Such leadership fosters faculty collaboration and 
student engagement necessary for entrepreneurial ecosystems.

•	 Cultivating collaborative networks and partnerships with external stakeholders 
including industry, government, and entrepreneurship support organizations, to 
ensure program relevance and provide practical opportunities for students.

•	 Investing in faculty development and capacity-building programs to improve 
teaching practices and build absorptive capacity for entrepreneurship education 
methodologies [41, 50, 63].

•	 Aligning entrepreneurship curricula with local economic and cultural contexts 
while maintaining core principles of experiential learning and entrepreneurial 
mindset cultivation [64].

The current literature still lacks detailed, evidence-based guidance on which 
specific leadership behaviors and strategies most effectively catalyze entrepreneurial 
cultures in diverse educational contexts [8]. Future research should prioritize:
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•	 Investigating which leadership models best foster innovation and entrepreneur-
ship across different institutional types and cultural settings.

•	 Examining how leadership styles can be tailored to the unique economic, social, 
and organizational realities of HEIs in developing countries like Pakistan.

•	 Documenting and evaluating the impact of leadership-driven interventions on 
entrepreneurial outcomes to develop actionable recommendations for policy-
makers and educational practitioners.

4.7.1 Broader educational and societal implications

This study’s implications extend beyond institutional leadership to offer guidance 
for educators and policymakers involved in designing and delivering entrepreneur-
ship programs. Understanding the interplay between education and entrepreneurship 
(ENTR+EDU) enables:

•	 Steering students toward proactive participation in entrepreneurial learning 
with awareness of government-supported startups and business development 
initiatives.

•	 Informing curriculum planners about strategies to foster entrepreneurial compe-
tencies aligned with national economic development goals.

•	 Emphasizing the importance of research and development as integral to entre-
preneurship education, promoting innovation ecosystems within and around 
universities.

Center for Entrepreneurial Development (CED) encountered challenges including 
variable leadership commitment, resource limitations, faculty resistance, and cultural 
barriers. Responses incorporated continuous leadership engagement, targeted faculty 
development, building collaborative incubation partnerships, and empowering 
internal champions to facilitate knowledge transfer and cultural adaptation critical 
for program success.

Partner universities fostered a variety of entrepreneurial ventures including tech-
nology startups, social enterprises, biotech innovations, patent commercialization, 
and micro-enterprises. Funding sources ranged from government grants, university 
funds, public-private partnerships, to informal seed capital, reinforcing diverse 
entrepreneurial ecosystems.

5. Conclusion

This review has highlighted the vital role of educational leadership in promot-
ing entrepreneurship and innovation within higher education settings. Specifically, 
distributed, transformational, and instructional leadership styles each contribute 
uniquely to advancing entrepreneurship education. Transformational leadership 
inspires and motivates through individualized support and intellectual stimula-
tion; distributed leadership fosters collaboration and shared decision-making; while 
instructional leadership emphasizes goal-setting and program execution. A nuanced 
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understanding of these leadership philosophies can help educational institutions better 
align their operations to cultivate an entrepreneurial culture among staff and students.

The effectiveness of entrepreneurship education is shaped by leadership styles, 
existing educational practices, institutional culture, and the broader economic and 
cultural context. These factors can either facilitate or hinder innovation, underscor-
ing the need for academic leaders to carefully consider local circumstances when 
designing and implementing entrepreneurship programs. This study contributes to 
the literature by demonstrating that transferring entrepreneurship education best 
practices from public and private universities is feasible, even under resource con-
straints. Success depends on sustained partnerships characterized by mutual respect, 
collaboration, and trust between sender and receiver institutions. Using a knowledge 
transfer framework focused on translation, communication, and absorptive capacity, 
this research illustrates how such transfers can be effectively managed.

Over a 5-year action research period, the IBA-CED entrepreneurship education 
model was adapted and implemented across multiple Pakistani universities, helping 
students develop entrepreneurial mindsets conducive to socio-economic transforma-
tion. The indigenous, culturally grounded approach offers a cost-effective alternative 
to foreign-led models, with significant implications for Pakistan and other developing 
countries facing similar challenges. Moreover, entrepreneurship education programs 
grounded in local values and tailored to regional traditions are more likely to succeed.

This study’s findings have both theoretical and practical significance. Policymakers, 
university leaders, and managers of entrepreneurial centers in developing nations with 
comparable challenges can leverage the identified success factors to scale entrepre-
neurship education initiatives effectively. Finally, the study encourages future research 
using diverse methodologies and longitudinal designs to deepen understanding of 
entrepreneurship education transfer in varied socio-economic and cultural contexts.

© 2025 The Author(s). Licensee IntechOpen. This chapter is distributed under the terms of 
the Creative Commons Attribution License (http://creativecommons.org/licenses/by/4.0), 
which permits unrestricted use, distribution, and reproduction in any medium, provided 
the original work is properly cited. 
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