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Abstract

Context and relevance. Positive school climate is central to learning and the
overall well-being of students. It encourages a meaningful interaction among all
stakeholders of the school. The school principal plays a key role in this regard. Ob-
jective. To identify the leadership styles of principals and specifically explore which
style is more responsive to a positive school climate across Pakistani schools.
Methods and materials. It was an exploratory qualitative study. The principals
of 20 schools were selected through purposive sampling. Data were collected
through semi-structured interviews, followed by analysis using hybrid thematic
analysis. The codes were categorized under various leadership theories, including
transformational, transactional, and laissez-faire leadership styles. The frequency
of the codes was also calculated to quantify the qualitative data. Results. The re-
sults showed that transformational leadership was the most commonly used style
among principals, accounting for about 78% of the total codes. These leaders ap-
peared to be more responsive to promoting a positive school climate in areas such
as school management, decision-making, teachers’ professional development,
and student counseling and support. Meanwhile, transactional and laissez-faire
styles had minimal impact on the school climate, constituting 18% and 2%, re-
spectively. Conclusion. It is concluded that the leadership styles of the principals
influence the creation and maintenance of a positive school climate. This study has
implications for school principals and policymakers, highlighting the importance of
encouraging transformational leadership to effectively manage schools.
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HaumroHanbHbIN UcCnenoBaTenbCKUn YHUBEPCUTET «BbicLUast LKOMa 3KOHOMUKM»,
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Pe3rome

KOHTEKCT U peneBaHTHOCTb. [MO3VTMBHbIN LUKOSMbHbLIA KNUMaT UMeeT pe-
LiatoLee 3HadeHne ana obydHeHns un obliero 6narononyqms ydawmxcs. OH
CNOCOGCTBYET KOHCTPYKTMBHOMY B3aWMOAENCTBUIO MEXAY BCEMMW 3auHTe-
pecoBaHHbIMW CTOpOHaMU B LLKOMeE. [MPEKTOp LUKOSbl UrpaeT B 3TOM OTHO-
LUeHUN Ko4eByto posb. Llenb. BeigBUTL CTUMM PyKOBOACTBA AUPEKTOPOB 1
onpefennTb, Kakon CTUb B 60JbLLEN CTENEeHN Cnoco6CTBYET CO3AaHMIO Mo-
3UTMBHOrO LLKOJSIbHOTO KfiMmaTa B MaknCTaHCKMX Lwkonax. Matepuansl n me-
ToAbl. iccneqosaHme NpoBOAWIIOCH B KAQ4eCTBE MONCKOBOrO Ka4e€CTBEHHOIO
ncenepoaHus. 20 AUPEKTOPOB LLKOM 6bInv 0To6paHbl METOAOM LieneHanpas-
NEeHHOW BbI6GOPKM. [laHHbIe cObMpanvch C MOMOLLIbIO MOMYCTPYKTYPMPOBaHHbIX
VMHTEPBbIO, MOCMIe Yero aHanMamMpoBanucb C MUCMONb30BaHWEM MMOPUAHOO
TemaTn4eckoro aHanmaa. Kofbl 6bl1M KnaccuduumMpoBaHbl MO pasfinyHbIM
TeopusiM NMAEpPCTBa, BKOYas TpaHCOPMALMOHHBIN, TPaH3aKUMOHHbLIA 1
nubepanbHbI CTUAN NngepcTBa. Takxe Obina paccynTaHa 4YacTtoTa BCTpeya-
€MOCTV KOA0B A/ KONIM4YECTBEHHON OLIEHKN Ka4eCTBEHHbIX AaHHbIX. Pe3ynb-
TaTbl. Pesynstartbl nokasanu, 4TO0 Haubonee pacrnpocTpaHeHHbIM CTuiem
nupaepcTea cpean AVIPEKTOPOB LLKOM SBMSETCS TPaHC(OPMALMOHHBINA, CO-
CTaBNSAOLWMA OKONO 78% OT 06LLEero 4mcna KopgoB. OT pyKoBOOMTENM, MO-
B/MAMMOMY, 60riee BOCMPUMMYMBBI K COAENCTBUIO MO3UTUBHOMY LLKOSTbHOMY
KIMMaTy B Takmx o6nacTaX, Kak yrnpasfieHne LUKOMOW, NMPUHATME peLLeHUN,
npodeccnoHanbHoe pa3BuTre yuuTenen, a Takke KOHCYNsTUpOBaHMe 1 Noa-
JepxkKa ydawmxcs. B 1o xe Bpemsa TpaH3aKLUMOHHBIA 1 nnbepanbHbIi CTUIN
oKazanu MUHUMarnbHoe BANSHME Ha LLUKOSIbHbIN Knumat, coctaBmB 18% n 2%
COOTBETCTBEHHO. 3akntoyeHue. CaenaH BbIBOL O TOM, 4TO CTWAW nnpep-
CTBa AMPEKTOPOB LLUKON BAMAKOT HA CO3[aHMe 1 nogaepXaHne no3uTUBHOMO
LLKOMbHOro Knumarta. [JaHHoe nccnepoBaHve MMeeT 3HaveHne Ana OUPEeKTo-
POB LLKON 1 MOSIMTUKOB, MOAYEPKMBAs BaXKHOCTb NMOOLLPeHus TpaHcdopmaum-
OHHOroO NnAaepcTea ANs 3IPHEKTUBHOIO yrpaBneHns LLKONamu.

Knro4eBble csioBa: LUKOMNbHbIA KAMMAT, CTUNN nnoepcTea, TpchcbopmaLm-
OHHO€e NnaepcTBo, TpaH3aKUMOHHOE N1OepcCTBO, NMOepPCTBO, OCHOBAaHHOE Ha
npuHUune HeemMellaTenbCTBa

d)uHchuposaHMe. Ota cTatbs ABnseTcs pe3ynbratoM Hay4HOro npoekTta, peann3oBaHHOro B
pamMkKax npOI’paMMbl 6a30BbIX MccnegoBaHuii HaunoHanbHOro nccnegoBaTenbCcKoro yHuBepcuteta
«BbICLIas LLKONa 3KOHOMUKM».

BnarogapHocTU. ABTOpbI BblpaXatoT 651arofapHOCTb BCEM Y4acTHUKaM, KOTOpble MPUHSN yya-
CTWe B npoLecce c6opa AaHHbIX.

JononHutenbHble AaHHble. [1aHHble OOCTYMHbI MO 3anpocy C HEKOTOPbIMU OrpaHNYeHnAMN U3-3a
cobnogeHnst aHOHMMHOCTH Y4aCTHUKOB.
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Introduction

A positive school climate (PSC) is the mean-
ingful combination of physical and psychologi-
cal dimensions that results in the academic and
psychological well-being of the school. Different
elements play their role in developing a PSC.
The role of school principals has become central
in this regard (Haque et al., 2021). The principal
is considered the gatekeeper of the school. They
significantly influence school values and overall
climate. Leadership styles can be defined as the
manner, behavior, skills, and actions of the per-
son who chooses to lead and interact with the
followers. These styles and theories emerged
in the 1970s with the main focus on the princi-
pal’s role as instructional leader in shaping and
improving the instructional strategies in school.
According to Hallinger (2003), instructional lead-
ership focuses on the establishment of school
goals, communication of goals to the staff, and
monitoring the teaching-learning process. With
the passage of time, the focus of leadership was
shifted from instruction to learning. The princi-
pals share their responsibilities with the stake-
holders of the school as distributed leaders.
Bass and Avolio (1995) proposed a combination
of other leadership styles, such as transforma-
tional leadership, transactional leadership, and
laissez-faire leadership.

Transformational leadership has arisen as
an effective style of principalship for making
changes and improving the performance of all
stakeholders of the school. These leaders are
visionary and inspire their followers through
their work and performance. The transactional
leadership style focuses on clear rules and prin-
ciples and is based on the concept of attaining
goals through reward and punishment. It refers
to motivating students and teachers by reinforc-
ing positive and desirable behavior in terms of
incentives or awards and punishing undesirable
behavior (Jameel, 2021). This style contributes to
the positive school climate by ensuring that both

teachers and students are accountable for their
tasks (Dong, 2023). The laissez-faire leadership,
also referred to as detached leadership and the
“hands-off” approach, is the least interfering form
of leadership (Young et al., 2021). These leaders
provide minimal guidance to the staff and give
them autonomy to lead and control their classes.
The teachers working under these leaders con-
sider themselves more independent. When it is
not necessary, leaders with this leadership style
never interfere with their teachers’ work.

The relationship between principal leader-
ship styles and school climate has become a
key area of research in Pakistan. The findings
from this research can benefit schools in Paki-
stan and other countries with similar education
systems. This study seeks to address gaps in
the literature by exploring the combined effects
of transformational, transactional, and laissez-
faire leadership styles. The study has the follow-
ing research questions.

1. How do the principals interpret their lead-
ership role?

2. What leadership styles do the selected
school principals possess?

3. Which leadership style contributes most
significantly to fostering a positive school cli-
mate?

Literature review

School principals are responsible for creat-
ing a positive school climate through different
leadership strategies and styles. Their role is
vital in facilitating the staff, encouraging them,
and sharing innovative ideas (Haque et al,
2021). They play an essential role in ensuring
academic progress, staff welfare, and improv-
ing the teaching-learning process. This includes
boosting their self-confidence by reinforcing their
efforts and guiding them to identify students’ be-
havioral problems (Wahyudi et al., 2024). There-
fore, examining the various leadership styles,
such as transformational, transactional, and
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laissez-faire, and their characteristics and roles
in developing and maintaining a positive school
climate is imperative.

The transformational leadership style has
gained prominence in education since 2005
(Leithwood, 2021). This leadership style has been
considered to change and transform the system
of the educational organization with the recent
advances and time to achieve the desired goals
(Leithwood, 2021). For example, during the COV-
ID-19 pandemic, schools were closed. The school
principals faced many challenges in changing
their mode of education and transferring it from
in-person to online (Jogezai et al., 2021). Trans-
formational leaders are recognized for accepting
change at any time. They manage the school sys-
tem and motivate and inspire the staff.

In educational settings, transformational
leadership is recognized for its potential to
develop and maintain care, respect, and trust
among the staff and students (Leithwood et al.,
2020). These leaders demonstrate empathy and
pay close attention to the problems of their staff.
They care for their psychological and emotional
well-being (Kareem et al., 2023). They are al-
ways open to providing guidance and counsel-
ling, and focus on collective responsibility and
teamwork among staff and students. They are
involved not only with their staff and students
but also with the opinions of their parents and
families (Heenan et al., 2024).

These leaders work for the professional de-
velopment of their teachers and encourage their
professional autonomy. For example, in schools,
the curriculum is fixed, and the teachers are
bound to complete the curriculum in a specific
sequence and within a particular period, allow-
ing them to change the sequence can strength-
en their professional satisfaction. Similarly,
actively involving teachers in decision-making,
curriculum development, and policy formula-
tion can develop a sense of ownership. These
characteristics encourage teachers to innovate
their skills and practices instead of strictly follow-
ing the directives (Leithwood et al., 2020). They
can help others to learn new skills and look for
opportunities to grow the educational organiza-
tion. This style has some advantages and disad-
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vantages. They work together and inform all the
staff about their goals and objectives, motivate,
inspire, and facilitate (Hoque, 2025). On the oth-
er hand, this style does not work in all situations;
it can be time-consuming, and it depends on the
leader’s sense of work (Kareem, 2023).

Transactional leaders focus on short-term
goals and performance-based rewards. It is a
top-down management approach. These prin-
cipals set clear rules and expectations for their
students and staff, monitor their performance and
progress, supervise their activities, and enforce
strict discipline (Mastul et al., 2024). It relies on
praise or rewards for achieving targets and disci-
plinary actions for not meeting goals. Conversely,
if short-term goals are not met, disciplinary mea-
sures are implemented (Lynch et al., 2025).

This leadership style is effective when basic
needs are met and staff are skilled and well-
versed in school principles. The characteristics of
performance-based rewards make this style more
advantageous. However, contingent rewards are
the only aspect of transactional leadership ef-
fectively used with both students and teachers.
This style includes some disadvantages, such
as rewards and punishments not being suitable
for every situation (Mastul et al., 2024). It works
for individual motivation but is limited in fostering
creativity and innovation (Hoque, 2021). These
leaders do not leave space for others to voice
their experiences, emotions, or ideas.

Laissez-faire leadership is a style in which
principals interact minimally with staff. It allows
individuals to exercise autonomy and encourag-
es teachers to make independent decisions re-
garding classroom activities. This approach can
positively affect workplace climate by increasing
feelings of independence and trust among staff.
By relying on self-motivation and individual ini-
tiative, laissez-faire leadership offers distinct ad-
vantages. It also provides teachers the freedom
to set clear objectives and deliver lessons inde-
pendently (Hoque, 2025). Teachers can explore
and apply diverse teaching strategies, fostering
creativity in the classroom. These benefits ex-
tend to students as well, as implementing this
leadership style can enhance critical thinking
skills and promote self-directed learning, which
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positively influences both academic achieve-
ment and overall school climate.

Despite these advantages, laissez-faire
leadership is less practical than transformational
or transactional approaches. It is considered
a passive style, with minimal supervision from
principals (Young et al., 2021), and is effective
only when clear guidelines exist, students are
mature, and teachers are skilled. In such con-
texts, principals step back, allowing teachers to
manage curriculum delivery and other educa-
tional activities independently.

Within the framework of school climate, the
principal’s influence can be both direct and indi-
rect. In school settings, especially regarding stu-
dent learning, we argue that the principal’s influ-
ence is primarily indirect, though still significant
(Leithwood et al., 2020). However, in the case
of teachers, they directly influence their perfor-
mance. Through subtle leadership, principals
use their leadership role to create and sustain
a positive school climate where everyone feels
valued, trusted, and comfortable. Elements of
school climate, such as physical, social, emo-
tional, and psychological factors, are influenced
directly or indirectly by the principal’s leadership.
Therefore, understanding the unique attributes
of the three leadership styles is essential for fos-
tering a positive school climate.

Theoretical framework

This study is based on Bass and Avolio’s
full-range leadership theories (1994). This
theory categorizes leadership styles into three
main styles: transformational, transactional, and
laissez-faire. This theory provides a comprehen-
sive model that captures many leader behaviors,
from highly engaged and visionary to passive
and hands-off. Initially, these theories were used
in business and organizational management. As
the educational landscape evolved, scholars be-
gan adapting these leadership concepts to the
field of education. Likewise, the school leaders
are responsible for sharing their vision, inspir-
ing staff, and working together to achieve the
predefined goals. Transformational leadership
gained recognition for its focus on shared vision,
motivation, and innovation factors aligned with

educational reform and school improvement ef-
forts (Hallinger, 2003). Transactional leadership
is managerial and has been widely used in edu-
cation. It works on the principle of an exchange
and reward system. It is based on clear rules
and expectations, performance monitoring, and
accountability essential for school operations
(Bass, 1990). Laissez-faire leadership is less
common in the field of education. However, it
plays a positive role for fostering creativity and
innovation and helping the staff to make inde-
pendent decisions.

Within this framework, we assume that each
leadership style may contribute to school climate
in different ways: transformational leadership
may promote collegiality and trust; transactional
leadership may reinforce order, rules, and regu-
lations; and laissez-faire leadership may influ-
ence perceptions of autonomy and role clarity.
These assumptions provide an analytical frame-
work for interpreting principals’ narratives, rather
than prescriptive evaluations of effectiveness.

Thus, the theoretical framework of this study
posits that leadership style is a central driver of
school climate and seeks to explore how each
of the three styles plays a role in creating and
maintaining a positive school climate and its
various dimensions.

Materials and methods

This study employs a qualitative exploratory
research design, a type of qualitative research
that enables the researcher to thoroughly inves-
tigate the research problem. The approach is
chosen because this research aims to explore
the lived experiences of school principals and
their role in fostering a positive school climate.
Purposive sampling was used to select principals
from different schools (Cresswell, 2013). The
sample consisted of 20 principals from schools in
the Baluchistan province of Pakistan, each with at
least three years of experience as a principal and
a willingness to participate in the study.

Baluchistan is a multicultural, multilingual,
and multi-ethnic province. Schools in this region
are culturally diverse, with students and teach-
ers from various backgrounds, working together
within the same institutions. The schools in the
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region include both government-run (public) and
private institutions. This study was conducted in
government schools across Baluchistan. School
sizes and staffing vary across the region, reflect-
ing the typical educational environment where
resources are limited and teachers manage
large student groups. Class sizes typically range
from 70 to 80 students, often divided into mul-
tiple sections to facilitate instruction. The student
populations come from diverse socio-economic
backgrounds, providing a broad perspective on
how leadership approaches influence school
climate. These contextual characteristics help
frame the interpretation of principals’ experi-
ences within each school setting.

In preparation for the interviews, we obtained
written consent from all participants. Before col-
lecting data, all participants were informed about
the purpose of the study, their rights and respon-
sibilities as research subjects, the confidentiality
of the data, and their anonymity. All data were
anonymized, with participants’ real names re-
placed by coded identifiers.

Data collection

We employed semi-structured interviews
as a data collection tool, which allowed us to
interact with the participants and ask probing
questions to ensure clarity. To achieve this aim,
we proposed an interview guide and developed
the interview protocols. It consists of a few
questions. These questions were related to the
school principals’ leadership styles, approaches,
management practices, and school climate. An
expert in qualitative research, educational lead-
ership, and school climate validated the inter-
view guide. Some probing questions were also
used to clarify their opinion, and the interviews
were conducted.

Data analysis

The data were analyzed using a hybrid
thematic coding approach based on Saldana’s
method. Hybrid thematic coding, also known as
abductive coding, is a qualitative data analysis
method that combines both deductive and in-
ductive approaches. It enables researchers to
start with deductive coding to identify the leader-
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ship styles of the principals and then use induc-
tive coding to explore how these styles relate to
the principals’ roles in developing and maintain-
ing a positive school climate, allowing themes to
naturally emerge from the data.

Deductive thematic analysis
for identifying the leadership styles
of the principals

A deductive thematic analysis approach is a
qualitative data analysis method that begins with
a predefined conceptual or theoretical framework
to identify themes. For this, Saldana’s (2016)
coding method was applied. It begins with the
familiarization of data and the generation of initial
codes. These codes were labeled according to
predefined categories including transformational,
transactional, and laissez-faire leadership styles,
along with their specific attributes. After initial
coding, all the codes were quantified to assess
their frequency. This helped determine which
leadership style appeared more often in the data.

Inductive thematic analysis
approach for emphasizing the role
of leadership styles in school climate

We also used an inductive thematic analysis
approach by Saldana (2016). It involves several
steps, starting with familiarizing ourselves with
the data. During this phase, various codes were
generated that shared a common point of refer-
ence. We then grouped similar codes to gener-
ate themes. In the next step, the themes were
carefully examined and renamed where neces-
sary to align with the study’s objectives.

Results

This section presents findings based on
both deductive and inductive thematic analysis
approaches. It covers the identification of prin-
cipals’ leadership styles. The number of codes
from the three leadership styles was 259, with
204 for transformational leadership, 49 for trans-
actional leadership, and only 6 for laissez-faire
leadership. The analysis showed that transfor-
mational leadership accounted for 78,7% of the
total codes, transactional leadership for 18,9%,
and laissez-faire leadership for 2%.



Asum C., Bouasep A. (2026)

Ponb ctunew pykosofcTea B (hOpMMPOBaHUN. ..
Mcuxonornyeckas Hayka v obpasosaHve,
31(2), 231-243.

Azeem S., Bochaver A. (2026)

The role of leadership styles in shaping school climate...
Psychological Science and Education,

31(2), 231-243.

Results based on the inductive

thematic analysis approach:

The results also showed the participants’ in-
terpretations of leadership, their roles in school
management and decision-making, teacher mo-
tivation, student guidance, and emotional sup-
port. The themes that emerged from the data,
related to different styles of leadership for devel-
oping and maintaining a positive school climate,
are described below.

Transformational leadership: is the most
common leadership style used by principals,
accounting for 78,7% of all leadership styles.
Principals with this style are visionary. They play
a key role in creating and maintaining a positive
school climate. One of the principals explained:

“We always used to say to our teachers
that you must have a vision of the next 15 to
20 years. We must prepare our students for the
world of 2040 and beyond. (P-1)

The analysis revealed that these leaders col-
laborate with their staff to achieve the defined
goals. They show mutual respect and care, take
responsibility, and maintain discipline. They
encourage their teachers to treat their students
well. One of the principals stated:

“I believe that we can bring changes in the
behavior of the students and teachers through
care and respect’. (P-4)

Encouragement and motivation are the
prominent characteristics of the leaders. The
transformational leaders encourage their staff to
apply innovative teaching methods and explore
new ideas. They motivate them throughout their
teaching and provide them with help. One of the
principals explained:

“I do not want my teachers to work only
with traditional teaching methods. | want them
to apply innovative strategies and practice new
ideas”. (P-13)

Transformational leadership style
and school climate

¢ Principal’s interpretation

of school climate:

The analysis of the study revealed that
transformational leaders represent the school
climate in various ways. Some believe that the

school climate refers to the physical and social
environment of the school, but others argue that
safety and emotional attachments are also key
elements of school climate. One of the partici-
pants stated that:

“School climate is the physical and social
environment inside a school's boundary. The
basic elements of the school climate are the
relationships among students and teachers and
the physical appearance of the school’. (P-2)

They associated safety with maintaining dis-
cipline and preventing conflicts among students.
The goal of these leaders is not only to impart
knowledge to the students but also to create an
environment where everyone feels comfortable
and connected. One of them explained:

“Students need to feel comfortable, and there
is a need for a sense of ownership. An ideal
school climate is one where individuals develop
emotional attachments with each other.” (P-4)

» School management

and decision making

The transformative leaders avoid working
in isolation. Instead, they actively involve all
stakeholders in decision-making and school
improvement initiatives. They prefer to work
collaboratively, foster ownership, and encour-
age their contribution and suggestions. As one
participant noted:

“The school can be managed effectively by
the collective efforts of teachers, students, and
other administrative staff’. (P-16)

These leaders follow the bottom-up leader-
ship style. They arrange meetings and sessions
with their staff. They share their goals and involve
them in developing school improvement plans
and decision-making. A participant highlighted:

“l always ask my staff for suggestions be-
fore taking any final decision. Their involvement
helps me make better decisions for school im-
provement”. (P-20)

Such practices not only enhance the cred-
ibility of the decisions but also help teachers feel
valued and appreciated. Similarly, involving the
administrative staff and students in management
processes enhances their interest in improving
the school climate. One of the principals shared:
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“We have made small committees and have
distributed tasks among the students and teach-
ers. All of them work enthusiastically with inter-
est”. (P-10)

Distributing responsibilities among students
and teachers is necessary for improving the
overall school environment.

« Teachers’ motivation

and professional growth

These leaders encourage, inspire, and mo-
tivate others to actively contribute to improving
school climate. They support and facilitate teach-
ers by providing autonomy to implement innova-
tive teaching methods and offering continuous
encouragement. As one participant stated:

“I think teachers can do everything. Giving
them some autonomy and a chance to work for
the students and the school's betterment will
lead to the school climate improvement”. (P-4)

Inspiration and motivation, therefore, serve
as the driving force behind higher achievement.
The principal role is not limited to overseeing
progress and celebrating achievement; it also in-
volves inspiring and motivating the staff, boost-
ing their morale, and encouraging their efforts.
One of the participants emphasized:

“The principal leadership style really mat-
ters. | suggest that every principal should have
training on leadership and how to manage and
control the school.” (P-1)

* Emotional support and counseling:

Transformational leaders demonstrate a
strong concern for all their stakeholders. They
are consistently available to provide support,
facilitation, and guidance. They adopt various
measures to resolve emerging issues. As one of
the participants explained:

“I really care for the psychological state of
the students and teachers”. (P-8)

These leaders believe that many challenges
can be effectively addressed by paying close at-
tention to the emotional and psychological needs
of staff and students. As further emphasized:

“Through guidance and counseling, | think
while paying attention to their problems, we can
resolve their issues”. (P-12)
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» Student guidance and discipline

The ability to offer guidance and counselling
is necessary for principals aspiring to be effec-
tive leaders. Participants emphasized that many
school-related problems can be resolved simply
through active listening and engagement. One
of the participants explained the importance of
direct interactions with the students.

“I personally call the student and try to talk
with them and understand their problem”. (P-7)

These principals believed that their avail-
ability and accessibility enable their students
to improve their behavior and make them more
disciplined. Another principal described their
practice of daily connection with their students.

“We give 10-15 minute lectures daily on be-
havior, and | have seen positive results”. (P-19)

Their daily interactions not only improve their
behaviors but also help students feel easy, val-
ued, and comfortable.

Transactional leadership

The findings also highlighted the role of trans-
actional leaders, though to a lesser extent. Par-
ticipants who emphasized this leadership style
focused on the attributes of the exchange and
reward system. One of the principal illustrations:

“For the smooth running of the school, we have
to announce some rewards for the staff. If they
meet the expectations, then they will be rewarded,
but if they fail to achieve the desired goals, then
they will be asked to change their behavior’. (P-11)

They emphasize that positive behaviors
should be reinforced to promote their continua-
tion. Conversely, the negative behaviors should
be addressed through disciplinary measures to
discourage them. As one of the principals stated:

“For those students who are active in school,
we award them with a small prize, we motivate
them and, appreciate their efforts. The same is
done with the teachers”. (P-15)

These leaders supervise their staff, recog-
nize their efforts, and facilitate them. They work
to maintain discipline in the school. Another
principal stated:

“| strictly supervise and monitor the staff per-
formance. | recognize their efforts, which they do,
and motivate them. | appreciate their work”. (P-9)
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These leaders emphasize the importance of
strict discipline in ensuring that all the stakehold-
ers follow the rules and achieve the objectives.
According to one participant:

“The head of the school should be strict so
that all staff follow them”. (P-11)

Transactional leadership
and school climate

e Principal’s interpretation

of school climate

These principals have different interpreta-
tions of school climate. Analysis showed that the
transactional leaders interpret school climate as
the overall school environment. One of them il-
lustrated:

“School climate is the overall environment
of the classrooms and schools. It includes the
building, resources, and materials that assist in
the process of teaching and learning”. (P-11)

They stated that there are also other ele-
ments that can fall under the category of school
climate. One of them demonstrated that:

“The school’'s physical appearance, social
relationship between the stakeholders, and psy-
chological environment”. (P-9)

* School management

and decision-making

Principals set clear rules, monitor the perfor-
mance of their students and teachers, supervise
their activities, and make judgments regarding
the roles of both. They consistently enforce
these rules. One of the participants stated:

“By establishing and following clear rules for
all of the instructors and students, we can maintain
a disciplined and positive school climate”. (P-11)

These principals do not involve their staff
and students in the decision-making process.
They make all the decisions on their own while
following the rules. One of the principals illus-
trated:

“I do not want the teachers to interfere in
my decisions. The way | analyze the situation
as a principal is different. | can do better for my
school and students”. (P-15)

These leaders are not collaborative; they are
less open to staff feedback and suggestions.

Teachers’ motivation
and professional growth

The transactional leaders use rewards to
recognize the efforts of their staff, enhance their
interest in their jobs, and motivate them. They
use different forms of rewards as elaborated by
the principals:

“Those teachers who are active and regular
and perform their duties sincerely, we acknowl-
edge their efforts”. (P-18)

One other principal stated:

We appreciate the efforts of our teachers
while organizing a small event. At the end of ev-
ery month, we announce an appreciation award
for the “Teacher of the Month”. (P-11)

If teachers do not fulfill their duties properly.
And in case they do not follow the pre-defined
rules and regulations. They are asked about their
irresponsible behavior. A principal explained:

“Sometimes the teachers are asked for care-
less behavior. The purpose behind this is not to
demotivate them, but just a reminder that you will
be asked if you show laziness in their job”. (P-15)

Emotional support and counseling

Analysis showed that the reward system has
improved the behavior of the teachers. However,
on the other hand, there are some barriers, such as
stress and household problems, that hinder teach-
ers from performing effectively in their workplace.
And if, in that case, they do not follow the rule, they
are asked to provide an explanation. This is demo-
tivating to them. One principal also explained:

“I am supporting the reward system, but on
the other hand, | am afraid of the consequences
for asking my teachers for explanations. Be-
cause | know the situation of the teachers and
the environment from where they are coming to
their jobs”. (P-9)

Other than that, these leaders do not help
their teachers with their emotional support.

» Student guidance and discipline

From the first day, students become aware
of the school rules and the consequences of
breaking them. The discipline is considered
non-negotiable; they ensure it at every cost. A
principal stated:
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“I cannot compromise on discipline because
| think a student without discipline is said to be
uneducated’. (P-15)

They continuously monitor and supervise stu-
dents and teachers, ensuring adherence to estab-
lished rules and regulations. Their focus is not on
individual circumstances but on enforcing the laws
themselves. Teachers, too, are held accountable to
these regulations. As one principal stated:

“We try to maintain a peaceful climate in the
school. If students’ behavior is negative, we deal
with them through school management and es-
tablished rules”. (P-11)

Analysis showed that only a few principals
follow this leadership style. So it is considered
less important in the context where the study is
conducted.

Laissez-faire leadership

The analysis showed that the laissez-faire
leadership style accounts for only 1,8% of the
total leadership styles. Within the sample, only
one participant reported favoring this approach.
They allowed their staff to work independently
and play their role in improving the school cli-
mate. A participant stated:

“We need to let our teachers teach the way
they want to teach and work for improving the
school climate”. (P-17)

The laissez-faire leadership style is effec-
tive only when the staff is competent, motivated,
and capable of taking initiative and making in-
dependent decisions. As expressed by another
participant:

“I believe that my teachers can solve their
problems on their own”. (P-17)

Laissez-faire leadership and school
climate

Laissez-faire leadership has its own dis-
tinct characteristics. The principals interpret
the school climate as the environment of the
school where teachers have freedom, and the
principals do not show concern for the school. A
principal explained:

“School climate is the environment of the
school where all the individuals are responsible
for their own tasks and activities”. (P-17)
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This is considered passive leadership. These
leaders do not interfere in any tasks related to the
school, teachers, or students. They show minimal
interference in their teachers’ professional growth
and development. There is no clear evidence
from the analysis on how these principals dem-
onstrate their role in school management and
decision-making, teacher motivation, emotional
support, and student guidance and discipline.

Discussion

The study yielded valuable findings in response
to our three research questions, which focused on
principals’ leadership styles and their roles in man-
aging the school, making decisions for the devel-
opment of PSC, facilitating teachers’ professional
development, and providing student counseling.
Our findings indicate that the most prominent
leadership style, as interpreted by the principals
in schools across Baluchistan, is transformational
leadership. Principals employ this style by sharing
the school’s vision, collaborating with others, and
demonstrating care and respect for all stakehold-
ers. They communicate their plans to all members
of the school community to achieve set objectives.
Transformational leaders take care of and respect
all stakeholders, including students, teachers, and
administrators. As noted by Leithwood et al. (2020),
transformational leaders in educational settings are
particularly distinguished by their demonstration of
care and respect. Encouragement and motivation
are among the most prominent characteristics of
these leaders, who also inspire staff to apply in-
novative teaching methods and explore new ideas.
These findings are consistent with the study of
Heenan (2023).

According to our findings, the principals per-
ceived transformational leaders as those who in-
terpret the school climate as the physical, social,
and psychological environment of the school,
where all stakeholders feel respected and cared
for. This supports the conclusion drawn by Co-
hen (2017), who viewed positive school climate
as a multifaceted concept that encompasses
the physical environment and resources of the
school, the teaching-learning process, student
engagement and safety, as well as rules, regu-
lations, and teacher support.
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The findings also revealed different char-
acteristics, including school management and
decision-making, teacher motivation and profes-
sional growth, emotional support for both teach-
ers and students, and students’ guidance and
discipline. The principals were reported to prefer
working collaboratively, listening to students’
problems, and encouraging their contributions
and suggestions as stated in the literature
(Leithwood et al., 2020). Furthermore, the find-
ings highlighted in this study are also reflected
in the characteristics of the educational envi-
ronment demonstrated by Yasvin (2019). Such
practices also help teachers feel valued and re-
spected. These findings are consistent with the
earlier research of Kiling et al. (2024).

The study’s findings suggest that elements
of other leadership styles, such as transactional
leadership and laissez-faire, coexisted alongside
the dominant leadership style. The role of lais-
sez-faire leadership, however, is observed to be
minimal in maintaining the school climate. Trans-
actional leaders also play a role in school man-
agement. They focus on performance-based re-
wards, making decisions for school improvement,
and strictly follow the rules and regulations. Our
findings demonstrate that the reward system is ef-
fective for both teachers and students. Whether it
is the teacher’s professional growth or their emo-
tional state of mind, these leaders motivate them
through appreciation and rewards. Similar results
were reported by Chan (2020). These leaders
supervise their staff, recognize their efforts, and
facilitate them. They work to maintain discipline in
the school, as the literature also shows (Mastul
et al., 2024). These findings resonate with those
of leaders who do not compromise on the pre-
defined rules and regulations. Breaking the rule is
not acceptable in any circumstances. These ob-
servations uphold the claims made by Lynch et al.
(2022). These observation and findings suggest
that school leadership is not confined to only one
style. The previous research also indicates that
the school leaders often combine participatory
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