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The Demands and Infl uence of Leadership on Educational Changes
(Tuntutan dan Pengaruh Kepemimpinan terhadap Perubahan Sistem Pendidikan)
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ABSTRACT

Education system is facing changes due to the demands and current situation. This change includes the delivery and 
productivity improvements. Leadership is an important factor in the implementation of the changes. Leaders play an 
important key role in ensuring the success of the changes in the education system. Leaders serve as a liaison and facilitator 
within the organization. Therefore, leaders should adopt appropriate leadership style to face educational changes. 
Distributed leadership proposed in the fi eld of leadership studies to be able to improve organizational effectiveness. 
Distributed leadership is the leadership appropriate to the performance of the changes in the education system. This 
article discusses previous studies on demands and infl uence of leadership on the education changes system particularly 
distributed leadership.
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ABSTRAK

Sistem pendidikan sedang menghadapi perubahan secara terancang disebabkan oleh tuntutan dan keadaan semasa. 
Perubahan ini meliputi peningkatan sistem penyampaian dan produktiviti kerja. Aspek kepemimpinan adalah faktor yang 
penting dalam pelaksanaan perubahan. Pemimpin bertindak sebagai penasihat dan juga fasilitator dalam organisasi. 
Justeru itu, pemimpin perlu mengamalkan kepemimpinan yang bersesuaian dengan pelaksanaan perubahan dalam sistem 
pendidikan. Kepemimpinan teragih diketengahkan dalam peningkatan keberkesanan organisasi. Kepemimpinan teragih 
bersesuaian dengan pelaksanaan perubahan sistem pendidikan. Artikel ini mengupas kajian-kajian lepas tentang tuntutan 
dan pengaruh kepemimpinan  terhadap perubahan dalam sistem pendidikan khususnya kepemimpinan teragih. 

Kata kunci: Perubahan; kepemimpinan; kepemimpinan teragih; pemimpin; pendidikan

INTRODUCTION

Today’s education system is facing changes due to 
requirement and demands. This change is in the line 
with the development of science and technology. 
Governments play a very important role in educational 
changes. Education had undergone many changes with the 
development of national policies. National policies expand 
due to the improvement to ensure the needs of people 
(Mior 2011). The aim of education changes is to improve 
the quality of education (Abd. Ghafar 2011). The task of 
education changes is the responsibility of all who involve 
in the education system. The implementation of changes 
will alter the structure of programmes or practice to better 
than previous (Mohd Izham & Norzaini 2009). With this, 
organizations can achieve the goals and targets. Table 1 is 
about the changes and development in Malaysia education 
system. According to the Table 1, Malaysia’s education 
system facing changes and transformation consequently. 
These changes due to the new policies and era. All the 
changes in the education system are to make the system 
more effective and reliable to the current situation.

Success is an important indicator in the implementation 
of changes. This is because, the effectiveness and 

improvement of an organization judged according to the 
success achieved. According to Abd. Ghafar (2011) success 
can be achieved based on the effectiveness action rather 
than modern infrastructure and technology. Success can 
be achieved with the action and cooperation among all 
stakeholders in the organizations. With this implementation 
of changes in the education system, the action and support 
of all parties are needed to achieve the success.  

Implementation of change is a process that requires 
the support and cooperation of all parties in achieving 
success. This process requires that relevant leadership style 
to achieve the desired success. Leadership is an important 
aspect of an organization to achieve the goals, vision, 
mission and objectives of the organization (Baharom & 
Mohamad Johdi 2009). This leadership style can infl uence 
others to achieve organizational goals. Leaders are the 
person carriers of changes to the organization (Jamil 2012). 
Leadership style is dependent on the capabilities and 
leadership skills in leading organizations. Implementation 
of changes and transformation in the education system 
made a signifi cant impact on the relationship between 
leadership effectiveness with educational institutions 
(Cheah 2008). These shows there are strong relationship 
between leadership and organization. According to Ahmad 

11 The Demands.indd   83 03/06/2015   09:12:58



TA
B

LE
 1

. C
ha

ng
es

 a
nd

 d
ev

el
op

m
en

ts
 in

 M
al

ay
si

an
 e

du
ca

tio
n 

sy
st

em

11 The Demands.indd   84 03/06/2015   09:13:04



85The Demands and Infl uence of Leadership on Educational Changes

Badrul dan Nik Azida (2010), leadership is an important 
component and is often neglected in the effectiveness 
and quality of educational outcomes in recent years. 
Leadership effectiveness depends on the method and its 
implementation on the employee. Therefore, leadership 
should be acceptable and benefi cial for organization to 
increase organizational effectiveness. 

LEADERSHIP EXPECTATION AND REQUIREMENTS

Organizations require different leadership than before. The 
aim, to keep pace with developments and current demands. 
High demands on the leadership and leaders have to deal 
with various changes and challenges (Cairnes 2012). Field 
leadership increasingly important and challenging than ever 
before (Coates et al. 2012; Martin 2007; Hernez-Broome & 
Hughes 2004). Therefore, leaders need to face the changes 
and challenges with a different leadership style than ever 
before. This leadership must be suited to the current needs 
of the organization.

Demands and challenges of leadership is due to the 
changes that constantly occur within the organization.  
Changes in the organization always occur due to 
expectations, competition and latest requirements. Changes 
that occur are complex, fast and diffi cult to predict (Petrie 
2011). Roles and responsibilities of leaders is also changing 
due to current changes (Abu Nayeem 2011). With this, 
organizations need leaders who are capable and suitable 
to change (Petrie 2011; Jamaluddin et al. 2010; Baharom 
& Mohamad Johdi 2009; Kamarol & Johan 2011). 
Leaders should play an ‘extraordinary’ in leadership to 
keep pace with changes in the organization. Leaders must 
also be sensitive to the changes and ensure the successful 
implementation (Majid 2011).

Leadership is an important process in the organization. 
Leadership is a complex process (King 1990; Bolden 
et al. 2003; Jackson 2003; Antonakis et al. 2004; Avolio 
et al. 2009; Sharon et al. 2010; Abu 2011; Day & Antonakis; 
2012) and specifi c defi nition of leadership does not exist 
and cannot be obtained. The success of an organization 
is determined by the style of leadership that infl uence an 
organization. Leadership effectiveness is determined by 
the traits and behaviors of a leader (Jamil & Norlia 2008). 
Leadership style is also defi ned through behavior by a 
leader (Casimir & Yong 2010). A leader must have skills 
in the operation and implementation of the organization 
(Jogulu 2010). A leader is very important personnel in 
changing and monopolizing an organization. Therefore, 
leaders must have the skills and behaviors that can increase 
the effectiveness of an organization. 

Presently, many organizations use alternative 
leadership rather than structured hierarchy style. The 
alternative leadership styles are team leadership and 
shared leadership (Gordon & Yukl 2004). Leaders in 
the organization must respond to the new challenges of 
diversity, distribution forms of organization, globalization, 
rapidly changing environment, multi-tasking and 

new working arrangements. Effectiveness and school 
improvement currently require renewal in leadership style 
(Cheah et al. 2011). This style is different from the top-
down, hierarchical, and autocratic lengthy bureaucratic 
procedures. Cheah et al. (2011) also noted the increasingly 
complex educational needs knowledge workers, skilled 
and competent in making all leadership functions. In this 
situation, the function requires partnership and division 
leadership accountability and authority in ensuring the 
effectiveness of the organization. 

Leadership role in the education system are planning, 
monitoring, and evaluation. But now the role has been 
broadened to motivate, increase positive behavior and 
teamwork coordination among the workers (Taliadorou 
& Pashiardis 2011). School performance cannot rely on 
the principle leadership only and there should be full 
participation of the teachers and students in particular 
(Loh 2008). School administrators are also responsible 
for polishing and building the capacity of teachers in all 
areas especially the leadership. In this way, organizations 
can achieve greater effi ciency and at a high level. This 
concept refers to sharing and devolution of power that 
enable teachers to participate in school leadership. In this 
case, the changes of leadership in organizational hierarchy 
system become thin (Taliadorou & Pashiardis 2011; Jogulu 
2010). Elements of communication and interaction are an 
important element in facilitating sharing and devolution 
of power (Atwood et al. 2010). Organization’s success 
is influenced by the style of leadership education in 
partnership and provides opportunities for employees to 
participate in the leadership.

LEADERSHIP RELATIONSHIP WITH CHANGES
IN THE EDUCATION SYSTEM

Education is facing changes comprehensively and well 
organized. The education system in Malaysia is undergoing 
a radical changes began around the year 1990’s (Habib 
2008). Changes in the education system are caused by 
the policies and context (Bolivar-Botia & Bolivar-Ruano 
2011; Muhammad Faizal et al. 2011). These changes are 
inevitable as demand is increasing. With this, the leader’s 
role is to ensure that changes in the education system runs 
smoothly. These changes cause a variety of reactions and 
work situations existence within the organization. The 
work situations that often discussed are job satisfaction, 
motivation, job stress and organizational commitment. 
These work situations can lead to success or not. Many 
studies have been done to identify correlation leadership 
and work situations. However, these studies should be 
always conducted due to the developments in the leadership 
fi eld.   

Work situations in the organization can infl uence the 
organization effectiveness. Leaders play an important role 
in the organization (Akhtar 2012). With this, the leadership 
should be appropriate to the situation and needs of the 
organization (Lokman et al. 2008). Leadership infl uences 
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motivation, satisfaction and organizational commitment 
(Lokman et al. 2008; May-Chiun et al. 2009). High 
motivation and commitment in organizations is one of 
the important work situations to solve complex problems 
in the organization (May-Chiun et al. 2009). Thus, the 
leadership should be more democratic and acceptable in the 
organization. It is because leadership style is an important 
aspect infl uencing work situation in the organization. 

The current demand and changes can cause varieties 
of problems in the organization. Job stress is one of the 
work situations that increasing due to high demands 
(Martin 2007). This condition can cause health problems, 
decreased performance and depression. As the solution to 
the problem, leaders need to create a sense of teamwork, 
good relationships and collaborative work patterns (Davey 
2012). This is because the current demands the leader to 
create the space and opportunity for others to participate in 
the organization. Leaders need to implement high regard 
and establish a friendly relationship with employees. This 
situation will affect the performance of work effective, 
effi ciency and suitable with the changes.

Leadership demands are different than before. Now it 
is necessary the leadership should oriented decentralization, 
collaborative, non-hierarchical and centralized in education 
fi eld. Studies on leadership and organizational commitment 
is still lacking in the country (Lokman et al. 2008; May-
Chiun et al. 2009). 

DISTRIBUTIVE LEADERSHIP AND RELATIONSHIP
WITH THE EDUCATION SYSTEM 

Organizations need caliber and dynamic leaders in achieving 
success. Leaders need to adapt to the situation and current 
needs. The improvement and changes should accordance 
with the current situation. Hierarchical leadership system 
is now less interest and no longer practical. Formal 
hierarchical structure leadership processes are diffi cult 
in organizations (Hulpia & Devos 2009). Therefore, 
the teamwork leadership form is important in today’s 
organizations. The teamwork leadership can enhance work 
effectively (Ministry of Education 2012).

Distributive leadership is the current leadership that 
gaining attention in educational organizations. Distributed 
perspective includes interaction between leaders, followers 
and situations (Hulpia & Devos 2009). According to Harris 
and Spillane (2008) the model of distributed leadership 
focuses on the interaction in the organization. Distributed 
leadership is no longer seen as the individual work but 
teamwork (Hulpia et al. 2010). Hulpia et al. (2010) 
studies shows, support and cooperation dimensions in 
distributed leadership increase organizational commitment 
among employees. Therefore, it will enhance the role 
and accountability among employees (Angelle 2010). 
Employees feel more eager to be involved and contribute 
to the implementation of the decisions of the organization 
(Harris 2012). However, empirical studies of distributive 
leadership are still lacking and not comprehensive (Larry 

2003; Mayrowetz 2008; Angelle 2010; Hulpia & Devos 
2009; Hulpia et al. 2010). Now, distributive leadership is 
gaining the attention and many researchers began to explore 
this type of leadership.

Today’s educational leadership trend is different from 
before. Principals can no longer assume all responsibilities 
as school leaders (Rosnarizah 2009). Success and failure 
depends on the ability of school principals leading the 
staff (Latif 2007). Distributive leadership is able to reduce 
the gap between leaders and employees. With these; 
problems related to teaching and learning can be overcome 
(Gronn 2008). Therefore, implementation of the suitable 
leadership should be in line with current needs. Education 
Development Plan 2013-2025 of the Ministry of Education 
Malaysia recommended that distributive leadership should 
be incorporated in the national education system (Ministry 
of Education 2012). The aim is to enhance the leadership 
model that better quality and best practice in education. 
With this, the leadership will achieve high levels of 
performance and consistent with current demands.

CONCLUSION

The education system is becoming a complex and 
undergone signifi cant transforms with the changes of 
times. The needs and demands of education in the 21’s era 
require a robust administrative system. There is need of 
new type leadership to suit the current changes and changes 
in educational system. Distributive leadership is current 
type of leadership that is gaining attention in educational 
organizations. Moreover, leadership distribution able 
increase job satisfaction and work commitment in 
organization. These shows there are good relationship 
among leaders and workers which give positive impacts for 
the organization effectiveness. However, previous research 
shows that empirical study of distributive leadership is still 
lacking and not comprehensive. Therefore, the relevance 
and further studies on distributive leadership are needed 
in the education system.
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