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Abstract
The study examines the impacts of transformational and transactional leadership styles on school
management in kafanchan education zone Kaduna State, Nigeria, and the implication for the
changing world. The study has two purposes of the study Two research questions were asked based
on the objectives and two null hypotheses. Literatures were reviewed based on the issues raised in
the objectives. Survey design was adopted for the study. The population consisted of all the teachers,
PTA members, and ministry officials, totaling 4000 stakeholders from Kafanchan education zone,
Kaduna state, out of which 233 teachers, 15 ministry officials and 35 PTA members were drawn from
Kafanchan Education Zone making the total of 283 respondents as recommended by Krejcie and
Morgan. Data was collected using a researchers’ designed 20 items questionnaire titled;
stakeholders’ perceptions of principals’ use of transformational and transactional leadership styles
questionnaire. And the data gathered were analyzed using Analysis of Variance (ANOVA) and the
hypotheses were tested at 0.05 significant level. The findings revealed among others that principals
in Kafanchan Education Zone inspires and motivates their subordinates and that principals made use
of reward for good deeds and punishment or threat for disobedience or insubordination in most
secondary schools in Kafanchan education zone. The findings Shows that there is prevalence of
transformational and transactional styles, participative leadership style and non-prevalence of
coercive style of leadership in the education zone. Based on the finding it was recommended that the
situation where the principal find himself should determine his choice of leadership styles, the
appointment of principals should not be strictly based on seniority or years of experience in job, but
the criteria should include the capacity as a change agent to influence others through divergent use
of leadership styles that guarantee collaborative problem solving with students, teachers, ministry
officials, and other stakeholders.

Introduction

Leadership is the power or ability to lead other people, but for most people, there's a lot

more to it than that. Ask anyone what it means to be a leader, and you will likely hear something

unique every time. That is why everyone has his or her own idea of what leadership is, but not

every boss leads a team the same way. Some people think leadership means guiding others to
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complete a particular task, while others believe it means motivating the members of your team to

do their best. But while the definitions may vary, the general sentiments remain the same:

Leaders are people who know how to achieve goals and inspire people along the way (Ngu,

2010).

Leadership is the ability to not only understand and utilize your innate talents, but to also

effectively leverage the natural strengths of your team to accomplish the mission. Hence, the role

of the principal as a leader include “providing effective leadership in secondary schools, thereby

enhancing better job performance among teachers and supporting staff. It is also paramount to

note here that the principal shoulders the role of ensuring smooth flow of communication in and

outside the school, effective and efficient teaching and learning, discipline among staff and

students, decision making process, and so forth. How effective is the principal in performing

these roles has been a matter of concern to many stakeholders as there is no one style that fits all

approach, answer key or formula to all leadership challenges.

Leadership is an authentic expression of one humble unique personality in pursuit of bettering

whatever environment he sees him/herself (Katie Christy in Yakubu, 2015). It is important to

note that in Strategic Management two approaches to leadership are most commonly employed,

which are Transactional and Transformational Leadership. Transactional Leadership, as its name

suggests, is a leadership style which lays emphasis on the transaction between leader and its

subordinates. Conversely, Transformational Leadership is a type which becomes a reason for the

transformation (change) in the subordinates. We choose our leadership style either consciously

or unconsciously for reasons that allow us to express our values and to reinforce those things in

which we believe. These describe preferred behaviours and actions when engaging with others.

In view of this background, the author of this paper attempts to measure the degree to which one

leadership style is more inclined towards either transactional or transformational modes of

behaviour. Transactional leader approaches followers with an eye to exchanging one thing for

another and pursues a cost benefit, economic exchange to met subordinates current material and

physical needs in return for “contracted” services rendered by the subordinate. On the other

hand, transformational leader recognizes and exploits an existing need or demand of a potential

follower and looks for potential motives in followers, seeks to satisfy higher needs, and engages
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the full person of the follower (Burns, 1985). The leader who recognizes the transactional needs

in potential followers but tends to go further, seeking to arouse and satisfy higher needs, to

engage the full person of the follower to a higher level of need according to Maslow’s hierarchy

of needs is a transactionalist (Bass, 1997).

In effort to differentiate between transformational leaders from transactional leader, Bass in

Yakubu (2015) postulated that transactional leaders work within the organizational culture as it

exists; the transformational leader changes the organizational culture”. A leadership style that

employs rewards and punishments for motivating followers is Transactional Leadership. This

style lays emphasis on the relation with followers.

The nature is reactive and performs better in a Settled Environment. Developing the existing

organizational culture in effort to maintain status quo. It is worthy to note that a transactional

leader uses bureaucracy and prefers to lead alone.

On the other hand, A leadership style in which the leader employs charisma and enthusiasm to

inspire his followers is Transformational Leadership (Okonkwo, 2011). This style lays emphasis

on the values, ideals, morals and needs of the subordinates. By nature, a transformational leader

is proactive and performs better in a turbulent environment. He is not always comfortable with

the status quo that explains why he makes effort to change the culture of the organization. He is

charismatic in his style of leading and run a participatory leadership. The paper therefore focuses

on determining whether these leadership styles prevail in Kafanchan education zone. NOTE

Conceptual framework

Leadership is an act or process of leading. Effective management of any organization can

only be made possible via good leadership. It is in light this that Musaazi and Ezeoche in Edem

(2012) perceived leadership as the process of influencing the activities and behaviour of an

individual or group in an effort towards goal achievement in a given situation. Conversely,

Lipham in Yakubu (2015) maintained that “leadership is the initiating of new procedures or

structures and procedures for achieving existing goals for the organization”. Thus, a leader

besides being a member of an organization is a custodian of the organizations overall interest. He

defines both his role and that of the group and ensures that they are carried out in the best interest
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of the group or association. Note that a leader who is deficient in all these will certainly or surely

undermine and frustrate the implementation of the group’s goals.

Furthermore, Nworgu in Adeyemi (2010) said that leadership is the ability to know when

to be in front to lead and guide a team during the journey, and when to step back and let others

take the lead. Much like an athlete who knows exactly what position to move to on the field at

any given time, a true business leader understands the delicate balance of how to help others

become leaders, fuel career ambitions, then give them the chance to shine. Too many people

view management as leadership. It's not. Leadership comes from influence, and influence can

come from anyone at any level and in any role. Being open and authentic, helping to lift others

up and working toward a common mission, build influence. True leadership comes when those

around you are influenced by your life in a positive way (Kurt in Yakubu, 2015).

Nwachukwu (2009) define “leadership as a social influencing process for the attainment

of goals”. A leader, thus possess the ability to influence others to achieve result. Leadership is

the exercise of power and authority, the mobilizing of resources and influencing the behavior of

the followers to move towards chosen direction and to achieve the objectives and goals of the

organization (Strategic management, 2012).

Transformational Leadership Style

In the transformational leadership model, leaders set direction and help themselves and

others to do the right thing to move forward. To do this they create an inspiring vision, and then

motivate and inspire others to reach that vision. They also manage delivery of the vision, either

directly or indirectly, and build and coach their teams to make them ever stronger. According to

Burns in Ngu (2010) transformational leadership can be seen when leaders and followers make

each other to advance to a higher level of morale and motivation. Though the strength of their

vision and personality, transformational leaders are able to ignore followers to change

expectations, perceptions and motivations to work toward common goals. Later, a researcher,

Bernard M. Bass expanded upon Burns original ideas to develop what is today referred to as

Bass’ Transformational Leadership Theory. Bass (2003) maintains that transformational

leadership can be defined based on the impact that it has on followers.
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Transformational leadership is also a method which cuts across leaders’ styles.

Transformational leaders assume that subordinates will follow a person who inspires them and

that to inspire, the leader must be a person with vision and passion. They achieve this through

being highly visible, in constant communication with their teams, and by infusing their actions

and communications with enthusiasm and energy. Relationships are built between leadership and

subordinates. Many transactional leaders delegate freely and may rely upon the talent and

expertise of members of their team to achieve results. They tend to give recognition of

accomplishment.

Since the success of the transformational leader’s organization depends upon his/her

vision and the successful promotion of that vision among his/her subordinates, the leader must

first perfect his vision of the future and must work on his/her own integrity and trustworthiness,

because the leader is always selling him/herself as well as the vision, and flaws in him/herself

will impact subordinates’ buy-in to the total package.

Transactional Leadership Style

Transactional leadership cuts across the leadership styles described above. It is a method

of leadership, as opposed to a true, personal leadership style. Its fundamental assumption is that

subordinates work in order to receive compensation. Thus, transactional leaders motivate

through the use of contingent rewards or negative consequences. The leader who uses this style

recognizes the importance of realizing both the organizational goals and the individual worker’s

needs. Tijjani and Safiya (2007) maintained that his application of rules and regulations is to

achieve the organizational goals without upsetting his staff in terms of their needs. The approach

emphasizes getting things done within the umbrella of the status quo; almost in opposition to the

goals of the transformational leadership. It’s considered to be a “by the book” approach in

which the person works within the rules. As such, it’s more commonly seen in large,

bureaucratic organizations where political considerations are part of daily life. Transactional

leadership promotes compliance with existing organizational goals and performance expectations

through supervision and the use of rewards and punishment. Okonkwo (2011) opined that

transactional leadership is both task- and outcome-oriented. Especially effective under strict time

and resource constraints and in highly-specified projects, this approach adheres to the status quo
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and employs a form of management that pays close attention to how employees perform their

tasks.

Statement of the Problem

The expectations of people concerning the activities of leaders are that they should be

inspiring and transforming by all standards. Well, this is not unconnected with the values

embedded in a transformational leadership styles. Principals rarely stay and carry out their role

as transforming agents in schools. In some cases, the principals are so much afraid to punish

whenever there is no compliance. So, poor performance has been witness not only from students

but even from teachers. In fact, the nonchalant attitudes of many principals leave their schools

worse than they met them. The transformational leadership style encourages group discussion

and collective decision making. On the other hand, followers perceive a leader that uses threads

of punishment being wicked and derive pleasure in making subordinates suffer. Leaders that are

engrossed with transactional leadership style are very directive and allow no participation in

decisions making (Yakubu, 2012). Having said all that, the study is set correct all these

perceptions. It is worth noting that no single leadership style that can guarantee result in all

situations. Invariably, leaders are expected to have a better understanding and manipulations of

all leadership styles, and also know when and how to put them into use.

Objectives of the Study

The following objectives were set;

1. Determine the opinions of principals, teachers, ministry officials, and PTA officials

(stakeholders) on the prevalence of transformational leadership style in secondary schools

in Kafanchan education zone.

2. Determine the opinions of principals, teachers, ministry officials, and PTA officials

(stakeholders) on the prevalence of transactional leadership style in secondary schools in

Kafanchan education zone.

Research Questions

The following null hypotheses were postulated;
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1. Does transformational leadership style prevail in secondary schools in Kafanchan

education zone?

2. How does transactional leadership style prevail in secondary schools in Kafanchan

education zone?

Null Hypotheses

The following null hypotheses were postulated;

1. There is no significant difference in the opinions of stakeholders on the prevalence of

transformational leadership style in secondary schools in Kafanchan education zone.

2. There is no significant difference in the opinions of stakeholders on the prevalence of

transactional leadership style in secondary schools in Kafanchan education zone.

Methodology

This study specifically adopted the survey method of descriptive research design. The population

consisted of all the teachers, PTA members, and ministry officials, totaling 4000 stakeholders

from Kafanchan education zone, Kaduna state, out of which 233 teachers, 15 ministry officials

and 35 PTA officials were drawn from Kafanchan Education Zone making the total of 351

respondents as recommended by Krejcie and Morgan in Baba (2005). The instrument for data

collection was a self constructed questionnaire titled: “Perceptions of stakeholders on principals’

leadership styles questionnaire” (PSPLSQ). The instrument was validated and the reliability

coefficient of r = 0.82. Descriptive analysis was used to analyze and interpret the data collected

while one way Analysis of Variance (ANOVA) was used to test the hypotheses at 0.05 alpha

level of significance.

Data Analysis

Opinions of stakeholders on prevalence of transformational leadership style in secondary

schools in Kafanchan education zone were gathered. Table 1 present the summary of the analysis

made in respect of this.

Table 1: Opinions of stakeholders on prevalence of transformational leadership style in
Secondary schools in Kafanchan education zone

S/N Item statement SA       A       UD D      SD Ẍ STD
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1 The principal inspires staff to
initiate change

47 249 32 5 5 3.970 .653

2 There is free flow of
communication in schools

15 271 32 10 10 3.801 .697

3 The principal forms new
expectations in followers iin followers.

120 203 5 5 5 4.266 .701

4 The principal promotes his/her
vision among staff.

30 212 32 51 13 3.576 .978

5 The leadership styles of the
principal gives room for creativity.

79 207 6 35 11 3.911 .976

6 The principal serves as a role
model due to his/her leadership
style.

82 181 64 8 3 3.979 .779

7 The principal leads based on
personal traits of vision and
inspiration.

85 113 95 27 18 3.650 1.10
1

8 The principal search for adaptive
solutions to engage followers in
the change process

91 217 2 27 1 4.103 .769

9 There is always recognition of
accomplishment in the school due
to the principal's leadership style.

5 300 30 2 1 4.014 .120

10 The principal relies upon the
expertise of his subordinates to
achieve results.

67 218 50 1 2 4.044 .592

Aggregate mean 3.931

Decision mean = 3.0000

Table 1 shows that transformational leadership styles prevail in secondary schools in Kafanchan

education zone. This is because the overall aggregate mean responses on the ten items of
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transformational leadership styles was 3.93 which is higher than the 3.0000 decision mean.

Specifically, most of the respondents are of the opinion that the principal delegates

responsibilities to staff, as this attracted their highest mean response of 4.226 with details

showing that 120 strongly agreed, while 203 agreed as against 5 that were undecided while 5

disagreed and the rest 5 strongly disagreed with this item. In summary it can be said that

transformational leadership styles prevail in secondary schools in Kafanchan education zone.

Table 2: Opinions of respondents on prevalence of transactional leadership style in
Secondary schools in Kafanchan Education zone

S/N Item statement SA      A       UD      D      SD Ẍ STD

1 The principal emphasizes the need
of accomplishing the goal of the
school.

63 270 2 2 1 4.186 .390

2 The principal does not ignore the
individual needs of the staff in the
school.

37 190 32 77 2 3.547 .967

3 The principal allows staff to
function within defined limits in the
school.

2 284 30 20 2 3.787 .535

4 The principal strikes a balance
between organizational needs and
individual needs in the school.

85 127 25 87 14 3.538 1.232

5 The principal favours
organizational needs more than
individual needs in the school.

25 177 32 94 10 3.334 1.052

6 The principal often reward the staff
after meeting a specific goal or
performance.

25 196 37 52 28 3.408 1.094

7 The principal often queried staff
when they do things wrongly in the
school.

91 142 30 50 25 3.662 1.227

8 The principal doesn’t like or
believe in transforming the school

60 25 10 206 37 2.606 1.294
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environment.

9 The principal believe that things are
good the way they are and should
not be changed.

44 20 32 227 15 2.559 1.112

10 The principal uses predetermined
criteria to monitor performance,
and doesn’t give room for
innovation.

27 72 25 181 33 2.642 1.155

Aggregate mean 3.326

Decision mean = 3.00

Table 2 reveals that transactional leadership style prevailed in secondary schools in Kafanchan

education zone. This is because the overall aggregate mean responses on the ten items of

transactional leadership style were 3.326 which is higher than the 3.00 decision mean. MAL

Specifically, most of the respondents were of the opinion that the principals emphasize the need

for accomplishing the goals of the schools, as this attracted their highest mean response of 4.186

with details showing that 63 strongly agreed, while 270 agreed as against 2 that were undecided

while 2 disagreed and the rest 1 strongly disagreed with this item. In summary it can be said that

transactional leadership style prevailed in secondary schools in Kafanchan educational Zone.

Null Hypotheses Testing

All the following hypotheses were tested at 0.05 alpha level of significance using the Analysis of

Variance (ANOVA) statistics.

Null Hypothesis 1: There is no significant difference in the opinions of stakeholders on the
principals’ transactional leadership style in secondary schools in Kafanchan Education Zone.

Table 3: Summary of Analysis of Variance statistics on the opinions of stakeholders on the
Principals’ use of transactional leadership style in secondary schools in
Kafanchan  Education Zone

Variations Sum of Squares df Mean Square F ratio F critical Sig.

Between Groups 29.840 3 9.947
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Within Groups 4250.195 280 12.725 .782 2.60 0.505

Total 4280.036 283
Calculated p  >  0.05, calculated F ratio  <  2.60 at df  3,   280

The opinions of stakeholders on the Principals’ transactional leadership style in secondary

schools in Kafanchan Education Zone were taken and ANOVA was used in testing the

hypothesis. The Summary of data collected and analyzed in respect to null hypothesis two is

presented in Table 3.

Results of the One way Analysis of variance statistic revealed that no significant

difference exists in the opinion of stakeholders on the prevalence of transactional leadership style

in secondary schools in Kafanchan Education Zone. This is because the calculated significant ( p

) value of 0.505 is higher  than the 0.05 alpha level of significance while the calculated f ratio

value of 0.782 is lower than the F critical value of 2.60. Thus, the null hypothesis of no

significant difference in the opinions of stakeholders on the prevalence of transactional

leadership style in secondary schools in Kafanchan Education Zone, is hereby accepted.

Null Hypothesis 2: There is no significant difference in the opinion of stakeholders on the
prevalence of transformational leadership style in secondary schools in Kafanchan Education
Zone.

Table 4: Summary of Analysis of variance statistics on the opinion of stakeholders on the
Prevalence of transformational leadership style in secondary schools in
Kafanchan Education Zone

Variations Sum of Squares df Mean Square F ratio F critical Sig.

Between Groups 115.328 3 38.443 4.934

Within Groups 2602.163 280 7.791 4.934 2.60 .002

Total 2717.491 283

The opinions of stakeholders on the prevalence of transformational leadership style in secondary

schools in Kafanchan Education Zone were taken and ANOVA was used in testing the

hypothesis. The Summary of data collected and analyzed in respect to null hypothesis two is

presented in Table 4.

According to the outcome of the One way Analysis of variance statistics, significant difference

exists in the opinions of stakeholders on the prevalence of transformational leadership style in



Benchmark Journals
INTERNATIONAL JOURNAL OF EDUCATIONAL BENCHMARK (IJEB),

eISSN: 2489-0170 pISSN:2489-4162 University of Uyo

Vol. 4(3)  2016 Page 106

secondary schools in Kafanchan Education Zone. This is because the calculated significant ( p )

value of 0.002 is less than the 0.05 alpha level of significance. Therefore, the null hypotheses of

no significance difference in the opinions of stakeholders on the prevalence of transformational

leadership style are hereby rejected.

Major Findings

1. Findings revealed that principals emphasize the need for goals accomplishment in

Kafanchan education zone secondary schools and transactional leadership style prevailed

in these schools.

2. The stakeholders were of different opinions as regards the principals use of

transformational leadership style in Kafanchan educational zone secondary schools.

Discussion

The outcome of the one way Analysis of variance statistics on table 3 shows that significant

difference exists in the opinions of respondents on the prevalence of transformational leadership

style in secondary schools in Kafanchan Education Zone, which explains why the null hypothesis

was rejected. Irrespective of the stakeholders, they believed that, transformational leadership

styles prevail in secondary schools in Kafanchan education zone. This is because the overall

aggregate mean responses on the ten items of transformational leadership style were 3.931 which

is higher than the 3.00 decision mean. Specifically, most of the respondents were of the opinion

that the principal delegates responsibilities to staff, as this attracted their highest mean response

of 4.226 with details showing that 120 strongly agreed, while 203 agreed as against 5 that were

undecided while 10 were on the disagreement zone. This finding was in consonance with the

findings of Ibukun (1997) and Adeyemi (2004) indicating significant difference in teachers’ job

performance in schools having principals using transformational style of leadership. In summary

it can be said that transformational leadership style prevailed in secondary schools in Kafanchan

education zone.

The One way Analysis of variance statistics on table 4 revealed that significant difference

exists in the opinions of respondents on the prevalence of transactional leadership style in

secondary schools in Kafanchan Education Zone, which made the null hypotheses to be rejected.

This is because the overall aggregate mean responses on the ten items of transactional leadership
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styles was 3.326 which is higher than the 3.00 decision mean. Specifically, most of the

respondents were of the opinion that the principal emphasizes the need for accomplishing the

goals of secondary education, as this attracted their highest mean response of 4.186 with details

showing that 233 of the respondents are on the agreement zone as against 2 that were undecided

while 2 disagreed and the rest 1 strongly disagreed with this item, signifying significant

relationship on the opinions of stakeholders on principals’ use of transactional leadership style.

In summary it can be said that transactional leadership styles prevail in secondary schools in

Kafanchan education zone.

Conclusion

Based on the findings from this study, it can be concluded that the principals in the

education zone do inspire their subordinates by delegating responsibilities to staff. Also, it can be

concluded that principal emphasizes the need of accomplishing the goal of the school just like in

the scientific management thought.

Recommendations

1. To enhance transformational leadership style principal should delegate responsibilities to

staff.

2. The transformational principal should always inspire and motivate staff for better

accomplishment in the school.

3. Principal should be aware of transformational leadership and apply its traits and strengths

while carrying out administration role.

4. In order to enhance transformational leadership style, principal should serves as a role

model to his subordinate.
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