
 
 

 
 
 

Bhojraj SOBHA 
 

ID No:  UD86162ED95383 
 
 
 
 
 

COURSE NAME: 
 

LDI 252 - LEADERSHIP AND DIRECTION 
 
 
 
 
 
 
 
 

ATLANTIC INTERNATIONAL UNIVERSITY 
 

JULY 2024 
 
 

 

 

 



 

 
i 

 

TABLE OF CONTENTS 

1.0 INTRODUCTION ................................................................................................................................... 1 

2.0 OVERVIEW OF TRANSFORMATIONAL AND TRANSACTIONAL LEADERSHIP ........................ 4 

2.1 TRANSFORMATIONAL LEADERSHIP ................................................................................................. 4 
2.2 TRANSACTIONAL LEADERSHIP ......................................................................................................... 4 
2.3 COMPARATIVE ANALYSIS ................................................................................................................... 4 

3.0 EMOTIONAL INTELLIGENCE IN LEADERSHIP ............................................................................... 5 

3.1 EMOTIONAL INTELLIGENCE AND LEADERSHIP STYLES ............................................................ 6 
3.2 COMPONENTS OF EMOTIONAL INTELLIGENCE IN LEADERSHIP ............................................. 7 
3.3 EMOTIONAL INTELLIGENCE IN THE IB CONTEXT .......................................................................... 9 
3.4 THE IB LEADERSHIP INTELLIGENCES FRAMEWORK ................................................................. 10 

3.4.1 Strategic Intelligence ..................................................................................................................... 10 
3.4.2 Cultural Intelligence ....................................................................................................................... 10 
3.4.3 Pedagogical Intelligence ............................................................................................................... 11 
3.4.4 Entrepreneurial Intelligence .......................................................................................................... 11 
3.4.6 Reflective Intelligence ................................................................................................................... 12 
3.4.7 Heuristic Intelligence (Insight) ...................................................................................................... 12 

4.0 FURTHER ANALYSIS OF TRANSFORMATIONAL AND TRANSACTIONAL LEADERSHIP ..... 14 

4.1 IN-DEPTH ANALYSIS OF TRANSFORMATIONAL LEADERSHIP ................................................ 14 
4.2 IN-DEPTH ANALYSIS OF TRANSACTIONAL LEADERSHIP ......................................................... 16 
4.3 A VISUAL COMPARISON ..................................................................................................................... 18 

5.0 A CASE STUDY ON TRANSFORMATIONAL AND DEMOCRATIC  LEADERSHIP .................... 19 

5.1 PERSONAL REFLECTIONS AND EXPERIENCES .......................................................................... 21 
5.1.1 Strategic Intelligence in Practice ................................................................................................. 21 
5.1.2 Cultural Intelligence in Practice ................................................................................................... 22 
5.1.3 Entrepreneurial Intelligence in Practice ...................................................................................... 22 
5.1.4 Heuristic Intelligence in Practice .................................................................................................. 22 

6.0 CONCLUSION ..................................................................................................................................... 23 

7.0 BIBLIOGRAPHY ................................................................................................................................. 27 



 

 
1 

1.0 INTRODUCTION 

“Leadership is at the heart of quality education. There is a growing belief that educational 

leadership is the second most important factor explaining learning outcomes.” – 

UNESCO, Leadership and Education, 2024 GEM Report. This assertion reflects the 

critical role that effective leadership plays in shaping educational environments and 

outcomes. 

Leadership in education is very important in the sense that it directly affects the quality 

and effectiveness of teaching and learning in schools. Effective leadership shapes the 

vision and mission of institutions of learning while promoting an environment for the 

successful development of the student, teacher, and organizational growth. Effective 

educational leaders establish a school's culture, set high expectations for learning, and 

provide the conditions for students and staff to reach their full potential. They would be 

central to the process of decision-making, curriculum development, and they would need 

to support innovative teaching practices. Also, educational leadership is significant in the 

process of resource allocation, policy changes, and coordinating support services for 

students with diverse needs to ensure that the school copes and sustains an inclusive 

and dynamic environment of education. Good leadership provides the solid ground on 

which a successful educational institution can bring changes, maintain quality education 

along with fostering well-being of the staff and students. 

The school leadership team must familiarize themselves with various leadership theories. 

These theories have undergone substantial evolution over time, with each framework 

offering distinctive insights into the conceptualization and practice of effective leadership. 
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Early paradigms, such as the Trait Theory, advocated that leaders possess inherent 

qualities distinguishing them from non-leaders (Stogdill, 1948). Conversely, Behavioural 

Theories redirected attention from inherent traits to the actions and behaviors of leaders, 

emphasizing the significance of what leaders do rather than who they are (Fleishman, 

1953). 

Contingency Theories further broadened this understanding by proposing that effective 

leadership is hinged upon contextual and situational variables, suggesting that no single 

leadership style is universally applicable (Fiedler, 1967). The advent of Transformational 

and Transactional Leadership Theories introduced a more dynamic dimension, wherein 

transformational leaders inspire and motivate followers through visionary change, while 

transactional leaders focus on routine, structured management (Bass, 1985). 

Contemporary approaches, such as Servant Leadership and Authentic Leadership, 

underscore the importance of ethical behavior, empathy, and genuine engagement with 

followers (Greenleaf, 1977; Avolio & Gardner, 2005). These theories collectively 

contribute to a comprehensive understanding of leadership, providing valuable insights 

for both theoretical exploration and practical application across diverse organizational 

contexts. 

When I was first entrusted with a leadership role in my early 30s as a Deputy Principal of 

an international school in Japan that was fairly new, I was under prepared for the 

challenges ahead. Handling conflicts, conducting tough conversations with teachers, and 

managing difficult situations often left me feeling insecure and overwhelmed. However, 
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these experiences were invaluable in shaping my understanding and approach to 

leadership and in building resilience in my workplace attitudes. 

Over the years, I have served in various international schools around the world, 

completed my Masters in Educational Leadership and Administration, and benefited from 

the mentorship of many talented and experienced educators. These experiences have 

allowed me to refine my leadership skills, adapt better leadership styles, and deepen my 

knowledge in the educational field. 

Reflecting on my journey, I have come to realize that leadership is not an innate trait but 

a skill that can be developed. It is neither a divine gift nor rocket science, but a set of 

learned abilities that enable one to lead effectively and inspire others to follow. 

In this essay, I will explore different styles of leadership in education, with a particular 

emphasis on transformational and transactional leadership. I will also examine how 

emotional intelligence is integrated into various leadership approaches within the 

International Baccalaureate (IB) framework. The following research questions will guide 

my analysis: 

• What are the key differences between transformational and transactional leadership 

styles and how effective are they? 

• What role does emotional intelligence play in effective leadership and direction? 

Through this exploration, I aim to provide a comprehensive understanding of the 

dynamics of educational leadership and its impact on the success of educational 

institutions. 
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2.0 OVERVIEW OF TRANSFORMATIONAL AND TRANSACTIONAL 

LEADERSHIP 

 

2.1 TRANSFORMATIONAL LEADERSHIP  

Transformational leadership, as described by Bass and Avolio (1994), emphasizes the 

ability of leaders to inspire and motivate followers to exceed their own self-interests for 

the sake of the organization. This leadership style is characterized by four key 

components: idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration. Transformational leaders are visionary, fostering an 

environment of trust and encouraging followers to achieve higher levels of performance. 

 

2.2 TRANSACTIONAL LEADERSHIP  

In contrast, transactional leadership focuses on the exchanges between leaders and 

followers. As articulated by Burns (1978), transactional leaders emphasize a system of 

rewards and punishments to manage performance. This leadership style is more task-

oriented and relies heavily on established processes and structures to achieve 

organizational goals. 

 

2.3 COMPARATIVE ANALYSIS 

The IB framework, with its emphasis on developing globally minded and reflective 

learners, aligns closely with transformational leadership principles. Transformational 
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leaders in IB schools are expected to inspire their staff and students to engage in critical 

thinking and embrace a culture of continuous improvement. Conversely, transactional 

leadership can also play a role in ensuring that IB schools meet the rigorous standards 

set by the IB Organization (IBO), particularly in areas such as compliance, policy 

implementation, and administrative efficiency. 

 

3.0 EMOTIONAL INTELLIGENCE IN LEADERSHIP  

Emotional intelligence (EI) is a critical component of effective leadership, particularly in 

the context of educational leadership. Goleman (1995) identifies five domains of 

emotional intelligence: self-awareness, self-regulation, motivation, empathy, and social 

skills. Leaders with high emotional intelligence are better equipped to manage their own 

emotions, understand the emotions of others, and navigate complex social interactions. 

Emotional intelligence comes into play in every walk of life. Suzanne Bates in her book 

Speak like a CEO shares that emotional intelligence is about empathy, relating to people 

and treating them with value and appreciation. She also talks about being calm under 

pressure and for leaders with emotional intelligence this also means a demonstrated 

commitment to the organization's success and appreciation for those who make it 

happen.  
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3.1 EMOTIONAL INTELLIGENCE AND LEADERSHIP STYLES 

Leaders with high emotional intelligence are often more effective in both transformational 

and transactional leadership roles. Transformational leaders use their emotional 

intelligence to build strong relationships, inspire trust, and foster a collaborative 

environment. Transactional leaders, on the other hand, utilize their emotional intelligence 

to manage conflicts, negotiate effectively, and maintain a positive organizational climate. 

Emotionally intelligent leaders create educational environments where students feel safe 

to take calculated risks, propose ideas, and voice their opinions. In such supportive 

settings, collaboration becomes ingrained in the school's culture. 

When educators exhibit emotional intelligence, they harness emotions to propel 

educational progress. Teachers and administrators are often responsible for 

implementing changes, and being attuned to students' and colleagues' emotional 

responses enables them to plan and execute these changes effectively. 

Moreover, emotionally intelligent educators do not take criticism personally, allowing them 

to pursue their plans without ego interference. Conflicts between teachers and students 

or among colleagues are common barriers to a productive learning environment. By 

fostering emotional intelligence, educators can minimize personal conflicts and enhance 

overall school productivity and student success. 
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3.2 COMPONENTS OF EMOTIONAL INTELLIGENCE IN LEADERSHIP 

Emotional intelligence in leadership encompasses four major components: 

• Self-Awareness enables leaders to recognize their strengths and weaknesses. In 

challenging situations, they can regulate their emotions and take appropriate steps 

toward solutions. This quality is crucial for guiding teams to manage and accomplish 

tasks effectively. Self-aware leaders rely on 360-degree feedback and are conscious 

of their behavior, enhancing decision-making and fostering both individual and 

organizational growth. 

 

• Self-Management involves the ability to control one's emotions in any situation. For 

leaders, this quality is essential to maintain a positive outlook for the team, even 

during difficult times. Effective self-management allows leaders to handle challenging 

situations calmly and make sound decisions, promoting a stable and focused work 

environment. organizational growth. 

 

• Social awareness requires leaders to be conscious of the social environment in 

which their organization operates. This awareness is vital for formulating strategies, 

implementing plans, and fostering adaptability among employees. It also involves 

empathy, enabling leaders to understand and manage the emotions of their team and 

stakeholders. An empathetic leader can drive the organization toward greater 

success by considering the needs and behaviors of others. 
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• Relationship Management is critical for leaders as it involves resolving conflicts, 

motivating the team, and guiding them toward achieving goals. Leaders must ensure 

clear and concise communication with clients and customers, influencing the work 

environment's overall atmosphere. Effective relationship management fosters a 

welcoming and collaborative workplace where people work together harmoniously. 

These components were further developed by pioneers like Dr. Travis Bradberry. He is 

the award-winning co-author of Emotional Intelligence 2.0 and the co-founder of 

TalentSmart, the world’s leading provider of emotional intelligence tests and training 

serving more than 75% of Fortune 500 companies.  

Research based in the United States, from Dr. Travis Bradberry shows the following 

statistical representation of Emotional Quotient (EQ), which is the quantifiable data of 

emotional intelligence skills: 

 

Fig. 1: This was taken from a talk at a TEDx event using the TED conference format but independently 
organized by a local community. Learn more at https://www.ted.com/tedx 

 

 

 

https://www.youtube.com/redirect?event=video_description&redir_token=QUFFLUhqbUhMSEgxY1RHbUsteGZlcmdqTFdBcFg3MFVuUXxBQ3Jtc0tsRU5NX2RDSzFjVUhTZzZrV3BUanA4RlFUWVFSZXJsT3lZRzRxRkhUZkdycm5QbWVTMzJ1NDhibmpYTTY5U3AzczV6R1A4Sm04bUlsdW5QbGdyTXd5ZmNIbl9Yekt0eW1QdzdtWnFLTlVrc2RITXV1cw&q=https%3A%2F%2Fwww.ted.com%2Ftedx&v=auXNnTmhHsk
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3.3 EMOTIONAL INTELLIGENCE IN THE IB CONTEXT 

The components of emotional intelligence are essential for leaders to create a positive, 

productive, and adaptable organizational culture. By developing self-awareness, self-

management, social awareness, and relationship management, leaders can enhance 

their ability to lead effectively and drive their organizations toward success. 

Many educators have been inspired by Emotional Intelligence and Howard Gardner’s 

theory of multiple intelligences. Myers and Reed (2004) drew upon Gardner’s work on 

multiple intelligences for inspiration in their critique of the ‘mechanistic’ interpretations of 

the school improvement paradigm. They define intelligence as: 

"a range of collective capacities schools have that enable them to achieve 

their goals successfully. It involves the use of wisdom, insight, intuition, and 

experience as well as knowledge, skills, and understanding" (p. 104). 

The IB adopted this approach as a guide, recognizing the need for a range of cognitive 

capacities to navigate complex educational landscapes. Thinking of these cognitive 

capacities as leadership intelligences places learning at the heart of leading. When faced 

with new situations and when making decisions, leaders must be committed learners 

willing to not only draw upon these intelligences but also look to develop them further. 

This approach resonates with leaders in current IB World Schools, emphasizing the 

importance of continuous learning and development in effective leadership. 

In the IB context, emotional intelligence is essential for fostering an inclusive and 

supportive school environment. IB leaders must navigate diverse cultural landscapes, 
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build relationships with various stakeholders, and manage the emotional well-being of 

their staff and students. Emotional intelligence enables IB leaders to connect with their 

community on a deeper level, promoting a sense of belonging and shared purpose. 

 

3.4 THE IB LEADERSHIP INTELLIGENCES FRAMEWORK 

The IB Leadership Intelligences Framework identifies seven intelligences that are 

essential for effective leadership in IB schools: strategic, relational, cultural, 

entrepreneurial, reflective, pedagogical, and heuristic intelligences. Each of these 

intelligences encompasses various aspects of leadership and emotional intelligence is 

inherent throughout. 

3.4.1 Strategic Intelligence 

IB leaders are forward-thinking visionaries who see the bigger picture and recognize 

emerging trends. They excel at translating strategy into actionable plans while aligning 

people and organizations behind a set of shared values and vision. For instance, an IB 

school principal might foresee the growing importance of digital literacy and spearhead 

the integration of advanced technology programs, ensuring that both students and 

teachers are well-prepared for future educational demands. 

3.4.2 Cultural Intelligence 

IB leaders continuously interact with people, institutions, and ideas from diverse cultural 

traditions. They harness the human potential within their diverse school communities, 
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creating a shared culture that not only respects and celebrates cultural diversity but also 

sees it as essential for intercultural learning. An example of this would be an IB school 

hosting international cultural festivals where students and staff share and learn about 

different cultures, fostering an environment of mutual respect and understanding. 

3.4.3 Pedagogical Intelligence 

IB leaders cultivate a school culture that prioritizes and values professional learning. They 

understand the necessity of building both individual and institutional knowledge, ensuring 

that schools evolve as places where knowledge and meaning are continually discovered 

and constructed. For example, an IB coordinator might implement a continuous 

professional development program, encouraging teachers to pursue advanced degrees 

or attend workshops to stay abreast of the latest educational research and practices. 

3.4.4 Entrepreneurial Intelligence 

IB leaders anticipate change and respond in creative, analytical, and practical ways. They 

demonstrate the ability to innovate, develop, communicate, promote, and evaluate new 

ideas and practices, taking intellectual risks and supporting others in these endeavors. 

For instance, an IB school leader might introduce a new interdisciplinary curriculum that 

combines science, technology, engineering, and mathematics (STEM) with art and design 

(STEAM), encouraging students to engage in innovative projects and problem-solving 

activities. 
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3.4.5 Relational Intelligence 

IB leaders influence individuals, groups, and systems to achieve specific goals. They 

understand stakeholders' needs and support them in reaching their optimum potential, 

fostering collaboration to achieve better outcomes for students. A practical example is a 

principal who regularly meets with teachers, parents, and students to gather feedback 

and collaboratively develop school improvement plans, ensuring that everyone’s voice is 

heard and valued. 

3.4.6 Reflective Intelligence 

IB leaders effectively use and manipulate their mental skills and thinking strategies when 

facing various experiences. The IB program's emphasis on critical thinking, multiple 

perspectives, and constructivist views of knowledge creation requires leaders to foster an 

organizational culture centered on critical reflection. For instance, an IB school might 

implement regular reflective practices such as after-action reviews following major 

projects, encouraging staff and students to consider what worked well and what could be 

improved. 

3.4.7 Heuristic Intelligence (Insight) 

IB leaders develop their own mental shortcuts and make logical leaps to form inferences 

and solutions. They possess the capacity for self-reflection and adaptability to new 

settings. Heuristic intelligence involves making quick decisions and rapid judgments with 

the big picture in mind. An example could be an IB principal who swiftly adapts to a 

sudden change in educational policy by reorganizing the school’s resources and 
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schedules to meet new requirements while maintaining a focus on long-term educational 

goals. 

By incorporating these various intelligences, IB leaders ensure that their schools remain 

dynamic, inclusive, and forward-thinking, continuously striving for excellence in 

education. 

All these types of intelligence require various strands of emotional intelligence. I created 

an infographic that shows how the components of emotional intelligence in leadership are 

connected to the IB’s leadership intelligences. 

 

Fig. 2: Emotional Intelligence and the IB’s Emotional Intelligence, created by self. 

 

A leader can embody most of these but will need critical reflection to find the direction 

forward. Also, whether the leadership style is more transactional or transformational, 

resilience is needed which can be built by facing adversities and also the emotional 
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intelligence that the person can apply. In Davin Lim’s book ‘How Leaders lead’, he 

implores that the way we deal with opportunities and obstacles will impact our leadership 

and the direction in which we need to steer our organization. He also discusses the 

importance of resilience and applying various intelligences, in my opinion the heuristic 

intelligence or insight and critical thinking comes into effect in IB schools and other 

schools. 

 

4.0 FURTHER ANALYSIS OF TRANSFORMATIONAL AND TRANSACTIONAL 

LEADERSHIP 

 
4.1 IN-DEPTH ANALYSIS OF TRANSFORMATIONAL LEADERSHIP 

Transformational leadership is centered on transforming the lives of followers and, 

consequently, impacting the organization. It involves connecting the followers' sense of 

identity and self to the project and the collective identity of the organization, being a role 

model that inspires and engages followers, challenging them to take greater ownership 

of their work, and understanding their strengths and weaknesses to align tasks that 

enhance performance. Such a leader may possess characteristics of a charismatic leader 

combined with the ideals of a democratic leadership style. While charismatic leaders often 

aim for equity, transformational leaders focus on transforming organizations toward a 

shared vision. 

Dr. Martin Luther King, Jr. exemplified a charismatic leader with an engaging personality 

and a commitment to positive change in the lives of millions. He also focused on 

transforming people's lives. Both transformational and charismatic leaders motivate 
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individuals or those around them to improve and work for the greater good of an 

organization or society. In education, the greater good is improving students' lives and 

achieving high student performance. 

A democratic leadership style encourages participation, the free exchange of ideas, and 

open discussion. While this process emphasizes group equality and the free flow of ideas, 

the democratic leader still offers guidance, even if they are not always charismatic. 

According to readings from AIU, Burns and Bass extensively researched transformational 

leadership and identified four key elements: 

1. Individualized Consideration: The leader attends to each follower's needs, acts as a 

mentor or coach, and listens empathetically. They provide support, keep communication 

open, and celebrate individual contributions. This element aligns with IB's relational 

intelligence, where the school leader shows contextual sensitivity and builds a collaborative 

culture. 

 

2. Intellectual Stimulation: The leader challenges assumptions, takes risks, and solicits 

followers' ideas, encouraging creativity, independent thinking, and valuing learning. IB's 

entrepreneurial intelligence parallels this element, as an entrepreneurial school leader 

models and promotes risk-taking, evaluates new ideas, and supports staff in these 

endeavors, fostering critical thinking and reflection. 

 

3. Inspirational Motivation: Followers are motivated to act and inspired to achieve great 

heights, even if it means stepping out of their comfort zone. Leaders provide purpose and 

meaning, which in schools translates to the school's mission and vision. In IB schools, these 

align with the IB's mission and vision and the UN SDGs, creating powerful, engaging, and 
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transformative environments. Such leaders are task-oriented in an inspirational way, with 

pedagogical intelligence to lead effective teaching and learning, coupled with excellent 

communication skills to inspire the community. 

 

4. Idealized Influence: Leaders embody the values that followers should learn and pass on 

leadership qualities. This is crucial for school leaders to understand the cultural setting and 

influence a positive culture based on the well-being of all followers. The IBO emphasizes the 

leader's role in harnessing individuals' potential by modeling and fostering a culture that 

respects and celebrates cultural diversity, as seen in international schools. 

In IB schools, leadership is shared and largely transformational, with roles like curriculum 

leaders and program coordinators contributing alongside the principal. Todd Whitaker, in 

his book “What Great Principals Do Differently,” notes that great principals focus on 

improving teacher quality, supporting their efforts and ambitions, and holding all staff to 

high expectations, ultimately impacting student achievement. 

 

4.2 IN-DEPTH ANALYSIS OF TRANSACTIONAL LEADERSHIP 

Transactional leadership, as the name suggests, is based on a give-and-take relationship 

between the leader and the followers. This leadership style can be autocratic, 

bureaucratic, and highly task-oriented. According to imd.org, several benefits include 

maintaining employee motivation through reward-based systems that give teams specific 

goals and tasks. Transactional leaders emphasize the potential for rewards, often 

monetary, to keep employees motivated, ensuring high-quality and timely work. 
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The "give and take" method establishes clear roles and responsibilities for each 

employee, with rewards based on effort, outcome, and success. For transactional 

leadership to be effective, it requires structure, enabling fast and confident decision-

making and crisis management. While it may seem autocratic, this style still allows for 

direct, transparent communication within teams and encourages fairness and peace. By 

implementing a reward system where all employees have equal opportunities to succeed, 

any perceptions of favoritism are eliminated, promoting equity. However, excessive 

bureaucracy might lead to resentment, though this can be mitigated by rewards and 

recognition. 

According to the Economic Times (2023), team members in a transactional leadership 

environment have clearly defined roles and responsibilities, providing a sense of security 

and predictability. 

Modern transactional leaders include Howard Schultz, CEO of Starbucks, and Bill Gates. 

As a transactional leader, Gates is not known for adaptive communication or employee 

engagement. He frequently visits his team, asks challenging questions, and persists until 

satisfied, sometimes being perceived as dismissive of others’ ideas. Gates' leadership 

emphasizes clarity of thought and execution, a trait he has demonstrated for nearly 30 

years. 

However, some argue that Bill Gates is also a transformational leader. As noted by 

financhill.com, Gates encourages creativity among team members through "intellectual 

stimulation," empowering them to develop creative solutions. His leadership style, 

whether transactional, transformational, or a combination, has contributed to his success 
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in business and philanthropy. Gates is a visionary leader who has inspired others to share 

his vision for the future. 

Fig. 3. VantageCircle. “Bill Gates quotes”. https://blogimage.vantagecircle.com/content/images/2021/06/Bill-

Gates.png 

 

4.3 A VISUAL COMPARISON  

Byron Gray, a highly experienced senior manager and leader with over 20 years of 

international business experience, provides a valuable comparison table on his LinkedIn 

page. He distinguishes between transactional and transformational leadership by 

highlighting their fundamental differences. Transactional leadership is rooted in 

management theory, focusing on structure, tasks, and clear directives. In contrast, 

transformational leadership is based on relationship theory, emphasizing inspiration, 

motivation, and personal development. 

Transactional leaders typically do not seek to inspire their staff; they operate under the 

belief that employees should follow directives without question, thereby not positioning 

https://blogimage.vantagecircle.com/content/images/2021/06/Bill-Gates.png
https://blogimage.vantagecircle.com/content/images/2021/06/Bill-Gates.png
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themselves as role models. On the other hand, transformational leaders strive to inspire 

and engage their team members, fostering an environment where employees are 

motivated to exceed expectations and align with the organization's vision. This 

comparison underscores the distinct approaches and impacts of these two leadership 

styles.  

  

 

 

 

 

 

 

Fig. 4: A comparison table between Transactional and Transformational Leaders by Byron Gray.  

 

5.0 A CASE STUDY ON TRANSFORMATIONAL AND DEMOCRATIC 

 LEADERSHIP 

I chose to find a case study that had insights on these two ideas of leadership because 

that is mostly how I define my own leadership style. I found an intriguing case of a leader 

utilizing community voices to shape district plans on ThoughtExchange.com (2023). After 

the pandemic, the Saddleback Valley district in the US faced numerous challenges. The 
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district's assessment leader, Mr. Gomez, chose to adopt a transformational and 

democratic leadership approach to address these issues. He emphasized making 

informed decisions based on his team's input and feedback from the broader community, 

believing that incorporating diverse perspectives would lead to meaningful changes that 

would transform the lives of students, parents, and teachers. 

Mr. Gomez's strategy involved capturing various viewpoints through a comprehensive 

survey. Understanding the importance of community involvement, he wanted to ensure 

that the feedback process was inclusive and representative of all stakeholders. To 

facilitate this, he invested in a sophisticated software system to analyze the survey data, 

thus relieving his team from the tedious task of manual data analysis. This allowed them 

to focus on interpreting the results and implementing changes based on the insights 

gathered. 

This approach showcased Mr. Gomez's dual focus on task orientation and relationship 

building. He demonstrated a commitment to democratic processes by actively involving 

his team and the community in decision-making. His ability to balance these aspects 

highlights the essence of transformational leadership—motivating and inspiring his team 

while fostering a collaborative and inclusive environment. By leveraging technology and 

data-driven insights, Mr. Gomez was able to make strategic decisions that reflected the 

community's needs and aspirations, ultimately leading to a more engaged and supportive 

district. 

In summary, Mr. Gomez's leadership style exemplifies how transformational and 

democratic principles can effectively address complex challenges. His emphasis on 
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community feedback, data-driven decision-making, and balancing task-oriented and 

relational approaches created a framework for sustained improvement and positive 

change. This case study underscores the potential of such leadership styles to not only 

navigate crises but also build a foundation for long-term success and community 

empowerment. 

 

5.1 PERSONAL REFLECTIONS AND EXPERIENCES 

Having served as a Head of School in an IB school in Japan and as the Academic Director 

for a group of schools in Indonesia, I have had the opportunity to apply the various 

leadership intelligences in practice. These experiences have reinforced my belief in the 

importance of emotional intelligence and the need for a balanced approach to leadership 

that incorporates both transformational and transactional elements. 

5.1.1 Strategic Intelligence in Practice 

In my previous schools, I developed strategic plans with different focus areas to 

consolidate the school's mission and provide clarity on achieving its vision. By involving 

representatives from all stakeholders in the strategic planning process, I witnessed a 

collective commitment to improving all areas of the school community. This approach 

proved effective in preparing action plans for implementing IB programs, demonstrating 

the value of strategic intelligence in educational leadership. 
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5.1.2 Cultural Intelligence in Practice 

Cultural intelligence was particularly important in Japan, where most students were 

Japanese. To promote international mindedness, I recruited a diverse teaching staff and 

encouraged participation in local events. This approach created a small world within the 

school, where students and staff could benefit from diverse perspectives and 

experiences. This cultural engagement enriched the educational experience and fostered 

a sense of global citizenship. 

5.1.3 Entrepreneurial Intelligence in Practice 

As a school leader, I initially believed that my role was limited to the educational aspects 

of the school. However, I soon realized that progressive enrollment numbers were crucial 

for the school's success. By articulating the curriculum purposefully and delivering it with 

confidence to parents, I was able to attract students and demonstrate the value of the IB 

programs. Sternberg's (1988) view of entrepreneurial intelligence as encompassing 

creative, analytical, and practical elements resonated with my approach to leadership. 

5.1.4 Heuristic Intelligence in Practice 

During the tsunami in Japan, I had to make a critical decision to dismiss the school early 

without the opportunity to consult all stakeholders. This experience highlighted the 

importance of heuristic intelligence in making informed decisions under pressure. 

Reflecting on this decision, I realized the need to balance my own understanding with the 

cultural context in which I was operating. 
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6.0 CONCLUSION 

Effective leadership in IB schools requires a comprehensive understanding of various 

leadership styles, emotional intelligence, and the IB Leadership Intelligences Framework. 

Transformational and transactional leadership styles each offer valuable insights and 

practices that can enhance the effectiveness of educational leaders. Emotional 

intelligence is a critical component that underpins successful leadership, enabling leaders 

to build strong relationships and navigate complex social interactions. 

This research essay has examined the intricate dynamics of transformational and 

transactional leadership within educational settings, particularly within the International 

Baccalaureate (IB) framework. By addressing the key research questions, we can draw 

several conclusions about the differences between these leadership styles and the role 

of emotional intelligence in effective leadership and direction. 

Key Differences Between Transformational and Transactional Leadership Styles 

in Setting Strategic Direction 

Transformational and transactional leadership styles represent two distinct approaches 

to guiding and managing organizations. Transformational leadership focuses on inspiring 

and motivating followers to transcend their self-interests for the greater good of the 

organization. This style emphasizes visionary change, fostering an environment of trust, 

intellectual stimulation, and individualized consideration. Transformational leaders excel 

at setting a strategic direction that aligns with a shared vision and values, encouraging 

innovation and continuous improvement. 
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Conversely, transactional leadership is more task-oriented and relies on established 

processes and structures to achieve organizational goals. Transactional leaders 

emphasize clear directives, rewards, and punishments to manage performance, ensuring 

tasks are completed efficiently and effectively. This leadership style is particularly 

effective in maintaining order and predictability, essential for meeting compliance and 

administrative requirements. 

In summary, while transformational leadership focuses on long-term vision and personal 

growth, transactional leadership centers on short-term goals and operational efficiency. 

Both styles have their merits, and effective leaders often blend elements of both to suit 

the specific needs of their organization.  

The Role of Emotional Intelligence in Effective Leadership and Direction 

Emotional intelligence (EI) is a critical component of effective leadership, especially in 

educational leadership. Leaders with high emotional intelligence are better equipped to 

manage their own emotions, understand the emotions of others, and navigate complex 

social interactions. This ability is essential for both transformational and transactional 

leadership. 

In transformational leadership, emotional intelligence enables leaders to build strong 

relationships, inspire trust, and foster a collaborative environment. Leaders with high EI 

can connect with their followers on an emotional level, creating a sense of belonging and 

shared purpose. This connection is vital for motivating followers to achieve higher 

performance levels and engage in innovative practices. 
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In transactional leadership, emotional intelligence is equally important. Leaders use their 

emotional intelligence to manage conflicts, negotiate effectively, and maintain a positive 

organizational climate. By understanding the emotional needs of their team members, 

transactional leaders can provide appropriate rewards and recognition, enhancing 

motivation and job satisfaction. 

Overall, emotional intelligence enhances a leader's ability to set a strategic direction that 

is both effective and adaptive. It allows leaders to be empathetic, reflective, and culturally 

aware, essential qualities for navigating the complexities of diverse and dynamic 

educational environments. 

Final Thoughts 

I found this process to be immensely engaging especially for an educator like who is 

always learning, reflecting and evolving. There is value to both the transformational and 

transactional leadership styles and the value of emotional intelligence in undebatable. 

Transformational leadership aligns closely with the IB's mission of developing globally 

minded and reflective learners, while transactional leadership ensures that rigorous 

standards are met. Emotional intelligence is seen in different degrees in both styles, but 

what enables leaders to build strong relationships and navigate complex social 

interactions will prove to be more effective in the long run and when things take a rough 

turn. 

By combining these various leadership approaches and fostering emotional intelligence, 

educational leaders can create a positive, productive, and adaptable organizational 
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culture that focusses on success but not at the cost of an imbalance in the well-being of 

all involved. This holistic approach to leadership enhances schooling and the whole 

educational experiences of many generations to come. 
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