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ABSTRACT 

This paper evaluates the influence of organizational leadership styles 

on academic and non-academic staff motivation within the Federal 

College of Education (FCE), Yola, Adamawa State, Nigeria. Higher 

education institutions depend fundamentally on human capital to 

fulfill their statutory mandate of teacher preparation, scholarly 

research, and community service. Drawing on Transformational 

Leadership Theory, Herzberg’s Two-Factor Theory, and Path-Goal 

Theory, this study analyzes how administrative practices—

specifically transformational, transactional, democratic, autocratic, 

and laissez-faire leadership—shape intrinsic and extrinsic workplace 

motivation within Northern Nigeria's public tertiary education context. 

Theoretical synthesis and empirical evidence indicate that 

transformational and participative leadership practices foster optimal 

job commitment, intellectual engagement, and institutional loyalty. 

Conversely, reliance on autocratic or passive-avoidant (laissez-faire) 

administrative patterns suppresses employee morale, stifles initiative, 

and escalates industrial friction. Strategic policy recommendations are 

proposed to enhance leadership capabilities, optimize staff motivation, 

and elevate overall institutional productivity. 
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INTRODUCTION 

Public tertiary education in Nigeria operates within a complex landscape marked by policy shifts, 

funding constraints, infrastructural inadequacies, and dynamic industrial relations. Colleges of 

Education occupy a strategic position within this framework, tasked with producing professional 

educators for basic and secondary education levels. The Federal College of Education (FCE), 

Yola, located in Adamawa State, serves as a major hub for teacher education in North-Eastern 

Nigeria. Achieving institutional excellence at FCE Yola depends on the dedication, efficacy, and 

motivation of its workforce. Academic and non-academic personnel perform essential tasks 

including instruction, curriculum delivery, administrative governance, research, and student 

support. However, institutional capacity is constrained when staff motivation wanes. 

Organizational leadership style serves as a major determinant of employee motivation, 

organizational climate, and performance output (Abodunde et al., 2020; Kim, 2021). Leadership 

behaviors shape the distribution of resources, administrative communication, reward systems, 

career advancement structures, and overall job satisfaction. When leadership approaches fail to 

match employee needs, educational institutions often experience reduced productivity, 

absenteeism, low morale, and heightened industrial conflicts between staff unions—such as the 

Colleges of Education Academic Staff Union (COEASU) and the Senior Staff Union of Colleges 

of Education in Nigeria (SSUCOEN)—and management.  This paper provides a detailed 

examination of how administrative leadership styles within FCE Yola influence staff motivation. 

It examines theoretical frameworks, analyzes the operational dynamics of leadership within 

Nigerian public colleges of education, and offers evidence-based recommendations for 

administrative reform. 

Theoretical Framework 

Understanding the relationship between leadership behavior and employee motivation in an 

educational environment requires an integration of management and psychological models. Three 

primary frameworks anchor this analysis: 

Transformational Leadership Theory 

Formulated by Bass (1985) and expanded by Bass and Avolio (1994), Transformational 

Leadership Theory posits that effective leaders inspire followers to transcend self-interest for the 

collective vision of the organization. Transformational leadership operates through four key 

dimensions: 

 Idealized Influence: Building trust, respect, and serving as a role model. 
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 Inspirational Motivation: Communicating an appealing and inspiring organizational vision. 

 Intellectual Stimulation: Encouraging creativity, innovation, and critical problem-solving. 

 Individualized Consideration: Providing tailored mentorship, coaching, and support for 

individual growth. 

In higher education settings, transformational leaders engage staff intellectually, encouraging 

teaching innovation and scholarly activity while fostering intrinsic motivation (Samad, 2019). 

Herzberg’s Two-Factor Motivation Theory 

Herzberg et al. (1959) categorized workplace motivation factors into two distinct domains:  

1. Hygiene Factors (Extrinsic): Elements related to the work context, including salary, 

administrative policies, working conditions, job security, and interpersonal relations. 

Deficiencies in hygiene factors cause job dissatisfaction, though their presence alone does not 

guarantee active motivation. 

2. Motivators (Intrinsic): Elements tied directly to work content, such as achievement, 

recognition, responsibility, personal growth, and career advancement. These factors foster 

deep job satisfaction and high motivation. 

Applying Herzberg’s framework to public colleges of education indicates that administrative 

leadership must stabilize hygiene factors (e.g., prompt payment of allowances, adequate office 

infrastructure) to prevent staff disengagement while simultaneously activating motivators (e.g., 

merit-based recognition, professional development, research support) to inspire performance. 

Path-Goal Theory of Leadership 

Developed by House (1971), Path-Goal Theory suggests that a leader's effectiveness depends on 

their ability to clarify pathways to goals, eliminate operational obstacles, and align institutional 

rewards with employee expectations. Leaders adapt their behaviors (directive, supportive, 

participative, or achievement-oriented) to match task complexity and employee characteristics. In 

academic institutions, supportive and participative leadership behaviors help align individual 

scholarly goals with institutional objectives. 

Institutional Context: Administrative Structure of FCE Yola 

To understand leadership dynamics at FCE Yola, it is necessary to examine its administrative 

governance model. Operating under the policy guidance of the Federal Ministry of Education and 

the oversight of the National Commission for Colleges of Education (NCCE), FCE Yola utilizes 

a multi-tiered hierarchy: 
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 The Governing Council: Sets macro-policy directives, oversees institutional appointments, 

and handles broad administrative governance. 

 Management Team (Provost, Registrar, Bursar, Librarian): Executes daily 

administrative functions, manages allocations, enforces civil service guidelines, and directs 

personnel relations. 

 Deans of Schools and Heads of Departments (HODs): Operate at the operational 

frontlines, supervising academic delivery, conducting appraisals, recommending promotions, 

and organizing departmental tasks. 

Because decision-making authority flows through these tiers, leadership behaviors at every 

level—from the Provost's executive style to an HOD's daily supervision—directly affect the 

workplace environment and employee motivation. 

Impact of Leadership Styles on Staff Motivation at FCE Yola 

Administrative leadership in Nigerian tertiary institutions varies across several recognized 

management styles (Adeyemi, 2006; Ochoyi, 2019). Each approach directly shapes workplace 

morale and staff performance. 

Leadership Style          
Primary Administrative 

Behaviors 

Impact on Staff 

Motivation & Morale          

Transformational 
Visionary, supportive, 

encourages innovation 

High intrinsic 

motivation, high 

commitment 

Participative/Democratic Consultation, shared Strong job satisfaction, 

Registrar, Bursar, 

Librarian 

Head of Units: 

Administrative 
Staff  
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decision-making, open 

flow 

team synergy 

Transactional 

Rule enforcement, 

performance-contingent 

reward 

Compliance, moderate 

extrinsic motivation 

Autocratic 
Unilateral commands, 

strict control, low trust 

High dissatisfaction, 

friction, low morale 

Laissez-Faire 
Passive supervision, 

delayed decision-making 

Ambiguity, apathy, 

reduced output 

Transformational and Visionary Leadership 

Transformational leadership encourages institutional innovation and professional commitment 

within academic communities (Samad, 2019; Usman & Halima, 2019). 

 Intellectual Stimulation and Research Drive: When academic administrators (Provosts, 

Deans, HODs) encourage scholarly inquiry and support curriculum innovation, academic 

staff show higher engagement in research and publication. 

 Mentorship and Professional Development: Leaders who demonstrate individualized 

consideration support junior academics through mentorship, facilitation of conference 

attendance, and processing of Tertiary Education Trust Fund (TETFund) sponsorship grants. 

This backing fulfills key intrinsic motivators under Herzberg’s framework. 

Participative and Democratic Leadership 

Democratic leadership emphasizes consultative decision-making, multi-directional 

communication, and shared responsibility (Nakpodia, 2009; Ochoyi, 2019). 

 Enhanced Psychological Ownership: Involving academic and non-academic staff in school 

committees, departmental meetings, and policy formulations builds a sense of institutional 

ownership. 

 Conflict Resolution and Organizational Trust: Participative communication channels 

allow administrative leadership to engage productively with staff unions (COEASU, 

SSUCOEN), addressing grievances early and minimizing industrial disruptions. 

Transactional and Administrative Leadership 

Transactional leadership focuses on task completion, compliance with regulations, and structured 

exchange processes (Bass, 1997; Ochoyi, 2019). In public institutions like FCE Yola, adherence 

to the Public Service Rules and NCCE schemes of service is standard operational practice. 

 Extrinsic Rewards and Compliance: Clear pathways for annual increments, promotion 

schedules, and administrative recognition sustain foundational motivation. 
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 Limitations: If leadership relies strictly on rule enforcement without providing a vision or 

supportive communication, employee engagement remains contractual. Staff perform 

mandatory duties to fulfill contract terms but demonstrate limited creative initiative. 

Autocratic and Top-Down Leadership 

Autocratic leadership concentrates decision-making authority in the leader, featuring unilateral 

communication and limited subordinate input (Adeyemi, 2006; Ochoyi, 2019). 

 Diminished Workplace Morale: Empirical evaluations of academic leadership show that 

rigid autocratic practices produce frustration, stress, and dissatisfaction among tertiary 

institution personnel (Suleiman, 2013). 

 Suppression of Innovation: When HODs or administrative heads impose directives without 

consultation, staff initiative declines. Academic personnel may do the bare minimum to avoid 

disciplinary action, reducing long-term organizational productivity. 

Laissez-Faire Leadership 

Laissez-faire leadership involves a passive administrative style marked by delayed decisions, 

minimal guidance, and absent supervisory feedback (Agbato, 1990). 

 Role Ambiguity and Low Output: In academic departments, a lack of clear leadership 

direction causes role confusion, delayed grading, poor attendance, and administrative 

backlogs. Laissez-faire approaches consistently correlate with diminished staff productivity 

across educational settings (Ochoyi, 2019). 

Key Determinants of Motivation in the FCE Yola Environment 

Analyzing leadership impact requires evaluating the contextual drivers of staff motivation 

specific to Northern Nigerian higher education: 

 

1. Academic Advancement and Study Sponsorship: Support for staff obtaining higher 

degrees (M.Ed, Ph.D.) via TETFund sponsorships serves as a primary motivator. Leaders 

who efficiently process study leaves build long-term institutional loyalty. 
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2. Workplace Infrastructure and Instructional Support: Maintaining functional lecture 

halls, digital infrastructure, laboratories, and office spaces satisfies essential hygiene factors, 

allowing personnel to execute core duties effectively. 

3. Transparent Reward and Promotion Systems: Delays or perceived bias in annual 

appraisal processes undermine morale. Clear, merit-based advancement frameworks reinforce 

positive performance expectations. 

4. Union-Management Industrial Harmony: Proactive management engagement with staff 

unions maintains institutional stability, preserving an environment conducive to teaching and 

learning. 

Synthesis and Administrative Implications 

The synthesis of organizational theory and empirical findings shows that no single leadership 

style fits every administrative scenario. While transformational and participative management 

styles generate the highest levels of staff motivation and commitment, public educational 

management also requires structural discipline. 

 

 

 

 

 

Effective governance at FCE Yola requires a situational approach. Senior management, Deans, 

and HODs should blend transformational vision and participative consultation with transactional 

clarity regarding civil service standards. Autocratic and laissez-faire behaviors must be 

minimized to prevent workforce disengagement (Kim, H. Kim, H. 2021). 

Conclusion 

The leadership style modeled by institutional administrators at the Federal College of Education, 

Yola, plays a central role in shaping staff motivation, job performance, and overall educational 

quality. While transformational and democratic leadership practices foster high job satisfaction, 

intellectual engagement, and organizational commitment, autocratic and laissez-faire styles 

undermine morale and institutional productivity. By adopting a consultative, vision-driven, and 

supportive leadership orientation, FCE Yola can cultivate a motivated workforce capable of 

delivering high-quality teacher education and fulfilling its broader institutional mandate. 
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Recommendations 

To enhance staff motivation and institutional productivity at FCE Yola, the following policy 

interventions are recommended: 

1. Transition to Transformational-Participative Management: College administration 

should prioritize consultative decision-making, involving staff in committee frameworks and 

strategic planning to foster institutional ownership. 

2. Capacity-Building Programs in Educational Leadership: Deans, Directors, and Heads of 

Departments should participate in regular management training focused on modern 

administrative practices, emotional intelligence, and human resource management. 

3. Streamline Promotion and Professional Development Processes: Administrative pipelines 

for TETFund sponsorship processing, study leave approvals, and promotion appraisals should 

be optimized to eliminate unnecessary delays. 

4. Establish Merit-Based Excellence Awards: Management should implement transparent 

recognition schemes for outstanding teaching, impactful research, and administrative 

excellence, reinforcing intrinsic motivators. 

Strengthen Proactive Union Engagement: College management should maintain regular 

consultative forums with COEASU and SSUCOEN leadership to address workplace concerns 

before they escalate into industrial actions. 
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