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ABSTRACT 

This study identified the essential leadership styles of principal officers of 37 public 

universities in Nigeria. One hundred and forty eight out of 185 principal officers were 

randomly selected to participate in this study. A demographic questionnaire and the styles of 

leadership survey (SLS) validated by the researcher with reliability index of 0.85 were used 

to collect data. One hundred and thirty (88%) of the principal officers completed the 

questionnaires. Descriptive and inferential statistics including mean, standard deviation, 

Analysis of Variance (ANOVA) and Least Significant Difference (LSD) test were used to 

analyze data at 0.05 level of confidence. It was found that there was a significant difference 

in the principal officers’ choice of the 9/1 – directive and 1/1 bureaucratic leadership styles. 

These styles also represented the essential leadership styles for administration of public 

universities in Nigeria. The principal officers were advised to encourage continued growth 

in development of leadership styles through membership in professional organizations, 

seminars and workshops.  
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INTRODUCTION 

Leadership styles can be categorized as authoritarian, democratic or laissez-faire. An 

authoritarian leader makes all the decisions with little or no subordinate participation. The 

democratic leader actively solicits suggestions from subordinates, frequently acts on their advice 

and gives them a range of discretion in performing their activities. A laissez-faire leader takes no 

part in assigning work, allocating time or decision making and maintains no pressure toward goal 

achievement of the group. The assumption is frequently made that the authoritarian leader is 

primarily concerned with production while the democratic leader has a particular concern for 

people and the laissez-faire leader is neither concerned with production nor the people. However, 

a leader does not need a definite set of rules, but a method of analyzing the organization situation 

in which he must act (Rahaman, 2005). Blake and Mouton (1964) developed a Managerial Grid 

to elaborate on leadership styles. The basic contention is that the leadership problem should not 

be viewed purely in terms of the extremes expressed by the autocratic-democratic-laissez-faire 

and productivity-people polarities. 
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Hall and Williams (1986) developed a Leadership Grid model similar to Blake and Mouton 

(1964) which has two 9-point scales that measure different degrees of concerns for purpose and 

people. The administrator who rates 9, 1, for example, can be characterized as the old-fashioned-

type autocratic leader who has a maximum concern for purpose and little concern for people. On 

the other hand, the leader with 1, 9 leadership style is almost exclusively people-oriented with 

little concern for purpose of the institution. The other extreme is the leader who rates 1,1 with a 

low concern for both purpose and people. The leadership style expressed by 9.9 combines both a 

concern for purpose and a concern for people, which would appear to be an ideal leadership 

style. There is, however, another possibility that can be expressed on the Grid and that is a leader 

who uses every style to adapt to different people and situations. Such a leadership style is 

expressed by the number 5,5 which is a statistical “average” of all the styles on the Grid. 

A large number of organizations have utilized the Management and Leadership Grid Models to 

give their managers and administrators introspection about the manner in which they lead. 

Probably, the most significant contribution of the Grid Model is that it provides a systematic 

basis for relating different leadership styles to variables such as age, personality of the leader, 

dynamics of the group and situations that may be involved (Nwafor, 2004 & Omenyi, 2007). 

Likert (1961) in research conducted at the University of Michigan revealed that a leadership style 

which was people oriented resulted to higher productivity than supervision which is primarily 

concerned with the job. The implication of this research is that a democratic style of leadership 

will generally provide better results than an authoritarian or laissez-faire style. A major problem 

in judging the correctness of this conclusion is that the variables involved in the leadership 

situation are most difficult to describe and measure objectively. There would appear to be some 

basis for assuming that the style of leadership should vary with different leaders, subordinates 

and situations. 

Fiedler (1974) made a study of situational variables that can affect the response to leadership 

styles. The situational variables in this research were the extent to which the task for which he 

was responsible was structured and the amount of authority involved in his position. A major 

conclusion was that production-oriented leadership was most effective in either highly favorable 

or highly unfavorable situations from the point of view of the leader. People-oriented leadership 

was best in situations that were intermediate in this respect. An extensive research remains to be 

conducted before there can be any firm conclusions on the relationship between leadership styles 

and productivity. The leader must determine his effectiveness with particular subordinates and in 

particular situations. He must learn to become experimental in his approach and use his 

experience to improve leadership. He must constantly adapt to new subordinates and new 

situations and he should consciously modify his leadership style to gain better results. Actual 

leadership situations are rarely completely authoritarian or completely democratic. Formally 

organized authoritarian systems, such as the hierarchies of higher educational institutions, 

usually become somewhat democratic through formal or informal modifications. Subordinate 

participation is usually promoted through formal devices such as committees, or it may evolve 
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through informal interaction. In many respects, the best laboratory for leadership research is the 

leadership situation that actually exists in organizations. (Undie, 2007 & Nwafor, 2012).  

The main purpose of this study was to identify the essential leadership styles used by principal 

officers of 37 public universities in Nigeria. The only hypothesis for the study is that there is no 

significant difference in administrative leadership styles based on the age of the principal 

officers. 

METHODS 

Research Design 

This study is an analytical survey designed to identify the most essential administrative 

leadership styles of principal officers of the public universities in Nigeria. The population of the 

study consisted of 185 principal officers (Pro-Chancellors, Vice-Chancellors, Deputy Vice-

Chancellors, Registrars, Deputy registrars, Bursars, Deputy Bursars, Librarians and Deputy-

Librarians) in the 37 public universities in Nigeria. 

Participants 

A sample of 148 principal officers (representing four participants from each of the 37 public 

universities) was randomly selected to participate in this study. The styles of leadership survey 

(SLS) developed and standardized by Hall and Williams (1986) for identifying leadership styles 

of administrators and managers (modified version) was used to collect data for this study. It was 

face and field validated by the researcher. Currently the test-retest correlation coefficient index 

of the instrument is 0.85. 

Instrument 

The instrument, designed primarily as a learning aid provides analysis of the overall leadership 

style as well as four components of leadership as follows: (a) philosophy of leadership; (b) 

planning and goal-setting; (c) implementation; and (d) performance evaluation. 

Each senior administrator in the sample was asked to respond to a series of twelve (12) questions 

(divided into three categories) concerning the behavior of individuals as they carry out their 

administrative functions as leaders of groups or organizations. Each category of questions was 

further divided into five alternative patterns of individual behavior or attitude as possible 

responses to each situation. From each of the five alternatives, the respondent weighed the 

answer on a Likert-type scale from strongly agree (SA), (5 points) to strongly disagree (SD), (1 

point) and rank order the possible answer. The survey instrument contained a total of 60 

leadership alternatives presented five at a time under each of the twelve different situations. 

Out of 148 copies of questionnaire administered, 130 were returned. Finally, 125 of them were 

found useable for data analysis. With data collected from this process, a position on the 

leadership Grid Model was plotted, corresponding to either one of the four extreme points on the 

grid quadrants or the midpoint on the grid. 
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The only hypothesis for this study was tested using Analysis of variance (ANOVA) and the 

Least Significant Difference tests for difference in means at 0.05 level of significance. 

RESULTS AND DISCUSSIONS 

Table 1: Age distributions of principal officers of public universities in Nigeria 

Age of principal officers Number (n) Percentage (%) 

Up-to-40 years 4 3.2 

41-50 years 55 44.0 

51-60 years 48 38.4 

61 or more years 18 14.4 

Total 125 100 
 

The age distribution of the responding principal officers is shown by number and percentage in 

Table 1. Only 4(3.2%) of the officers were in the 31 to 40 age group; 55(44.0%) were in the 41 

to 50 age group, 48(38.4%) were in the 51 to 60 age group while 18(14.4%) of the principal 

officers were in the 61 or over age category. In all, over four-fifth 103(82.4%) of the officers 

were in the combined age group of 41 to 60 years.  

Table 2: One-way analysis of variance of leadership styles of principal officers of public 

universities in Nigeria with regard to age 

 Raw score mean based on age 

Leadership Style Upto-

40 

years 

(N=4) 

41-50  

Years 

(N=55) 

51-60  

Years 

(N=48) 

61+ 

Years 

(N=18) 

Overall 

mean 

SD F-

value 

P-

value 

Decision 

9/9-collaborative 62.67 70.31 65.86 66.15 67.69 13.69 1.13 0.34 Not  
Significant 

5/5-strategic 77.67 75.73 74.46 78.62 75.75 10.23 0.60 0.47 Not 

Significant 

9/1-directive 80.00 64.36 60.62 65.00 64.00 11.85 5.30 0.00 Significant 

1/9-supportive 34.33 37.69 36.30 34.23 36.54 11.68 0.38 0.77 Not 

Significant 

1/1-bureacratuc 76.0 90.36 91.84 83.46 89.16 11.62 4.95 0.00 Significant 
 

An analysis was made using ANOVA to determine if age was a factor in the selection of 

leadership style by the principal officers. The raw score means, overall mean, standard deviation, 

F-value and the probability values for each dependent variable are presented in Table 2. A 

significant difference at the 0.05 confidence level is indicated for two dependent variables, the 

9/1 and 1/1 leadership styles.  

The least significant difference test was completed for all pair-wise comparisons among means 

and combination of groups. Difference in means on the selection of the 9/1 style based on the age 

of the principal officers are presented in Table 3. Principal officers in the age group of up-to 40 

years had stronger preference for the 9/1 leadership style at the 0.002 significance level than did 

officers in the 41 to 60 and 61 years or more age categories. 
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Table 3: Least significant difference tests for differences in means for the 9/1 leadership 

style of principal officers of public universities in Nigeria with regard to age. 

Category Age groups n Mean Groups 

1 2 3 4 

1. Up-to 40 years 4 80.00     

2. 41-50 years 55 64.36 *   * 

3. 51-60 years 48 60.62 *   * 

4. 61 or more years 18 65.00 *    

* Denotes pairs of groups significantly different at the 0.05 significance level. 

Differences in means for the age groups on their preference for the 1/1 leadership style are also 

depicted in Table 4. 

Table 4: Least significant difference tests for differences in means for the 1/1 leadership 

style of principal officers of public universities in Nigeria with regard to age. 

Category Age groups N Mean Groups 

1 2 3 4 

1. Up-to 40 years 4 76.00     

2. 41-50 years 55 90.36 *   * 

3. 51-60 years 48 91.84 *   * 

4. 61 or more years 18 83.46 *    

* Denotes pairs of groups significantly different at the 0.05 significance level. 

Administrators in the age groups from 41 to 50 and 51 to 60 has stronger preferences for the 1/1 

leadership style at the 0.003 significance level than did administrators in the up-to 40 and 60 or 

more years age categories. 

DISCUSSION 

Analysis of data from this study and the results support Hall and Williams (1986) who reported 

that age was correlated to bureaucratic leadership style at the 0.05 significance level. They also 

pointed out that leadership style preference differed significantly as a function of administrative 

level or rank. Nwafor (2004) found that university administrators’ choice of leadership style 

differed significantly from uniform distribution of the five leadership styles. He further revealed 

that particular leadership styles develop as a result of established goals, objectives, subordinates 

and situations in the institution.  

Leadership style is a direct result of a principal officer’s perceptions or beliefs about the 

relationship between people and purpose. The essential leadership style of the principal officers 

who participated in this study is the 1/1 bureaucratic style. Any leader behaving in this manner 

seeks neither to attain any results nor to establish sound relationships. Thus, the major goal is to 

stay clear of trouble by avoiding risk and to meet only minimum requirements for both results 

and relationships. The leader may appear to be making a real effort (may, infact, be very busy), 
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but the actual contributions are limited. For some leaders, the 1/1 style is acquired. For instance, 

administrators who realize that they have gone as high as they can go may adopt a 1/1 style. 

Sometimes, institutions create 1/1 leaders through their own policies, rules and regulations. For 

instance, when strict adherence to procedure is the dominant ethic and risk taking and 

experimentation are penalized, leaders who stay with the institution will tend to let seniority take 

care of their advancement. In this situation, most leaders will not attempt to earn advancement by 

demonstrating initiative. In a sense, the 1/1 leader does not expect to achieve personal 

satisfaction in conflict. Some principal officers believe that as leaders, they can only be 

concerned about the purpose of the institution or the people, and the more concerned they are 

about one, the less they must be concerned about the other. 

FINDINGS 

The 1/1 bureaucratic leadership style was the essential leadership style of the principal officers of 

the 37 public universities in Nigeria as indicated by an overall mean of 89.16 based on the age of 

the principal officers. This study has created the awareness that the leadership styles of principal 

officers can be predicted from their particular beliefs about the relationship between people and 

purpose which were highlighted during collection and analysis of data for this study. 

CONCLUSION 

1. There is significant evidence that leadership styles differ as a function of age. Therefore, this 

factor (age) should be considered as an indicator in the selection process of principal officers. 

2. Institutions of higher education should encourage continued growth in leadership skills 

through professional organizations, seminars and workshops. 
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