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Abstract

This paper is an innovation in the use of good humelations and
community participation in secondary school managgnthrough the
application of Transformational Leadership Behaviult identified
the need for effective human relations and communitolvement in
school administration and management in this eraechnology and
globalization. It also presented a training packagdransformational
Leadership Behaviours for school administrators andnagers that
would improve their human relations in involvinggithcommunities in
effective participation in school management. Sangformational
leadership behaviours were involved in this tragqpackage. Studies
show that failing organizations that had applie@sk behaviors have
miraculously improved. The paper, therefore, pod#ist the ailing
Nigerian schools will no doubt be positively traorsfied if school

heads/managers apply the leadership behavioursepted in this
training package.
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I ntroduction

Man is a social animal. This implies that he mostract with others
to achieve certain goals. This is more apparemtrganizations, such
as schools. Human Relations (HR), used interchasigevith Public

Relations (PR) in this paper, refers to the abildywork with other

people to enhance success through the achieverhemganizational

goals. Human relation skills can be developed Vawuft and

Highland, 2009).

Osuji (2001) aptly remarked that it was due to kbl and PR
that America, through her Ministers (Ambassadorgho went to
lobby France, were able to secure independence7irb.1 He
concluded that in all human activities, howsoevesadibed, elements
of human relations or public relations must be p&it. According to
Black (1989), public relations are deliberate pkohrand sustained
efforts to establish and maintain mutual understandetween any
organization and its public (community). Therefasehool managers
should make definite plans towards public or hunmalations by
budgeting for it.

The above definition underscores the importancenwhan,
public and community relations in school managemedaution
should, therefore, be applied in mistaking effezthuman, public or
community relations with bribery. This paper isatempt to develop
human relation skills of school managers in comityuparticipation
through the application of Transformational LeabgrsBehaviours
(TLBs).

Pur pose of the paper

The purpose of this paper is to produce a traiuagkage that will
prepare school administrators/managers in the agmn of

Transformational Leadership Behaviours for good &amrelations and
effective community participation in school managein
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Objectives of the Training Package
At the end, readers will be able to:

1. Apply the 6 Transformational Leadership Behaviofas
effective human relations and community participati

2. Relate better with their school communities whiltedlving
them highly in school management without much gof
3. Transform their school to a much higher standard.

Definition of terms
A community is a group of people in the neighboidhodt could be the
micro (immediate) or macro (larger) community.the school system,
the micro community includes the teachers, othaff stnd students.
The macro community includes the villagers, chuncémbers, and
other businesses or establishments surroundings¢heol. It also
involves the whole town, state, country or the wat large.
Management is the arrangement of human and material
resources available for the achievement of objestivCerto (2000)
referred to it as the process of reaching orgaiozak goal by working
with and through people and organizational resauréehe main issue
about management is that it involves the use opleeand material
resources for achievement of goals. There is noagement without
people and goal achievement.

Literature Review

Human Relations Movement started between 1955 &Y@.1 The
initial approach to management started with thessital approach,
which was criticized for its failure to emphasizentan variables. It
was observed that variables, like conflict commatamns, leadership,
and motivation, were shortchanged in the classipptoach. This led
to the development of the Behavioural Approach,ciwhater gave rise
to the Human Relations Movement that fueled the tHame study
and the bank wring experiments. Other contributeese Abraham
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Maslow, (Theory of Needs), Douglas McGregor (Thexrg Theory
Y). Since then, human/public relations and comityuparticipation
have been applied in management of organizations.

Modern managers prefer the term ‘leadership belasido
‘leadership style’. The failure to identify predine leadership traits
led researchers to turn to other variables, resulto ‘leadership
behaviours’. Rather than look at what good leadier§Certo, 2000:
134), transformational leadership behaviours (TLBsansform
followers, inspire people to perform beyond expegataand to succeed
highly. According to Certo (2000), it is a leadepsithat inspires
organizations to succeed by their values, suclustsc¢ and integrity.
It is leadership that “seeks to arouse and stindrigneeds to engage the
whole person by asking followers to transcend tkelf-interest for the
sake of the organization or team” (Baldwin, Bomr&eRubin, 2008:
241). This great leadership style was compoundgdVibGregor
Burns and developed by Bass (Podsakoff, 1996), wleatified a
model of TLBs that synthesized all other transfdrareal leadership
models.

Transformational leadership was once thought tpdréormed
by only the gifted in top management positions, btudies have
shown that it can be learnt and applied by otheéF&Bs have been
very helpful to many organizations, churches, maliobnal
corporations and even educational systems. Methodissters, rated
high in TLBs, had greater Sunday church attendamcemembership
growth (Onnen 1987). Multiple banks, financial penhiance and
commitment increased, for 20 managers trained iB Versus the
performance of another group that did not recdmeettaining (Barling,
Weber & Kelloway, 1996). Also, a German bank ysetrformance
was higher in banks led by transformational lead€esyer & Steyrer,
1998), while sales managers, who used TLBs had sapgesentatives
that had increased sales performance (Podsakofickédnaie &
Bommer, 1996). With TLBs, employees are more Batis more
optimistic about the future, less likely to leateit jobs, more likely to
trust their leaders and perform higher than emmsy&ho work for
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leaders without these behaviours (Baldwin, BommeR@bin, 2008:
242).

However, other studies show that Nigerian primachool
teachers and technical college administrators db apply these
behaviors to a large extent (Onwurah & Chiaha, 200#Awurah,
Ogbuaya & Chiaha, 2007). Probably, this is the@eaour schools are
in deplorable states. However, it is interestihgttschool managers
can now lean the application of this heroic leakipreehavior.

Need for community participation in  School

Management

School management toady have become very compléxrequires
school managers to employ the assistance of otfersa more
effective management. The complexities of modemnagement,
especially in this era of globalization and tecloggi, have made it
imperative that school management should not beadkehe in the
responsibility of heading the schools. In additidfigerians have
become more literate and knowledgeable in matheisdoncern them,
especially education, such that many people inctremunity have a
lot to offer for effective school management. Saretop managers in
various fields of endeavors, while others are espén different
professions and can contribute positively to theost management.
Furthermore, government needs assistance in theagearent of
schools in Nigeria, especially in the areas of fngdand provision of
facilities. It is, therefore, the duty of everyhsol manager to take due
advantage of his community and ensure that thetycgzate in relevant
areas of management.

Some school managers would not want communities to
participate in school management probably becawesewant to avoid
conflict and/or power sharing. Others may not wartte monitored in
anyway by anybody outside the designated governwi@intals. It is
important for school managers to note that with #pplication of
Transformational Leadership Behaviours, they wdldble to manage
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any conflict as well as maintain their authoritiasthe school, such
that there will be no power tussle. Instead, theitebe cooperation
and partnership in the school management, withste®ol manager
still very much in charge.

Application of TLBsfor Effective School management

The 6 TLBs identified by Padsakoff (1996) are atation of vision,
providing an appropriate model, fostering accepgaoicgroup goals,
communicating  high  performance  expectations, piogid
individualized support and providing intellectuaihsulation.

Articulating Vision

Vision aims at identifying new opportunities forethschool and

developing, articulating and inspiring others. cHptures people’s
hearts and minds. It provides a guide for the sthmanager and the
community. In articulating vision, it is essentiiat the school

managerepeats the vision often, explains the significapicthe vision

to the community, appeals to higher community \&luases

metaphors; uses emotional appeals, speaks in pes#rms, and uses
the term ‘We’ instead of ‘I’

Vision should also be very clear and understandablédine
with that of the employer or superior. It shoukl fituristic and short
(one sentence). It should create a mental imagigeiminds of people
that will further enthusiasm and assist in diregtithe day-to-day
action of the school community. In other wordsjmn should create a
positive picture of the future for the school; idshto be what is
important; adjust plans and actions as necessappmcert with the
overall strategic appeals; speak in positive teras® the term ‘we’
instead of ‘I'.

The vision should be very clear and understandébl¢he
community. It must be in line with, and involveethight people in
developing, the strategy for the school. Alwayseeber that you can
only lead, where you are willing to go (Lachlan k).
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Most, if not all Nigerian schools, have not yet@rated their
visions and missions. Where this is done, theowmiss not made
public.

Providing an appropriate model

It is very important that school managers show gesample. Role
modeling is so powerful because it sets a cue tthatbehaviour is
important. Thus, it is expected that the schoohagar should show,
through his/her behavior, that the vision is nat ja lip-service, but
very important to the management.

Remember that nothing is as potent as the siléoeimces of a
good example (James Kent in Certo, 2000). Actibay say, speaks
more than words. So, the school manager mustdag of his values,
must put them into practice and act towards thémother words, he
must be clear about his expectations of other pedmld himself to
the same standard of the expectations to which dbéshothers; be
consistent in his display of desired behavior; emdember that small
indiscretions can have major consequences. Fdanos, if he
encourages cost saving to Total Quality ManagerEQM), staying
in expensive hotel or not insisting on quality oftjgut in school could
undermine credibility. Perform desirable behavspurwhere
observable. If no one sees you doing somethingip®or knows
about it, that behaviour cannot serve as a modekchool manager
who shows good example is more likely to get supfrom his/her
community.

Fostering the Acceptance of Group Goals

The manager’s behaviours should lead to cooperatomong

community members and getting them to work togettwavards

achieving the school super ordinate goal — the gball members of
the community. Group goal is very essential beeaiisgets all

concerned committed to its achievement. It alswipes a sense of
purpose, a rallying point and common objectivesha&f community.

This is why it is essential to get both micro andcno communities
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involved in the transformation of the school. Tster a group goal,
you have to: set a super ordinate goal and makegdhé “SMART”
(specific, measurable, achievable, realistic, amdetound). To
achieve this, you need to encourage people thaty@wve is ‘in it
together’ and that success for each person depagpels the group
success. “Together we will succeed” should bestbgan.

Communicating High Performance Expectations

The school manager’'s behaviors should aim at coatipea and

demonstration of expectations for excellence, ¢tpahnd high

performance on the part of the community. Therukhbe no room
for incompetence. Let the community people belignvy can make it.
Let the manager’'s behaviour show that there isawomr for failure.

According to Baldwin, Bommer and Rubin (2008), coomicating

High Performance Expectations works partly becafiske Pygmalion
effect, based on the premise that “if you form aeartexpectations of
people and communicate them through behavioura, queople will

respond by adjusting their behviours, resulting tme original

expectation coming true.”

To communicate high performance expectation, sefh hi
standards for the community, communicate the higimdards and
confidence in their ability to achieve those staddalet people know
you are there to help them accomplish the highoperdnce, and
encourage your community to seek help from you whenthey feel
it would be helpful. Remember that if you treahan as he is, he will
remain as he is, but if you treat a man as he eaankl should be, he
will become as he can and should be.

Providing I ndividualized Support

To achieve this, the school manager should exluéftaviours that
indicate that he/she respects all members of tmenumity and is
concerned about their personal feelings and neelismakes the
followers feel valued, capable and liked. You canbe a good
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manager unless you generally like people. Thhow to bring out the
best in them.

This implies that being attentive to the commumnitgmbers’
needs paying attention to what they are saying doidg. It is
necessary that the manager make interpersonal cioome with
employees. He can discuss family affairs or irding issues (not
really official matters) with subordinates, genuynecaring and
showing compassion in action, encouraging contisudevelopment
and growth of staff, and sending messages which “$asare about
you and am looking out for your best interest. Yawe the potentials
and | trust you, | count on you.”

Studies have shown that providing individualizedomsurt
serves as a buffer to workers stress, increasesajidfaction, enhances
organizational commitment and improves performantee manager
should exhibit behaviours that challenge the subatds and make
them rethink on how work can be performed bett8uch managers
should not be involved in, “the way it has alwageib done” or “it is
not my job”. To provide intellectual stimulatiothe school manager
should encourage the imagination of the communitgmimers,
challenge old ways of doing things, look for bettesys of doing
things, encourage the community members not td tike himself, be
willing to take risk for potential gains, make itceptable to fail if
learning form failure takes place. Others includending staff
shopping for new ideas and innovations, puttingaidgmthering on
agenda, making it safe for others to experimend, @minating fire
housing (dismissing good ideas with reasons they Whill not work).
Also, honour the risk-takers because they are greabvators,
encourage positive thinking and be innovative. Bmaiper that,
innovation comes from someone who thinks he hasrdi) out the
coolest new thing ever and who wants to know whia¢rs feel about
it.
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Activities

Activity 1
1. List the things your community can do to particgpat school
management.
2. ldentify areas in which each group can participate the
school management

Activity 2:

1. List your point against community participatiom school

management.

2. Compare them with your points in Activity 1.

3. Give strong reasons for any strong points yall save against
community participation in school management.

Activity 3
1. Try and articulate a vision for your school followi the above
guide.
2. use all members of your community
3. Articulate your mission and indicate how to achieyeur
vision.
Activity 4
1. List our activities that tour school communitiesvba
functioned effectively
2. What in your opinion contribution to the successtiué
activities?
3. List what could be the hindering factors.
4, Form some committees and let members indicate their
goals.

5. Merge the goals in item 4 and with help of the cdbem
members and come up with the super ordinate goal.
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Activity 5
1. Go through the vision and mission several times.
2. What are your expectations of your micro community?
3. List ways by which you will communicate the vigmiyour
communities.
4, List things you will do to convince your commuititgt the

vision and mission will work.

Activity 6
1. Form committees using members of the micro and onacr
communities and charge them with the responsibuity
ensuring that the vision and mission actualized.

2. Map out strategies to actualize the vision thatl yave
articulated.
3. Give them a time period to present proposal, mapmat

specific periods to accomplish each mission.

4, Give to them all necessary assistance and fadlitie
5. Meet with them occasionally.
6. Give them no room for failure. Let them know theytmust
succeed.
Conclusion

It is high time the school managers of today magdeificant change.
A lot has been said and written about the low stesh@f education in
this country. It is time to change to transforre #thools through the
PR and HR of the school managers as well as theipation of the
school communities. All hands must be on deck &ikena difference
in our schools to bring them up to the internaticstandard. Other
countries have done so, and we can do better.

Recommendations:

1. It should be made mandatory that all school marsagkould
articulate visions and missions about their schaold place
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them publicly at strategic positions and in allsskas and places
where the community can see.

2. School managers should involve their communitiesahool
management.

3. Funds should be allocated to school managers fdalidPu
Relations.

4. Communities should be informed of the new reforrd asked
to cooperate with the school management.

References

Avilo, B. J. (1999),Full Leadership DevelopmenBuilding the vital
forces in organizations Thousand Oaks, CA: Sage
Publications.

Baldwin, T.T, Bommer, W.H., & Rubin, R.S. (2008peveloping
management skills: what great managers know and do,
international edition, New York: McGraw-Hill Irwin.

Barling, J.,Weber, T. & Kalloway, E.K. (1996), “Iffts of
transformational leadership training on attitudiaad financial
outcomes: A field experiment,” Journal of Applied
Psychology81: 827-832

Certo, S.C. (2000Modern managemen8ed., London: Prentice-Hall
International (U.K.) Ltd.

Geryer, A.L.J., & Steyrer, J.M. (1998), “Transfotmaal leadership
and objective performance in banks&pplied psychology: An
international reviews47: 397-420.

Mac Kenzie, S.B., Podsakoff, P.M. & Rich, G. A. 020,
“Transformational and transactional leadership saldsperson
performance,’Journal of academy of marketing scien2@(2):
115-134.

Onnen, M.K. (1987), “The relationship of Cleargy dareadership
characteristics to growing or declining churcheBgctoral
dissertation, University of Louisville, K.Y.

Onwurah, C. U. and Chiaha, G.T.U (2008), “Applioati of
transformational leadership behaviours (tlbs) bgnpary school

218



HR, Community Participation in School Managemert &hBs

head teachers: A reform for the attainment of miilem

development goals,” in Nworgu,B.G. (e&dlucational reform
and the attainment of the millennium developmentl&o
(MDGS): The Nigeria experiencé\sukka: University Trust
Publishers, p. 304-310.

Onwurah, C.U. Ogbuanya, T.C. and Chiaha, G.T.U.O0720
“Application of transformational leadership behawi® by
technical college administrators in the era of gladation,”
Nigerian journal of educational administration argdanning
(NJEAP), 7(1): 105-123.

Osuiji, C. (2001)Political public relations,Owerri: Opinion Research
and Communications Inc.

Podsakoff, P.M., Mackenzie, S.B. & Bommer, W.H.46}
“Transformational leader behaviours and substitstssfaction,
commitment, trust and organizational citizenshighéwours,”
Journal of managemen22: 259-298.

Wary, Luft and Highland (2009), Downloaded from
www.ans.com/topic/human relations.

219



