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Abstract: Transformational leadership in education has recently 

become increasingly popular. Many researchers have conducted 

research on this topic. Unfortunately, there is no research that 

provides a comprehensive picture of transformational leadership in 

education. This study aims to fill this gap. The method used is meta-

synthesis. The object of analysis was 31 articles that met the 

inclusion and exclusion criteria. Transformational leadership has an 

impact on innovation, motivation, self-confidence, well-being, job 

satisfaction, performance, trust, institutional culture, TQM practices 

and decision making. However, there are several obstacles in its 

application, such as transactional culture, centralization of 

education, cultural diversity, and others. A leader is required to 

implement it with the right strategy. During the Covid 19 pandemic, 

there have been many changes in the world of education. To lead 

this change requires a transformational leadership style with all its 

characteristics.    
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Introduction 

 Leadership is a practical skill that includes a person or an organization's ability to "lead" 

or guide other people, teams, or the entire organization. Not all leaders have good leadership, 

and not all people who have good leadership become leaders. Theories in the early to 1950's 

era often state that leaders are born. So that destiny determines someone a leader or not. But 

studies continue to develop and refute this theory. Leaders are not just a destiny attached to a 

person but must be raised and honed. At a minimum, every individual needs to lead himself, 

which is necessary to achieve larger goals in the wider community or even the country. A 

leadership attitude is required to achieve goals, move the system to achieve success in achieving 

goals. Each needs to upgrade his leadership to become one of the system's elements towards 

goals and interpersonal interactions, and social contacts. These individuals are not leaders but 

can provide leadership so that it will impact other individuals in the social group. 

Leadership is the ability or readiness that a person has to influence, encourage, invite, 

guide, mobilize, direct, and force other people or groups to accept this influence and then do 

something to help achieve specific predetermined goals. Broadly, leadership leads to the 

concept of action affecting group members, so that from a broad conception of influence and 

obedience are the essential components. Meanwhile, in a narrow sense, the central leadership 

element is the leadership's influence and commitment. Transformation leadership is a 

comprehensive and integrated leadership capability needed for individuals, groups, and 

organizations to produce a transformation characterized by changes at each activity stage 
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(Hacker & Robberts: 2004). Recently, transformational leadership has been developed to deal 

with changes in the future by transforming individuals' paradigm and values to support the 

achievement of organizational goals and visions.  

 One of the leadership theories, namely the transformational leadership theory from 

Burns (1978), has four components, idealist influence, inspirational motivation, intellectual 

stimulation, and individual considerations. Transformational leadership in education has 

recently become increasingly popular. This type of leadership motivates to achieve 

organizational goals and satisfy their needs at a higher level. Transformational leadership that 

corporate leaders appropriately implement will encourage members to gain a sense of work 

satisfaction. All of this will positively impact the performance of members in taking 

responsibility for the organization. New normal is a term that is hotly discussed. New normal 

is a new way of life or a new way of carrying out life activities amid the unfinished Covid-19 

pandemic and changes of habits in educational, work, and even socio-cultural activities. Trust 

in leadership is needed for transformative, collective action in times of uncertainty, such as 

during a pandemic. This research aims to get a comprehensive picture of transformational 

leadership in education and its implication in the covid 19 pandemic era. 

 

Literature Review  

Bass (1990) shows that leaders who show off transformational behaviors can impact 

fans to head past their pastimes and pass closer to the organizational plays. Transformational 

leaders obtain top-notch ranges of follower trust, administration, motivation, commitment, 

loyalty, and performance (James M. Kouzes, 2012)(G. A. Yukl, 2013), through 4 dimensions: 

idealized influenced, inspirational motivation, intellectual stimulation, and individualized 

attention (Bass, B.M., & Riggio, 2006)  and (James M. Kouzes, 2012) describe those four 

dimensions more excellent in detail. For instance, the idealized impact is defined as function 

fashions for perseverance and self-sacrifice; leaders are admired, reputable, and trusted. 

Inspirational motivation offers an attractive vision and stipulates how the crew can obtain the 

preferred future. Intellectual stimulation encourages fans to be revolutionary and innovative 

utilizing analyzing troubles from a brand new perspective. 

Finally, individualized thought means concentrating on every individual's desires, 

desires, and coaching, supporting, and two-way exchange communication. (Jantz, 2012) in his 

study, transformational designs empower librarians to make a lot of innovative environment, 

and (Castiglione, 2006) points out that transformational behaviors inspire structure learning and 

adaptation. Transformational leadership is usually explained regarding transactional leadership. 

The latter, conjointly referred to as social control leadership, is principally outlined as an 

exchange method during which leaders "promise and deliver rewards to staff for winding up 

assignments" (Bass, 1990). Transactional leadership focuses on managing the establishment 

with stress on managing subordinates by customary work, establishing well-defined processes, 

and managing through doable tasks. Transactional leadership is characterised by 2 leadership 

behaviours: active management by exception, and contingent reward. Active management by 

exception is outlined in terms of trying to find and handling irregularities, mistakes, exceptions 

and deviations to confirm that standards are met (Antonakis, Avolio, & Sivasubramaniam, 

2003) (Bass, 1990). 

Contingent reward refers to leader behaviors that specialize in clarifying expectations 

and task requirements and offers the popularity of followers once goals are achieved (Antonakis 

et al., 2003). Avolio and Bass (1991) adscititious to their initial theory of the capitalistic or 

passive leadership style related to laissez-faire and passive management by exception. 

Capitalistic – or "no leadership" is the absence of effective leadership, avoiding decision-

making, abdicating responsibilities, and not mistreatment their authority. This leadership 
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behavior may be thought of as active to the extent that leaders prefer to avoid taking action 

(Antonakis et al., 2003). Passive management by exception is characterized by responding 

passively and reactively to things and issues systematically. For instance, library managers 

displaying sedentary leadership behaviors expect librarians to resolve problems on their while 

not his/her direct supervision. Moreover, capitalistic leaders don't give the vision to be achieved 

by followers  (Avolio, B.J., & Bass, 1991). 

Bass (1990) considers every leader display each of the three same designs to some 

extent, representing the weather of the questionable "Full vary of Leadership Model (FRL)." 

during this FRL model; leadership effectiveness is ranged from extraordinarily active and 

practical to highly inactive and ineffective. Transformational leadership is highly functional 

and valuable with stress on development and alter (G. A. Yukl, 2013). (G. Yukl, 1999) posits 

that the present stress on the link between the transformational leader and subordinate ought to 

be complemented with a lot of structure perspective.  

 

Research Methods 

This study was conducted using the meta-aggregation method. This method is one of 

the metasynthetic models (Lewin, 2008). The synthesis is made according to the following 

steps: The first, formulation of research questions. According to the research objectives, the 

questions to be answered in this study are: (1) What are the characteristics of transformational 

leadership that are frequently used in the literature reviewed? (2) What are the effects of 

transformational leadership on the organization and its members? (3) What are the barriers to 

implementing a transformational leadership style? (4) What is the strategy needed for the 

application of the transformational leadership style to be effective (5) What are the implications 

of the results of this study for education in the era of the Covid 19 pandemic? 

Second, systematic literature search. The source of the articles analyzed in this study 

were searched using the Search Engine for Research Articles-SEforRA 

(https://www.seforra.com/). The search was carried out using the keyword "transformational 

leadership". The search year is limited to 2001-2021. The search results were 1067 articles. In 

addition, researchers searched for articles through Google Scholar. The keywords used are: 

first, (Transformational *) AND (leadership *) AND (education * OR school * OR learning * 

OR academic * OR institute * OR polytechnic *) AND (qualitative * OR mix method *). 

Second, with the same keywords added with the word "AND covid *). The results found 

104,000 articles. Second, with the same keywords added with the word "AND covid *), the 

results were found 6,310 articles.  

Third, filter articles by the criteria for the articles to be reviewed were (1) international 

journal articles in English; (2) articles published in 2001-2020; (3) articles containing the results 

of qualitative research or mix methods; (4) articles constituting the results of research in the 

field of education at all levels and types journal articles in English; (2) articles published in 

2001-2020; (3) articles containing the results of qualitative or mix methods research; (4) articles 

constituting the results of research in the field of education at all levels and types. The exclusion 

criteria consist of (1) articles were written in languages other than English; (2) proceeding 

articles; (3) articles containing the results of empirical research using quantitative methods; (4) 

articles containing research results in fields other than education.  
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Findings & Discussion 
The selection results showed that there were 31 articles that met the inclusion criteria. 

Based on the year of publication, these articles can be classified as follows: 

Table. Articles that are the object of study 

Year Total References 

2011 1 (Bottery, 2001)  

2007 1 (Friedman, 2007) 

2008 2 (Kezar & Eckel, 2008); (Anderson, 2008) 

2009 2 (Poutiatine, 2009); (Pounder, 2009) 

2010 2 (Hallinger, 2010); (Chipunza & Gwarinda, 2010) 

2012 1 (Balyer, 2012) 

2013 2 (Oord, 2013);  (Argia & Ismail, 2013) 

2014 5 (Santamaría & Jean-Marie, 2014); (Browning, 2014); (Clapp-smith & 

Wernsing, 2014); (Sucozhañay et al., 2014); (Hewitt, Davis, & Lashley, 

2014) 

2016 3 (Mattar, 2016); (Litz & Scott, 2016); (Beauchamp et al., 2016) 

2017 3 (Lodders & Meijers, 2017); (Ismaya, 2017); (Ann et al., 2017) 

2018 3 (Sweetman, 2018); (Zacharo, 2018); (Kouni, Koutsoukos, & Panta, 2018) 

2019 3 (Umiarso; & Muhith, 2019); (Maryam, Ezzati; Jafar, Pashaei; Hossein 

Mohammad & Mirmahmood, 2019); (Owusu-Agyeman, 2019) 

2020 3 (Wilson, 2020); (Berkovich, 2020); (Izzah, 2020) 

Total 31  

 

Characteristics of Transformational Leadership 

Based on an analysis of 32 articles related to the topic of this paper, it was found that 

the most often used as a reference for the characteristics of national leadership is the view of 

Leithwood and Bass. There are 6 studies that refer to Leithwood's theoretical model (Anderson, 

2008; Hallinger, 2010; Hewitt et al., 2014; Browning, 2014; Mattar, 2016). According to 

Leithwood, transformational leadership has 8 dimensions, namely individualized support, 

shared goals, vision, intellectual stimulation, culture building, rewards, high expectations, 

modeling. The view that more researchers refer to is Bass's theory. There are 17 studies that 

refer to Bass's theory.; (Ismaya, 2017; Ann et al., 2017; Balyer, 2012; Kouni et al., 2018; 

Chipunza & Gwarinda, 2010; Argia & Ismail, 2013; Friedman, 2007; Kezar & Eckel, 2008; 

Oord, 2013; Santamaría & Jean-Marie, 2014; Sucozhañay et al., 2014; Zacharo, 2018; 

Beauchamp et al., 2016; Litz & Scott, 2016; Umiarso; & Muhith, 2019; Berkovich, 2020). 

According to Bass, there are 4 characteristics or dimensions of transformational leadership, 

namely idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration (Maryam, Ezzati; Jafar, Pashaei; Hossein Mohammad & 

Mirmahmood, 2019).  

A leader who is committed to constructive change for the progress of the organization, 

is required to be able to give an ideal influence or be a role model for his followers in saying, 

behaving and acting; able to give individual consideration (full attention to followers); can 

provide inspirational motivation (become a driving force for followers), and provide intellectual 

stimulation or creatively challenge followers. Several other researchers tried to combine the 

Bass and Leitwood theory (Lodders & Meijers, 2017) and others. But basically they refer to the 

two theories above.Therefore the characteristics of transfomational leadership that were 

generally used by previous researchers were idealized influence, individual consideration, 

inspirational motivation and intellectual stimulation. 
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The Impact of Transformational Leadership 
The findings of previous researchers indicate that transformational leadership that is 

applied correctly and consistently will have a positive impact both individually and 

organizationally. The variables that are influenced by transformational leadership can be seen 

in the figure below 

 

                   
The figure above shows that a person who leads with a transformational leadership style 

has a positive effect on the behavior of organizational members. The findings of previous 

researchers indicate that transformational leadership has a positive effect on innovation 

(Lodders & Meijers, 2017; Owusu-Agyeman, 2019, commitment (Zacharo, 2018), motivation 

(Mattar, 2016; Beauchamp et al., 2016; Owusu-Agyeman, 2019; Savitri & Sudarsyah, 2021), 

self-confidence (Beauchamp et al., 2016), well-being (Beauchamp et al., 2016), job satisfaction 

(Berkovich, 2020; Kouni, Koutsoukos, & Panta, 2018; Savitri & Sudarsyah, 2021; Kouni et al., 

2018), performance (Balyer, 2012), trust (Browning, 2014). Meanwhile at the organizational 

level, transformational leadership has a positive effect on institutional culture (Umiarso; & 

Muhith, 2019), the practice of TQM (Argia & Ismail, 2013) in decision making in organizations 

(Berkovich, 2020; Owusu-Agyeman, 2019). 

 

Barriers to Implementing Transformational Leadership 

Transformational leadership style is not a ready-made recipe without being influenced 

by the social context. In fact, the social context is a source of obstacles in applying a 

transformational leadership approach (Hallinger, 2010). Previous research shows that there are 

several external and internal barriers to the application of transformational leadership styles in 

education. External obstacles include: first, political obstacles. A centralistic political education 

policy does not provide sufficient space for a leader to create and innovate for the sake of 

constructive change. This situation is not conducive to the implementation of a transformational 

leadership style (Bottery, 2001). Second, cultural barriers. Second, cultural barriers. The results 

of the study show that in a multicultural (multi-ethnic) context, black leaders are more difficult 

to become agents of change than white leaders (Kezar & Eckel, 2008). Likewise in the socio-

religious context, various efforts to innovate while respecting and maintaining a unique culture 

with a background of certain beliefs (Litz & Scott, 2016). Third, the mentality of the school / 
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campus residents. Mentality that does not support the application of transformational leadership 

includes a transactional mentality (Friedman, 2007; Kezar & Eckel, 2008); resistance to change 

(Bottery, 2001; Maryam, Ezzati; Jafar, Pashaei; Hossein Mohammad & Mirmahmood, 2019; 

Sucozhañay et al., 2014). Many people feel uncomfortable with change. Because of that they 

in various ways resisted the change. 

Transformational leadership cannot be applied if the leader does not have capable 

competencies. A transformational leader is a social architect (Bottery, 2001). To carry out this 

role, they must clearly and comprehensively understand the transformation process (Poutiatine, 

2009). This is important so that the transformation has an impact on the progress of the 

organization. Lack of competence in this case is an internal obstacle to the application of 

transformational leadership. More than that, to bring about change, leaders need to have the 

competence to manage conflict. Thus, resistance attitudes from various parties can be properly 

resolved and the change agenda can be accepted and supported 

 

Strategies for Implementing Transformational Leadership 

In facing the various obstacles that exist, the right strategy is needed so that 

transformational leadership is effective in order to bring about the desired changes. Based on 

the results of previous research, several implementation strategies are offered. First, the 

implementation is carried out in stages. Kezar & Eckel offers the following stages. In the initial 

phase, the leader focuses on the dimensions of charisma and individual consideration (listening 

to subordinates); In the middle phase, the focus of a leader is more on providing motivation and 

individual consideration (focus on empowerment); and in the last phase, leaders are more 

focused on providing intellectual stimulation (Kezar & Eckel, 2008). Second, combine 

transformational leadership styles with other leadership styles, for example a combination with 

a democratic leadership style (Wilson, 2020), or with other leadership styles according to the 

context. 

 

Implication for Education in Covid 19 Pandemic Era 

In the era of the Covid 19 pandemic, many changes have occurred in the world of 

education. The work system changed from working in an office or school to working from home 

(Izzah, 2020). The main change is that the learning process is carried out online (Osman, 2020). 

The learning process takes place through various online media such as zoom meetings, google 

classroom, google meet, skype, and so on for the online learning. This change gave birth to 

many other changes related to the role of teachers, parents, facilities, financial consequences, 

increasing demands for mastery of technology, and so on.  

In this situation, all stakeholders need to be involved and committed to the 

transformation process (Sá & Serpa, 2020). The desired transformation process can run if the 

leader has the competence as an agent of change. A transformational leadership style is needed 

in crisis situations like today because: 

First, the psychological effects of Covid 19 are very negative for both educators, and 

education, parents and students. Many studies show that Covid 19 causes  an increase in mental 

disorders such as stress, depression, anxiety, sadness, loneliness (Mahapatra & Sharma, 2020; 

Amaral-Prado, Borghi, Mello, & Grassi-Kassisse, 2020; Wong & Alias, 2021; Alfawaz et al., 

2021; Wenjun et al., 2020; Lee, Ward, Chang, & Downing, 2020 ; Asiamah et al., 2021; Harris, 

2020). Emotional stress like this is experienced by both students and teachers. There are 

students who experience repressive behavior. Meanwhile the teacher said that: "they feel 

helpless in helping their students cope because they have not been able to process it themselves" 

(Green, 2021). The leader needed in this situation is someone who is able to provide motivation, 
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raise enthusiasm, give hope. The inspirational motivational dimension of a leader is needed in 

these circumstances.  

Second, the ability to motivate is not sufficiently shown in motivational words. A leader 

must be able to provide examples to stay calm in crisis situations. He has to be consistent. He 

says what he believes and lives or otherwise he lives what he says. subordinates see in him the 

consistency between words and actions. In this case, the idealized influence dimension of a 

leader needs to be demonstrated. 

Third, Covid 19 brings many challenges to innovation. The only learning policy raises 

many problems. Therefore, there needs to be various innovations, for example innovation on 

the right assessment model for online learning (Osman, 2020), skills education models that need 

to be honed through practicum activities, especially practicums that require social contact, for 

example clinical skills training in medical education (Chang et al., 2021); or education of 

children with disabilities. Students with neurodevelopmental disorders such as autism need 

occupational, speech, and behavioral therapy. This will only work if done regularly (Mahapatra 

& Sharma, 2020). More than that, it is also necessary to innovate the collaboration model 

between schools and parents.  

During the Covid 19 pandemic era, parental participation in children's education 

increased. This is certainly very encouraging. Parental participation in education as an 

important element of school-based management has increased. However, not a few parents also 

feel that they are not competent to assist their children in good learning due to limited 

supporting facilities and their limited education. Innovation is also needed to overcome 

disparities between teachers, parents and students in terms of online learning facilities. Some 

of them have adequate facilities such as computers, laptops, Android cellphones and internet 

networks. Meanwhile, there are people who are not supported by sufficient facilities to take part 

in online learning (Mahapatra & Sharma, 2020). In short, the Covid 19 crisis creates 

opportunities to create and innovate in the fields of technology and education. Innovation is 

needed to create effective learning, increase teacher competence in mastery of IT, and others. 

Therefore, a leader must be present to stimulate increased intelligence of subordinates and 

generate creativity. 

Fourth, the many difficulties caused by the Covid 19 pandemic drained the energy of 

leaders. They will definitely be helpless working alone. The spirit of leadership that is needed 

and must be improved during this crisis is shared / distributed leadership (Fahy, Murphy, Fu, 

& Nguyen, 2020). This is closely related to the fourth dimension of transformational leadership, 

namely individual consideration. A leader must be able to empower and delegate certain tasks 

to his subordinates. This is in line with what Haris said that the crisis demands a change in 

leadership style in education towards distributed, collaborative and networking practices 

(Harris, 2020). In order to increase the effectiveness of online learning, educators and education 

personnel need to be empowered to have intelligence (Chang et al., 2021); (Mahapatra & 

Sharma, 2020). By delegating and empowering a leader, it can maximize the performance of 

educators and education personnel so that the educational process can run effectively 

(Nurhayati & Sudarsyah, 2021). Empowerment is carried out to increase teacher capacity, for 

example through training activities. This in turn will have an effect on improving teacher 

performance (Savitri & Sudarsyah, 2021).  The most capacity to be improved is intelligence or 

the ability to master technology (Chang et al., 2021); (Mahapatra & Sharma, 2020). So all 

dimensions of transformational leadership are needed in carrying out educational leadership 

roles in the Covid 19 pandemic era. 
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Conclusion and Summary 

Characteristics of transformational leadership include idealized influence (charisma), 

inspirational motivation, individual consideration, and intellectual stimulation. 

Transformational leadership impacts on innovation, motivation, self-confidence, well-being, 

job satisfaction, performance, trust, institutional culture, practice of TQM and decision making. 

However, there are several obstacles in its application, such as transactional culture, 

centralization of education, cultural diversity, and others. Therefore, the implementation 

strategy can be carried out in stages and / or combining it with other leadership styles according 

to the context. 

The Covid 19 pandemic presents many challenges to the world of education. All 

stageholders are required to be committed to the transformation process. To lead this change 

requires a transformational leadership style. All dimensions of transformational leadership are 

needed in carrying out educational leadership roles in the Covid 19 pandemic era. 
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