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Abstract

The purpose of this article is twofold: First, to redefine the nature of transformational and transactional leadership in organizational situations in relation to the demands and the magnitude of change based on a case study of large-scale institutional restructuring at the University of Minnesota, an American public, research university. Second, to lend some linguistic evidence to the nature of transformational and transactional leaders by using computerized content analysis results of inauguration speech texts of two university presidents who are most identified with the change efforts at the University of Minnesota. Computer content analysis results indicate that linguistic style and thought patterns of two presidents lend support to general discussions in the literature that transformational leaders are normative and transactional leaders are pragmatic in their leadership style. Moreover, the two presidents’ leadership styles were found consistent with the stages of organizational change at the University. 
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Everyday we witness the breakdown of classical/traditional organizational forms, the ones we have been using since the industrial revolution. As Toffler observed, traditional "cubby-hole" organizational structure is giving way to "flex organization" (Toffler, 1991). For long, organization studies have focused more on structure and strategy. We now recognize that the most valuable resource for any organization is its human resource. That is, competition in the work place is being replaced with team work and cooperation. It has been increasingly accepted that the most effective form of organization is the one that enhances the creative potential of organizational members (Novelli and Taylor, 1993; Toffler, 1991; Naisbitt and Aburdane, 1985; Peters, 1987; Peters and Waterman, 1982).


These deep transformations reassure the importance of leadership in organizations. Simply stated, those organizations that would renew themselves will survive and prosper whereas the ones which hold tightly on the traditional ways of thinking and of doing things will be the casualties of this deep shift. As a number of emerging conditions force organizations to renew themselves,  we also need to change our traditional ways of thinking on organizations. No doubt, leadership has an important role in creating and maintaining this transformation.


Although being one of the most studied concepts in management, psychology, sociology, political science, public administration, and educational administration, by an large, there is no integrated understanding of leadership. In a sense, it lacks "...broad theories that integrate findings from different approaches" (Yukl, 1989, p. 253). 


Traditionally, we have tended to view leadership as an inherited genetic substance from the birth. When the leadership concept is isolated from the social/environmental context in which it functions, this legitimizes the kinds of approaches that deal with individual traits or behaviors that make an individual a leader. The implicit assumption behind this perspective is the one that sees leadership as a capacity. Some saw the origin of this built-in capacity as a set of inherited characteristics from the birth. Some others, on the other hand, approached the origin of this capacity from a behaviorist theme, and argued that through a careful study of individual and behavioral qualities of effective leaders, we could raise effective leaders through the processes of training and behavioral modification strategies. 


This line of inquiry in leadership studies has long been practiced under different labels such as leadership in relation to interaction patterns or role relationships with the followers, leadership in relation to the follower or the follower perceptions. With the advancement of more recent approaches to leadership such as transformation, culture and symbolic perspectives, we now tend to view leadership as a culture creation process or a process of symbolic interaction to create better functioning organizations. This busy engagement of reframing leadership in light of emerging concepts is still weak on relating the leadership concept to the question of change in organizations. 


For example, such questions have never been carefully dealt with in the leadership studies: How are change and leadership interconnected in organizations? Is transformational leadership an always effective style of leadership? When do the organizations most demand transformational leadership? What are the organizational conditions that may call for a transactional style? What are the fundamental differences between transformational and transactional leaders in terms of their cognitive style? 


In order to answer these questions, following we will present organizational change  efforts at a large, public American university, the University of Minnesota, just to draw the readers’ attention to the larger context of a major institutional change where the leadership of two presidents played a pivotal role, then we will focus on the leadership styles of these two presidents by using computerized content analysis results of their inauguration speech texts.

Strategic Reorientation at a Large, Public University

The University of Minnesota, one of the America’s largest state universities attracted a great deal of publicity owing to its highly successful, somewhat controversial institutional change efforts started in the mid-1980s under the leadership of President Ken Keller. The plan named “Commitment to Focus” was announced in the early months of 1985, and received wide support from inside and outside of the university. In one of our earlier publications published in the Journal of Higher Education (Simsek and Louis, 1994), we singly investigated this change effort at the University of Minnesota by using a discountinuous organizational change model, what we called “the model of organizational change as paradigm shift.” Basic tenets of the model was derived from Kuhn’s paradigm and paradigm shift concepts (Kuhn, 1970). At the heart of the model, there lies a constructivist/interpretive understanding of social organizations. Simply stated, organizations are enacted realities (what we called “paradigms”). For a certain period of time, a particular organizational paradigm (a socially enacted reality which primarily created through the collaborative efforts of the community members) dominates patterns of leadership, organizational strategies, administrative norms and rules, and acceptable performance. 


Organizational change, on the other hand, is the process of longer periods of evolutionary change or normalcy interrupted by short revolutionary intervals where a transformation or shift from one paradigm to another is the case. 


We applied this model to the analysis of the institutional strategic reorientation process of the University of Minnesota initiated by Ken Keller. As a result of the data we collected through interviews with the University of Minnesota faculty during the summer of 1992, we found a good match between the model and the basic steps and characteristics of the organizational change at the University of Minnesota (for more information, please see Simsek and Louis, 1994, pp. 670-695). Shortly stated, as our findings indicated, the University of Minnesota was found to be right in the middle of a process of shift from an “entrepreneurial populist” institutional paradigm to a “managed populism,” a discontinuous, transformational change.


President Ken Keller’s 1985 Commitment to Focus Plan was found to be the cause of this dramatic change. The plan moved ahead quite smoothly to the surprise of many internal and external observers of the University contrary to findings of many studies in the literature that radical change at a large, public university within a relatively short period of time is not that common (Simsek and Louis, 1994, p. 686). However, three years after the plan was initiated, a turnover in the university leadership was just around the corner: 

“(Keller) resigned in March 1988 as a result of a public controversy regarding the financial management of the university. The new president, Nils Hasselmo, was recruited in 1989 from an administrative position at the University of Arizona. During his previous tenure at the University of Minnesota, he had served on many committees related to the initial phases of the strategic planning process. In his inauguration address, he demonstrated his strong support for the fundamental spirit of Commitment to Focus. However, the paln eas renamed “Access to Excellence” in order to overcome some public charges that the original plan was elitist, and the educational improvement emphasis was shifted from graduate to undergraduate education” (Simsek and Louis, 1994, p. 678). 


Among many other university-related documents and written materials we investigated for our research, we found that the most interesting ones were the two presidents’ inauguration addresses to the university community with their potential value for leadership studies. By using an optical scanner, we verbatim transcribed the inauguration addresses of the two presidents into a computer file, then ran a computer-content analysis. Computer-content analysis results were highly interesting when put into the larger context of a large-scale organizational transformation at the University of Minnesota. The results are particularly illuminating the leadership research by recognizing the fact that such data are very scarce in the literature of transformational and transactional leadership. Computer-content analysis results will be presented after the following section on the introduction of the software package that was used in the analysis of the two inauguration speech texts.

Methodology: Data Sources and Analysis of Data

Software: The Minnesota Contextual Content Analysis (MCCA)


In this study, the computer content analysis package called The Minnesota Contextual Content Analysis (MCCA, v.8.3) was used. The software was developed by Professor Don McTavish, a sociology professor at the University of Minnesota.


MCCA analyzes a text on the basis of two types of scores: Idea-emphasis scores (E-scores) referred as “Category” in Figure 1 and contextual scores (C-scores) referred as “Context” in Figure 1. In scoring the text in terms of idea-emphases, the program uses 116 mutually exclusive concept categories (e.g. implication, competence, future, past, being, object, feeling, etc.). Under each concept category, there are certain number of words as best identifying that category (e.g. future: when, would, after, continuous, end, finally, later, etc.). E-scores are important because they stress or single out the most emphasized idea categories making the comparison available among a number of texts.

Table 1: Illustrative conceptual categories and words more likely to be found in each of the four context categories (Source: McTavish and Pirro, 1990, p. 251)

	Context
	Category
	Typical words or phrase

	Traditional
	Guide

Structural Roles

Prohibit

Ideals
	should, ought, guard

mighty, military 

restrict, watch

stability, honesty

	Practical
	Activity

Merchandise

Strive

Organization
	walk, buy, sell

product, spend

maintenance, development

management, office, factory, retail, 

	Emotional
	Happy

Pleasure

Expression Arena

Self-other
	friendly, wonderful

gladness, refreshment

museum, music

respond, wish

	Analytical
	Differentiate

Relevant

Similarity

Scholarly Nouns
	analysis, analytic

solution, signify

alike, comparison

library, university, science



On the other hand, C-scores measures the context of a text on the basis of four context categories: traditional, practical, emotional, analytical. Traditional category shows the degree of  standards, rules and codes used (normative). Practical context measures the degree of emphasis on behavior that is directed toward the rational achievement of goals (pragmatic). Emotional context, on the other hand, indicates the degree of emotions expressed in terms of individual involvement, personal concern and comfort (affective). Lastly, analytical category measures the degree of objectivity and intellectual perspective embedded in the text. The higher the positive score a contextual dimension has, the more a text is focused on that particular dimension.  By this way, MCCA is able to measure the differences, for example, "between a more 'traditional' concern for breach of norms and appropriate sanctions in a religious discussion, and a more 'practical' concern for failure to successfully achieve goals and consequences in a business discussion" (McTavish and Pirro, 1990, pp. 251, 246-7).


On the other hand, E-scores and C-scores are not independent. That is, certain E-score categories are closely linked to certain C-score clusters. According to McTavish and Pirro (1990, p. 246), all words in text are divided into a number of idea categories (116 for MCCA) guided by a conceptual dictionary. Then, “the contextual-conceptual dictionary MCCA uses is oriented toward more frequently used words whose meanings are organized into large number of categories” (McTavish and Pirro, 1990, p. 246). Each C-score cluster or “Context” (traditional, practical, emotional, analytical) “is an experimental, empirically-derived profile of relative emphasis on each idea category (E-scores or “Categories”). See Table 1 for an illustrative linking between C-scores and E-scores.


McTavish and Pirro report that MCCA was used in quite different research settings which allowed predictive validity checks. For example, in a study which compared open-ended cobversation by husbands and wives about their relationships, resulted in accurate classification of couples both in behavioral terms (seeking divorce, seeking outside help, or coping) and as compared with independent judgements made by clinicians with access to the couples (McDonald and Weidetke, 1979 reported in McTavish and Pirro, 1990, p. 260). In another study, open-ended responses to a series of proposed new financial services to be offered by a bank were content analyzed by MCCA, and analysis results were able to accurately predict the success or failure of the actually offered services (Pirro, 1981 reported in McTavish and Pirro, 1990, p. 260). Still in another study, interviews were held with sixteen prison ex-inmates about their prison experience. The content analytic assessment indicated an accurate post-diction of general type of crime, escape record and recorded recidivism over the twenty years prior to the interview (Felt and McTavish, 1983 reported in McTavish and Pirro, 1990, p. 260).

Documents Analyzed


For the purposes of this study, two types of documents were analyzed: The inaugural speeches of Ken Keller who initiated the Commitment to Focus orientation, and, of his successor, Nils Hasselmo, who has followed the strategic course designed by Ken Keller. Both speeches were delivered to a group of audience involving the Governor of the State of Minnesota, members of the university’s board of trustees (Regents), representatives of students, faculty, civil service staff, and university alumni. Ken Keller made his speech in January of 1985 whereas Nils Hasselmo delivered his speech in October 1989 at the University of Minnesota’s Twin Cities campus.


For the purposes of this research, printed (hard) copies of speech texts were received from the university administration office. They were transferred into ASCI file format by using an optical scanner. Speech texts ranged between 15 to 18 double-spaced pages with a range of about 3,400 to 4,000 words, the former belonging to Ken Keller. Both text files were then uploaded to University’s mainframe computer where the MCCA program was available for analysis.


In modern university administration, formal speech texts of top university administrators may sometimes be written and organized by professionals such as public relations staff. In the case of both speeches by Keller and Hasselmo, there is no way of ensuring that the speech texts were written by themselves. We think, this should not create a serious difficulty for this research’s main purpose because a text may be written by a public relations staff, but f the same text is delivered by a president, then the ideas organized in the text should get the endorsement of the presenter. So, ideas and opinions expressed in both speech texts analyzed for this research must reflect the two presidents’ thinking on the university and its future.

Results of Computer Content Analysis


B. Contextual Analysis of Inaugural Addresses 


B1. C-Scores

In this comparison,  the focus was on contextual differences between the two texts. The difference scores will show us the two leaders' style and priorities. In turn, it is highly probable that we will find important information about the change efforts with which these two men are most identified. Contextual scores for two inaugural speeches are shown in Table 2.

Table 2: C-scores for two inaugural speech texts

	
	Context
	
	
	

	
	Traditional
	Practical
	Emotional
	Analytical

	Speech Text
	
	
	
	

	K. Keller
	1.92
	1.92
	-25.00
	21.17

	N. Hasselmo
	.21
	3.94
	-25.00
	20.85


Two texts are almost identical in their emotional and analytical scores. As was discussed earlier, emotional scores indicate a subjective or personal orientation in a text. Analytical scores, on the other hand, shows an intellectual or objective orientation in any text. In these two categories, the two texts are identical. Both speeches were delivered to an academic audience by two academicians. Similarly, the two texts scored same in the emotional category. Both texts are emotionally detached, that is their content and the language used are neither subjective nor personal. Both texts scored lowest in the emotional category which explains the "expressions of emotions (both positive and negative), and maximizing individual involvement, personal concern and comfort" (McTavish and Pirro, 1990, p. 251).


On the other hand, the real contextual differences between the two texts are evident in the remaining two categories: the traditional and the practical. The Keller speech text scored equal in the traditional and the practical categories (1.92 each). Whereas, the Hasselmo text shows a bias in favor of the practical category (the traditional score is .21 compared to the practical score of 3.94). What does this tell us about the style and priorities of these two leaders?


As you remember the earlier discussion on the MCCA's categories, the traditional context shows that "a normative perspective on the social situation predominate and the situation is defined in terms of standards, rules and codes which guide social behavior" (McTavish and Pirro, 1984, p. 251: emphases added). However, the practical context measures the degree of a pragmatic perspective in which the behavior is directed toward the rational achievement of (often predetermined) goals.


By considering the fact that Keller's Commitment to Focus plan created a major change at the University of Minnesota, his speech was high on the traditional category compared to the Hasselmo text. This may be an indicator of a unique style of a transformational leader whose job is to create a new vision, world view or reality by setting new standards, rules, codes and norms that frame the appropriate social behavior in organizations. 


From the data, it is evident that transformational leaders are normative leaders in the sense that they break old norms and set new norms for their organizations. This finding lends strong support to the commonly accepted role of transformational leaders in the literature, that is "transformational leaders create a new and compelling vision" (Bennis and Nanus, 1985, p. 140), "effective leadership involves setting directions and providing vision" (Krantz, 1990), transformational leaders "develop a vision and mobilizes the organization achieving that new vision" (Morgan, 1989; Joiner, 1987), "transformational leaders focus on building and strengthening organizational norms and attitudes...as well as the establishment of common meaning systems" (Mitchell and Tucker, 1992), and, "[transformational] type of leadership offers a vision of what could be, and, gives a sense of purpose and meaning to those who would share that vision" (Roberts, 1985). In articulating a new vision and a new future orientation, transformational leaders usually break up the old norms, attitudes, beliefs and social realities in setting up a new way of seeing and doing things. This is markedly a normative process of reality construction in social systems.  


Conversely, Hasselmo's speech scored high on the practical context (3.94 compared to Keller's score of 1.92). By scoring high on the pragmatic category, his approach was very much concerned about things to be done, goals to be achieved, actions to be taken. When he took office, Hasselmo expressed his firm commitment to protect the main spirit of the Commitment to Focus plan. That is, he promised keeping the course designed by Keller. The norms and the rules of the game were already set for him to follow. His speech very much dealt with practical issues rather than ideological or normative concerns. Thus, from the linguistic analysis of these two speech texts, Hasselmo's style is more aligned with a transactional or pragmatic leader. 

Our data indicate that the transformational leader's task is normative, ideological and constructive whereas the transactional leader's task is pragmatic, practical or maintenance.

B2. E-Scores

Some E-score findings are presented in Table 3. "Idea-emphasis scores or E-scores permit an investigator to examine the over- and under-emphasis on idea categories relative to the norm of expected category usage. Broader concepts and themes in a text can be identified from scores for sets of related categories" (McTavish and Pirro, 1990, p. 246). Out of 116 E-score categories, we have chosen MCCA's ten E-score results that contain the sharpest differences between the two speech texts. First, let's take the "bad" and "good" categories (Table 3). The scores show a rather different styles of the two presidents: Keller emphasized things that are both appropriate and not appropriate by scoring similar in two categories. When put into context, transformational or normative leader provides a vision or a new reality through which organizations learn new things and unlearn customary habits, traditions and practices. In so doing, a normative leader articulates both the "good news" ahead as well as the perils of being locked in an obsolete way of doing things. However, Hasselmo's style emphasized the things that are appropriate or "good." A transactional or pragmatic leader's focus may just be on the things that are desirable and achievable.  


The second group involves the categories that have closer idea contents. These are the categories of "obligation," "sanction," and "submit." In all these categories, the Keller text has much higher scores than the Hasselmo text. As discussed above, these are the categories that are linked to the "normative" (or traditional) context. Keller was very much busy with speaking about ideology, norm, belief, tradition, rules, etc. 


If you look at the scores for the "implication" and the "we" categories, for example, Keller was emphasizing "community" more than anything else, and, his approach was more abstract (normative) with full of implications compared with Hasselmo's concrete and direct style. 

Table 3: Selected E-scores for two speech texts

	
	E-score categories
	
	
	

	
	Bad
	Good
	Obligation
	Sanction
	Submit

	Speech Text
	
	
	
	
	

	K. Keller
	2.91
	2.77
	4.99
	24.05
	6.61

	N. Hasselmo
	-2.85
	8.33
	2.60
	7.98
	2.93


Table 3: Selected E-scores for two speech texts (cont.)
	
	E-score categories
	
	
	

	
	Implication
	We
	About changing
	Or-but-and
	Indefinite future

	Speech Text
	
	
	
	
	

	K. Keller
	1.91
	.57
	11.23
	6.91
	-.57

	N. Hasselmo
	-4.04
	6.35
	4.51
	3.83
	-3.83


The issues Hasselmo had faced with his appointment to the presidency were very much practical since he was not interested in changing the course set by Keller. His problems were not "normative" but "practical." On the other hand, Keller had to be both a theoretician and a practitioner. 


This point comes up once more in the "about changing" category that deals with issues of change (or more appropriately, transformation). The Keller text had the score of 11.23 compared to the Hasselmo text's score of 4.51. This lends one more proof to the task of transformational leaders, as Burns (1978) defined, the task of fundamental change.


One of the most interesting findings of this study is the one that shows a high degree of uncertainty in both texts where uncertainty is much higher in the Keller text in the categories of "or-but-and," and "indefinite future." The future was more definite for Hasselmo than Keller, for the former the rules and the norms were already set to be followed, but for the latter they were still waiting for the test of reality. Transformational leaders deal with change in an ambiguous world as succintly defined by Kanter as follows:

"The art and architecture of change works through a different medium than the management of the ongoing, routinized side of an organization's affairs. Most of the rational, analytical tools measure what already is (or make forecasts as a logical extrapolation from data on what is). But change efforts have to mobilize people around what is not yet known, not yet experienced. They require a leap of imagination that cannot be replaced by reference to all the "architect's sketches," "planner's blueprints" or examples of similar buildings that can be mustered. They require a leap of faith that cannot be eliminated by presentation of all the forecasts, figures, and advance guarantees that can be accumulated" (Kanter, 1983, p. 304: italics original).


One of the most significant implications that can be drawn from the findings of both E- and C-score results is that discontinuous change comes along with a leader who is both a "norm breaker and norm setter," evolutionary period moves through a leader who is most effective managing the affairs within a clearly defined, known and experienced social reality. By the same token, transformative leader does most likely face with high uncertainty than the transactional leader. 

Computer-content analysis of the inaugural texts of these two leaders (Keller and Hasselmo) revealed that change leaders are more normative in approaching the issues because their agendas deal more with construction of a new reality for their organizations and community.

Discussion and Conclusions


We are aware that a single case study cannot prove or disprove the enduring value of a theoretical framework and research strategy for the study of transformational and transactional leadership in organizational situations. However, the perspective presented in this article suggests that transformational and transactional leadership literature needs to be scrutinized on a possible connection between the style of leadership and the nature of change in organizations as well as finding non-traditional ways of doing research on the same topic such as computer-based textual analysis as presented in this article. We draw three tentative conclusions from our study: 


There is a strong association between the mode of institutional change and the style of leadership: Incremental and adaptive mode of change require maintenance or transactional leadership skills, whereas dramatic and discontinuous organizational change demand transformational leadership skills. As proposed by various authors (Land and Jarman, 1992; Simsek, 1992; Simsek and Louis, 1994, Simsek and Heydinger, 1993; Miller and Friesen, 1984; Levy, 1986; Tushman and Romanelli,1985; Goldstein, 1988), organizational change involves two entirely different phases: evolutionary and revolutionary. The evolutionary phase is characterized by relative stability and adaptation. Usually there is a well established pattern of thought, perception and picture of reality as well as a set of trýed and proved organizational strategies. All these reduces ambiguity and uncertainty. Under these circumstances, transactional or managerial skills of leaders fit well to the leadership demands of the organization, that is the qualities of maintenance (Bass, 1985; Bass et.al (1987) or "doing the things right" (Bennis and Nanus, 1985, p. 21). As you would remember the data we have presented, “uncertainity” was found lower in the Hasselmo text.


However, excesses in a number of strategic behaviors (Miller and Friesen, 1980, 1982), changes in the environment, and misfit between the organization and the environment create anomalies that force the dominant paradigm into crisis. The crisis period breaks down the established order in organizations. The boundaries between the organization and the environment become permissive and a great deal of information flows in and out. The organization as system stabilizes in a far-from-equilibrium state (Goldstein, 1988, pp. 20-22).


The crisis or far-from-equilibrium is a dynamic state. It is a necessary condition for change. "Although crises and surprises are anathema to managers trying to keep organizations stable, they seem to be essential to the creation of change" (Hurst, 1986, p. 24).


Although it presents a serious threat for organizational survival, crisis provides an enormous opportunity as well:

"When ambiguity [crisis] is present, people who can resolve it gain power. The values of these powerful people often affect what the organization becomes. When ambiguity increases, the person best able to resolve it gains power, as does that person's vision of the world [paradigm reality] and the organization. Ambiguity [crisis] thus becomes the occasion when ideology may be shuffled. An organization may 'reset' itself whenever there is an important, enduring ambiguity that is resolved by someone whose actions have surplus meaning. Those actions may implant a more pervasive set of values.


When new values are introduced into the organization, a new set of relevancies and competencies are created that can provide a badly needed source of innovation. An organization can learn new things about itself and about its environment when ambiguity is present..." (Weick, 1985, p. 125).

Weick's argument lends further support to our findings on the relationships of large-scale institutional transformation at the University of Minnesota (as reported in Simsek and Louis, 1994) and the transformational leadership style of Ken Keller as evidenced by our computer content analysis results of his inauguration speech compared with Nils Hasselmo’s style.


Transformational leaders are both norm-breakers and norm-setters, whereas the transactional leaders are good practitioners and developers within the already set norms. Transformational leaders focus on building and strengthening new organizational norms and attitudes. They mainly engage in the creation and the establishment of new common meaning systems (Mitchell and Tucker, 1992). This type of leadership makes major changes in the mission, structure and human resources management of the organization. They suggest fundamental changes in the organization's political and cultural systems (Morgan, 1989). 


Further, the interpretive organization theory states the following:

"...the world is, essentially, an ambiguous realm of experience that is made concrete by the people who interpret it, and who act on the basis of these interpretations. People's interpretations construct reality and, through subsequent actions based on those interpretations , actually shape future realities. Realities are not given; they are made! (Morgan, 1989, pp. 91-92)


From the analysis results presented earlier, it was clear that a transformational leader is highly normative in cognitive style. By this, they become the most important catalyst in the construction of a new man-made or enacted reality for the members of their organization. In this sense, transformational leaders are norm-setters. On the other hand, transformational leaders are norm-breakers as well. Drastic institutional change or transformation becomes an opportunity for organizations to learn new things. By being a catalyst in the creation of a new enacted reality during this transformation, transformational leaders also teach their organizations to unlearn habitual, traditional and customary ways of doing and seeing things.


By contrast, transactional leadership "maintains the organization but is incapable of generating significant change" (Leithwood et.al, 1993). Under existing organizational culture, the concerns of transactional leaders are the things to be carried out and the goals to be attained. Simply stated, "managers [transactional leaders] are people who do things right and [transformational] leaders are people who do the right thing" (Bennis and Nanus, 1985, p. 21). In our analysis of inauguration speeches of two influential university leaders, we found Hasselmo’s leadership style markedly pragmatic and transactional.


Transformational leaders deal with an ambiguous and uncertain world, whereas the tasks of transactional leaders are eased by the boundary set by the transformational leader. One of the most significant findings of this study presented earlier was that we found a high degree of uncertainty in the inauguration speech of the president who instilled a new vision for the University of Minnesota in the mid 1980s. As well stated in the leadership literature, the fundamental task of the transformational leaders is future oriented. Richard Nixon argued that "the manager thinks of today and tomorrow. The leader must think of the day after tomorrow. A manager represents a process. The leader represents a direction of history" (Nixon, 1982: reported in Joiner, 1987, pp. 160-161). The desired future direction of history, what we call the "vision" thing, is essentially an ambiguous and uncertain endeavour. It is taking risks, gambling with the extraordinary, the unusual, and the new. In this sense, transformational leaders function in a extremely chaotic environment. And, this vague, ambiguous and uncertain world is reflected in their cognitive scheme as our findings indicated in the Keller text.


Transactional leaders, on the other hand, best function during the period of equilibrium or evolution where there are clear-cut and commonly agreed norms and rules to run the organization. Change is incremental and adaptive, and the level of ambiguity and uncertainty is low. This may explain why transactional leaders engage more in pragmatic orientation. While transformational leaders initiate new organizational culture, transactional leaders accept it as it is (Bensimon, et.al. 1989). They maintain the organization by getting the daily routines done. They explain the role and task requirements for their employees and provide contingent reinforcement to influence their performance, to attain desired outcomes (Bass, 1985; Bass, 1990). Clearly, this is a less ambiguous and uncertain task compared to the task of transformational leader.


In this paper, we have utilized a non-traditional method -data source and analysis- (qualitative data and computerized content analysis) in studying transformational and transactional leadership in the context of a discontinuos institutional restructuring in a large, American public university. Our findings indicate that there appears to be a strong association between the linguistic style of two leaders and the phases of organizational evolution in which these leaders emerged, that is the nature of change and the style of leadership are strongly interconnected in organizations. As some argue in the leadership literature, transformational leadership is not always an effective style of leadership under all organizational conditions. If the organizational conditions call for a sense of substantial change and a new vision that are strongly associated with a need for transformation or discontinuous shift, transactional leadership will prove ineffective under these conditions or vice versa. 
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