al _‘.5,_..#3:3_,
0 e 1deas. 7

health

rofesswm

SR

o .&;\&}\ that

\R.ah:“e- &\,Q.S

\&33\\ ’

Leadership Defined "
i ders are tho
Guceessful NUEse Jeade o
red goals 1 nursing
excellent Gr¢ reducing infec-
-edures, of
g cost-saving proce

T m of a new policy-
ch broader con
h managers N€€
is focused spect
nal goals. Lead

who engage
reuit of 2

cept than 15
eed to be
fically on
leaders, manage! ; nrbip,
achievement of organizatio!
on the other hand:
r one person attempts 0 influence
individual or %S%\%. down,
Swmiusg\k.ﬁa&a of the
y for the goals

or sidezays in the -
reasom. It may be for \«am‘i\ goals 0
. may or may ot be congri-

of otbers, ui&«.&.ﬁ& .-
ent with ﬁ“a_n&aﬁ\ goall Leadership 15 mjl
ence (Hersey & Campbell 2004, p. 12)

velop three important

competencies: (1) diagnose: ability t0 understand
the siruation you want t0 influence, (2) adapt: make
close the gap between the current

siruation and what you arc hoping © achieve, and
o matter how much you diag-
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In order to lead, one must de:

changes that will

(3) communicate. N
nose or adape, if you cannot commun!
tively, you will probably not meet your goal (Hersey

& Campbell, 2004)

What Makes a Person a Leader?
Leadership Theories

There are many different ideas about how a
becomes a good leader. Despite years of rescarch on
this subject, no one idea has emerged as the clear

person
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have been identified as those of the nmma:.sua thay
leader (Pavitts 1999; Tappen, 2001): g

Trait Theories

At one time or another, you have E,ocnzv. Y
someone $3Y; “She’s a born leader.” Many FER&
that some people are natural leaders, whjle 2 e
are not. It is true that leadership mg, ther
more easily to some than to others, but ey, Comg
can be a leader, given the necessary r:oSNMMM

and skill.

An important 5-ycar study of 90 outstanggy
Jeaders by Warren Bennis published in 1984 iq %
fied four common traits. These traits holq n“._”_.

e

today:

1. Management of attention. These leaders
communicated a sense of goal direction thyy
arracted followers.

2. Management of meaning. These leaders Createg
and communicated meaning and purpose.

3. Management of trust. These leaders
demonstrated reliability and consistency.

4. Management of self. These leaders knew
themselves well and worked within their
strengths and weaknesses (Bennis, 1984).

Behavioral Theories
The behavioral theories focus on what the leader
does. One of the most influential behavioral theo-

ries is concerned with leadership style (White &

Lippitt, 1960) (Table 1-1).
The three styles are:

1. Autocratic leadership (also called directive,
controlling, or authoritarian). The autocratic
leader gives orders and makes decisions for the
group. For example, when a decision needs to

an autocratic leader says, “T've decided

be made,
we’re going to solve our

that this is the way

Amount of freedom

Amount m,‘ conkrol I,cw control

Decision mc By the leoder

Leader achvity level High

Assumption ol responsibility TKWQI

Oufput of the group High quanny, good {
Very efficient oy

Efficiency

Source Adopted from White, RK ., & (
York: Horper & Row

problem.” Although this is an efficient wa
run things, it squelches creativity and ma g
reduce team member motivation. .

2. Democratic leadership (also called
participative). Democratic leaders share
leadership. Important plans and decisions
made with the team (Chrispeels, 2004) 3
Although this appears to be a less nBD..n:n w.
to run :::mm.. it 15 more flexible and usually o
..:an.mnm motivation and creativity. In fact
._.=<o?5m team rsaﬂvnaw giving them .

permission to think, speak " bri
the best in them and :w»ramﬂﬂwhn”:”“:mm o
productive, not less (Wiseman & McKeown
MSQ. p-3). Wnnmm_.ozm may take longer to SLR
ut once made everyone su '
(Buchanan, 2011). y EpaiNcE

3. Laissez-faire leadership (also called permissiv,
or nondirective). The laissez-faire (“let moz._no“n
do”) leader does very little planning or mnsm.on
making and fails to encourage others to do it '
It is really a lack of leadership. For example. .
when a decision needs to be made, a Emmvouu
faire leader may postpone making the decision
or never make the decision at all. In most
instances, the laissez-faire leader leaves people
feeling confused and frustrated because there is
no goal, no guidance, and no direction. Some
mature, self-motivated individuals thrive under
laissez-faire leadership because they need little
direction. Most people, however, flounder under

this kind of leadership.

Pavitt summed up the differences among these
three styles: a democratic leader tries to move the
group toward its goals; an autocratic leader tries to
move the group toward the leader’s goals; and a
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Motivation Theories

The concept of motivation seems simple:

act ,8 get what we want but avoid sw.. " il
don nm ,.m::. to do. However, motivation mmam“__\_n “hun
‘ ! .
uo.mhn e ﬁ _SESQ.. The study of motivation as

us of cadership began in the 19205 wi

the historic Hawthorne studies. Several ; §m:
ments were conducted to see if increasin rw*n_xvn u.
later, improving other working noz&mmam :.“ ‘
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researchers concluded that the cﬂriao\m i.n
moE.‘& not in the conditions of the cﬁ&:.n:”
but in the attention given to the workers by the

experimenters.
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The key is to marry the readiness of the follower
with the tasks at hand. “Readiness is defined as the
extent to which a follower demonstrates the ability
and willingness to accomplish a specific task”
(Hersey & Campbell, 2004, p, 114). “The leader
needs to spell out the duties and responsibilities of

the individual and the group” AIQ‘mQ & Campbell,

2004).
Followers'readiness levels can range from unable,

unwilling, and insecure to able, willing, and confi-
dent. The leader’s behavior will focus on appropri-
ately fulfilling the followers’ needs, which are
identified by their readiness level and the task.
Leader behaviors will range from telling, guid-
ing, and directing to delegating, observing, and
monitoring.

Where did you fall in this model during your
first clinical rotation?> Compare this with where you
are now. In the beginning, the clinical instructor
gave you clear instructions, closely guiding and
directing you. Now, she or he is most likely delegat-
ing, observing, and monitoring. As you move into
your first nursing position, you may return to the
needing, guiding, and directing stage. But, you may
soon become a leader/instructor for new nursing
students, guiding and directing them.

Transformational Leadership

Although the situational theories were an improve-
ment over earlier theories, there was still something
missing. Meaning, inspiration, and vision were not
given enough attention (Tappen, 2001). These are
the distinguishing features of transformational
leadership.

The transformational theory of leadership
emphasizes that people need a sense of mission that
goes beyond good interpersonal relationships or an
appropriate reward for a job well done (Bass &
Avolio, 1993). This is especially true in nursing.
Caring for people, sick or well, is the goal of the
profession. Most people chose nursing in order to
do something for the good of humankind; this is
their vision. One responsibility of nursing leader-
ship is to help nurses see how their work helps
them achieve their vision.

Transformational leaders can communicate their
vision in a manner that is so meaningful and excit-
ing that it reduces negativity (Leach, 2005) and
inspires commitment in the people with whom
they work (Trofino, 1995). Dr. Martin Luther King
Jr. had a vision for America: “I have a dream that
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one day my children will be jud

of their character, not the no_o_« omnﬂﬂmnw,“_“r:m An -
by Blanchard & Miller, 2007, p. 1). A WREQMHM_&
shares his or her vision with his followers. You 22
do the same with your colleagues and team. If m:%
cessful, the goals of the leader and staff will “become
fused, creating unity, wholeness, and 2 collective
purpose” (Barker, 1992, p. 42). See Box 1-1 for an
example of a leader with visionary goals.

Moral Leadership

A series of highly publicized corporate scandals
redirected attention to the values and ethics that
underlie the practice of leadership as well as that of
patient care (Dantley, 2005). Moral _np&nari
involves deciding how one ought to remain honest,
fair, and socially responsible (Bjarnason & LaSala,
2011) under any circumstances. Caring about one’s
patients and the people who work for you as people
as well as employees (Spears & Lawrence, 2004) is
part of moral leadership. This can be a great chal-
lenge in times of limited financial resources.

Molly Benedict was a team leader on the acute geri-
atric unit (AGU) when a question of moral leader-
ship arose. Faced with large budget cuts in the
middle of the year and feeling a little desperate to
Sigure out how to run the AGU with fewer staff;
ber nurse manager suggested that reducing the time
that unlicensed assistive personnel (UAP) spent
ambulating patients would enable UAPs to care
Jor 15 patients, up from the current 10 per UAP
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: - R— Qualities of an Effective Leader

, If leadership is seen as the ability to influence, whyt
qualities must the leader possess in order to be able
o do that? Integrity, courage, positive attitude, inj-
tiative, energy, Optimism, perseverance, generosity
e g s balance, ability to handle stress, and self-awareness
. = . are some of the qualities of effective leaders in

0088

oo onf shey daiey G s g nursing (Fig. 1.1):

Axpms e Rovgaan L\
o N Mypase "0

® lntegrity. Integrity is expected of health-care
professionals. Patients, colleagues, and

Qualities
Porseverance

Integrity

Courage Balance
Initlative Abllity to
Enorgy handle stross
optimism Self-awarencss

Behaviors

Set goals, share
vislon
Develop self and
others

Think critically

Solve problems

Communlcate
skillfully

Figure 1.1 Keys to effective leadership.

employers all expeet nurses to be honest,
law-ubiding, and trustworthy, Adherence

1o both a code of personal ethics and a

code of professional ethics (Appendix 1,
American Nurses Association Code of Ethics
for Nurses) is expected of every nurse.
Would-be leaders who do not exhibit these
characteristics cannot expect them of their
followers. This is an essential component of
moral leadership.

Courage. Sometimes, being a leader means
taking some risks, In the story of Billie
Thomas, for example, Billie needed some
courage to speak to her nurse manager about a
problem she had observed.

Positive attitude. A positive attitude goes a
long way in making a good leader. In fact,
many outstanding leaders cite negative attitude
as the single most important reason for not
hiring someone (Maxwell, 1993, p. 98).
Sometimes a leader’s attitude is noticed by
followers more quickly than are the leader's
actions,

Initiative. Good ideas are not enough. To be a
leader, you must act on those good ideas. No
one will make you do this; this requires
initiative on your part.
Energy. Leadership requires energy. Both
leadership and followership are hard but
satisfying endeavors that require etfore. It
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casily. Instead, they persist, :.:::‘ :.u wcﬁ. R
efforts when others are tempted 1o :w __ o
This persistence often pays off. Rk

[ Oa:nz..:? Freely sharing your time, interest,
and assistance S:r. your colleagues is 4 trait of
a generous leader. Sharing credit for successes
and support when necded are other ways to be
a generous leader (Buchanan, 2013; Disch,
2013).

& Balance. In the effort to become the best
nurses they can be, some nurses may forget
that other aspects of life are equally important,
As important as patients and colleagues are,
family and friends are important, too,
Although school and work are meaningful
activities, cultural, social, recreational, and
spiritual activities also have meaning. You need
to find a balance between work and play.

u Ability to handle stress. There is some stress
in almost every job. Coping with stress in as
positive and healthy a manner as possible helps
to conserve energy and can be a model for

part of 1},

Winner or Whiner—Which Are You?
A winner says: 5

"We have a real challenge
here.”

!

“I'll give it my best * Do | have 102"

“That's greatl “Thal's nice, | quess

*We can do ill “That will never succeed
"Maybe .

“Yes!”

Source: Adapted from Holman, . (1995) Eleven lessons in self
leadership: Insights for personal and professional success
Lexinglon, Ky.. A lesson in leodership Book
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& Case, 2004)
u Solving problems. Patient problems,
paperwork problems, staff problems: these and

/nm.

thers occur frequently and need to be
The effective leader helps people identify
problems and work through the problem-

process to find a reasonable solution,
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information with ich other. The leader,
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communication remain open and thy,
people use .::.5, ,

Providing \:.\\\:: 7 —A.,‘E‘f‘v:n needs some
information about the c.z..n:,.c:nz of they
performance. _u?.;:c:q. feedback, both
positive and negative, is needed so people
can continually improve their performap,
Some nurse leaders find it difficult o gie
negative feedback because they fear thy
they will upset the other person. How else
can the person know where improvemen
needed® Negative feedback can be givenin
a2 manner that is neither hurtful nor
resented by the individual receiving it, In
fact, it is often appreciated. Other nurse
leaders, however, fail to give positive
feedback, assuming that coworkers will
know when they are doing a good job. Ths
is also a mistake because everyone
appreciates positive feedback. In fact, for
some people, it is the most important
reward they get from their jobs.

~

(=)

u  Communicating a vision for the future. T},
. C

cffective leader has a vision for the future
Communicating this vision to the group and
involving everyone in working toward th 1t
ision generate the inspiration that keeps

people going when things become difficult,
Even better, involving people in creating the
vision is not only more satisfying for
employees but also has the potential to
produce the most creative and innovative
outcomes (Kerfott, 2000). It is this vision that
helps make work meaningful.

s Developing oneself and others. Learning

does not end upon leaving school. In facr,
fﬁelc:mc; nurses say that school is just the
beginning, that school only prepares you to
continue learning throughout your career. As
new ,:_L better ways to care for ?::.:7. are
developed, it is your responsibility as a
professional to critically analyze them and
decide whether they would be better for your
patients than current ones, Effective leaders not
only continue to learn but also encourage others
to do the same. Sometimes, leaders function as
teachers. At other times, their role is primarily
to encourage others to seek more r::s._ngnn.v.

Anderson, Manno, O’Connor, and Gallagher (2010)
invited five nurse managers from Penn v:unrv.?._.::
Medical Center who had received top ratings in
leadership from their staff to participate in a focus
group on successful leadership. They reported that
visibility, communication, and the values of respect
and empathy were the key elements of successful
leadership. The authors quoted participants to
illustrate each of these elements (p. 186):

Visibility: “I try to come in on the off shifts even
for an hour or two just to have them see you.”

Communication: “Candid feedback” “A lot of
rounding.” (Note: this could also be
visibility.)

Respect and Empathy: “Do I expect you to
take seven patients? No, because I wouldn't
be able to do it.” (punctuation adjusted).

These three key clements draw on components
from several leadership qualities and behaviors:
skillful communication, respecting and valuing the
individual, and energy. Visibility is not as pro-
minent in many of the leadership theories but
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Imagine working on a patier care there
all staff members, from :mﬂ. ::H ”ﬁ._uwn”_”q .,,,,r”_ﬂr.
assistant nurse manager, :._:_s,n_., take _..: ».x:,p,
tasks without being asked (Spreitzer & Quinn
2001), come back carly from coffee breaks if ::.,M
are needed, complete their r.r.:::n:: time, EES_.."
ways to improve patient care, and are proud of the
high-quality care they provide. Wouldn' it be won-
derful to be a part of that team?

Becoming a Better Follower

T'here are a number of things you can do to become
a better follower:

® If you discover a problem, inform your team
leader or manager right away. )

= Even better, include a suggestion for solving
the problem in your report.

= Freely invest your interest and energy in your
work.

® Be supportive of new ideas and new directions
suggested by others.

® When you disagree, explain why.

s Listen carefully and reflect on what your leader
or manager says.

= Continue to learn as much as you can about

your specialty are:
8 Share what you learn.




