                        Lecture 3                   Management and Leadership                     Fourth Stage	

Leadership and Leadership Theory in Nursing

At the end of this chapter, the student should be able to:
1.Define Concepts. 
2.Discuss the characteristic of nurse leader. . 
3.Describe the activities of nurse leader. 
4.Discuss the four categories of leadership theories. 
5.Compare between the types of leadership styles.
6.Describe the factors that affecting leadership











Leadership is the art of motivating a group of people to act towards achieving a common goal.
leader is "a person who influences a group of people towards the achievement of a goal" 
A mnemonic for this definition would be 3P's - Person, People and Purpose as illustrated by the following diagram.
[image: Definition of a Leader]
Leadership Theories
There are many theories of Leadership, nurses can familiarize with the most common and adapt the most suitable for dealing with different situations. 
1. GREAT MAN THEORY
· Just by reading the name of this theory, Great Man, one can imagine that it is not widely accepted today. 
· Yet this was precisely how the world thought of leaders for many years. This theory assumed that all leaders were men and all were great (i.e., of the noble class). 
· Thus, those who assumed leadership roles were determined by their genetic and social inheritance. 
· It was not conceivable that those from the “working class” could be leaders, that leadership could be learned, or that women could be leaders.
2. Charismatic Theory
· People may be leaders because they are charismatic, but relatively little is known about this intangible characteristic. What constitutes charisma? 
· Most agree that it is an inspirational quality possessed by some people that makes others feel better in their presence. 
· The charismatic leader inspires others by obtaining emotional commitment from followers and by arousing strong feelings of motivation. 
· Under charismatic leadership, one may overcome obstacles not thought possible. 
3. TRAIT THEORIES 
· During the early part of the 20th century, several researchers studied the behaviors and traits of individuals thought to be effective leaders. 
· Studies revealed that these leaders possessed multiple characteristics. 
· Although there were commonalities among them (e.g., they tended to be taller, be more articulate, or exude self-confidence), there was no standard list that fit everyone or that could be used to predict or identify who was or could be an effective leader.


4. SITUATIONAL OR CONTINGENCY THEORIES 
· These theories embodied the idea that the right thing to do depended on the situation the leader was facing. 
· The most well-known and used situational theory involves assessing the nature of the task and the follower’s motivation or readiness to learn and using that to determine the particular style the leader should use. 
· Despite widespread discussion and use of this theory, however, little research exists to support its validity. 
5. TRANSFORMATIONAL THEORY 
· Burns asserted that the true nature of leadership is not the ability to motivate people to A new way of thinking about leadership emerged in the mid-1970s when James McGregor work hard for their pay but the ability to transform followers to become more self-directed in all they do. 
· Transformational leaders, therefore, “look for potential motives in followers, seek to satisfy higher needs, and engage the full person of the follower. 
· The result is a relationship of mutual stimulation and elevation that converts followers into leaders and may convert leaders into moral agents” (Burns, 1978). Barker (1990) asserted that transformational leaders need to have a heightened self-awareness and a plan for self-development. This positive self-regard satisfies the leader’s self-esteem needs and tends to result in “self-confidence, worth, strength, capability, adequacy, and being useful and necessary” (Barker, 1990).



Path-Goal Theory
Robert J. House derived the path-goal theory from the expectancy theory. 
· The expectancy theory argues that people act as they do because they expect their behavior to produce satisfactory results. 
· In the path-goal relationship, the leader facilitates task accomplishment by minimizing obstructions to the goals and by rewarding followers for completing their tasks. 
· The leader helps staff associates assess needs, explores alternatives, helps associates make the most beneficial decisions, rewards personnel for task achievement, and provides additional opportunities for satisfying goal accomplishment. 
Integrative Leadership Model
· From a review of leadership theories, obviously there is no one best leadership style. Leaders are rarely totally people or task oriented. Leader, followers, situation- all influence leadership effectiveness. 
· Consequently, an integration of leadership theories seems appropriate. Leaders need to be aware of their own behavior and influence on others, individual differences of followers, group characteristics, motivation, task structures, environmental factors, and situational variables, and adjust their leadership style accordingly. Leadership behavior needs to be adaptive. 
· Researchers were identified several tasks that leaders perform. Those tasks are as follows: 
· Envisioning goals—pointing the group in a new direction or asserting a vision.
· Affirming values—reminding the group members of the norms and expectations they share.
· Motivating—promoting positive attitudes. 
· Managing—keeping the system functioning and the group moving toward realizing the vision. 
· Achieving a workable unity—managing the conflict that inevitably accompanies change and growth. 
· Explaining—teaching followers and helping them understand why they are being asked to do certain things. 
· Serving as a symbol—acting in ways that convey the values of the group and its goals. 
· Representing the group—speaking on behalf of the group. 
· Renewing—bringing members of the group to new levels. These tasks provide specific guidelines for people interested in increasing their leadership ability, and they highlight the importance of leaders working closely with followers. 
Leadership style 
1. [bookmark: _Hlk149990745]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 be made, an autocratic leader says, “I’ve decided that this is the way we’re going to solve our problem.”
· Although this is an efficient way to run things, it usually dampens creativity and may inhibit motivation.
· Autocratic style of leadership - Authoritarian - Directive Extreme form ''Dictators". 
· [bookmark: _Hlk149990639]The leader assumes complete control over the decisions and activities of the group. The authority for decision-making is not delegated to persons in lower-level positions (Centralized organization). 
The characteristic of the autocratic leaders
1. Puts high concern for task accomplishment and low concern for the people who perform those tasks. 
2. Uses the efforts of employees to the best possible advantage without regard to their interests. 
3. Sets rigid standards and methods of performance and expects employees to respect them and accept directions. 
4. Makes all work-related decisions alone and order employees to carry them out. Minimal group participation. The leader believes that what he knows is  the best. He may listen to the subordinates directions but is not influenced by them. 
5. Feels little trust or confidence in the employees and they fear from him and have little of common with them. 
Advantages 
1. [bookmark: _Hlk153404326]Its efficiency when a decision is needed immediately 
Because need to less time consuming for a decision to be made by one person than a group of persons
(e.g. in emergency or crisis where there is no time for a group to decide on a plan of action). 
2. It is useful when the leader is the only one who has new and essential information or skills or when group members are in experienced. 
3. It is used when the workers expect to be told what to do or when they are unsure of their ability to do something on their own. 
Disadvantages 
1. Does not encourage individual initiative or cooperation between group members. 
2. The leader lacks the supportive power that results in decisions-made with consultation, although he or she may be correct in making these decisions. 
3. Inhibits group participation.
The results of autocratic leadership 
A. Lack of growth and development of organization 
B. Perhaps less job satisfaction between the employees 
C. May lead to less commitment to the goals of the organization
2. Democratic leadership (also called participative).
· Democratic leaders share leadership. Important plans and decisions are made with the team.
· Although this is often a less efficient way to run things, it is more flexible and usually increases motivation and creativity.
· Democratic leadership is characterized by guidance from rather than control by the leader.
The characteristics of democratic leaders
1. The leader is people oriented, focuses attention on the human aspect and builds effective work group, togetherness is emphasized. 
2. Performing tasks through people not by domination but by suggestions and persuasions. 
3. Performance standards exist to provide guidelines and permit appraisal of workers. The result is high productivity. 
4. The group participate in decisions (problem-solving with the group). The interaction between the leader and the group is open, friendly and trusting. 
Advantages 
1. It permits and encourages all employees to practice decision- making skills.
2. It promotes personal involvement (participation). Suggestions are welcomed and listened to. Decisions made by the group are more effective than of the leader alone. 
3. Members may have information concerning the situation, which the leader does not have. 
Disadvantages 
1. Lack of efficiency as it is more time consuming. 
2. It takes a long time for a group than one person to make a decision. This depends on the situation. However-the positive factors may outweigh any negative outcome. 
The results of democratic leadership:
a) Greater commitment to work.
b) Enhance job satisfaction and motivation.
3. [bookmark: _Hlk149991040]Laissez-faire leadership (also called permissive or nondirective). 
· The laissez-faire (“let someone do”) leader does very little planning or decision making and fails to encourage others to do so.
· It is really a lack of leadership. For example, when a decision needs to be made, a laissez-faire leader may postpone making the decision or never make the decision. 
· [bookmark: _Hlk149990953]In most states, the laissez-faire leader leaves people feeling confused and frustrated because there is no goal, no guidance, and no direction. 
· Some very mature individuals thrive under laissez-faire leadership because they need little guidance. Most people, however, flounder under this kind of leadership.
The characteristics of laissez-faire leadership
1. The leader gives up all power to the group. This encourages independent activity by the group members. An outsider would not be able to identify the leader in such a group. 
2. The leader (who may or may not be present) exerts little or no influence on the group members. Lack of central direction, supervision, coordination and control. 
3. Group members (workers - employees) are free to set their own goals and determine their own activities and are allowed to do almost whatever they desire. 
4. This style may be chosen by the leader or it may evolve because the leader is too weak to exert any influence on the group. 
5. This style can be effective in highly motivated professional groups, e.g. research projects where independent thinking is rewarded or when the leader wants a problem to be solved completely by the group members. 
6. This style is not useful in the highly structured health care delivery system where organizations and control form the baseline of most operations. 
7. The group that has no appointed leader falls into this category. 
Advantages 
In limited situations, creativity may be encouraged for specific purposes. (e.g. highly qualified people plan a new approach to a problem, need freedom of action. Such freedom is useful in this situation.) 
Disadvantages 
1. It may lead to instability, disorganization, inefficiency, (no unity of action), no efficiency or effectiveness. 
2. Neither the group nor anyone person in it feels responsible for recognizing and coping with problems that may arise. 
3. The individual worker will lose all sense of initiative and desire for achievement. 





Comparison of Autocratic, Democratic, and Laissez-Faire Leadership Styles
	Laissez-Faire 
	Democratic
	Autocratic
	

	Much freedom
	Moderate freedom
	Little freedom
	Amount of freedom

	Little control
	Moderate control
	High control
	Amount of control

	By the group or by no one
	Leader and group together
	By the leader
	Decision making

	Minimal
	High
	High
	Leader activity level

	Abdicated
	Shared
	Leader
	Assumption of responsibility

	Variable, may be poor quality
	Creative, high quality
	High quantity, good
quality
	Output of the group

	Inefficient
	Less efficient than
autocratic style
	Very efficient
	Efficiency



To sum up the difference between these three styles nicely: a democratic leader attempts to move the group toward its goals, an autocratic leader attempts to move the group toward the leader’s goals, and a laissez-faire leader makes no attempt to move the group.

Factors that used to adopt the Leadership Style 
1. The nature of the work (I.C.U, regular unit). 
2. The characteristics of nursing staff (knowledge, competencies, attitudes, expectations, etc.). 
3. The time available. 
4. The importance of the results (output - enhanced quality care). 
Task vs. Relationship
· Another important distinction in leadership style is between a task focus and relationship focus (Blake, Mouton, & Tapper, 1981).
· “ Some nurses emphasize the tasks (e.g., reducing medication errors, completing patient records) and fail to realize that interpersonal relationships (e.g., attitude of physicians toward nursing staff, treatment of housekeeping staff by nurses) affect the morale and productivity of employees.” 
· “Other nurses focus on the interpersonal aspects and ignore the quality of the job being done as long as people get along with each other.” 
· The most effective leader is able to balance the two, attending to both the task and the relationship aspects of working together.
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