Y~

York St John
University

Is Transformational Leadershifhe best fitfor SelfManaged Teamsohesion
improvementswithin Nursing Homegor Elderly Peopl@

Jaap Zwart

1|Page




DECLARATION OF ORIEITY. ..oiiiiiiitiiie ettt ame e s b e s 4

ACKNOWLED GEMEN T ..ttt cer ettt e et e s mr e e e e et e st eeeaa s s ba s e s meaa e s saa s s s ba s s sba s sanssssnmrasssnsnns 4
F N = S I ¥ N S PP 4
1 LN RO 1 D10 L O I 1 T 5
1.1 RELEVANCY OF THE STUDY .uuuuuuuuuuuusuusuussnsssssnsssssssssnsssssssssssssssssssssssssssssssssssssssssssssssssssssssssnssnsssssnnssnnnnnsssssnssnnsnnnnnn 5
1.2 IMETHODOLOGY OF THE STUDY ..uuieievttuuiiereeereestsnieeeeeressssnaeseessssstsnaesessssssssneesessssssssneeesesssssssnneeessssssssnsnesessesssses 6
1.3 OVERVIEW OF THE CHAPTERS...etettteteteteieiereieeereresesesesesesesesesesesesesesesesesssssssesesesesesssssesessssessessessssssessssssesessssssesseeees 7
2 LITERATURE REVIEN ... oo iet ettt ee s e et e et e e e e e et esbme et e s ab e s sba e e sba e san s sbnmeans 8
2.1 LEADERSHIP ©vvvuvvvuuusussssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnnssssnsssnsnsnsnnssnnnnnnsnsnnsnnnnnnnnnn 8
2.2 TEAMS ettt e et ettt eeeeeeeeeeat e eeeeseeetaa e eeeesssasaaa s eeesssasaaasesessssbaansesssssasannesesssstanaeseesrssatanaaeeesersrsraaeeeserrrnes 10
2.3 TEAM COHESION AND TEAMWORK vvvvvvvvvverereresesssessssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssees 12
2.4 CONCLUSION .ettttteeeeteeettieeeeeesestsaieaeeesesssasaaesesssssssanseeesssssannesessssssssnnesesssssstsnnsesesssssssanesesssessssnnnesessssessnnnnns 16
3 RESEARCH METHOD O LG Y . ettt ieis et e e e et e e s tme s et s e sttt e saa e s ab s e st s ssbme et s sebnsasbasenansaren 17
3.1 STUDY GOAL tutunieeiieettiee et eeeeetteeeeeeeeeaab e eeeesseetaa e seeesesstaaaeesssssssaanseeesssssasannseeesssssannnseesssssssnnaesessssssrnnnseeeees 17
3.2 RATIONALE FOR CHOSEN APPROACH. 1..uuvuuuuutssusssnsssssssssssssnsssssssssssssssssssssssssssssssssssssssssssssnsssnsnssnnnssnsssnnnnnnnsssnnnsnnnne 17
3.3 STUDY POPULATION .evtuuueieeiietttiieeeeesetetssieteeesssessnieseeesssssssaesesssssssuneeeesssssssunesesessssssnaeseesssssssseeeessssssssneeeesees 17
3.4 ETHICAL AND ACCESS ISSUES .uvvvuvuuruuesssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnssnsssssnssnnssssnnsssnnnnnsnssnnsnnnnn 18
3.5 STUDY DESIGN....iiieeitiuiieeeeeieetiteeeeeseeetat e teeesseesasaeseeesesstaaaeesssssstaaneeesssssarannseeessssssnnnesessssssssnnsesesssssssnnneeeeees 19
3.6 DATA COLLECTION 1uvuvuvuvususnnnsnsssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnssnssssnsssnsnnssnsnnnnnnnnnne 20
3.7 DATA ANALYSIS ©vvvtuvuuuruennunnennnensssssssssnnssssnsnsssssssnsssssnsnsnssnssnsnnssnsnnnnsnnsnssnnsnnnsnnnsnsnnnsnnnnnnnnnsnnnnnsnnnnnnnnnnnnnnnnnnnnnnnnn 21
3.8 (00 Lol U o] N U 23
4 PRESENTATION AND ANBIS OF THE RESULTS ... oot ee e 24
4.1 OPEN CODING t1vtuuueeeeerurtueieeeeeressssnaesessssssssnaaesessssssssnesesessssssnnsesessssssssnnsesessssssssnnsesesssssssnnnsesessssssnnnesesssssssnnnnns 24
4.2 AXIAL CODING .vvvvvvererereresesesesesesessssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssesssssessssseeesereresessrerernreren 41
4.3 SELECTIVE CODING..eevtttuuueeeeeeersssuseseesssssnnnaseeessssssnnnaseeessssssnnesessssssssnnsesessssssssnnsesessssssnsnnsessssssssnsnesesssssssnnneeseees 44
4.4 (00Nl LU o | PR 45
5 DISCUSSION OF THEBRETS.......cotniiiiiiiiici e e et e s me e e e s e e at e e s et e sab e s sbme b s e st esanesransd 47
5.1 ICEY FINDINGS OF THE RESEARCH ...uuuuuuuuuuuunnnnnnnnnnnnnnsnnnnnsnsnnnnnnnsnnnsnsnnnsnsnnnnnnnnnnnsnnnnnsnnnsnnnnnnnsnnnnnnnnnsnnnnnnnnnnnsnnnnnnnnnnn 47
5.2 TEAM COHESION, TFL AND THE LEADER-FOLLOWER RELATIONSHIP...vvvvvvveerrrrrrerrrereererresesrssssesssssssssssssssssssssssssssssssseees 47
5.3 RECOMIMENDATIONS ..vtuuuuuuuunuuensnsnsnnnssnssssssnsnsssssssssssnsssnsssssssssssnsnssssssnssssnsnsssnnssssnsnsnnnnnnnssnnnsnnnsnnnnsnnnnnnnsnnnnnnnnnnn 48
5.4 FUTURE RESEARCH DIRECTIONS 1vvvvuvuvssususssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssssnssssssssnssssnnnnnssssnssnnnne 49
5.5 STRENGTHS AND LIMITATIONS ..eevveeeeeereeeeereeeeeeeeeeeeeeseeeseeseeeesressesssesssssssssssssssssssssssssssssssesssesssssssssssesesesssssesssereren 49
5.6 REFLECTION ON DISSERTATION PROCESS. ... uuuuuuuruuunnnnunnnnnnnnnnnnnsnnnnnnnnnnnsnnnnssnsnnssnsnsssnsnssnnsnsnsnnnssnnnnsnnnnnnnnnnnnnnnnnnnnnnn 50
6 L0101 08 1L 1] 0 N TN 51
7 S 1S RO AN N /0 52
8 APPENDIX4THE MAIN PILLARS TRANSFORMATIONAL DERSHIP.......coiiiiiii e 59
9 APPENDIX HLEADERSHIP GUIDELAND RATING SYSTEM.....uiiiiiii ettt 60
10 APPENDIX HINTERVIEW SCHEDULE ...ttt e aa s ame e b 62




11 APPENDIX WNONPARTICIPANT OBSERION SCHEME............ooociiiiiiiiicr e 63

12 APPENDIX ¥INTERPRETATION ORABRSYSTEM.....cccoiiiiiiiiiiiiieimieeee e 64

13 APPENDIX MINFORMATION LETTER ...t 65

14 APPENDIX VHCONSENT FORMPARTICIPATION IN ERRRCH........ocoviiiiiiiii e 68
ABBREVIATIONS

SM N T SELF MANAGED WORKNIES)
NHEER ..o NURSING HOME(S) FBIEDERLY PEOPLE
T e TRANSFORMATIONAL DERSHIP

L D PP PP PPN GROUNDED THEORY

3|Page




Declaration of originality
I, Jaap Zwart, declare that | am the sole author of this dissertation, and that the work is a result of my own
investigations, except where otherwise stated. All references have been duly cited.

© Jaap Zwart 2014

This material is copyright the author. It is reproduced here by permission. Further reproduction without
the explicit permission of the author is prohibited.

If you are citing this work, please refer to it as:

Jaap Zwart 2014 Is Transformational Leadership the best fit for Self-Managed Teams cohesion
improvements within Nursing Homes for Elderly People?, Dissertation submitted for the award of MA
Leading Innovation and Change; York St John University

Acknowledgement

This is to express my sincere appreciation to all members of York St John University and Robert Kennedy
College who helped me to make this journey an unforgettable learning experience which shaped my life
in many unforeseen areas. Thank you!

Abstract

The purpose of this study was to determine whether Transformational Leadership (TFL) has a positive
impact on the cohesion of Self-Managed Work Teams (SMWT) within a Nursing Home for Elderly People.
This was done by researching the viewpoints of members of SMWT on the leadership given by their team
leaders. It also investigates how the team members experienced the cohesion of the team. The research
reflects on how the leadership style influences the cohesion of the SMWT and proposes a way to improve
this cohesion by focusing on TFL development. The Grounded Theory methodology was used in this
gualitative research to explain how the interaction between the leadership style and team cohesion works
and to develop a theory that emerges from the reality that the theory is developed to explain (Jing, 2010).
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1 Introduction

Self-Managed Work Teams (SMWT) determine themselves how a certain goal is being fulfilled. A SMWT
is also named self-directed work team, autonomous work group, self-managed team, and other terms
(Yeatts & Seward, 2000; Bhatia, 2012; Silverman & Propst, 1996; Franz, 2012, 2004; Forsyth, 1999). They
preferably consist out of up to 16 people and make their own decisions on how to implement the
equipment, planning and coaching (Holbeche, 2006).

Existing theory around the effectiveness of SMWT within Nursing Homes for Elderly People (NHFEP) is
difficult to find because the use of SMWT in NHFEP is still very rare. The outcome of different analyses
show that there is still a command and control management structure within most NHFEP after
implementation and use of SMWT (Yeatts & Seward, 2000). Effective SMWTs have positive team cohesion.
NHFEP are not aware of which leadership style is best suited to guide SMWT towards a better team
cohesion. This lack in team cohesion of many SMWT within NHFEP is probably related to the absence of
having a proper leadership style to guide these SMWT (Legatt, 2007; Borrill, et al.,1999; Yeatts & Seward,
2000).

This dissertation aims to provide a better understanding towards TFL as the preferred leadership style to
improve the SMWT cohesion within NHFEP. The study will investigate if TFL is best suited to improve the
SMWT cohesion within NHFEP. This is done in a unique situation where new SMWT are formed within a
NHFEP where the management structure is still hierarchical and transactional in nature. These SMWT
have difficulties in creating effective team cohesion. Will SMWT cohesion benefit from the TFL Style?

The research question that shaped and guided the design and execution of this study is formulated as
follows:

Can the éam cohesiomwf selfmanagedwork teamswithin Nursing Homes for Elderly People be
positively influenced by transformational leadership?

This study tries to clarify this relationship between TFL and SMWT cohesion and as a secondary
challenge formulates a guideline on leadership development improvements.

The research objectives are to:

1. Critically review theories and possible evidence of the relationship between TFL and SMWT
cohesion relevant to NHFEP.
2. Evaluate how TFL influences SMWT cohesion within a NHFEP.

After evaluation recommend how TFL can improve the SMWT cohesion within the NHFEP.

1.1 Relevancy of the Study
TFL is build up on transactional leadership and it produces levels of effort from followers that go beyond
what could be achieved with a transactional approach (Senior and Fleming, 2006; Robins, 2005).
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Momentarily many NHFEP are in a transition phase between old hierarchical team structures towards
SMWT. They find it very difficult to define the proper leadership style to guide these SMWT. It seems that
the old hierarchical management structures and the transactional leadership style are not very well suited
to cope with these new SMWT. They do not improve the cohesion of these teams and this results in SMWT
that are not able and allowed to manage themselves; which is in essence their rationale of existence.

These difficulties and the search for the right leadership style to make a successful transition towards
effective and highly cohesive SMWT, was the motivation to research the expected positive influence of
TFLon SMWT cohesion. The literature review tells something about the relationship and positive influence
of TFL on SMWT cohesion. The semi-structured interviews - combined with the nonparticipant
observations - investigate the relevance of these outcomes within a real-life situation where SMWT are
introduced. The results of this study can be used during future transitions within NHFEP from hierarchical
managed teams towards SMWT.

1.2 Methodology of the Study

This study uses the qualitative research method. Qualitative research examines the nature of (human)
phenomena. The phenomenon being analyzed in this research is the presumed positive influence of TFL
on the cohesion of SMWT within a NHFEP. This research analyzes what the different forms are of the
specific phenomenon being analyzed. What are the different perspectives under which this phenomenon
can be considered and in what context does it occurs (Philipsen & Verbooy-Dassen, 2004)?

The qualitative research used in this study is characterized by its analytical goals being the development
of categories, the elaboration of concepts and the formulation of a theory. As a result of this analytical
openness, the research design shows successive phases. Each of these phases bear their own objectives
and specific demands for data collection, textual analysis and analytical reflection. Three steps in
qualitative analysis are presented here. Firstly the use of interpretative analysis using open coding,
secondly comparative analysis using axial coding and thirdly integrative analysis using selective coding
(Wester, 2004).

This research approach falls into the category of Grounded Theory (GT) developed by Glaser and Strauss
(1967). GT is a general research method which guides this study on the matters of data collection and it
details strict procedures for data analysis. It enables this research to seek out and conceptualize the latent
social patterns and structures of the area of interest through the process of constant data comparison.
Initially an inductive approach was used to generate substantive codes from the data. In a later stage the
developed theory suggested where to go next to collect data, formulate new and different codes and
categories and which questions to ask (Scott, 2009).

Conforming to the GT research methodology, the primary data for this study was collected and analyzed
until theoretical saturation was reached (Hollander, 2012).
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1.3

Overview of the chapters

The following structure is used in this research:

=A =4 =4 =8 -8 -9

Chapter 1: Creates a context for the research.

Chapter 2: Provides the theoretical surrounding for the research.
Chapter 3: Outlines the methodology and design of the research.
Chapter 4: Forms the presentation of the qualitative data.
Chapter 5: Discussion of the results, limitations, reflection and recommendation.
Chapter 6: Final Conclusion.

Theoretical

saturation
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2 Literature Review
This part of the research is to analyze if and how TFL can be of influence on team cohesion. The literature
review is divided into three parts (1) leadership, (2) (self-managed work) teams and (3) team cohesion.

2.1 Leadership

There is no final definition of leadership and it is classified under many different names in the past 50
years. It can be described as “a process whereby an individual influences a group of people to achieve a
common goal” (Stogdill & Bass, 1990; Northouse, 2004). This indicates that the members of the group
must comply with this goal or else it is not common and shared.

Without mentioning all the different meanings of leadership, most definitions reflect the assumption that
it is some sort of process whereby intentional influence is used over other people to guide, structure, and
facilitate activities and relationships within a group or organization. Although some have questioned
whether leadership is even useful as a scientific construct (Alvesson & Sveningson, 2008), most behavioral
scientist and practitioners still believe that leadership is a phenomenon of importance that influences the
effectiveness of people and organizations (Yukl, 2006).

Leaders should attract people and fill them with energy and offer characteristics that they want to follow.
The process of influencing the activities of an organized group towards goal achievement (Rauch &
Behling, 1984) is in line with Northouse (2004) and again implies having common and shared goals.
Leadership is closely related with followership and without followers leadership is not possible (Yukl,
2006).

To attract people, leaders must create and maintain an environment that motivates and facilitates
members to create an effective workforce or team (Barnum & Mallard, 1989). After having made the
shared goals clear to the group, the leader must motivate and direct the members of the team towards
these shared and common goals (Blankenship et al., 1989; Stokes & James, 1996). This attraction has
nothing to do with ordering people the way to go, but merely showing these shared goals such that they
want to go to this destination themselves as a unified team (Moidon 2003).

2.1.1 Leadership Styles

There are different leadership styles. It can be focused on individuals, teams, groups and whole
organizations. This focus determines the leadership style needed for SMWT cohesion improvements.
Furthermore the situation and the type of organization, group, team or individuals are of influence on the
leadership style that will be the best fit (Carnal, 2007; Senior and Fleming, 2006; Kotter, 1997; Kotter,
2012; Holbeche, 2006; Yeatts & Seward, 2000).

2.1.2 TFL vs. Transactional

Three main types of leadership styles can be found most often in different kind of organizations; Non-
transactional, Transactional and TFL. Whereas transactional is more tasks driven, it is TFL that is people
focused. Within healthcare, which is hierarchical and transactional oriented, there is a development
towards a more transformational style of leadership (Yeatts & Seward, 2000; Dionne & Yammarino, 2004).
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Non transactional is a passive form of leadership behavior and often not effective. It is also called laissez-
faire and is characterized by the absence of leadership. It is often considered to be a failure to manage or
lead (Senior and Fleming, 2006; Isaksen, 2006).

Transactional leadership behavior is a more effective and active form of leadership than laissez-faire.
There is a type of exchange between the leader and the follower. The followers receive reward contingent
upon quality of work, effort and behavior. Punishment is executed to correct poor work, effort and
behavior (Burns, 1978; Carnal, 2007).

Three forms of transactional leadership must be mentioned. The first form is management by exception
passive, which means that in contrast with laissez-faire, the leader will step in when a member behaves
non-compliant. Problems must become structural before action is taken, afterwards. Management by
exception active means that problems are actively analyzed and avoided when possible by taking action
before they come to existence. Both are considered reactionary instead of proactive, the distinction is the
passage of time (Bone & Judge, 2004). The last form of transactional leadership is contingent reward and
is considered the most active form of transactional leadership. This leadership behavior engages in
contractual agreements related to specific tasks with rewards for successful completion, which can have
a positive effect on team cohesion (Avolio, 1999).

TFL is considered the most effective and active leadership style and literature shows that TFL is the most
beneficial style related to the leader-follower relationship (Shibru & Darshan, 2011). TFL is focused upon
building relationships with team members based on emotional, personal and inspirational aspects. These
human focused elements of TFL have a positive influence on team performance and cohesiveness (Senior
and Fleming, 2006; Carnal, 2007; Goleman, 1998; Laan van der, 2012; Dionne & Yammarino, 2004; Doody
& Doody, 2012).

Research within the hospitality industry show that TFL stimulates the creativity of team members during
job execution. There is also a relationship between TFL and self-efficacy. The complexity of the job creates
a positive incentive to stay focused, creative and improves self-efficacy (Wang, Tsai & Tsai, 2014). TFL
motivates through creating challenges for followers during inspirational motivation and the intellectual
stimulation improves the generation of more creative solutions to problems while individual
consideration is the foundation for self-fulfillment (Bass & Riggio, 2006) that can lead to self-efficacy. This
self-efficacy is probably an important element within SMWT where the team and its members must decide
on their own how to do the job execution.

2.1.3 Leadership in Healthcare

For some decades different external forces have influenced the healthcare environment to become more
efficient. Several issues such as health care reform, managed care and focused medical review have made
health care organizations more aware to evaluate and find ways to increase productivity and decrease
operating costs (Mears, 1994).

The nurses and care assistants working in the elder care sector represents a diverse group in terms of age
and ethnicity. This needs to be recognized, valued and utilized to not only enhance the care given but also
to be better able to use and align the proper leadership style to make it a useful fit.
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The workforce working in many NHFEP does not reflect the profile of the group they have to take care of.
There is some evidence that suggest that nurses from these ethnic groups have been directed into the
less attractive and lower positions within nursing such as NHFEP. It is therefore save to assume that the
working force and staff within NHFEP is different from that within other nursing settings and
environments. The same is true related to the age of this workforce (Editorial, 1997; Moiden, 2003;
Igansky et al., 1998; Baxter, 1988). This all means that the leadership style chosen must be aligned to these
different settings.

It has not always been a high priority for staff nurses to improve satisfaction, productivity and efficiency
because of the fear that this might compromise the nursing care for patients. These times changed and in
currently productivity has become an important concept in healthcare. These productivity concerns are
addressed by leaders responsible for the many key decisions in resource expenditures. Nurses or care
givers now in management positions are often and mainly focused on increasing productivity (Levine,
1985; Moiden, 2003).

It is being recognized that staff productivity does not only depend on how hard the individual members
work. Investigation shows that having little control over your own work and low social support from the
leader and colleagues have negative effects on self-esteem, the sense of belonging to the team and
eventually will decrease productivity. On the other hand when leaders are aware and concerned about
the needs of the team members they work with and are aware of the social and physical conditions that
effect the working environment, then improvement of productivity, the sense of belonging, efficiency and
self-esteem of the members can be made possible (Karasek & Theorell; Moiden, 2003; Levy & Wegman,
1995). The leader must therefore establish an inspiring, innovative and motivating philosophy of
productivity and make it shared among the team members through inspirational motivation.

Leaders within a nursing setting should be the designers and motivators of structural change who can
utilize the skills, capacities and motivation of SMWT members through the elements that TFL offers, like
individualized consideration, intellectual stimulation and inspirational motivation. TFL is all about taking
care of the physical and psychological needs of the members that are being led. Through increased social
support the self-esteem of the members can grow. This can have a positive effect on their personal social
and psychological health and quality of the care given.

2.2 Teams

A team can be described as a group of people with different skills and different tasks, who work together
on a common project, service, or goal with a meshing of functions and mutual support. Characteristics of
effective teams are that the purpose, mission or main objectives are known and understood by all team
members. The communication in the team is open and there is sufficient leadership available in the team.
There is regular review of how well the team is performing toward achieving its purpose and there is an
agreed organizational structure to the team. Finally there are adequate resources available to permit the
team to perform its functions; including skills, tools, facilities and budgets. Synergy exists so that the team
performs in a way that is greater than the sum of its parts (Senior and Fleming, 2006; Carnal, 2007; Kotter,
1998; Von Stamm, 2008; Lawler, 2006).
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In today’s healthcare environments a new decision making process is needed. The world of today is rapidly
moving and changing and the same is true for the health care environment. Within these changing
environments individuals and weak committees often do not have all the information needed to make
good non-routine decisions. They also do not seem to have the time and credibility required to convince
others to make personal sacrifices needed for implementing changes. Under these circumstances only
teams with the right composition and sufficient trust among their members can be highly effective (Kotter,
1998).

When members are committed to form and belong to a team, then a team can become effective and
successful. There must be a certain amount of willingness to positively contribute to the cohesion of the
team to increase its effectiveness. A team also requires a high level of trust and an open climate for
communication and decision making. Members needs to feel safe. When a team has too many members,
then it is more difficult to reach consensus and agree to the common and shared goals. Huge teams have
difficulties in creating a strong identity and there is always the danger of subcultures being created within
the overall team culture. Powerful teams have members who contribute divers and complementary skills,
knowledge and experience. These elements increases the change on a cooperative interaction within the
team (Straub, 1998).

2.2.1 Self-Managed Work Teams

An SMWT can be described as a group of people with their own responsibility to manage themselves and
the work they do. The members handle job assignments, plan and schedule the work, make care-related
decisions and define their own actions when problems arise (Silverman & Propst, 1996; Yang & Shao,
1996; Bhatia, 2012). They are also defined as a cohesive unit of highly motivated, focused and trained
people, committed to common and shared goals. After a period of time SMWT are given more
responsibilities and authority to direct themselves (Ankerlo, 1992).

Employees today want to belong, being challenged and fulfilled. The environment of SMWT stimulates
and creates these possibilities. In the complex and fast-paced world today achieving results and
maintaining a certain amount of quality demands the creation of high performance organizational teams
with a strong team cohesion to fulfil the needs of its members (Mears, 1994).

SMWT have been called the productivity breakthrough of the nineties. Today teams are broadly accepted
as being the best way for organizations to improve productivity, make the work more meaningful and
inspiring and give employees a sense of belonging and unity. SMWT can be helpful to guide the challenges
of competition and team cohesion (Cartmell, 2000).

2.2.2 SMWT within healthcare

In addition to the change in leadership styles within healthcare, there is also a development towards the
creation of SMWT within healthcare environments and specifically within NHFEP. The main thought
behind this is that when teams organize themselves, what they do, how they do it and when they do it, it
will bring the care where it belongs; more closely to the caregivers (Bhatia, 2012; Yeatts & Seward, 2000).

The benefits of SMWT within a healthcare organization includes more effective use of resources and
enhancing the individual problem solving skills. This results in an increase of solving problems at the team
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level, increased productivity and efficiency in caregiving, an increase in patient satisfaction, an
improvement in the quality of care and a positive impact on controllable patient expenses. This could lead
to better financial stability for the healthcare organization and a greater satisfaction of its employees
(Cartmell, 2000).

SMWT within healthcare require effective team members. Effective team members have the ability to
align with the SMWT cohesion they belong to. Most NHFEP are managed transactionally and are still very
hierarchical in nature. Implementing SMWT within an organizational structure that is not adaptable for
these kind of teams is very difficult (Silvermann & Propst, 1996; Legatt, 2007). It is not only important to
have the proper organizational structure to support the SMWT cohesion, but choosing the right leadership
style to guide these teams is probably equally important (Carnal, 2007; Holbeche, 2007; Bass & Riggio,
2006).

2.3 Team cohesion and Teamwork

Team cohesion can be described as a group being in unity while working towards shared goals and to
satisfy the emotional needs of its members. It includes important aspects of cohesiveness, its
multidimensionality, dynamic nature, instrumental basis and emotional dimensions. The
multidimensionality refers to the fact that cohesion is based on many factors (Bass & Riggio, 2006; Wendt,
Euwema & Emmerik, 2009).

The concept of teamwork is that people work together cooperatively as a team to reach shared goals and
objectives. The focus on teamwork has become increasingly important in recent years (Senior and
Fleming, 2006). Teamwork is not often truly being practiced in reality and what appears outwardly as
teamwork is not really teamwork internally. This is because of a lack of team cohesion; the members are
not able to identify with the group and individual goals overrule the shared and common goals of the
team. Teamwork must come from exemplary leaders which through idealized influence and individualized
consideration foster collaboration and build trust among team members (Kouzes, 2004). The group
process will never work well without a minimum of effective teamwork available (Kotter, 1996).

There is a distinction to be made regarding cohesion. In this study social cohesion (SC) and task cohesion
(TC) are being used as the foundation of the research (Tziner, & Vardi 1982; Pavitt, 1998). Social cohesion
has more to do with how well team members like each other and wants to be in the same group whereas
TC is based on how well the group is able to help its members reach important goals or participate in
desired activities.

2.3.1 Social Cohesion

Liking is an important element in SC. It is the driving force that determines if people wants to be ina SMWT
with the other members. Some writers define cohesiveness as simply the extent to which each team
member likes the other team members (Lott & Lott, 1965). Through admiration the liking factor can be
increased (Newcomb, 1963). SC can be linked to a sense of social solidarity, shared values and common
commitment (Carnal, 2007). SC is about the intensity and number of friendships among members of a
team (Festinger, Schachter & Back, 1950).
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A positive feeling among team members can increase the cooperation, create more participation,
decrease conflicts and make the SC stronger. When members are collectively negative about the team
performance and individual participation of team members, then this results in more internal conflict and
less willingness by team members to work with each other (Carnevale & Isen, 1986; George, 1996). This
can even lead to a decrease in motivational and coordination processes in teams and lower the social
behavior and group performance (George, 1990). Collective positive feelings towards the group can
increase the amount of information that is processed and shared in teams and it can have a positive
influence on the creativity of member contribution (George, 1996).

It is important that the positive behavior of the team members becomes stable, occurs more than once
and is similarly executed in different situations and circumstances because then team members will see
this behavior as consistent, which makes it easier to accept as integral part of the other member (Jones &
Davis, 1965; Kelley, 1967).

When a team member thinks that others like him or her, it is more likely that this team member will also
like the others. In fact, a study done by Dittes (1959) showed that team members who thought they had
been accepted were more attracted to the group than team members who thought they had been
rejected. Being accepted also increases the feeling of similarity with the other members of the group.
Similarity occurs when team members experience that others have the same opinions and belief systems.
This is often the cause of a stronger sense of liking. Casual relationships are important in small groups.
Liking is made difficult when people do not feel related to the other team members and because liking is
an important element of team cohesion, so is similarity an important element of liking (Newcomb, 1963).

Research show that the relationship between liking and agreeing with one another is very strong. When
people do not know each other but think they share the same belief systems, then before meeting each
other, liking is already present (Byrne, 1971). When people share similar opinions, then this can be directly
related to group cohesiveness (Festinger, 1954).

Stimulation through TFL should be done on a regular basis with reality checks and double loop learning.
Double loop learning will do the check on the elements of SC and this process will help adjust the TFL style
to make the proper improvements. This process of double loop learning to improve the SC through the
elements of TFL is also valid for the TC elements. When doing the reality check, all the elements are
accounted for (Senior and Fleming, 2006; Carnal, 2007; Hayes 2002).

2.3.2 Task cohesion

TC is a form of group cohesion where a group bonds together and is focused on shared tasks. It can be a
result of the desire of group members to achieve either group or personal goals. It is about the level of
attraction of members to the group activities (Pavitt & Curtis, 1994). TC is important when it is
unattainable through individual achievement to achieve desired outcomes that only could be done when
individuals work together (Tziner, 1982). Reaching these valued shared goals then requires a commitment
and task focus that is shared by all team members (Hackman, 1976).

TC can be described as the shared commitment of the group members to achieve goals that require the
collective efforts of the group. When a group has a high TC it is composed of members who share common
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goals and who are motivated to coordinate their efforts to achieve those common goals. The members
are able to fit their personal goals within the shared group goals (Hix & MacCoun, 2010).

Intra-team communication (ITC) is an important mechanism that can explain the relationship between TFL
and TC. Multilevel analyses showed that ITC partly mediates the relationship between two of the
transformational leadership behaviors and TC; inspirational motivation and intellectual stimulation. There
is some evidence that individual consideration can increase this relationship between TFL and TC even
more (Calum et al., 2013).

In task cohesive groups members care about the success of other group members because their own goals
are bound and related to the collective achievements of the group. It is then more likely that group
members will exert strong effort on behalf of the group and its members if it is good for the group success
(zaccaro, Rittman & Marks, 2001). When the group as a whole is judged on its performance, then the
members are more willing to cooperate and help each other in comparison to a group where the individual
members are judged against each other’s performance (Deutsch, 1973).

This supports the theory that rewarding the group as a whole is more effective for TC than rewarding its
individual members. Joined tasks, where everyone shares the same responsibility for successful
accomplishment, are more effective for TC than unshared tasks where individual members are assessed
against other members.

Members of high task cohesive groups are likely to be more committed to group tasks and will put more
effort into accomplishment of the shared goals. These groups also enforce more stringent performance
norms that compel the effort to execute the shared tasks successfully (Zaccaro & McCoy, 1988). They also
plan more efficiently and will develop more appropriate performance strategies through effective and
constructive communication (Hackman, 1976). Studies have showed that groups with high TC
outperformed groups with low TC when temporal urgency increased for individual team members; they
performed as well as teams not experiencing these temporal urgencies (Zaccaro, Gualtieri & Miniones,
1995).

When the group activities are attractive and enjoyed by its members, then this seems to have a positive
influence on TC. Inspirational motivation is all about providing followers with challenges and meaning for
engaging in shared goals and undertakings and could increase the group attractiveness even more.

2.3.3 TFL and group cohesion

Several studies show that leaders expressing transformational leadership behaviors like idealized
influence, inspirational motivation, intellectual stimulation and individualized consideration do have a
positive influence on their subordinates’ attitudes and behavior. Leaders who exhibit transformational
leadership behavior increases the levels of job satisfaction, involvement and performance of the members
of a team (Lowe, Kroek & Sivasubramaniam, 1996). Transformational leaders are more related to the
performance of employees and how they could be made positively aligned with the structures of the
organization (Padsakoff, MacKinzie, Moorman & Fetter, 1990). Partly because of these positive
correlations between member satisfaction and team performance the theory of transformational
leadership is the most widely accepted leadership paradigm (Bass, 2003; Picollo & Colquitt, 2006).
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Although transformational leadership has caught a great deal of researcher attention, it has mainly
focused on individual level outcomes while little attention has been paid to the influence of TFL on group
processes and outcomes (Conger, 1999; Yukl, 1999). As teams became increasingly important, several
scholars noted that leadership may have important consequences for groups and suggested that a focus
on the group level is also important (Bass, Avolio, Jung & Berson, 2003). A critical factor used to assess
team performance is the cohesion of the group. Positive cohesion can result in a number of positive
elements like more and better group interaction and communication, increased group influence and
greater involvement of the members (Carron, 1982). The ability of a leader to recognize his/her own
emotions as well as the emotions or moods of the team does play an important role in the process of
leadership execution (George, 2000)

By internalizing the values of the leader, followers of transformational leaders identify with the vision and
become more easily committed to collective interests (Yukl, 1999). Charismatic transformational leaders
transform the self-concepts of their followers and build a personal and social identification among them
according to the mission and shared goals of the team and organization. This will enhance the members’
feelings of involvement, cohesiveness, commitment, potency and performance (Shamir, House & Arthur,
1993). It is also believed that transformational leadership is capable of facilitating the formation of a
cohesive team that can perform at higher levels and is more committed to the shared tasks and goals of
the group.

2.3.4 TFL and SMWT cohesion within healthcare

Among the characteristics of successful SMWT within NHFEP is team cohesion. This SMWT cohesion is an
important element and it is the glue what makes the team strong, robust and effective (Yeatts & Seward;
Legatt, 2007). When a SMWT has a strong cohesion, it is highly committed to the shared goals and values
of the team. The members act as a unified entity towards shared beliefs, tasks and values (Franz, 2012,
2004; Forsyth, 1999; Prakash & Gautam, 2014; Yeatts & Seward, 2000; Dionne & Yammarino, 2004).

The literature on the specific influence of TFL on SMWT cohesion within health care is scarce and there is
even less for SMWT within NHFEP. Available research does mention a positive correlation between TFL
and team cohesion. There are several studies that have examined the influence of TFL on work group
cohesion at the group level of analysis and they show a positive relationship between TFL and group
cohesion (Bass et al., 2003; Jaussi & Dionne, 2003). Furthermore there is also some indication that positive
team cohesion is fundamental for a high performing SMWT (Yeatts & Seward, 2000; Borill, et al., 1999;
Vander Laan, 2012; Doody & Doody, 2012)

With poor team cohesion there are no shared values but low commitment and destructive
communication. Lack of team cohesion is felt as a negative trigger to its members (Holbeche, 2006;
Michelmann, Ross & Field, 2006; Yeatts & Seward, 2000; Dionne & Yammarino, 2004). The development
of SMWT within a health care organization is an ongoing process that evolves over time. A group must go
through several change processes which can be difficult and painful. It takes some time and a lot of effort
for members of SMWT to clarify their respective roles and achieve a sense of unity, identity and common
purpose (Cartmell, 2000).
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2.4  Conclusion

The TFL style of leadership has some ingredients that could stimulate the important elements and
characteristics of highly productive SMWT with strong cohesiveness. It seems to heighten not only the
cohesion within the team, but it also seems to increase the individual motivation to adhere to the shared
goals of the team by its members. SMWT can be a powerful tool to increase the competitiveness of
healthcare organizations and with the TFL style of leadership the cohesion of SMWT can be positively
influenced towards a stronger sense of belonging. This literature review provided an overview with which
the primary data obtained in conducting this research can be interpreted.
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3 Research Methodology

3.1 Study Goal

This dissertation aims to provide a better understanding towards TFL as the preferred leadership style to
improve the SMWT cohesion within a NHFEP. The study conducted research to investigate if TFL has a
positive influence on the SMWT cohesion within a NHFEP. This was done in a unique situation where new
SMWT were formed and where the management structure was still hierarchical and transactional in
nature. These SMWT had difficulties in creating effective team cohesion. The overarching question was if
TFL could positively influence the SMWT cohesion within this NHFEP.

3.2 Rationale for chosen approach

The research question dictated the choice to use grounded theory (GT) for this study. This was combined
with the consideration of the applicability and feasibility of the method related to the phenomena of
interest. During the process of developing the overarching research question through analyzing the
literature, it became clear that only a few resources had explored and analyzed the positive influence of
TFL on the cohesion of SMWT within NHFEP.

The main goal of this study was not to test and verify existing theory or hypothesis. The main purpose of
this study was to develop a substantive and new theory that can help people to better understand and
interpret the processes through which the SMWT cohesion can be positively influenced by TFL within a
NHFEP.

To achieve its goal this study looked at the perceptions of two SMWT within different units of care towards
the elements of TFL related to social cohesion (SC) and task cohesion (TC). Meanwhile it analyzed in what
ways TFL had a positive influence on SC and TC within these SMWT.

The theory generated from the study offers more insight into the context and relationship between TFL
and SMWT cohesion within this NHFEP. The GT approach has enabled the exploration of the overarching
research question and guided the semi-structure interview questions and nonparticipant observations to
better understand under what conditions and with what consequences the phenomena unfolds (Jeon,
2004).

3.3 Study Population

The population consisted of SMWT in a NHFEP in the Netherlands. For accessibility reasons, all participants
were recruited from the same nursing home sited in a middle-large town in a municipal area in the
Netherlands. A staff executive (SE) in this organization consisting of 27 NHFEP in the Netherlands helped
identify one SMWT that was performing on a particular low level (Team A) and a second that was
performing on a particular high level (Team B). Low performing meant having bad social cohesion, task
cohesion and intra-team communication, resulting in low trust and respect and a bad leader-follower
relationship. Participants were enrolled after informed consent (IC). To include variation in the sample a
difference in age, culture and level was stimulated.
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Both teams were supervised by a Team Manager (TM) and the teams each were responsible for the care
of approximately 15 residents. If the SE and TM thought that the NHFEP residents served by the SMWT
were receiving a relatively high level of care, then the performance was to be considered high (Yeatts &
Seward, 2000).

The essence of qualitative research is the representation of diversity within the chosen population. This
means that all variation of the subject of study needed to be present in the sample. This was done by
selecting different cultures, ages and levels of education. In doing so saturation was reached. In contrast
with the empirical saturation in a qualitative survey, GT uses the theoretical saturation which is the key
factor that determines when data collection can end. To make saturation as full as possible, an iterative
process for data collection and analysis is preferable (Bryman, 2007; Glaser, 1992). However, this study is
performed in context of training and had to be carried out in four months’ time and therefore the
maximum achievable was 15 participants.

Subjects could leave the study at any time for any reason if they wished to do so without any
consequences. The SE and TM could decide to withdraw a subject from the study for urgent functional,
medical or other reasons. Reason for withdrawal was documented when present. Subjects that were
withdrawn would be replaced in order to obtain the total sample as predefined.

3.4 Ethical and access issues

The semi-structured interviews (SSI) and nonparticipant observation (NPO) were done with health care
workers for which ethical approval was sought. The SE and TM were provided with the research proposal
and the consent form. This research proposal was analyzed and issues were clarified. After some
discussion between the Junior Investigator (JR), the SE and TM permission was granted to undertake the
study.

Not only had the proposed research be approved by the SE and TM of the NHFEP, but it was also
ascertained that absolute confidentiality was maintained for different reasons. This was being respected
and a declaration was signed to make this official. The JR had to be careful in his approach because it was
important that the participants felt safe enough to ventilate the things they wanted to ventilate without
being worried about consequences. Care workers did not want others to know what was being said in the
interviews.

After completing the access to the research settings, other ethical issues also had to be taken care of; like
consent and confidentiality to protect the vulnerability of the participants (Behi, 1995; Lofland & Lofland,
1995; Polit & Hunger, 1999; Smith, 1992). When for example it was the wish of the participants that
certain information during the interviews was not to be recorded, their wish was granted. The JR also
ensured that the care for the residents in the NHFEP was not disrupted during the research activities. Also
the JR ensured data security during the entire research process so that collected data could not be
accesses by other people besides the JR (Moidon, 2003).
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3.5 Study Design

The Principal Investigator }(P1), being the supervisor of the JR, was an experience researcher who guided
the JR during this study. The JR obtained a priori knowledge about the study question and objectives
through personal experience and extensive literature research. The literature review was used to build a
foundation around TFL related to SMWT cohesion outside and inside healthcare.

Qualitative research methods were used to understand the perspectives of the team members being
interviewed, looking for firsthand experience to provide meaningful data. These methods address
concerns with the changing and dynamic nature of reality and it focuses on a holistic view of what was
being studied through observations and interviews (Moidon, 2003).

The main research methodology used in this research is Grounded Theory (GT). GT does not begin with a
hypothesis as is usually done in traditional social science research. Instead it starts with data collection
through different methods (Coffey and Atkinson, 1996; Easterby-Smith, 2010). GT is an inductive
methodology and an approach for generating theory that is grounded in research data from which it is
systematically derived. GT has an emphasis on the comparative method of constant and concurrent data
collection and analysis (Jeon, 2004).

GT consists out of a set of rigorous research procedures that are leading to the emergence of conceptual
categories. These concepts and categories then are related to each other as a possible theoretical
explanation of the overarching research question and related objectives (GT Institute, 2011). The final aim
of GT is to develop a solid grounded theory that describes, explains, interprets and predict the
phenomenon being researched (Glaser and Strauss, 1967).

A combination of qualitative data collection methods was used to analyze the positive influence of TFL on
SMWT cohesion during the transition from old team structures towards SMWT. The study was executed
at two different units within a NHFEP. Semi Structured Interviews (SSI) and Nonparticipant Observations
(NPO) were used as data collection methods. The SE controlling the process was consulted and used as
reviewer to avoid bias. This mixed approach was applied for increased reliability and validity of the study
(Pearson, 1997).

The SSI were performed with 12 members divided between the low performing and high performing
SMWT. Further data collection consisted of NPO during different team meetings of both teams. These
team meetings were brief stand up meetings followed by morning care execution where the team
members had to rely on each other during the execution of care giving. More lengthy team meetings
about self-management discussions were executed to observe how members reacted to these self-
management issues. See for more details paragraph “3.6.1 SembBtructured Interviewsbelow.

The data from the NPO was used to guide the SSI and vice versa. Inclusion was done from March till May
2014. The SE or TM has performed the recruitment of participants. The SE and TM’s were orally informed
by the IR in a presentation during a manager meeting and handed the SMWT information letter (IC).
Participants were then orally informed about the study and were asked to participate by the SE or TM.

! The guiding professor of RKC
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After 48 hours consideration time members of the SMWT could hand the signed IC to the SE or TM after
which they were included in the study. See for more details paragraph “3.6.2 NonrParticipant
Observatiofi below.

3.6 Data Collection
The data collection in each setting was mainly focused on exploring the positive influence of TFL on the
SMWT cohesion within the chosen NHFEP. Multiple methods were used to collect the data including:

9SSl with the nurses to explore the positive influence of TFL on SMWT cohesion within this NHFEP

9SSl with the TM to explore the perception of leadership related to TFL and the positive influence
on SMWT cohesion

9 NPO of practice within this NHFEP (team members interacting with each other during active and
passive shifts)

The formal nurses and staff interviews were digitally recorded and subsequently transcribed for further
analysis. The primary data sources are the SSI and the supporting evidence is the NPO.

3.6.1 Semi-Structured Interviews

To gather more in depth and rich data SSI were used. They are more suitable when exploring the opinions
and perceptions of respondents related to complex and sensitive issues through probing (Wilson, 1992).
When using SSI it is also possible to change words without changing the meaning of the questions
(Pretzlick, 1994). This was helpful during standardizing the SSI to facilitate comparability (Fielding, 1994).

A short pilot was conducted to determine questions that could have an influence on the emotions and
stability of the participants and which could have a negative effect on the duration of the interview.
Furthermore the pilot was used to identify technical problems (Moidon, 2003). See Appendix Il for the SSI
schedule.

The sessions were between 30 and 45 minutes. The time and place was determined by the team manager
of both teams. It was clear to the researcher that the respondents differed in ethnicity, gender, socio-
economic status, education and age. Also important was the difference in the level of care which could
be executed by the respondents. This was closely related to the level of education (Fetterman, 1989).

The self-presentation of the researcher was used to put the respondents at ease and prevent potential
bias. When executing this self-presentation it was important to be aware of the possibility that
participants could be intimidated with negative influence on the behavior and answers they gave (Bailey,
1987). Self-interpretation of the JR was used to correct this possible bias and these corrections were
discussed and analyzed with the SE and corrected when necessary.

The participants were presented a pre-determined set of open questions to obtain general information
relevant to specific issues related to the research question and objectives. The design of the survey was
primarily focused on how TFL could have a positive influence on the SMWT cohesion within the NHFEP.

20| Page




Table3.6.2.1: Semi structured Interview Questions

Questions
Transformational leadership What does leadership mezn to you?
Heovee dio you experience leadership in your team?
What are important characteristics for 2 leader?
Idealized Influence Howe do you experience the trust relationship between you and the leader?
Inspirational Motivation Haows are you being motivated to engage in shared goals and undertakings?
Intellectual Stimulation How are you being motivated to think outside the box?
Individualized Consideration Ir what ways zre you being coached by the leader?
|z there room for your own needs in the group?
Social Team Cohesion How do you experience the socdial cohesion within the team?
Im what ways do you feel sttracted to the group?
Task Based Team Cohesion How dao you experience the shared group gozls?
How does the team work on shared tasks?

Remark: The open questions were usequestiondeeper when neededhese second questions are not
reflected in the table.

3.6.2 Non-Participant observation

NPO was well suited for this study because it emphasizes the importance of interpretations, human
meanings, interactions and non-verbal communication (Jorgensen, 1989). The matrix for the
nonparticipant observation was developed using the literature about TFL and SMWT cohesion in relation

to the characteristics and conditions of team members, their activities, verbal communication, non-verbal
communication and environmental characteristics. See appendix IV for the nonparticipant observation
schedule.

The NPO was used to observe the participants and collect data in relation to: (1: how they expressed
themselves throughout the shifts and team meetings, (2: their appearance as it affected behavior and
expectations, (3: their language as it was a predictor of behavior, (4: the leader and staff behavior towards
each other, (5: intra team communication, (6: staff performance in different shifts, (7: the quality of work
and adherence to tasks and allocations, (8: work environment, (9: staff perception of their organization
and the willingness and flexibility towards the work and each other.

The topics of the SSI were used as a framework for the NPO to observe the participants and collect the
data. With this tight relationship it was possible to determine if the collected data from both methods
was telling the same story or had contradicted areas.

3.7 Data Analysis

When using qualitative research, data analysis is about managing words, language and analyzing the
meanings they have and imply (Miles & Huberman, 1994). Through this process a rich understanding is
created of social life and interactions. The challenge lies in working with massive amounts of empirical
data as text with multiple possible meanings at the individual and social levels. The qualitative data
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analysis organizes and reduces the data gathered into more specific themes or essences. After this process
these themes and essences can be fed into description, models or theories (Walker & Myrick, 2011). Data
is broken down in order to classify it. The concepts then created provide the basis for new and fresh
descriptions (Dey, 1993).

Using codes in qualitative research is a way to explore pieces of information in the data and looking for
differences and similarities to categorize and label this data (Patton, 2002; Tutty, Rothery & Grinnel, 1996).
When coding, the data is broken down and compared to put in a category. Data that is similar is placed in
the same categories and data that is different is placed in new categories. This coding is an iterative
process. Itis also an inductive and at the same time reductive process to organize the data. From this data
the JR constructed themes, essences, descriptions and eventually theories (Walker & Myrick, 2011).

The GT data analysis has a well-defined process that begins with basic descriptions and moves to a more
conceptual ordering after which theories can emerge (Patton, 2002). The data analysis with GT was done
through a sequential set of coding processes. Although the coding in GT is similar to how it is used within
the qualitative traditions, it is also more than that. The level of development and specificity in GT makes
it different from other qualitative methods. Coding in GT is not only part of data analysis, but it is the
fundamental analytic process used by the JR in this research (Corbin & Strauss, 1990). It is what
transformed the JR’s data from transcript to theory.

NPO was used to be better able to interpret and guide the SSI. Statements in the SSI were checked and
confirmed or contradicted in the NPO and vice versa. This makes the outcome of the research more
trustworthy and useful. The subjective element of the qualitative research in this dissertation is positively
influenced by having a peer reviewer being the SE. This has lowered the possibility of bias and irrelevant
data in- or exclusion.

Figure3.7.1: Main coding Grounded Theory

If indicated

Level 4
Theories can emerge
from saturated
categories & themes

Level 3 Coding
Axial/Thematic Coding

Previous coding is studied to
develop highly refined themes

Level 2 Coding
Focused Coding, Category Development

Level 2 Coding reexamines Level 1 Codes
and further focuses the data

Level 1 Coding
Initial Coding, Open Coding

Large guantities of raw qualitative data are
focused and labeled during Level 1 Coding
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The weight of words in text was partly analyzed with http://www.wordle.net/. MAXQDA was used for
qualitative data content analysis (Coffey & Atkinson, 1996; Easterby-Smith, Thorpe & Jackson, 2012). This
is atool that can store data of the interviews and it is able to mechanically investigate the coded segments,
themes and objectives. Although highly useful, the interpretation of the information was still a task the JR
had to do, but the program has speeded up the retrieval of blocks of information which left more time for

the data interpretation part of the research.

3.8 Conclusion

The GT method used in this research was done with care workers within a NHFEP in order to determine
the expected positive influence of TFL on the SMWT cohesion. The JR tried to develop a theory by
collecting data through SSI and NPO and by following the phases of the GT approach for data collection
and data analysis. The results of these processes are presented in the next chapter.
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4 Presentatio n and analysis of the results

This chapter shows the open, axial and selective coding process and provides the GT related to the
overarching research question: “Can the €am cohesionf selfmanagedwork teamswithin Nursing
Homes for Elderly People pestively influenced by transformational leadershép?

4.1 Open coding

The JR started to investigate the possible tension between members of SMWT related to social cohesion
(SC) and task cohesion (TC). The perception of leadership was analyzed and the possible correlation it had
on intra-team communication (ITC) and the trust relationship between members. These elements were
further analyzed in how they influenced the liking factor. All participants showed that a negative
experience of these factors had an overall negative effect on TC, ITC and the perception of leadership. A
positive experience of these elements had an overall positive effect on TC and ITC. The perception of
leadership was hardly affected by the positive experience of these elements, which indicates that poor
leadership is perceived as poor leadership despite the fact that a team is performing highly (Pavitt & Curtis,
1994).

It was a striking fact that the high-performing team scored positive on all elements while the low
performing team scored less or even negatively on all items, which is reflected in the tables 4.1.1.a
through 4.1.1.d and 4.1.3.a through 4.1.3.d in the proceeding paragraphs. This could mean that all
elements are positively influenced when the team is well performing, except for the perception of
leadership. A well performing team seems to make strong and capable followers and the leader-follower
relationship can be further enhanced by a more connected and transformational style of leadership. Being
a high performing team doesn’t mean having a strong leader-follower relationship. Another striking fact
was that the perception of leadership between the teams and the team leader was very different from
each other, which is reflected in the tables 4.1.2.a through 4.1.2.d.

The participants’ tables can be found in “Appendix llI¢ Interview Scheduleand Appendix V¢
Nonparticipant observation Scheén the end of this document. The tables in the following paragraphs
contain colors for which the meaning is reflected in table 4.1.a. All participants of the related teams are
mentioned in the tables; meaning that all have similar opinions although not all phrases are reflected in
the tables. Variations of the same statements are not included. Some participants gave slightly mixed
verbal and non-verbal signals. The graphs at the end of each section give an overview of the balance
between the teams or between the teams and team leader. In the graph scoring system the mixed verbal
and non-verbal signals of both teams and the team leader are reflected. Explanation of graph
interpretation can be found in “Appendix \ Interpretation of Grapksyster.

To make the data more relevant, the same analysis executed during the semi structured interviews was
done by making use of Nonparticipant Observations (NPO), which can be found in paragraph “4.1.3
Nonparticipant ObservatiodsThe perception of the leadership style executed is analyzed within both
teams and with the team leader, reflected in paragraph “4.1.2. Semi structed interviews related to
leadership consideratioasBy using two different styles of collecting qualitative data, the relevancy and
trustworthiness of the found results improved.
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Table 4.1.a: Color scheme for the tables used in the semi structured\i®s and nonparticipant

observations

Color

Meaning

Team A-Low performing

Low performing— Negative feedback

Team B-High performing / Team Leader

High performing- Positive feedback

Teams A & B-Team Leader

Shared feeling between both teams

4.1.1 Semi Structured Interviews related to team considerations
Table 4.1.1.a: Identifying the level cfask Cohesiofithin the low and high performing team

Semi structured Interviews

Task Cohesion

Theme Open codes Supporting Text

Task Cohesion| Team A ‘ Team B Team A ‘ Team B

Task communication

Participants Low task High task aL R2 y20 Naz2S 1y2s gael

ALA2 B1B2 communication communication gKEG 20KS N& R2Ay3¢

A3 A4 B3 B4 within the team within the team a 2S FNB y2ulazs 1y29 o Kl

A5 A6 B5 B6 overall overall 2ZUKSNJ 2dzNJ U| 6 KSYy ¢

Participants Low task High task . ST2NB aKA|ahTGaSy o6S¥F2N]

A1 A2 B1B2 communication communication O02YYdzy AOF Gt S| 02YYdzyA O GS

A3 A4 B3B4 | within the team within the team 4 5 dzNi¥e ghits we a. ST2NB GKS

A5 A6 B5 B6 during shifts during shifts must communicate Fo2dzi GKS Gl

Y2 NE ¢

Task execution

Participants Many tasks are left | Lessertasksareleff a h ¥4 Sy L 3IS/ahFiaSy GKS i

A1 A2 B1B2 unfinished for for others o0& 2U0KSNHE¢ | finished and not left for

A3 A4 B3 B4 others unfinished Gc¢l al1&8 I NB |[20KSNEE

A5 A6 B5 B6 dzy FAYAAKSRéE|aL fA1S AL o
members do not leave their
GKAYy3a (2 R2

Participants Tasks are not seen| Tasksareseenand ¢2 S R2y Qi G| a¢KS GSI Y tasks

Al A2 B1 B2 and experienced as| experienced as when tasks are left F&a I GSIYé

A3 A4 B3B4 | team effort team effort dzy FAYAaKSRé|a2S KStLI 20K

A5 A6 B5 B6 G¢KSe R2yQi|sKSYy ySSRSR¢

GFra14a FNB t|628 dzyRSNE G

a2YSGKAY3 A&
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Table 4.1.1.b: Identifying the level dbocial Cohesiowithin the low and high performing team

Semi structured Interviews
Social Cohesion

Theme Open codes Supporting Text
Social Cohesion | Team A ‘ Team B Team A ‘ Team B
Members liking each other
Participants Members of the People ikeeach |da ¢ KRRy Qi 3IS{aL tA1S Yzal
ALAD B1p2 | team do not like other more within | JSNE® ¢St té |aL GKAY1l Ftf
A3 Ad B3 B4 each other the team a b2d I tf LS| SFHOK 20KSNE
as a6 | BSBe 20KSNE b2 NBF{ RAA
Gt S2LX S R2 |L GKAY]é
a2S8S R2y Qi f|az2S GNEB (2 f
20KSN) gSNE |RAFTFAOdzZ G YS
Participants Subcultures are Lesser subculture | ¢ KSNB | NB [G¢KSNB | NB y
Al A2 B1B2 formed within the | forming withinthe | 6 A G KAy ( KS | subcultures, just a little bit
A3A4 | B3B4 | team team Gt S2LX S 0St|a2YSiAYSace
A5 A6 B5 B6 ddz0 Odzf dzNB&a|¢2S R2 GKAy3
because we want to and lik
SI OK 230 KSNE
Member trust and respect relationship
Participants There is a lack of | Better member G{ KS R2SayQ a9@SNER2YyS (i NJ
Al A2 B1B2 trust within the trust relationships | 2 G K S N& & aL GNdzad GKS
A3 A4 B3 B4 team within the team G2S R2yQl G|laL R2yQi FSSi
A5 A6 B5 B6 G¢KSNBQA y2|{a¢KS (S| ¥ustKI
trust among the Fyzay3a AdGa YS
YSYoSNEE
aL R2y Qi ¥S
GKS GSI Y¢
Participants There is a lack of | More respect for at S21L)X S GFflaL FSSt Y2NB
A1A2 | B1B2 | respectwithinthe | each other within | frictions behind each YSYoSNE
A3 A4 B3B4 | team the team 26KSNDR& ol Ola2S NBaLISOI
A5 A6 B5 B6 GL R2y Qi TFTS|a¢KSNB Aa NB
a{ R&SayQi N
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Table 4.1.1.c: Identifying the level dRtra-team communicatiorwithin the low and high
performingteam

Semi structured Interviews

Intra-team communication

Theme Open codes Supporting Text

Communication| Team A | Team B Team A | Team B

Intra-team communication

Participants Low team High team G2S R2y QG |a2S adAvyd |

ALA2 B1B2 communication | communication |YSSGAy3aé [O2YYdzyAOF (A

A3A4 | B3B4 G{ R8SayQi |a2S R2 GSIY]

A5A6 | B5B6 O2YYdzy A O (| to know eackother
2SS R2y Qi |6SididSNE
communicate with GaSYOoSNB ai
SIOK 20KSNG2 02YYdzyAao

Participants No open team Open team Gt S2LX S KIa2S GNB (2

A1 A2 B1B2 communication | communication | with eachotherbut | O2 YYdzy A OF G A

A3A4 | B3 B4 R2y Qi Gltlléaz2aid GKAY3

LSLERNEE Gt $2LX S G I|sadinthe2 LISY ¢

frictions behindeach | 62 S R2y Qi
20KSNRA ol|each?2 G KSNRAa 0o

428 OLyy2d628 dGrtl +o
Fo2dzi FNAQH6KSYy ySSRSR
Participants Negative team | Positive team G2 KSy L GNa&a2KSy G§KSNB
A1A2 | B1B2 | communication | communication |2 G KS NBA NI || the team tries to
A3A4 | B3B4 a{ KS 2 TG Sy| communicate with each
ASA6 | B5B6 yS3l GADSE |20GKSNE
G¢KSNBQa ylaL KI @S GKS
GSFY 02YYdOly L& gKI
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Table 4.1.1.d: Identifying the level cdfeam motivation and inspiratiorwithin the low and

high performing team

Semi structured Interviews

Team motivation and inspiration

Theme Open codes Supporting Text

Inspiration/motivation | Team A ‘ Team B Team A ‘ Team B

Intra-team intellectual stimulation

Participants Members ofthe | Peoplearemore | a2 S | NB y2{da¢KS GSIY 3AA

ALAZA3 | B1B283 | teamare not intellectual intellectually . (?KI % O$ 5 G2 13 N

A A5 A6 | Bapspe | intellectually stimulated by OK I f. tS )[ as Re ac KS U4St Y au

stimulated team members a¢KSe R2yQuUu2z2 AYLINRJS Y

SRdzOI GA2yé |a2 S aiAYedthdrd
G¢KSNBQa yaid2 R2 Gl &ail o
fSINYy Y2NB§
G2S R2y Qi Y
AyiaStt SOGdz

Participants Tasks are not Tasksaremade |[a¢KSé& R2yQ{a2S RAGARS

A1 A2 A3 | B1B2B3 | made interesting | more interesting interesting" GKFG &adAydz |

A4 A5 A6 | B4B5B6 | for the team for team members| & ¢ K Smangyénent | a2 S GNB G2 Y
is not made very interesting for otheré
AYGSNBaGAy T

Intra-team inspirational motivation

Participants Theteamisnot | Theteamismore | AL QY y20 Ay a2 KSy GKSNEB(

A1A2A3 | B1B2B3 | inspiring for its inspiring for its G§SI Yé team tries to help each

A4 A5 A6 | B4B5B6 | members members G¢KS gle $920KSNE
y2i AYAaLANWNAGLG AyaLANBa
G2 S Yadmiote with | because the team trust
eachother to inspire YS¢
iKS (Sl Ye

Participants Team is not Teammotivates | L R2 y2iG 3 aL FSSt Y27

A1A2A3 | B1B2B3 | motivating its its members o8 GKS GSI YOSl Yé

A4 A5 A6 | B4B5B6 | members a{ KS R2Sayqac¢kS GSI YYwr¥®
YS¢ G¢KS GSIY Y2
G¢KS gl & GHG2 R2 Y2NB¢

works does not

Y2UiA@FiS Y§
GLQY y2i Y2

when some members
have issues
a5 A auNYza u

Y2UAQFGS Y

D T¢

g

a¢KS fFO1 2
Y2GA O GS&a Y
G¢KS Y2GAQI 0
SELINB&a GKS
f SI NYySR¢

(» =H

Reflection on the Semi Structured interviews related to team considerations
The low performing team had low TC whereas the high performing team had a higher TC. TC is important

for the commitment of the team towards group tasks and the effort that is put in accomplishing the shared

goals. Low TC resulted in low commitment towards group tasks and low effort that was put in

accomplishing the shared goals. TC can be improved by a better leader-follower relationship and by

building strong and capable followers (Shibru & Darshan, 2011).
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The low performing team had a lower SC than the high performing team. Positive feelings among team
members increased the cooperation, created more participation, decreased conflicts and made the SC
stronger within the high performing team. The low performing team was collectively negative about team
performance and individual participation of team members, which resulted in more internal conflicts and
less willingness by team members to work with each other. SCis important to improve the motivation and
willingness of the team to work with each other. SC can be improved by a better leader-follower
relationship and by creating strong and capable followers (Pavitt & Curtis, 1994).

There is a low trust relationship within the low performing team whereas the trust relationship within the
high performing team is somewhat better. There is also a low trust relationship between the teams and
the leadership layers. Trusting relationships are important for the leader-follower relationship and for
building strong and capable followers. There was bad communication within the low performing team
and better communication within the high performing team. Clear communication within the team is
needed to improve the ITC. Better ITC is important to improve the cohesion of the team.

There is low inspiration and motivation within the low performing team and more inspiration and
motivation in the high performing team. Inspiration and motivation seems to be important for ITC and is
also closely related to TC and SC. High team inspiration and motivation had a positive influence on team
ITC, SC, TC and mutual trust and respect.

Graph 4.1.1.a: a view on the results of ti&emi Structured Interviews related to team considerations

Semi Structured Interviews related to team considerations

e Team A Team B

Task cohesion
6

N WS 0

Motivation/inspiration Social cohesion

Communication

9ELX Iyl GA2Y 2F DNI LK Aginieforelalddol Grapf 2 Y S¥8S a! LILISY
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After analyzing and interpreting the reasons for the tension between members of both teams or the lack

of tension within the high performing team, the participants were asked for their opinion about the
leadership style within their organization. Their perception of the leadership style is presented through
the tables 4.1.2.a through 4.1.2.d in the following section “4.1.2 Semi Structured Interviews related to
leadership consideratioBsThe huge differences between the teams and team leader are noticeable.

4.1.2 Semi Structured Interviews related to leadership considerations

Table 4.1.2.a: Identifying the level dfeadership Influence and Motivation

Semi structured Interviews
Leadership Influence and Motivation
Opencodes Supporting Text

Influence/motivation | Team A& B | Team leader Team A& B | Team leader

Leadership Idealized Influence

Participants We feel left alone | Team must set G¢KSe FNB yaL KAyl GKS

ALA2 A3 | Team by leadership and| standards I: N2 qzy R g t_jetine itse,IfAhqw to

A4A5A6 | Leader/ t hey don|themselves acKse R2y QioSKI@SE :

B1B2B3 | Leadership | Standards uz R2e aL R2 y2U 4}

B4 B5 BE aL R2yQid KladtyRINRaE
feeling they define G¢CKS USIFY ak
aidl yRI NRa ¢ | standards themselves.
GL FTSSt f 24
I f2ySé

Participants Leadership Teams mustguide| 6 ¢ KS& R2 Yy 4 a ¢ kedm must handle

A1A2A3 | Team doesn’ t | themselves Sy 2 dz3 K 3 dzA | moral and ethical issues

A4 A5 A6 | Leader/ right example G¢KSe aKz2dzZ GKSyaSt @Sacs

B1 B2 B3 Leadership | and guidance right example, but | LG A& I 02y

B4 B5 B6 yS@SN) 488 adl yRENRa ¥4

Leadership Inspirational Motivation

Participants Leadership Team is being G¢KSe R2 y4aL (KAY]LIS2 LY

A1A2A3 | Team doesn’t motivated by us to form a closer G¢KSe &K2dzZ A

A4 A5 A6 | Leader/ team by management G§SIYé GKSYyaSt 3Sa¢

B1B2B3 | Leadership | inspiration G¢KSe8 RAR yaL GKAyYy]l LISz

B4 B5 B6 us to be a better feel inspired by
{a2¢é YIylI3SYySyié
G¢KSe8 RARYJahTFaSy L KA
me during the LIS2 L)X S¢
GNFyaArAldAzydsdaL R2 y2i4 6|

Ay o2t 3SR (27

Participants Leadership Management is 42S YySOSNI {aLQY 2FiGSy 2

A1A2A3 | Team doesn’ t visible G, 2dz OFLyy2(Fft 22NE

A4 A5 A6 | Leader/ lack of visibility gKSYy @2d2QONJalL 2FGSy I a&fj

B1B2B3 | Leadership I NB dzy R ¢ R2Ay 3¢

B4 B5 B6 L R2 y2i 3J4aL ( Krheyhbersihki
08 YIEyYylF3aSYJLQY @AaArof Ss
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Table 4.1.2.b: Identifying the level dfeadership Consideration

Semi structured Interviews

Leadership Consideration

Open codes Supporting Text
Influence/motivation | Team A & B ‘ Team leader Team A & B | Team leader
Leadership Individual consideration
Participants Leadership Leadershipgives |a ¢ KS&@ R2y Qi{aL LI & I (dSy
ALA2A3 | Team doesn’t | enoughindividual enoughvatter]tionvto us| LISNE 2 y I £ )f S
A4ASA6 | Leader/ enough individual | attention gs)\ y R ADGAR gzl- alL _K $f L Ls2 L
B1 B2 B3 Leadership attention alL .R 2 y2u IAYRAOQGARAzZ f € e
B4 B5 B6 attention or aL UKAYyl UKS
consideration from LQY OAaAof S¢g
YIylI3SYSyi:
G¢KSe aKz2dz
about individual team
YSYOoSNEE
Participants Leadership Leadershipoffers [ aL R2 y23 Jdal cérdetedtothe
A1A2A3 | Team doesn’t | guidancetothe 08 YIylF3asSyyasStry YSYodSNE
A4 A5 A6 | Leader/ individual individual G¢KSe KSfLIaL 3IASS FdzAF
B1B2B3 Leadership within this YySSRSR¢
B4 B5 B6 2NHFYATFGAdat S2LX S Ol y
GAGK LISNEZ2Y!
Leadership Team consideration
Participants Leadership Leadership is a¢KSe yS@gSiaL 2FaSy | aj
A1A2A3 | Team doesn’t listening to the GKS GSIFY AiliKSe | NB R2A
A4A5A6 | Leader/ enough to the team G¢KSe akKz2dZaL FSSt O2yy
B1B2B3 | Leadership | team a2t @S O2yFH{GSI YEé
B4 B5 B6 G¢KSe 3IAPS|aL GNB G2 af
LINEOof Sya (G4l o2dzi 6KI Q2
G¢KSe INB yiKS GSIyvace
AYyGSNBaiGsSR
A2Ay 3 2y A\
Participants Leadership is not | Management is G ¢ Knéwrcometo |GLQY 2FiGSy 2
A1A2A3 | Team visible enough for | visible for the GKS Tf22NE |Tf 22NE
A4 A5 A6 | Leader/ the team team G¢KSe akKz2dzZaL @AraArid (K
B1B2B3 | Leadership LINBaSyid Ay |adGle AyTF2N){
B4 B5 B6 a¢KSe fSF@dJaL GKAY]l GKS
LINB LISNJ 3dzA fLQY @AaArot$s
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Table 4.1.2.c: Identifying the level dfeadership Communication and Awareness

Semi structured Interviews

Leadership Communication and Awareness

Theme Open codes Supporting Text
Influence/motivation | Team A & B ‘ Team leader Team A& B | Team leader
Leadership Communication
Participants Leadership There is often G¢KSe Ffyvy2{aL GNB (2 O3
A AZA3 | Team doesn’t communication Grel G2 dza|[2FGSy 6AGK
A4ASA6 | Leader/ communicate aL gkyd Y2lal ~u KAY1l L
B1 B2 B3 Leadership enough communicatjon ffom ’ 2FU0SYy 6AU0K
B4 BS B6 Ul 3 Sl ey
a¢tKSe RAR
communicatesnough
I 62dzi OKI y
Participants Leadershipis not | There shouldbe |[4aL R2y Qd dGlaal yF3SYSyi
A1A2A3 | Team always more f SI RS NA KA LI communicate more with
A4 A5 A6 | Leader/ trustworthy communication [ S RSNBEKAI|IGKS GSIHYé
B1B2B3 | Leadership Ffgl&a GNXzia/ 2YYdzyA O A
B4 B5 B6 G, 2dz OF yQi |@SNE &AK2NI |
GKS tSFRSNlJaL R2y Qi KI ¢
to do the proper
O02YYdzy A Ol (A4
Leadership Awareness
Participants Leadership is not | Leadership is G¢KS R2 y2(aL Y 6l NB
A1A2A3 | Team aware of |aware of |abouti KS FNAJQKI LILISYyAy ¢
A4 A5 A6 | Leader/ going on in the going on in the G¢KSe INB YyaL (1y26 YIye
B1B2B3 | Leadership | team team g KIF(GQa 32A Y problems within the
B4 B5 B6 G¢KSe8 I NB JyiSIYe
problems between aL GKAY1l GKI
YSYoSNAHE GKAYyla LQY 3
f S RSNBRKALJX
Participants Leadership is not | Management G¢KS Ffyz2aladal yl 3SYSyi
A1A2A3 | Team interested in needstobemore | 6 K| G Q& 32 A \ training to be more aware
A4 A5 A6 | Leader/ what is going on | aware G§SI Yé 2F gKIFGQa 33z
B1B2B3 | Leadership | inthe team a¢KSe asSsSvy|laL R2y Qi (K}
B4 B5 B6 interested in how the | leadership layers are
G§SFY A& TS aware ofall the aspects 0
4¢ KSe &K 2 dz the transition towards

FaGSydAzy

SMWT, and they should
0S¢

32 |




Table 4.1.2.d: Identifying the level dfeadership Stimulation and reachability

Semi structured Interviews

Leadership Stimulation and Reachability

Theme Open codes Supporting Text
Influence/motivation | Team A & B ‘ Team leader Team A & B | Team leader
Leadership Intellectual stimulation
Participants Leadership There are no G¢KSe R2y Qi aL R2 y2a of
A AZA3 | Team doesn’ t 1 possibilties for ul-élélééN.Ia I}Yiéétvf SOﬂQZI-f
A4AS A6 | Leader/ work intellectual | training aCKS 0l aia azs Ol yy2u 3
B1 B2 B3 Leadership stimulating stimulating and U NJ 7} )/)} y 3 I; u
B4 BS B6 management does G¢CKSNE | NB
y2uKAY3 | 07 possibilities that could
intellectually stimulate the
LIS2 L3 S¢
Participants Leadership Wecannotgive |daL R2yQild Fdahyte GKS . d
A1A2A3 | Team doesn’' t ( training o8 GKS dlajLraarot S¢
A4 A5 A6 | Leader/ challenges aL Y y2i Aa!ft 0dzRISG A
B1B2B3 | Leadership OKI tf SyaSRgaz2S R2 yz2i K
B4 B5 B6 G¢KSNBQA y74F2NI SRdzOl A 2
making the tasksnore
OKL f f Sy3aAays
Leadership Reachability
Participants Leadership is Leadershiphasan| 62 KSy @&2dz (a¢KS& Oly Ol
A1A2A3 | Team open for opendoorpolicy |1 KS& | yas6SNeKSYSOSNI (KG
A4 A5A6 | Leader/ guestions G, 2dz Oy OKhd&daeé R22NJ Aa
B1B2B3 | Leadership tAyS Aa 21L¢aL KIFI@S |y 2
B4 B5 B6 G¢KSe NS 4LR2fAOee
jdzSadGA2yaé |aLQY | f gl ®ra
LIS2 L3 S¢
Participants Leadership is Leadershipisnot [ &, 2dz Ff Y2adaL OFyy2i Kt
A1A2A3 | Team often too busy for | always reachable | G K S Y ¢ questions at the right
A4 A5 A6 | Leader/ questions Gt K2y S Ol t fGAYSE
B1B2B3 | Leadership y2G 0SAy3 Habz2d Lttt YIy
B4 B5 B6 G¢KSe aFkhingy I @SNBE | NB N
with the questions ab2i SOSNE Y
41 SR¢ NBI OKIofS I3
G¢KS& | NB |
0dzae ¢
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Reflection on the Semi Structured interviews related to Leadership

The perception of the leaders and the followers was very different concerning the quality of leadership
and leadership style executed. It is important that the perception of the leader and followers about the
quality and usefulness of the leadership style used, is the same or else it will have a negative effect on the
leader-follower relationship. The lack of a proper and well defined leader follower relationship was the
cause of much dissatisfaction, distrust and underperformance of the teams for both the low performing
as well as the high performing team.

The teams expected more involvement and guidance, whereas management had the opinion that SMWT
must lead and guide themselves. TFL is considered the most effective and active leadership style and
literature show that TFL is the most beneficial style related to the leader-follower relationship (Shibru &
Darshan, 2011). Business trends such as self-managed teams suggest the need for strong and capable
followers (Grayson & Speckhart, 2006).

When leadership is underperforming, it is experienced as bad leadership for both the high performing as
well as the low performing team, although the high performing team was a little bit more positive about
the leader-follower relationships. A better focus and understanding of the leader-follower relationships
is needed to improve the SMWT cohesion of both the low and high performing teams. Creating strong
and capable followers is needed to improve the leader-follower relationship.

Graph 4.1.2.a: a view on the results of tfgemi Struatred Interviews related td_eadership

Semi Structured Interviews related to leadership considerations

e Team A&B Team Leader

Influence and Motivation

=N WSS o

Communication and

Stimulation and reachability awareness

Consideration
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4.1.3 Nonparticipant Observations
Although the JR used nonparticipant observations; there was some conversation with the members being

observed. The conversations were related to the work being done and mainly focused on the observation

objectives and areas of attention. The reason for the conversations was to get more clarification about

certain behavior being expressed by the members under observation.

In the following tables both the brief standup meetings and execution of care are combined with the

lengthier team meetings because the observed results were closely related if not the same. Where it was

efficient to do, open codes and supporting behavior from the lengthier team meetings are underlined.

When open codes and supporting behavior is not underlined, they were present in both the brief standup

meetings and execution of care as well as the lengthier team meetings.

Table 4.1.3.a: Identifying the level dfask Cohesiofithin the low and high performing team

Nonparticipant Observations

Task Cohesion

the unfinishedasks of
20KSNE yS3t

Theme Open codes Supporting behavior

Task Cohesion | Team A | Team B Team A | Team B

T2ask communication

Participants Not much task More task WaSYOSNBA RA|WYaSYoSNB O2Y

ALAD B1B2 communication communication communicated much Y 2 NJ§ o2 dzii

A3 A4 B3 B4 among members, | among members, | 62dzu Ul alajWeKSNLE gla Y

A5 A6 BS B6 little negotiation more negotiation | W¢ KSNE g1 a qommunicatAioD to glign’
communicationtoalign |0l a1 SESOdzi A
a1l SESOdzi| WeKSNB 61 4& o
W¢ KSNB 41 a | communication beforéhe
task communication AKATEQ
0SF2NBE (KS

Participants Members Members YeKSe GFfl1SwekSe Gl f{1SR

Al A2 B1 B2 expressed negative| expressed less about others task about others task

A3A4 | B3B4 | task negative task SESOdziA2yQ |SESOdziAzyQ

A5 A6 B5 B6 communication communication YekKSe GFf1S|wekSe Gl 1SR

2T 20KSNAQ

about the unfinished tasks

Task execution

Participants Members acted as | Membersd i d n’| W¢ KS& SELINB|We¢KSe SELINBa

A1 A2 B1B2 islands actedasislands | FNBY SI OK 2|RAadlyO0S FTNB

A3 A4 B3 B4 WeKSe RARYQ|We¢KSe az2dAaAKi

A5 A6 B5 B6 20 KSNQR& 2 LJA| opinionsoh Y & A I K { &
AyaArdakiao W¢KSNB s61a R
WeKSNE gl a |aSyasS 27F 42N]
g2NJAy3 (23

Participants Low flexibility More flexibility WeSELY gL & y|WeSIY gl a Y2

Al A2 B1 B2 towards work and | towards work and | towards work and each | towards work and each

A3 A4 B3 B4 each other each other 20 KSND 20 KSND

A5 A6 B5 B6 WeSILY gl a y|WeSIEY gL a €8S

about sharing tasks and

&Kl NBR G &1

&Kl NBR Gl &1

about shareing tasks and

a

2 Notes of the observer are reflected in quotes.
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Table 4.1.3.b: Identifying the level dbocialCohesionwithin the low and high performing team

Nonparticipant observations

Social Cohesion

Theme Open codes Supporting behavior

Social Cohesior Team A | Team B Team A Team B

Members liking each other

Participants Members Members Wh@PgSNIff 62 Wh@SNIEtt 062R

ALAD B1B2 expressed closed | expressed less Of 2aSRQ | Y2NB 2LSyQ

A3 A4 B3 B4 body language closed body YhT¥uaSy IL RS|WYb2d 2% g Sy |

A5 A6 BS B6 language tl y3adzZ 3SQ tly3dz 3SQ

Participants Members had low | Members had Wi NRfe lye|Wa2NB a20Al ¢

A1 A2 B1B2 social talk more social talk Wh2 oO0NI 1S g|¥W[ Sy3aike oNB

A3 A4 B3 B4 GrflQ a20ALE GFflQ

A5 A6 B5 B6 Wh2 yAOS (!l |Wa 2 NBalkgih GeSveen
Gl a1 SESOdzi|iGl al SESOdzi A

Participants Members were Members were WhS3AFGABS | |W[Saa yS3Ilida

A1 A2 B1B2 negative about less negative YSYOoSNAR 20S|YSYoSNE 2 @SN

A3 A4 B3 B4 other members about other WhbSAFGADBS | |Wt2aA0ABS 0

A5 A6 BS B6 members memberscommunication| O2 Y'Y dzy A OF A 2
oAt AGASEAQ Wa dzOK | dAKI
Ybh2 aYAafSa

Member trust and respect relationship

Participants Distrust among Not much distrust | Wh 20 SOSNE 2 WI9GSNE2YS 4|

A1 A2 B1B2 members amongmembers |62 NJ) 6AGK S|sAGK SIOK 2i

A3A4 | B3B4 We KSNEQ& RA|WEKSNBQa KI NJ

A5 A6 B5 B6 YSYoSNHQ FY2y3a YSYoSNI

wekSe ateé y|waSyoSNam SEL
GSIFY YSYO6SNJ/RAAGNHzZGQ
Participants Lack of respect More respectfor | W¢ KSNB Q& y2|W¢eKSNBEQ&a NBa
Al A2 B1B2 among members | other members d42YS 20KSNJ |YSYOSNBQ
A3 A4 B3 B4 WeKSe Gt W[ SaasSNJ RAaNJ
A5 A6 B5 B6 Fo2dzi 2GKSN|{Fo2dzi 23GKSNJI
Yel|l £ AYI |o6|Wel £ 1 Adisirustwa
gl & @GSNBE RA|£Sd338 RAFFAOMz
WLG gl a 200 WL aK28SR 0
people distrusted each | G NHzA G SR S| OK
24 KSND Wa2NB TfSEAOG
W[ 26 Ff SEAO| eachotherthrough more
each other through i NHYza G Q
RA&( NHza G Q
Participants Closed, defensive | Open body We¢KSe KIFIR O|WhLSYy o62Re f
Al A2 B1B2 and alerted body | language fIy3dz 3SQ Wi I NRf& | ye
A3 A4 B3 B4 language They had defensive body f | y3dzZl 3SQ
A5 A6 B5 B6 fIy3dz 3SQ Wi I NRf& | ye

wekKSe KIFER |

fl y3dz 3SQ

fl y3dz 3SQ
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Table 4.1.3.c: Identifying the level dntra-team communicatiorwithin the low and high

performing team

Nonparticipant observations

Intra-team communication

fromS| OK 2 (K §

Theme Open codes Supporting behavior

Communication| Team A | Team B Team A | Team B

Intra-team communication

Participants Members did not | Members Wb2 &20ALf |[Wa2NB az20Al

ALA2 B1B2 communicated communicated WaSY0oSNE RAWaSYoSNER RAR

A3 Ad B3 B4 much more O02YYdzy AOI 1S O02YYdzyA Ol GSR

As 6 | B BE WeKSe RARYyOQ WeKSEKE2 S OK
ZUKSNRAa 2LA|2LIAYAZ2Yya 2NJ
AYEAIKGEEQ

Participants Members did not | Members had Y/ f2aSR 02R WYa2NB 2Ly o

A1 A2 B1B2 had open more open WhFdSy + RS Wb2id 2FiGSy |

A3 A4 B3 B4 communication communication fy3dz 3SQ £l y3dz 3SQ

A5A6 | B5B6 WweKSe SELINB WeKSe SELINBA

RA&GF YOS TNEB

YeKSe | OGSRWYeKSe | OSSR
Participants Members Members WadzOK yS3l GWYb2id YdzOK yS
Al A2 B1B2 expressechegative | expressed lesser |f | y 3dzr 3SQ fFy3dz 3SQ
A3 A4 B3 B4 language negative language | Wa dzOK y S3al G| Wb2G YdzOK y S
A5 A6 B5 B6 l & 2 dzii dzy T A y| language about unfiished
WadzOK yS3FdGlaralan
about other members | Wb 2 G YdzOK y S
' YR 2 NHL yAl| language about other
YSYOSNE | yR
Participants Language was Language was W[l ky3adz 38 |WY[ Il y3Adz IS 41

Al A2 B1 B2 cautious more relaxed Ol dzii A 2 dz& Q Ol dzii A 2 dz& Q
A3 A4 B3 B4 W¢ KSNBE 41 & | There was not much
A5 A6 B5 B6 FIAAGIFGA2YQ |FL3AGFGAZ2YQ
W[ I y3dz 3Sona| Y[ I yIdz IS 4t
GKS SR3ISQ YR 2y GKS S
Participants Difficult Better Wel £ 7 Aisslieslk 6| Wel £ Ay |62
Al A2 B1 B2 communication communication 6l 38 RAFTFAODGOSGHEGSNI LI2&aA
A3 A4 B3 B4 among members among members YelfjAYI ojWelf]lAYI 062
A5 A6 B5 B6 6l &8 RAFTFAOARATFAOMZ GQ
Y1 vieaMd Intra-team communication
communication was gl a v2i RATT
RAFTTFAOMZ G Q
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Table 4.1.3.d: Identifying the level dPerception of Leadership and organizati@ihin the
low and high performing team

Nonparticipant observations

Perception of Leadership and organization

Theme

Open codes

Supporting behavior

Communication

Team A

‘ Team B

Team A ‘

Team B

Intra-team communication

Participants Low flexibility More flexibility WCt SEAOAT AGlwWCE S Howardst A (&
ALA2 B1B2 towards leadership | towards leadership | £ S+ RS N& KA LJ | leadership higher but still
A3 A4 B3 B4 but still low WYhOSNF tt LIS t2060 )
ASA6 | BSBS tSFHRENRKAL) |Wh@SNI £t LISN
leadership higher but still
t26Q
Wh@SNI £t AYL]
leadership layers higher bu
atGAtt £260
Participants Low flexibility More flexibility WCf SEAOAf AGlWCE SEADAT AGE
A1 A2 B1B2 towards work and | towards workand | 2 NB I y AT I (i A 2| organization higher but still
A3 A4 B3 B4 organization organization but Willingness towards t260
A5 A6 B5 B6 still low g2NJ] f206Q Willingness towards work
Wt SNOSLIIA2Y|KAIKSNI 6dzii &
2NBI yAT FGA2 Wt SNOSLIIA2Y
KAIKSNI 6dzii &
Participants Negative about Less negative weSILY 61+a& ylweSEyYy SELISO
A1 A2 B1 B2 leadership about leadership, | 6 2dzii £ S| R S| overall leadership
A3 A4 B3 B4 but still low YeSEY SELISAAY P2t BSYSydQ
A5 A6 B5 B6 involvement from Leadership did not
f S RSNEKALIQ SELINBaAaSR AY
WaSYoSNA S El Members expectethore
more involvement from | involvement from
f S RSNEKALIQfSIFRSNEKA LIQ
W[ SI RSNEKAL W¢eSIY 61L& y2
SELINB&3aSR Al o2dzi Sk RSN
Participants Low perception of | Better perception | Wt SNIOSLII A 2 y] Wt SNOSLIGIA 2y
A1 A2 B1B2 selfmanagement | of self LINEOSaa t2¢/LINPOSaa f260Q
A3 A4 B3 B4 of team management of WeSEY g1 & ylweSEY SELISON
A5 A6 B5 B6 team but still low about the self involvement from

management of the
i8St vYQ

Team was negative
about guidance of

leadership towards
{a2¢ LINPOSa

leadership towards team

seltY vI 3SYSy i

Yeam was not positive
about selfmanagement of
Stk vyQ
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Reflection on the Nonparticipant observation related to team considerations and leadership

The results from both the SSI and NPO showed the same relationship between the analyzed elements.
The low performing team showed an overall negative effect on team cohesion, ITC and the perception of
leadership. The high performing team had an overall positive effect on team cohesion and ITC. The
perception of leadership was hardly affected by being a low or high performing team, which again
indicates that poor leadership is perceived as poor leadership despite the fact that a team is performing
relatively high. Poor leadership has a negative influence on both the low and high performing team.

The use of both SSI and NPO during the open coding phase, helped the JR to make a thorough
conceptualization of the data and integrate themes that emerged during the SSI and NPO (Hollander,
2012). This was used to lay the proper foundation for the next phase: axial coding.

Graph 4.1.3.e: a view on the results of the Nonparticipant Observatielated to team considerations
and perception of Leadership and organization

Nonparticipant observations

e———Team A Team B

Task cohesion
6

5

4
3
2

[ERN

Perception of leadership and
organization

Social cohesion

Communication

9ELX Iyl GA2Y 2F DNI LK Aginieforelalddol Grapf 2 Y S¥8S & ! LILISY
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4.2 Axial coding

The research of data continued with axial coding which involved assembling the data in different ways.
Axial coding is the second of the three-phase method of Strauss and Corbin (1990). It is about putting the
pieces of data back together following new thoughts and ideas. When connecting and relating the data
into new pieces of information, the coding paradigm followed focused on three different aspects of the
phenomenon being researched: (1: the conditions or situations in which it occurred, (2: the actions or

interactions of the people in response to what was happening in the situations and (3: the consequences
or results of the actions taken or inactions (Strauss & Corbin, 1998). During the Axial coding phase, the JR
tried to understand categories in relation to other categories. The purpose was to delineate and extricate

relationships on which the axis of the categories was being focused (Strauss, 1987).

Table 4.2.a: Color scheme for table 4.2.b used in the axial coding phase

Color

Meaning

Team A-Low performing

Low performing— Negative feedback

Team B-High performing / Team Leader

High performing- Positive feedback

Teams A & B Missing TFL leadership qualities

Axial coding categories Identified categories during the axial coding process

Table 4.2.b: Axial coding matrix presenting different reasons for the perceived tension between
members othe SMWT and the identified TFL leadership qualities that are currently not present but are
required from management to create a better leadéollower relationship for cohesion improvements

Open codes

Category

Description of category

Perception of Leadership involvemetiow and high performing
team (PLLHT)

Leadership is not interested in what is goirug in the team
Leadership doesn’t make wor k
Leadership doesn’t create cha
Leadership is open for questions
Leadership is often too busy for questions

During NPO

Importance of
leader-follower

TFL is considered the most effective
and active leadership style and

During SSI relationships literature show that TFL is the most
We feel | eft alone b y leader s beneficial style related to the
Leadersh ' p doesn : t g ? the r leader-follower relationship (Shibru
Leader sh I p doesn , : f“o U V Bl @ & Darshan, 2011). Business trends
Leadership doesn’t inspire by

Leadership doesn’t give enoug such as self-managed teams suggest
Leadership doesn’t guide the the need for strong and capable
Leadershid o e s n’ t |l i sten enough to followers (Grayson & Speckhart,
Leadership is not visible enough for the team 2006).

Leadership doesn’t communicat

Leadership is not ?—'Ways_trusw‘/orthy A better focus and understanding of
Leadership is not aware of wh the leader-follower relationships is

needed to improve the SMWT
cohesion of both the low and high
performing teams. Creating strong

and capable followers is needed to
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Low flexibility towards leadership

Low flexibility towards work and organization
Negative about leadership

Low perception of selinanagement of team

improve the leader-follower

relationship.

Leadership involvemenPLLHT

Leader shi patedhallerges’ t cr e

Leadership doesn’t make wor k

Low performing teamSSI

Low task communication within the team overall

Low task communication within the team during shifts
Many tasks are left unfinished for others

Tasks & not seen and experienced asam effort
Tasks are not made interesting for the team
Members of the team are not intellectually stimulated

Low performing teamNPO

Not much task communication among members, little negotiatior
Members expressediegative task communication
Members acted as islands

Low flexibility towards work and each other

High performing teamSSI

High task communication within the team overall

High task communication within the team during shifts
Lesser tasks are left fathers unfinished

Tasks are seen and experienced as team effort
Tasks are made more interesting for team members

High performing teamNPO

More task communication among members, more negotiation
Members expressed less negative task communication

Importance of
task cohesion

TCis important for the commitment
of the team towards group tasks
and the effort that is
accomplishing the shared goals. TC

put in

can be improved by a better leader-

follower relationship and by
building strong and capable
followers.

Members didn’'t acted as isl an

More flexibility towards work and each other

Leadership involvemenPLLHT Importance of | SC is important for the motivation
Leadership doesn’t i nspire by social cohesion | and willingness of the team to work
We feel !eft al one b_y_leaders with each other. SC can be
Leader sh ip d o e s amiple amjgumlamcet he r improved by a better leader-
Leadership doesn’t give enoug foll lationshi d b
Leadership is not always trustworthy offower relationship an y
Leadership is not interested in what is going on in the team creating  strong  and  capable

is not aware of wh followers.

Leadership

Low performing teamSSI

Members of the team do not like each other
Subcultures are formed within the team
The team is not inspiring for its members
The team is not inspiring for its members
Team is not motivating its members

Low performing teamNPO

Members expressed closeabdy language
Members had low social talk
Members were negative about other members

High performing teanSSI

People like each other more within the team

Lesser subculture forming within the team

People are more intellectual stimulated by team members
The team is more inspiring for its members

Team motivates its members

High performing teamNPO

Members expressed less closed body language

Members had more social talk
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Members were less negative about other members

Leadership involvemenPLLHT

Leadership i®pen for questions
Leadership is often too busy for questions
Leadership is not aware

of

Leadership is not interested in what is going on in the team

Leadership doesn’t

communi

w h

cat

Low performing teamSSI

Low teamcommunication
No open team communication
Negative team communication

Low performing teamNPO

Members did not communicated much
Members did not had open communication
Members expressed negative language
Language was cautious

Difficult communicationamong members

High performing teamSSI

High team communication
Open team communication
Positive team communication

High performing teamNPO

Members communicated more

Members had more open communication
Members expressed lesser negative language
Language was more relaxed

Better communication among members

Importance of
intra-team
communication

Better ITC is important for the
cohesion of the teams and trust and
respect among its members. ITC can
be improved by a better leader-
by
capable

follower relationship and

creating and

followers.

strong

Leadership involvemenPLLHT

Leadership doesn’t give
Leadership doesn’t guid
Leadership doesn’t | ist
Leadership is not alwaysustworthy

Low performing teamSSI

There is a lack of trust within the team
There is a lack of respect within the team

Low performing teamNPO

Distrust among members

Lack of respect among members

Closed, defensive and alerted body language
Language was cautious

High performing teanSSI

Better member trust relationships within the team
More respect for each other within the team

High performing teanNPO

Not much distrust among members
More respect for other members
Open bodylanguage

Importance of
trust and
respect

There is a low trust relationship
within and between the teams and
the
relationships are
improve the

relationship and for building strong

leadership layers.

important

Trusting
to
leader-follower

and capable followers.
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4.3 Selective coding

Selective coding involves the integration of the categories from the axial coding model. It is about
integrating and refining the theory (Strauss & Corbin, 1998). In this phase, conditional propositions (or
hypotheses) are typically presented. The result of this process of data collection and analysis is a
substantive-level theory relevant to the research question and embedded in literature review. It is the
process of selecting the core category, systematically relating it to other categories, validating those
relationships, and filling in categories that need further refinement and development (Strauss & Corbin,
1990; LaRossa, 2005).

The JR selected a core category and related the other main categories to this core category. In a sense the
selective coding phase is comparable to the axial coding phase. In both phases the categories are
developed in terms of their properties, dimensions and relationships. It is in the selective coding phase
that the integration occurs at a more abstract level of analysis (Strauss & Corbin, 1990). Although the
selective coding of Strauss (1990) is not the same as the one from Glaser (1978), they both focus on
selectively coding around a core variable identified in the data (Walker & Myrick, 2006).

Table 4.3.a: Color scheme for table 4.3.b used in the axial coding phase

Color Meaning

Axial coding categories

Central core category identified

Grounded theory Central core category grounded in theory

Table 4.3.a: Selective coding matrix

Axial coding Category Central category Description of the central category grounded in theory

Followership related to organizational performance, is
greatly undervalued in society and in business. Too little
attention is placed on the development of strong and
capable followers. Business trends such as self-managed
teams suggest the need for strong and capable followers
(Grayson & Speckhart, 2006).

TFL is considered the most effective and active leadership
style and literature show that TFL is the most beneficial style
related to the leader-follower relationship (Shibru &
Darshan, 2011). TFL is focused upon building relationships
with team members based on emotional, personal and
inspirational aspects. These human focused elements of TFL
have a positive influence on team performance and
cohesiveness (Senior and Fleming, 2006; Carnal, 2007;
Goleman, 1998; Laan van der, 2012).
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"Research evidence clearly shows that groups led by
transformational leaders have higher levels of performance
and satisfaction than groups led by other types of leaders,"
(Riggio, 2009)

Charismatic transformational leaders transform the self-
concepts of their followers and build a personal and social
identification among them according to the mission and
shared goals of the team and organization. It will enhance
the members’ feelings of involvement, cohesiveness,
commitment, potency and performance (Shamir, House &
Arthur, 1993).

In their classic text, Transformational Leadershif2006),
authors Bass and Riggio explained: "Transformational
leaders...are those who stimulate and inspire followers to
both achieve extraordinary outcomes and, in the process,
develop their own leadership capacity. Transformational
leaders help followers grow and develop into leaders by
responding to individual followers' needs by empowering
them and by aligning the objectives and goals of the
individual followers, the leader, the group, and the larger
organization."

The selective coding presented in this paragraph can be used as the foundation for the proposed guideline
on leadership development for a better leader-follower relationship that can be found in “Appendix Il
Leadership Guideline and Rating Systend is focused on the leader-follower relationship with strong
and capable followers build on SC, TC, ITC and trust and respect, as identified in the selective coding
process as key categories. In the same appendix there is a proposed rating system on how well the
individual has demonstrated transformational leadership, which can be used to periodically check the
leadership qualities of leaders within the NHFEP.

The proposed guideline for leadership development uses the main categories of transformational
leadership as defined by Bass (1985). These categories are presented in & ! LJLIS YhRrhakh pillars of
¢ NI YaTF2NYI A 2ad should b8 bisedSdgdihirAwitlé the definitions of transformational
leadership behaviorin CA 3dzNBE y dHY wl GAy 3 aeé a i Shch Bn2balfouddNd:
“Appendix Il Leadership Guideline and Rating Sy¢stuth the categories and behavioral definitions of
transformational leadership will make the proposed guideline on leadership development more readable
and understandable.

4.4  Conclusion

This chapter showed how the leadership qualities that are required to improve the leader follower
relationship were identified. These required leadership qualities can be extracted from the perception on
the leadership style currently executed of both the low and high performing teams. The results are
suggesting that an improvement of the leader follower relationship and a more connected
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transformational leadership style can have a positive influence on the leader-follower relationship, SC, TC,
ITC and trust relationship of both teams and the leadership layers.

The next chapter will compare the research findings to the theory obtained through the literature review
(Hollander, 2012).
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5 Discussion of the results

This chapter discusses the interpretation of the research findings and embeds it within the context of the
literature on TFL related to SMWT cohesion. The discussion is developed from the previous chapter where
a reflection and analysis of the results findings is already given to some extent. The current chapter will
also provide a reflection on the limitations of the research and it will offer some recommendations for
further research. The chapter concludes with a reflection on the dissertation process.

5.1 Key findings of the research

This study sought to increase understanding on how TFL could positively influence the cohesion of SMWT
within a NHFEP. Substantive Theory was generated by the use of GT as the qualitative research
methodology. The central category discovered that would enable leaders within this NHFEP to create a
positive influence on SMWT cohesion, was the leader-follower relationship. This could indicate that TFL is
best suited to positively influence the SMWT cohesion within this NHFEP because literature show that TFL
is the most beneficial style related to the leader-follower relationship (Shibru & Darshan, 2011).

The secondary research findings in chapter two formed the framework where the primary research
findings of chapter four could be embedded. The research clearly reflected the importance of a close and
connected style of leadership wherein the followers felt save, trusted, inspired, motivated and individually
sponsored. The same findings as reflected in this study can be found in the work of Bass (1985), Lowe,
Kroek & Sivasubramaniam (1996), Shibru & Darshan (2011), Riggio (2009) and others where the
satisfaction, cohesion and performance of the team is closely related to the characteristics of TFL.

The JR has tried to find out whether transformational leadership does indeed have a positive effect on the
cohesion of teams. The results of this study define a number of key elements that can be used to create
a leadership style that is more in accordance with the TFL style of leadership. These key elements could
be used in practice by focusing more on the TFL qualities related to leader-follower relationship, social
cohesion (SC), task cohesion (TC), intra-team communication (ITC) and mutual trust and respect (See
Appendix Il, Il and III).

5.2 Team cohesion, TFL and the leader -follower relationship

The results of the analysis in this research indicated that a positive leader-follower relationship with strong
SMWT cohesion is closely related to SC, TC, ITC and mutual trust and respect. Research undertaken by
Carnal (2007), Holbeche (2007) and Bass & Riggio (2006) for example, confirmed that choosing the right
leadership style to guide teams is important for a positive leader-follower relationship resulting in capable
and strong followers, as highlighted by Grayson & Speckhart (2006).

The factor “liking” seemed to have a huge influence on SC within these teams (Lott & Lott, 1965). Not
everyone in the low performing team liked each other and this had a negative effect on ITC. The factor
liking was much more evident within the high performing team with an increasing positive effect on the
SC, ITC and trust and respect.

Sub groups were formed within the low performing team through a lack of social solidarity, shared values
and common commitment (Carnal, 2007) and people started talking negatively about each other
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indirectly through other team members. This process had a progressive negative effect on the SC and TC
of the low performing team resulting in low intensity and relatively low number of friendships among its
members (Festinger, Schachter & Back, 1950). This could indicate that the limited presence of liking and
friendships has an increasing negative effect on SC, TC, ITC and trust and respect.

Tasks were not well communicated within the low performing team. This was also the case for the high
performing team but to a lesser degree. ITC partly mediates the relationship between two of the TFL
behaviors and TC; being inspirational motivation and intellectual stimulation (Calum et al., 2013). The lack
of inspirational motivation and intellectual stimulation experienced by both teams, was further negatively
influenced by the poor ITC. Although this ITC was more present within the high performing team, it still
lacked a certain stability with a negative effect on TC.

Little attention have been paid to the influence of TFL on group processes and their outcomes (Conger,
1999; Yukl, 1999) This changed after teams became increasingly important (Bass, Avolio, Jung & Berson,
2003) and TFL was recognized as being well suited to positively influence team cohesion (Shamir, House
& Arthur, 1993). The cohesion of teams can have a positive influence on group interaction and
communication, increased group influence and more involvement of the members (Carron, 1982).

When leadership within this NHFEP recognizes its own emotions and the emotions of the SMWT being
led, it will better be able to execute TFL (George, 2000). The findings of the current research showed some
distance between the leadership layers and the SMWT resulting in different perspectives about the
leadership style being executed and the influence it had on the cohesion of the teams. This indicates that
the alignment between the emotions and perspective of reality of the teams and leadership was not
coherent. This had a progressive negative effect on leadership perception within the team and an overall
negative effect on the leader-follower relationship.

The leadership style being used within this NHFEP was not able to transform the self-concepts of the
followers to build a personal and social identification according to the mission and shared goals of the
team and organization. This resulted in bad TC, SC, ITC, a lack of trust and respect and a negative leader-
follower relationship. When the NHFEP is able to use more of TFL, it will enhance the members’ feelings
of involvement, cohesiveness, commitment, potency and performance (Shamir, House & Arthur, 1993).
TFL is capable of facilitating the formation of cohesive teams that can perform at higher levels and is more
committed to the shared tasks and goals of the group.

5.3 Recommendations

This study indicated that the leaders need to improve their leadership qualities and focus more on a better
leader follower relationship through the use of TFL, combined with the creation of strong and capable
followers. A connected and transformational leader demonstrates behavioral integrity, which allows for
the development of trust with followers and a strong leader-follower relationship. A strong leader-
follower relationship motivates SC, TC and ITC among team members as indicated by this research.

These findings can be used to construct a leadership development training program that can identify
potential leaders who have the ability to motivate people to achieve and set goals, are competent and
confident in their decisions, are willing to listen to followers' advice, and are willing to be honest and
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consistent in their communication with organizational stakeholders. Additionally, individual performance
evaluations might include a rating system on how well the individual has demonstrated transformational
leadership. Based on this rating system, it might be possible to reward certain supervisors (Childers, 2009)

The proposed guideline on leadership development for a better leader-follower relationship can be found
in “Appendix Il Leadership Guideline and Rating Sysiedis explained in more detail in paragraph “4.3
Selective CodirigThis proposed guideline can be used as the foundation for the leadership development
training program mentioned in this section.

5.4  Future research directions

For this NHFEP it isimportant to continue this research on the positive influence of TFL on SMWT cohesion
when the teams are in the norming and performing phases. Further study should be done to indicate if
leadership improvements done in the storming and performing phases will still have the expected positive
influence on SMWT cohesion in the norming and performing phases.

This study represents a first effort to examine the positive influence of TFL on SMWT cohesion within a
NHFEP. Further study must be done to validate the results of this GT research. Additional research should
include quantitative study or a mixture of qualitative and quantitative study to confirm or reject the
qualitative theory of this dissertation. The findings of further research should be used to formulate
additional guidelines on leadership development, especially related to the norming and performing
phases of SMWT within this NHFEP.

5.5 Strengths and Limitations

This study mainly focused on GT as described by Strauss & Corbin (1998), following the more orthodox
form of GT as a strict inductive way of generating categories from empirical data. By using GT this way,
different coding processes are performed that imply abstracting and relating categories with each other
during data analysis. The objection from Glaser (1992) against the version of Strauss & Corbin (1998)
stated that it is not strict enough concerning the inductive way of analyzing the data. Following the
thoughts of Glaser implies that the conceptualizations should emerge and not be forced by using
preexisting categories, even if these categories were formed genetically from out analysis.

Other scholars, on the other hand, have criticized GT for this purely emergent procedure and thereby
neutralizes the objection from Glaser (1992) against Strauss & Corbin (1998). The JR experienced the
inductive way of working with data as a major strength of GT and on the other hand also felt it as a
weakness. Preexisting theory can bring in some inspiration and challenge to some of the abstractions
made during certain stages of theory development. Knowledge isolation can be avoided when the
empirical findings and abstractions are compared with other theories (Goldkuhl & Cronholm, 2010).
Therefor the JR thinks that theory development could benefit from knowledge integration and synthesis.
In this context the pure inductive way of working with data, acknowledged as a strength of GT, is at the
same time one of its principal weaknesses.

Furthermore, just one NHFEP in The Netherlands is analyzed in this study, and the focus is only on one
specific geographic area. The cultural and the sub-cultural aspects of the SMWT are only touched on the
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surface. Some cultures are better suited for TFL than others (Bass, Jung & Sosik, 1995). Certain areas
within the Netherlands do have a higher number of immigrants, which is also reflected in the
heterogeneous consistency of cultures within the SMWT in this NHFEP. This adaptability towards TFL is
also different between cultures in other countries. Western oriented countries react differently towards
TFL than non-Western oriented countries (Spreitzer, Perttula & Xin, 2005).

The SMWT were in the phase of storming and forming and did not enter the norming or performing phase.
It was interesting to see that it was very important that the leadership style chosen shows involvement,
open communication, motivation and inspiration. The research could not explore the positive correlation
of TFL with SMWT cohesion in the norming and performing phase. The balance between the teams could
have been significantly different in the norming and performing phases than they were in the storming
and forming phase within this NHFEP. This should be included in the interpretation of these research
findings.

5.6 Reflection on Dissertation Process

The research indicated that implementing SMWT within a NHFEP is not something that can be done
without the proper guidance and knowledge from the organization and its leaders. The teams confirmed
unanimously that a connected leadership style is needed with a constructive leader-follower relationship
where cohesion can thrive. Especially when the initiation phases of forming and storming are still not
finished; this connected, motivational and inspiring leadership style is essential. It was very interesting to
see this process working during the research and to be able to confirm what literature was already
reflecting.

Asking the questions of semi-structured interviews without directing the answer is an art on its own. The
JR was aware of possible bias in this area and tried hard to avoid creating a context in which the
interviewee could only answer towards certain criteria. Still it happened that questions had to be asked
again after creating a different atmosphere for the interviewee wherein objective answers were possible
again. Some more test questions before the real interviews would have been beneficial for the quality of
the answers.

By completing this dissertation it was clear that the listening skills of the JR were predominated by
assumptions of what the interviewees were saying. This was often different from what the JR thought he
was hearing. The research made it clear that the JR need to improve his listening skills. The problem of
listening was combined with a lack of ability to keep the interviewees focused on the topic of the questions
and the JR stimulated them to wander off several times. The interviewing skills of the JR need to be
improved if he wants to conduct further research.

Planning seemed to be crucial and despite the fact that planning was done thoroughly, still some
unforeseen things occurred; like interviews shifting to other time windows and meetings gone wrong
which had to be done all over again. The people factor was not calculated properly into the planning and
this had a negative effect on some preparations.

This study has clearly shown the distance that exists between the leaders and the SMWT within this
NHFEP. The main cause of this distance was a lack of trust and respect, low communication and a negative
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leader-follower relationship. The research focused on the positive influence of TFL on SMWT cohesion
through a positive leader-follower relationship. The assumption made in this study is that leadership is a
trait that can be acquired which is also true for TFL. Another assumption of this study is that a
transformational leader requires some skills which are more difficult to learn. The outcome of this study
provides a structured training program to select suitable people for the transformational leadership
model to improve the SMWT cohesion within this NHFEP.

It was highly valued that the JR had the opportunity to work closely with fellow students through the
forum and residency. The Principal Investigator (PI) taught the JR to integrate academic critique into his
results without being over-sensitive. The guidance and interaction with the Pl made the learning
experience enormously rich and vibrant. The information in between the lines of the comments from the
Pl made it all very exciting because it was especially this information that turned out to be most important
to improve the quality of this dissertation. This ‘secretly’ given advice is highly valued as a challenging
experience and helped the JR to persist and resolve difficulties. This distance and at the same time closely
interaction with the Pl motivated the JR to continue the research journey into the unknown; to boldly go
where no one has gone before.

6 Conclusion

The results presented in this research enhance our understanding of how TFL can have a positive influence
on the cohesion of SMWT. The results provide evidence that a strong leader-follower relationship does
have a positive effect on different aspects of cohesion. There is also some indication that emotional
intelligence is an important element of TFL and that TFL is closely related to the overall group level
effectiveness. TFL plays the role of mediating the relationship between the leader-follower relationship
and intra-team communication and trust and respect.

In addition, the research findings indicate that members of the SMWT experienced good leadership as
being connected, supportive, inspirational, motivational and capable of listening to what the members
needed. In order to create a positive leader-follower relationship the leader must be people oriented with
a focus on the human aspects when building effective SMWT.

The findings support Salvage (1989) in suggesting that nursing needs good leadership at all levels in order
to create strong and capable followers. NHFEP needs good leaders and education is then crucial. This
study showed that Introducing SMWT must be combined with innovative, dynamic and connected
leadership to create a strong leader-follower relationship or else the teams get adrift.

Leadership in NHFEP is at a turning point and there is the need to develop strong leader-follower
relationships to create positive SMWT cohesion. The results indicate that healthcare workers in NHFEP
must work collaboratively in order to create common ground and shared goals. The findings of this study
were consistent with the theory that TFL is an effective and active leadership style and highly beneficial
in the context of the leader-follower relationship and SMWT cohesion (Shibru & Darshan, 2011).
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8 Appendix | z The Main Pillars of Transformational Leadership

Main categories of Transformational Leadership defined by Bass (1985).

8.1.1 Idealized Influence

Theleade I Ayl Aya GKIFG 3ISydzAyS GNHzAG Ydzad o06S odzaf i
truly transformational, its charisma or idealized influence is characterized by high moral and ethical
sityRIFNRAEDE ¢NHza G T2 N ®@Rdisklid mdsal aRdSedhicdl fyuRdatibrz £ £ 2 S NJ

8.1.2 Inspirational motivation
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provides the impetus for all to move forward.

8.1.3 Intellectual stimulation

Intellectual stimulation helps followers to question assumptions and to generate more creative solutions
G2 LINRPofSYaodé ¢KS f SI RSN aollowersitc see/hovIN® EbRniecd ® thel K S
leader, the organization, each other, and the goal. Once they have this big picture view and are allowed
freedom from convention they can creatively overcome any obstacles in the way of the mission.

8.1.4 Individual consideration

Individual consideration treats each follower as an individual and provides coaching, mentoring and
IANRPGUK 2LIRNIdzyAGASadPE ¢KAA | LILINRFOK y28G 2yfteée S
individuals need for se#fctualization selffulfillment, and seHwvorth. It also naturally propels followers to
further achievement and growth.
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9 Appendix 11 z Leadership Guideline and Rating system

Figure8.1: Leadership Guideline for leaders of the NHFEP

The proposed guideline on leadership development is driven by the transformational leadership behaviors
from Figure 10.2: Rating system for transformational leadershis appendix and together with an
explanation of the categories of transformational leadership defined by Bass (1985), which can be found
in Appendix |, will make this guideline on leadership development more readable and understandable.

sIdealized influence
sIndividual consideration
sInspirational motivation
*Visioning, Inspiring

sInspirational motivation
sIndividual consideration

Social cohesion *Inspiring, Coaching

sIntellectual stimulation
sIndividual consideration
sStimulating, Coaching

Task cohesion

sIdealized influence
sIndividual consideration
e sInspirational motivation
communication sTeam-building, Coaching, Inspiring, Visioning

sIdealized influence

sIndividual consideration
sInspirational motivation
sTeam-building, Visioning
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Figure8.2: Rating system for transformational leaders

The definitions of transformational leadership behaviors in the table below can be used to rate the

transformational leadership qualities of leaders within the NHFEP. It is also possible to use the same table

when hiring new leaders for the NHFEP and to be able to check whether they have the necessary

capabilities to become effective transformational leaders.

Definitions of transformational leadership behaviours

Behaviour

Visioning The leader clearly communicates a vision of the future, broadly shared by the members of the
organization. This vision describes the ultimate outcomes which people need to achieve, and
the leader expresses optimism about the future with strong expressions of personal confidence
and enthusiasm. Transformational leaders lead by example, serve as role models and
themselves behave in ways consistent with their vision

Insplring The leacer generates excitement at work and heightens expectations of cthers through symbols
and Images. In communicating about their vision, they express their dreams in highly
motivational language. They give pep talks with high energy, optimism and passion, which in
turn builds confidence in their vision and self-confidence in their followers

Stimulating The leader arouses interest in new ideas and approaches and enables employees to think about
problems in new ways. This transformational leader encourages rethinking of ideas and
questioning of old ways of doing things. He or she actively considers “wild ideas” and
encourages divergent thinking. Intelligence and clear reasoning are encouraged to select from
among the creative ideas and to solve problems

Coaching The leader coaches, advises and provides “hands-on” help for others to improve their
performance. They listen attentively and express encouragement, support and confidence in
others' abilities to achieve the high expectations inherent in the vision. They give positive
feedback for strong performance and effort and provide opportunities for development by giving
challenging and interesting tasks to their followers (as distinct from keeping all these kinds of
jobs for themselves)

Team-building The leader builds effective teams by selecting team members with complementary skills. They
increase trust and self-confidence in the team by sharing information, giving positive feedback,
utilizing individual members’ skills and removing obstacles to team performance
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10  Appendix Il | Z Interview Schedule

Members of two groups were being interviewed. The members ranged from level 1 to level 5 in healthcare

qualification terms. Level 1 to 4 were being interviewed. The extra participant being interviewed is the

team leader. The level indication with date may not be communicated openly. When this dissertation is

shared with others, the dates and level indication must be deleted. The same counts for the short

abbreviations for the names, which must be deleted when sharing this dissertation with others.

Table 9.1: SSI schedule

Group A

Research Participant

Participant leel

Date of Interview

Place of interview

Duration of interview

Participant Al (AK) 3 11-04-2014 Amsterdam 30-45 minutes
Participant A2 (ET) 2 11-04-2014 Amsterdam 30-45 minutes
Participant A3 (FP) 4 14-04-2014 Amsterdam 30-45 minutes
Participant A4 (MB) 3 14-04-2014 Amsterdam 30-45 minutes
Participant A5 (DK) 2 14-04-2014 Amsterdam 30-45 minutes
Participant A6 (TH) 2 25-04-2014 Amsterdam 30-45 minutes

Group B

Research Participant

Participant level

Date of Interview

Place of interview

Duration ofinterview

Participant B1 (JB) 1 18-04-2014 Amsterdam 30-45 minutes
Participant B2 (KV) 3 18-04-2014 Amsterdam 30-45 minutes
Participant B3 (DW) 3 18-04-2014 Amsterdam 30-45 minutes
Participant B4 (MS) 2 01-05-2014 Amsterdam 30-45 minutes
Participant B5 (GH) 1 28-04-2014 Amsterdam 30-45 minutes
Participant B6 (AG) 3 28-04-2014 Amsterdam 30-45 minutes

Research Participant

Participant level

Date of Interview

Place of interview

Duration of interview

Team Leader (PP)

Management

28-04-2014

Amsterdam

30-45 minutes
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11  Appendix IV z Nonparticipant observation Scheme

Members of two groups are being observed. The teams are observed during team meetings and during

the execution of care giving.

Table10.1: NPO Schedule

Group A

Observation Team size | Date ofobservation Place ofobservation Duration of observation
Team meeting 6 17-04-2014 Amsterdam 120 minutes

Execution of care 3 14-04-2014 Amsterdam 120 minutes

Group B

Observation Team size | Date ofobservation Place ofobservation Duration of observation
Team meeting 6 08-05-2014 Amsterdam 120 minutes

Execution of care 3 28-04-2014 Amsterdam 120 minutes
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12  Appendix V z Interpretation of Graph -system

In this dissertation the radar system charts are used. It is a graphical method to visualize multivariate data
within a two dimensional chart. Several quantitative variables are presented at the end of each section
on axes starting from the same point. The angle and relative positions is not uniform and are a reflection
of the differences between the teams or between the teams and leadership. It is a rough indication of the
differences based on the observations of the JR. Therefor it has some bias in the form of subjective
interpretation of the situation by the observer, being the JR. Despite this bias, the graphs at the end of
each section do give a fast overview of the results of the observations.

The following scoring system is used.

Table 11.1: Scoring system of the graphs used in this dissertation

Number Meaning
Negative feedback. No mixed feedback and contradicted non-verbal communication

Mostly negative feedback. Very little mixed feedback and contradicted non-verbal communication
Mostly negative feedback. Little mixed feedback and contradicted non-verbal communication
Negative/positive feedback. Some mixed feedback and contradicted non-verbal communication
Mostly positive feedback. Little mixed feedback and contradicted non-verbal communication
Mostly positive feedback. Very little mixed feedback and contradicted non-verbal communication
Positive feedback. No mixed feedback and contradicted non-verbal communication

Im»wNH

Example graph and interpretation:
Graph11.1:a view on the results of the Nonparticipant Observation related to team considenasiand Leadership

Nonparticipant observations
e Team A Team B

Task cohesion
6

4
2

Perception of leadership and . .
. Social cohesion
organization

Communication

Interpretation:

The overall score of team B is better compared with team A. In this case there is some similarity between
the teams on the perception of leadership and organization. Team B is much more positive on
communication than team A and the TC and SC of team B is also more positive where the SC together with
TC do have slightly lower score compared with communication.
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13  Appendix VI z Information Letter

Information letter version 1, February2014

Dear sirfmadam,

You are approached by the Team Manager or Staff Executive of the Nursing Home for Elderly people
(NHFEP) where you work concerning the mentioned research. With this letter we want to ask you to
participate in a research about the alleged positive influence of the Transformational Leadership style on
the cohesion of Self-Managed Work Teams (SMWT).

The Transformational Leadership style is the style of leadership that is most concerned with the soft
elements of the members in groups. The soft elements are related to the feelings of people, how they
relate to each other and how they can be motivated to do that extra step in performing their tasks without
being specifically asked to do so.

Cohesion is about how well the team-members are able to work with each other when performing
healthcare related tasks. The goal is to determine the influence of the Transformational Leadership style
on the cohesion of SMWT within NHFEP. Down in this letter we explain what this research consist of and
what it means for you if you decide to participate.

Please read this letter carefully and in your own pace. Discuss the content with your partner, friends and
other relatives. Please also read the general flyer. In there you will find much information concerning
scientific research related to healthcare. If you have further questions after reading this letter, please
contact the researcher. On page 3 you will find his contact information.

Goal of the research

As you may know, within healthcare and also within NHFEP, SMWT are becoming important elements to
improve the quality of care. Although most NHFEP have a hierarchical and task driven type of
management structure, SMWT often need a different kind of leadership style to become effective and
create a strong team cohesion. Therefore it is important to be able to identify if the TFL style has a positive
effect on the cohesion of SMWT.

Qualitative research

Through one to one interviews with members of SMWT we will try investigate if indeed elements of TFL
do improve the team cohesion. For extra information we also will execute several nonparticipant
observation during several team meetings.
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How is the research being executed?

The research will be executed in the NHFEP where you work. De researcher will contact you on one
occasion only, on a pre-defined date and time, where he will talk with you on the matter of team cohesion
and your participation in a SMWT. The meeting will take place in a designated room so your privacy is
guaranteed. The duration of the meeting will be about 45-60 minutes unless you indicate that you want
to stop earlier.

What is being expected from you?

There are no special preparation for you to take. We hope to have an open conversation on the matter
of your participation within a SMWT inside your NHFEP.

What sideeffects can you expect?
There are no side effects to expect.
What are the possible advantages and disadvantages of participating in this study?

You yourself will not have a direct advantage by participating in this research. The outcome of this study
can eventually have a positive effect on the quality and intensity of the team cohesion of the SMWT where
you are a member of. For example, if this research creates more insight into how TFL can have a positive
influence on SMWT cohesion, it can be used in yours and other NHFEP where SMWT are implemented.
This can lead to a situation where the SMWT cohesion is structurally improved inside NHFEP with a
positive effect on the quality of care given by these teams.

What happens if you do not wish to participate ithis survey?

You yourself will decide to participate in this research. Participation is voluntary. If you decide not to
participate then you have to do nothing. You do not have to sign something. You also do not have to say
the reason of not participating. If you do not participate you will not be treated differently afterwards. If
you decide to participate, it is always possible to stop this participation during the research without any
consequences.

Will you be informed if there is relevant informationtzout the study being published during
the study?

The research will be done as accurate as possible and according to plan. But the situation may change.
For example through new information. If so, we will discuss that situation with you directly. You can then
decide whether to stop or continue with the research.
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What will happen with your information?

Your data will be encoded by the researcher. This means that confidential information cannot be traced
back to you. In further reports and any publication this code will be used. Besides the researcher some
other people will have access to your information. This is to check the reliability of the research. These
other people are:

I The research team
 The review committee
 The inspectorate for Health Care.

Your information will be saved by the investigator during the research. After the study this information
will be saved for a short time after which they will be destroyed.

If you decide to participate in this research, we ask you friendly to sign the attached consent form. We
also request you permission to contact you if additional information is needed.

For further details with respect to this research, you can always turn to the researcher Jaap Zwart
(telephone: 072-5066709/06-41618023). If you want to talk to a person not involved in the investigation,
then you can contact Esther van Huissteden MSc (telephone: 06-81347983).

Sincerely,

Mr. J.H.J.Zwart
Junior Researcher St John University York, England.
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14  Appendix VIl z Consent Form z Participation in Research

| hereby confirm that | give my consent to participate in the research mentioned above.
Within this context | certify the following:

1 I'am well enough informed orally and through writing about the mentioned research
(Information Letter version 1, March 2014)

1 I had sufficient time to think about my decision to participate in this research.

9 1am aware that participation in this research is voluntary and therefore may be waived from
participation at any time

9 1give permission to be approached again in the future for participation in further research or

follow-up study related to the mentioned study.

Name

Birthdate

Date/Place /

Signature

| hereby declare that | have fully informed the participant regarding this research and have
explained all the advantages and dis-advantages and that | have the impression that the
participant has fully understood all information given.

Namelnvestigator

Date

Signature
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