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1 | INTRODUCTION
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Abstract

Aim: To explore literature that supports an understanding of values-based leadership
in nursing.

Background: Understanding values-based leadership in nursing means understand-
ing several leadership theories such as authentic, servant and congruent leadership.
Evaluation: Electronic databases were systematically searched to locate studies with
the terms values-based, authentic, servant and congruent leadership. The litera-
ture was assessed with the Joanna Briggs Institute Critical Appraisal Tools and the
Preferred Reporting Items for Systematic Reviews and meta-analysis approach and
a thematic analysis.

Key Issues: Existing evidence focuses on specific perspectives within three domi-
nant leadership approaches under the umbrella of values-based leadership: authen-
tic, servant and congruent leadership. Limited literature suggests that values-based
leadership can support professional collaboration, enhanced trust and voice for
nurses, support for staff well-being, empowerment, job satisfaction, patient-focused
outcomes and quality care.

Conclusions: A dearth of empirical literature concerning values-based leadership and
nursing exists. Evidence suggests that authentic, servant and congruent leadership
correlate with values-based leadership theories and core nursing values.
Implications for Nursing Management: Nurse managers should recognize the po-
tential benefits of a values-based leadership approach for staff well-being, enhanced
professional collaboration and the nurses voice, improved insight into clinical leader-

ship attributes and improvements in quality patient care.

KEYWORDS
authentic leadership, congruent leadership, nursing leadership, servant leadership., values-
based leadership

leadership domain. As such, this review went beyond values-based

leadership literature, to capture data related to authentic leadership,

In the 21st century, theories of leadership have re-emerged, with a
focus on the leader's value base. Copeland (2014) identified 11 lead-
ership theories situated within the sphere of values-based leader-
ship; however, these all pertained to a business-management focus.
In conducting this review, it emerged that within nursing, three main

leadership theories appear under the umbrella of the values-based

servant leadership and congruent leadership, aiming to gain a wider
understanding of values-based leadership. This paper begins with
an overview and definition of values-based leadership and the three
leadership theories identified, before describing a literature review
that explored each of the theories, supporting a wider understand-

ing from a nursing perspective.
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2 | BACKGROUND

Copeland (2014 p105) suggests that values-based leadership has
emerged from a leadership landscape where many leaders have been,
‘plagued with extensive, evasive and disheartening ethical leadership
failures.... As a result, governments, communities and individuals have
begun to place a renewed focus on the value of ethical behaviour and
leaders who clearly demonstrate their values (Stanley, 2019). Values are
described as a 'key component of effective leadership and an essential
trait for leaders to possess’ (Graber & Kilpatrick, 2008, p180); other
leadership writers and theorists concur (Ahn et al., 2011; Baloglu, 2012;
Peregrym & Wolf, 2013; Stanley, 2019; Viinamaki, 2009).

In order to restore hope, confidence and integrity to organi-
sations, leaders now need to move away from charismatic lead-
ership styles and place values at the core of leadership practices
(Copeland, 2014). In nursing and health care leadership, this move-
ment has been mirrored with values increasingly becoming the focus
for health practitioner practice (Wynia & Bedzow, 2019) and improv-
ing client services. Understanding the characteristics and evidence
for such practices is, therefore, important. Denier et al. (2019) and
Faith (2013) note that core values in health care, such as care and
compassion, are being undermined by the negative impacts of cost
containment, political wrangling and other influences and that if a
‘culture of care is to survive’, there needs to be a commitment to
values-based leadership (Faith, 2013, pé).

During this review process, it became apparent that other lead-
ership theories, dominant in nursing, suggest a wider view of values-
based leadership. These were servant leadership (Greenleaf, 1970,
1977), authentic leadership (George, 2003) and congruent leader-
ship (Stanley, 2006a, 2006b, 2008). These theories were, therefore,
included to widen the scope of this review.

3 | DEFINITIONS

Barrett (2006) suggests that a values-based leadership style could
be described as leaders building on teams’ shared values. As such,
values-based leadership is based on the philosophical standpoint of
the leader, with followers developing from a shared set of beliefs to
increase motivation and productivity. Leaders act on behalf of their
followers and seek to provide the conditions and resources that bolster
followers’ motivation. Values-based leaders enable followers to clearly
see the core values that align with an organisation's values (Fernandez
& Hogan, 2002). In providing a strong underlying moral and ethical
foundation, values-based leadership anchors the leader's behaviour
in positive ethical and moral practice (Bass & Avolio, 1993; Bass &
Steidlmeier, 1999; Brown & Trevifio, 2006; Gardner & Avolio, 2005).
The concept of authentic leadership developed from the increas-
ing focus on ethics and organisational behaviours and the move to-
wards transformational models of leadership (Avolio et al., 2004).
Avolio and Gardner (2005) consider authentic leadership as a core
paradigm for progressive forms of leadership, with a focus on self-

awareness and moral perspectives. Authentic leadership refers to

a process aligned with positivity of psychological aptitudes and or-
ganisational contexts, leading to self-awareness and self-regulated
positive behaviours among leaders. Proposing that self-knowledge
and personal concepts drive individual leadership, authentic lead-
ership views relationships as important and highlights the role of
leaders as influencers (Cairns-Lee, 2015). Authentic leadership has
four principles at its core requiring ‘balanced processing, relational
transparency, internalized moral perspective, and self-awareness’
(Alilyyania et al., 2018 p35).

Savel and Munro (2017) assert that premodern concepts of
servant leadership are rooted in Christianity and ancient Chinese
writings with beliefs about leadership centring on the need for lead-
ers to place prominence on serving others. In the modern context,
Greenleaf (1970, 1977, 1998) developed the concept of servant lead-
ership arguing that the leader has an innate desire to serve first and
later decides to lead, contrasting this with the individual who is a
leader first. The servant leader prioritizes others’ needs and nurtures
others in their professional development.

Congruent leadership occurs when the values and beliefs of
the leader are congruent with their actions (Stanley, 2006a, 2006b,
2008, 2017, 2019). As such, the leaders’ values and beliefs are seen
to drive and match their actions, thus gaining congruence. All three
theories sit under the scope of a values-based theoretical perspec-

tive of leadership in nursing.

4 | METHODS: SEARCH STRATEGY
41 | Aim

To explore literature that supports an understanding of values-based
leadership in nursing.

4.2 | Design

An integrative systematic literature review was chosen for its com-
prehensive approach to the identification of relevant literature.
The use of a Preferred Reporting Items for Systematic Reviews and
Meta-analysis (PRISMA) flow approach enabled a clear evaluation
and analysis of the data and presentation of findings (Whittemore
& Knafl, 2005). Once all the data were gathered, it was thematically
analysed.

4.3 | Search methods and results

The literature search began by searching BCS, PubMed, CINAHL and
Pro-quest databases for papers related to values-based leadership.
A PRISMA process was applied to the literature search (Figure 1).
Keywords included ‘Values-Based Leadership’, ‘Authentic Leadership’,
‘Servant Leadership’ and ‘Congruent Leadership'. A total of 1,084 papers

were located initially. The search was, therefore, limited to research
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FIGURE 1 PRISMA diagram

articles published in English from the year 2000 to May 2020 and pa-
pers which focused on health care leadership, resulting in 243 papers.
Papers were also obtained through back-chaining and a manual search
of current periodicals, including major nursing journals. Exclusion cri-
teria were as follows: not available as a downloadable paper, lack of
a research focus (discussion or opinion papers) and lack of focus on
health care leadership. The papers were divided into four categories
for examination: values-based leadership (n = 200), authentic leader-
ship (n = 478), servant leadership (n = 310) and congruent leadership
(n = 96). Each paper was reviewed to ensure it met the inclusion crite-
ria, following which 48 papers remained (Tables 1, 2, 3 and 4): 10 pa-
pers on values-based leadership, 20 papers on authentic leadership, 8
papers on servant leadership and 10 papers on congruent leadership.
Of these, 26 were quantitative, 6 were qualitative, 2 were cases stud-
ies, 10 were literature reviews, and 4 were mixed-method studies.

All articles that remained for review were analysed using
the PRISMA guidelines (Shamseer et al., 2015) to support the se-

lection process. Each article was analysed independently using

WILEY-

Search platforms: BCS, Pubmed, CINAHL, Pro-quest and OVID.
Articles located through a search for terms: “Values-Based
Leadership”, “Authentic Leadership”, “Congruent Leadership” and

published after the year 2000 and up to 2020. Total articles located
=1084.

“Servant Leadership” Search parameters: written in English,

Articles examined in greater detail as
they focused on values-based
perspectives of leadership = Total =
243.

Articles that did not
meet the inclusion
criteria or were

duplicated = Total
841.

Articles not considered relevant as
they did not focus specifically on
‘nursing’ perspectives of value-based
leadership or offered book reviews or
were not in keeping with the aims of
the review. Total = 195.

Eligible for the final
review. Total = 48.

Included in the final review were 10 papers on Values-Based
Leadership, 20 papers on Authentic Leadership, 8 papers on Servant
Leadership and 10 papers on Congruent Leadership. Total = 48.

Of the 48 articles included: 26 were quantitative papers; 6 were
qualitative papers; 2 were cases studies; 10 were literature reviews;
and 4 were mixed method studies. Total = 48.

relevant tools from the Joanna Biggs Institute Critical Appraisal Tool
Catalogue (https://joannabriggs.org/critical-appraisal-tools). A the-
matic analysis of data within each paper was conducted, with each
researcher dealing with the four leadership theories individually,
before validation of the codes, categories and themes identified by
each researcher (Glasper & Rees, 2017). This resulted in the identi-
fication of themes outlined in the following discussion and provided
in summary in Table 5.

5 | FINDINGS

An overview of all the literature identified is offered in Tables 1, 2,
3 and 4. However, to synthesize and further review the literature,
a thematic analysis was used that led to the identification of sev-
eral themes which illuminate outcomes and effects of approaches
to values-based leadership described for nursing staff, organisa-

tions and health care. However, the methodological quality of the
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TABLE 1

Method

Aim

Volume Country

Source

Year

Authors/Title

No

A randomized controlled trial

Intervention exploring supportive

Iran

24

Journal of

Shirazi, M., Emami, A., H., Mirmoosavi, 2016

9

leadership on nursing performance.

400-408

Nursing

S.J., Alavinia, S., M., Zamanian, H.,

Management

Fatholiahbeigi, F., & Masiello, I. The

effects of intervention based on

supportive leadership behaviour
on Iranian nursing leadership

performance: A randomised controlled

trial

Non-experimental design

Characteristics of nurse leaders explored.

USA

20

Journal of

2012

Westphal, J.A. Characteristics of nurse

10

928 - 937

Nursing

leaders in hospitals in the USA from

1992 to 2008.

Management

WILEY-

literature was highly variable and emerged predominantly from
Canada, the United States and Australia, with some further wider
international contributions. The review produced five overarching
themes that help support an understanding of values-based lead-
ership: work environment and job satisfaction, staff well-being and
burnout, trust and voice, interprofessional working and collabora-
tion and patient outcomes. The themes are discussed below.

5.1 | Work environment and job satisfaction

Papers across the data search addressed aspects of creating empow-
ered work environments. Values-based leadership was considered
supportive of social capital and promoting the retention of nurses,
with value placed on quality relationships and a sense of belong-
ing. This positively influenced mental health and job satisfaction
(Alilyyania et al., 2018; ; Shirey, 2009 and Read & Laschinger, 2015),
particularly when a positive work environment was supported by
positive workplace role models (Giallonardo et al., 2010; Fallatah &
Laschinger, 2016; Lee et al., 2019; Baek et al., 2019 and Shirey, 2009).
Application of values-based leadership within an organisation re-
sulted in reduced stress in nurses and encouraged a commitment
to remain (Alkharabsheh & Alias, 2018). Baek et al.’s (2019) research
supported these findings, identifying the positive effects of job
satisfaction and commitment to the organisation when managers
exhibited values-based leadership and were considered to bring
greater citizenship behaviours to the work environment, exhibited
through politeness, dignity and respect (Qui et al., 2020).

Gunnarsdottir (2014) applied a Servant Leadership Survey (van
Dierendonck & Nuijten, 2011), suggesting most respondents were
satisfied with their jobs, with a significant correlation existing be-
tween job satisfaction and perceptions of servant leadership charac-
teristics of humility, empowerment, accountability and authenticity.

Congruent leadership research was less well defined in support-
ing job satisfaction; however, indications suggest that it empowers
approachable leaders, supporting positive workplace relationships
(Stanley, 2006a, 2006b, 2008). Likewise, Wong and Laschinger (2012)
found that authentic leadership increased job satisfaction and per-
formance in nurses by encouraging empowerment within the organ-
isation with a corresponding decrease of burnout, exhaustion and
cynicism (Bamford et al. 2013; Laschinger et al., 2013). From a servant
leadership perspective, Mahon (2011) and Neill and Saunders (2008)
argue that values-based leadership results in greater job satisfaction
and morale, stronger collegial relationships, greater ethical values and
professional growth. It has also been argued that servant leadership
can support greater research capacity (Jackson, 2008) and enhanced
quality of patient care (Ellis, 2019; Neill & Saunders, 2008).

5.2 | Staff Well-being

Significantly, values-based leadership and, specifically, au-

thentic leadership are associated with an increase in a sense of
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TABLE 2 Article Profile: Authentic Leadership

No
1

10

11

12

13

14

15

Authors/Title

Alilyyani, B., Wong, C. & Cummings

Antecedents, mediators, and outcomes of authentic leadership in
healthcare:

A systematic review

Alkharabsheh, O.H. & Alias R.B

The Mediating Effect of Organisation Culture on the Relationship
between Authentic Leadership and Turnover Intention in Jordanian
Public Hospitals

Baek, H., Han, K. & Ryu, E.
Authentic leadership, job satisfaction and organizational
commitment: The moderating effect of nurse tenure

Bamford, M., Wong, C.A. & Laschinger H
The influence of authentic leadership and areas of worklife on
work engagement of registered nurses

Dirik, H. & Intepeler, S.S.
The influence of authentic leadership on safety climate in nursing

Fallatah, F. & Laschinger, H. K.
The influence of authentic leadership and supportive professional
practice environments on new graduate nurse job satisfaction.

Giallonardo,, Wong, C.A. & Iwasiw, C.L. Authentic Leadership of
preceptor's predictor of a new graduate nurse's work engagement
and job satisfaction.

Laschinger, H.K., Wong, C.A. & Grau, A.L.
Authentic Leadership empowerment and burnout a comparison in
new graduates and experienced nurses.

Laschinger H K'S, Borgogni L, Consiglio C, Read E The effects
of authentic leadership, six areas of worklife, and occupational
coping self-efficacy on new graduate nurses’ burnout and mental
health: A cross-sectional study

Lee, H-F., Chiang, H-Y. & Kuo, H-T
Relationship between authentic leadership and nurse's intent to
leave: the mediating role of work environment and burnout.

Long, T.
Effect of Authentic Leadership on newly qualified nurses: a scoping
review

Malila N, Lunkka N, Suhonen M

Authentic leadership in healthcare: a scoping review

Mortiner, A. V. Vlerick, P. & Clays E. Authentic Leadership and
thriving among nurses the mediating role of empathy.

Read, E.A. & Laschinger, H.K. S.

The influence of authentic leadership and empowerment on nurse's
relational social capital mental health and job satisfaction over the
first year of practice.

Regan, S., Laschinger, H.K.S.& Wong, C.A.

The influence of empowerment, authentic leadership and
professional practice environments on nurses perceived
interprofessional collaboration.

Year

2018

2018

2019

2013

2017

2016

2010

2013

2015

2019

2020

2017

2016

2015

2016

Source

International Journal of Nursing
Studies

Journal of Economic & Management
Perspectives,

Journal of Nursing Management

Journal of Nursing Management

Journal of Nursing Management

Journal of Research in Nursing

Journal of Nursing Management

Journal of Nursing Management

International Journal of Nursing
Studies

Journal of Nursing Management

Nursing Management

Leadership in Health Services

Journal of Nurse management

Journal of Advanced Nursing

Journal of Nursing Management
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Lit Review/Systematic Review

JAMES ET AL.
Volume Country Aim Method
83 Canada Examine the antecedents, mediators and outcomes
34-64 associated with authentic leadership in health care.
Vol 12, Issue 3, P. Jordan This study primarily aims to investigate the relationship

19-35.

27
1655-1663

21
529-540

25
392-401

21(2)
125-136

18(8)
993-1003

21(3)
541-552

52 1080-1089

27(1)
52-65

doi: 10.7748/
nm.2020.e1901

Vol. 31 No. 1,
2018 pp. 129-14

24(3)

357-365

71(7)

1611-1623

24
54-61

South Korea

Canada

Turkey

Canada

Canada

Canada

Canada

Taiwan

UK

Finland

Belgium

Canada

Canada

between authentic leadership and turnover intention

in the context of Jordanian public hospitals; it is also to
evaluate the mediating effect of organisation culture on
such a relationship.

To examine the associations between unit managers'
authentic leadership with job satisfaction and
organisational commitment and to investigate whether
nurse tenure has a moderating effect on these
associations.

To examine the relationships among nurses perceptions
of nurse managers authentic leadership, nurses_ overall
person-job match in the six areas of worklife and their
work engagement.

This study analysed nurses’ perceptions of authentic
leadership and safety climate and examined the

contribution of authentic leadership to the safety climate.

test a theoretical model linking authentic leadership to new

graduate nurses’ job satisfaction

Examine the relationships between new graduate nurses’
perceptions of preceptor authentic leadership, work
engagement and job satisfaction

Structural empowerment, exhaustion and cynicism of nurse

graduates

Tested a model linking authentic leadership, areas of
worklife, occupational coping self-efficacy, burnout and
mental health among new graduate nurses

Intent to leave and burnout

A scoping review of the effect of authentic leadership on
newly qualified nurses

Review of authentic leadership

AL, thriving and role of empathy

Theoretical model testing the effects of authentic
leadership, of new graduate nurses

Empowerment, AL

Quantitative method through
a survey questionnaire.

Cross-sectional secondary
analysis using survey data
from 1,118 staff nurses.

A secondary analysis of data
collected from a non-
experimental, predictive
design survey of a random
sample of 280 registered
nurses working in acute care
hospital.

Questionnaire

secondary analysis of data

A predictive non-experimental

survey design

Secondary analysis

Cross-sectional design

Cross-sectional design

Lit Review

Scoping Review

Cross-sectional design

Longitudinal survey

Longitudinal survey

(Continues)
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No Authors/Title Year Source
16 Shirey M.R. 2009 Critical Care Nurs Q
Authentic Leadership, Organizational Culture, and Healthy Work
Environments
17 Wong, C.A & Cummings, G.G. 2009 Journal Of Leadership Studies
The Influence of Authentic Leadership behaviours on Trust and
work outcomes of health care staff
18 Wong, C.A. & Laschinger, H.K.S. Authentic Leadership performance 2012 Journal of Advanced Nursing

and job satisfaction the mediating role of empowerment.

19 Wong, C.A. & Laschinger, H.K.S. & Cummings, G.G 2010 Journal of Nursing Management
Authentic Leadership and nurses voice behaviour and perceptions
of care quality
20 Wong, C.A & M. Giallonardo, L. Authentic Leadership and nurse- 2013 Journal of Nursing management

assessed adverse patient outcomes

belonging, staff well-being and diminishing burnout (Fallatah
& Laschinger, 2016; Lee et al., 2019; Long, 2020; Malilha et al.,
2017). This is particularly so during the transitioning of student
to qualified nurse, with Giallonardo et al. (2010) identifying that
nurses who were supported by preceptors who demonstrated high
levels of authentic leadership experienced higher engagement
and were encouraged to be positive with less burnout and emo-
tional exhaustion. These findings were supported by Laschinger
et al. (2015), Alilyyania et al. (2018) and Fallatah and Laschinger
(2016). Mortiner et al. (2016) explored the relationship between
authentic leadership and thriving and found significant positive
relationships between vitality of staff and an authentic leader-
ship approach. In relation to servant leadership, Mostafa and El-
Motalibs (2019) and Hanse et al. (2016) found high-quality social
exchanges and mutual trust were enhanced by servant leadership.
Placing values at the core of the organisation clearly enhanced
staff well-being (Wynia & Bedzow, 2019).

5.3 | Trustand voice

Wong and Cummings (2009), Wong et al. (2010), Wong and
Laschinger (2012) and Stanley (2019) found trust in the leader
was an essential factor for supporting and enabling staff to voice
concerns. Wong et al. (2010) also found that trust may have a
positive impact on quality patient care and workplace engage-
ment. Leaders in positions of ‘control’ were seldom seen as trust-
worthy or appropriate from a congruent leadership perspective
(Stanley, 2006a, 2006c, 2008, 2019). Avolio et al. (2004) and
Wong and Laschinger (2012) proposed that trust increased when
managers demonstrated high levels of authentic leadership, a
view supported as a general attribute of values-based leader-
ship (Wynia & Bedzow, 2019). Savel and Munro (2017) indicated

that servant leadership offers the potential for non-stereotypical

‘quiet’ leaders to lead. Similarly, congruent leadership research
established that a focus on leaders without managerial or posi-
tional control was seen to engender greater trust from follow-
ers and support the ‘voice’ of grass roots leaders, drawing the
focus of leadership back into the clinical domain (Stanley, 2006a,
2006b, 2008, 2014, 2017, 2018). Focusing on the understand-
ing that anyone can be a leader by matching their values and
beliefs with actions and linking trust, voice and values, values-
based leadership can create a powerful impact on followers
and colleagues (Johansson et al., 2011; Stanley, 2017; Wynia &
Bedzow, 2019).

5.4 | Interprofessional working and collaboration

Interprofessional working and education are identified by the
World Health Organization (2010) as important for improving pa-
tient care, increased job satisfaction and reducing stress among
health care workers. Significantly, Regan et al. (2016) suggested
that authentic leadership linked empowerment and professional
environments to enhance interprofessional and collaborative work-
ing qualities through self-awareness and role modelling, trust-
ful relationships and shared decision-making. Garber et al. (2009)
found that nurses’ attitudes towards collaboration were generally
more positive than physicians’, reporting that nurses had a more
positive self-perception as servant leaders than physicians. A sig-
nificant focus of research related to congruent leadership has been
to support the identification of clinical leader characteristics with
Coventry and Russell (2020) identifying that clinical nurse educa-
tors demonstrated these attributes. These have been identified as
being: approachability, clinical competence, effective communica-
tion, being driven by their values and beliefs about providing quality
care, being empowered or empowering others, being visible in prac-

tice and being positive clinical role models (Johansson et al., 2011;
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Volume Country Aim Method

32 (3) USA Nurse manager stress, coping strategies health outcomes Qual descriptive

189-198 decision-making processes

Volume 3, Canada Authentic leadership and trust Quantitative

Number 2, survey

p. 6-23

69(4) Canada Test a model linking authentic leadership of managers

947-959 with nurses’ perceptions of structural empowerment, survey
performance and job satisfaction.

18(8) Canada Test a theoretical model linking authentic leadership with

889-900 staff nurses trust in their manager, work engagement, survey design
voice behaviour and perceived unit care quality.

21(5) Canada Test a model examining relationships among authentic

740-752 leadership, nurses’ trust in their manager, areas of work life

and nurse-assessed adverse patient outcomes

Stanley, 2006a, 2006b, 2008, 2014, 2017, 2018). All of which are
attributes of enhanced collaboration and support, the approach

taken by values-based leadership.

5.5 | Patient-focused outcomes

Few studies explored patient care and patient-focused outcomes.
Wong et al. (2010) used a survey to test a theoretical model, explor-
ing the association of authentic leadership with trust, engagement
and perceived quality of patient care, finding that nurse managers
who demonstrated authentic leadership behaviours influenced and
fostered perceptions of quality care. In a secondary cross-sectional
analysis, Wong and Giallonardo (2013) found a lower frequency of
adverse patient-focused outcome in areas where nurse managers
demonstrated authentic leadership, while Dirik and Intepeler (2017)
found an increase in perceptions of positive safety climates where
authentic leadership characteristics were demonstrated. Sturm'’s
(2009) study focused on management issues and behaviours, con-
cluding that in the community setting, nurses act autonomously and
make important clinical decisions that have enduring ramifications
for patients and their families. A holistic style, underpinned by the
principles of servant leadership, was seen to foster growth and en-
hance retention.

Providing high-quality care is central to congruent leadership
(Johansson et al., 2011; Ungerleider & Ungerleider, 2011). The the-
ory grew from research within the clinical domain and, unlike the
authentic or servant leadership, has been directly linked to clinical
level leadership and empirical research from its inception (Coventry
& Russell, 2020; Stanley, 2006a, 2006b, 2008, 2017). The focus
explores how clinical level leaders lead in the clinical domain;
Ungerleider and Ungerleider (2011), p82) suggest that employing a
congruent approach to leadership may ‘open the door’ to achieving,

‘conscious competence’ in practice.

collected in a cross-sectional
survey of 280 (48% response
rate) registered nurses

6 | DISCUSSION

This review began by exploring values-based leadership and its re-
lationship to nursing to understand how this approach to leader-
ship may enhance leadership within the nursing profession. Other
value-focused leadership theories were incorporated to achieve a
genuinely encompassing view of values-based leadership. As such, a
wider scope of leadership theories was included in the search, with
authentic leadership, servant leadership and congruent leadership
considered under the umbrella of a general values-based approach
to leadership from a health and nursing perspective.

There is a need to look at values-centric leadership in the face
of perceived disruptions in the health care paradigm and in order
to gain a greater understanding of how values-based leadership
supports or enhances leadership in the clinical or health domain
and support improvements in quality care and the patients’ expe-
rience of care (Kelly et al., 2012). The evidence points to consid-
erable advantages for the application of a values-based approach
to leadership, regardless of the specific values-orientated ap-
proach considered. Congruent leadership has developed from
research directly involving health practitioners, although both
servant and authentic leadership theories are more engrained in
the American and Canadian literature and have been in place for
longer.

Significantly, the literature suggests that ethical leadership
leads to positive and effective health care outcomes (Barkhordari-
Sharifabad et al., 2017) and that values-based leadership enhances
nurses’ organisational citizenship behaviours (Qui et al., 2020,).
Recent increases in commercialization in health care are driving a re-
focus towards values-based leadership approaches, with more eth-
ical decision-making and priority setting becoming vital (Lorentzon
& Bryant, 1997). There is a significant paucity of empirical literature
examining the benefits, effectiveness and limitations of both au-

thentic and servant leadership within health care. This is also true for



JAMES ET AL.

WILEY

(senunuo))

Asnung

Asning

Asning

AdAINS

Asning

Asning

poysN

'sasunu [ejidsoy

211qnd Suowe sinolAeyaq aAl3oeo.d

pue diysiapes| JUBAISS USIMID(
diysuoiie|al ayy 21e81359AUl O]

*$O1Ul|D 9Jed yyjeay Asewnd

1€ S19pes| JUBAISS Se siadeuew

9s4nu Jo suondadiad sasinu jusapnis
J1eaA-yiinoy pue -paiyy asojdxs o

‘uoljoeysiyes qol aaAo|dwa

Y31y yyum pajeidosse aq ||Im pue ysiy

3¢ |[IM J28eUBW 3Y3 JO UOIIBIUSLIO

Japes| JueAlas ‘ysiy yjoq ale

SINOIABYS(Q UOISISAUL 3|0 PUB SAIDS
03 JUSWIHWWOD S, JaSeuew ay3} UsYAA

‘uoljoeysijes qol asinu

pUE SINOIABYS(] UOISIDAUI 9]0J JO SN

s, 98euew e usamiaq diysuoie|al
aA13Isod Juediyiusis e aq |[IM auay |

‘uoljoeysijes qol asinu

pue diysiapes| JueAlas Aq paqriasap

Se ‘9AI9S 0] JUSWIIWWOD S, aSeuew

e usamiaq diysuolje[as aAnisod e aq
|lIM 243y :s9sayjodAy 994y3 3593 0]

‘sjeuolssajoud

a.1ed yjjeay Suowe a8ueydxa

Jaquiaw-J1apes| uo diysiapes|
JUeAJDS JO Joedwi ay3 93e313SaAuUl O

S9WO023N0 JJe}S pasueyus
pue diysiapes| JUBAISS JO SJUBWDID
U99M]9( YUl| B SeM 3J3Y] Jaylaym
91e313s9Au| 0} pue diysiapes|
JUBAUISS SPJBMO] JJB)S 91D Uj|eay

JIpJON JO sapn3ijje ay3 alojdxa o]

‘dnoJd yoes uiym diysiapes|
JUBAJSS pUB UOI}RI0qE||0D USaMIS(]
diysuolje|al e si aiay3 Jayaym pue

diysiapes| JueAsas pue uoljeloqe||od
SpJemol sspnillle Juapisal pue
uepisAyd ‘asunu palalsiSal Ajiauapl o)

wiy

1dAS3

e2LyY
yinos

vsn

uspamsg

puejad|

vsn
Anuno)

e
-60€
(e)8y

88-9/
(TIT

VS-9v
(T)se

¥€2-82¢C
(2)e

GG-€6
(@ve

ove-1€€
(vee

anssj|/ [OA

jJuswadeueln
|2uu0sJad 211qnd

AJSJIMpIN pue
SuISINN 4O [eUINO[ BD1YY

MIINSY
Juswadeue|n a1eD) YjjeaH

juswaSeueln
3uIsunp 4o jeusnor

salpnis
|ealul|) pue Yyoleasay
SuISINN 4O |eudnor JIpIoN

2Je7) [euolssajoldialu)
JO |euanor

22inog

610¢

¢10¢

0T10C

910¢

¥10¢C

600¢

Jeap

10393s yyjeay a1jgnd ay3 ui JnojAeysq
9A130e04d puE 38UBYIXS JaqUIBW-Iaped)| ‘dIYsIapes| JUBAISS
'V'V'3 ‘qIIBION-[T B "S'IN'V ‘BJeIsolN 9

"Jopea| JUBAISS B Se Ja8euew 3sinu ay} Jo suolydadiad sasinu Juapnig
'3 ‘ueepJor ¥ ‘91s00[ 'S

"UOI}BJUDIIO JSPED]| JUBAISS B JO Sduelodwi ay |
DV HEMIIS BN ‘Supjusf  p

‘sjeuoissajoid a1ed yjjeay Suowe a8ueyoxa
JaquiaW-Iapes| uo suolsusawip diysiapea| Juealas Jo 3oedwi ay |
[UIM R M ‘Uln D Juedgader )N ‘ulldey “rof ‘asueH '

{2Jed yjeaH JIpJoN 3|qeulelsns Joj [njasn diysiapes| JUBAISS S|
‘S uopslieuuns g

‘sjuapisal pue suepisAyd
‘sasunu uowe diysiapes| JUBAISS PUB UOIIeI0F.||0D SPJBMO] SOPNINY
“r2lredzyid 3 '3 ‘UBSIPEIN “S°( UaqeD T

SplL/sioyiny  ON

diysiapes JueAsds iz 3yoid dPIY € 318VL



JAMES ET AL.

(Continued)

TABLE 3

Method

Country Aim

Vol /Issue

Source

Year

Authors/Title

No

Pre-test

To measure health and care students’
perceptions of interprofessional

USA

21(4)

Journal of

Neill, M., Hayward, K. S., & Peterson, T. Students’ perceptions of the 2007

7.

post-test

425 - 432

Interprofessional Care

interprofessional team in practice through the application of servant

leadership principles

practice following a collaborative

learning experience which applied
servant leadership principles as a

framework in team interaction and

the delivery of services.

Secondary

To provide evidence-based examples

of servant leadership.

USA

21(2)

Home Health Care

2009

Sturm, B.A. Principles of servant-leadership in community health

analysis of

82-89

Management and

Practice

nursing: management issues and behaviours discovered in

ethnographic research.

ethnographic

research data

WILEY-L-2

congruent leadership, although this theory is new and the evidence
base is still growing (Stanley, 2019).

7 | LIMITATIONS

We acknowledge that there may be limitations with the study. The
data searches for each leadership theory were undertaken by four
independent researchers, and while the results and findings were
cross-referenced, the possibility of individual idiosyncratic differ-
ences in the search process cannot be excluded. While multiple
publications on the search topic were located, the exclusion criteria
meant that the range of publications analysed was limited.

8 | CONCLUSION

Exploring literature to help understand values-based leadership
demonstrates that although there is a paucity of quality research lit-
erature, there are several features that link and strengthen an under-
standing of these different theories. As such, common themes help
describe and illuminate aspects of values-based leadership which
provide focus to the differing approaches and their application
to practice. Each supports the importance of applying, or at least
considering, the application of a values-based leadership approach
in nursing. As ethical approaches to leadership link to the overall
professional values of the nursing profession, these theories have
particular importance. Principally, these include improving collabo-
ration, patient-focused outcomes, staff well-being, job satisfaction
and strengthening trust and the ‘voice’ of nurses to enhance their
participation and influence in clinical practice.

9 | IMPLICATIONS FOR NURSING
MANAGEMENT

This literature review combines several values-based leadership the-
ories and summarizes the benefits of values-based leadership ap-
proaches for nursing leadership. Nurse managers and leaders should
recognize the benefits of a values-based leadership approach for
the well-being of their staff, enhanced professional collaboration, its
place in developing trust and the nurses voice’, improved insight into
clinical leadership attributes and improvements in quality patient
care. In an evolving health landscape, values-based leadership of-
fers an ethical and grounding approach to leadership, linking clearly
to professional values within the profession and supporting greater

staff empowerment and quality patient care.

10 | FUTURE RESEARCH

It is hoped that this paper will act to trigger a wider review of

values-based leadership particularly in the area of patient-focused
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TABLE 5 Themes identified within the

literature for each theory Authentic Servant Values-based
Leadership Leadership Congruent Leadership leadership
Patient outcomes Leader-member  Providing high-quality nursing care Key values
and safety exchange and improving outcomes are
dominant
Work environment  Job Clinical leader characteristics and Ethical
and job satisfaction/ key values (trust, honesty and decision-
satisfaction enhanced staff approachability) are dominant making is
outcomes key
Interprofessional Collaboration/ Grass roots leadership is ‘Voice' is
working trust/ encouraged given to key
and shared enhanced values and
decision-making professional ‘trust’is
practice enhanced
Well-being of Enhanced client Greater
staff/diminishing outcomes ‘citizenship’
burnout behaviours
in leaders
and
followers

Note: The thematic analysis of data within each paper was conducted, by each researcher dealing
with the four leadership theories individually. Each research then validated the codes, categories
and themes identified for the literature of each of the leadership theories. Combined Themes: (1)
Work environment and job satisfaction. (2) Staff well-being and burnout. (3) Trust and voice. (4)
Interprofessional working and collaboration. (5) Patient outcomes

outcomes, as we are sure there is more yet to discover about authen-
tic leadership, servant leadership and congruent leadership and their

contribution to an understanding values-based leadership.
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