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ABSTRACT

This descriptive phenomenological study explored the perceptions and
experiences of followers in the development of the leader-follower relbimngithin a
long-term health care environment. This study is also framed within the ghacypl
context of human resource development (HRD).

This study addressed the research question, “During your first year of
employment, what has the experience of getting to know your supervisor beéf kike?
broad question was intended to allow participants to engage their own mental models of
who they relate to as their supervisor and what the process of getting to know shem ha
been like.

The methodology of the study utilized one-to-one in-depth phenomenological
interviews for data collection. The participants were 13 Certified Nuisssgstants from
six different long-term health care facilities employed withdeal Living organization
between six months and one year.

The study utilized an approach to data collection and analysis developed by
Giorgi (1997) that employed five basic qualitative steps: 1) collectirzpleata, 2)
reading the data, 3) breaking the data in to parts, 4) organizing and expressatg the d
from a disciplinary perspective, and 5) synthesizing and summarizing thd datdata
analysis revealed five significant themes of meaning: (1) Direct cantdcassistance are
important; (2) Supervisors treat us differently based on certain follower betygd@pr
Personal conversation is important: (4) Follower competence affectenstaps; and
(5) ED/DNS leader-follower relationships are primarily transactiandl often

intimidating for CNAs. The interrelationships among these meanings are dsamjad



as an integrated description of the essential structure of the meaning ap#rigmce for
CNAs.

Because this study is framed within a disciplinary context of human resource
development, there is an implied theory-to-practice stance. The HRiplidaxy context
of this study proposes a framework for sharing and synthesizing this infonnadi
leaders so they may appropriate the findings in a personal way as part ofvei
developmental process. Transformational learning theory in the cognitimeatanodel,
as developed by Mezirow (1978, 1990, 1991) is considered as useful for synthesizing the
transformational development process and phenomenological findings from afstudy

this nature.
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CHAPTER 1
INTRODUCTION

Most organizations are concerned about leadership inadequacies of their
employees and also recognize that effective leadership can be one of theynioshrst
capabilities for sustainable competitive advantage that they can possesBvé&ff
leadership is commonly viewed as central to organizational success, and moranogort
is currently being placed on leadership development than ever before (HeooezeBs:
Hughes, 2004). Collins, Gillber, Carter, and Goldsmith (2000) forecasted that annual
budgets for leadership development programs will continue to grow throughout the next
decade as organizations make significant commitments to education, training, and
development of leaders in order to expand their skills, perspectives, and competencies.

Increasingly, leadership development is focusing on developing the quality of the
interactions between leaders and followers rather than focusing only on tisetskil
competencies of the leaders. However, leadership development practicksrbtse
paradigm are more difficult to design and implement than those that have been popular
for the last several decades (Hernez-Broome & Hughes, 2004). In this envirornaent, t
is a growing awareness of the limitations of traditional approaches tortgdeadership
(Doyle & Smith, 1999; Kouzes & Posner, 1995. While traditional approaches might be
useful in transmitting knowledge about leadership, they stop short of developing
leadership within a learner-centered paradigm of personal transformati@ppfoach
that views personal transformation as a critical component of leadership devalopme
also adopts an epistemological stance toward leadership development that has roots

constructivism, social constructivism, emphasizes co-creation, intdipnetnd a



critical self perspective. Within this transformative paradigm, rdtteer learning about
leadership as it is known by others, learners make sense of their own exggerienc
discover and nurture leadership in themselves and in each other, not in isolation but in
community (Antonacopoulou & Bento, 2004).

The focus of this study is on the development component of leader-follower
relationships. Nadler (1989) identified the construct of development as a lamg-ter
process intended to broaden individuals through experience and to give them new
insights about themselves and their organizations. Additionally, as noted by Day (2000),
effective leadership development requires an understanding of building and using
interpersonal competence in social systems to build commitment among menders of
community of practice. This approach views leadership development as a complex
interaction between leaders and social and organizational environments. Using thi
approach, both individual and relational lenses are important to the process of lpadershi
development (Uhl-Bien, 2003).

Leadership Development Using a Phenomenological Lens

As organizations continue to face challenges and demands from external
environments, effective work relationships will no longer be optional but, rathealcri
sources of competitive advantage (Bouty, 2000). This implies that leadership positions
are also less likely to draw power from the position but, rather, from the leadétis abi
to develop and maintain relationships. Relationships are generators of spitédltbat
take human capital and transform it into a competitive advantage (Nahapiet & (Ghosha
1998). Despite this, we do not know how to facilitate systematically the growtbrkf w

relationships in organizations (Day, 2000).



Programs for developing leaders are far ranging. Some organizagiadatship
development is expected to take place in settings other than the work orgarazati
companies rely on colleges and universities to produce emerging leaders whalgan eas
step into leadership roles in their organizations (Murphy & Riggio, 2003). Along these
same lines, there is an emerging expectation by organizations that olegoiegship
education and development take place outside the work environment--thus the popularity
of personal leadership development books, companies, and programs potentially to build
leadership skills.

However, one element that various organizational leadership development
programs have in common is that many of them start with an assessment of business
needs, followed by a mapped set of leadership competencies (Conger & Bedj299).
Consequently, a great deal of energy, as well as substantial resear¢lyed®ihto
creating and evaluating specific leadership development techniques, suchdag@e0
feedback, mentoring, goal setting, and the like. Problems arise, however, in the
implementation of these programs, leading to a decrease in their potentity efiess:
failures to match training needs to programs; failures to transfer trdromghe
classroom to the workplace; failures to integrate new leadership behaviokrsinto t
workplace; and even too great a focus on the leader (Pearce & Conger, 2003). This
practice environment poses the question, “How can we go about developing more
effective leaders?”

Since the 1990’s, the study of leadership has evolved to an understanding of the
importance of credibility, soul, reflexivity, emotions, openness to experiandevalues

(Bolman & Deal, 1995; Ferris, 1998) and toward exploring what McDermott (1994)



called “leadership from within” (p. 132). This notion of leadership development presents
a shift toward the paradigm of personal transformation within the leader. This
transformation paradigm has roots in constructivism, social constructivism, antyident
theory and emphasizes co-creation, interpretation, discovery, experimeraatl a

critical perspective (Story, 2004).

It appears that learning to adopt multiple perspectives (e.g., those of faljowe
rather than being self-focused in one’s own perspective, and vision is an importaht aspec
of leadership development. This would further imply that critically reviewing how one
thinks about leadership and learning, from multiple perspectives, is an essemtiglgri
of leadership development. A phenomenological view of leadership development would
draw particular attention to the importance of discourse and a broader understanding o
how leadership relationships develop.

Research from this perspective could provide new ideas for building a more
effective framework for leadership development. Moreover, as called fdhbBien
(2006), such research could provide insights better to address a critical question wit
the process of leader-follower relationship building that is central for Lirists and
researchers: “What causes some relationships to develop better than ofh&sn’ (

This study will utilize hermeneutic phenomenology methodology to explore
critical social interactions and social constructions of leadership frempdrspective of
followers. This approach will provide insight into understanding how and why leader-
follower relationships that support relational constructs of the leadershippeesit
process form. Researching lived experiences becomes the central focus of

phenomenological enquiry. The lived experiences of individuals as they are lived in the



world and the meanings derived from the lived experiences are the essdrece of t
phenomenon. The focus of intent of this phenomenological method then is to explore,
describe, and interpret how a given phenomenon immediately presents itself to human
consciousness and what it means for the people and their life world.

This study presents three specific contributions that a phenomenological &pproac
can bring to the leadership development process: (1) phenomenology can provide a
deeper understanding of what certain kinds of experiences are like from thepezspe
of the follower; (2) a phenomenological approach can provide a different lens to help
make sense, in human terms, of some of some of the findings of traditional research,
which are typically presented in statistical language (Halling, 2002); qraoh (3
organization’s socialization processes and policies can be informed by thisftyp
research.

Leader-Member Exchange (LMX) as the Theoretical Foundations of the Study

Since the late 1970’s, leader-member exchange (LMX) (Dansereau, Graen, &
Haga, 1975; Graen, 1976; Graen & Cashman, 1975) theory has been the focus of
significant research and development. The theoretical foundations of this ter@ycs
opearationalize the research question of this study. According to Graen aBeehl-
(1995), the central concept of LMX theory is that leadership occurs when leaders
followers are able to develop effective relationships that directlytrestiie leader’s
ability to influence the follower’s behavior. Within this well-researchedty,
leadership is first, and most importantly, a relationship model (Uhl-Bien, 2003).

The theoretical foundations of LMX theory are found in the premise that leader-

follower relationships can be divided into two basic categories: a high qualityyaovup-



LMX relationship, and a low quality or out-group LMX relationship. In the high-guali
relationships, the followers perform work roles above the norm of a given waekplac
(Cashman, Dansereau, Graen, & Haga, 1976; Graen & Scandura, 1987a; 1987hb). In
return for these behaviors, a leader gives in-group members greatergobrayt
flexibility, rewards, more frequent leader and follower communications, gnelsder
exchange of work-related information that leads to development of increasmgbyr si
perceptions of the work environment. Conversely, in the low-quality LMX relatipnshi
leader and follower typically conform to minimum output levels that are shapéeiby t
interactions and operate within the realm of the basic work contract (Graesndia,
1987a; Waldron, 1991).

In a comprehensive review of LMX theory, Uhl-Bien and Graen (1995) called for
leadership development to focus on the development of the high quality effective in-
group relationships with their followers and to focus research that uncoversoitessr
Graen and Uhl-Bien (1995) further suggested that the process of leadership making
within the LMX relationship actually advances along a continuum from strgioge
LMX) to acquaintance (medium LMX) to partnership (high LMX). This
conceptualization of leadership making is a prescriptive approach to leadershiglplsa
the leader focus on developing high-quality exchanges with all of his or her subesdinat
rather than just a few. However, in developing high quality LMX relationships,reeade
will most likely have the greatest difficulty in changing longstandialgits, and, as a
result, leaders will need to have a deeper understanding of the sociallyciaastr

meanings of their behaviors (Graen & Uhl-Bein, 1995).



Another essential aspect of LMX theory that is relevant to this studydeaus
the formation stage of the LMX process that is often also the organizatioryapeimit
for a new worker. Evidence indicates that at this stage of leadership develdpene
focus should include improving leader communication of his or her desire for extra role
work behaviors to new members (Mayfield & Mayfield, 1998). More importantly, the
leader must understand the significance of providing extra-role rewards wHhesrsvbo
begin to perform extra work duties (Mayfield, 1993; McLane, 1991a, 1991b; Robins,
1995). This type of active leadership role implies an ability of leaders to undktiséa
significance and dynamics of providing extra-role assignments anddgves well as
the readiness of followers to accept such roles. The quality of this inberectan
essential component of the leader-follower relationship within LMX theory, anckstudi
have linked this phenomenon to transformational leadership development. That is, as the
LMX relationship becomes more mature, it moves from a transactional to a
transformational relationship (Graen & Uhl-Bien, 1991). Transactional lglsigevccurs
when the leader rewards or disciplines a follower based on the followesmarice. In
this manner transactional leadership depends on contingent reinforcement and
management by exception. In contrast to transactional leadership, traatgioah
leaders do more with colleagues than set up basic exchange agreements.plbgy em
one or more of the four components of transformational leadership; idealized influence
inspirational motivation, intellectual stimulation, individualized considera#mol{o &
Bass, 2002).

Researching lived experiences is the central focus of phenomenologicalenqui

The lived experiences of individuals as they are lived in the world, and the meaning



derived from the lived experiences is the essence of the phenomenon. The focus of intent
of this phenomenological method, then, is to explore, describe, and interpret how a given
phenomenon immediately presents itself to human consciousness and what it means for
the people and their life world.
Problem for the Study

The empirical data collection method of LMX generally utilizes a versidheof
LMX-7 Scale for data collection of leader and follower perceptions. Fdbéexk,
leaders are commonly provided with summary statistics based on the number of dyads
measured, mean scores, and standard deviations. The scale solicits feedback on a 5-point
continuum from strongly agree (1) to strongly disagree to gather feedlatek e the
relationship. As such, the utility of the LMX lies within a statistical, dptue
presentation.

Therefore, in general, LMX theory tells us that how leaders relatcto e
subordinate is a critical component of leadership and performance outcomes at the group,
unit, or organization level and that the dyadic leader-follower relationshipslezd to
constructs such as mutual trust, positive support, informal interdependencies, open
communication, autonomy, job satisfaction, and shared loyalty (Dansereau, &raen,
Haga, 1975; Dienesch & Linden, 1986; Graen & Uhl-Bien, 1995). Although the data may
tell us what behaviors a leader should change, the data does not tell us how these
perceptions formed, how specific leader behaviors are interpreted, orysteahis
events may influence these perceptions in a way that can help leaders ermgdgepar

learning process necessary to change frames of reference, bedarakyaeflective of



their assumptions, and develop an awareness of context and consequences of taken for
granted beliefs to accomplish behavior changes.

Although current research within LMX offers evidence to support the value of
relational approaches to leadership, many questions related to the leadarsluprdent
process still remain. Focused investigations addressing how leaderatignstlips form
and evolve will help generate a clearer framework for relationship devehbpinag
would enhance the contribution LMX can make to leadership development (Day, 2000).
Part of the lack of clarity regarding the exact meaning of LMXfiteay be due to the
fact that most research on the model has concentrated on the results of the social
exchange process, that is, an effective or ineffective working relationshipdrethe
leader and member (Gerstner & Day, 1997). However, much less attention has been
devoted to examining the nature and content of the exchange process itself, that is,
leadership behavior and differential treatment by the leader—in other wordsythe
effective or ineffective working relationships develop (van Breukelen, Schyns, & Le
Blanc, 2006).

Therefore, to add further understanding of the socially constructed meanings of
critical leadership events, incidents, and actions, from the perspective ol diaeef,
which may contribute to the leadership development process, | will pursue tharigllow
guestion: During your first year of employment, what was the experienetioiggto
know your supervisor like?

This question and methodology will explore the lived experiences of followers in
the development of the leader-follower relationship in order to add further undergtandin

of the phenomenon. The findings of this study could contribute to leadership
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development practices in a transformative learning model, as well as imdomsw
employee orientation, communications, and organization policies and practices.
Researcher’s History and Perspective

Hermeneutic phenomenological research requires the researchédbaethis
or her experiences and interests regarding the phenomenon of study. This approach
enables the researcher to develop a clear sense of the phenomenon of interekewithin t
context of the research environment and question. It also helps to clarify trehess
pre-understanding of the phenomenon. Therefore, a brief discussion of the experiences
and interests bringing me to this research question is essential to this stud

After graduation from high school, | enlisted in the United States Air Forde
served nearly four years as a Communications Intercept Operator foititaeym
intelligence gathering arm of the National Security Agency (NSAdik role, | held a
top secret code-word security clearance. The decision to leave home andesnter t
military after graduation deeply affected my personal development foy years to
come. Going out on my own at age 18 was exciting and yet, at the same tinug, Téarf
fear, however, was always suppressed, held inside, and known only by me. At that time
in that environment, showing any fear would surely have led to criticism antdarjec
within my military unit. | know, because | saw it happen to others. Any new member
who expressed signs of fear or homesickness were quickly targeted as veak by
apparently fearless group members and became targets for tauntingsargl teawell
as being isolated from the group. On reflection, it is clear that | mekeiee, a choice
to become a member of the fearless group, and, as such, | often participatetieven

led, the humiliation and taunting of those who showed their emotions. As IHught
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about this behavior, | have discovered a sense of embarrassment and shame and have
begun to wonder, “How could | have done that?” Why did | do that?” Reliving this
experience, | have also wondered, “What ever happened to the members af wieuni
endured this treatment, such as Billy”, the kid from Ohio who we relentlesslgd? The

last | saw of him was the day he was removed from our flight unit and sent baciséec

he could not make it. What part did | play in this? | can not help but realize how arrogant
and self-serving my attitude toward others was at that time.

At that point in time, in regard to leadership, my adult world experiences were
limited to surviving basic military training and becoming one of the leaders ampng
group by means of my fearless behavior. These experiences representélitheft
what | understood about leadership. Unfortunately, these initial experigmdesandly
impacted my personal development for the next couple of decades. At that point in my
life, in my life world, the concept of being an effective leader was agsadcwith being
highly extroverted and aggressively exercising command and control-beimgygec

Following basic military training | then transferred to other bastsmthe U.S.
for my technical school training as an Intercept Operator. | worked vedyirh#ris
program and graduated first in my class. This achievement earned me séwgrqliasi-
leadership status roles within the group and at my next assignment. As ahexquedt,
the highly technical environment associated with intelligence gatheringtmper was
extremely professional, procedural, and rule-oriented in nature.

Additionally, the leader-follower military rank environment was based on a
hierarchical culture of command and control. That is, the culture, regulations, and

separation of ranks constrained the development of personal relationships witbrsuperi
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In this environment, it was considered inappropriate for officers or seniorenlist
personnel to become too friendly with lower ranking personnel. At that time, this seemed
perfectly logical to me and fit my life world schema for leader-fodovelationships. |

began to see that, indeed, rank had it privileges; if you had rank, you had power and
authority and those were the tools of leadership. Clearly, this environment furthe
reinforced and rewarded my behaviors that were aggressive and achievasrdgat,

with no exceptions or excuses tolerated.

This reflection has caused me to question what | could have or should have done
differently in a number of situations at that point in my career, particugaudsgtions that
involved self-promotion or achievement at the expense of others. If | am going dybe tr
honest with myself, | can only describe my personality and style atrtteatis most
closely aligned with the Machiavellian typology. Personal achierteheed become my
goal, without particular regard for others. Social learning had taught miaithatas the
way to be successful; | really had no other experiences to draw from.

| believe | would not have left the military if | had not experienced aggltine
of duty injury to my right arm. As a result of this injury, | was hospitalized and i
physical therapy on and off for approximately one year. After engltiniee surgeries
and many hours of physical therapy, | was medically discharged with a 30%ityisabi
rating. However, during this time, | was also overseas, alone, and witholanaihyas |
suffered through the surgical procedures and therapy treatments. Howévat tise, |
felt it was OK and saw the situation was merely another test of hagl snd fearless |
could be. | also believe this experience most certainly reinforced mysutake—care-

of-number-one perception of the world.



13

The work environment for Communications Intercept Operators also supported
and rewarded my orientation toward a style of individualized achievement as
definition of success. Each intercept operator had his or her own work consolkoénd a
our activity was tracked on a large, 16 foot high, floor-to-ceiling electsmgen with a
world map, similar to a NASA control center. The entire floor operation was undet di
and constant observation by operations leadership from an elevated command office
Within this work area, senior enlisted personnel served as floor supervisoisese
available for technical support and guidance, with virtually all of their Spest
interacting in a technical or problem solving capacity. These same sopewere the
primary sources of our performance ratings and promotion assessment diatiome

The performance rating system for promotion was also structured to encourage a
contingent reward leader-follower environment. Individuals were selémt@domotion
based on a numerical rating that consisted of points from their general pederma
rating, time in service, time in grade, and completion of required training ldVess.
environment reinforced a persistent awareness of performance basedesgnteward.
This created a highly competitive environment in which | tended to thrive. §héyhi
individualized nature of this type of performance measurement was vestiadrto me.
| was very successful when competing with others. In fact, it now seems adigto r
that we were co-workers, yet | was so focused on beating them at fibven@erce game.
| also became skilled at developing relationships with people with powelothe f
supervisors, those who could influence my ratings. | recall consciously seekingamit a
of a supervisor’s personal interests, such as cars, sports, movies, and so on, and

leveraging these topics into our conversations. | realize now that | wasmtganother
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step in the darker side of organizational politics of self-promotion. | now rexotat |
was very comfortable in this environment; it seemed to suit me well--the exitypthe
highly individualized performance structure, and the opportunities for recognitsoa. A
result of my knowledge base and behaviors, | was promoted quickly and designated a
shift leader. Needless to say, my leadership style at that time Waerstnand and
control, strongly anchored in coercive and position power. However, in this environment,
| had become an in-group member through these behaviors. | felt a sense of
accomplishment that led me to believe that | had figured out how to lead and how to be
successful. Given my success in the military | believe | would have misday career
if I had not experienced the injury to my right arm.

.Following my medical discharge from the military, | enrolled inexgdl to pursue
a degree in management. Based on my successful progression in the mhitakiftle
difficulty deciding that management was what | wanted to do. Howewvauntfcollege
to be a very difficult transition, not intellectually, but emotionally. | camalieny sense
of frustration at times with the casual attitudes of many of the studentdatkeof focus
or what | saw as their lack of military bearing. | found a level of immigttivat, at times,
was frustrating and caused me to disconnect from the student body. | had very few
acquaintances and would simply go to class, mind my own business, and leave the
campus.

| found the professors very pleasant and helpful, but, once again, | was a bit
puzzled at the degree of patience they displayed for non-performancal Wwadering
how they could be so tolerant and deal with so many variations in performance. $his wa

my first disorienting experience in regard to leadership that was not ovemand and
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control and caused me to begin to think differently about leadership and influence. Upon
reflection, although | was living in the civilian world, | clearly had not yelatt the

military, particularly in regard to my expectations regarding task pednce and leader-
follower relationships. | recall feeling frustrated due to not being in coatilsensing a

loss of power and starting over, trying to understand this new world | was encountering

However, my first employment experience upon discharge from the maisoy
significantly impacted my leadership development. While | was atterdihege, |
obtained a part-time job as a bartender at the Officer’'s Club on the Duluth Aé Forc
Base. My return to the military environment is not surprising; | was retutaitige
environment | was most familiar with in the most feasible way at tinat, tas a civilian
working in the military environment. | adapted well and quickly rose to the position of
Head Bartender, and, after two years, | was promoted to be the civilian @ighgen of
the club. Needless to say, returning to this environment, albeit as a civilitey fur
reinforced my leadership style that, by then, was well establishedldg transactional
and power based. However, | believe that, at this time, because of my academic
experiences, | also began to question my assumptions about leadership. W is,
beginning to recognize a certain degree of dissonance in my behavioeadeship
style.

After three years, | left college, without a degree and worked foraeyasars in
the public sector for the State of Minnesota in a variety of human resoutee! rels,
such as Employment and Training Specialist, Veterans Program Sgieaiadi Senior
Personnel Officer. In reflection, what is really surprising to me is tieation that |

never left the bureaucratic models of the military or state governmealniost twenty
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years. Although my personal development at this time may have moderated my
Machiavellian tendencies, nonetheless, | clearly remained anchored in a batreaucr
administrative mental model of leadership. In this environment, rewards, recogaitd
promotions were largely standardized and pre-designated based on criterig such a
longevity, and on simply meeting expectations. Together, these factordqutditile
incentive for me to develop high quality leader-follower relationships.

However, my personal dissonance was growing as | became more educated and
also had more experiences and associations with successful leaders whordésdonst
qualities different from power and access to information and rewards astigir
Although I remained highly achievement oriented, | became acutely awtne of
limitations for personal growth, career advancement, and leadership tyeaitikin a
bureaucratic structure such as the state government system.

So, after 15 years of employment with the State of Minnesota, | made the
decision to accept a position in the private sector. This was not an easy decisise beca
had significant job security and tenure. However, | had returned to evening school and
had completed my undergraduate degree, was at the top of the pay scale for my job
classification, and did not see any near opportunities for advancement. | had concluded
that opportunities for advancement were limited within this structure due to toetyeni
system and narrowly defined job classifications. It seemed as if thelvaracteristics of
the system in which | had thrived were now my constraints. | believe nowwtiaat
experiencing personal emancipation through my education and life expeteincmsg
me to this point and giving me the courage to leave a 15 year career with the state

government to pursue my evolving vision for my own professional development.
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My first job in the private sector was in the health care industry as Manager of
Employee and Labor Relations at a local hospital. Consistent with myedrieeus
toward personal development, at the same time | began this job, | enrolled stea Ma
Arts program seeking a degree in management. | found this new position and tlee privat
sector environment significantly more challenging than that of the publmrs&bgt is,
the focus on team work, creativity, and leadership as a basis of personal acrdancem
was immediately evident.

My experience with my first leader in this new environment was probably the
most memorable personal experience with leader-follower relationshighe tale of
Manager of Labor and Employee Relations, | reported directly to thet@ircdHuman
Resources but retained a significant degree of discretion in my daily wex&uBe | was
an advanced practice HR professional, with many years of experienceqaerr le
follower relationship was based primarily on the Director’s referenangivand position
power rather than primarily expert or coercive power. What | found sereliff was that
we were both equally accomplished in the technical and knowledge based aspexcts of o
roles. That is, most of our significant professional discussions were thoyghtful
collaborative, and supportive rather than directive in nature. During these ensplunter
began to understand leadership as the ability to influence anchored in constiusts of
and respect. | believe it was also at this point in my personal developmdriteigan
truly to observe leadership vs. management. | recall how differentlyih fislis
relationship, my sense of respect and feeling that the Director would suopparid even
protect me in the political issues that arise in organizations. | recalivahg her engage

senior leaders, as well as subordinates, with tact and persuasion rathelythgrone
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power and facts. | began to realize that there is more to leadership thgunidgjeirand
controlling the processes. These experiences were a learning dapdoatme, while at
the same time | was advancing my academic inquiry. | consider mysgfovemate to
have had this experience and, in reflection, believe that the developmieistie&ter-
follower relationship was truly the beginning of my personal transition anester
leadership development as a transformative process.

After three years as the Manager of Labor and Employee Relations, the
incumbent Director of Human Resources left the organization and | was promoted to
assume her position at the hospital. By that time, | had also completed an M.A.idegree
Management, begun teaching evening and weekend courses at a local four-ggar coll
and enrolled in a Ph.D. program.

| do not believe | would have been promoted to the Director position had | not
taken to heart the mentoring provided by my director. Only through this process of
mentoring and relationship building did | begin to change my own perceptions ansl value
regarding how to be an ethical, relationship-centered leader. Before thigeegpel had
thought that effective leadership was simply a matter of command and contrmigiraw
from formal bases of power.

However, my promotion to Director of Human Resources would bring with it the
most significant leadership development step of my career to date. TiHa#eame part
of a leadership team with organization-wide scope of implications anonsbpities. |
recall my immediate sense of pressure about the need to be acutelpfitharbroad
impact of my behaviors, decisions, and each interaction | had with constituerdst |

hard to describe the sense of awareness that actually stepping into treatdd. | was
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not afraid, | was not intimidated, | was simply aware at a new leveistlikke opening a
door and seeing what is really there. | believe the timing was right. Hah Igbeced in
this role five years earlier, without the mentoring experience, | mosirdgrivould have
failed--not because of a lack of knowledge or technical skill, but because | would not
have been capable of leading and interacting at the organizational level.onhadoc
understand that my old style and paradigms were no longer effective, and|atehis
effective leaders needed to draw heavily from personal power bases. .

In the Director role, | reported directly to the CEO of the hospital. Althougt | ha
worked for the organization for several years, and had many interactions ewZit®,
this new direct report relationship initiated a distinctly new experienitenvthe leader-
follower development process. In addition to our regular formalized role int@racti
had a standing one-hour individual meeting each week with my leader. During these
meetings, the CEO and | would drift in and out of discussions specifically focused on
business and related topics, sometimes to topics totally unrelated to busiwassa-it
process of getting to know one another. That is, a process of developing a relationship
beyond transactional—a relationship of trust, commitment, and communication.

During our weekly meetings we had many discussions about leadership and what
leadership meant in the organization. On reflection, | also realize has bmce again
being mentored during these discussions and led through a process of self discovery.
often recall the snippets of knowledge and advice my leader would casuasliympasich
as, “learn the power of the question,” and a consistent engagement withtimsaira

motivation through questions such as “how does this affect our patients and our
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employees?” | also recall how he tactfully did not tell me what to do, butr,ratheld
lead me to the answer.

One particularly powerful moment comes to mind. After a lengthy diseus$io
options we could pursue regarding a very significant labor relations issueelthat
significant implications for the organization, | posed the question “So, how do you want
me to proceed at the bargaining table next week?” After a brief moment ohthbisg
response was “You make the decision based on the situation. | trust your judgment.”
recall the sense of responsibility, empowerment, and trust as | leftéletingn This
encounter was a profound moment in my own leadership development and, | believe, was
a pivotal incident in my personal development that allowed me to bury my previous
power-based assumptions of leadership and truly pursue a new paradigm as-a leade
relationship based paradigm.

My personal experiences have led me through what | would consider a
transformative journey of personal development. | was fortunate to have Had lea
follower relationships with leaders who, at critical points in my journeyy traterstood
and took the time to focus on relationships and development. Although the process of
personal and professional development is never complete, these personaheaperie
have significantly influenced my keen interest in pursuing a deeper umdizngtaf
leadership development as a transformative process. | am hopeful thatdiig/sitnot
only provide new insights for leaders in long-term health care, as well as DarR
academic communities, but also provide me with new insights as another way afdgnow

and another step for advancing my own leadership development journey.
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Definition of Terms

The following definitions will apply in carrying out this study.
Hermeneutic Phenomenology

Hermeneutic phenomenology is the explication of a phenomenon as it presents
itself to the consciousness. Phenomenology aims at gaining a deeper understahding of t
nature or meaning of our everyday experience, by asking, “What is this or pesaeaxe
like?” (van Manen, 1997, p. 9). Phenomenology attempts to gain insightful descriptions
of the way we experience the world.

Leader-Member Exchange (LMX)

According to Scandura et al. (1986), “LMX is (1) a system of components and
their relationships (2) involving both members of a dyad (3) involving interdependent
patterns of behavior and (4) sharing mutual outcome instrumentalities and (5) pgoduci
conceptions of environments, cause maps, and value” (p. 580).

Transactional Leadership

Transactional leadership occurs when the leader rewards or disciplolksvef
depending on the adequacy of the follower’s performance. Transactional lgadershi
depends on contingent reinforcement, either positive contingent reward or active or
passive forms of management-by-exception (Avolio & Bass, 2002).

Transformational Leadership

Transformational leaders do more with colleagues than set up basic exchanges or
agreements. They behave in ways that achieve superior results by egplogiar more
of the four components of transformational leadership; idealized influence, isytat

motivation, intellectual stimulation, individualized consideration (Avolio & 8&902).
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Summary

My intention for this study is to expand the current understanding of leadership
development as a socially constructed phenomenon by drawing from the lived
experiences of followers within the leader-member relationship. As shakel
presented an epistemological stance that recognizes the importance giemulti
perspectives (e.g., those of followers) as essential to support the p&@osfarmation
of leaders within the leadership development process.

Leader-member exchange (LMX) theory provides the theoretical foundation of
this study. The leader-member exchange model suggests that leadtp ddferent
relationships with different members in the same work group. These relationships
develop in stages and result in either high-quality (in-group) or low-quality (ouppr
relationships. The positive correlation between high-quality LMX and perfoertaas
been repeatedly demonstrated in previous empirical studies (Cashman, &anSeaen,

& Haga, 1976; Graen & Scandura, 1987a; 1987b). High-quality LMX relationships have
also been linked to transformational leadership development. That is, as the LMX
relationship becomes more mature, it moves from a transactional to a tratisioaina
relationship (Graen & Uhl-Bien, 1991). Graen and Uhl-Bein (1995) also contended that,
in developing high quality LMX relationships, leaders will most likely havegtieatest
difficulty in changing longstanding habits, and, as a result, leaders edltoehave a

deeper understanding of the socially constructed meanings of their behavioeorEhe
within this theoretical foundation, this study will focus on understanding the famati
stage of the LMX process from the perspective of the follower by arsegrtheir lived

experiences.
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Researching lived experience is the central focus of the phenomenoiogtbald
and, therefore, serves as the methodology of this study. In this manner, the
phenomenological method of this study will seek to understand how a given phenomenon
immediately presents itself to human consciousness and what it means for the people a
their life world. It is proposed that this methodological approach will dravicpkat
attention to the importance of discourse and a broader understanding of how lpadershi
relationships develop within the constructs of LMX theory. In this manner, hermeneut
phenomenology will explore critical social interactions and social constnsotif
leadership from the perspective of followers. Therefore, the research queshn of
study is: During your first year of employment, what was the expeariehgetting to
know your supervisor like?

This study is also framed within the disciplinary context of human resource
development (HRD). Within this context, this study presents three spaaiéotial
contributions to the leadership development process: (1) phenomenology can provide a
deeper understanding of what certain kinds of experiences are like from thepezspe
of the follower; (2) a phenomenological approach can provide a different lens to help
make sense, in human terms, of some of the findings of traditional research, which are
typically presented in statistical language (Halling, 2002); and (3) an organigat

socialization processes and policies can be informed by this type of research.
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CHAPTER 2
LITERATURE REVIEW

This chapter examines the significance of relationships in the context of
leadership development and the underlying constructs of leader-member exah@nge
transformational leadership as relationship based models. The review@tses from
the perspective of the follower, how revealing these perspectives as expeméjites
contribute to individual transformational leadership development (Uhl-Bien, 2006).
Additionally, a review of transformative learning theory is presented as patithe
learning model to bridge the theory-to-practice HRD paradigm and a pheologieal
study of this nature.

Overview of the Study

Although interpersonal relationships have long held importance within
organizational literature and studies, relational perspectives in leadsrsharch have
recently experienced renewed interest (Brass & Krackhardt, 1999; Day, 2@ed; &
Scandura, 2000; Nahapiet & Ghoshal, 1998; Uhl-Bien 2000, 2003). Applied to
leadership, a relational orientation does not focus on identifying attributediatiuals
involved in leadership behaviors or exchanges but, rather, on the social construction
processes by which certain understandings of leadership come about (Uhl-Bien, 2006).
Bass (1990) believed that the legitimacy of a leader depends on acceptandedny his
subordinates. Additionally, Yukl (1989) pointed out that leadership is very often defined
in ways that include followers’ perceptions. This perspective adopts an appooa
leadership development in which learners make sense of their own experiernoegrdis

and nurture leadership in themselves and in each other, not in isolation but in community
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(Antonacopoulou & Bento, 2004). Within this stance, the focus of this study is to explore
the lived experiences of followers in the development of the leader-mendtenship
(Sadala & Adorno, 2001).

Because this study is also framed within a disciplinary context of human resourc
development (HRD), the constructs of the leader-member exchange (LMX9mehip
model explored in this study are extended toward leadership development (Swanson &
Holton, 2001). Leader-member exchange concentrates on the perceived quality of the
dyadic relationship between a subordinate and his or her supervisor (Graen & Scandura
1986). Although Yukl (1989) attempted to address LMX as purely transactional
leadership because of LMX'’s reliance on exchange of rewards, subsecpramation
of the development process in LMX by Graen and Uhl-Bien (1991) led to theimnefra
LMX as a transactional and a transformational leadership process. Thais\dles
in stages in which trust, loyalty, and respect develop. In the first stage,i$ MX
transactional; however, if the last stage is reached, it becomes trarigfoahna

In this context, because traditional leadership development programs have been
studied for reasons other than examining the changes that occur througHeseltnef
the literature regarding transformative learning is also included inetviesw. After a
critical review of adult learning theories, the researcher found that®hezi(1978)
theory on transformational learning may provide the best model to support this study

Relationships in the Context of Leadership

During the past several decades, leadership has been studied from manytdiffere

perspectives, leading to the emergence of a wide range of both practical aaticieor

approaches. Graen and Uhl-Bien (1995) argued that leadership involves three domains:
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leaders, followers, and the relationship between them. The leadership thebnotabky
associated with relationships is leader-member exchange (LMX) themyipadly
proposed by Dansereau and colleagues (Dansereau, Cashman & Graen, 1973; Dansereau,
Graen & Haga, 1975; Graen & Cashman, 1975). The central characteristic ofdhys the
is its focus on the working relationship between a leader and a particular n{dydzbr
as the basic unit of analysis. LMX Theory makes several contributions to our
understanding of the leadership process. According to Northouse (1997), there are fou
specific strengths to the leader-member exchange theory:
First, it is a strong descriptive theory. Intuitively it makes sense to Hesedrk
units in terms of those who contribute more and those who contribute less or the
bare minimums to the organization. Second, LMX theory is unique because it is
the only leadership approach that makes the concept of the dyadic relationship the
centerpiece of the leadership process. Third, LMX theory is noteworthy leataus
directs our attention to the importance of communication in leadership. Fourth,
there is a large body of research that substantiates how the practice of LMX
theory is related to positive organizational outcomes. (p. 116)
Research exploring the LMX model has suggested that leaders develop different
relationships with different members of the same work unit (Dansereau, Grel@aga,
1975; Graen & Cashman, 1975). In this manner, leaders and followers can progress
through stages of relationship development: stranger, acquaintance, and maturity. In the
stranger phase, interactions are formal and contractual; there is no influence and,
therefore, no leadership. The acquaintance phase can be characteriphdsesvahere

there is increasing social exchange and sharing of information and resources, but
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influence is still limited. The final stage, maturity, is charazeztiby mutual respect,

trust, and commitment, as well as a high degree of influence from the leader. These
differentiated relationships create a schema that can be characteriegher a high-

guality exchange between superior and subordinates, or in-group relationships; a
moderate-quality exchange group between superior and subordinates, or middle-group
relationships; or a low-quality exchange group between superior and subordinatés, or
group relationships (Meyers, 2006).

Researchers have drawn several conclusions about the differencesnbietwe
group and out-group relationships. From the leader perspective, in-group subordinates are
consistently viewed as more productive (Scandura & Schriesheim, 1994) and are rated
higher in job performance by their supervisors (Linden & Graen, 1980). From the
member perspective, in-group members are more satisfied with their worlpdbiion,
their superiors, their coworkers, and their pay (Dansereau et al., 1975; GreenpAnders
& Shiver, 1996; Sherony & Green, 2002; Vecchio & Gobel, 1984). Additionally, in-
group subordinates receive preferential treatment from their superioed thely are
mentored (Thibodeaux & Lowe, 1996), provided with leadership support (Dansereau et
al., 1975), participate in joint decision making (Scandura, Graen, & Novak, 1986), and
report feelings of empowerment (Gomez & Rosen, 2001).

As originally proposed, LMX has evolved from a descriptive approach to
leadership that emphasized the differential dyadic relationships within warkgto a
prescriptive approach to effective leadership that focuses on the processi@bidgve
mature partnerships between leaders and followers. Evidence supportshirguidlity

relationships have been consistently linked to positive outcomes for members, such as
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satisfaction, commitment, and performance (Ahearn & Mackenzie, 1997; Bolino, 1995;
Bycio et al., 1995; 1995; Duchon, Green, & Taber, 1986; Gestner & Day, 1997).

LMX theory conceptualizes leadership as a process that is centered in the
interaction between leaders and followers. According to Yukl (1998), LMX descri
how a leader and an individual subordinate develop a relationship as they influence each
other and negotiate the subordinate’s role in the organization. Once formed, these
relationships provide a context for behavior-they establish norms and expectations that
serve as guidelines for future behavior (Uhl-Bien et al., 2000). Although thenecls
theorizing about how leadership relationships develop (Graen & Uhl-Bien, 1991; Hogg,
2001; Linden et al., 2006; Uhl-Bien et al., 2000), we still know very little about these
processes. Within this framework, the focus of this study is on how leader-follower
relationships form, from the perspective of the follower, and how revealing thes
perspectives as experiences might contribute to individual transformagadats$hip
development (Uhl-Bien, 2006).

Transformational/Transactional Leadership

Transformational leadership is defined in this study as leaders who do more with
colleagues than set up basic exchanges or agreements. They behave in ways\bhat achie
superior results by employing one or more of the four components of transformational
leadership: idealized influence, inspirational motivation, intellectual sttmounl, and
individualized consideration (Avolio & Bass, 2002).

Transactional leadership occurs when the leader rewards or disciplolks\eif

depending on the adequacy of the follower’s performance. Transactional lgadershi
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depends on contingent reinforcement, either positive contingent reward or active or
passive forms of management-by-exception (Avolio & Bass, 2002).

The framework of transformational/transactional leadership was first
conceptualized by Burns (1978) and later developed by Bass (1985) as a foamal the
with a model and measurement of its factors of leadership behavior. Within this model,
Bass and Avolio (Bass, 1985, 1990; Bass & Avolio, 1993, 1994) developed a schema for
classification of leadership behaviors that incorporates seven factors irggtimary
domains of transformational, transactional, or non-leadership/non-transadassaz-
faire). These seven factors make up the Full Range of Leadership Modell(82&s
1990; Bass & Avolio, 1993, 1994) and provide the factors for analysis and feedback
commonly utilized within quantitative methodology associated with transfaynadti

leadership research and development (see Table 1).

Table 1
Full Range of Leadership Behaviors
Transformational Transactional Non-leadership
Charisma or Idealized Influence Contingent Reward aistez-Faire
Inspirational Motivation Management-by-Exception

Intellectual Stimulation

Individualized Consideration

(Bass, 1985, 1990; Bass & Avolio, 1993, 1994)
Components of Transformational Leadership
Within this model, charisma or idealized influence refers to leader behawabrs t
make leaders role models for their followers. Such leaders are admseekter, and

trusted and demonstrate high standards of ethical and moral conduct. Inspirational
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motivation refers to behaviors that motivate and inspire those around them by providing
meaning and challenge to their followers. Enthusiasm and optimism are dis@age
the leader clearly communicates expectations that followers want tantke
demonstrates commitment to goals and a shared vision. Intellectual sbmida
characterized as leader behavior that stimulates follower effortsinadeative and
creative by questioning assumptions, reframing problems, and approaching olorstuat
in new ways. Creativity is encouraged, and there is no public criticism of individual
members’ mistakes. Individualized consideration refers to leader behaviopayha
special attention to each individual’'s needs for achievement and growth iy ast
coach or mentor. Individual differences in terms of needs and desires amg@zedog
Components of Transactional Leadership

Transformational leadership adds to the effectiveness of transactionaskepde
transformational leadership does not substitute for transactional lead®assp 1999).
That is, the best leaders are both transformational and transactional (Waldssns B
Yammarion, 1990). Transactional leadership is characterized by leadgidog tiaat
reward or discipline a follower depending on the adequacy of the follower’s penfcgma
Thus, transactional leadership depends on contingent reinforcement, either positive
contingent reward or negative active or passive forms of management-ipyi@xce

The transaction of contingent reward has been found to be reasonably effective,
although not as effective as any of the transformational components, in motivatirsg othe
to achieve higher levels of development and performance (Bass, 1990). In contingent

reward behaviors, the leader assigns or gets agreement on what needs to be done and
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rewards followers in exchange for satisfactorily performing the taskidmay,
followers understand what they should do to be rewarded (Bass, 1999).

Management-by-exception is a corrective transaction that has been found to be
less effective than proactive contingent reward. According to meta-anélyses,
Kroeck, & Sivasubramaniam, 1996), this behavior ranges in different situations from
being only slightly effective to slightly ineffective. Several reseaschave found it
factorially valid to split management-by-exception further into an actterfand a
passive factor. Generally, active managing-by exception is maetie# than passive
managing—by-exception (Bass, 1990). When active, the leader actively monitors
deviances from standards, mistakes, and errors in follower assignments and take
corrective action as necessary. When passive, the leader waits for deviasiekgsn
and errors to occur and then takes corrective action. Laissez-faieedbigp behavior is
the avoidance or absence of leadership and by definition is the most inactive form of
leadership. According to most research, this type of behavior is also thefteasve,
and under this style nothing is transacted that can be characterized asipdudravior.
This type of leadership behavior has been strongly associated with subordinate
dissatisfaction, conflict, and ineffectiveness (Bass, 1990).

Bass and colleagues have argued that transactional and transformational
leadership styles are complementary, and both can be effective depending on the
particular situation (Bass & Avolio, 1994). Therefore, Bass and Avolio (1993) viewed
transformational and transactional leadership as conceptually distinct divgbpsi
related behaviors. However, transformational leadership behaviors have been found

consistently to augment the effects of transactional leadership in achiyinay levels
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of performance (Hater & Bass, 1988; Howell & Avolio, 1993; Waldman, Bass, &
Yammarino, 1990). Bass (1999) further identified a need for more explanation about the
workings of transformational leadership and how followers are moved from ecomogli
to identification to internalization of values and beliefs.

LMX/Transformational Linkage

Deluga (1992) conducted one of the earliest studies to link transformational
leadership and LMX theory. As a result, he argued that a transformational leade
catalyzes conventional social exchanges stimulating subordinates to $uitgss
performance goals and self-interests. His study provided empirieasd@aporting a
positive outcome associated with transformational leadership resultingtfeom t
individualized dyadic relationship between a given subordinate and leader. Deluga (1992)
noted that “Transformational leaders may foster the formation of high quality
relationships and a sense of a common fate with individual subordinates; while in a
social-exchange process, subordinates strengthen and encourage thépeadséy:

Graen and Uhl-Bien (1995) also proposed that low-quality LMX, characterized by
downward influence, economic exchange, and formal role defined relationships, is
analogous to transactional leadership as defined by Bass (1985) in which ledders ma
requests of followers based on their organizational position, and followers comply
because of their reporting relationship to the leader and the leader’s tabddgtrol
rewards. Conversely, high-quality leader-follower relationships, defined by niutsgl
respect, internalization of shared goals, and the willingness of followexsrtoestra
effort, are aligned with transformational leadership, in which leadergengtiowers to

transcend their own self-interests for the broader collective purpose. inahieer,
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transformational leaders are said to appeal to higher ideals and moralofdhlksvers,
heighten their expectations, and spur them to greater effort and performancelbofbeha
the organization. Subsequently, in the transformational process, followers feeldanclude
and supported, and gain higher self-confidence.

Graen and Uhl-Bien (1997) also concluded that, although LMX is the leadership
theory that deals most explicitly with relationships, transformatioadeleship also
shares a similar focus on the quality of leader-member exchange réigasoas the link
between these relationships and important organizational outcomes.

A large-scale study by Howell and Hall-Merenda (1999) also demonstrated the
linkages between LMX and transformational leadership model of leadershipudlge st
demonstrated that LMX and active management-by-exception each daedtly
positively predict follower performance over time and that LMX and transtayred
and contingent reward leadership are positively related. The researchensledritet
this study provided further support for Graen and Uhl-Bien’s (1995) assertionghat hi
guality leader-follower relationships are positively associated witisfivamational
leadership behaviors.

A recent cross-cultural study conducted by Wang, Law, Hackett, Wang, and Che
(2005) focused on the conceptual and empirical links between transformational
leadership and leader-member exchange. The researchers contended itidihtgsedre
consistent with four notions regarding the relationship between transforntationa
leadership and LMX:

(1) transformational leadership behaviors are social currency, nourisghg h

quality LMX; (2) transformational leadership is associated positivély task
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performance and OCB; (3) transformational leaders enhance follower végepti

to role-expanding offers and extra role behaviors, through processes of persona

and/or social identification; and (4) LMX makes transformational |lesdui@more

personally meaningful. (p.8)

Although the findings of Wang et al. (2005) were based on samples drawn form
mainland China, the researchers contended that they had no reason to expect different
results if the same study were conducted in the west, based on a growing body of
literature that shows that the basic relationships between leadership fanchaece
established in the west hold up in China (Chen & Farh, 1999; Hackett et al., 2003; Hui,
Law, & Chen, 1999).

LMX and Transformational Leadership in a Development Context

In a comprehensive meta-analytic review of LMX correlates and constructs
Gerstner and Day (1997) concluded that aspects of transformational leadeosipb®
formally integrated into LMX so that a comprehensive model of dyadic leadenstyi
be developed. Gerstner and Day (1997) also noted that focusing on the development of
high-quality dyadic relationships may be valuable, both as an addition to currerti$ mode
of leadership training and as an alternative to these models. Additionally, lgatdmgh-
guality exchanges are consistently related to favorable individual oes;danmay prove
beneficial to devote greater attention to developing and evaluating LM¥nganodels.
They also proposed that the constructs of LMX should be incorporated into leadership
training programs.

Bass (1998) presented significant empirical evidence to support the position that

transformational leadership can be taught and learned. This position is based andata fr



35

a comprehensive training program developed by Bass (1998) that involved more than 500
leaders in not-for-profit organizations and 1,000 or more for-profit firms. Thrargai
involves multiple approaches that include one-to-one counseling, training, education for
transformational leadership, the Full Range of Leadership Model, and the Maitifac
Leadership Questionnaire (MLQ) instrument.

As a starting point, Bass (1998) prescribed a process of individual feedback
utilizing the leaders’ MLQ profile. During this feedback, the data are iratphby
counselors, and comparisons are drawn regarding how the leaders’ scores tontmgare
general norms for other leaders, how the leaders’ self-ratings cemvghrratings by
subordinates or coworkers and/or superiors, and how the leaders’ MLQ scores compare
to other leaders in their own organization. Overall, this process is intended to move the
leaders to target desired changes in their leadership behaviors. Although shenisaé
empirically based feedback, for people to change their behavior, perceptions, and
attitudes, they must be aware of the specifics that require changes anditédave the
motivation to make such changes. As noted by Bass (1998), because each item in the
MLQ does not necessarily identify all of the actions or behaviors thateesnlthe
rating, the leaders also need to give some thought to identifying events, incidents, or
actions that can aid in their interpretation of the ratings.

Therefore, in practice, measurement and feedback of these transformational
leadership factors provides leaders with empirical data to help them devebgesship
environment that empowers followers, nurtures them in change, and contributes to a
high-quality LMX. However, in order to create and lead change of this nature,

transformational leaders must become social architects who are out feopteting and
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shaping the shared meanings that exist within organizations (Northhouse, 2001). This
approach to leadership development focuses on developing relationships with individuals
in order effectively to enhance cooperation and resource exchange through an
interpersonal lens that is grounded in a relational model of leadership (Dratlusg P
1994).
The Long-term health care Environment

Over one and a half million U.S. Americans live in long-term nursing facijlities
and the number of persons over the age of 65 who require institutional care is expected to
double by 2030 (Feder, Komisar, & Neifeld, 2000). The direct care of these residents is
largely in the hands of certified nursing assistants (CNAs) (Dawson &S@@01).
Projections of a substantial workforce imbalance and a myriad of unresolvedisystem
issues have motivated policymakers, providers, and others to seek solutions wngtabili
the long-term health care workforce (Squillace, Remsburg, Harris-Kogsrcovitz,
Rosenoff, & Han, 2009). Current demographic, economic, and policy trends suggest that,
without significant intervention, the shortage of CNAs could worsen in the coming
decade (American Health Care Association, 2003; Health Resources anéservic
Administration, 2004).

The central role of CNAs in providing hands-on care is a key factor in the quality
of long-term health care. However, CNAs in nursing homes are difficult toitread
retain Nationally, turnover rates for CNA’s averaged 71% in 2005 (CastlegkeEg,
2006). Many policy initiatives have been proposed to address the problem of turnover by
CNAs in nursing homes, and these strategies can be grouped primarily into fouy prima

categories: improving wages and benefits, upgrading training programs, improving
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organizational culture, and improving recruitment strategies (Instituteedfdihe,
2001). Absent from these approaches is a focus on improving the leader-follower
relationship environment as a means of supporting retention and performance.

A recent study by Bishop et al. (2008) found that, after accounting for sttiafa
with wages, benefits, and advancement opportunities, good supervision was the most
important factor affecting CNAs intent to stay in their jobs. Job enhancemeetsoter
significantly related to intent to stay. They also found that a key factoeategrjob
commitment by CNAs was associated with better quality of leader-fetlostationships.
Additionally, their study concluded that “culture change transformation thabsese
CNA autonomy, knowledge input, and teamwork may not increase workers’ commitment
to jobs without improvements in basic supervision” (p.1).

The significance of advancing our understanding of the development process of
leader-follower relationships in long-term health care is also evidencedansother
studies. Eaton (1997) interviewed direct care workers in depth as part of hetlresear
the link between quality of jobs and quality of care in nursing facilities. She found tha
workers in low-quality nursing facilities consistently identified la€kexognition and
respect from leaders as one of the most significant problems. Another study edrguct
the Nursing Home Community Coalition of New York State (2003) used a combination
of focus groups and questionnaires to ask direct care workers in nursingefasihat
factors contributed to poor working conditions. The workers’ most frequent responses
included not being treated with respect and not having trusting relationships with
supervisors. In a more recent study, Kemper, Brannon, Barry, Stott, and Heier, (2008)

conducted a survey with 3,414 direct care workers in 122 nursing facilities. The study
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summarized direct care workers’ recommendations for improving their jobsof@me
categories was “improved work relationships” (Kemper et al., 2008, p. 9). Narrati
comments in this category included several supervisory behaviors that aneémalao
guality LMX, such as “treat everyone the same,” “listen to us,” and “help e wi
direction” (p. 9).

The study previously cited by Bishop et al. (2008) also provided empirical
support for the significance of quality leader-follower relationships in fintiaga shift
from low to high on their index for satisfaction with supervisors increased CNé&d iat
stay by 12.8%, from 50.9% to 63.7%. Although research of this nature in long-term
health care has identified concerns and changes that workers say would irhpitove t
jobs, it has not provided insight about the actual events and day-to-day interactions tha
are critical to the development of the leader-follower relationship ceatnahhy of these
concerns. Given the importance of work relationships to direct care workergyhelrm
health care, the research methodology of this study can make a significaibiutiomnt
toward better understanding and improving the development of high quality leader-
follower
relationships in long-term health care.

Summary

Leadership research is increasingly focused on the relationship betweens’lea
and followers’ mutually desirable goals and the leaders’ ability taecreativating
environments to help followers achieve those goals. There is strong empildesice to
support the constructs of leader-member exchange (LMX) theory as a uagfid w

understand the dynamic interaction between a leader and his or her subordinates.
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Employees in high-quality LMX relationships are considered more likelbehave in
ways that enhance the social and psychological context that supports higlofevel
performance (Organ, 1998). Therefore, understanding the process pathstbiigimc
quality LMX relationships develop is critical to advancing leadership theaaypractice
(Hackett, 2004).

There is also significant evidence to indicate that focusing on the developiment
high-quality dyadic relationships may be valuable, both as an addition to currerti$ mode
of leadership training and as an alternative to these models (Gerstrasr, &997).
However, most empirical research focused on leader-follower relationslypsmis
marginal attention to what leaders actually do to develop a relationship vidtveéod.

This literature review also revealed key studies that have linked, or called for
more investigation to support a link to, LMX constructs and transformational leadership
behaviors (Deluga, 1992; Graen & Uhl-Bien, 1995, 1997; Howell & Hall-Merenda,
1999). Bass (1998) also observed a need for leaders to discover ways to understand the
empirical data feedback of the MLQ instrumentation commonly utilized in
transformational leadership development programs. In this regard, Basshabti t
MLQ does not necessarily identify all of the actions or behaviors thateésulthe
rating and leaders also need to give some thought to identify events, incid@cts s
that can aid in their interpretation of the ratings.

Within the long-term health care environment, this review provided evidence of a
critical need to reduce turnover and improve job satisfaction for certified nursing

assistants. Additionally, several studies have illuminated the significdheader-
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follower relationships as an essential factor in these outcomes (Bishop, et al., 2008;
Kemper, et. al., 2008; Eaton, 1997).

This review found that the growing body of theory, research, and documented
practical experience related to transformative learning supportsptstence to HRD
practitioners (Brooks, 2004). Additionally, transformational learning theory in the
cognitive-rational model, as developed by Mezirow (1978, 1990, 1991), presents a
compatible learning model to bridge the theory-to-practice paradigm ofatid2

phenomenological study of this nature.
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CHAPTER 3
METHODS
This chapter presents the descriptive phenomenological methodology of this study
and the methods for carrying it out. Reasons for the use of Husserlian phenomenology are
presented, along with why this approach to phenomenology is best suited to the
phenomenon to be investigated. This is followed by a description of the research
environment for this study, the method used to identify participants, and the methods of
data collection and analysis. An overview of Giorgi's method of data anahgis a
discussion of its appropriateness for this study is also provided. The chapter concludes
with an explanation of the steps taken to ensure ethical considerations.
Conceptual Framework
Methodology links a particular philosophy to the appropriate research methods
and bridges philosophical notions to practical and applicable research stré@ggies
2001). The focus of this study is on the development component of leader-follower
relationships from the perspective of followers. This approach adopts an episieaiolog
stance toward leadership development that has roots in constructivism and social
constructivism and emphasizes co-creation, interpretation, and a cetfga¢sspective.
Within this transformative paradigm, rather than learning about leadersihig &aown
by others, learners make sense of their own experiences, discover and hantuen
leadership and others’, not in isolation but in community (Antonacopoulou & Bento,
2004). With the focus on meaning making in such a qualitative research stance, Merriam

(1998b) provided the following perspective:
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The key philosophical assumption upon which all types of qualitative research is

based is the view that reality is constructed by individuals interactimgeatr

social worlds. Qualitative researchers are interested in understandimgaheng

people have constructed, that is, how they make sense of their world and the

experiences they have in the world. (p. 6)

This is a study of the experiences of followers in the development of the leader-
follower relationship as another way of understanding the complexities of ties-lea
follower paradigm. Therefore, this approach seeks to understand, from the fdllowers
perspectives, how the intrinsic and interconnected processes of leaddwsipjate in
organizational settings. As noted by Moustakas (1994), the reality of the world of
organizational dynamics is subjectively created through the perceptionsof eac
individual. As a result, “perception is regarded as the primary source of knowlgedge” (
52). Similarly, leaders’ perceptions of organizational dynamics becenteal to their
construction of meaning, and every perception takes on new meanings (Gilstrap, 2007).
This constructivist view of leadership focuses on how human beings in part inherit and in
part create the meaning of the leader-follower relationship phenomena asehey |

The epistemological assumptions of phenomenology include a belief that iality
socially constructed, that multiple realities exist, that knowledgealige and context
bound, and that cultural and historical contexts are also important (Giorgi, 1997). From
the lens of phenomenology, a description of the meaning of lived experience can be
accomplished only through an inquiry of the life world as experienced by each individua
(Van der Zalm, 2000). Life world means designating the world as we live itedivéd

experience of each person. Therefore, the phenomenological concept of life world does
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not include the physical world, theorized world, or conceptual world—it is the woald as
individual lives it. The life world experiences of individuals, then, are constitutedghr
consciousness that contributes to the varying meaning of objects by their vaoues m
styles, and forms (Giorgi, 1997).

Husserl (1970b) referred to this process of constitution as the relationship
between consciousness and the world as we experience it. According to Hi@5&#) (
one cannot simply experience something by perceiving it. Even the basic expefianc
common material thing requires the synthesis of many different experianmeer to
constitute the particular experience. This active role of consciousnessyto unif
experiences is further referred to by Husserl (1970b) as transcendent& tsmsss.
According to Husserl (1970b), the transcendental role of consciousness creates the
conditions necessary to transform our impressions, values, and feelings (intntbon)
experiences or presences that reflect an individual’s index of reality.

The role of the phenomenological researcher is not a neutral, objective stance, as
in the traditions of quantitative research. Rather, within a phenomenological $tance t
researcher is actively embedded in the world he or she researches. As sibtbbyg
et al. (2001):

Phenomenology makes clear that we as researching embodied consciousnesses
are participating in the relationship between ourselves and the world that wersgper
Our residency in the life world places us in the position of creative contisisttine

meaning of the world. (p. 95)
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The Phenomenological Method

Although there is no one theory or approach that is subscribed to by all
phenomenologists, there are two primary fields of phenomenology: Heideggarian
hermeneutic (interpretive) phenomenology and Husserlian transcendentap(oley
phenomenology. The methodology utilized in each of these fields differs. The primary
difference between the two are that Husserl's approach focuses on efogte(the
theory and validity of knowledge), whereas Heidegger’'s philosophy is focused on
ontology (the nature of being). According to Koch (1995), the researcher shouldapprai
the philosophical underpinnings of both methodologies when determining the appropriate
research methodology. As recommended by Koch (1995), the following discussion
provides a brief appraisal of Heideggarian hermeneutic (interpretive) andrkuss
transcendental (descriptive) phenomenology.
Husserlian Phenomenology

Spielberg (1982) identified several constants within Husserl's philosophyetuss
believed that phenomenology would enable objective researchers to clarifytiajue cr
their fundamental concepts and assumptions. Additionally, Husserl’s philosoparca st
held a central belief that human experience contains a meaningful strueture. H
epistemology involved the study of essential (a priori) structures. Whttsstance, his
descriptive phenomenology sought universal essences, their structure aads;ebatsed
on descriptive reduction. In this manner, Husserl’'s phenomenology of essences seeks
insight into what is experienced.

Husserl believed that phenomenological reduction based on reflection of existing

beliefs would allow a researcher to obtain unadulterated understanding of phenomena
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that is otherwise unobtainable. His phenomenological method “uncovered and described
the fundamental structure of our life world” (Cohen & Omery, 1994, p. 139). In this
manner, his phenomenology emphasized the description of a person’s lived experience.
Husserl saw himself as broadly laying out a method meant to be applied bwtiwse
sought to understand how we meaningfully constitute various aspects of our world.
Heideggerian Phenomenology

Heidegger brought together thoughts from metaphysics (ontology and
epistemology) and hermeneutics. Heidegger defined philosophy as the universal
phenomenological ontology based on the hermeneutics of human being (Spielberg,
1982). His ontological phenomenology holds that truth is to be found in the world
interpreted hermeneutically. A unique feature of Heidegger’'s approach tkahask of
phenomenology is looking past the everyday normal meanings of life to seegée lar
meaning. In this view, Heidegger believed that phenomenology is an approach that
allows the researcher to see what is otherwise concealed (Cohen &, Qa%#ty

Heidegger was also critical of Husserl's phenomenology that emphasized
description of a person’s lived experience. Heidegger believed that phenomenology is a
methodological approach that should go beyond description of the lived experience of the
person. In order to accomplish this, Heidegger’'s phenomenology requires explicit
ontological self-interpretation. In this approach, hermeneutics is ackseathod that is
a way of dealing with these interpretations. Heidegger’'s approach to phenogyeisol
fundamentally an ontological search for the meaning of being-in-the wanket tatn

Husserl’s belief that human reality is consciousness of the natural woddh@e 1986).
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Methodological Choice

Based on this understanding of the two methodologies and the descriptive, rather
than interpretive, purpose of this study, the methodology of Husserl is most appropriate.
In this manner, descriptive (Husserlian) phenomenology aims to identify theustrat
experiences as described by the research participants.

Heideggerian (interpretive) phenomenology would take the process further by
analyzing what the participants’ descriptions of their lived experiaeedly mean.
Given the theory-to-practice HRD context of this study, | would, however, notarthat
extension of this study anticipates subsequent leader self-interpretatn@aonings as
described by followers. In this manner, leaders may subsequently go beyond the
Husserlian description of the lived experience of followers toward a sefpnetation
similar to the Heideggerian method that “makes us see what is otherwisalednoé
taking the hidden out of its hiding...and detecting it as the truth” (Cohen & Omery, 1994,
p. 141). This self-interpretation by leaders is postulated as occurring withitRiDe
context of a transformative learning model.
Descriptive Phenomenology Method of This Study

Within the descriptive phenomenological method, it is essential to engage in
inquiry that seeks to uncover the experience from a pre-reflective or natiwaleadf
the subject. The method of seeking data from subjects in a pre-reflective af natur
attitude represents a fundamental departure of phenomenology from the s@éiitifie
common in quantitative research instruments such as the Multi-Factorsleade
Questionnaire (MLQ). That is, in phenomenological research it is predisehatural

attitude that provides the foundation for a pre-reflective description of the lived
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experience that is central to the data collection and discovery of the estéree
experience.

The essence of experience is a central concept of the descriptive
phenomenological method for this study. The essence of the experience isidescri
of the nature of a phenomenon--that is, what makes the phenomenon what it is? In this
manner, phenomenology studies experiences and seeks to understand, not explain (van
Manen, 1997). As such, a descriptive phenomenological inquiry can bring forward
another way of understanding the phenomenon--what the experience is like-yafoa wa
leaders to develop new ways of knowing and understanding follower experiences.

Within the HRD context of this study, a phenomenological approach to leadership
development suggests that relevant knowledge is action knowledge pertinent to the
situation in which one is involved. In the phenomenological sense, knowledge does not
inform practice; rather, reflection on practice (life-world experiencesilts in
knowledge (understanding) that, in turn, enlightens practice (van Manen, 1997a).
Phenomenology, therefore, presents the opportunity for leaders to find meaning and
understanding in everyday situations with followers and, subsequently, act on thef basis
that understanding. In this manner, a phenomenological description of a lived ex@erienc
may be artful, evocative, and expressive and strike a cord within the individual, and thus
contribute to aesthetic and personal knowing (Van der Zalm, 2000). This recognition of
the meaningful aspects of the text may lead to transformative experiratalier
action. In this sense, knowledge resulting from phenomenological inquiry becomes

practically relevant in its possibilities of changing the manner in whiehagel
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communicates with and acts towards another individual in the next leadership situation
he/she may encounter (Van der Zalm, 2000).
The Research Question within Phenomenological Inquiry

The research question guides the methodology, leading, in this case, to
phenomenological methods in that this methodology provides the foundation for the
inquiry of the lived experience. Therefore, if one asks a quantitative respagstion,
which relates either to frequencies or magnitude, then a quantitative method should be
used. However, if one asks a qualitative question, which relates to a question such as
what it is like to experience a particular phenomenon, a qualitative method, such as
descriptive phenomenology, is appropriate (Giorgi, 2001).

As a result, the research question within phenomenological inquiry must be
formulated in a manner that will elucidate the meaning of the experience @{asist
1994). A research question in the phenomenological methodology is just that, a question
—there is no postulation or hypothesis. The introduction of postulations and
presuppositions, such as those fundamental to quantitative methodology, immediately
departs from the rigor of the phenomenological method.

A phenomenological stance requires a rigorous approach to inquiry that seeks to
understand, “What is the experience like?” from the life world reality ofulbgect of
investigation. This approach is clearly reflected in the research quesifmrspd in this
study: “During your first year of employment, what has the experieihgetting to know
your supervisor been like?”

In this manner, the researcher engages in the phenomenological inquiry not only

as a way of seeing but also as a way of listening with a conscious and delitterdien
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of opening ourselves to phenomena as phenomena in their own right with their own
textures and meanings (Moustakas, 1994).
Research Environment

The research environment for this study is within the long-term health care
industry. The sponsor organization of this study is Golden Living, Inc., the thgestar
long-term health care provider in the United States (LaPorte, 2007). Goldeg Li
employs over 30,000 workers in 29 states providing skilled care, assisted living, and
rehabilitation services.

Long-term health care is an increasingly important and rapidly chapgmof
the U.S. health care system. The need for long-term health care serviqeeciee to
increase dramatically as the population ages, life expectancy is ektandeother issues
reduce the ability of family members to care for elderly relatiddéibough long-term
health care facilities are currently seeing a chronic and severeslatmage, with
extremely high turnover rates, the Bureau of Labor Statistics fosdatastemployment
demands in nursing homes is expected to continue to grow by more than 550,000 new
jobs by the year 2012, and home health care by more than 670,000 jobs in this same
period.

However, even in the face of this continuing labor demand, a nation-wide study
conducted by the American Health Care Association (AHCA) in 2003 indicated that the
national turnover rate for certified nursing assistants exceeded 60%. Adtitisnah
turnover rates among direct-care staff are generally typicalsaalideng-term health
care settings and serve as strong indicators that many frontline workebema

dissatisfied with their jobs. ACHA has also conducted several studies on turnaver tha
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have singled out the relationship between direct-care workers and their supas\vés
significant factor in job retention (Wallis, 2004).

Within the long-term health care environment, CNAs are the backbone of the
formal care delivery system, providing the majority of the direct assestance to
residents. The environment of long-term health care is also very dynamgard te
leader-follower interactions. The delivery of direct care servicesNBs(thecessitates a
physical closeness and level of complexity that my not be found in other work setting
That is, the dynamic of caring for people within the highly regulated longttealth
care environment heightens both the frequency and impact of leader-follower
relationships. Recognizing that LMX is distinguished from other leadetsédgpies by
its focus on the dyadic relationship between a leader and a member (GerBagr &
1997), this research environment offers a unique opportunity to study the development of
leader-follower relationships.

Participants

Participants were selected according to the needs of the study (&l&sauss,
1967; Morse, 1991). In this manner, the researcher selected participants who had
undergone the experience under investigation. This protocol provided participants who
could give a richness of information that was suitable for detailed req@aiton,

1980).

For purposes of participant selection in this study, it was criticainsider that
LMX theory describes the leader-follower relationship as being céateugh stages of
relationship building (Graen, 1976; Graen & Scandura, 1987; Graen & Uhl-Bien, 1995;

Uhl-Bien et al., 2000). As such, individuals begin at a stranger stage, and tloasblpt
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develops to either in-group or out-group status. In most cases, roles have fored wit
the first six months of an employee-supervisor dyad and sometimes in theofitst m
(Day & Crain, 1992; Dockery & Steiner, 1990; Duarte, Goodson, & Klich, 1991, 1994).
Studies have also shown that on average out-group members turn over after
approximately 12 months (Graen, & Scandura, 1987b; Liden, & Graen, 1979;
Wakabayashi, & Graen, 1984; Wakabayashi, Graen, Graen, & Graen, 1988).
Because the focus of this study is the experience of followers within the
development process of the leader-follower relationship, this study focuse@ctingel
certified nursing assistants who had been employed between six months and .one yea
The study utilized a total of 13 participants from 9 different facilitighiwithe Golden
Living organization. The issue of quantity that is so important in quantitative
methodologies is not a primary concern in phenomenological research. Rather,
participants are selected based on qualities and experiences that permitrsianiicig
of the phenomenon in question (Milles & Huberman, 1994). The focus is on the potential
of each individual participant to provide rich insight into the phenomenon, rather than the
kind of quantitative information that sheer numbers yields (Patton, 2001). Purposefully
selecting people, or settings, for a study acknowledges the complexithénacterizes
human and social phenomena. One of the most prominent and useful strategies for
achieving this objective in qualitative sampling is maximum variation sag)plihere
the researcher attempts to understand the phenomenon by seeking out persons and
settings that represent the greatest differences in that phenomenon (Eaykut
Morehouse,1994). Maximum variation sampling provides the qualitative researtiner wi

a method by which the variability characteristic of random selectionecaddressed,
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while recognizing that the goal of a qualitative study is not genebditgaTherefore, it

was not my goal to build a random sample, but rather to select persons that | think
represent the range of experiences of the phenomenon, based on my working knowledge
of the contexts of the individuals and settings associated with the study. Toerokt

utilizing multiple facilities and purposeful participant selection providesimam

variation in order to access the most essential meaning of the experidnoahvatHRD
context of this study. The selection of facilities for the study was withirhtke state

area of Nebraska, South Dakota, and Minnesota and precluded any facilliesmyit
responsibility domain.

Participation in the study was voluntary. Letters of introduction and solicitation
for participants in the study were distributed directly to certified ngragsistants who
meet the criteria of the study. The letter of introduction included a brief piéscrof
the purpose of the study, the duration and procedure of the study, a statement of
anonymity for participants, and a brief explanation of my professional backgaodnd
why | am interested in the phenomenon being investigated (see Appendittek:dfe
Introduction).

Participants indicated their interest either by email or by phoning metlgir&n
initial mailing consisted of 83 letters to facilities in the states of &dar and South
Dakota. Two weeks after this mailing, | had received only four responses. | sploke w
two directors of nursing in the area to inquire why they thought CNAs might not be
interested in participating. Both indicated that many of the invited partisipiaine 20-

30 miles each way for work and that the $25 stipend | was offering may not havel seeme

worthwhile for an extra trip. The DNS’s also indicated that giving potentrétants a
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specific date might be necessary for them to be able to work within their sehddalso
received two calls from potential participants inquiring whether the stupyreel them
to travel to Minnesota. Reconsidering these potential barriers to partaiplsient out a
second mailing to the same group. The second letter contained specific ddtes that
planned to be in their area for interviews and offered an increased stipend of $35 (see
appendix B: Second Letter Inviting Participation). Within a week of the secoidgnai
received five more responses to participate. At this point, | expanded th@pattic
solicitation process to include facilities in Minnesota that were not under my
responsibility. The Minnesota mailing consisted of 56 of the second Letter of
Introduction (Appendix B). Over the next two weeks, | received six responses from
Minnesota participants. | then screened the potential applicant pool in a manner
consistent with the objectives of maximum variation previously described. Thengtgy
process resulted in a participant pool with the characteristics identifiedbia Z:a

Table 2

Participant Characteristics Summary Table

Facilities Age Gender  Length of Service  Race
Nebraska = 3 18-22=3|F=11 6 months = 3 W=7
South Dakota=3 23-27=3| M =2 7 months =1 B=5
Minnesota = 3 28-32=1 8 months =1 H=1

33-37=1 10 months =5
38-42=3 11 months = 3
43-47 =1
54+ =1

| engaged each potential participant in an initial phone screening to provide them
with an opportunity to learn more about the study, alleviate any concerns they might
have, clarify and confirm their expectations, and allow them to make a provisional

decision regarding participation. At the conclusion of the initial phone screenimg, eve
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respondent agreed to meet and participate in the study. The original design wdiyhe st
called for utilizing 12 participants; however, 15 responses were eventuailyectes a
result of the mailings. The study ultimately utilized 13 participants basestatdns and
availability for scheduling. The respondents not selected for the studyhotdred in
writing of their status (see Appendix D: Respondent Letter for Those Not&Blect
Giorgi Method of Data Collection and Analysis

Within descriptive phenomenology, there are multiple variations and approaches
that can be applied to data collection and analysis. This study utilized one particula
approach developed by Giorgi (1997). For Giorgi, the operative word in
phenomenological research was described. Giorgi established critertaaards that
are now quite commonly applied among phenomenologists in many areas ofresearc
This approach employs five basic qualitative steps: 1) collecting verlaal2)atading
the data, 3) breaking the data into parts, 4) organizing and expressing the data from a
disciplinary perspective, and 5) synthesizing and summarizing the data. [biaerfg|
discussion provides a brief summary of each step.
Collecting Verbal Data

This step involves one-to-one in-depth phenomenological interviews. This type of
interview focuses on the expressed meaning of a life world experience peérgon
being interviewed. This method allows the researcher to gain access te therld
experience of another, as stated by van Manen (1990): “The aim being to tralnsfar
experience into a textual expression of its essence in such away tha¢thésedt once a
reflexive re-living and a reflective appropriation of something meanih@uB36). This

type of interview process and data gathering seeks to capture the exgseaenc
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individuals as they are lived in the world and the meaning derived from the lived
experiences as the essence of the phenomenon.

Interviews were held in neutral and quiet locations, such as local public libraries,
State Work Force Centers, and educational institutions. Locations were drpaiaogeo
the interview in collaboration with each participant. Utilizing off-site witax locations
is an important characteristic of the study given that on-site interviewkl most likely
compromise the confidentiality of the participant and could impact the quality of the
interview. Although descriptions of participants may include data such as job
classification, length of service, and work location, in order to maintain angnymit
number was used to code the audiotapes and transcripts. However, prior to beginning an
interview, | needed to adopt a methodological approach known as phenomenological
reduction. A primary aspect of phenomenological reduction is bracketingkeBirag
required me to identify and make explicit my understandings, beliefs, and assanpt
about this phenomenon. Only when | had clearly identified them could | then disengage
from them during the interview and be “free to deviate from their prescripti@isid|,
1994, p. 214). So | spent time before each interview identifying and reflectintsieely
on my pre-understandings about the development of leader-follower relationships in a
long-term health care environment. | found that these pre-understandingsestemm
primarily from (a) professional training and experience, (b) personal ercswamd
observations, (c) cultural and gender beliefs, (d) expectations, and (e) edlicaittbna
psychological theories. Similarly, | identified and made explicit neyyprderstandings
about interviews, the types of questions that were appropriate, and the role of the

interviewer.
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At the beginning of the meetings, | tried to establish rapport with the pantiisipa
by giving them a bottle of water and reviewing the expectations of thgieweand the
informed consent process. | specifically avoided any small talk retatbdit job or the
facility where they worked in order to reinforce the separation of my rde@searcher
from that of a human resource manager.

It is important during an interview for the researcher to do whatever is gog&sibl
reduce any power differential that may exist in the interview environmergt.id hi
essential to increase the likelihood that the person being interviewed wilicie ¢éb
speak more openly about his or her experiences. This was managed through casual dres
a calm and casual approach to conversation, and allowing the participant time to get
comfortable with the process. As previously mentioned, each interview also began by
going over the informed consent document. The informed consent process is described
later in this chapter.

All interviews were tape recorded with the subjects’ consent. The interview
process (data collection) began with the primary research question, “Datinfjrgt
year of employment, what has the experience of getting to know your supenésor be
like?” The data were collected via in-depth interviews with the aim of obtaning
description of the research participants’ lived experience of getting to know the
supervisor. During this process, the interviewee was allowed to talk freely about
whatever came to mind, and the researcher used probing, inquiry-based questions only
when necessary, to keep the interviewee focused on the lived experiences in order to
explore deeper meaning. For example, such probing questions took forms such as, “What

was that like?” “How did you feel about that?” or “Could you tell me more about
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that?”As the interview progressed, | also used a variety of stratedieisg the
interviewee back to a topic to gain more concrete descriptions associdtedpaitticular
situation. For example, | occasionally used a series of questions like: “You have
mentioned that your supervisor doesn't really treat everyone fairly. getsmck to that
for a moment. Can you give me some examples of not treating everyone fairly? Wha
does your supervisor do? Or say?” | also used questions to further explicategnea
such as, “Why do you think this happens?” Or “What should they have done differently?”

In addition to listening to the responses, | also closely observed the nonverbal and
contextual aspects of their responses. For example, | paid attention to voicpdenh, s
patterns, hesitations, emotional overtones, and contradictions between verbal and non-
verbal communications.

Once the interviewee had no further examples or experiences to share, the in-
person interview was concluded. Immediately following each interviewotevaut field
notes to help me reflect on the process and note the key characteristics ofteadampa
interview. | personally transcribed three of the thirteen audio-tapes intdivetbat.
After completing the transcription of three interviews, | contractedfegsional service
to complete the remaining. The remaining 10 audio tapes were contracted out due to the
physical demands and intensive long-term typing activity required. As lonedtin
Chapter 1, I incurred a significant military service-related injury toigtyt arm (rated at
30% disability). As a result of this injury, typing for prolonged periods causes me
significant pain. After typing one transcript (with several breaks), | fourtchtitaonly

did it take 3-4 days to complete one transcript, but | also needed to wait 3-4 dhlys unti
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could resume typing again. After great effort and discomfort, | completethg a3
transcripts; however, at that point, | contracted out the remaining 10 transcripts
Reading the Data

The entire transcribed interview of each participant was read sevegalpimor to
beginning any analysis. Although this is fairly time consuming, it is a sageprocess
in descriptive phenomenology in order to obtain a holistic or global view of the text.
Special consideration was taken to remain in the phenomenological method during these
initial readings in order to obtain a global sense of the data and a comfort lévtievi
flow and structure of the text prior to beginning an analysis. Reading theripéfar a
sense of the whole was my first opportunity to engage fully in Girogi’'s method.

Before reading the transcripts, | took specific steps to enter the phenoneadolog
attitude and bracketed my originally identified pre-understandings asisvatly
revisions of these pre-understandings that may have occurred during the irgewiew
that | could approach the data with the ability to see it freshly. | reachtieetipts for
each participant several times in order to develop an overall sense of the liveerneepe
Through this process | developed a more holistic sense of the phenomenon that later
allowed me to better understand the parts.

As | read and re-read the transcripts | found it necessary to continuallyomonit
my own thought processes to remain in the phenomenological attitude. For example, one
aspect that | found to require repeated monitoring was that of my own pre-consept
judgments of workplace behaviors. Although | understood the demand to remain in the
phenomenological attitude, it was difficult to do at first. In order to continugiilym to

and/or maintain this focus, | developed the habit of stopping my reading and purposefully
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re-engaging in the phenomenological attitude as needed. This process guiceadimy
in two different ways. First, it enabled me to keep setting aside any preraaticipated
meanings and to restrain my impulses to hurry the process of discovery. Second, my re
engagement in the phenomenological attitude allowed me to remain focused on
understanding the experiences described to me by the participants without beitegl tem
to interpret or explain these experiences. As noted by Becker, (1992) “wastarstd
people rather than assume that we know what they are telling us” (p.23).
Dividing the Data into Meaning Units

This step of the analysis requires an approach to the text from a specific
disciplinary stance. That is, | must use guiding criteria that arestentswith the
discipline I am using (Giorgi, 1997). This approach is unique to phenomenology in that it
allows the researcher to seek the meaning from the text (data) thavantdb the
particular discipline. In this regard, the text from any specific quiaktanterview may
yield different meaning units for different research disciplines. Ing&igcular analysis,
| approached the text from the context of the leader-member relationship within the
disciplinary stance of human resource development (HRD). This stance pravides a
intuitive foundation for inquiry and still remains open to discovery of whatever meanings
may emerge.

The process of dividing the text into meaning units requires additional, more
careful readings of the text. The procedure consists of creating a break indheaphag
time there is a transition of meaning in the description. During this procesanaltions
in meaning are identified without regard to duplication of previous similar meanings

the text. A principle guiding this step is that the parts must be determineitichbya¢hat
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are consistent with the scientific discipline — HRD criteria for HRBlya®es and so on.

For example, one could contend that a “meaning unit” may consist of each sentence, but
a sentence is a unit of grammar and may or may not be sensitive to the HRD afspects
the description. That is why an attitude that is sensitive to the disciplinpastant, as

well as an attitude that is sensitive to the phenomenon being researched (Giojgin1997
this case, the discipline of HRD and the phenomenon of the experiences of followers in
the development of the leader-follower relationship. Within this stance, eacthéme
researcher experiences a transition in meaning while reading theipagtage break is
inserted.

When developing his methodology, Giorgi discovered that the identification of
meaning units was a perceptual or experiential process rather than antudgktee
(Giorgi, A., 1970, 1985b, 1990). Consequently, he stresses repeatedly the importance of
the researcher responding spontaneously, which he defines as without effort or
premeditation. This spontaneous approach helps keep the researcher within the
phenomenological attitude and is meant to take place fairly rapidly without stopping unt
a transcript has been entirely marked. This process yields multiplensectr groups, of
meaning units for the next step, which is transformation of text (data).

Although this phase is the least complex of Giorgi’s analysis steps and the
guickest to implement, nonetheless, it plays no less of a central role in uncovering the
meaning of the phenomenon than other phases. In this manner, breaking the transcript
into meaning units provides a starting point for more in-depth analysis of megning b

allowing the researcher to break the data into manageable parts.
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When reading the transcripts for a sense of the whole, the task had been to get a
sense of the phenomenon without being drawn into any parts or details. As such, the task
was one of essentially “listening” to the participant’s experiencelsl inad an
internalized sense of the overall experiences; whereas, in this second phase of the
analysis, the identification of meaning units marked the beginning of beconeong\see
and discriminating with the data. In this phase | also assumed the phenomenological
stance that once again led me to bracketing my preconceptions and remaining open to
whatever meaning units | would find.

Organizing and Expressing Data in Disciplinary Language

This step requires a reconfiguring of the text into a format consistitigee
columns. The first column is titled Text, the second column, Transformation, and the
third, Structure. The first column contains the original text meaning units only and is
absent the researcher’s questions. The meaning units in this column arteddpara
double spaces and sequentially numbered. The second column, titled Transformation, is
utilized to enter a description of the everyday language of the subject in eachgneani
unit into terms relevant to the research discipline (HRD). As stated bgi@l807),

“The key point here is that in this step the statements of the subjects are tnadsbgr
the researcher to be in accord with the researcher’s disciplinary intuitich idcomes
stabilized after the process of free imaginative variation” (p. 247).

Giorgi further explains the rationale for this phase of analysis in tloevial
way:

Phenomenologically, there is no doubt that it is the meaning for the participant

that must be captured, but it is equally certain that the meaning must be taken up
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and be re-expressed in the language of the researcher’s discipline ¢ggciolo

psychology, etc.). In other words, it is the meaning-for-the-participaniinasfit

is relevant to and revelatory of the research question that matters. (G894,

pp. 208-209)

| must stress that this transformation into HRD disciplinary languagenddes
change or alter the presence contained in the meaning unit. The researchretake
presence described by a participant precisely as it is described and begaiset
explicit the disciplinary meanings that are usually only implicit in thiégypant’s
descriptions. These transformations “help organize what would otherwise be aglgemi
hopeless array of aspects” of a lived experience (Carson, 1990, p.147).

In this manner, | attempted to re-express each meaning unit in the best possible
way; however, | was also aware that in many cases it would require seffeisl in
order to adequately capture what had been expressed. In some cases, thmewrote
transformed meaning unit multiple times in one sitting. In other casestd what |
perceived at that moment, knowing that | would come back to it for further refinelinent
was not unusual that a transformation | wrote for a meaning unit further down in the
transcript would inform me in a way that would require me to go back and complete
some of the unfinished meaning unit transformations. This phase was my first encount
with a new demand for expressing meaning in my own language to re-artibelate t
participant’s verbal descriptions. While engaging in this process | wasuhaid
remaining oriented as a responder to the meaning in the descriptions, and as adbllowe
the meaning | focused resisting impulses to superimpose my own biases digm®jec

onto the participant’s descriptions.
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Synthesizing and Summarizing the Data

After identifying meaning units and completing the transformation into
disciplinary language, each transformation was analyzed to determicie wviiis are
essential for the phenomenon and which are not. This process was accomplished through
the application of imaginative variation in order to test the essentialigobf e
transformation. “The task of imaginative variation is to seek possible meahiogigh
the utilization of imagination, varying the frames of reference, enmgqyolarities and
reversals, and approaching the phenomenon from divergent perspectives, different
positions, roles, or functions” (Moustakas, 1994, pp. 97-98). A person describing
experience in a pre-reflective attitude usually communicates a gedatfdenplicit as
well as explicit information, and the phenomenological researcher is able to us
imaginative variation to “go through” (Carson, 1990, p. 149) the concrete expressions in
the meaning unit and identify the essential, or invariant meanings implibg in t
description. These invariants answer the question, “What meaning remaingitonsta
through all possible variations of experience of this particular phenomenonhidt is t
level of invariants that constitute the essential structures, and theextaralyg fewer of
these invariants than individual meaning units. These invariants are alsadredarre
phenomenological literature as constituents, and together they form the summar
statement of the essence of the experience.

Although | made no fundamental changes to Giorgi’s data analysis phases, |
found that | needed to add an additional step in my process. Giorgi (1994) reminded us
that his methodology is designed to clarify the meaning of a phenomenon as exgerience

by a participant, and, if a researcher’s implementation of this methodology is not
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achieving this illumination of meaning, Giorgi urged the researcher to modifyge a
different approach that will achieve that goal more effectively fovengiesearcher. For
Giorgi, this phase incorporates the tasks of transforming the participaatsmtions of
experience into disciplinary language and identifying those aspects of mdaatiaget
unchanging in all instances of the experience. His method then moves directly to the
final phase of describing the essence of the experience. Given the large volume of
interview text, | found it to be an overwhelming task to synthesize the structures of
invariant meanings from 13 participants directly into a summary statemtd e§sence
of the experience.

Therefore, in this phase, | added a step that consisted of a second analysis of each
essential structural description in column three of the text analysis formatalTowed
me to organize the structural descriptions from all 13 interviews into groups aamvar
themes of meaning. This step consisted of grouping the structural descrgbtions
experience into thematic invariant constituents representative of theesqgeeof all
followers. These thematic invariant constituents may appear to be independesd, enti
but they exist within an essential interrelationship that is experiencetfbifalers as
part of the coherent unity of experience. | was then able to synthesize thes&cthema
invariant constituents of meaning described by all followers into a sunstaement of
the essence of the experience.

As with all steps of analysis, | used the phenomenological reduction to maintain
the appropriate attitude and to facilitate the implementation of this procéss thi
disciplinary stance of the study to identify the invariant constituent preseath

structure. The application of the imaginative variation process was esgsewtider to
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reduce the description to these essential elements. The variations applidddriche,
space, bodily concerns, materiality, causality, and relation to self (M@isstE094).

Only those themes that remained throughout the variations were retainechéialdsse

the experience being evaluated. Although the process of imaginative variatieans to
free one’s thinking from boundaries that can be limiting, it nonetheless must beyecpl
within a disciplinary context that does hold some limits. Giorgi (1990) noted that these
limits may be whatever connotations, analogous experiences, psychologiesl, zaid
language choices effectively represent “intuitable givens or ndesgbiat obviously
belong to the situation” (p. 72).

The final step in the phenomenological reduction process is the synthesis of the
structural descriptions into a summary statement of the essence of thereogeéerhe
objective of this step is not to achieve a universal expression of essencexgahenee
but, rather, the most invariant meaning of the experience. In this sense, thertnvaria
meaning seeks to discover those parts, or components, that do not vary from context to
context through imaginative variation. However, it is also essential to note that
phenomenology recognizes that the essence of any experience is neyeexbtalisted.

The next chapter will identify each of the thematic invariant constituents of
experience and provide a narrative description utilizing key text and structural
descriptions of followers’ experiences, followed by a summary descriptitre @ssence
of the experience. Chapter 5 will then present further discussion and explication of the
constituents of meaning by focusing on the specific ways these manifestesktves in

the lived experiences of the followers, within the HRD disciplinary contexti®ftudy.
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Ethical Considerations

Formal approval of this study was obtained from the University of Minnesota
Institutional Review Board. The purpose of the study was explained to particigadhts
they were encouraged to ask questions and seek clarification. Partigipaa@dvised
of the voluntary nature of their participation and that they can withdraw fromuithe st
any time without any implications. Participants were also advised thaydime during
the interview they can decline to answer any question, request that the tagerrbeor
turned off, or terminate the interview. Written consent was obtained from eadpaautti
to tape the interview. None of the selected participants declined to be interviewed or
requested to turn off the recorder.

Each interview began with an informed consent process. The informed consent
process involves more than just signing a consent form. The process began with an
explanation and discussion of the purpose and any potential risks and benefits of
participation in the study. Following this discussion, each participant wanpedswvith
the consent form with a further explanation of the form. Time was provided for each
participant to read the form and ask questions.

The consent form includes: a description of the purpose, duration, and procedures
of the study, a list of potential benefits and risks, an account of how anonymibewill
assured, information as to whom to contact with questions, and an indication that the
participation was voluntary (see Appendix E: Consent Form). Each participant wa
provided a copy of the consent form. Participants were also provided with a full
explanation of how the results of the study will be disseminated. At the camchfsi

each interview, each participant was also asked to sign an additional consentar the
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of his or her interview text in publications (see Appendix F: Participant Releas
Agreement).

| also explained to each participant that, to ensure anonymity, | will knthe
person able to link names with interviews and that the tapes will be kept in a separate
locked filing cabinet and destroyed two years after completion of the stadicipants
were also informed that the interview transcripts will be kept in a sedackied file
cabinet in my home. Participants were informed that, although quotes from thieewser
will be included in the final manuscript, participants will not be identifiable bectnes
researcher will ensure that participants’ names or any other idagtifyiormation will
not be contained in the manuscript. Any participant identifying details will lgeided
and will be destroyed two years after the completion of the study.

| am aware of the possibility that participants may describe exjpesdhat are at
odds with human resource or company standards of practice, and that it is necgksary a
appropriate to remain non-judgmental, and my body language should not convey any
signs of this during the interviews.

After participants completed the in-person interview, they were asked for
permission to be contacted for a follow-up debriefing telephone call. During the
debriefing call, | engaged the participant to validate the accuracyiofrdnescript and
check for and correct any misconceptions and manage any concerns or possib@atharm t
may have occurred during the interview process (Eyde, 2000). This was accodhplishe
through a review of the process and allowing participants an opportunity to ceflect
their interview in order to affirm their comfort with accuracy and complstenéour

meeting. During these discussions, | reviewed the structural descriptibhsdlaa
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synthesized from their transcribed interview as the basis for confirm@heroverall
goal of this process is to provide findings that are authentic and original (Barbour, 2001)
All participants were comfortable with the interview process in which hiagly
participated and confirmed the structural descriptions as accurate. Altlheugiotess
of contacting each participant again was a rather time consuming pridoess] that
this step gave me significant confidence and clarity as | moved forward inotesprof
constructing a summary description of the essence of the experience.
Summary

This chapter differentiated two approaches within hermeneutic phenomenology,
interpretive and descriptive, and provided the rationale for the selection of ailusse
descriptive approach in this study. The appropriateness of this methodologhes furt
shown to be well suited within the epistemological stance of this study that seeks t
understand the lived experiences of followers within the theoretical construds<of
theory and the disciplinary context of human resource development (HRD). The chapte
also presents the approach of Giorgi (1997) as an appropriate and practiealdriarior
the process of 1) collecting verbal data, 2) reading the data, 3) breakingathetalat
parts, 4) organizing and expressing the data from a disciplinary perspeatiVi®, a
synthesizing and summarizing the data.

The research environment and participant selection described in this chapter
present an opportunity to utilize phenomenological methodology to explore the
experiences of followers in the leader-follower relationship within aifspewustry
context. In this manner, the methodology of this study may provide unique insights

toward advancing the HRD theory-to-practice paradigm for understandind/ttke L
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relationship and leadership development of 13 certified nursing assistantyesinplo
between six months to one year in a specific long-term health care envitonme
Ethical considerations will include review by the University of MinnesR®, |

participant informed consent, and careful attention to protection of transeriptagses.
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CHAPTER 4
FINDINGS, THEME ONE:
DIRECT CONTACT AND ASSISTANCE ARE IMPORTANT

Research participants were interviewed to gain information regarding one
overriding research question: What was the experience of getting to know your
supervisor like? Throughout this dissertation, it has been emphasized that
phenomenological research is focused on meaning. Accordingly, the findings presented
in this chapter are descriptions of the meanings CNAs gave to getting to know their
supervisor, as revealed by the participants’ descriptions of their lived expesi

Themes of Meaning

The data analysis revealed five significant themes of meaning. This chagdte
the following chapters focus on an explication of these essential themesioihig of the
experiences of CNAs getting to know their supervisors. The interrelationshipgam
these meanings are then presented as an integrated description of tle egsetire of
the meaning of this experience for CNAs.

Industry standard abbreviations are used for job titles: Executive Dir&fjy (
Director of Nursing Services (DNS), Director of Nursing (DON)si&&ant Director of
Nursing Services (ADNS), Registered Nurse (RN), and Licensed Riddticse (LPN).

The themes | identified are: (1) Direct contact and assistance pogamt; (2)
Supervisors treat us differently based on certain follower behaviors; &j)raer
conversation is important: (4) Follower competence affects relationshipg)and (
ED/DNS leader-follower relationships are primarily transactional arh aftimidating

for CNAs.
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Theme #1: Direct Contact and Assistance Are Important

The interviews revealed the importance that CNAs placed on the direct contact
and assistance they receive from their leaders. Although participantdddgbe impact
of contact and assistance within a continuum based on frequency and quality, they
universally described this leader behavior as fundamental to the formation ahdajual
their relationship with their leader. The significance of this theme of iexeralso
appeared at several levels of leader-follower relationships: CNA/Ehargse,
CNA/Program Manager, CNA/ADNS, CNA/DNS, and CNA/ED. Although the
expectations of followers regarding frequency and quality varied with thiedeleader-
follower relationship, nonetheless, expectations of direct contact and assvgtaace
present at multiple levels as an essential component of the relationship dormati
Additionally, followers described their experience as having either avsosita
negative outcome.

Participants who had an experience of frequent contact and significatdrassis
most often described this aspect of their relationship as a positive componetingftget
know their leader, whereas participants who had minimal or low-quality leatteidol
experiences of direct contact and assistance described this experiamagative aspect
of getting to know their leader.

The following are selected descriptions of high quality experiences of direct
contact and assistance with leaders identified as ED, DNS, RN, or LPeQtarses:

P4: Hmmm. They really work closely with you. They are on the floor so you

really get to know them better than you would someone sitting behind the desk,
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because they come out and help and talk with you, so it makes it easier for you to
get along with them and know what they expect from you as well.
Other participants also described a high degree of satisfaction frorhatirgact
and assistance, as follows:
P3: Well, it is pretty good because we actually feel like they want us tgooda
job. They are not just in the office but also do things on the floor which makes us
feel real close, too. We can go to them whenever we have any problems, like, if
we don’t feel comfortable doing certain stuff, we can go to the office.
P9: Well, my supervisor over there is a lot different from the one at the other
place where | worked. | mean, she is willing to come out and actually get to know
you one on one. She is willing to be out on the floor if we need her, and she is
willing to help. She is not just going to sit in her office and do her work. If you're
short, she is going to come out and help you. That’s really different from most
other places | have worked; she’s really good.
These experiences are described as meaningful to followers and as contributing t
a quality relationship forming event. The positive feelings described from pleeiexces
are stated as “actually feel like they want us to do a good job” and “actutatty lgeow
you one on one.” Additionally, participant #9 concluded her description of this quality
interaction with her leader by describing a feeling of “she’syegbd.” Another
example of the positive experience of direct contact and assistance With & D
described by participant #10, as follows:
P10: One night we didn’t have a night nurse, and she filled in as a night nurse,

and, you know, at least at night she knows what we go through...Everyone
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thought it was nice to have her work with us. We really got a chance to talk to her
a lot that night. It was very nice, you know; everybody got along. It was a very
nice night to work with her; it really was. We helped each other and everything
else. You know, it was a very nice night.
Participant #4 described positive feelings toward leaders based on his exggerienc
of direct contact and assistance:
P4: They talk with you. | would just say they talk with you in every day
conversation, because, like | said, they aren’t behind a desk all the time, so they
get to talk to you, and they get to know who you are. So they get to know your
work ethic, and you get to know what they expect out of you, as well, and it
makes it easier to work as a team that way. We have a new one [ED] who comes
out and is really kind of...anything he can help with, he stays with you. If you say
something to him, he will try to work on getting it done. He seems to be out there
with everybody. He is really in the mix to see what is going on. Anything ybu tel
him, he tries to jump on it right away. So he gets right in there, boom, go to town.
| mean, he works with you. He will come out in the hall, and he will push people
into their rooms, feed, or whatever; he just comes out of his office. He is one of
those who don't sit behind a desk. | think that is good business, because, if you
get to know your employees, and you work with them, then you also don’t look
like you feel you are better than everybody. You know, they come out with you
for a while if you need help, and just basically to see what is going on && ma

sure things are running smoothly, | guess. It makes you feel like thegrchtaat
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they aren’t above us. They really want to take care of the residents, youlknow.

think it helps everyone feel ok to talk to them.

Participant #5 also described a high-quality experience of direct conthdtewit
Director of Nursing:

P5: I work with the Director of Nursing because she is always there, you know

(laughs). It's like, | don’t know, their office is right there, you know, where we

work for them. Every morning we have meetings and stuff like that. We have a

meeting every morning at 9:00. We go in and she is always there. Sheetells m

good job, or, we need more here, or, we need more there. She seems more real

and more approachable to me. That is why | think she will approach you with,

how's it going with you? She’ll start fair, you know, so she is always asking

guestions. It's like she always seems concerned about us.

Participant #5 then went on to contrast this leader’s behavior with a previous
Director of Nursing:

P5: You know, he was more mysterious to me. He was kind of withdrawn,

whereas this supervisor, she is there, and she asks some question. Like, I'm here,

you know, so what'’s going on? You know, if you have a question, come and talk

to me. He was more like always in his office on the computer, or whatever.

Participant #11 described positive experiences of direct contact and &ssistan
related to supervisors helping with call lights:

P11: Well, like | said, when he first started, he always greeted us bgaskin

“What's your name?” until he officially got it. If call lights are on,wi go into

the room and see how things are going. If he can’t do the job, then he will find
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somebody else and ask, “Can you do this?” That's really different for a ssguervi
to do that. | mean, he is always getting involved so he can help us, so he also
knows what'’s going on then, too. He’s cool that way. | think that’s really good,
because it shows that he doesn't just want people to be left alone and not be able
to get their job done.
As previously noted, although the significance of this theme is common to all
participants, the experience is described by participants from two pirepea positive
or a negative experience. The following selected text descriptions piigednt |
experiences of this theme describing a low-quality experience:
P1: I've never really had a direct conversation with them, except when | was
being interviewed or had a question. You don't really get to know them; you
don’t really know much about them because they're in their office all the time. |
don’t know what they're really doing in that office all the time. It's none of my
business, but | think, when they’re out on the floor and the other people actually
see them doing stuff besides sitting on the floor or sitting at the desk, when you
see them actually out on the floor, it makes you realize they can do stuff if they
really want to. | mean, people talk about it all the time at work. No one s=sdly
much of her [DNS]. She doesn’t come in on the weekends, ever, and | don'’t really
know her that well, | guess. She never worked the floors as long as I've been
working. She’s just in her office.
Participant #1 went on to describe types of direct contact or assistance from

leaders she values:
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P1: Well, you can’t really depend on them [ED & DNS] if you need something.

Even if they know you’re going to be short a person, they won’t come in a couple

hours extra, or work the floor for a little bit. It's like, even if they would justeom

out for an hour when you’re short a person, during the busy times.

Participant #9 described a negative experience:

P9: After the first month or two, you didn’t see her [DNS]. She didn’t come out

and have as much interaction as she did when someone first started. Wetl, | felt i

was very little--a need to know basis and that’s about it. It is now kind of

intimidating to talk to her. Well, she helps out, but it's just different from when |

first started. | mean, she would ask me things, and show me things, and kind of

check with me to see how everything was going, but now it is just different. It's

almost like | knew her better when | first started. There really isn’tsopal

relationship. | mean, it's more of just a work relationship.

Participant #10 also described this theme of experience and expressed a desire to
have more direct contact with the ED and DNS:

P10: | didn't really get to see her [ED] very much because, like | said, | Wwerk t

night shift so we don’t really see much of anybody except for, you know, if they

show up early or something in the morning. Otherwise, they never really come

out. | wish, you know, we could just see her more at night.

Participant #12 also described a desire for more direct contact with her ED:

P12: | first met him [ED] in orientation, and he seemed like a really pleasant gu

He comes out, he walks around, I think, every day. He'll walk through the unit

and check on things, and he says hi, but he doesn’t call us by name because I'm



77

sure he doesn’t know our names. You can tell that his mind is elsewhere, too.

He’s not rude in any way, shape, or form. He’s just very about the business. Some

time | would like to have a warmer relationship. | haven't pursued that because |

know he’s a really, really, really busy person. | feel like, if there is an,iasde

he knows me a little bit better, and | know him a little bit better, | think itseea

to approach that person and to make sure that it's in a productive manner, and it's

not going to, you know, cause any further problems. He comes around and says

hi, but he’s going over his checklist of what's still broken, or what needs to be

fixed now, stuff like that. He doesn’t stop and chat about anything. It's just hi,

how are you? It's a very superficial hello. He’s a busy person.

Participant #10 described her experiences regarding a lack of direct cowtact a
assistance from supervisors:

P10: I wish we had a lot more teamwork, you know, from the upper head. You

know, if there is a call light on or something going on. | wish they'd answer it just

like any of us can answer it because we just installed a new call syatetheg

said that they could time our answering the call light. So that is like a threat tha

we need to get the lights quicker. So we need some help with that, too. | mean,

during the day they could answer lights just as well as anybody else caaxl inste

of walking right on by. I think that, just because you’re a supervisor, or the

bosses, you need to help out, too, because we’re all here to get the job done, and |

think taking care of the call lights is everybody’s job, you know.

Participant #13 described the positive effect of direct contact and assistdnae w

charge nurse and then contrasted this with her experiences with her ED and DNS
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P13: There’s one charge nurse who is very hands on, which | personally
appreciate because she is willing to help you. She’s not just going to tell you to do
something. She’ll actually physically help you do it, just a lot of movement of
residents and things like that. | just feel closer to her, probably. She’s one of the
supervisors whom | feel the closest to because she does come to help, and it's
given me a chance to get to know residents more and to increase my relationship
with her, as well. It's those times when we actually do things togethestiba
gets to see how | work, and we can get to know each other, and | think build some
respect. When we work more closely together, it's given us a chance to talk more
and to get to know each other on a more personal level, which | kind of like. | feel
it's easier to understand where people are coming from if you know more about
them. So, that's been a good thing I think, for both of us.
In contrast, participant #13 went on to describe the disconnectedness she felt
based on her lack of direct contact or assistance with the ED and DNS:
P13: |1 don’'t even know who the executive director is (laughs). | don’t know; |
have no idea. | just don’t see them at all. Like | said, | work p.m., and they are
never around. To be honest, | think | have seen them a couple of times walking
around the floor, but they just kind of talk to the supervisors, and | wouldn’t know
how to approach them. | don’t even know how that would be viewed. It's kind of
like they are not really one of us. They don'’t really relate to us. | don’t thawk t
understand what we really do. | mean, how could they, if they are never around

and aren’t talking to us, and working with us? | know they are one of us for being
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part of the company, but | don’t think they are one of us for understanding the

work we do —how could they be?

The theme of direct contact and assistance is fully constituted through the
structures of meaning from all participants. Appendix G presents a taldkectiesl
structural descriptions of text analysis associated with this themesiomparticipant in
the study. Presentation of the data in this manner is helpful to authenticate tfentnvari
nature of this theme as an essential structure of the lived experience. Tiersium
preceding the descriptions represent meaning units identified in the otegihal
descriptions provided by the participants.

Summary

In this chapter, | presented selected text descriptions of followersiexpes of
direct contact and assistance with their leaders. These thematipti@ssmpresent one
of five themes that emerged in this study. Followers described their exesresnbaving
either a positive or a negative outcome. The positive outcomes associated witértias t
were presented first, followed by descriptions of negative experiencesntaitem of the
findings in this format is intended to illuminate the significance of direct cbatal

assistance as an essential structure of the experience of getting tthkencsupervisor.
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CHAPTER 5
FINDINGS, THEME TWO:
SUPERVISORS TREAT US DIFFERENTLY BASED ON CERTAIN
FOLLOWER BEHAVIORS

Participants described experiences constituting awareness that |eradels
differentiated status and treatment to followers. Additionally, many fol®wescribed
specific follower behaviors, and leader expectations, that could lead to, or suppert, mor
or less favorable treatment behaviors from leaders. That is, certain folldwefidos are
viewed as a critical currency of exchange. The following excerptsro¢ipant
descriptions illuminate this norm of exchange.

Participant #3 described an awareness of specific behaviors that lead to more
favorable interactions and communication with supervisors:

P3: He talks to me more than others because | always do a lot of extra stuff. You

know, I'm always walking around and seeing what | can help with ...1 think they

like that. The supervisors, the Executive Director, and the DNS always seem to

like the people who try to help out the most. They talk to us more and are just

friendlier and always ask us to help out. It just works out that way. The ones who

always help out just get along better with the supervisors. Oh, yeah, they also like

the people who pick up extra shifts. That’'s a big deal when you help out with

extra shifts.

As a follow up question, when asked to tell me more about being treated
differently, participant #5 described specific follower contributions tlzat te

differentiated treatment from leaders:
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P5: Oh, I guess picking up shifts is one of the reasons. We always need people to

work extra shifts. If you do that, | think he likes that. It just helps out, and he will

talk to you more and be nicer to you, you know.

Participant #6 also described specific follower behaviors that can suppord or lea
to differentiated treatment from her supervisor:

P6: | think when you help out, even when it's not your area or resident, but you

are just always helping out, that's what the supervisors really apprediate if

you stay over and pick up shifts, too, that’'s a big deal, because the supervisors are

kind of stuck to make sure that staff are there. So they really appreciate people

who do that. Well, if they don’t, then they are just not seen as a good worker, and

| think they are going to have problems. Well, not problems, but | mean they are

not going to get in good with the supervisors, and that kind of affects everything,

but | don’t think some of them really care.

When asked to tell me more about the different treatment, participant #5
described some specific events as meaningful:

P5: Like if they take a little extra time for a break, or come in a ldtk lor if

they want time off, | think the supervisors know that, and they just seem to have a

harder time with that stuff. So, why not just be a good worker and then not have

to deal with that stuff? | don’t know; that's just the way | see it. But they [other

CNAs] say stuff about this all the time. You know stuff like, “I'm not one of the

favorites,” or, “Why should | work extra—they don’t care.” You know, that kind of

stuff.
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Participant #13 described her relationship status with supervisors as a result of
specific behaviors:

P13: Well, | feel, because | am willing to do a little bit extra, | feel liee t

supervisors do come to me for problems sometimes. That's the feeling that I've

started to get, but | don’t know if that is actually accurate. | think they do talk to

me more, and let me know what’'s going on, but I think that just happens when

you are willing to work more with them and help them out. It's not a big deal to

help out like that; | mean, | don’t really understand why some others don’t do that

when they are asked. | think the supervisors just stop asking them after a while

because they know it is always a hassle to get them to do something.

Participant #13 went on to describe further hard work as one of the ways of
gaining favorable treatment:

P13: Well, I think that employees who work really hard and are willing to help

out, they just have a more friendly relationship because the nurses...I feel like the

nurses talk with them more, rather than just directing them to do things, whereas

other employees are just more or less being guided or instructed to do different

tasks.

Several participants described the specific behavior of picking up extra shifts or
hours as foundational to receiving favorable relationships with supervisorsalSever

participants expressed this behavior as a type of performance norm within the CNA

group.
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P3:It’s all about picking up shifts. If you do that, you're OK—if you don't, you're
kind of on the out, you know; you're just not the same, and that's the way it is for
her.
P4: You know, if you go by the book, and mostly if you pick up shifts and stay
late if they need you, that seems to really make a difference. lfeyadavorite or
not—you know, they just kind of treat you different.
P5: I don’t know, | guess picking up shifts is one of the reasons. We always need
people to work extra shifts, and, if you do that, | think he likes that, and it just
helps out, and he will talk to you more and be nicer to you.
P8: You know, make yourself available to pick up the shifts, that kind of thing.
They'll like you because you'’re always there to help them out when they’re short
on p.m. shift.
P11: | mean, if she knows she can count on you and stuff like that — so if you
don’t call in and you always pick up extra shifts, | think that makes you a favorite.
Participant #2 described a perception of differentiated treatment of ¢@nsor

based on a social relationship with the supervisor:
P2: | was really upset because | know this person is one of her favorites. You
know, one of the people she talks to all the time, so | didn’t expect her to really do
anything about it. It gets really frustrating, and | think that's whés# it was
more favoritism, because | feel that they seem to see that certain people do no
wrong, but they are really the ones a lot of times who really aren’t doing as good a
job. But, because they have this social thing with the Director, they get special

treatment. Just something about them, | guess, and the Director should be the one
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not to let that happen. | mean, she is the one who could just talk to everyone the
same. | think that causes a lot of problems as to how people see each other at
work. It's like they have a special status just because they talk a lot anddlke e
other, and | don't think that’s right. She has her favorites, and they talk to her
about all kinds of social stuff. I'm just saying what | would do. But I'm not one of
them, and so | don’t think it would feel right for me to talk to her about that kind
of stuff, you know.
Participant #3 also described her experience of a leader’s differemedreaaif
followers based on common interests:
P3: She had some favorites. She just liked them and would talk differently to us. |
think one of them had a son who went to school with her daughter, and so they
were always talking about that, but not really work. She just talked to them a lot
and they would laugh about stuff like what they did, and they would always get
away with what they wanted to. They would pick up shifts for her, and she would
always let them pick first. But that’s not fair if they get first chanceabse then
she thinks they are the only ones to do that—they are just the favorites.
Participant #10 described her own status as influenced by a personal relationship
with the supervisor:
P10: You know, a lot of us, we’re kind of young, and we all went to school or
something together, so we know each other from previous years. We joke and
have fun. Well, some people give us the dirty looks or something, you know,
because they don't think you’re supposed to have fun in a workplace or with your

supervisor, but, oh well.
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Participant #11 also described her relationship as differentiated by a common
personal background with the supervisor:
P11: She has a son in the Navy, and my uncle is in the Navy, so we always keep
up with each other that way. Well, | guess she does treat me a littlediffeut
that's because we have some stuff in common, you know, like my uncle in the
Navy. Well, | guess she talks to some of the other aides more just for wiyk st
and so they don't get to know her as well, and I think that probably affects how
they think of her. They don't feel as close to her and think of her more like just a
supervisor for work, whereas | think she is good to work with, and | like her as a
person, too. Well, to be honest, I think she does talk to me more and, yes,
probably tells me more stuff about what's going on and everything—you know,
just kind of lets me know about things, and then | pass that on to other aides—so |
guess that makes me kind of different.
Participant #12 described social exchanges with supervisors as leading to
favorable treatment:
P12: You'll know when an RN favors a CNA because she’ll be overly excited to
see that person, and they get like a hero’s welcome, you know, when coming to
work or leaving. They’ll get a big hug, and that’s not to say that the RNs don’t
hug. |1 mean, the RNs hug all the residents. | mean, everyone, you know, shows
that love to them, but as far as the CNAs go, there is definitely favoritism for a
couple of the CNAs that are there. They’ll hang out and chat. You know, | think
they talk outside of work, also. I think it affects the way they do their job—the way

that the CNAs do their job. It’s just the way it is. They do a lot more stuff
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together, and that kind of makes them friendlier, too, so it just keeps going like

that. It's just weird like that, but that’s the way it works.

Participant #13 described her work behaviors as leading to more favorable
treatment from supervisors:

P13: Well, I would hope that working hard would make me a more desirable

employee (laughs). And, | think | can relate better to the supervisorskiogdor

time off and that kind of stuff, as well as just asking questions. | know they will

tell me what's going on, like they trust me, you know. But, | think it all works

together.

This theme is fully constituted through the structures of meaning from all
participants. Appendix H presents a table of selected structural descruftiems
analysis from each participant. Presentation of the data in this manner is leelpful t
authenticate the invariant nature of this theme as an essential struchedivéd
experience. The numbers preceding the descriptions represent meanindeutifisd in
the original text descriptions provided by the participants.

Summary

In this chapter, | presented findings associated with the second theme that
emerged in this study: Followers are aware that supervisotsi$réeiferently based on
certain follower behaviors. The selected text descriptions of experlemeated key
behaviors that followers are aware of as leading to preferential tredtomnt
supervisors. Participants identified that picking up extra shift, sharing conmeoests
with supervisors, and working hard are the most significant behaviors leading tmm-gr

or out-group status.
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CHAPTER 6
FINDINGS, THEME THREE:
PERSONAL CONVERSATION IS IMPORTANT

The participants invariantly provided descriptions of lived experiences ragardi
the significance of having (or not having) personal conversations with their squsrvi
Personal conversations are conveyed in their descriptions as high-qualitgeseeand
having specific characteristics that differentiate these coniw@rsdtom transactional
low-quality conversations. Two primary characteristics emerged asftheesdtiating
factors; a one-on-one dyadic context and personalized content.

Participant #1 described the personal nature of conversation with her leader as
important:

P1: Conversations are not always related to work. It can be, if you ctratell

someone is having a bad day and they’re working slower, or you can tell they're

taking that extra 10 minutes, even if you’re behind, go check and see if you can

help them in any way. It's more on a personal level as well as work, which is

important, too, but I think, if you lack one of those, it's hard to become a good

leader.

In regard to one-on-one communication with the Executive Director, participant
#1 went on to provide a lengthy, but informative, description of her feelings and
expectations for personal communication as an essential component of the leader-
follower relationship:

P1: Well, when you want to know the people you’re working with, you need to

have a conversation, whether he spends ten minutes having a conversation, or just
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making everything a lot smoother. If there are problems that come up, yel’'d fe
a lot more comfortable going and talking to them [ED/DNS]. It doesn’t have to be
like you're on a first name basis, a long phone call or on a texting basis. Just the
fact that walking in is ok ...l don’t know if he even knows everyone’s name. But
just being able to walk in and say, “Oh, hey, how was your day?” ...I'm not
expecting him to know | was born on this day... just getting to know a little bit
about every person. It doesn’t always have to relate to work ...It's sométhing t
is brought up a lot, and when you hear something that’s brought up that much,
you have to know that there’s a problem. | mean it’'s not just two or three people
talking about it-it's the CNA’s the CMA’s, the LPN'’s, the RN’s. Everyone is
talking about it. | think, if it got fixed, it would just be better. | think everyone
would give them a lot more respect [ED/DNS]. Right now, people don't really
know them--they’re just their boss. Maybe you're not supposed to know your
boss, but | think that would be something that would benefit them in gaining more
respect from everyone, as well as helping us. Just like getting to know people and
not having that awkwardness when you have to go and ask the person to sign this,
or because you forgot to clock in, or you're asking for this weekend off because
you have a funeral, or whatever the case may be--to be able to go in and, you
know, strike up a conversation, talk for a minute.
Participant #3 contrasted experiences regarding the nature of personal
conversation with the current Director of Nursing, as compared with the previous

director:
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P3: The new DNS is open to everybody. She smiles, she comes in, “Oh, how're

you doing? How was work last night? How did you guys spend the night over

here? Did anything go wrong? Oh, the weather is nice so you can go out and
have some fun.” That makes us feel comfortable at [facility name]. The other one

was more of just forgetting about you. That is the way it was with the NSt D

just not much conversation directly with us. | don’t know how much she even

cared.

Participant #4 described an experience of one-on-one communication with both
his ED and DNS. His description of this experience indicates that he feelsishedgual
conversation has been foundational to getting to know each other. He also appefrs to sel
identify as being an in-group member with the DNS and uses his personal conversations
as a benchmark for this relationship:

P4: They talk with you. | would just say that they talk with you, every day

conversation, because, like | said, they aren’t behind a desk all the time, so they

get to talk to you, and they get to know who you are. So they get to know your
work ethic, and then you get to know what they expect out of you as well, and it
makes it easier to work as a team that way. We might talk about anythinglgener

It could be the weather, or something we did over the weekend, but nothing really

serious because we are working. We just pass some light conversation. You

know, we got to know each other, and so she kind of knows what | think. Like |
said, we talk together in a friendlier way than the other people do with her. She

just thinks I’'m ok.
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Participant #8 described her feelings toward her leader based on experiences of
personal communication. She indicates that the leader’s caring and responsive
communications are critical components of their relationship:

P8: She is very sweet, so we just get along, and she is always caring. You know,

whenever something is going on, | just write her a little note about a patient or

something, or whatever | need, and | drop it in her box, and she is very nice. She
cares, she’ll talk to you personally. | mean, when | had that incident with the
supervisor, | didn’t think she was going to call me back because of the way | was
treated, and | even said it to her. Well, | left it as a message. | said, el
probably won’t do anything about it, probably can’t do anything about it.” | was
surprised that she called me back. That’s the kind of thing. I just trust her to tell it
straight and treat me with respect. | felt really good that she didltfedt.like

she really cared.

Participant #10 described the belief that she was being listened to individually,
and that was an important characteristic associated with personal canonergéih her
Executive Director:

P10: She tries, you know; she listens, and she just asks us about certain nursing

homes that we have worked in, or just different ideas. And she jots them down,

and then she talks it over with the director of nursing and her bosses above her.

So, she tries and listens, and that encourages people to go to her, so | think she is

trying to make changes that everyone wants to see.



91

Participant #11 described a significantly positive experience from personal
conversation with her charge nurse. She clearly values the non-work relateaigber
conversation as an appropriate and important component to their relationship;

P11: I mean, communication is wonderful between us, and somehow or another,

if they don’t have an answer, they will get it. And they don’t just always Heve t

work sense to them. They also bring family and friendship to it, also. I'veyslwa

enjoyed that. Well, like if somebody has an issue with their son going off to the
military, or something, or needs advice on a situation in some way or another. It's
always better communication that way. We always, you know, talk to them,
because, one way or another, everybody is kind of grouped together. We'll chat
about what's been going on over the weekend, or anything new coming up for
events in our personal life.

In regard to communication with her new DNS, participant #11 described the
significance of the DNS taking time to learn her name and calling herlmahee as a
personalized act of respect from the leader. She went on to ascribe this sdwve posi
approach with her first line supervisor, the Unit Manager, as a result of ussomalke
greetings and her name when communicating:

P11: Well, whenever she walks down the halls, she’ll re-ask you your name, even

though you’ve said it the day before, that type of thing (laughs). So, | mean, she

has that sense, but | don't quite know her character yet, because she just got hired
this month. But | like the fact that she asks your name if she doesn’t know it

because that’s like she respects you. She wants to learn your name so siie can c

you by your name, and I think that is more important than just saying, Hi, when
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you see someone and not really meaning it. | think that's great. | know even my
boss [Unit Manager], he’s the same way. He always greets everybody by nam
and asks how we’re doing. So, just to keep asking our name, and wanting to
remember it, that shows more effort, and | think it's cool that, although he has all
this stuff to do that, he has to remember that he still knows my name when he sees
me. It makes me think that it's OK to talk to him, too, so that's good. Well, like |
said, when he first started, he always greeted us by asking, “What'syma?”
until he officially got it. | think he is great with talking to everybody, and he’s
really good about the names now that he has gotten to know everybody.
Participant #12 described high-quality communications with the charge nurses
and contrasted the high quality of these communications with lower quality
communications with the DNS. She expressed a belief that the higher-quality
communications are a key component of better relationships with the chargetinamses
with the DNS:
P12: They (RN Charge Nurses) are, | would say, a lot more approachable. They
are a lot more willing to stop what they are doing and totally focus on what you
are saying to them. They come across as warm in their demeanor. Thaiire r
professional, very sweet, caring. | really enjoy the RNs and the LPX&alve
there. So, the relationships that people have with them, I think, are better than
with the director. She just doesn’t treat us like that; it's more just business.
Participant #13 described sharing her personal history and experiences with her

charge nurses as critical in forming high-quality leader-followlatioaships:
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P13: Just from working with them, I've been able to get to know them as people.
When we’re working, we’ll side chatter. It helps with relations, and | hie¢-it
makes me feel better about the job. | actually want to be a nurse, so I've gotten a
lot of information about how to go about that and people’s experiences with their
nursing school and stuff. Most of the leadership | have gotten has been teaching
me how to be better at what | do, and sharing their experiences with how they
have gotten to where they are. Well, | have a hard time when | come into a new
job making friends, because | don't feel like there are that many people who are
my age, so getting to know things about people whom | work with makes coming
to work more enjoyable, and it also gives you something to talk about. So | think
getting to know the supervisor just makes me feel better about the job overall.
Followers described lived experiences related to personalized conversation as a
important constituent of getting to know their supervisor. This theme is fully tdesti
through the structures of meaning from all participants. Appendix | prestaiike af
selected structural descriptions of text analysis from each partiafptog study.
Presentation of the data in this manner is intended to authenticate the invarianohatur
this constituent as an essential structure of the lived experience. The npmelceting
the descriptions represent meaning units identified in the original textptestsi
provided by the participants.
Summary
In this chapter, | presented selected text descriptions from participasrder to
illuminate personal conversation as an essential theme of the primanrghesgeastion of

this study: What is the experience of getting to know your supervisor likethdtied,
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frequency, and quality of personal conversation emerged as having signifiaaer cefl
in the development process of the leader-follower relationship. Most signiiceenieral
participants provided vivid descriptions of the type and quality of communication that

constitutes personal conversation, from the follower perspective.
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CHAPTER 7
FINDINGS, THEME FOUR:
COMPETENCE AFECTS RELATIONSHIPS

All participants described experiences related to their own or co-workers’
competence as a critical determinant of the quality of the leadewfsllrelationship.
Participants described a process of proving themselves to the leaderetimss
welcomed and sometimes seen as unnecessary. CNAs with less experieheg felt
needed to prove themselves, whereas more experienced CNAs expressedil&ss nee
this exchange. Participant #1, a new CNA, clearly expressed her beliebenbits of

proving herself:

P1: | guess a lot of my habits, like being there on time, coming in early when they
need me, or staying late, put me on her better side and make her respect me.
When you're the new person, you have to prove yourself to gain respect from
others, so my habits just help with that, | think. | feel like my willingnedsetp

others is probably beneficial to me, as well as to the facility as a whole.

Although she is willing to meet or exceed performance expectations, she also

expressed an implicit expectation of positive reciprocal status with farlbased on

her contributions:

P1: | think it does make our relationship better. And the more | can help, the more
it puts me in a position to be seen as a good worker. | feel that will help me to be
viewed as a more dedicated worker, like I'm willing to do what some may

consider a little bit extra.
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Participant #13, also in her first employment experience as a CNA, dessaribe
very open and appreciative feeling regarding the follow-up and performancadkedb
she received from her leader. She viewed these experiences as key components of her
relationship building process and also as adding to her overall job satisfaction:

P13: When I'm working a shift with an RN or an LPN, | feel pretty good about

relations with them. They tell me what they want done, and | make suregttat |

it done in a timely manner. They've been very helpful in helping me complete

tasks with which | need additional assistance. They always check back wibh me t

see if things get done, and, when they see that the tasks are done, they are always

appreciative and thank me. | think we get along really well.

When asked to tell me how she feels about receiving this feedback and
monitoring from her leader, she provided a more specific description of her appreciat
and openness to this experience:

P13: It's probably good to get feedback, especially at a new job, because you

don’t really know if you're in line with what all the other employees are doing.

So, I think it's helpful. Most of them, I think all of them, have actually told me

that | was doing an okay job, which helps me understand what's expected of me,

which is very good. (laughs)

These descriptions revealed a level of openness or even naiveté regarding
expectations regarding the amount and type of feedback and monitoring a leadbrsprovi
within the leader-follower relationship. That is, first-time-employed GNApressed an
openness and expectation for guidance and critique of their competence frdeathexir

Participant #13 further described this experience in another role episode:
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P13: | think each relationship is individual and has a lot to do with how people

view each other, including personalities, work ethic, and appreciation. So, | think

the relationship is related to how well someone works. | mean, if you don’t put

the effort into the work, then | don’t think you are going to have a good

relationship with the supervisor. And if you do, you will have a better one.

Although competence is seen as fundamental to the quality of relationships, there
is a degree of acceptance of this exchange or proving process that may not be the sam
for more experienced CNAs. In this sense, more experienced aides descliibecat
expectation. Participant #5, an experienced CNA, described an expectatiohdrom t
leader arising from her experience:

P5: I think she seems to expect more from me; she is always asking me to do

extra stuff, things like helping with the hard stuff and sometimes the things that

the newer aides don’'t know. But that's OK, I like that. She talks directly to me

about this stuff, and | guess she does talk to me more probably because | always

help her out, and she knows | can get it done.

Participant #6 described her experience and competence as a valued exchange
within her leader-follower relationship:

P6: Well, you know, she treats me very nicely, | think because | always do a good

job for her, so she really likes it when | make it easy for her, too. When | work,

she doesn’'t even need to check on me. | have been doing this so long that | know

what to do, and | always do a good job. She just talks differently to me, a lot more

than to others, and she is usually more friendly.
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Participant #7 described a low level of tolerance regarding a supervisor on a
different shift having her go through a competency proving exchange when ske view
herself as experienced. Although she is ultimately accepting of the prebesdescribed
a negative feeling from the exchange.

P7: She would ask me to do something, and then once she saw how | did it, she

was OK with it, but then she would have me do something else. It was kind of a

step-by-step thing. That's not cool because I'm not an inexperienced person. But

worked it through with her, so now we are okay.

Participant #8 described an expectation that her experience and competence are
the basis for her credibility and status within her leader-follower reldijpns

P8: I'm just here to do my work. And once I'm a good worker it doesn’t matter

what you say, if you like me or not, because if you check my work, I'm good at

what | do, and | do it to the best of my ability. So, | don’t need you to like me or
not, or put in a good word for me. | don’t need that, because my character and
work will speak for themselves.

She is clearly more confident in her ability to perform the work than the less
experienced CNAs, and, based on her sense of personal competence, she does not appear
to value feedback or reinforcement of her work, whereas less experiencedICNA
appeared to rely significantly on feedback to self-monitor her performance andthsr s

P1: It's probably good to get feedback, especially at a new job, because you don’t

really know if you're in line with what all the other employees are doing. | think

it's helpful, and most of them, | think all of them, have actually told me that | was
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doing an OK job, which helps me understand what's expected of me, which is

very good. (laughs)

Another more experienced CNA, participant #10, also described a level of
confidence, regarding her competence that is in contrast to the less experieAsed CN
Her self-confidence is expressed in phrases such as, “I am good at my job,” andy“l do m
work on time and take care of things”:

P10: Like | said, other people might have, but I've never had a bad night or a bad

day with the supervisor. Because | am good at my job, and | do my work on time

and take care of things, and | think the supervisors really appreciate thas That i

what makes us get along so well; it's all about doing your job.

Similarly, participant #11 described her competence as affecting theyaqidhe
leader-follower relationship.

P11: Well, | guess she knows that | do a good job and have a lot of experience, so

she turns to me to be the expert on some of this stuff. That's cool because | don’t

mind doing extra stuff; it's OK with me. It just helps us get along better.

Followers described lived experiences related to competence as an important
constituent of getting to know their supervisor. This theme is fully constituted through the
structures of meaning from all participants. Appendix J presents a taklectts
structural descriptions of text analysis from each participant in the. fuelyentation of
the data in this manner is intended to authenticate the invariant nature of thisieonstit
as an essential structure of the lived experience. The numbers precediagamgations
represent meaning units identified in the original text descriptions providée by t

participants.
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Summary

In this chapter | presented selected text descriptions from participasriser to
illuminate follower competence as an essential theme of the primaayskspiestion of
this study: What is the experience of getting to know your supervisor liké&® S&f
perceptions of their competence emerged as a factor significantly ingp#uir
expectations of leader behavior. More experienced CNAs held expectations of
empowerment and respect from leaders. Experienced CNAs were also materdanfi
their status and less dependent on day-to-day leader-follower interactiongrimgnit
and feedback, whereas less experienced CNAs were more open to frequentcand dire
supervision. Less experienced CNAs viewed direct feedback and supervision as an

important component of the leader-follower relationship development process.
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CHAPTER 8
FINDINGS, THEME FIVE:
EXECUTIVE DIRECTOR/DIRECTOR OF NURSING SERVICES LEADER
FOLLOWER INTERACTIONS ARE PRIMARILY TRANSACTIONAL AND BFTEN
INTIMIDATING FOR CERTIFIED NURSING ASSISTANTS

Participants in the study described low level exchange satisfactionenqesior
no exchange experiences at all with leaders at the Executive DirectoeotoDbf
Nursing levels of leadership. Participant #1 described her experiencesratiions and
her feeling of the relationship she has with her DNS leader:

P1:Well, when I'm around her [DNS] I'm a lot more nervous. She has a higher

position in the chain of command so it's always important to make sure you have

your “A” game on, or whatever you want to call it--to making sure everyting
done, you know, exactly right to her standards. You're just a lot more on your
toes. It's more, “Yes, | know you,” but also it's more of just work terms reds

with the other leaders, nurses or co-workers, whatever you want to call them, it's

more of, “Hey, how’s your weekend,” more of a first name basis type thing—we
interact more openly.

Participant #2 expressed a similar feeling of nervousness in describing he
relationship with her DNS. She also contrasted this nervousness with the more
comfortable feeling she has with the Charge Nurse as a leader.

P2:Well, | feel it's easier to talk to my charge nurse than it is to the Dire¢t

Nursing. | don’t know, | just get really nervous when | get around her, but my

charge nurse, it’s like talking to somebody that you can relate to. Ifshere’
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something wrong, then I'll go to her and I'll talk to her. You know, she’ll sit

down with me and we’ll talk about it and I'm fine.

When asked to tell me more about relating to her charge nurse, she expressed a
feeling of being comfortable:

P2: Well, it's because...| mean, my charge nurse...well, there are three of them

but I work with one particular one, and I'm just really comfortable with her. |

not at the point where I'm comfortable with the Director yet, or her bosgdsgy

just because she’s - because her and the boss are the head of the company, it's

just...l feel...l don’t know...I don’t know how to explain it, it's just weird.

When describing her sense of not being comfortable with the ED and DNS,
participant #2 described the interaction in a hierarchical context and also &skgoiag
to the office without forewarning as an intimidating experience, whereasghavi
forewarning appeared substantially to mediate her feelings of anxietynoidation.

P2: If I need to go higher, | get kind of nervous. | don’t know why. It's just--It's

because--I1 don’t know, I'm just the type of person that, if | have to go talk to the

boss, | get really nervous, and it's just that | don’t know what to expect. If | know

what’s going on before | go in there, then I'm fine, but if they[ED/DNS] just

happen to call me to the office, just out of the blue, then | get really nervous, like,

“Ph my God, what'd | do wrong?” You know, it's nerve racking.

Participant #2 also described a very distant relationship with the ED, and revealed
a sense that conversations with her are very limited and are associhtedgative

transactional events:
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P2: I don’t see her much. None of the aides really have much to do with her as far
as work, so | don’t think she has much to do with us that way. | just don’t see her
talk to the CNAs much. | know if someone gets fired she talks to them but that’s
about all.

When asked to tell me about her experiences of getting to know the Executive
Director, Participant #6 described a very constrained relationship and egphpe&now
the person only visually. She expressed a clear feeling of hierarchal stedind the
person and her limited access as “l don’t get to talk to him at all”:

P6: Is that the same as the administrator? Well, | really don’t know haih ht

mean, | know who he is, but | don’t get to talk to him at all. He is mostly in the

office, or maybe sometimes we see him if there are other people with him for

some reason. | guess once in a while he walks around, but that’s about it. He says
hi and how are you, and stuff like that, but I think he has to say that; it's just part
of his job. I mean, | don’t think anyone is going to start talking to him about other
stuff, | mean, not like work stuff.

Participant #6 also indicated very little intention or ability to initiate new
communications with the ED and has no expectation that any such interactions would be
favorably received or returned. However, when asked if she would like to get to know
him better, she described an interest and also linked the concept of knowing someone to
improved communications and understanding:

P6: Well, that would be good, I think, because, if you know someone, it just

makes everything better, you know, easier to work with and get things done. But |
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don’t know if he really wants to get to know us, the aides and nurses. | don’t think

he thinks that's important.

Participant #11 described a perception of the ED and DNS as being administration
and did not expect them to be involved in problem solving, or influencing her
performance or job satisfaction:

P11: The DNS doesn’t have anything to do with me because | never see her. |

think they are administration--it just depends, because they're always busy and

always in the offices, so | only see them if something comes up or we have an all
work meeting, employee meeting, then everybody has to be there. So | don’t quite
have any knowledge of them. They might think they're the boss, but they're really
not, in that they don't tell us what to do every day or help us out when we need
help, or even just talk to us one-on-one about what's going on. So | don'’t really
think of them as the boss. They're just the administration, you know, no one

really knows them.

Participant #11 then described other events and characteristics that she giewed a
affecting her perception of the DNS as her leader:

P11: When | was hired was the only time | really saw her (DNS). We were jus

introduced, you know, not really anything pertaining to work, that sort of thing.

She was nice and everything, but that is her job. She doesn’t know my name now

or anything like that. If we have an employee meeting and they have something t

say, she would just get up in front and talk to us about stuff, like give us news,

and tell us what is going on, and things like that.
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When asked how she feels about getting to know her DNS better, she expressed
an interest and identified personal conversations and direct contact as conttithiag
process:

P11: If you get to know the supervisor better as you work together, then that just

kind of happens, and, you know, that's how you get to know them, by talking

about stuff other than work.

Participant #12 described experiences of observing authoritative behavior by her
DNS and the effect that behavior had in creating an intimidating environment. She
specifically focused on the lack of positive feedback, recognition, or socidhgsas a
negative and intimidating component of the leader’s behavior. She also indicated a strong
desire to engage in a positive social exchange, if one were offered by the leader

P12: She had a way of coming in each morning, and it wasn’t ever “Hello” or

"Good morning”; it was always she’s checking off what's not right with the

situation and walking down the hall, closing this door, flipping this thing down.

You know, stuff like that. It was negativity almost immediately in the morning,

and | don't really do well with that. I'm the kind of person who always says good

morning to everyone. | try to start the day off well, and even when it's going
badly, I still try to make sure it is good. | think everybody felt kind of the same
way-like they couldn’t talk to her.

In regard to her experiences of relationship building with the ED, participant #12
described a formalized structure. Within this description of getting to know tlsh&D

specifically noted the fact that he does not know her name as having meaning for her
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P12: | first met him (ED) in orientation, and he seemed like a really pleasant gu

He walks around I think every day. He’'ll walk through the unit and check things

and check on things, and he says, Hi.” But he doesn’t call us by name, because

I’'m sure he doesn’t know our names. You can tell that his mind is elsewhere.

He’s not rude in any way, shape, or form. He’s just very much about the business.

Sometimes | would like to have a warmer relationship. | haven’t pursued that

because | know he’s a really, really, really busy person. | feel that, ifithene

issue, and he knows me a little bit better, and | know him a little bit bettemkl thi

it's easier to approach that person, and to make sure that it's in a productive

manner, and it is not going to, you know, cause any further problems.

When asked to tell me more about her experiences of getting to know the ED, she
again focused on the highly transactional nature of his communication and behavior. She
believed his actions are due to the overwhelming nature of his job duties, and, therefore
knowing names and having social interactions are not a priority for him. Based on this
sense of urgency displayed by the ED, she also expressed a feeling Htatgratny
conversation or social interaction beyond the casual greeting would be inagjeropri
her part.

P12: He comes around and says, "Hi,” but you know, he’s going over his

checklist of what's still broke or what needs to be fixed now, stuff like that. He

doesn’t stop and chat about anything; It's just hi, how are you; It's a very
superficial hello. He’s a busy person. I've never, like | said, tried to pursue it
because | know, | just put myself in his position in that regard. | think the

Executive Director of this facility has a lot on his plate.
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Participant #13 described grapevine stories from co-workers about intimidating
interactions with the DNS. These stories are anchored in disciplinary traasaand add
to her sense of being afraid and intimidated. Going in the office also invokes a gneanin
for the CNA in this relationship.

P13: | know that other people have to talk to her about being late and things like

that. I've never had to deal with that, but I've heard other coworkers say that’s

why they had to go in, and they are pretty much just afraid of her and ggt reall
nervous if they have to go and talk to her. Things like that.

In regard to the relationship process of getting to know the ED, Participant #13
indicated virtually no social contact or sense of a relationship with the Eihet ef the
facilities she has worked.

P13: 1 don’'t even know who the Executive Director is. So | certainly don’'t have

much interaction with them. I’'m not sure who the Executive Director is at either

of the facilities. Do they work at one facility, or do they do a couple of tiesif

How does that work? | have no idea. (laughs) I just don’t see them at all. Like |

said, | work p.m., and they are never around. To be honest, | think | have seen

them a couple of times walking around the floor, but they just talk to the
supervisors. | wouldn’t know how to approach them. | don’t even know how that
would be seen. It's kind of like they are not really one of us. You know, they
don’t really relate to us. | don’t think they understand what we really do. | mean,
how could they if they are never around, and aren’t talking to us and working with
us? | know they are one of us, for being part of the company, but | don’t think

they are one of us for understanding the work we do; how could they?
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Followers described lived experiences related to infrequent and intimidating
interactions with EDs and DNSs as important constituents of getting to know thei
supervisor. This theme is fully constituted through the structures of meaninglfrom
participants. Appendix K presents a table of selected structural descripftiexs
analysis from each participant in the study. Presentation of the data in thig msanne
intended to authenticate the invariant nature of this constituent as an essewtiaiestf
the lived experience. The numbers preceding the descriptions represent medsing uni
identified in the original text descriptions provided by the participants.

Summary

In this chapter, | presented selected text descriptions from participasrder to
illuminate experiences that constituted the essential theme: ED/DdS-kedlower
interactions are primarily transactional and often intimidating for CNAs. T
transactional experiences emerged as feelings that most leddeefahteractions with
the ED or DNS are primarily disciplinary related or negative conversatanscipants
also expressed feelings of fear associated with being asked to come infaéhefof
either the ED or DNS. The lack of leader initiated contact or social conversitm
emerged as significantly contributing toward a feeling of hierarchegaration that is a

barrier of intimidation for CNAs.
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CHAPTER 9

POST-ANALYSIS REVIEW OF LITERATURE AND DISCUSSION

The experiences of followers in the development of the leader-follower
relationship can never be completely exhausted through a phenomenological study suc
as this. However, this study has revealed themes of meaning that presenrttridpics
for post-analysis review and discussion. Therefore, this analysis and discoss®orh
the most relevant topics associated with the five themes of meaning tmgedméhin
the HRD disciplinary context of this study: Direct contact and assestanmportant;
Followers believe supervisors treat followers differently based oaicdailower
behaviors; Personal conversation is important; Competence builds relationshifpe and t
ED/DNS hierarchy has primarily transactional interaction and anfgeli intimidation
for CNAs.

Direct Contact and Assistance Are Important
The importance of direct contact and assistance is the most prominent theme in
the study. Intuitively, it makes sense that, without direct contact andeassist
relationships cannot form. However, direct contact and assistance is not amodiiing
proposition. This theme emerged as having significant meaning associdted wit
characteristics such as the context of the contact and assistance, frequdropyality.
LMX literature informs us that leaders have higher quality relationshijhs wi

some subordinates and lower quality relationships with others (Dansereau,&raen,
Haga, 1975; Liden, Sparrowe, & Wayne, 1997). In this process, leaders make the offer of
a high-quality relationship to all, and then, through a testing process, differety quali

relationships result (Uhl-Bien, Graen, & Scandura, 2000). However, many of the
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participants in the study described very limited or virtually no experievfagisect
communication or interaction with their most senior leaders, such as the ED orrDNS. |
some cases, this lack of engagement by these leaders is interpretéoviisréohs a
breach of the leader’s duty, or a lack of concern for the CNAs. This absence of conta
and assistance also contributes to a sense of disconnectedness from the teader or
organization.

The potential significance associated with followers’ direct contabt senior
leaders has previously been explored by Pelz (1952). Pelz found that supportive behavior
of leaders with high upward influence is related to significantly greabardinate
satisfaction than supportive behavior of leaders with low upward influence. This
moderating effect of the leader’s hierarchical influence on membétatas and
behaviors is called the Pelz Effect (Mueller & Lee, 2002). Further i@séas also found
support for the Pelz Effect construct (Anderson & Tolson, 1991; Anderson, Tolson,
Fields, & Thacker, 1990; Jablin, 1980a, 1980b; Lee 1997). The study by Anderson et al.
(1990) found that the degree of leaders’ upward influence significantly moderated
followers’ satisfaction through their sense of control within the work place.sfinty
also found that the Pelz Effect remained significant even when the persaaébtpt
personal control and interpersonal control were extracted from the regressobirs thee
study. Additionally, a model developed by Greenberger and Strasser (1986) shdwed tha
high levels of perceived control by followers will produce more functional betsvi
such as increases in performance effectiveness, greater attenafitsretrsagement, and
greater overall job satisfaction. The Pelz Effect appears to be an impamatruct for

senior leaders to consider and presents an opportunity within the development process of
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the LMX for senior leaders to leverage the position power component of their leader-
follower relationship.

As noted by Uhl-Bien et al. (2000), the LMX relationship most often begins when
leaders make the offer of a high-quality relationship to all, and then, throughhg tes
process, different quality relationships result. This notion that followers hpkttations
that leaders will initiate the offer frequently emerged in the descriptibesperiences
provided in this study, most particularly in regard to ED/DNS leader-follower
relationships.

Another dimension of this theme is related to the type of assistance provided by
leaders during direct contact with CNAs. The type and frequency of assigtarvided
by leaders consistently emerged as an index used by CNAs to determine tiyeagdali
meaningfulness of the interaction. This index of value ascribed by followers istenanhsis
with social exchange theory as a theoretical foundation for explaining wihgr$éeand
members try to initiate and continue the LMX relationship (Sparrowe & Liden, 1997)
Social exchange theory suggests that people in an organizational context exchange not
only physical materials, but also psychological and emotional support and favwes in t
relationship (Yukl, 1989). Based on social exchange theory, LMX theory suggésts tha
“each party must offer something the other party sees as valuable andrgaatugasee
the exchange as reasonably equitable or fair” (Graen & Scandura, 1987, p. 182). Within
this exchange process, something being exchanged between a leader lameéeadah
vary from specific material resources and information to emotional support. Tiergre
the perceived value of the tangible and intangible commodities exchangedjhthethe

quality of the LMX relationship (Graen & Uhl-Bien, 1995). As found in this study, these
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exchange relationships with supervisors are of great significance toyempland are
central to social exchange theory within the development of LMX (Jawahar & Carr
2006).

The participants of this study provided valuable insights to aid leaders in
understanding what exchanges are perceived as important by CNA followé&csp&as
consistently described a feeling of value anchored in leaders having acerese
assisting with incidental tasks during critically busy times. Many €E#&w actions, such
as answering call lights, transporting residents, or assisting atimeal as valuable and
significantly favorable behavior by leaders, and, most specifically, by seaers, such
as the ED or DNS. Therefore, the more leaders understand expectations ofréadind/e
act on them as a “self-other relational structure” (Berger, Wagneidit&e 1985, p.

32), the more these actions may offer significant opportunities for building higkyqual
LMX relationships.
Supervisors Treat Us Differently Based on Certain Follower Behaviors

This theme illuminated a fundamental construct of LMX theory--the qualitiyeof
exchange relationship usually differs from one subordinate to another (Graen &
Cashman, 1975). Initially, LMX theory held that having different excharigeaeships
with followers was viewed as typical and actually beneficial for the teatievever,
Graen and Uhl-Bien (1995) later proposed that a leader should attempt to develop high-
guality exchange relationships with as many followers as possible @dnnell, &
Taber, 2008). Additionally, in an often cited meta-analysis, Gerstner and Day (1997)
found that LMX quality correlated positively with subordinate performancefaetion

with supervision, overall job satisfaction, organizational commitment, and esigycA
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more recent meta-analysis by Erdogen and Liden (2002) found additional positive
outcomes associated with high-quality LMX, such as more innovation, less jgd stre
and greater workplace safety. This theme reveals that CNA followeasvare of
differentiated leader-follower treatment when it occurs among group nmenhbare
significantly, when followers engage in certain behaviors, these behavioes &ppe
manifest expectations for more favorable treatment from leaders.

In a recent study Yukl, ODonell, and Taber (2008) found that LMX was predicted
independently by three leader behaviors that are not transformational bohselati
oriented, namely, recognizing, consulting, and delegating. In their study, Yukl et al
concluded that survey studies are unable to determine causality for relgsoiosimd
between leader behavior and LMX. The need to understand better causality for
relationships found between leader behavior and LMX is further illuminatedsin thi
current phenomenological study. This study explored critical social ititara@and
social constructions of leadership from the perspective of followers. This approac
provided insight into understanding how and why leader-follower relationships support
relational constructs of the leadership development process form.

The descriptions of followers’ expectations and outcomes of generallyirerei
favorable treatment based on certain behaviors also suggest the operatioicaf impl
leadership theories by followers and implicit performance theories bywvésgrst
According to Lord and Maher (1991), leaders develop mental models of effective
performers and then compare subordinates to this model. The result of this comparison
process is the classification of being either effective or ineffectiveordinates who are

aware of and engage in these behaviors then form an expectation of favorailentreat
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from that leader. However, one potential concern with the reasoning assodthted w
implicit leadership and performance theories is that they may or may notber lusled
in the same manner by everyone in an organization. Therefore, it is importasgds as
the extent to which a particular schema operates and is used by the percegiers:.(E
Lord, 1997).

Personal Conversation Is Important

Morrison (1993a) noted that feelings of social integration are critical t@ssfot
socialization. Additionally, Fischer (1986) suggested that managers deythgents of
newcomer socialization and also set the tone of the work group. These observations are
particularly salient to this study, which sought to understand experienceofeia in
the development of leader-follower relationships. Findings in leader-mentiearae
literature consistently indicate that higher quality exchanges have ls¢ema@ predictor
of job satisfaction and organizational commitment (Graen & Cashman, 1975; Linden,
Sparrowe, & Wayne, 1997; Major, Kozlowski, Chao, & Gardner, 1995). LMX theory
also postulates that superiors are largely responsible for the development of the
superior-subordinate exchange relationships (Mueller & Lee, 2002).

This postulation was also reflected in the lived experiences of followers in this
study. Although personal conversation was expressed as important, the respoiasibil
initiating this type of conversation is invariantly constituted as belongirtgeto t
supervisor. Followers frequently expressed a sense of discomfort with nigitzety
conversation with leaders that is other than a purely transactional emplagxukange.
The importance of leader initiated personal conversation described by falliovtbis

study also supports the linkage between high-quality LMX relationships and
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transformational leadership behaviors conceptualized in the pre-studiyteeraview
(see Chapter 2, pp. 9-13).

The framework of transformational/transactional leadership was first
conceptualized by Burns (1978) and later developed by Bass (1985) as a foamal the
with a model and instrumentation to measure the associated factors of leadership
behavior. Within this model, the component of individual consideration refers to leader
behaviors that pay special attention to each individual’s needs for achievement and
growth by acting as a coach or mentor. That is, individual differencesns td@rneeds
and desires are recognized. It is reasonable to conceptualize that this coraponent
transformational leadership behaviors can not be operationalized without ecargnif
degree of personal conversation. The followers in this study provided insight in
understanding what constitutes a personal conversation within the context otithe lea
follower relationship. The descriptions presented one-on-one conversations that may
include non-work related conversations that serve as a meaningful bridgamingitfe
leader-follower relationship beyond transactional.

Deluga (1992) conducted one of the earliest studies to link transformational
leadership and LMX theory. His study provided empirical data supporting avpositi
outcome associated with transformational leadership resulting from thedvmalidyadic
relationship between a given subordinate and leader. Deluga added to this finding in
noting that “Transformational leaders may foster the formation of high quality
relationships and a sense of a common fate with individual subordinates; while in a

social-exchange process, subordinates strengthen and encourage thepeadsy: (
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Graen and Uhl-Bien (1997) also concluded that, although LMX is the leadership
theory that deals most explicitly with relationships, transformatioadeleship also
shares a similar focus on the quality of leader-member exchange réigagoas the link
between these relationships and important organizational outcomes.

Follower descriptions of personal conversations with leaders revealadeacfe
meaning making based on the degree of authentic engagement projected by the leade
Descriptions of experiences included a sense of authenticity based on activas suc
leaders using their name, making eye contact, and simply stopping to talk \aitbenge
of urgency.

These follower expectations for leader behaviors are also consistent with
components of authentic leadership development found in the literature. Luthans and
Avolio (2003) developed a model of authentic leadership that focuses on leader
engagement and relational transparency. Within this model, relationgdaransy
means that the leader displays high levels of openness, self-disclosuresamd t
relationships, and, over time, the interactions of the leader and the followetuteribe
authentic relationship (Gardner, Avolio, Luthans, May, & Walumbwa, 2005).

It appears that the lived experiences of followers regarding this theme ohalers
conversation reveal meaningful insights related to the development of high-duXty
relationships, as well as transformational and authentic leadership devetophee
perceptions and expectations of authenticity, in conjunction with expectations tha
leaders, initiate this level of personal conversation and may provide valuablesiigight

improving the quality of LMX relationships in a long-term health care envieortim
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Follower Competence Affects Relationships

Because this study drew on the experiences of followers within thedeader
follower relationship, the construct of competence in this study was anchored in the
context of the self-perceptions of followers and the implications and expectdtgyns
associate with these self perceptions. The distinction between followpesatiption
and leader perception of follower competence is important to understand within this
study. Although LMX is clearly a dyadic process, the conceptualizatiogifedther
ratings within the LMX model has important implications for investigating L
balance and the reciprocal process. It is well established that the Laddmship
derives in part from follower competence and dependability—factors of work parfoem
(Duchon, Green, & Taber, 1986; Graen & Scandura, 1987).

Followers’ self-perceptions of competence appear to influence their atipest
of leader behavior and treatment and, therefore, are critical in affectiXgcokigruence.
A recent study by Cogliser, Schriesheim, Scandura, & Gardner (2009) denszhgteat
significance of congruence and that differential ratings of LMX qubltleaders and
followers are related to follower performance and attitudes in meaningfid. \iFor
example, a leader may avoid interactions with a follower, providing limited\ssjos
and direction based on their perception of follower competence. However, depending on
the follower’s self-perception of his or her own competence, expectations of leader
behavior may or may not be congruent with the leader’s actual behavior. lnutyirss
expectations for both the frequency and quality of the interaction vary iroretatthe
follower’s self-perception of their competence. That is, followers wittwaildevel of

self-perception of competence tended to welcome, and have expectations ogadese |
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observation, communication, and direction, whereas more experienced followers see
these same leader behaviors as intrusive and over-controlling.

These lived experiences reflect the findings of a study by Bauer and GB858)
that explored implications of leader behavior and newcomer socializatiens{Tidy
found evidence that experienced newcomers seek different types and frequency of
information, as well as differentiated interactions with supervisors, thaexpssienced
newcomers. As a result of their findings, Bauer and Green called forstuglies to
explore the influence of experience on socialization in order to compare the behavior,
adjustment, and outcomes of the leader-follower relationship—the forming process.

This theme also revealed interesting insights associated with previougcampir
findings related to the effects of transactional and transformational Iagudkeehaviors.
Howell and Hall-Merenda (1999) found that, because contingent reward leaders openly
share expectations about their own job, the followers’ job, and their working refgtions
(Gerstner & Day, 1997), they may contribute positively to the quality of leaderbar
relationship, albeit in a different way from transformational leaders. Adindu/X
research has consistently demonstrated a positive relationship betweeandvX
follower performance (Graen, Novak, & Sommerkamp, 1982; Linden & Graen, 1980;
Linden, Wayne, & Stillwell, 1993; Scandura & Schriesheim, 1994; Wayne, Shore, &
Linden, 1997), the lived experiences described by followers in this theme appear to
present a more refined focus of this phenomenon, which will be discussed in more detail
in Chapter 10.

The notion that LMX relationships matter the most for employees who figt it

empowerment is consistent with empirical findings by Harris, Wheeler, anddtac
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(2009). That is, more experienced CNAs hold a stronger expectation and sense of
empowerment and, therefore, rely less on the quality of the LMX relationshibfor |
satisfaction. These descriptions of lived experience within this themeuglsorsa
notion that, in some cases, the manager’s LMX assessment doesn’t matter for the
subordinate; only the subordinate’s personal LMX assessment is what n@tigliser
et al, 2009).

ED/DNS Leader-Follower Relationships Are Primarily Transactional

and Often Intimidating for Nursing Assistants

LMX theory focuses on the development of a work relationship between the
leader and the follower within a role-making model that describes the LMz @s
being comprised of three phases: role-taking, role-making, and role-roudinig@taen
& Scandura, 1987). Within this process, the first phase, role-taking, is dependent on the
leader making an offer or initiating engagement with the follower. Ralleirg is then
the continuation of the developmental process where the nature of the leader-follower
relationship becomes more defined. Within the third stage, role-routinizationaties le
and follower develop a common understanding and establish clear, mutual eapgectati
This role-making model has traditionally formed the basis of most LM&arek.

However, more recent work has proposed a leadership-making model (Graen &
Uhl-Bien, 1995). Within this model, the LMX relationship moves through three stages of
development: stranger, acquaintance, and mature. At the stranger stageleghard the
follower interact on a formal basis that is characterized as a castaagdconomic
exchange because of the absence of caring or commitment (Scanduragéiri?e?@09).

In the acquaintance stage, the leader and follower begin to share informatimayhat



120

include a level of personal exchange. In the mature stage, exchangesanalmard
members count on each other for support and share high levels of trust and obligation. At
the mature stage, followers rely on their leaders for support and encouragement.

The leadership-making model conceptualized by Graen and Uhl-Bien (1995)
provides a more descriptive vision of the leader-follower construct as iamelap based
phenomenon. A review of the development stages of this model, within the context of
this theme--follower interactions with ED and DNS are infrequent and intimdgdat
presents meaningful insight for leadership at the ED and DNS levels. &uaplex
research on feedback and information seeking by subordinates has gentrgdyized
sources as either personal or impersonal (Larkey & Sproull, 1984). Personal so@rces
comprised of individuals in hierarchical role relationships, such as subordinates,
supervisors, mangers, and so on (Buzzanell, 1987). Buzzanell summarized the essence of
this process as follows:

First, information gathering through others operates in a system of mutual

learning and feedback. When data are perceived as ambiguous, incomplete, or

inconsistent with previously acquired information by an employee, the employee
can exchange impressions, question information, and develop interpretations. The
opportunity to discuss issues or apply multiple cycles of information processing to

arrive at data interpretations is simply unavailable with nonhuman sources. (p. 38)

In regard to meaning for organizational members, this analysis byaBeltaz
(1987) speaks directly to the theoretical foundations of LMX and the leaderskipgma
model developed by Graen and Uhl-Bien (1995). That is, the first stage of LMX

development is information sharing at the acquaintance stage. At thissstpgeors
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strongly impact the kinds of communication experiences that subordinates willitave a
are primarily responsible for subordinates’ affective responses. Norssthidlis study
revealed a theme of meaning associated with infrequent contact and a sense of
intimidation experienced by CNAs, primarily in their relationships withEBeor DNS.

Within this level of leader-follower relationship, it appears that previctitiyg
literature regarding the Pelz Effect (Anderson, Tolson, Fields, & Thac%@0) hlso
holds significant opportunities for these senior leaders. Pelz (1951) provided an
instrumental explanation for the effect of a leader’s organizational influelece
concluded that a leader’s supportive communication and behavior toward group members
would raise group members’ satisfaction only when the leader had enoughaaftoe
deliver benefits for employees. When this perception is operating, group menaliees re
that there will be strong organizational support behind their leader’s offerméhe!
guidance, and this understanding enhances members’ satisfaction (Anderson, Tolson,
Fields, & Thacker, 1990).

Summary

This post-analysis literature review | focused on the five themes of mdaaing
emerged in this study. For the first theme, Direct Contact and Assigiamd¢eportant,
the literature supports the dyadic nature of the LMX relationship. Followscsiloed
experiences contributing to high-quality or low-quality relationships camsig/ith the
development of in-group and out-group status. The significant opportunities for senior
leaders in ED and DNS roles were also supported in this review.

In regard to the theme, Supervisors Treat Us Differently Based onrCerta

Follower Behaviors, the literature provided substantial support for the in-growgpéug-



122

phenomenon. Most significantly, follower’s identified specific behaviors tleat a
perceived as leading to in-group or out-group status with leaders. The mostangnifi
behavior perceived as defining this status is working extra shifts.

The theme, Personal Conversation Is Important, is supported by studies edsociat
with LMX theory, transformational/transactional leadership, and authieatiership
theory. | reviewed several key studies within these domains that provided significa
insights linking the experiences described by followers in this study.

The theme, Follower Competence Affects Relationships, was reviewed vaghin t
context of LMX self-other perceptions of competence. | discussed thedreragarding
implications for congruence of LMX self-other perceptions as related to follower
descriptions of expectations for leader behavior and treatment.

The next theme was ED/DNS Leader-Follower Relationships Are Prymarril
Transactional and Often Intimidating. The review focused on literatsceiased with
the LMX role-making process and more recent research associatetievidadership-
making model. The leadership-making model provided a more descriptive vision of the

leader-follower construct as a relationship based phenomenon.
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CHAPTER 10
SUMMARY, DISCUSSION, CONCLUSIONS, ESSENTIAL DESCRIPTION ORHE
EXPERIENCE, AND RECOMMENDATIONS

The experiences of followers in the development of leader-follower (LMX)
relationships can never be completely exhausted through a phenomenologicalstudy s
as this. However, the descriptions of experiences provided in Chapters 4-8 are a
foundation for beginning to understand the meaning of CNA (Certified Nursing
Assistant) experiences within the LMX process in long-term health These is never a
final answer to a phenomenological question; as stated by van Manen (1990), the
findings of this study “will need to be appropriated, in a personal way, by anyane w
hopes to benefit from such insight” (p. 23). The HRD disciplinary context of this study
proposes a framework for sharing and synthesizing this information to |eadiesy
may appropriate the findings in a personal way as part of their own developmental
process.

The intent of this chapter is to help readers synthesize an understanding of the
research, not to provide a final conclusion. To accomplish this, | will provide a brief
summary of the research process and explore possible implications, pre$aial the
essential description of the experiences shared by participants, and make
recommendations for practice and further research.

Study Summary

A descriptive analysis of the lived experiences of 13 CNAs employed @&t thei

current facility for between six months and one year provided deep insights into the

nature of their LMX process in a long-term health care environment. This saglglso
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framed within the disciplinary context of human resource development (HRD)inWit

this HRD context, it is important to recognize that LMX theory presenyadial

relationship between leader and follower as an ongoing value-added process aimed at
improving the performance of individuals and organizations (Green et al., 1996). Within
this context, questions of meaning can be better or more deeply understood, so that, on
the basis of this understanding, one may be able to act more thoughtfully and more
tactfully in certain situations (Van Manen, 1990).

In undertaking this research, | hoped that bringing forward the lived experience
of followers would provide others, most particularly, long-term health cadets, with
insights that would contribute to their personal development toward becoming more
effective in their leader-follower relationships and creating morsfyag work
environments. | also hoped that learning about these experiences would help me as a
human resource practitioner to engage leaders in more thoughtful dialogue andlpers
reflection regarding their personal development and relationships with fadlower
Additionally, | believe an organization’s socialization processes and pali@iebe
informed by this type of research.

Research Question

This study addressed the research question, “During your first year of
employment, what has the experience of getting to know your supervisor beéf like?
broad question was intended to allow participants to engage their own mental models of
who they relate to as their supervisor and what the process of getting to know shem ha

been like. Following this initial question, | used several probing and exploratory
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guestions in order to seek to understand, while as a researcher remaining within the
phenomenological reduction.
Methods

Interviews were held in neutral and quiet locations, such as local public libraries,
state workforce centers, or local colleges. Locations were &adaggpr to the interviews
in collaboration with each participant. Utilizing off-site interview locatignan
important characteristic of the study because on-site interviews woulblpdss/e
compromised the confidentiality of the participants and could have impacted the quality
of the interviews. Although a description of participants in this study includedsiata
as job classification, length of service, and work location, in order to maintain aignym
a number was used to code the audiotapes and transcripts. The study used certified
nursing assistants who had been employed between six months and one year at their
current facility.

The selection of facilities for the study was within a three statechfdannesota,
Nebraska, and South Dakota, and precluded any facilities within my responsibilit
domain. Participation in the study was voluntary. Participants were compensiite
stipend of $35. This stipend was provided to compensate for the time and inconvenience
involved in participation, as well as travel costs.

Formal approval of this study was obtained from the University of Minnesota
Institutional Review Board. Written consent to tape the interview was obtaoracehich
participant. Each interview began with an informed consent process.

After obtaining informed consent, | interviewed each participant one on one. At

the conclusion of the interview each participant was asked for permission to coatact t
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by telephone for a follow-up debriefing to validate the accuracy of tlagisdript and to
check for and correct any misconceptions. Each interview was transcrilbedimeiior
analysis. Following initial data analysis, a member checking processnn@syed to
verify the accuracy and completeness of the descriptions of experience denwmdtdr
analysis.
Findings

The data analysis revealed five themes of meaning that were invariant., That is
these themes were expressed by all participants in their descriptities @xperiences.
The themes have been identified within the HRD disciplinary context of thig asudl)
direct contact and assistance are important; (2) supervisors treat ientliyfeased on
certain follower behaviors; (3) personal conversation is important; (4) follower
competence affects relationships; and, (5) ED/DNS leader-followeroredhatps are
primarily transactional and often intimidating.

The interrelationships among these themes of meaning were then integrated into a
description of the essential structure of this experience for CNAs.

Discussion

Through the phenomenological lens of followers, this study offered new insights
for leaders in long-term health care. The themes of meaning that emerigedtndy
were presented within an HRD framework for leadership development. Thisnfoakne
seeks to aide leaders in reflecting and thinking differently about their $apleoles in
long-term health care. Mezirow (1991) originally proposed that the most sagrtific

learning is learning that incorporates an ability to criticallyefbn our premises about
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ourselves. From this stance, by understanding the experiences of CNA folleadess
may be able to affect their own leadership development process.
LMX and Transformational Leadership in a Development Context

Leader-follower relationships in long-term health care are a crittcaponent
affecting quality, turnover, job-satisfaction, and productivity (Karsh, Booskei&f@3t,
2005). The findings of this study hold possible implications for future leadership
development practices within the long-term health care environment. A
phenomenological study of this nature may provide leaders with valuable nelmsnsig
and alternative ways of knowing to facilitate the process of transformiléawiership
development. From this perspective, knowing is a process of relating; resaéing
constructive, ongoing process of meaning making--an actively relationasgrot
creating common understandings (Uhl-Bien, 2006).

In a comprehensive meta-analytic review of LMX correlates and constructs
Gerstner and Day (1997) concluded that aspects of transformational leadeosipb®
formally integrated into LMX so that a comprehensive model of dyadic leadenstyi
be developed. Gerstner and Day (1997) also noted that focusing on the development of
high-quality dyadic relationships may be valuable, both as an addition to currerti$ mode
of leadership training and as an alternative to these models. Additionally,tgatenigh-
guality exchanges are consistently related to favorable individual oes;danmay prove
beneficial to devote greater attention to developing and evaluating LM¥niganodels.

Bass (1998) presented significant empirical evidence to support the position that
transformational leadership can be taught and learned. This position is based andata fr

a comprehensive training program developed by Bass (1998) that involved more than 500



128

leaders in not-for-profit organizations and 1,000 or more in for-profit firms. Howewver, a
noted by Bass (1998), because each item in the Multifactor LeadershipoQuaisé

does not necessarily identify all of the actions or behaviors that resulividira

ratings; the leaders also need to give some thought to identifying eventsytsicaate
actions that can aid in their interpretation of the ratings. This approach tcsl@pder
development focuses on developing relationships with individuals in order effectively to
enhance cooperation and resource exchange through an interpersonal lens that is
grounded in a relational model of leadership (Drath & Palus, 1994).

There is also significant evidence to indicate that focusing on the developiment
high-quality dyadic relationships may be valuable, both as an addition to currerti$ mode
of leadership training and as an alternative to these models (Gerstragr, 8997).
Leadership Development as a Transformative Process

Because this study is framed within a disciplinary context of human resource
development, there is an implied theory-to-practice stance. Thereftrs this
recommendation, it is also appropriate to consider learning theories thaemagful for
synthesizing the transformational development process and phenomenological method in
a study of this nature. As previously stated, this study presents three speeiiitapot
contributions to the leadership development process: (1) phenomenology can provide a
deeper understanding of what certain kinds of experiences are like from thepezspe
of the follower; (2) a phenomenological approach can provide a different lens to help
make sense, in human terms, of some of some of the findings of traditional research,

which is typically presented in statistical language (Halling, 2002); arah(3)
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organization’s socialization processes and policies can be informed by thisftyp
research.

From a relational perspective, the primary emphasis in leadership development is
on building and using interpersonal competence. Gardner (1993) defined interpersonal
competence in terms of the ability to understand people--a basic concern in builsling tr
respect, and ultimately commitment. This approach focuses on the idea ttiateeffe
development best occurs in an interpersonal (i.e., social) context. Therdfere, w
speaking of leadership development, and more specifically, transformatadeidiip
development, there is an implicit process of transformational learningruilith
transformational learning theory has been conceptualized in several waygnhizreo
rational approach advanced by Mezirow (1991; 2000) appears to be most appropriate to
integrate the findings of this study with leadership development. A prithaoydtical
underpinning of Mezirow’s approach is that knowledge is not out there to be discovered
but is created from interpretations and reinterpretations in light of new enpesi
(Mezirow, 1996). The revised meaning results in what Mezirow called a “pav&pect
transformation” that is characterized by a “more inclusive, discrimigeand integrative
perspective” (Mezirow, 1990, p. 14).

One of the central tenants of Mezirow’s (1978) cognitive-rational approach to
transformative learning focuses on one’s frame of reference or meanspggere
through which we filter sense impressions that involve cognitive, affective, and
connotative dimensions. According to Mezirow (2000), a frame of reference is campose

of two dimensions--a habit of mind and resulting points of view. A habit of mind is a set
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of assumptions—broad, generalized predispositions that act as a filter foreitiergne
meaning of experience (Mezirow, 2000). As observed by Mezirow (2000):
Transformations in habit of mind may be epochal, a sudden, dramatic reorienting
insight, or incremental, involving a progressive series of transformations in
related points of view that culminate in a transformation in habit of mind. (p. 21)
Subsequently, a habit of mind becomes expressed as a point of view, and, in this manner,
a point of view comprises clusters of meaning schemes that are sets ofatemedi
specific expectations, beliefs, feelings, attitudes, and judgments. Thesagszhemes
also tacitly direct and shape a specific interpretation and determine hawlges fypify
objects, and attribute causality (Mezirow, 2000).
Within Mezirow's (1978, 1997) transformative learning theory, transformation is
then accomplished through two primary processes--critical reflection aowlalat
reflective discourse (Mezirow, 1996). Critical reflection on personal meaning
perspectives and their underlying assumptions are involved in problem solving, problem
posing, and transformation of meaning schemes and perspectives. In this process, we ma
reflect on the content of a problem, the process of our problem solving, or the premise
upon which the problem is predicated. Through content and process reflection, we can
change our meaning schemes; through premise reflection, we can transforgaaurgn
perspectives. Thus, transformative learning pertains to both the transtorimfati
meaning schemes through content and process reflection and the transformation of

meaning perspectives through premise reflection (Mezirow, 1991).
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Rational discourse, the other key component of Mezirow’s theory, is a process
whereby one’s new meanings are discussed and evaluated (Merriam, 2004)ingcor
Mezirow (2000), rational or reflective discourse is described as:

That specialized use of dialogue devoted to searching for a common

understanding and assessment of the justification of an interpretation or belief.

This involves assessing reasons advanced by weighing the supporting evidence

and arguments and by examining alternative perspectives. Reflectigvardesc

involves a critical assessment of assumptions that leads toward a clearer
understanding by tapping collective experience to arrive at a tentative best
judgment. (pp.10-11)

Therefore, Mezirow’s transformational learning theory holds that pergépec
transformation is the process of becoming critically aware of how and why our
assumptions have come to constrain the way we perceive, understand, and feel about our
world. Transformative learning then requires changing these struofunabitual
expectation to make possible a more inclusive, discriminating, and integrating
perspective, and making choices or otherwise acting upon these new understandings.
Transformative learning theory further posits that, for learners to clihegeneaning
structures--that is, beliefs, attitudes, and emotional reactions--theyengsje in critical
reflection on their experiences, which, in turn, leads to a transformation of pesspect

The theoretical constructs of critical reflection, reflective/ratiaistourse, and
perspective transformation of Mezirow’s transformational learning treaygest a
useful framework for synthesizing the experiences of followers in ordetgddaglers

interpret and transform their personal perceptions, attitudes, and behaviors. Tégs proc
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of transformational learning can facilitate Bass’s notion that leadsyakd to give
thought to identify events, incidents, or actions that can aid in their interpretattoa of
ratings in order to formulate plans of action.

A rigorous disciplinary analysis of the thematic descriptions of experieas
yielded a description of essential meaning. This essential descriptiontpras®rrative
description of the phenomena that represent the synthesis of the themes éxyésse
participants throughout the interviews. Integration of this essential pigscrof the
phenomena into the transformative learning practice of critical reflectdnedlective
discourse, as an approach to leadership development appears to offer a theaclice
link within the context of HRD. This approach allows for a developmental process to
synthesize the essential descriptions of the phenomenological inquiry at both an
individual level (critical reflection) and group level (rational/refieetdiscourse).

Conclusions

This study has provided me with new insights and meaning as a result of this
research journey. | have learned a number of things about people in general and, most
specifically, gained new insight into the lived experiences of CNA caregiveras
deeply moved by the passion and dedication that the participants revealed during the
study. Their willingness to share their stories and lives has been mosttasthris |
read the transcriptions, | often find myself drifting back to the actual discuasd, in
my mind, | see their faces and their body language and hear their passionsimthey
their stories. | truly believe that the process has also created a newesgdreme as an
HR practitioner--a deeper understanding of the role, impact, and responsibtility th

leadership holds in affecting the quality of followers’ lives. As such, this @saiso
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causes me to question my own actions as an HR leader and to ask how | could become a
more effective HR practitioner in order to help facilitate the developmentddriea
long-term health care. Perhaps the phenomenological based insight provided in this study
is one such step or tool to help leaders in long-term health care along their personal
developmental journey.

Essential Description of Experience

As intended, the essential structures of CNAs experiences of getting to kmow the
supervisor emerged in themes of meaning. The interrelationships among thaaatinva
aspects of meaning can now be presented as an integrated description of the unified
structure of the meaning of this experience for CNAs. Although the essisg@iption
of experience is constituted by the invariant aspects of meaning, a desariphe
structure of meaning does not merely repeat them or add them together. Rather, this
description integrates them in a manner that weaves them into a brief expres$isen of
whole that reflects the interrelationships of meanings. In accomplishingumsgation
of the whole experience, this essential description of experience may iraterfhar
individual themes of meaning, either explicitly or implicitly. The esskedgacription of
CNA experiences getting to know their supervisor follows.

CNAs found themselves in a very demanding work environment with multiple
leader relationships. The most valued experiences they had with leaderdestchwere
interactions of communication and assistance. Communication was seen as\ilag gat
to relationships, and the type and frequency of the communication served as an index of

reality for several other constructs, such as defining the intentions, coemtstrand
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expectations of leaders; personal job satisfaction; and their own status iorkhgreup
and organization.

CNAs defined their work environment as the nursing floor, and meaning was
assigned for leaders either being “out here” (on the floor) or “in theréhéir offices).

In this context, CNAs did not see leaders as helping them unless their |eadactively
within their world of experience, i.e., on the floor. This unwritten index of meaning for
leader engagement with CNAs was understood and communicated among thgnasimpl
the degree to which a leader was “out here” or “in there.” Small acts ajemngat and
conversation, such as answering a call light or helping with transportationrog dini
activities, were seen as significant when coming from senior leaderssstiehBD
(Executive Director) and DNS (Director of Nursing Services).

The experience of relationship building with charge nurses was much different
from those with the ED or DNS. The quality and equal distribution of assistance and
communication was most important within their charge nurse relationship. CNAs
observed and compared their personal experiences of this process with thosemif releva
others and assigned meaning in order to create an index regarding their agrCits
held a self-perception of their competence that dictated their expect&gamding the
guality and frequency of communication, as well as the level of direction andeemgaty
from charge nurses. Very experienced CNAs had an expectation that trust and
empowerment were more quickly recognized and provided to them than to less
experienced CNAs.

CNAs observed certain behaviors as the gateway to more favorable treatment

from leaders. These behaviors were seen as requisite to achieving bléastatus and
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can even override competency as a means to status within the group. Working dstra shif
or hours was the most dominant behavior seen as leading to either more or leséefavora
treatment by supervisors. When leaders provided employees with spatcialbstsed on
picking up shifts, CNAs choosing not to pick up extra shifts observed this practice and
experienced a sense of unfairness leading to anger toward the leader. Qgrobids

who engaged in this behavior held expectations of a higher quality relationshipeuith t
leader and even some special dispensation regarding marginal performanoafeha

This is an expectation much like psychological contracting, and, when the leader dud not
meet the expectations of the follower in this quid pro quo process, followers expdrienc
confusion and a sense of being manipulated by the leader.

Personal communication was valued by CNAs as part of their relationship with
leaders. There was a shared meaning among CNAs of what was congefemtl
communications from leaders. Personal communications were charactgribed b
qualities of being one on one, sharing of common interests, personal consideration, or
recognition. There was a strong expectation that leaders were thiaibf these
conversations. Knowing and using follower names in conversations or greetmgs als
conveyed a sense of caring and personal respect from the leader and exlcournay
open communications from the CNA toward the leader. The more these conversations
occurred, the more followers described a sense of respect, trust, and jobtisatisfac
When these personal conversation characteristics were not present, Gixéssed a
feeling that the leader is purely an administrator or figurehea@tesf boss rather

than leader.
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The ED and DNS roles were seen by CNAs as power-based hierarchidahgosit
that were transactional. The status of having an office, and the time one spents in tha
office, significantly moderated CNA perceptions of the ED/DNS positioaspasver-
based role. The office served as a symbolic separation for the sense of beinge'oot her
“in there.” CNAs were acutely aware of the “in there/out here” ratioyad tommitment
by the ED and DNS, and the degree to which the leader stayed “in there” siglifica
defined the orientation followers established toward him or her. Having watgdi
contact and personal conversation with the ED or DNS leaders was the basierfee a
of nervousness and intimidation when there was an occasion to speak with them. CNAs
felt that many of their encounters or conversations with EDs or DNSsceemmonial
and lacked sincerity. The sense of ceremonial interaction was derivecetrder |
behaviors, such as lack of eye contact, the quick tempo of the greeting, not addressing
them by name, and the impersonal nature of the conversation. CNAs were open to more
engagement at the ED/DNS leadership level but held a strong expectatitre tleatier
was responsible for initiating and developing the relationship.

Recommendations

A growing body of theory, research, and documented practical experiened relat
to transformative learning supports its importance to HRD practitioners (Br2o84).
This section includes recommendations for practice and for future research.
Practice

Transformational learning theory in the cognitive-rational model, as dewelype
Mezirow (1978, 1990, 1991), presents an intriguing model to bridge the theory-to-

practice paradigm of HRD and a phenomenological study of this nature. The process of
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critical reflection and reflective/rational discourse could be used in@nganodel that
involves leaders engaging in personal reflection and small group discussions of the
essential structure of meaning in thoughtful action to assess conscioashvevknow
about taking the next step in a series of actions in personal development. In th$s proc
individuals interpret personal experiences by examining, questioning, validating a
revising their perceptions. Using this type of transformative learningefreork as a part
of leadership development challenges individuals through reason and reflectiori¢o grea
levels of self-awareness and consciousness of their role as a leader.

In this structure, leaders could utilize the essential description of expeflem
the phenomenological inquiry to provide new insights toward the process of personal
development--a long-term process intended to broaden individuals through experience
and to give them new insights about themselves and their organizations (Nadler, 1989).
As noted by Day (2000), effective leadership development requires an understdnding
building and using interpersonal competence in social systems to build commitment
among members of a community of practice. This approach views leadership
development as a complex interaction between leaders and social and oyaalizati
environments. Using this approach, both individual and relational lenses are important to
the process of leadership development. Therefore, the learning outcomes are
predominantly focused toward changes in individual leader frames of refeagrcresult
of transformative learning. It can be expected that different leadéitskalaway
different meanings and courses of action.

Additionally, the findings of this study should hold useful insight for senior

leaders and corporate policy makers in long-term health care. That esfititesgs and
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invariant themes can provide insight toward developing leader role expectat@ans a
broad-based cultural component of the organization. Orientation programs fantgew |
term health care leaders might also embrace these findings within therdmgoa
process. As informed by the leader-follower relationship formation proce$¢Xf L
theory, the insights of lived experiences from this study offer opporturstiésaders to
improve the quality and equity of these relationships.

The practical implication of this study is also to help leaders, through the lived
experiences of followers, identify specific types of relationship-atbehaviors that
they can use (or change) to improve their LMX with subordinates. The relapens
oriented behaviors can be used in combination with transformational behaviors that
influence job performance (Yukl, O’'Donnell, & Taber, 2008).

Clearly, one of the most prominent leader behaviors illuminated in this study i
regarding the significance of the physical presence of leaders. Fdlowsistently
provided vivid descriptions of their experiences and feelings related the preséade
of presence by leaders. CNAs often characterized direct contachwiitheiader as one
of their most valued experiences. Communication with their leader was sthen as
gateway to relationships, and the type and frequency of the communication seaved a
index of reality for several other constructs, such as defining the intentions,
commitments, and expectations of leaders; personal job satisfaction; arahhetatus
in the work group and organization. Additionally, CNAs defined their work environment
as the nursing floor, and meaning was assigned for leaders either beihgréuon the
floor) or “in there” (in their offices). In this context, CNAs did not seeéza as helping

them unless their leader was present within their world of experience, i.e.,ftoothe
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These findings provide meaningful insight for leaders in regard to the significknce o
their physical presence and direct contact with CNAs within their leaggysdgtice.

This integrated approach provides a practical application of phenomenological
research within the HRD practice paradigm, as stated by Swanson and Holton (1997):
“Theory, research, development, and practice together compose a vital cyal®thst
ideas to be progressively refined as they evolve from concepts to practicédesm
practices to concepts” (p. 13). In this context, the findings of this study hold theigdotent
to advance phenomenological research within the practice realm of traatsorah
leadership development.

However, if phenomenology is to be advanced within the field of HRD, there are
also significant implications related to skill enhancement for the HREarelser and
practitioner. In this regard, phenomenological research may not be a common skill set
within the HRD community of practice. Nonetheless, this conceptualization offers
intriguing opportunities for HRD researchers and practitioners to advancedhue
within an organization and broaden their tools of practice, as well as adopt artigéerna
epistemological stance.

Research

Complex problems, such as effective leadership development, are not likely to be
addressed or fully captured within a positivistic research frameworkal@oa human
guestions and problems are rarely technical in nature, but require hermeneutic and
transformational approaches aimed at understanding and balancing interests,arad
individual meaning perspectives to accomplish transformational change (Kuchinke,

2004).
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The literature review of this study revealed a limited number of stuthésave
utilized phenomenological methodology to focus on the development process of leader-
member exchange. However, the findings of this study support many of theitatoret
propositions of current LMX leadership theory, and the proposition that qualitative
relationship-based methods should be a prominent area of interest for futurehigade
researchers. For this reason, future leadership research should seek tolagldress t
interaction of leader-follower relationships by more deeply considerirsp@etives of
followers.

With this stance in mind, future leadership research designs should consider
integrating the qualitative framework demonstrated in this study as parked
methods approaches. Including a qualitative component within a study may help shed
light on individuals’ perceptions about factors and events related to the relationship
development within the leader-follower development process (Uhl-Bien, 2007).

The aim of phenomenological research is to provide us with a deeper and fuller
understanding of human experience, ourselves, and others (Valle, King & HaHB1).
However, the themes of experience that emerged in this study are derivediidmesa
understood, within the context of the Golden Living organization. That is, all panti€ipa
in the current study are employees of Golden Living. Further researcixtivad® the
methodology and research question of this study to other long-term health care
organizations could add richness to the essential description of experience, add also a
to our understanding of the LMX process within the broader long-term health care

environment.
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Finally, a significant contribution of this study is providing a clear fraor&vior
advancing phenomenological methodology for future research of the leader-followe
development process, from the perspective of followers. Future research cotiid use t
phenomenological framework in a mixed methods longitudinal study design to focus on
the leadership development process. As stated by Bass and Avolio (1993, p75), “We have
only scratched the surface in terms of connecting the model of transformational
leadership to other leadership models.”

| have proposed a leadership development approach drawing from
transformational learning theory in the cognitive-rational model, as develgped b
Mezirow (1978, 1990, 1991), to bridge the theory-to-practice paradigm within HRD and
a phenomenological study of this nature. A qualitative longitudinal study, as part of a
leadership development model of this nature, could add to our understanding of the
effectiveness of leadership development interventions and further illuminate Bnkage
between LMX and transformational leadership development.

The findings of this study support the stance that relationship-based hesearc
should continue to be a prominent area of interest for future leadership rese#@shers
such, future research is needed to explore the effectiveness of the the@gtitwe pr
application of the findings of this study.

Final Thoughts

As empirical evidence continues to suggest that transformational leqdesrshi
positively associated with work attitudes, behaviors, and motivation (Dumdum, Lowe, &
Avolio, 2002; Lowe, Kroeck, & Sivasubramaniam, 1996; Shamir, House, & Arthur,

1993), it becomes clear that, in the future, effective leadership, particulagrmrig
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organizations, will need to be more transformational than transactional (Bass, 2000).
With this objective in mind, the findings presented in this study provide a framework tha
can advance current thought regarding a theory-to-practice model for adyanci
phenomenological research methodology as a significant resource withirskepder
development practice. In such a context, a phenomenological lens of inquiry can provide
critical insight as an alternative way of understanding the experidintiahsions of

phenomena within leadership theory and development.
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Appendix A: Participant Recruitment Letter

[Date]

Dear [Name],

My name is David Lucia, and | am a graduate student at the University of Mianesot
doing my doctoral dissertation on the development of leader and subordinate workplace
experiences. | am also employed by Golden Living as a Division Manager afrHum
Resources for facilities other than yours.

My specific research question is, “During your first year of employmemdj Wwas the
experience of getting to know your supervisor been like?” | am interestetiviewing
certified nursing assistants who have been employed with Golden Livingdresive
months and one year. Should you agree to participate, the confidential intervide will
arranged to take place off-site from your facility, at either the |dzadry or an

educational institution, during your non-working hours. The interview will last albout a
hour, and | will provide you with a $25 stipend payment for your participation and travel
costs. Your decision to participate is entirely voluntary, exclusivedyaelto this

research project, and in no manner considered time worked.

If you are interested in participating, or would like further information, pleastact me
directly by phone at 218-341-6088 or emailuai0011@umn.eduPrior to proceeding

with the interview, | will provide you with complete information as to how | pribtect

your anonymity and allow you to make a fully informed consent decision. If more people
from your site volunteer than | can use in the project, participants will beesklec
randomly.

Please consider this opportunity to participate in this very important cesear
Thanks!
David Lucia

218-341-6088
luci0011@umn.edu
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Appendix B: Second Participant Recruitment Letter
[DATE]
Dear [NAME],

My name is David Lucia, and | am employed by Golden Living as a Division Maiaég
Human Resources for facilities other than yours. | recently sent you andl seker
Golden Living employees a letter seeking your participation in my Ph.[rtditen
project regarding the development of leader and subordinate workplace experiences.
Since that time, | have received some questions regarding the participatteagpand |
would like to clarify those questions. Please take a moment to review the following
information.

| am interested in interviewing certified nursing assistants who havesbg@oyed with
Golden Living between six months and one year. Should you agree to participate, the
confidential interview will be arranged to take place off-site from yatilitig at a

location in your local area that is convenient for yowill travel to your areato

conduct theinterview; you do not need to travel outside of your local area in order

to participate. If you indicate your interest to participate, | will then arrange thetiae
facility such as your local library, workforce center, or an educatiasttution in your
immediate area. The interview will take place during your non-working hoursveaitid |
work around your schedule (the interview can also be arranged to simply take plac
immediately before or after one of your work shifts). The interview vatlddout an

hour, and | will provide you with a $35.00 stipend payment for your time to participate.
Your decision to participate is entirely voluntary, exclusively relatelisorésearch
project, and in no manner considered time worked.

If you are interested in participating, or would like further information, pleastact me
directly by phone at 218-341-6088 or emailuai0011@umn.edwor
david.lucia@goldenliving.conPrior to proceeding with the interview, | will provide you
with complete information as to how | will protect your anonymity and allow gou t
make a fully informed consent decision. If more people from your site voluhteet t
can use in the project, participants will be selected randomly.

Please consider this opportunity to participate in this very important cesear
Thanks!

David Lucia

218-341-6088

3411 Blackman Avenue
Duluth, MN 55811
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Appendix C: Respondent Letter - Selected

[Date]

Dear [Name],

Thank you for your interest in participating in my doctoral dissertation study on the
development of leader and subordinate workplace experiences. As we dischased, |
arranged for the interview to be held at on
anticipate that the process will take approximately one hour, and | will proaideiyh
complete information regarding the process and answer any other questions you may
have prior to beginning the interview in order to allow you to make a fully informed
consent decision.

If you need to contact me prior to the interview, | can be reached at 218-341-6088 or
email atluciO011@umn.edu look forward to meeting you on

Sincerely,

David Lucia

218-341-6088
luci0011@umn.edu
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Appendix D: Respondent Letter - Not Selected

[Date]

Dear [Name],

Thank you for your interest in participating in my doctoral dissertation study on the
development of leader and subordinate workplace experiences. The designtafithis s
allowed for a limited number of participants from each facility and usaddom

drawing process in circumstances where there were more volunteers than detthg
receive more volunteers than openings, and, unfortunately, your name was etlselec
However, your name has been placed on an alternate list in case any of thdyrandom
selected volunteers subsequently declines to participate.

Once again, thank you for your interest, and if other openings occur for this stildy |
contact you directly to discuss your continued interest. At the conclusion of theewter
process for this study, all records of your contact and initial expressiordsnwill be
destroyed.

If you have any additional questions in this regard, please feel free to contdoently
at 218-341-6088 or email kici0011@umn.edu

Sincerely,

David Lucia
218-341-6088
luci0011@umn.edu
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Appendix E: Consent Form
Experiences of Followers in the Development of the Leader-Follower &edatp

I ntroduction:

You are invited to participate in a research study investigating the expiehcertified
nursing assistants in the development of the leader-follower relationship theinfrst

year of employment. You were selected because you responded to an initeasantito

a number of certified nursing assistants who have been employed with Golden Livi
between six months and one year. Please read this form and ask any questions you may
have before agreeing to be in the study.

Background I nformation:

The purpose of this study is to explore the experiences of subordinates in the process of
forming a leader-follower relationship during their first year of eyplent. A total of 12
certified nursing assistants from four different Golden Living faeditire anticipated to
participate in this study.

Procedures:

If you decide to participate, | will interview you for approximately 45 nesub 1 hour.
The interview will be recorded, with your permission, and a written transcrigbevil
made of the interview. The written transcript will not contain names or any other
information that can be traced back to you. The recording and transcript will béaedent
by a numerical code. Portions of the transcript will be used in the summary of this
research along with portions of the transcripts from other participants, builtibe

done in such a way as to insure your anonymity.

Risks and Benefits of Being in the Study:

A potential risk of this study is that you will be asked about your interactions and
experiences with your leader and they may not have all been pleasant expefieisces
risk will be minimized by the interview process in which you may disclose ak orus
little as you like about your experiences. Confidentiality will also betaiaed at all
times; no information will be included in the research report that could ideotifyypur
colleagues, or your supervisor.

The benefits to participation are that the interview may provide an opportunity for
reflection and greater self-awareness, which may lead to personal gralvth a
development. Ultimately, | hope information from this study will help improaddeship
development, orientation processes, and human resource policy and practice within
Golden Living and potentially the long-term health care industry.

Confidentiality:

The published report of this study will have no information that would identify you as a
participant. The audio recordings will be heard only by me and the professional
transcription service. The recordings will be erased as soon as the writtérarepthris
study is completed and published. The transcripts will have no identifying informoat
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them that will link them back to you. Research records will be kept in a locked filg
home; only my advisor will have access to the records.

Voluntary Nature of the Study:

Your decision whether or not to participate in this study will not affect yourrdusre
future relations with me, Golden Living, or the University of Minnesota. Uf gecide to
participate, you are free not to answer any question or to withdraw at anyitimet
affecting those relationships. The stipend of $25 provided to you is strictly to catgens
for your time and inconvenience, as well as travel costs incurred in partioipébur
decision to participate is entirely voluntary, exclusively related to thesareh project,

and in no manner considered time worked.

Contacts and Questions:

This study is being done by David Lucia, doctoral student at the University of 8diane
You may ask questions you have now or at anytime during the study. If you have
guestions later, please contact me at 218-341-60B8i0011@umn.eduYou may also
contact my faculty advisor at any time with questions or concerns. His namedaiyr
McLean and can be reached at work mclea002@umn.edulf you

have any questions or concerns regarding this study and would like to contact someone
other than the researcher or his advisor, please contact the Research’ Suhjectte

Line, D528 Mayo, 420 Delaware Street S.E., Minneapolis, Minnesota 55455; telephone
(612) 625-1650.

You will be given a copy of this form to keep for your records.

Statement of Consent:
Once you have read the above information, have asked questions, received answers, and
decided to participate, please sign the form below.

Signature
Date

Signature of Researcher Date
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Appendix F
Participant Release Agreement

Experiences of Followers in the Development of the Leader-Follower &edatp

| understand that the audiotape of my interview will be transcribed by therakeeand

a hired transcriptionist. You will be identified on the tapes and transcripts by @&numb
The transcribed interview text will be analyzed by the researcherhethdpe of gaining
deeper understanding of the essence of the experiences of followers in the dentlopm
of the leader-follower relationship. Direct quotes form your interview trgrisoay be
used in my dissertation and other future publicatiéisidentifying information will
beremoved in any publications.

Statement of Consent:
| grant permission for the interview transcript to be used in the process of completing

Ph.D. degree, including a dissertation and any other future publications. | understand that
all identifying information will be removed in any publications.

Signature:

Date:

Signature of Researcher:

Date:
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Appendix G

Direct Contact and Assistance Are Important

P1

1-5: Seeing and being with the supervisor is important. 18-22: Diasttiafwith the

amount of time that the DNS is in her office as opposed to being on the floor argidec

is a common perception by the entire CNA group. 22: Expresses a desire to have

supervisors help more with hands on tasks, particularly when there idagshaf aides.

P2

47-49: Working directly with the DNS is important as a means to engagaré casual
conversation and also to understand her role as DNS. Without direattigarshe feels
only an employer-employee relationship. She feels very little persomahitment or
relationship with her DNS. In contrast to other supervisors, she workslylingth charge
nurses, and this act of working directly together and sharing the workenqgeeis an

important component of that relationship.

P3

77-78: Contact with the ED and DNS is necessary and critical to buittimgunications
and a relationship of caring, understanding, and trust. 84: Direct and frequent
communication with the DNS is essential for building trust and job sdtmfadirect
access and interaction by senior leaders with the aides during theiomvtiré floor are

critical to building relationships and fostering job satisfaction and radifieenvironment.

P4

108-109: Direct engagement with the leaders on the floor is importanidiadpa positive
relationship and fosters the environment of more social conversations. 122¢L2d:
treatment and direct engagement with the aides are seen as positixghipdukEhaviors.

This behavior is related to caring and commitment by the leader.

PS5

157: Accessibility and regular exchange of information are isoptoid foster more

frequent interactions.

P6

198: Direct contact and working with the supervisor on the floor buildanglsrespect.

P7

213-214: Frequent communication and interaction on the floor are intpartdrhis is the

es
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leader’s responsibility. 234: Needs multiple engagements with a supdreiere forming

an identifiable LMX status.

P8

247: Listening and responding to questions and messages are important ehaxdar

for a leader to build trust and respect.

P9

288: Direct contact by working with leaders is important for building sioiesl respect.
The DNS is responsible for initiating these behaviors. 292: Direct emgagen the floor

and assistance from the leader are important to the follower.

P10

301-303: The shift one works has an impact on ability to establish relationgitiipDNS.
Grapevine information regarding how others are treated is seeeastaio her
perception of the ED’s leadership qualities and communication style. 304-88ét D
engagement and assistance on the floor from leaders are positive ciséiczcter

building respect between the leader and follower, as well as improvirad sechange.

P11

334: The amount of help by supervisors directly affects the motivation of thegnmrp.
346-347: Direct personal contact, assistance, and engagement on the flosertial ¢s

building professional respect.

P12

374-375: Leaders primarily assist during the orientation period and are nail loelpf
provide direct contact after the initial on-boarding. 389: The qualibeofelationship with

her supervisor as important to her overall job satisfaction.

P13

403-404: Impressions of leaders are formed through experiences of persoralwibinta
the leader and grapevine information. Shift work impacts opporturitiebdse
occurrences. Helping and direct engagement by the supervisor iaed tritleveloping a
relationship. Direct engagement and working with supervisors areatfiic

demonstrating competence and establishing a personal level of rélgtions
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Appendix H

Followers Are Aware that Supervisors Treat Us Differenthg&l on Certain Follower

Behaviors

P1

6-7: Working extra hours is important and leads to more flexible treatment by

supervisors.

P2

56-57: Feels certain employees are treated more favorably based on common

interests they share with leaders. 58-60: By giving some emplgyeeslsstatus,

leaders create an environment that is seen as unfair, which leads to argerthew

leader by those perceiving the treatment as unfair.

P3

83: Doing extra work is a key behavior for better treatment by the supervisors
picking up extra shifts is a key factor leading to better relationships. 92n@iggi
extra shifts is seen a behavior that affects equitable treatment. 104: Level of
personal interaction and type of conversation with the DNS determines how W
you know her and affects distribution of additional opportunities in an unfair

manner.

, and

ell

P4

117: Picking up shifts and staying late is seen as a favorable behavior by the
supervisors. 130-131: Participant had an expectation that by initiating a socia
conversation with the leader he would have special consideration in his

performance standards.

PS5

155: A significant age difference affects how she feels about interagtinghe
leader.167-169: Believes that followers picking up extra shifts establistafade
relationships with leaders, and, as a result of this behavior, are given more

favorable treatment, specifically in attendance management. Followeaw/are of
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group status awarded by leaders.

P6

193-195: Willingness to help in multiple areas and tasks is a significant factor
status with supervisors. Group members can distinguish between aides who ;
good” with supervisors and those who are not. Attributes status to these work|

attitudes and ethics.

—h

are “in

P7

219: Picking up extra shifts is seen as desirable behavior by supervisors. 23]
Participant finds it hard to understand the leaders change from reprimanding
asking him soon after to pick up shifts - as a favor. Experiences this as

manipulative.

[0

P8

254: Willingness to work extra is affected by how the supervisor interaittshe
aides. 259: Participant found that the quality of work is a distinguishing factor

status within the group. 270: CNAs with in-group status receive preference fo

for

[

hours distribution. 271: In-group friendship exchanges with supervisors are often

self-serving for the purpose of gaining the benefits of in-group status. 274-276:

Picking up extra shifts and being very agreeable and friendly with supervisors

essential to being one of their favorites.

D.

S

P9

290-291: Participant states she has not seen differential treatment, but then d
describe a difference related to nurses helping aides who are their fasodteot

helping those who are not favorites (in-group/out-group).

oes

P10

307: Common age and interests contribute to better relationships with supery|
320: Participant says that there is not always equal treatment of folloyvers b

leaders. 322: Followers can identify in-group and out-group treatment.

SOrs.

P11

329-331: Common personal backgrounds and interests with her leader help
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participant to have a higher quality relationship than some other aides. 338-339:

Supervisors do have in-groups and out-groups that are influenced by in-group

behaviors such as picking up shifts. 340: More frequent communication from the

leader is a result of being part of an in-group.

P12

392-393: Participant is aware of in-group out-group structure of differentiated

communication and information exchange based on common personal interests.

P13

411-413: Refusal to help out is seen as non-cooperative and leads to less

communication and involvement from the supervisors. 420-423: Participant
understands what behaviors are seen as positive by leaders and has an@xpe
that those who engage in these behaviors will have better relationshipsagrsls
425-428: Knows what in-group behaviors are and sees them as based on

competency and work ethic.

ctati

D
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Appendix |

Personal Conversation is Important

P1

23-27: Participant expressed that time spent in direct contact with the supervi

and in personal conversation as important. 34-36: More frequent personal

sor

communications is important to improving the work climate and commitment to the

work.

P2

44-45: Participant is willing to engage supervisors in conversation but expects
guality collaborative response. A negative response leads to a sense of not b
understood, whereas a positive response encourages further engagement wit
supervisor and also leads to respect for that supervisor as a problem solvee |

engagements with the supervisor lead to motivation for more interaction.

5 a
eing
h the

POsiti

P3

79: Knowing names, speaking directly to individuals, and encouraging open
communication is important. 86-89: Access to direct communication and the
quality of the communication significantly affects the quality of the |le&alkxwer
relationship. Social or non-work related communication is important in getting

know the person and building respect, trust, and job satisfaction.

P4

127-128: Participant feels that one-on-one social exchange is important in en
leaders and followers to build mutual respect and commitment. 144-147: Epig
of initiating social conversation and gauging the receptiveness of the &lade
participant to determine further behaviors. However, participant feels the

supervisor, not the follower, should lead in this transaction.

abling

odes

PS5

159: The intent of a conversation with the supervisor is gauged by the followe

based on trust. 160-161: Leaders initiating conversation is important. 172:

=
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Participant expresses that she does not know the DNS well enough to trust h

D
-

P6

189: Positive feedback and encouragement from a nurse supervisor is extrern

meaningful to participant.

ely

P7

220: The lack of positive feedback from leaders is a topic of discussion amon
aides. 236-237: Personal conversations with the leader are meaningful in buil
positive relationship. Highly transactional conversations do not build positive

relationships. 239-241: Social exchanges and sincere personal greetings, wh
combined with respectful and constructive feedback are important and notice

all group members.

g the

ding a

d by

P8

256: Low-quality communication episodes lead to loss of trust and respect, ar
reduce commitment. 260: Past negative experiences in conversations infheen
type and method of future communications with supervisors. 261-262: An abi
relate to the work of the aides, along with personal interaction, have built trust
respect that leads to even greater acceptance of constructive feadbtaltikection.
283: Empathetic leaders impart a sense of motivation, obligation, and job
satisfaction. Communicating a sense of caring is seen as essentiabto bein
responsive to followers needs. 286: Listening and considering participant’s in

increases her motivation to communicate and commitment.

nd
ce t
ity to

and

put

P9

295-296: Participant’s initial contact with the DNS was positive, but deteoarat
in the level of interaction is confusing and feels unfriendly. The quality of the

communication is the basis for evaluating the relationship.

P10

311-312: Direct communication from the ED and sharing background informa|

one-on-one is meaningful to the participant. 313: Listening is a key leader

tion
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characteristic that she values. 317: Following up directly one-on-one, as guomn

with answers to issues and questions is important.

P11

327: Some level of personal conversation with supervisors is desirable. 332:
Leadership style affects participant’s motivation to communicate andaehigith
the leader. A very directive style reduces follower communication. Leéekmning
names is important to her and indicates a commitment and respect from the |
which encourages further communication from the follower. 355: Taking the ti

for personal conversation and knowing followers’ names builds respect.

S

pader

me

P12

376: Absence of personal communication leads to a negative perception of th
leader. Participant believes that the other aides have the same feeling. 380-3
One-on-one discussion restores to some extent a feeling of ability to comtaur
more freely with the leader. 391: Listening and caring are important leader
characteristics related to professionalism and encourage follower ¢gedba:

Personal greetings and conversation from supervisors are important to set thg

of the environment.

ica

2 tone

P13

406: Personal conversations with her leader are seen by participant as a positive

stage of the relationship, and sharing common interests improves her job
satisfaction. 418: Personal conversation with the supervisor is important for jg

satisfaction.

b
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Appendix J

Competence Affects Relationships

P1

41-43: Participant determined her status primarily by establishing hkretroc
and competency with supervisors. 56-57: More responsibility based on prove

competence supports job satisfaction and a positive relationship with the lead

er.

P2

63: Participant sees positive feedback, including verbal recognition, based on
competency as significant sources of job satisfaction and critical to building

positive feelings toward leaders.

her

P3

90-91: Job performance determines how employees will be disciplined and
monitored by supervisors. Job satisfaction is related to how equitably supervi

treat all aides.

50I'S

P4

113: Participant feels that his years of experience as a CNA provide hinievith

t

status and comfort level to give constructive feedback to the DNS. 121: Identifies

competence and work ethic as favorable behaviors that lead to more direct cq

with leaders.

yntact

PS5

151: If an Aide is competent the supervisor interacts with a higher level trust 4

less supervision.

and

P6

185-187: Good performance and competence are the qualities that lead supe
to recognize and communicate with her. She notices that poorer performers o

have this same relationship with the supervisors.

rvisors

0 not

P7

228-229: Respect for follower competence is important and affects partisipan

relationship with the leader.

P8

245: Participant believes she was able to distinguish herself to the supervisor

tl

base
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on her work performance.

P9

293: Participant perceives performance as a factor leading to more favorable

treatment from supervisors.

P10

326: Competence and work ethic significantly influence the quality of leader

interactions with followers.

P11

341-343: Employees determine their status primarily by establishing tbekr w
ethic and competence with the supervisor. 356-357: More responsibility base
proven competence supports her job satisfaction and a positive relationship w

leader.

0 on

ith her

P12

378a: Participant feels her competence is not recognized and that thishadfects

the leader treats her.

D

P13

405: Role episodes that demonstrate competence improved her relationship y
leaders. 414-415: Picking up extra shifts is a positive behavior but not as imp
as an attitude of helpfulness and general competence. 439-441: The quality @

relationships with supervisors is based on work ethic and competency, but alg

depends on an equilibrium of follower input and response from the leader. The

quality levels of leader-follower engagements are observed by followtrs in

workplace.

vith

Drtant

—n

50
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Appendix K
ED/DNS Leader-Follower Interactions are Primarily Transactiandl Often

Intimidating for CNAs

P1

30: Participant has a very transactional (reward/punishment) relationshiphwvit
DNS and ED that leads to nervousness when speaking with them. Participant
attributes this to not knowing anything personal about them. She does not

communicate freely with the DNS and feels intimidated.

P2

42-43: Participant experiences nervous discomfort when needing to speak wi
ED or DNS. Views ED/DNS as powerful and removed from the actual hands-
work of the aids and nurses. Sees them as running the company. Believes m
employees fear interactions and experiences only corrective or punithomsess

the basis for discussions with these leaders.

th the

OSt

P3

85: Feels the DNS status can be intimidating for most aides.

P4

112: DNS is very inflexible and authoritarian.

PS5

174: Rumors regarding specific incidents and unfair treatment negatively imp

participant’s trust in the DNS.

Act

P6

196: Participant has no relationship with the DNS and attributes this as the re
never working directly with her.196-197: She has no relationship with the ED
sees this as a result of no work contact — any contact appears to her to be on
ceremonial. Questions leader’s interest and sincerity in getting to know tle ai

which fosters distrust.

P7

202: Participant described how brief, impersonal, highly transactional

communications from supervisors affect her perception of them as a good lea

sult of
and
ly

de

der —
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they appear to be under stress and not in control. 204: Participant views the leaders

as poor in building relationships, i.e. understanding and listening. Does not fee

| the

supervisors are meeting the role expectations of the aides. 206-207: Fé&els itjta

time to develop relationships with supervisors and that longevity in leadership

important to this process. Feels confused with the frequent changes in leader

[2)

taking place.

P8

S

252: Strong use of authority in one incident did not resolve participant’s concern

and led to a significant loss of respect for the leader.

P9

297: Since meeting the DNS at the interview and orientation their relationship ha

changed, and the participant now feels intimidated by the DNS.

P10

314: Participant has had only transactional communications with the ED via staff

meetings, memos, and payroll stuffers. 316: Conversations with the DNS have

transactional and primarily based on the initial employment interview.

P11

been

351-353: Due to lack of direct contact with the ED and DNS, the participant gees

them only as administrators, not as leaders.

P12

377-379: Leader interactions with participant changed from open and supportive

during the on-boarding process to very cold and direct. These changes are

confusing and intimidating. This change has led to low job satisfaction. 396-397:

Participant sees the ED as very formal in his relationship with aides and sades

U7

measure of the distance between them, that he does not know their names.

P13

438: Lack of direct contact or conversation with the ED leads to a feeling of

intimidation and that the ED does not understand the roles of the CNAs.




