Revista
Brasileira
de Enfermagem

REBEN)

ORIGINAL ARTICLE

Transformational leadership: journal club for
emergency and intensive care nurse managers

Lideranca transformacional: clube de leitura para enfermeiros gerentes de urgéncia e emergéncia

Liderazgo transformacional: club de lectura para enfermeros gerentes de urgencia y emergéncia

Maria Valéria Pereira'
ORCID: 0000-0002-0472-6920

Wilza Carla Spiri'
ORCID: 0000-0003-0838-6633

Regina Stella Spagnuolo'
ORCID: 0000-0002-6977-4165

Carmen Maria Casquel Monti Juliani'
ORCID: 0000-0002-3734-2317

'Universidade Estadual Paulista. Séo Paulo, Sdo Paulo, Brazil.

How to cite this article:

Pereira MV, Spiri WC, Spagnuolo RS, Juliani CMCM.
Transformational leadership: journal club for
emergency and intensive care nurse managers.

Rev Bras Enferm. 2020;73(3):€20180504.

doi: http://dx.doi.org/10.1590/0034-7167-2018-0504

Corresponding author:
Wilza Carla Spiri
E-mail: wilza.spiri@unesp.br

EDITOR IN CHIEF: Antonio José de Almeida Filho
ASSOCIATE EDITOR: Priscilla Broca

Submission: 06-22-2018 Approval: 04-29-2019

ABSTRACT

Objectives: to understand the meaning of transformational leadership and develop an
educational intervention addressing this theme. Methods: content analysis and action
research for the collective construction of an educational intervention addressing management
practices and their association with transformational leadership. The setting was the emergency
and intensive care network, and nine nurse managers participated in the research. Data was
collected from recorded and individualized interviews, and by using the journal club strategy.
Results: the unveiled themes were: factors related to the team, to the leadership processes
and to the leader. Difficulties in decision-making and planning processes were revealed; the
leader needs to work in teams, which in turn should be appropriately sized. The journal club
and planning model used provided the praxis of this work. Final Considerations: reflection
and training for the development of transformational leadership were fundamental to solidify
the decision-making processes involved in the managers' practice.

Descriptors: Leadership; Professional Practice Management; Nurses; Emergencies; Qualitative
Research; Nursing.

RESUMO

Objetivos: compreender o significado de lideranca transformacional e desenvolver uma
intervencéo educativa sobre lideranca. Métodos: andlise de contetido e pesquisa-agao para
a construcdo coletiva de uma intervencédo educativa sobre a pratica gerencial e sua interface
com a lideranga transformacional. O cenério foi a rede de urgéncia e emergéncia e participaram
nove enfermeiros gerentes. A coleta de dados foi por meio de entrevistas dudio gravadas e
individualizadas e pela estratégia do clube de leitura. Resultados: os temas desvelados
foram: fatores relacionados a equipe, aos processos de lideranca e ao lider. Revelou-se
dificuldades no processo decisorio e no planejamento; o lider necessita trabalhar em equipe
e com dimensionamento de pessoal adequado. O clube de leitura e a matriz de planejamento
utilizada proporcionaram a préxis. Consideragoes Finais: a reflexdo e instrumentalizacéo para
o desenvolvimento de lideranca transformacional foi fundamental para a prética dos gerentes
solidificando o processo decisério no gerenciamento do servigo.

Descritores: Lideranca; Gerenciamento da Pratica Profissional; Enfermeiros; Emergéncias;
Pesquisa Qualitativa; Enfermagem.

RESUMEN

Objetivos: identificar el significado del liderazgo transformacional y desarrollar una
intervenciéon educativa sobre liderazgo. Métodos: andlisis de contenido e investigacion-
accion para elaborar colectivamente una intervencion educativa sobre la practica gerencial y
su interfaz con el liderazgo transformacional. Se realizé en la red de urgencia y emergencia, y
participaron nueve enfermeros gerentes. La recoleccion de datos se hizo mediante entrevistas
grabadas en audio individualmente y también mediante la estrategia del club de lectura.
Resultados: los temas desvelados fueron los factores relacionados al equipo, a los procesos
de liderazgo y al lider. Se revelaron dificultades en el proceso decisorio y en la planificacion;
el lider necesita trabajar en equipo y con el tamaro del personal adecuado. El club de lectura
y la matriz de planificacion utilizada proporcionaron la praxis. Consideraciones Finales: la
reflexién e instrumentalizacidn para desarrollar el liderazgo transformacional fue fundamental
en la practica de los gerentes, lo que fortalece el proceso decisorio en la gestion del servicio.
Descriptores: Liderazgo; Gestion de la Practica Profesional; Enfermeros; Urgencias Médicas;
Investigacion Cualitativa; Enfermeria.
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INTRODUCTION

In the context of health systems, as they work in different units,
nurses perform a set of activities with varying natures. They are
entrusted with the assistance and management of care and of
the health care unit. This process includes the development of
administrative, health care-related, educational and research
activities. Thus, leadership, implied in all these activities, is one
of the fundamental strategies for the praxis of nurses.

Leadership has been studied in a variety of disciplines and
fields, such as psychology, education, management of health
systems and, more recently, in nursing. Within these areas, the
concepts of leadership include four key elements in their defini-
tions: leadership is a process, it involves influence, it occurs within
a context or a group and it implies in the achievement of goals
that reflect a common vision™.

One of the styles that is related to the development of leader-
ship skills and of the skills of the team itself is transformational
leadership (TL). It considers a relationship based on trust, which
positively influences both the leader and those led, making the
organizational goals and objectives a collective purpose. Trans-
formational leaders know the organization’s culture and values,
stimulate creativity and innovation, support and promote changes
and fundamentally seek to cultivate these values and behaviors
in their functional body®.

Transformational leaders are passionate about an ideal, in-
spiring and motivating those led by them to transcend their
own interests for the good of the organization, modifying their
ways of thinking and helping them look at issues from different
perspectives. They are able to encourage others to give their best
for the achievement of the team’s goals. They offer individualized
consideration and intellectual promotion to their team members,
in addition to having charisma®.

TL is a form of social influence that has wide applicability in
nursing, as it is a style of leadership that inspires and empowers
followers to achieve extraordinary results by transcending and
aligning the objectives and goals of followers and groups, being
a distinct model that provides support to organizations in the
pursuit of results®,

The emergency and intensive care sector is a scenario where
the participation of nurses is essential. The nurses in this sector
need to adopt participatory leadership styles, share and/or del-
egate duties, with the main skills needed for the management of
care being communication, interpersonal skills, decision making
and technical competence®.

Among the different areas of action of nurses, in emergency
and intensive care, setting of this research, their activities include
participation in the ongoing education process, both as facilitators of
this process and as apprentices, because emergencies and intensive
care require a comprehensive and up-do-date set of skills. Thus,
strategies that facilitate the exchange of knowledge are essential.

The journal club strategy presupposes the use of social learning
activities to integrate new knowledge in a context of experiences that
have already been had.This strategy is described in the literature as
beneficial to the development of nurses for improving their ability
of evaluation, promoting the use of clinical evidence in practice
and creating a permanent forum for discussion and education®.
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Considering the relevance of this topic, the research was
developed based on the following questions:

Are the nurse managers of the emergency and intensive care
systems developing themselves in TL? How to promote the de-
velopment of this network’s managers for the effective exercise
of leadership? Are these managers familiar with TL?

OBJECTIVES

To understand the meaning of TL from the perspective of nurs-
ing managers in an emergency and intensive care network, and
use the journal club strategy to develop a learning environment
for the exercise of TL.

METHODS
Ethical aspects

This study was developed according to resolution No. 446 of
the National Health Council, of 12 December, 2012, having been
approved by the Research Ethics Committee of Anhanguera
Educacional.

Methodological framework

A qualitative approach anchored in two steps was adopted,
based on the scope and reach of the objectives proposed.

In the first step, content analysis was conducted, because
considering the universe of qualitative research, the choice of
method and data analysis techniques requires a multifaceted
perspective on the data collected due to the plurality of mean-
ings inherent to its polysemic character. This method comprises
a set of research techniques, the purpose of which is the pursuit
of the meaning or meanings of a document®.

Studies in the fields of nursing and education have been ap-
plying data analysis to a variety of data with different levels of
interpretation and multiple meanings. The term “condensation”
is described as the process of reducing reports, while preserving
their essence. The theme, expressed by the text’s latent content
(interpretative level), may comprise several categories and can
also be divided into sub-themes®.

In the second step, action research was adopted for allowing
the interaction between researchers and participants, enabling
the transformation of practice with active participation in the
educational action®. In this study, strategic action research was
used, i.e.,, when the transformation is planned in advance.
The journal club strategy was adopted for this action®, as it
presupposes the use of social learning activities to integrate new
knowledge in a context of experiences that have already been
had.The data gathered in this step were also analyzed according
to the content analysis technique®.

Study setting and period
The study’s setting was the emergency and intensive care

network of a municipality in the state of Sdo Paulo, in the period
from January 2015 to January 2016.
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Study sample

A convenience sample was used. The lead researcher discussed
the design and objectives of the research with the participants,
obtaining theirinformed consent and ensuring the confidentiality
and protection of the data.

There were 10 nursing managers in the recruitment period,
all of whom were invited, and nine accepted to participate in the
research. All nine participated in step one, and seven participated
in step two.

Data collection and analysis

In step 1, the data was collected from individual interviews with
open-ended questions. The interview plan consisted in checking
the participants’ availability, ensuring that the interviews’ envi-
ronment was adequate and safe, and asking permission for the
interview to be recorded in audio. The guiding questions were:
“Please tell me your experience with leadership.”and “What does
transformational leadership mean to you?”

The testimonials were individually analyzed and identified by
the letter A, corresponding to the interviewee’s condition as nurse
manager, followed by the number of the interview. The data were
analyzed according to the content analysis technique®. After
the individual analyses, a global framework was built with the
themes that emerged from the reports, which were categorized
into the themes and sub-themes validated by the participants
at the time of the educational intervention.

In step 2, the journal club was held, considering the establish-
ment of a learning environment from the articulation with the
emergency and intensive care network’s coordinating body,
which provided the location for the meetings and encouraged
the managers’ participation.

The participants and the lead researcher agreed on the number
and period of the meetings, and the topics of discussion were
planned by researcher with the participants’ consent.

Three meetings were held. In the first one, group activities were
performed for the participants to introduce themselves, having also
been used to understand their expectations, explain the purpose
of the study, establish the bond of trust between participants
and researchers, plan the meetings (date, duration, strategies
and themes), read the text about TL, develop the case study on
practical reflections about leadership, and evaluate the meeting.

In the second meeting, the SWOT matrix was presented as a
tool to be used, with the discussion of its use and applicability in
managerial practice; also, a text about leadership in emergency
and intensive care was read, and the meeting was evaluated.

The third and final meeting involved the reflection about the
result of the SWOT matrix’s development in the context of practice,
as well as the evaluation of the response to the meetings, with
the use of an instrument constructed for this purpose.

All meetings were preceded by a snack to promote the par-
ticipants’ relaxation.

The data were analyzed while considering the diagram proposed
for the action research: planning, development, description and
evaluation of the educational process, and discussed according
to the theme: leadership and management.
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RESULTS

The participants were all female, aged 38 years old on average,
having been in the position of managers from three to 20 years.

Step 1 - Analysis of the interviews

In step 1, the nurses characterized TL according to aspects
involving the team, the processes of leadership and the role of
the leader. Thus, the themes unveiled were: factors related to
the team, factors related to the leadership processes, and factors
related to the role of the leader. Figure 1 represents these themes.

TEAM

TRANSFORMATIONAL
LEADERSHIP

PROCESS LEADER

Figure 1 - Themes unveiled
Team-related factors

This theme covers the sub-themes: TL and team training and
team empowerment. These sub-themes revealed that it is necessary
that the nurse considers the holism, respects the individualities,
recognizes and promotes the skills, capabilities and potential of
each team member. It is important that, during the work process,
the nurse offers participation opportunities, encourages a com-
mon language and shares and searches for solutions to problems,
always trying to hear the team. They say in the reports:

We all need to speak the same language, the team needs to be
on the same page. (A1)

Us nurses need to take the lead and pull the team close to us, I've
always worked alongside them. (A4)

In the subtheme that relates TL and the team’s training, it was
emphasized that nurses try to use their leadership to reconcile
the organizational objectives with those of nursing, seeking the
improvement of professional practice and the dissemination of
adequate care practices.
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My experience as a leader is training them, trying to motivate
them to work so that this always happens. (A1)

The team empowerment subtheme made it possible to articulate
therole of TL in the nurses’daily work routine. From the perspective
of the participants, team empowerment is related to autonomy and
to the provision of safety through knowledge, and thus, to categori-
cal decision making so as to standardize the conducts and offer the
team a direction for the development of their technical skills.

Autonomy shows that the group supports you. I think it'simportant
that they find a reference in you. (A4)

Factors related to the leadership process

This theme revealed the sub-themes: (mis)understanding
of the concept of TL; TL and the perception of the concept of
leadership; TL and the development of leadership; TL and the
challenges of leadership; and TL and the strengths of leadership.

From the perspective of the participants, these sub-themes
relate to the process of leadership and to the ways of exercising
it, as well as to the concept assigned to TL.

Thus, the subtheme pertaining to the (mis)understanding of
the concept of TL showed that the premises of TL are identified and
perceived by the nurses asimportant, although not yet fully present
in their everyday life. They stressed the importance of developing the
practice of leadership and the necessary skills for its exercise. However,
they confuse knowledge, routines and techniques with leadership,
and express difficulties leading the work of their collaborators.

Transformational leadership... look, | don’t know that much about it,
but | believe the transformational leader is the one who transforms
the environment somehow, because he has the necessary knowledge
and the willto modify it. He does not simply come and fulfill his role as
manager. | believe that's what it is, that it brings a new proposal. (A9)

From its name, | understand that TL is something that ensures
the participation of all members in that team, so that the leader
is not the only one who knows everything, who has control over
everything, who is the only one to offer guidance. (A7)

The subtheme pertaining to TL and the perception of the
concept of leadership emphasized that each leader has his/her
own leadership style, and that determining which style is more
appropriate is controversial, since it seems that everything varies
depending on the situation.

The subtheme pertaining to TL and the development of
leadership revealed the importance of training and perspective.

He [the leader] is not born readly. | think he evolves and grows with
time, but some ofthis growth also relates to the work environment. (A8)

The subtheme pertaining to TL and the challenges of leader-
ship emphasized that the pressure on leaders increases with the
need to understand the roles and responsibilities associated with
their function. The main challenges relate to the proper sizing of
the nursing staff, as there is a shortage of workers; to the manage-
ment of the existing conflicts between the nursing staff and the
multidisciplinary team; to the public management model that
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prevents effective evaluations and decision making on the part of
managers; to interpersonal relationships; to the devaluation of the
professionals caused by unequal wages; to feelings of impotence
in the decision-making process, and to stress in the work context.

These challenges engender physical and emotional damages
and demotivation. They say in the reports:

How to manage a small staff while offering 24-hour services to
the amount of patients we see each day, with such a low number
of employees available? (A3)

The greatest difficulty is the financial devaluation of nursing
professionals, which is very unfair. Here we subject ourselves
to emotional and physical wear, it’s very difficult, you deal with
death, with families, you have to deal with them every day. (A6)

The subtheme pertaining to TL and the strengths of leadership
showed that being empowered and empowering the team are
fundamental aspects for management and training, in the pursuit
of continuous improvement and appropriation of consistent
knowledge. The statement below confirms this:

I think training is the only positive aspect of being a leader, it
ensures an enormous differential. (A8)

Factors related to the role of the leader

The sub-themes that emerged were: attitudes of the leader
and coordination of the team’s work.

The participants reported that it is essential that the leader
develops actions that promote respect between the leader and
the team, between team members and between the team and
the users; they also believe that the role of the leader is coor-
dinating and managing the team’s work, negotiating with the
team members and developing their collaboration; evaluating
the workers; guiding the work process; stimulating the team to
perform enjoyable activities that strengthen the bond between
members; encouraging communication and dialogue; offering posi-
tive feedback and showing appreciation for the work performed;
promoting the exchange of knowledge and experiences and
establishing a partnership with the team.They say in the reports:

I notice a lot of respect from the team when the nurse has a leading
position, of guiding the team in what needs to be done. (A2)

Laying low before others, talking to them as coworkers. (A6)

I thank them and then say: “that was a difficult shift, but you
guys killed it". (A5)

Always with a lot of respect and dialogue, which is something
I've always worked with and that | appreciate [...] in leadership,
respect is fundamental. (A2)

Step 2 - Journal club
To promote the development of the managers for the exercise

of leadership, journal club meetings were held, during which
managerial practices and their interface with TL were discussed.
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This step of the research consisted in the collective construction
of an intervention associated with the leadership process to be
developed in the reality of the participants.

The first meeting began with the introduction of the seven
participants, followed by the presentation of the study’s objectives
and purpose of the meetings by the researcher, which resulted in
the validation of the themes and sub-themes that emerged dur-
ing the individual interviews, because all participants recognized
themselves in the results presented.

Then, a presentation using the“Who am 17" strategy was performed,
during which the participants shared ten characteristics that defined
them with those present. The main characteristics described were:
shyness, determination, creativity, optimism, solidarity, stubbornness,
organization, responsibility, flexibility and love of learning.

Subsequently, the participants were asked to manifest their
expectations by writing them on a piece of paper shaped like
a hand, with the goal of understanding the contributions they
could offer and what were their expectations in relation to the
intervention process. During this activity, the participants also
talked about the inconveniences of everyday life: lack of time;
work overload; shortage of material resources; lack of substitutes
to cover for them when they are not in the unit; difficulties with
the demand for service; shortage of personnel; difficulties in the
relationship with users and families, underlined by their disre-
spect towards the team, leading to the professionals’ physical
and psychological exhaustion.

The presentation followed no strict guidelines and all participants
were willing to talk about their expectations, contributions and
annoyances, demonstrating their knowledge and experience in
relation to the work developed at the unit. Their knowledge of and
willingness to work in the emergency and intensive care service
was constantly highlighted by the group, despite all structural
and behavioral difficulties. It was also noted that the participants
felt confident and comfortable enough to express themselves.

Their expectations for the meetings were: development of
tools for the exercise of leadership; improvement in the qual-
ity in work; development of praxis; learning of new concepts;
exchange of experiences; clarification of doubts; expansion of
knowledge; strengthening of bonds of friendship and promotion
of a positive working environment; possibility of reflection and
discussion of work-related issues; establishment of partnerships
and cooperation. They also mentioned their willingness to learn.

After the presentation, a text about a motivating case involv-
ing leadership was collectively read and discussed by the group.
Based on this case, an exercise for the evaluation of skills was
conducted, containing the following items: the skills needed to
strategically influence people; the organization, its vision and future;
the construction of credibility to obtain support from all levels; the
importance of the internal and external policy; the collective effort
to deal with the increasing demands; space and opportunities for
the leadership of third parties; strategies, using one’s “head” and
one’s“heart”; discussion of sensitive issues, including relationships
and talents to enhance the effectiveness of the organization.

There was an extensive discussion about the case, and the
participants considered that the leader is the team’s “safe haven”
and reference. They also said that communication is essential for
the leadership process.
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Subsequently, a text about TL in nursing™” was given to the
participants, to be read and discussed in the next meeting.

An evaluation was performed at the end of the meeting, using
the one-word strategy. The words chosen by the participants were:
productive, interesting, knowledge, reflective and stimulating.
This made it possible to describe the meeting as a supportive
space for reflection.

In the second meeting, the participants were welcomed and
asked about the reading of the text given to them in the previous
meeting, and one of them said:

We don't fully understand the meaning of TL, but all we have some
characteristic of it. (A7)

They stressed that it is vital to seek knowledge to apply itin prac-
tice, and that, based on the text discussed, TL makes collective work
and the development of fairness criteria in a work context possible.
They revealed the difficulties in making fair decisions and develop-
ing strategies to achieve the goals proposed by the organization.

After the discussion and validation of the text, the SWOT ma-
trix"? was presented to them by the researcher as a planning tool,
because it supports the analysis of the environment, identifying
strengths, weaknesses, opportunities and threats.

The participants committed themselves to applying the SWOT
matrix together with their team for discussing it in the next meet-
ing, and an article about nursing leadership in the context of
emergency and intensive care services was given to them, to be
read and discussed also in the next meeting.

In the third and last meeting, the researcher reviewed themes and
activities that had already been discussed in previous meetings, and
reaffirmed the proposals for the day: discussion of the article about
leadership in the context of emergency and intensive care services,
presentation of the SWOT matrix and evaluation of the meetings.

The participants reported that the reading of the article was
very pertinent because it talked about a context that was similar
to theirs, and that the literature review presented is relevant to
practice. Leadership in this scenario assumes a fundamental role,
because it is from it that the synchrony of teamwork, good quality
of service, and reduction in medical and nursing care errors are
obtained, generating better results for the patient.

It was also expressed by the participants that the graduate
courses in nursing do not properly prepare students for the exercise
of leadership, and that nurses do not typically pursuit development
in this area. It was explained that the decision-making process in
emergency and intensive care units needs to be agile, and thus,
leaders need to always be able to make the best decision. They
said that the leader must be able to work alongside the team.

Subsequently, the strengths, weaknesses, opportunities and
threats of each unit were presented. Some nurses/managers
collected these data along with their team and others did it by
themselves. The researcher used this opportunity to stress the
need for the involvement of the team so that TLis actually devel-
oped and put into practice, because the team’s participation is
fundamental for the development of proposals and construction
of new projects, as well as crucial so that improvement processes
are solidified and executed. It was considered that the team has
great potential for the construction of new projects, and that
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the instrument presented can support the development of the
organization’s skills and problem-solving strategies.

After the presentation, the researcher concluded the meetings,
clarifying that it was not her intention to exhaust the subject,
because it raised awareness in relation to the theme of leadership,
and suggested, according to the participants’own demand, the
creation of spaces for the exchange of experiences and reading of
scientific articles, with the purpose of strengthening their actions.

An evaluation proposal was given to the participants, suggest-
ing two types of evaluations, which were accepted and validated
by the group. The first evaluation included four scores, the first
being great, the second good, the third regular and the fourth bad.
The scores were related to the meetings’ objectives, importance
to professional performance, importance to education, contents,
methodology, group relationships, knowledge of the research-
ers, motivation of the researchers, possibility of resuming the
meetings, and dedication of the participant.

All scores were great or good.

The second evaluation had three open-ended questions: | did
not expect it but it happened; | was a little disappointed with ...; If
| were to talk to a colleague about this educational intervention,
| would say that...

The participants’ answers were: “I did not expect” that the
research could assist in practice, providing motivation for study-
ing about the subject, being important to the development
of leadership, enabling gratification and professional growth,
supporting open discussions about various topics, helping with
difficulties and motivation, being an adequate space for venting
and making us feel stimulated to work, “but it happened.”

In relation to “I was a little disappointed with’, participants
expressed having had no time to devote themselves to the
proposed activities and to the articles’ reading, as well as the
distance between theory and practice.

As for how they would talk to others about the educational
process, they stressed that the method used can be applied in
reality, highlighting the importance of participation in studies
with impacts on practice, that the opportunities for personal
and professional growth need to be taken advantage of, that
it is necessary to believe that things can change and that it is
possible to improve the exercise of leadership.

DISCUSSION

The understanding of the participant is supported by the
literature®, because in the field of health, sharing the planning
of strategies and the division of tasks, cooperating, collaborating
and interacting democratically are necessary for the develop-
ment of teamwork, so as to integrate different actors, knowledge,
practices, interests and needs. Teamwork occurs from the need
to establish common goals and objectives, with a well-defined
work plan, through which each actor may grow individually
and as group, and care centered on the user and community
involved. For the health care provided to have both quality and
efficiency, it is essential to understand the real meaning of being
part of a team¥,

The permanent responsibility for the educational process needs
to be encouraged and promoted in the professionals’ training,

Pereira MV, Spiri WC, Spagnuolo RS, Juliani CMCM.

for the development of an organizational culture that shares
responsibilities between the nursing staff and the institution.

Itis understood that educational activities are included in all
actions in nursing. Therefore, there is a need to promote effective
teaching opportunities, based on the awareness of the value of
education as a means of growth of nursing professionals, as well as
the recognition of their educational function in the development
of the work process, because for them, knowledge is a necessary
value in everyday life and it is the basis of their actions®,

In what concerns the empowerment needed for leaders to act
autonomously in the work context of nursing, the literature indi-
cates the need for the individual construction of nurses, through
which the various individual and collective social subjects and
actors become aware that they have the ability and competence
to produce, create, manage and transform their own lives, their
surroundings, becoming the protagonists of their own stories,
with influence over the processes that determine their trajecto-
ries"”), Thus, training nurses and defining their responsibilities
is the only way for them to gain autonomy in their practice®.

It was noted in the reports of the participants that, while
developing the practice of leadership, in relation to the essential
skills for its exercise, knowledge, routines and techniques were
confused with leadership, the theme and style of leadership being
considered unknown. The existence of difficulties in leading the
work of collaborators was also revealed. Addressing the develop-
ment of work is necessary, seeing as leadership actions arise from
the difficulty of the moment, not being clearly structured and
in accordance with the demands and difficulties of a leadership
knowledge that is necessary, appropriate and focused on the
indefiniteness of the employing institution".

Leadership is a necessary and required competence of nurses.
Health institutions seek professionals who are able to exercise it
to achieve effective results. Their apprenticeship begins in higher
education and continues permanently. When managing the
team, receiving and giving feedback, making decisions, resolving
conflicts,among others, nurses develop themselves as leaders".

The development of leadership is a strategic and instrumental
revitalization which has the goal of providing skills and perspectives
for managers to become leaders of their subordinates, in the pursuit of
concrete results and the continuous improvement of performance®.

It is important to rethink the role of leaders in the public
sector, since excessive transactional leadership leads to the low
involvement of employees. This is confirmed by the performance
measure revealing that the team’s professional commitment cor-
responds to the lowest performance index. The analysis identified
eight actions required in the management of health care that
are carried out by nurses in their everyday life: 1) appropriately
sizing the nursing staff; 2) exercising leadership in the workplace;
3) planning nursing care actions; 4) educating and empowering
the nursing staff; 5) managing the material resources; 6) coordi-
nating the care process; 7) performing health care practices and/
or more complex procedures; and 8) assessing the outcomes of
the nursing actions®". Thus, the understanding of the role of the
leader revealed by the participants is supported by the literature
on this subject.

One strength is related to participatory management, where
the inclusion of nurses in the decision-making process, an efficient
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communication system, the promotion of permanent education
and the demonstration of ethics in the workplace can lead to
greater commitment on the part of these professionals in the
care of patients. In addition, organizational culture elements can
subsidize nurses when confronting the complexities of care®?.

The strategies developed in the journal club allowed the
nurses’'familiarization with tools for the development of leader-
ship. The SWOT matrix is based on strategic thinking, facilitat-
ing the development of opportunities by offering a clear and
objective perspective. It is one of the most common practices
of companies and an essential tool for an organization, as it
allows the organization to become aware of its strengths and
weaknesses in the internal environment, and of its opportunities
and threats in the external environment, so that managers may
draw up strategies to obtain a competitive edge and improve
organizational performance’?,

The participants understood that, in all levels of care, nurses
play a key role as members of the intensive care team, whether
in the direct care of patients, in the management of their team
and workplace or in permanent education, seeing as the work
in an emergency unit is dynamic, and the health team involved
is what determines the service’s functional competence, with
doctors and nurses playing imperative roles in this process®.

The study revealed that the adoption of participatory strategies
in nursing allows the workers’ recognition of the need to open
spaces for the discussion of their practices. The literature confirms
this result, because it shows that these spaces provide autonomy,
knowledge, creativity, responsibility and commitment@?,

The participants of this research also expressed the importance
of spaces for the improvement of their work. The journal club
strategy has been referred to in the literature as a formal part
of nursing education programs, with activities for the renewal,
understanding and application of nursing knowledge in practice,
thus contributing to evidence-based practice (EBP). In addition,
the journal club strategy offers to nurses essential skills for critically
reading what has been produced in the literature and analyzing
the potential impact of this production on practice. Nurses who
actively participate in this strategy can develop methods that
support and develop EBP in the healthcare organization where
they are inserted®.

Considering the emergency and intensive care sector as
fundamental to users, a study?® corroborates the results of this
research, as it found that leadership in this sector requires the
ability to deal with people with different thoughts, opinions and
personality in a participatory and dialogic manner, despite this
being a very dynamic and busy service.

Pereira MV, Spiri WC, Spagnuolo RS, Juliani CMCM.

Study limitations

The limitation of the study refers to the small number of par-
ticipants and to its context being restricted to a specific reality.

Contributions to the field of nursing

The adoption of strategies that promote the teaching-learning
process in the context of professional practice, in particular the
management process, are fundamental for their more compre-
hensive use by nurses. In this sense, the adoption of the journal
club strategy and the active participation of all involved are
strengths of this study and may contribute to other contexts.

The study also contributed to the advancement of science, in that
it revealed factors involved in the development of TL in a dynamic
setting with very particular specificities, as is that of emergency
and intensive care, unheard of in the context of research in nursing.

FINAL CONSIDERATIONS

The initial ideas and questions became concrete with the
team’s participation and, in this way, the initial assumption was
validated, the nurse’s leadership in the context of emergency and
intensive care being influenced by the services’structure and by
the challenges of the acquisition of knowledge about leadership.

The development of leadership skills such as involvement,
empathy for the team and the ability to influence and act enthu-
siastically is currently one of the challenges of nursing leaders.

It was found that some of the assumptions of TL were identified
by the nurses and highlighted as important, but they are not yet
fully present in the professionals’ everyday life.

The adoption of the journal club strategy stimulated the
team to seek tools of support to the development of their work
in research and studies on TL, revealing the need for training,
appropriation and empowerment in the exercise of leadership.

The spaces of discussion allowed the participants to reflect on
their realities and develop strategies based on their strengths and
weaknesses, so as to provide clearer guidance for the resolution
of problems alongside their team.

The pursuit of knowledge and tools for the development of TL
are necessary in the practice of managers, supporting the decision-
making processes involved in the management of health care
services. Nurses, while leaders, must seek continuous improve-
ment, combining technical-scientific knowledge and leadership
skills to meet the organization’s expectations as well as those of
the team, with more critical, participatory and reflective practices.
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