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Abstract 
The purpose of this study was to determine whether Transformational Leadership (TFL) has a positive 

impact on the cohesion of Self-Managed Work Teams (SMWT) within a Nursing Home for Elderly People. 

This was done by researching the viewpoints of members of SMWT on the leadership given by their team 

leaders. It also investigates how the team members experienced the cohesion of the team. The research 

reflects on how the leadership style influences the cohesion of the SMWT and proposes a way to improve 

this cohesion by focusing on TFL development. The Grounded Theory methodology was used in this 

qualitative research to explain how the interaction between the leadership style and team cohesion works 

and to develop a theory that emerges from the reality that the theory is developed to explain (Jing, 2010). 
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1 Introduction 
Self-Managed Work Teams (SMWT) determine themselves how a certain goal is being fulfilled. A SMWT 

is also named self-directed work team, autonomous work group, self-managed team, and other terms 

(Yeatts & Seward, 2000; Bhatia, 2012; Silverman & Propst, 1996; Franz, 2012, 2004; Forsyth, 1999). They 

preferably consist out of up to 16 people and make their own decisions on how to implement the 

equipment, planning and coaching (Holbeche, 2006).  

Existing theory around the effectiveness of SMWT within Nursing Homes for Elderly People (NHFEP) is 

difficult to find because the use of SMWT in NHFEP is still very rare. The outcome of different analyses 

show that there is still a command and control management structure within most NHFEP after 

implementation and use of SMWT (Yeatts & Seward, 2000). Effective SMWTs have positive team cohesion. 

NHFEP are not aware of which leadership style is best suited to guide SMWT towards a better team 

cohesion. This lack in team cohesion of many SMWT within NHFEP is probably related to the absence of 

having a proper leadership style to guide these SMWT (Legatt, 2007; Borrill, et al.,1999; Yeatts & Seward, 

2000). 

This dissertation aims to provide a better understanding towards TFL as the preferred leadership style to 

improve the SMWT cohesion within NHFEP. The study will investigate if TFL is best suited to improve the 

SMWT cohesion within NHFEP. This is done in a unique situation where new SMWT are formed within a 

NHFEP where the management structure is still hierarchical and transactional in nature. These SMWT 

have difficulties in creating effective team cohesion. Will SMWT cohesion benefit from the TFL Style? 

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

Can the team cohesion of self-managed work teams within Nursing Homes for Elderly People be 
positively influenced by transformational leadership? 
 
This study tries to clarify this relationship between TFL and SMWT cohesion and as a secondary 
challenge formulates a guideline on leadership development improvements. 
 
The research objectives are to: 
 

1. Critically review theories and possible evidence of the relationship between TFL and SMWT 
cohesion relevant to NHFEP. 

2. Evaluate how TFL influences SMWT cohesion within a NHFEP. 

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

1.1 Relevancy of the Study 
TFL is build up on transactional leadership and it produces levels of effort from followers that go beyond 

what could be achieved with a transactional approach (Senior and Fleming, 2006; Robins, 2005).  
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Momentarily many NHFEP are in a transition phase between old hierarchical team structures towards 

SMWT. They find it very difficult to define the proper leadership style to guide these SMWT. It seems that 

the old hierarchical management structures and the transactional leadership style are not very well suited 

to cope with these new SMWT. They do not improve the cohesion of these teams and this results in SMWT 

that are not able and allowed to manage themselves; which is in essence their rationale of existence. 

These difficulties and the search for the right leadership style to make a successful transition towards 

effective and highly cohesive SMWT, was the motivation to research the expected positive influence of 

TFL on SMWT cohesion. The literature review tells something about the relationship and positive influence 

of TFL on SMWT cohesion. The semi-structured interviews - combined with the nonparticipant 

observations - investigate the relevance of these outcomes within a real-life situation where SMWT are 

introduced. The results of this study can be used during future transitions within NHFEP from hierarchical 

managed teams towards SMWT.  

1.2 Methodology of the Study 
This study uses the qualitative research method. Qualitative research examines the nature of (human) 

phenomena. The phenomenon being analyzed in this research is the presumed positive influence of TFL 

on the cohesion of SMWT within a NHFEP. This research analyzes what the different forms are of the 

specific phenomenon being analyzed. What are the different perspectives under which this phenomenon 

can be considered and in what context does it occurs (Philipsen & Verbooy-Dassen, 2004)?  

The qualitative research used in this study is characterized by its analytical goals being the development 

of categories, the elaboration of concepts and the formulation of a theory. As a result of this analytical 

openness, the research design shows successive phases. Each of these phases bear their own objectives 

and specific demands for data collection, textual analysis and analytical reflection. Three steps in 

qualitative analysis are presented here. Firstly the use of interpretative analysis using open coding, 

secondly comparative analysis using axial coding and thirdly integrative analysis using selective coding 

(Wester, 2004).  

This research approach falls into the category of Grounded Theory (GT) developed by Glaser and Strauss 

(1967). GT is a general research method which guides this study on the matters of data collection and it 

details strict procedures for data analysis. It enables this research to seek out and conceptualize the latent 

social patterns and structures of the area of interest through the process of constant data comparison. 

Initially an inductive approach was used to generate substantive codes from the data. In a later stage the 

developed theory suggested where to go next to collect data, formulate new and different codes and 

categories and which questions to ask (Scott, 2009). 

Conforming to the GT research methodology, the primary data for this study was collected and analyzed 

until theoretical saturation was reached (Hollander, 2012). 
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Figure 1: GT Process (adapted from Punch, 1998, used by Hollander (2012))  

1.3 Overview of the chapters 
The following structure is used in this research: 

 Chapter 1: Creates a context for the research. 

 Chapter 2: Provides the theoretical surrounding for the research. 

 Chapter 3: Outlines the methodology and design of the research. 

 Chapter 4: Forms the presentation of the qualitative data.  

 Chapter 5: Discussion of the results, limitations, reflection and recommendation. 

 Chapter 6: Final Conclusion. 

 

  



  

 

8 | P a g e  
 

2 Literature Review 
This part of the research is to analyze if and how TFL can be of influence on team cohesion. The literature 

review is divided into three parts (1) leadership, (2) (self-managed work) teams and (3) team cohesion. 

2.1 Leadership 
There is no final definition of leadership and it is classified under many different names in the past 50 

years. It can be described as “a process whereby an individual influences a group of people to achieve a 

common goal” (Stogdill & Bass, 1990; Northouse, 2004). This indicates that the members of the group 

must comply with this goal or else it is not common and shared. 

Without mentioning all the different meanings of leadership, most definitions reflect the assumption that 

it is some sort of process whereby intentional influence is used over other people to guide, structure, and 

facilitate activities and relationships within a group or organization. Although some have questioned 

whether leadership is even useful as a scientific construct (Alvesson & Sveningson, 2008), most behavioral 

scientist and practitioners still believe that leadership is a phenomenon of importance that influences the 

effectiveness of people and organizations (Yukl, 2006). 

Leaders should attract people and fill them with energy and offer characteristics that they want to follow. 

The process of influencing the activities of an organized group towards goal achievement (Rauch & 

Behling, 1984) is in line with Northouse (2004) and again implies having common and shared goals. 

Leadership is closely related with followership and without followers leadership is not possible (Yukl, 

2006).  

To attract people, leaders must create and maintain an environment that motivates and facilitates 

members to create an effective workforce or team (Barnum & Mallard, 1989). After having made the 

shared goals clear to the group, the leader must motivate and direct the members of the team towards 

these shared and common goals (Blankenship et al., 1989; Stokes & James, 1996). This attraction has 

nothing to do with ordering people the way to go, but merely showing these shared goals such that they 

want to go to this destination themselves as a unified team (Moidon 2003). 

2.1.1 Leadership Styles 

There are different leadership styles. It can be focused on individuals, teams, groups and whole 

organizations. This focus determines the leadership style needed for SMWT cohesion improvements. 

Furthermore the situation and the type of organization, group, team or individuals are of influence on the 

leadership style that will be the best fit (Carnal, 2007; Senior and Fleming, 2006; Kotter, 1997; Kotter, 

2012; Holbeche, 2006; Yeatts & Seward, 2000). 

2.1.2 TFL vs. Transactional 

Three main types of leadership styles can be found most often in different kind of organizations; Non-

transactional, Transactional and TFL. Whereas transactional is more tasks driven, it is TFL that is people 

focused. Within healthcare, which is hierarchical and transactional oriented, there is a development 

towards a more transformational style of leadership (Yeatts & Seward, 2000; Dionne & Yammarino, 2004).  
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Non transactional is a passive form of leadership behavior and often not effective. It is also called laissez-

faire and is characterized by the absence of leadership. It is often considered to be a failure to manage or 

lead (Senior and Fleming, 2006; Isaksen, 2006). 

Transactional leadership behavior is a more effective and active form of leadership than laissez-faire. 

There is a type of exchange between the leader and the follower. The followers receive reward contingent 

upon quality of work, effort and behavior. Punishment is executed to correct poor work, effort and 

behavior (Burns, 1978; Carnal, 2007).  

Three forms of transactional leadership must be mentioned. The first form is management by exception 

passive, which means that in contrast with laissez-faire, the leader will step in when a member behaves 

non-compliant. Problems must become structural before action is taken, afterwards. Management by 

exception active means that problems are actively analyzed and avoided when possible by taking action 

before they come to existence. Both are considered reactionary instead of proactive, the distinction is the 

passage of time (Bone & Judge, 2004). The last form of transactional leadership is contingent reward and 

is considered the most active form of transactional leadership. This leadership behavior engages in 

contractual agreements related to specific tasks with rewards for successful completion, which can have 

a positive effect on team cohesion (Avolio, 1999). 

TFL is considered the most effective and active leadership style and literature shows that TFL is the most 

beneficial style related to the leader-follower relationship (Shibru & Darshan, 2011). TFL is focused upon 

building relationships with team members based on emotional, personal and inspirational aspects. These 

human focused elements of TFL have a positive influence on team performance and cohesiveness (Senior 

and Fleming, 2006; Carnal, 2007; Goleman, 1998; Laan van der, 2012; Dionne & Yammarino, 2004; Doody 

& Doody, 2012). 

Research within the hospitality industry show that TFL stimulates the creativity of team members during 

job execution. There is also a relationship between TFL and self-efficacy. The complexity of the job creates 

a positive incentive to stay focused, creative and improves self-efficacy (Wang, Tsai & Tsai, 2014). TFL 

motivates through creating challenges for followers during inspirational motivation and the intellectual 

stimulation improves the generation of more creative solutions to problems while individual 

consideration is the foundation for self-fulfillment (Bass & Riggio, 2006) that can lead to self-efficacy. This 

self-efficacy is probably an important element within SMWT where the team and its members must decide 

on their own how to do the job execution.  

2.1.3 Leadership in Healthcare 

For some decades different external forces have influenced the healthcare environment to become more 

efficient. Several issues such as health care reform, managed care and focused medical review have made 

health care organizations more aware to evaluate and find ways to increase productivity and decrease 

operating costs (Mears, 1994). 

The nurses and care assistants working in the elder care sector represents a diverse group in terms of age 

and ethnicity. This needs to be recognized, valued and utilized to not only enhance the care given but also 

to be better able to use and align the proper leadership style to make it a useful fit. 
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The workforce working in many NHFEP does not reflect the profile of the group they have to take care of. 

There is some evidence that suggest that nurses from these ethnic groups have been directed into the 

less attractive and lower positions within nursing such as NHFEP. It is therefore save to assume that the 

working force and staff within NHFEP is different from that within other nursing settings and 

environments. The same is true related to the age of this workforce (Editorial, 1997; Moiden, 2003; 

Igansky et al., 1998; Baxter, 1988). This all means that the leadership style chosen must be aligned to these 

different settings. 

It has not always been a high priority for staff nurses to improve satisfaction, productivity and efficiency 

because of the fear that this might compromise the nursing care for patients. These times changed and in 

currently productivity has become an important concept in healthcare. These productivity concerns are 

addressed by leaders responsible for the many key decisions in resource expenditures. Nurses or care 

givers now in management positions are often and mainly focused on increasing productivity (Levine, 

1985; Moiden, 2003). 

It is being recognized that staff productivity does not only depend on how hard the individual members 

work. Investigation shows that having little control over your own work and low social support from the 

leader and colleagues have negative effects on self-esteem, the sense of belonging to the team and 

eventually will decrease productivity. On the other hand when leaders are aware and concerned about 

the needs of the team members they work with and are aware of the social and physical conditions that 

effect the working environment, then improvement of productivity, the sense of belonging, efficiency and 

self-esteem of the members can be made possible (Karasek & Theorell; Moiden, 2003; Levy & Wegman, 

1995). The leader must therefore establish an inspiring, innovative and motivating philosophy of 

productivity and make it shared among the team members through inspirational motivation. 

Leaders within a nursing setting should be the designers and motivators of structural change who can 

utilize the skills, capacities and motivation of SMWT members through the elements that TFL offers, like 

individualized consideration, intellectual stimulation and inspirational motivation. TFL is all about taking 

care of the physical and psychological needs of the members that are being led. Through increased social 

support the self-esteem of the members can grow. This can have a positive effect on their personal social 

and psychological health and quality of the care given. 

2.2 Teams 
A team can be described as a group of people with different skills and different tasks, who work together 

on a common project, service, or goal with a meshing of functions and mutual support. Characteristics of 

effective teams are that the purpose, mission or main objectives are known and understood by all team 

members. The communication in the team is open and there is sufficient leadership available in the team. 

There is regular review of how well the team is performing toward achieving its purpose and there is an 

agreed organizational structure to the team. Finally there are adequate resources available to permit the 

team to perform its functions; including skills, tools, facilities and budgets. Synergy exists so that the team 

performs in a way that is greater than the sum of its parts (Senior and Fleming, 2006; Carnal, 2007; Kotter, 

1998; Von Stamm, 2008; Lawler, 2006). 
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In today’s healthcare environments a new decision making process is needed. The world of today is rapidly 

moving and changing and the same is true for the health care environment. Within these changing 

environments individuals and weak committees often do not have all the information needed to make 

good non-routine decisions. They also do not seem to have the time and credibility required to convince 

others to make personal sacrifices needed for implementing changes. Under these circumstances only 

teams with the right composition and sufficient trust among their members can be highly effective (Kotter, 

1998). 

When members are committed to form and belong to a team, then a team can become effective and 

successful. There must be a certain amount of willingness to positively contribute to the cohesion of the 

team to increase its effectiveness. A team also requires a high level of trust and an open climate for 

communication and decision making. Members needs to feel safe. When a team has too many members, 

then it is more difficult to reach consensus and agree to the common and shared goals. Huge teams have 

difficulties in creating a strong identity and there is always the danger of subcultures being created within 

the overall team culture. Powerful teams have members who contribute divers and complementary skills, 

knowledge and experience. These elements increases the change on a cooperative interaction within the 

team (Straub, 1998). 

2.2.1 Self-Managed Work Teams 

An SMWT can be described as a group of people with their own responsibility to manage themselves and 

the work they do. The members handle job assignments, plan and schedule the work, make care-related 

decisions and define their own actions when problems arise (Silverman & Propst, 1996; Yang & Shao, 

1996; Bhatia, 2012). They are also defined as a cohesive unit of highly motivated, focused and trained 

people, committed to common and shared goals. After a period of time SMWT are given more 

responsibilities and authority to direct themselves (Ankerlo, 1992). 

Employees today want to belong, being challenged and fulfilled. The environment of SMWT stimulates 

and creates these possibilities. In the complex and fast-paced world today achieving results and 

maintaining a certain amount of quality demands the creation of high performance organizational teams 

with a strong team cohesion to fulfil the needs of its members (Mears, 1994). 

SMWT have been called the productivity breakthrough of the nineties. Today teams are broadly accepted 

as being the best way for organizations to improve productivity, make the work more meaningful and 

inspiring and give employees a sense of belonging and unity. SMWT can be helpful to guide the challenges 

of competition and team cohesion (Cartmell, 2000).  

2.2.2 SMWT within healthcare 

In addition to the change in leadership styles within healthcare, there is also a development towards the 

creation of SMWT within healthcare environments and specifically within NHFEP. The main thought 

behind this is that when teams organize themselves, what they do, how they do it and when they do it, it 

will bring the care where it belongs; more closely to the caregivers (Bhatia, 2012; Yeatts & Seward, 2000). 

The benefits of SMWT within a healthcare organization includes more effective use of resources and 

enhancing the individual problem solving skills. This results in an increase of solving problems at the team 
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level, increased productivity and efficiency in caregiving, an increase in patient satisfaction, an 

improvement in the quality of care and a positive impact on controllable patient expenses. This could lead 

to better financial stability for the healthcare organization and a greater satisfaction of its employees 

(Cartmell, 2000).  

SMWT within healthcare require effective team members. Effective team members have the ability to 

align with the SMWT cohesion they belong to. Most NHFEP are managed transactionally and are still very 

hierarchical in nature. Implementing SMWT within an organizational structure that is not adaptable for 

these kind of teams is very difficult (Silvermann & Propst, 1996; Legatt, 2007). It is not only important to 

have the proper organizational structure to support the SMWT cohesion, but choosing the right leadership 

style to guide these teams is probably equally important (Carnal, 2007; Holbeche, 2007; Bass & Riggio, 

2006). 

2.3 Team cohesion and Teamwork 
Team cohesion can be described as a group being in unity while working towards shared goals and to 

satisfy the emotional needs of its members. It includes important aspects of cohesiveness, its 

multidimensionality, dynamic nature, instrumental basis and emotional dimensions. The 

multidimensionality refers to the fact that cohesion is based on many factors (Bass & Riggio, 2006; Wendt, 

Euwema & Emmerik, 2009).  

The concept of teamwork is that people work together cooperatively as a team to reach shared goals and 

objectives. The focus on teamwork has become increasingly important in recent years (Senior and 

Fleming, 2006). Teamwork is not often truly being practiced in reality and what appears outwardly as 

teamwork is not really teamwork internally. This is because of a lack of team cohesion; the members are 

not able to identify with the group and individual goals overrule the shared and common goals of the 

team. Teamwork must come from exemplary leaders which through idealized influence and individualized 

consideration foster collaboration and build trust among team members (Kouzes, 2004). The group 

process will never work well without a minimum of effective teamwork available (Kotter, 1996). 

There is a distinction to be made regarding cohesion. In this study social cohesion (SC) and task cohesion 

(TC) are being used as the foundation of the research (Tziner, & Vardi 1982; Pavitt, 1998). Social cohesion 

has more to do with how well team members like each other and wants to be in the same group whereas 

TC is based on how well the group is able to help its members reach important goals or participate in 

desired activities.  

2.3.1 Social Cohesion 

Liking is an important element in SC. It is the driving force that determines if people wants to be in a SMWT 

with the other members. Some writers define cohesiveness as simply the extent to which each team 

member likes the other team members (Lott & Lott, 1965). Through admiration the liking factor can be 

increased (Newcomb, 1963). SC can be linked to a sense of social solidarity, shared values and common 

commitment (Carnal, 2007). SC is about the intensity and number of friendships among members of a 

team (Festinger, Schachter & Back, 1950).  
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A positive feeling among team members can increase the cooperation, create more participation, 

decrease conflicts and make the SC stronger. When members are collectively negative about the team 

performance and individual participation of team members, then this results in more internal conflict and 

less willingness by team members to work with each other (Carnevale & Isen, 1986; George, 1996). This 

can even lead to a decrease in motivational and coordination processes in teams and lower the social 

behavior and group performance (George, 1990). Collective positive feelings towards the group can 

increase the amount of information that is processed and shared in teams and it can have a positive 

influence on the creativity of member contribution (George, 1996). 

It is important that the positive behavior of the team members becomes stable, occurs more than once 

and is similarly executed in different situations and circumstances because then team members will see 

this behavior as consistent, which makes it easier to accept as integral part of the other member (Jones & 

Davis, 1965; Kelley, 1967).  

When a team member thinks that others like him or her, it is more likely that this team member will also 

like the others. In fact, a study done by Dittes (1959) showed that team members who thought they had 

been accepted were more attracted to the group than team members who thought they had been 

rejected. Being accepted also increases the feeling of similarity with the other members of the group. 

Similarity occurs when team members experience that others have the same opinions and belief systems. 

This is often the cause of a stronger sense of liking. Casual relationships are important in small groups. 

Liking is made difficult when people do not feel related to the other team members and because liking is 

an important element of team cohesion, so is similarity an important element of liking (Newcomb, 1963). 

Research show that the relationship between liking and agreeing with one another is very strong. When 

people do not know each other but think they share the same belief systems, then before meeting each 

other, liking is already present (Byrne, 1971). When people share similar opinions, then this can be directly 

related to group cohesiveness (Festinger, 1954).  

Stimulation through TFL should be done on a regular basis with reality checks and double loop learning. 

Double loop learning will do the check on the elements of SC and this process will help adjust the TFL style 

to make the proper improvements. This process of double loop learning to improve the SC through the 

elements of TFL is also valid for the TC elements. When doing the reality check, all the elements are 

accounted for (Senior and Fleming, 2006; Carnal, 2007; Hayes 2002). 

2.3.2 Task cohesion 

TC is a form of group cohesion where a group bonds together and is focused on shared tasks. It can be a 

result of the desire of group members to achieve either group or personal goals. It is about the level of 

attraction of members to the group activities (Pavitt & Curtis, 1994). TC is important when it is 

unattainable through individual achievement to achieve desired outcomes that only could be done when 

individuals work together (Tziner, 1982). Reaching these valued shared goals then requires a commitment 

and task focus that is shared by all team members (Hackman, 1976). 

TC can be described as the shared commitment of the group members to achieve goals that require the 

collective efforts of the group. When a group has a high TC it is composed of members who share common 
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goals and who are motivated to coordinate their efforts to achieve those common goals. The members 

are able to fit their personal goals within the shared group goals (Hix & MacCoun, 2010). 

Intra-team communication (ITC) is an important mechanism that can explain the relationship between TFL 

and TC. Multilevel analyses showed that ITC partly mediates the relationship between two of the 

transformational leadership behaviors and TC; inspirational motivation and intellectual stimulation. There 

is some evidence that individual consideration can increase this relationship between TFL and TC even 

more (Calum et al., 2013). 

In task cohesive groups members care about the success of other group members because their own goals 

are bound and related to the collective achievements of the group. It is then more likely that group 

members will exert strong effort on behalf of the group and its members if it is good for the group success 

(Zaccaro, Rittman & Marks, 2001). When the group as a whole is judged on its performance, then the 

members are more willing to cooperate and help each other in comparison to a group where the individual 

members are judged against each other’s performance (Deutsch, 1973).  

This supports the theory that rewarding the group as a whole is more effective for TC than rewarding its 

individual members. Joined tasks, where everyone shares the same responsibility for successful 

accomplishment, are more effective for TC than unshared tasks where individual members are assessed 

against other members. 

Members of high task cohesive groups are likely to be more committed to group tasks and will put more 

effort into accomplishment of the shared goals. These groups also enforce more stringent performance 

norms that compel the effort to execute the shared tasks successfully (Zaccaro & McCoy, 1988). They also 

plan more efficiently and will develop more appropriate performance strategies through effective and 

constructive communication (Hackman, 1976). Studies have showed that groups with high TC 

outperformed groups with low TC when temporal urgency increased for individual team members; they 

performed as well as teams not experiencing these temporal urgencies (Zaccaro, Gualtieri & Miniones, 

1995). 

When the group activities are attractive and enjoyed by its members, then this seems to have a positive 

influence on TC. Inspirational motivation is all about providing followers with challenges and meaning for 

engaging in shared goals and undertakings and could increase the group attractiveness even more.  

2.3.3 TFL and group cohesion 

Several studies show that leaders expressing transformational leadership behaviors like idealized 

influence, inspirational motivation, intellectual stimulation and individualized consideration do have a 

positive influence on their subordinates’ attitudes and behavior. Leaders who exhibit transformational 

leadership behavior increases the levels of job satisfaction, involvement and performance of the members 

of a team (Lowe, Kroek & Sivasubramaniam, 1996). Transformational leaders are more related to the 

performance of employees and how they could be made positively aligned with the structures of the 

organization (Padsakoff, MacKinzie, Moorman & Fetter, 1990). Partly because of these positive 

correlations between member satisfaction and team performance the theory of transformational 

leadership is the most widely accepted leadership paradigm (Bass, 2003; Picollo & Colquitt, 2006). 
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Although transformational leadership has caught a great deal of researcher attention, it has mainly 

focused on individual level outcomes while little attention has been paid to the influence of TFL on group 

processes and outcomes (Conger, 1999; Yukl, 1999). As teams became increasingly important, several 

scholars noted that leadership may have important consequences for groups and suggested that a focus 

on the group level is also important (Bass, Avolio, Jung & Berson, 2003). A critical factor used to assess 

team performance is the cohesion of the group. Positive cohesion can result in a number of positive 

elements like more and better group interaction and communication, increased group influence and 

greater involvement of the members (Carron, 1982). The ability of a leader to recognize his/her own 

emotions as well as the emotions or moods of the team does play an important role in the process of 

leadership execution (George, 2000) 

By internalizing the values of the leader, followers of transformational leaders identify with the vision and 

become more easily committed to collective interests (Yukl, 1999). Charismatic transformational leaders 

transform the self-concepts of their followers and build a personal and social identification among them 

according to the mission and shared goals of the team and organization. This will enhance the members’ 

feelings of involvement, cohesiveness, commitment, potency and performance (Shamir, House & Arthur, 

1993). It is also believed that transformational leadership is capable of facilitating the formation of a 

cohesive team that can perform at higher levels and is more committed to the shared tasks and goals of 

the group. 

2.3.4 TFL and SMWT cohesion within healthcare 

Among the characteristics of successful SMWT within NHFEP is team cohesion. This SMWT cohesion is an 

important element and it is the glue what makes the team strong, robust and effective (Yeatts & Seward; 

Legatt, 2007). When a SMWT has a strong cohesion, it is highly committed to the shared goals and values 

of the team. The members act as a unified entity towards shared beliefs, tasks and values (Franz, 2012, 

2004; Forsyth, 1999; Prakash & Gautam, 2014; Yeatts & Seward, 2000; Dionne & Yammarino, 2004). 

The literature on the specific influence of TFL on SMWT cohesion within health care is scarce and there is 

even less for SMWT within NHFEP. Available research does mention a positive correlation between TFL 

and team cohesion. There are several studies that have examined the influence of TFL on work group 

cohesion at the group level of analysis and they show a positive relationship between TFL and group 

cohesion (Bass et al., 2003; Jaussi & Dionne, 2003). Furthermore there is also some indication that positive 

team cohesion is fundamental for a high performing SMWT (Yeatts & Seward, 2000; Borill, et al., 1999; 

Vander Laan, 2012; Doody & Doody, 2012) 

With poor team cohesion there are no shared values but low commitment and destructive 

communication. Lack of team cohesion is felt as a negative trigger to its members (Holbeche, 2006; 

Michelmann, Ross & Field, 2006; Yeatts & Seward, 2000; Dionne & Yammarino, 2004). The development 

of SMWT within a health care organization is an ongoing process that evolves over time. A group must go 

through several change processes which can be difficult and painful. It takes some time and a lot of effort 

for members of SMWT to clarify their respective roles and achieve a sense of unity, identity and common 

purpose (Cartmell, 2000). 
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2.4 Conclusion 
The TFL style of leadership has some ingredients that could stimulate the important elements and 

characteristics of highly productive SMWT with strong cohesiveness. It seems to heighten not only the 

cohesion within the team, but it also seems to increase the individual motivation to adhere to the shared 

goals of the team by its members. SMWT can be a powerful tool to increase the competitiveness of 

healthcare organizations and with the TFL style of leadership the cohesion of SMWT can be positively 

influenced towards a stronger sense of belonging. This literature review provided an overview with which 

the primary data obtained in conducting this research can be interpreted.  
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3 Research Methodology 

3.1 Study Goal 
This dissertation aims to provide a better understanding towards TFL as the preferred leadership style to 

improve the SMWT cohesion within a NHFEP. The study conducted research to investigate if TFL has a 

positive influence on the SMWT cohesion within a NHFEP. This was done in a unique situation where new 

SMWT were formed and where the management structure was still hierarchical and transactional in 

nature. These SMWT had difficulties in creating effective team cohesion. The overarching question was if 

TFL could positively influence the SMWT cohesion within this NHFEP. 

3.2 Rationale for chosen approach 
The research question dictated the choice to use grounded theory (GT) for this study. This was combined 

with the consideration of the applicability and feasibility of the method related to the phenomena of 

interest. During the process of developing the overarching research question through analyzing the 

literature, it became clear that only a few resources had explored and analyzed the positive influence of 

TFL on the cohesion of SMWT within NHFEP. 

The main goal of this study was not to test and verify existing theory or hypothesis. The main purpose of 

this study was to develop a substantive and new theory that can help people to better understand and 

interpret the processes through which the SMWT cohesion can be positively influenced by TFL within a 

NHFEP.  

To achieve its goal this study looked at the perceptions of two SMWT within different units of care towards 

the elements of TFL related to social cohesion (SC) and task cohesion (TC). Meanwhile it analyzed in what 

ways TFL had a positive influence on SC and TC within these SMWT.  

The theory generated from the study offers more insight into the context and relationship between TFL 

and SMWT cohesion within this NHFEP. The GT approach has enabled the exploration of the overarching 

research question and guided the semi-structure interview questions and nonparticipant observations to 

better understand under what conditions and with what consequences the phenomena unfolds (Jeon, 

2004). 

3.3 Study Population 
The population consisted of SMWT in a NHFEP in the Netherlands. For accessibility reasons, all participants 

were recruited from the same nursing home sited in a middle-large town in a municipal area in the 

Netherlands. A staff executive (SE) in this organization consisting of 27 NHFEP in the Netherlands helped 

identify one SMWT that was performing on a particular low level (Team A) and a second that was 

performing on a particular high level (Team B). Low performing meant having bad social cohesion, task 

cohesion and intra-team communication, resulting in low trust and respect and a bad leader-follower 

relationship. Participants were enrolled after informed consent (IC).  To include variation in the sample a 

difference in age, culture and level was stimulated. 
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Both teams were supervised by a Team Manager (TM) and the teams each were responsible for the care 

of approximately 15 residents. If the SE and TM thought that the NHFEP residents served by the SMWT 

were receiving a relatively high level of care, then the performance was to be considered high (Yeatts & 

Seward, 2000).  

The essence of qualitative research is the representation of diversity within the chosen population. This 

means that all variation of the subject of study needed to be present in the sample. This was done by 

selecting different cultures, ages and levels of education. In doing so saturation was reached. In contrast 

with the empirical saturation in a qualitative survey, GT uses the theoretical saturation which is the key 

factor that determines when data collection can end. To make saturation as full as possible, an iterative 

process for data collection and analysis is preferable (Bryman, 2007; Glaser, 1992). However, this study is 

performed in context of training and had to be carried out in four months’ time and therefore the 

maximum achievable was 15 participants. 

Subjects could leave the study at any time for any reason if they wished to do so without any 

consequences. The SE and TM could decide to withdraw a subject from the study for urgent functional, 

medical or other reasons. Reason for withdrawal was documented when present. Subjects that were 

withdrawn would be replaced in order to obtain the total sample as predefined. 

3.4 Ethical and access issues 
The semi-structured interviews (SSI) and nonparticipant observation (NPO) were done with health care 

workers for which ethical approval was sought. The SE and TM were provided with the research proposal 

and the consent form. This research proposal was analyzed and issues were clarified. After some 

discussion between the Junior Investigator (JR), the SE and TM permission was granted to undertake the 

study. 

Not only had the proposed research be approved by the SE and TM of the NHFEP, but it was also 

ascertained that absolute confidentiality was maintained for different reasons. This was being respected 

and a declaration was signed to make this official. The JR had to be careful in his approach because it was 

important that the participants felt safe enough to ventilate the things they wanted to ventilate without 

being worried about consequences. Care workers did not want others to know what was being said in the 

interviews. 

After completing the access to the research settings, other ethical issues also had to be taken care of; like 

consent and confidentiality to protect the vulnerability of the participants (Behi, 1995; Lofland & Lofland, 

1995; Polit & Hunger, 1999; Smith, 1992). When for example it was the wish of the participants that 

certain information during the interviews was not to be recorded, their wish was granted. The JR also 

ensured that the care for the residents in the NHFEP was not disrupted during the research activities. Also 

the JR ensured data security during the entire research process so that collected data could not be 

accesses by other people besides the JR (Moidon, 2003). 
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3.5 Study Design 
The Principal Investigator 1(PI), being the supervisor of the JR, was an experience researcher who guided 

the JR during this study. The JR obtained a priori knowledge about the study question and objectives 

through personal experience and extensive literature research. The literature review was used to build a 

foundation around TFL related to SMWT cohesion outside and inside healthcare.  

Qualitative research methods were used to understand the perspectives of the team members being 

interviewed, looking for firsthand experience to provide meaningful data. These methods address 

concerns with the changing and dynamic nature of reality and it focuses on a holistic view of what was 

being studied through observations and interviews (Moidon, 2003). 

The main research methodology used in this research is Grounded Theory (GT). GT does not begin with a 

hypothesis as is usually done in traditional social science research. Instead it starts with data collection 

through different methods (Coffey and Atkinson, 1996; Easterby-Smith, 2010). GT is an inductive 

methodology and an approach for generating theory that is grounded in research data from which it is 

systematically derived. GT has an emphasis on the comparative method of constant and concurrent data 

collection and analysis (Jeon, 2004).  

GT consists out of a set of rigorous research procedures that are leading to the emergence of conceptual 

categories. These concepts and categories then are related to each other as a possible theoretical 

explanation of the overarching research question and related objectives (GT Institute, 2011). The final aim 

of GT is to develop a solid grounded theory that describes, explains, interprets and predict the 

phenomenon being researched (Glaser and Strauss, 1967). 

A combination of qualitative data collection methods was used to analyze the positive influence of TFL on 

SMWT cohesion during the transition from old team structures towards SMWT. The study was executed 

at two different units within a NHFEP. Semi Structured Interviews (SSI) and Nonparticipant Observations 

(NPO) were used as data collection methods. The SE controlling the process was consulted and used as 

reviewer to avoid bias. This mixed approach was applied for increased reliability and validity of the study 

(Pearson, 1997). 

The SSI were performed with 12 members divided between the low performing and high performing 

SMWT. Further data collection consisted of NPO during different team meetings of both teams. These 

team meetings were brief stand up meetings followed by morning care execution where the team 

members had to rely on each other during the execution of care giving. More lengthy team meetings 

about self-management discussions were executed to observe how members reacted to these self-

management issues. See for more details paragraph “3.6.1 Semi-Structured Interviews” below. 

The data from the NPO was used to guide the SSI and vice versa. Inclusion was done from March till May 

2014. The SE or TM has performed the recruitment of participants. The SE and TM’s were orally informed 

by the JR in a presentation during a manager meeting and handed the SMWT information letter (IC). 

Participants were then orally informed about the study and were asked to participate by the SE or TM. 

                                                           
1 The guiding professor of RKC 
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After 48 hours consideration time members of the SMWT could hand the signed IC to the SE or TM after 

which they were included in the study. See for more details paragraph “3.6.2 Non-Participant 

Observation” below. 

3.6 Data Collection 
The data collection in each setting was mainly focused on exploring the positive influence of TFL on the 

SMWT cohesion within the chosen NHFEP. Multiple methods were used to collect the data including: 

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

 SSI with the TM to explore the perception of leadership related to TFL and the positive influence 

on SMWT cohesion 

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

passive shifts) 

The formal nurses and staff interviews were digitally recorded and subsequently transcribed for further 

analysis. The primary data sources are the SSI and the supporting evidence is the NPO.  

3.6.1 Semi-Structured Interviews 

To gather more in depth and rich data SSI were used. They are more suitable when exploring the opinions 

and perceptions of respondents related to complex and sensitive issues through probing (Wilson, 1992). 

When using SSI it is also possible to change words without changing the meaning of the questions 

(Pretzlick, 1994). This was helpful during standardizing the SSI to facilitate comparability (Fielding, 1994). 

A short pilot was conducted to determine questions that could have an influence on the emotions and 

stability of the participants and which could have a negative effect on the duration of the interview. 

Furthermore the pilot was used to identify technical problems (Moidon, 2003). See Appendix III for the SSI 

schedule. 

The sessions were between 30 and 45 minutes. The time and place was determined by the team manager 

of both teams. It was clear to the researcher that the respondents differed in ethnicity, gender, socio-

economic status, education and age. Also important was the difference in the level of care which could 

be executed by the respondents. This was closely related to the level of education (Fetterman, 1989).  

The self-presentation of the researcher was used to put the respondents at ease and prevent potential 

bias. When executing this self-presentation it was important to be aware of the possibility that 

participants could be intimidated with negative influence on the behavior and answers they gave (Bailey, 

1987). Self-interpretation of the JR was used to correct this possible bias and these corrections were 

discussed and analyzed with the SE and corrected when necessary. 

The participants were presented a pre-determined set of open questions to obtain general information 

relevant to specific issues related to the research question and objectives. The design of the survey was 

primarily focused on how TFL could have a positive influence on the SMWT cohesion within the NHFEP.  
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Table 3.6.2.1: Semi structured Interview Questions 

 

Remark: The open questions were used to question deeper when needed. These second questions are not 

reflected in the table. 

3.6.2 Non-Participant observation 

NPO was well suited for this study because it emphasizes the importance of interpretations, human 

meanings, interactions and non-verbal communication (Jorgensen, 1989). The matrix for the 

nonparticipant observation was developed using the literature about TFL and SMWT cohesion in relation 

to the characteristics and conditions of team members, their activities, verbal communication, non-verbal 

communication and environmental characteristics. See appendix IV for the nonparticipant observation 

schedule. 

The NPO was used to observe the participants and collect data in relation to: (1: how they expressed 

themselves throughout the shifts and team meetings, (2: their appearance as it affected behavior and 

expectations, (3: their language as it was a predictor of behavior, (4: the leader and staff behavior towards 

each other, (5: intra team communication, (6: staff performance in different shifts, (7: the quality of work 

and adherence to tasks and allocations, (8: work environment, (9: staff perception of their organization 

and the willingness and flexibility towards the work and each other.  

The topics of the SSI were used as a framework for the NPO to observe the participants and collect the 

data. With this tight relationship it was possible to determine if the collected data from both methods 

was telling the same story or had contradicted areas. 

3.7 Data Analysis 
When using qualitative research, data analysis is about managing words, language and analyzing the 

meanings they have and imply (Miles & Huberman, 1994). Through this process a rich understanding is 

created of social life and interactions. The challenge lies in working with massive amounts of empirical 

data as text with multiple possible meanings at the individual and social levels. The qualitative data 
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analysis organizes and reduces the data gathered into more specific themes or essences. After this process 

these themes and essences can be fed into description, models or theories (Walker & Myrick, 2011). Data 

is broken down in order to classify it. The concepts then created provide the basis for new and fresh 

descriptions (Dey, 1993). 

Using codes in qualitative research is a way to explore pieces of information in the data and looking for 

differences and similarities to categorize and label this data (Patton, 2002; Tutty, Rothery & Grinnel, 1996). 

When coding, the data is broken down and compared to put in a category. Data that is similar is placed in 

the same categories and data that is different is placed in new categories. This coding is an iterative 

process. It is also an inductive and at the same time reductive process to organize the data. From this data 

the JR constructed themes, essences, descriptions and eventually theories (Walker & Myrick, 2011). 

The GT data analysis has a well-defined process that begins with basic descriptions and moves to a more 

conceptual ordering after which theories can emerge (Patton, 2002). The data analysis with GT was done 

through a sequential set of coding processes. Although the coding in GT is similar to how it is used within 

the qualitative traditions, it is also more than that. The level of development and specificity in GT makes 

it different from other qualitative methods. Coding in GT is not only part of data analysis, but it is the 

fundamental analytic process used by the JR in this research (Corbin & Strauss, 1990). It is what 

transformed the JR’s data from transcript to theory. 

NPO was used to be better able to interpret and guide the SSI. Statements in the SSI were checked and 

confirmed or contradicted in the NPO and vice versa. This makes the outcome of the research more 

trustworthy and useful. The subjective element of the qualitative research in this dissertation is positively 

influenced by having a peer reviewer being the SE. This has lowered the possibility of bias and irrelevant 

data in- or exclusion. 

Figure 3.7.1: Main coding Grounded Theory 
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The weight of words in text was partly analyzed with http://www.wordle.net/. MAXQDA was used for 

qualitative data content analysis (Coffey & Atkinson, 1996; Easterby-Smith, Thorpe & Jackson, 2012). This 

is a tool that can store data of the interviews and it is able to mechanically investigate the coded segments, 

themes and objectives. Although highly useful, the interpretation of the information was still a task the JR 

had to do, but the program has speeded up the retrieval of blocks of information which left more time for 

the data interpretation part of the research.  

3.8 Conclusion 
The GT method used in this research was done with care workers within a NHFEP in order to determine 

the expected positive influence of TFL on the SMWT cohesion. The JR tried to develop a theory by 

collecting data through SSI and NPO and by following the phases of the GT approach for data collection 

and data analysis. The results of these processes are presented in the next chapter. 

  

http://www.wordle.net/
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4 Presentation and analysis of the results 
This chapter shows the open, axial and selective coding process and provides the GT related to the 

overarching research question: “Can the team cohesion of self-managed work teams within Nursing 

Homes for Elderly People be positively influenced by transformational leadership?”  

4.1 Open coding 
The JR started to investigate the possible tension between members of SMWT related to social cohesion 

(SC) and task cohesion (TC). The perception of leadership was analyzed and the possible correlation it had 

on intra-team communication (ITC) and the trust relationship between members. These elements were 

further analyzed in how they influenced the liking factor. All participants showed that a negative 

experience of these factors had an overall negative effect on TC, ITC and the perception of leadership. A 

positive experience of these elements had an overall positive effect on TC and ITC. The perception of 

leadership was hardly affected by the positive experience of these elements, which indicates that poor 

leadership is perceived as poor leadership despite the fact that a team is performing highly (Pavitt & Curtis, 

1994). 

It was a striking fact that the high-performing team scored positive on all elements while the low 

performing team scored less or even negatively on all items, which is reflected in the tables 4.1.1.a 

through 4.1.1.d and 4.1.3.a through 4.1.3.d in the proceeding paragraphs. This could mean that all 

elements are positively influenced when the team is well performing, except for the perception of 

leadership. A well performing team seems to make strong and capable followers and the leader-follower 

relationship can be further enhanced by a more connected and transformational style of leadership. Being 

a high performing team doesn’t mean having a strong leader-follower relationship. Another striking fact 

was that the perception of leadership between the teams and the team leader was very different from 

each other, which is reflected in the tables 4.1.2.a through 4.1.2.d. 

The participants’ tables can be found in “Appendix III – Interview Schedule and Appendix IV – 

Nonparticipant observation Scheme” at the end of this document. The tables in the following paragraphs 

contain colors for which the meaning is reflected in table 4.1.a. All participants of the related teams are 

mentioned in the tables; meaning that all have similar opinions although not all phrases are reflected in 

the tables. Variations of the same statements are not included. Some participants gave slightly mixed 

verbal and non-verbal signals. The graphs at the end of each section give an overview of the balance 

between the teams or between the teams and team leader. In the graph scoring system the mixed verbal 

and non-verbal signals of both teams and the team leader are reflected. Explanation of graph 

interpretation can be found in “Appendix V – Interpretation of Graph-System”. 

To make the data more relevant, the same analysis executed during the semi structured interviews was 

done by making use of Nonparticipant Observations (NPO), which can be found in paragraph “4.1.3 

Nonparticipant Observations”. The perception of the leadership style executed is analyzed within both 

teams and with the team leader, reflected in paragraph “4.1.2. Semi structured interviews related to 

leadership considerations”. By using two different styles of collecting qualitative data, the relevancy and 

trustworthiness of the found results improved.  
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Table 4.1.a: Color scheme for the tables used in the semi structured interviews and nonparticipant 

observations 

Color Meaning 

Team A – Low performing Low performing – Negative feedback 

Team B – High performing / Team Leader High performing – Positive feedback 

Teams A & B – Team Leader Shared feeling between both teams 

 

4.1.1 Semi Structured Interviews related to team considerations 

Table 4.1.1.a: Identifying the level of Task Cohesion within the low and high performing team 

Semi structured Interviews 

Task Cohesion 

Theme Open codes Supporting Text 

Task Cohesion Team A Team B Team A Team B 

Task communication 
Participants Low task 

communication 
within the team 
overall 

High task 
communication 
within the team 
overall 

“I do not really know 
what others are doing” 
“We are not telling each 
other our tasks enough” 

“We know what others are 
doing” 
“We know what to do and 
when” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Low task 
communication 
within the team 
during shifts 

High task 
communication 
within the team 
during shifts 

“Before shifts we should 
communicate more” 
“During the shifts we 
must communicate 
more” 

“Often before the shifts we 
communicate what to do” 
“Before the shifts we talk 
about the tasks at hand”  

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Task execution 

Participants Many tasks are left 
unfinished for 
others 

Lesser tasks are left 
for others 
unfinished 

“Often I get the tasks left 
by others” 
“Tasks are often left 
unfinished” 

“Often the tasks are 
finished and not left for 
others” 
“I like it when team 
members do not leave their 
things to do” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Tasks are not seen 
and experienced as  
team effort 

Tasks are seen and 
experienced as 
team effort 

“We don’t tell others 
when tasks are left 
unfinished” 
“They don’t tell when 
tasks are left unfinished” 

“The team is doing the tasks 
as a team” 
“We help others with tasks 
when needed” 
“We understand when 
something is not finished” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 
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Table 4.1.1.b: Identifying the level of Social Cohesion within the low and high performing team 

Semi structured Interviews 

Social Cohesion 

Theme Open codes Supporting Text 
Social Cohesion Team A Team B Team A Team B 

Members liking each other 
Participants Members of the 

team do not like 
each other 

People like each 
other more within 
the team 

“They don’t get along 
very well” 
“Not all people like each 
other” 
“People do not like her” 
“We don’t like each 
other very well” 

“I like most of the others” 
“I think all members like 
each other” 
“No real dislikes are present 
I think” 
“We try to like even the 
difficult members” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Subcultures are 
formed within the 
team 

Lesser subculture 
forming within the 
team 

“There are subcultures 
within the team” 
“People belong to 
subcultures” 

“There are no real 
subcultures, just a little bit 
sometimes” 
”We do things together 
because we want to and like 
each other”  

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Member trust and respect relationship 

Participants There is a lack of 
trust within the 
team 

Better member 
trust relationships 
within the team 

“She doesn’t trust 
others” 
“We don’t trust her” 
“There’s not enough 
trust among the 
members” 
“I don’t feel trusted by 
the team” 

“Everyone trust each other” 
“I trust the others” 
“I don’t feel distrust” 
“The team has high trust 
among its members” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants There is a lack of 
respect within the 
team 

More respect for 
each other within 
the team 

 “People talk about 
frictions behind each 
other’s back” 
“I don’t feel respected” 
“She doesn’t respect me” 

“I feel more respected as a 
member” 
“We respect each other” 
“There is respect and trust” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 
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Table 4.1.1.c: Identifying the level of Intra-team communication within the low and high 

performing team 

Semi structured Interviews 

Intra-team communication 

Theme Open codes Supporting Text 

Communication Team A Team B Team A Team B 

Intra-team communication 
Participants Low team 

communication 
High team 
communication 

“We don’t have team 
meetings” 
“She doesn’t 
communicate” 
“We don’t 
communicate with 
each other” 

“We stimulate team 
communication” 
“We do team activities 
to know each-other 
better” 
“Members stimulate me 
to communicate” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants No open team 
communication 

Open team 
communication 

“People have troubles 
with each-other but 
don’t talk” 
“People talk about 
frictions behind each-
other’s back” 
“We cannot talk 
about frictions” 

“We try to stay open for 
communication”  
“Most things are being 
said in the open” 
“We don’t talk behind 
each-other’s back” 
“We talk about frictions 
when needed” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Negative team 
communication 

Positive team 
communication 

“When I try to talk, 
others react negative” 
“She often talks 
negative” 
“There’s negative 
team communication” 

“When there’s trouble, 
the team tries to 
communicate with each-
other” 
“I have the feeling that I 
can say what I want” 
“Most people talk 
positive” 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 
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Table 4.1.1.d: Identifying the level of Team motivation and inspiration within the low and 

high performing team 

Semi structured Interviews 

Team motivation and inspiration 

Theme Open codes Supporting Text 
Inspiration/motivation Team A Team B Team A Team B 

Intra-team intellectual stimulation 
Participants Members of the 

team are not 
intellectually 
stimulated 

People are more 
intellectual 
stimulated by 
team members 

“We are not 
intellectually 
challenged” 
“They don’t offer us 
education” 
“There’s no money to 
learn more” 
“We don’t make tasks 
intellectual stimulating” 

“The team gives me the 
chance to grow” 
“The team stimulates me 
to improve myself” 
“We stimulate each-other 
to do task better” 

A1 A2 A3 
A4 A5 A6 

B1 B2 B3 
B4 B5 B6 

Participants Tasks are not 
made interesting 
for the team 

Tasks are made 
more interesting 
for team members 

“They don’t make tasks 
interesting" 
“The self-management 
is not made very 
interesting” 

“We divide tasks in a way 
that stimulates me” 
“We try to make tasks 
interesting for others”  

A1 A2 A3 
A4 A5 A6 

B1 B2 B3 
B4 B5 B6 

Intra-team inspirational motivation 

Participants The team is not 
inspiring for its 
members 

The team is more 
inspiring for its 
members 

“I’m not inspired by the 
team” 
“The way we work is 
not inspiring” 
“We must do more with 
each-other to inspire 
the team” 

“When there’s trouble, the 
team tries to help each-
other” 
“It inspires me more 
because the team trust 
me” 

A1 A2 A3 
A4 A5 A6 

B1 B2 B3 
B4 B5 B6 

Participants Team is not 
motivating its 
members 

Team motivates 
its members 

 “I do not feel motivated 
by the team” 
“She doesn’t motivate 
me” 
“The way this team 
works does not 
motivate me” 
“I’m not motivated 
when some members 
have issues” 
“Distrust doesn’t 
motivate me” 

 “I feel motivated by the 
team” 
“The team motivates me” 
“The team motivates me 
to do more” 
“The lack of distrust 
motivates me” 
“The motivate me to 
express the things I’ve 
learned” 
 

A1 A2 A3 
A4 A5 A6 

B1 B2 B3 
B4 B5 B6 

 

Reflection on the Semi Structured interviews related to team considerations 

The low performing team had low TC whereas the high performing team had a higher TC. TC is important 

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

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

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

building strong and capable followers (Shibru & Darshan, 2011). 
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The low performing team had a lower SC than the high performing team. Positive feelings among team 

members increased the cooperation, created more participation, decreased conflicts and made the SC 

stronger within the high performing team. The low performing team was collectively negative about team 

performance and individual participation of team members, which resulted in more internal conflicts and 

less willingness by team members to work with each other. SC is important to improve the motivation and 

willingness of the team to work with each other. SC can be improved by a better leader-follower 

relationship and by creating strong and capable followers (Pavitt & Curtis, 1994). 

There is a low trust relationship within the low performing team whereas the trust relationship within the 

high performing team is somewhat better. There is also a low trust relationship between the teams and 

the leadership layers. Trusting relationships are important for the leader-follower relationship and for 

building strong and capable followers. There was bad communication within the low performing team 

and better communication within the high performing team. Clear communication within the team is 

needed to improve the ITC. Better ITC is important to improve the cohesion of the team. 

There is low inspiration and motivation within the low performing team and more inspiration and 

motivation in the high performing team. Inspiration and motivation seems to be important for ITC and is 

also closely related to TC and SC. High team inspiration and motivation had a positive influence on team 

ITC, SC, TC and mutual trust and respect. 

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

 
 
Explanation of Graph interpretation: see “Appendix V – Interpretation of Graph-System”  
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After analyzing and interpreting the reasons for the tension between members of both teams or the lack 

of tension within the high performing team, the participants were asked for their opinion about the  

leadership style within their organization. Their perception of the leadership style is presented through 

the tables 4.1.2.a through 4.1.2.d in the following section “4.1.2 Semi Structured Interviews related to 

leadership considerations”. The huge differences between the teams and team leader are noticeable. 

4.1.2 Semi Structured Interviews related to leadership considerations 

 

Table 4.1.2.a: Identifying the level of Leadership Influence and Motivation  

Semi structured Interviews 

Leadership Influence and Motivation 

Theme Open codes Supporting Text 
Influence/motivation Team A & B Team leader Team A & B Team leader 

Leadership Idealized Influence 
Participants We feel left alone 

by leadership and 
they don’t set the 
standards 

Team must set 
standards 
themselves 

“They are never 
around” 
“They don’t tell us what 
to do” 
“I don’t have the 
feeling they define 
standards” 
“I feel lost and left 
alone” 

“I think the team must 
define itself how to 
behave” 
“I do not want to set 
standards” 
“The team should set the 
standards themselves. 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Participants Leadership 
doesn’t give the 
right example 
and guidance 

Teams must guide 
themselves 

“They do not give 
enough guidance” 
“They should give the 
right example, but I 
never see them” 

“The team must handle 
moral and ethical issues 
themselves” 
“It is a contradiction to set 
standards for a SMWT” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Leadership Inspirational Motivation 

Participants Leadership 
doesn’t motivate 
team by 
inspiration  

Team is being 
motivated by 
management 

“They do not motivate 
us to form a closer 
team” 
“They did not motivate 
us to be a better 
SMWT” 
“They didn’t motivate 
me during the 
transition” 

“I think I motivate people” 
“They should motivate 
themselves” 
“I think people sometimes 
feel inspired by 
management” 
“Often I think I inspire 
people” 
“I do not want to get 
involved too much” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Participants Leadership 
doesn’t inspire by 
lack of visibility 

Management is 
visible 

“We never see them” 
“You cannot inspire 
when you’re never 
around” 
“I do not feel inspired 
by management” 

“I’m often on the work 
floor” 
“I often ask how they are 
doing” 
“I think the members think 
I’m visible” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 
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Table 4.1.2.b: Identifying the level of Leadership Consideration 
 

Semi structured Interviews 

Leadership Consideration 

Theme Open codes Supporting Text 
Influence/motivation Team A & B Team leader Team A & B Team leader 

Leadership Individual consideration 
Participants Leadership 

doesn’t give 
enough individual 
attention 

Leadership gives 
enough individual 
attention 

“They don’t pay 
enough attention to us 
as individual” 
“I do not feel any 
attention or 
consideration from 
management” 
“They should ask more 
about individual team 
members” 

“I pay attention to the 
personal needs of people” 
“I help people 
individually” 
“I think the members think 
I’m visible” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Participants Leadership 
doesn’t guide the 
individual 

Leadership offers 
guidance to the 
individual 

“I do not feel backed up 
by management” 
“They help me to grow 
within this 
organization” 

“I feel connected to the 
team members” 
“I give guidance when 
needed” 
“People can come to me 
with personal issues” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Leadership Team consideration 

Participants Leadership 
doesn’t listen 
enough to the 
team 

Leadership is 
listening to the 
team 

“They never ask how 
the team is doing” 
“They should help us 
solve conflicts” 
“They give us back the 
problems too easy” 
“They are not 
interested in what’s 
going on in the group” 

“I often ask them how 
they are doing” 
“I feel connected to the 
team” 
“I try to stay informed 
about what’s going on in 
the teams” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Participants Leadership is not 
visible enough for 
the team 

Management is 
visible for the 
team 

“They never come to 
the floor” 
“They should be more 
present in the group” 
“They leave us without 
proper guidance” 

“I’m often on the work 
floor” 
“I visit the teams often to 
stay informed” 
“I think the teams think 
I’m visible for them” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 
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Table 4.1.2.c: Identifying the level of Leadership Communication and Awareness 
 

Semi structured Interviews 

Leadership Communication and Awareness 

Theme Open codes Supporting Text 
Influence/motivation Team A & B Team leader Team A & B Team leader 

Leadership Communication 
Participants Leadership 

doesn’t 
communicate 
enough 

There is often 
communication 

“They almost never 
talk to us on the floor” 
“I want more 
communication from 
management” 
“They did not 
communicate enough 
about changing teams” 

“I try to communicate 
often with the teams” 
“I think I communicate 
often with the team” 
 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team  
Leader/ 
Leadership 

Participants Leadership is not 
always 
trustworthy 

There should be 
more 
communication 

“I don’t trust 
leadership enough” 
“Leadership is not 
always trustworthy” 
“You can’t always trust 
the leadership” 

“Management must 
communicate more with 
the team” 
“Communication is often 
very short and brief” 
“I don’t have enough time 
to do the proper 
communication” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
 Leader/ 
Leadership 

Leadership Awareness 

Participants Leadership is not 
aware of what’s 
going on in the 
team 

Leadership is 
aware of what’s 
going on in the 
team 

“The do not know 
about the frictions” 
“They are not aware of 
what’s going on” 
“They are not aware of 
problems between 
members” 

“I am aware of what is 
happening” 
“I know many of the 
problems within the 
team” 
“I think that the team 
thinks I’m giving good 
leadership” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

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

Management 
needs to be more 
aware 

“The almost never ask 
what’s going on in the 
team” 
“They seem not to be 
interested in how the 
team is feeling” 
“They should pay more 
attention to the team” 

“Management needs 
training to be more aware 
of what’s going on” 
“I don’t think that the 
leadership layers are 
aware of all the aspects of 
the transition towards 
SMWT, and they should 
be” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 
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Table 4.1.2.d: Identifying the level of Leadership Stimulation and reachability 
 

Semi structured Interviews 

Leadership Stimulation and Reachability 

Theme Open codes Supporting Text 
Influence/motivation Team A & B Team leader Team A & B Team leader 

Leadership Intellectual stimulation 
Participants Leadership 

doesn’t make 
work intellectual 
stimulating 

There are no 
possibilities for 
training 

“They don’t make the 
tasks very stimulating” 
“The tasks are not 
stimulating and 
management does 
nothing about it” 

 “I do not think they feel 
intellectual stimulated” 
“We cannot give them 
training at the moment” 
“There are not many 
possibilities that could 
intellectually stimulate the 
people” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Participants Leadership 
doesn’t create 
challenges 

We cannot give 
training 

“I don’t feel challenged 
by the tasks and work” 
“I am not intellectually 
challenged” 
“There’s not room for 
making the tasks more 
challenging” 

“Only the B.I.G training is 
possible” 
“All budgets are frozen” 
“We do not have money 
for education” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Leadership Reachability 

Participants Leadership is 
open for 
questions 

Leadership has an 
open door policy 

“When you call them, 
they answer the phone” 
“You can call them, the 
line is open” 
“They are open for 
questions” 

“They can call me 
whenever they want” 
“My door is open” 
“I have an open door 
policy” 
“I’m always available for 
people” 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 

Participants Leadership is 
often too busy for 
questions 

Leadership is not 
always reachable 

“You almost never see 
them” 
“Phone calls are often 
not being answered” 
“They often do nothing 
with the questions 
asked” 
“They are always too 
busy” 

“I cannot handle all 
questions at the right 
time” 
“Not all management 
layers are reachable” 
“Not every manager is as 
reachable as should be” 
 

A1 A2 A3 
A4 A5 A6 
B1 B2 B3 
B4 B5 B6 

Team 
Leader/ 
Leadership 
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Reflection on the Semi Structured interviews related to Leadership 

The perception of the leaders and the followers was very different concerning the quality of leadership 

and leadership style executed. It is important that the perception of the leader and followers about the 

quality and usefulness of the leadership style used, is the same or else it will have a negative effect on the 

leader-follower relationship. The lack of a proper and well defined leader follower relationship was the 

cause of much dissatisfaction, distrust and underperformance of the teams for both the low performing 

as well as the high performing team. 

The teams expected more involvement and guidance, whereas management had the opinion that SMWT 

must lead and guide themselves. TFL is considered the most effective and active leadership style and 

literature show that TFL is the most beneficial style related to the leader-follower relationship (Shibru & 

Darshan, 2011).  Business trends such as self-managed teams suggest the need for strong and capable 

followers (Grayson & Speckhart, 2006). 

When leadership is underperforming, it is experienced as bad leadership for both the high performing as 

well as the low performing team, although the high performing team was a little bit more positive about 

the leader-follower relationships. A better focus and understanding of the leader-follower relationships 

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

and capable followers is needed to improve the leader-follower relationship. 

Graph 4.1.2.a: a view on the results of the Semi Structured Interviews related to Leadership 

 

Explanation of Graph interpretation: see “Appendix V – Interpretation of Graph-System” 

  

0

1

2

3

4

5

6
Influence and Motivation

Communication and
awareness

Consideration

Stimulation and reachability

Semi Structured Interviews related to leadership considerations

Team A&B Team Leader



  

 

35 | P a g e  
 

4.1.3 Nonparticipant Observations 

Although the JR used nonparticipant observations; there was some conversation with the members being 

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

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

certain behavior being expressed by the members under observation.  

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

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

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

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

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

Table 4.1.3.a: Identifying the level of Task Cohesion within the low and high performing team  

Nonparticipant Observations 

Task Cohesion 

Theme Open codes Supporting behavior 

Task Cohesion Team A Team B Team A Team B 

T2ask communication 
Participants Not much task 

communication 
among members, 
little negotiation 

More task 
communication 
among members, 
more negotiation 

‘Members didn’t 
communicated much 
about tasks’ 
‘There was no 
communication to align 
task execution’ 
‘There was hardly any 
task communication 
before the shift’ 

‘Members communicated 
more about the tasks’ 
‘There was more 
communication to align 
task execution’ 
‘There was better task 
communication before the 
shift’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Members 
expressed negative 
task 
communication 

Members 
expressed less 
negative task 
communication 

 ‘They talked negative 
about others task 
execution’ 
‘They talked much about 
the unfinished tasks of 
others negatively’ 

‘They talked less negative 
about others task 
execution’ 
‘They talked less negative 
about the unfinished tasks 
of others’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Task execution 

Participants Members acted as 
islands 

Members didn’t 
acted as islands 

‘They expressed distance 
from each other’ 
‘They didn’t sought each 
other’s opinions or 
insights’ 
‘There was no sense of 
working together’ 

‘They expressed little 
distance from each other’ 
‘They sought each other’s 
opinions or insights’ 
‘There was definitely a 
sense of working together’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Low flexibility 
towards work and 
each other 

More flexibility 
towards work and 
each other 

‘Team was not flexible 
towards work and each 
other’ 
‘Team was negative 
about sharing tasks and 
shared tasks’ 

‘Team was more flexible 
towards work and each 
other’ 
‘Team was less negative 
about shareing tasks and 
shared tasks’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

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

Nonparticipant observations 

Social Cohesion 

Theme Open codes Supporting behavior 

Social Cohesion Team A Team B Team A Team B 

Members liking each other 
Participants Members 

expressed closed 
body language 

Members 
expressed less 
closed body 
language 

‘Overall body language 
closed’ 
‘Often a defensive body 
language’ 

‘Overall body language was 
more open’ 
‘Not often a defensive body 
language’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Members had low 
social talk 

Members had 
more social talk 

‘Hardly any social talk’ 
‘No brake with social 
talk’ 
‘No nice talks in between 
task execution’ 

‘More social talk’ 
‘Lengthy break with nice 
social talk’ 
‘More nice talks in between 
task execution’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Members were 
negative about 
other members 
 

Members were 
less negative 
about other 
members 

‘Negative about other 
members overall’ 
‘Negative about other 
members communication 
abilities’ 
‘No smiles and laughter’ 

‘Less negative about other 
members overall’ 
‘Positive about others 
communication abilities’ 
‘Much laughter’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Member trust and respect relationship 

Participants Distrust among 
members 

Not much distrust 
among members 

 ‘Not everyone wants to 
work with each other’ 
‘There’s distrust among 
members’ 
‘They say not to trust all 
team members equally’ 

‘Everyone wants to work 
with each other’ 
‘There’s hardly any distrust 
among members’ 
‘Members expressed lesser 
distrust’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Lack of respect 
among members 

More respect for 
other members 

‘There’s no respect for 
some other members’ 
‘They talk disrespectful 
about other members’ 
‘Talking about distrust 
was very difficult’ 
‘It was obvious that 
people distrusted each 
other’ 
‘Low flexibility towards 
each other through 
distrust’ 

‘There’s respect for other 
members’ 
‘Lesser disrespectful talk 
about other members’ 
‘Talking about distrust was 
less difficult’ 
‘It showed that people 
trusted each other better’ 
‘More flexibility towards 
each other through more 
trust’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Closed, defensive 
and alerted body 
language 

Open body 
language 

‘They had closed body 
language’ 
They had defensive body 
language’ 
‘They had alerted body 
language’ 

‘Open body language’ 
‘Hardly any defensive body 
language’ 
‘Hardly any alerted body 
language’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 
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Table 4.1.3.c: Identifying the level of Intra-team communication within the low and high 

performing team  

Nonparticipant observations 

Intra-team communication 

Theme Open codes Supporting behavior 

Communication Team A Team B Team A Team B 

Intra-team communication 

Participants Members did not 
communicated 
much 

Members 
communicated 
more 

‘No social talks’ 
‘Members did not 
communicated much’ 
‘They didn’t sought each 
other’s opinions or 
insights’ 

‘More social talk’ 
‘Members did 
communicated more’ 
‘They sought each other’s 
opinions or insights’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Members did not 
had open 
communication 

Members had 
more open 
communication 

‘Closed body language’ 
‘Often a defensive body 
language’ 
‘They expressed distance 
from each other’ 
‘They acted as islands’ 

‘More open body language’ 
‘Not often a defensive body 
language’ 
‘They expressed lesser 
distance from each other’ 
‘They acted not as islands’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Members 
expressed negative 
language 

Members 
expressed lesser 
negative language 

‘Much negative 
language’ 
‘Much negative talk 
about unfinished tasks’ 
‘Much negative talk 
about other members 
and organization’ 

‘Not much negative 
language’ 
‘Not much negative 
language about unfinished 
tasks’ 
‘Not much negative 
language about other 
members and organization’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Language was 
cautious 

Language was 
more relaxed 

‘Language always 
cautious’ 
‘There was much 
agitation’ 
‘Language sharp and on 
the edge’ 

‘Language was less 
cautious’ 
There was not much 
agitation’ 
‘Language was not sharp 
and on the edge’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Difficult 
communication 
among members 

Better 
communication 
among members 

‘Talking about issues 
was difficult’ 
‘Talking about quarrels 
was difficult’ 
‘Intra-team 
communication was 
difficult’  

‘Talking about issues was 
better possible’ 
‘Talking about quarrels less 
difficult’ 
Intra-team communication 
was not difficult’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 
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Table 4.1.3.d: Identifying the level of Perception of Leadership and organization within the 

low and high performing team  

Nonparticipant observations 

Perception of Leadership and organization 

Theme Open codes Supporting behavior 

Communication Team A Team B Team A Team B 

Intra-team communication 

Participants Low flexibility 
towards leadership 

More flexibility 
towards leadership 
but still low 

‘Flexibility towards 
leadership low’ 
‘Overall perception of 
leadership low’ 

‘Flexibility towards 
leadership higher but still 
low’ 
‘Overall perception of 
leadership higher but still 
low’ 
‘Overall impression of 
leadership layers higher but 
still low’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Low flexibility 
towards work and 
organization 

More flexibility 
towards work and 
organization but 
still low 

‘Flexibility towards 
organization low’ 
Willingness towards 
work low’ 
‘Perception of 
organization low’ 

‘Flexibility towards 
organization higher but still 
low’ 
Willingness towards work 
higher but still low’ 
‘Perception of organization 
higher but still low’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Negative about 
leadership 

Less negative 
about leadership, 
but still low 

‘Team was not positive 
about leadership’ 
 ‘Team expected more 
involvement from 
leadership’ 
‘Members expected 
more involvement from 
leadership’ 
‘Leadership did not 
expressed involvement’ 

‘Team expected more 
overall leadership 
involvement’ 
Leadership did not 
expressed involvement’ 
Members expected more 
involvement from 
leadership’ 
‘Team was not positive 
about leadership’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 

Participants Low perception of 
self-management 
of team 

Better perception 
of self-
management of 
team but still low 

‘Perception of SMWT 
process low’ 
‘Team was not positive 
about the self-
management of the 
team’ 
Team was negative 
about guidance of 
leadership towards 
SMWT process’ 

‘Perception of SMWT 
process low’ 
‘Team expected more 
involvement from 
leadership towards team 
self-management’ 
‘Team was not positive 
about self-management of 
team’ 

A1 A2 
A3 A4 
A5 A6 

B1 B2 
B3 B4 
B5 B6 
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Reflection on the Nonparticipant observation related to team considerations and leadership 

The results from both the SSI and NPO showed the same relationship between the analyzed elements. 

The low performing team showed an overall negative effect on team cohesion, ITC and the perception of 

leadership. The high performing team had an overall positive effect on team cohesion and ITC. The 

perception of leadership was hardly affected by being a low or high performing team, which again 

indicates that poor leadership is perceived as poor leadership despite the fact that a team is performing 

relatively high. Poor leadership has a negative influence on both the low and high performing team. 

The use of both SSI and NPO during the open coding phase, helped the JR to make a thorough 

conceptualization of the data and integrate themes that emerged during the SSI and NPO (Hollander, 

2012). This was used to lay the proper foundation for the next phase: axial coding. 

 

Graph 4.1.3.e: a view on the results of the Nonparticipant Observation related to team considerations 

and perception of Leadership and organization 

 
 
Explanation of Graph interpretation: see “Appendix V – Interpretation of Graph-System”  
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4.2 Axial coding 
The research of data continued with axial coding which involved assembling the data in different ways. 

Axial coding is the second of the three-phase method of Strauss and Corbin (1990). It is about putting the 

pieces of data back together following new thoughts and ideas. When connecting and relating the data 

into new pieces of information, the coding paradigm followed focused on three different aspects of the 

phenomenon being researched: (1: the conditions or situations in which it occurred, (2: the actions or 

interactions of the people in response to what was happening in the situations and (3: the consequences 

or results of the actions taken or inactions (Strauss & Corbin, 1998). During the Axial coding phase, the JR 

tried to understand categories in relation to other categories. The purpose was to delineate and extricate 

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

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

Color Meaning 

Team A – Low performing Low performing – Negative feedback 

Team B – High performing / Team Leader High performing – Positive feedback 

Teams A & B Missing TFL leadership qualities 

Axial coding categories Identified categories during the axial coding process 

 

Table 4.2.b: Axial coding matrix presenting different reasons for the perceived tension between 

members of the SMWT and the identified TFL leadership qualities that are currently not present but are 

required from management to create a better leader-follower relationship for cohesion improvements 

Open codes Category Description of category 

Perception of Leadership involvement Low and high performing 
team (PLLHT) 

Importance of 
leader-follower 
relationships 

TFL is considered the most effective 

and active leadership style and 

literature show that TFL is the most 

beneficial style related to the 

leader-follower relationship (Shibru 

& Darshan, 2011).  Business trends 

such as self-managed teams suggest 

the need for strong and capable 

followers (Grayson & Speckhart, 

2006). 

A better focus and understanding of 

the leader-follower relationships is 

needed to improve the SMWT 

cohesion of both the low and high 

performing teams. Creating strong 

and capable followers is needed to 

During SSI 

We feel left alone by leadership and they don’t set the standards 
Leadership doesn’t give the right example and guidance 
Leadership doesn’t motivate team by inspiration 
Leadership doesn’t inspire by lack of visibility 
Leadership doesn’t give enough individual attention 
Leadership doesn’t guide the individual 
Leadership doesn’t listen enough to the team 
Leadership is not visible enough for the team 
Leadership doesn’t communicate enough 
Leadership is not always trustworthy 
Leadership is not aware of what’s going on in the team 
Leadership is not interested in what is going on in the team 
Leadership doesn’t make work intellectual stimulating 
Leadership doesn’t create challenges 
Leadership is open for questions 
Leadership is often too busy for questions 

During NPO 
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Low flexibility towards leadership 
Low flexibility towards work and organization 
Negative about leadership 
Low perception of self-management of team 

improve the leader-follower 

relationship. 

 

Leadership involvement PLLHT Importance of 
task cohesion 

TC is important for the commitment 

of the team towards group tasks 

and the effort that is put in 

accomplishing the shared goals. TC 

can be improved by a better leader-

follower relationship and by 

building strong and capable 

followers. 

Leadership doesn’t create challenges 
Leadership doesn’t make work intellectual stimulating 

Low performing team SSI 

Low task communication within the team overall 
Low task communication within the team during shifts 
Many tasks are left unfinished for others 
Tasks are not seen and experienced as team effort 
Tasks are not made interesting for the team 
Members of the team are not intellectually stimulated 

Low performing team NPO 

Not much task communication among members, little negotiation 
Members expressed negative task communication 
Members acted as islands 
Low flexibility towards work and each other 

High performing team SSI 

High task communication within the team overall 
High task communication within the team during shifts 
Lesser tasks are left for others unfinished 
Tasks are seen and experienced as team effort 
Tasks are made more interesting for team members 

High performing team NPO 

More task communication among members, more negotiation 
Members expressed less negative task communication 
Members didn’t acted as islands 
More flexibility towards work and each other 

Leadership involvement PLLHT Importance of 
social cohesion 

SC is important for the motivation 

and willingness of the team to work 

with each other. SC can be 

improved by a better leader-

follower relationship and by 

creating strong and capable 

followers. 

Leadership doesn’t inspire by lack of visibility 
We feel left alone by leadership and they don’t set the standards 
Leadership doesn’t give the right example and guidance 
Leadership doesn’t give enough individual attention 
Leadership is not always trustworthy 
Leadership is not interested in what is going on in the team 
Leadership is not aware of what’s going on in the team 

Low performing team SSI 

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

Low performing team NPO 

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

High performing team SSI 

People like each other more within the team 
Lesser subculture forming within the team 
People are more intellectual stimulated by team members 
The team is more inspiring for its members 
Team motivates its members 

High performing team NPO 

Members expressed less closed body language 
Members had more social talk 
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Members were less negative about other members 

Leadership involvement PLLHT Importance of 
intra-team 
communication 

Better ITC is important for the 

cohesion of the teams and trust and 

respect among its members. ITC can 

be improved by a better leader-

follower relationship and by 

creating strong and capable 

followers. 

Leadership is open for questions 
Leadership is often too busy for questions 
Leadership is not aware of what’s going on in the team 
Leadership is not interested in what is going on in the team 
Leadership doesn’t communicate enough 

Low performing team SSI 

Low team communication 
No open team communication 
Negative team communication 

Low performing team NPO 

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

High performing team SSI 

High team communication 
Open team communication 
Positive team communication 

High performing team NPO 

Members communicated more 
Members had more open communication 
Members expressed lesser negative language 
Language was more relaxed 
Better communication among members 

Leadership involvement PLLHT Importance of 
trust and 
respect 

There is a low trust relationship 

within and between the teams and 

the leadership layers. Trusting 

relationships are important to 

improve the leader-follower 

relationship and for building strong 

and capable followers. 

Leadership doesn’t give enough individual attention 
Leadership doesn’t guide the individual 
Leadership doesn’t listen enough to the team 
Leadership is not always trustworthy 

Low performing team SSI 

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

Low performing team NPO 

Distrust among members 
Lack of respect among members 
Closed, defensive and alerted body language 
Language was cautious 

High performing team SSI 

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

High performing team NPO 

Not much distrust among members 
More respect for other members 
Open body language 
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4.3 Selective coding 
Selective coding involves the integration of the categories from the axial coding model. It is about 

integrating and refining the theory (Strauss & Corbin, 1998). In this phase, conditional propositions (or 

hypotheses) are typically presented. The result of this process of data collection and analysis is a 

substantive-level theory relevant to the research question and embedded in literature review. It is the 

process of selecting the core category, systematically relating it to other categories, validating those 

relationships, and filling in categories that need further refinement and development (Strauss & Corbin, 

1990; LaRossa, 2005).  

The JR selected a core category and related the other main categories to this core category. In a sense the 

selective coding phase is comparable to the axial coding phase. In both phases the categories are 

developed in terms of their properties, dimensions and relationships. It is in the selective coding phase 

that the integration occurs at a more abstract level of analysis (Strauss & Corbin, 1990). Although the 

selective coding of Strauss (1990) is not the same as the one from Glaser (1978), they both focus on 

selectively coding around a core variable identified in the data (Walker & Myrick, 2006). 

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

Color Meaning 

Categories Axial coding categories 

Core category Central core category identified 

Grounded theory Central core category grounded in theory 

 

Table 4.3.a: Selective coding matrix 

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

Importance of task cohesion 
 
Importance of social cohesion 
 
Importance of communication 
 
Importance of trust and respect 
 

Leader-follower 
relationship 

Followership related to organizational performance, is 

greatly undervalued in society and in business. Too little 

attention is placed on the development of strong and 

capable followers. Business trends such as self-managed 

teams suggest the need for strong and capable followers 

(Grayson & Speckhart, 2006). 

TFL is considered the most effective and active leadership 

style and literature show that TFL is the most beneficial style 

related to the leader-follower relationship (Shibru & 

Darshan, 2011). TFL is focused upon building relationships 

with team members based on emotional, personal and 

inspirational aspects. These human focused elements of TFL 

have a positive influence on team performance and 

cohesiveness (Senior and Fleming, 2006; Carnal, 2007; 

Goleman, 1998; Laan van der, 2012). 
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"Research evidence clearly shows that groups led by 

transformational leaders have higher levels of performance 

and satisfaction than groups led by other types of leaders," 

(Riggio, 2009) 

Charismatic transformational leaders transform the self-

concepts of their followers and build a personal and social 

identification among them according to the mission and 

shared goals of the team and organization. It will enhance 

the members’ feelings of involvement, cohesiveness, 

commitment, potency and performance (Shamir, House & 

Arthur, 1993).   

In their classic text, Transformational Leadership (2006), 

authors Bass and Riggio explained: "Transformational 

leaders...are those who stimulate and inspire followers to 

both achieve extraordinary outcomes and, in the process, 

develop their own leadership capacity. Transformational 

leaders help followers grow and develop into leaders by 

responding to individual followers' needs by empowering 

them and by aligning the objectives and goals of the 

individual followers, the leader, the group, and the larger 

organization." 

 

The selective coding presented in this paragraph can be used as the foundation for the proposed guideline 

on leadership development for a better leader-follower relationship that can be found in “Appendix II 

Leadership Guideline and Rating System” and is focused on the leader-follower relationship with strong 

and capable followers build on SC, TC, ITC and trust and respect, as identified in the selective coding 

process as key categories. In the same appendix there is a proposed rating system on how well the 

individual has demonstrated transformational leadership, which can be used to periodically check the 

leadership qualities of leaders within the NHFEP.  

The proposed guideline for leadership development uses the main categories of transformational 

leadership as defined by Bass (1985). These categories are presented in “Appendix I The main pillars of 

Transformational Leadership” and should be used together with the definitions of transformational 

leadership behavior in “Figure 8.2: Rating system for transformational leaders”, which can be found in 

“Appendix II Leadership Guideline and Rating System”. Both the categories and behavioral definitions of 

transformational leadership will make the proposed guideline on leadership development more readable 

and understandable.  

4.4 Conclusion 
This chapter showed how the leadership qualities that are required to improve the leader follower 

relationship were identified. These required leadership qualities can be extracted from the perception on 

the leadership style currently executed of both the low and high performing teams. The results are 

suggesting that an improvement of the leader follower relationship and a more connected 
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transformational leadership style can have a positive influence on the leader-follower relationship, SC, TC, 

ITC and trust relationship of both teams and the leadership layers.  

The next chapter will compare the research findings to the theory obtained through the literature review 

(Hollander, 2012). 
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5 Discussion of the results 
This chapter discusses the interpretation of the research findings and embeds it within the context of the 

literature on TFL related to SMWT cohesion. The discussion is developed from the previous chapter where 

a reflection and analysis of the results findings is already given to some extent. The current chapter will 

also provide a reflection on the limitations of the research and it will offer some recommendations for 

further research. The chapter concludes with a reflection on the dissertation process. 

5.1 Key findings of the research 
This study sought to increase understanding on how TFL could positively influence the cohesion of SMWT 

within a NHFEP. Substantive Theory was generated by the use of GT as the qualitative research 

methodology. The central category discovered that would enable leaders within this NHFEP to create a 

positive influence on SMWT cohesion, was the leader-follower relationship. This could indicate that TFL is 

best suited to positively influence the SMWT cohesion within this NHFEP because literature show that TFL 

is the most beneficial style related to the leader-follower relationship (Shibru & Darshan, 2011). 

The secondary research findings in chapter two formed the framework where the primary research 

findings of chapter four could be embedded. The research clearly reflected the importance of a close and 

connected style of leadership wherein the followers felt save, trusted, inspired, motivated and individually 

sponsored. The same findings as reflected in this study can be found in the work of Bass (1985), Lowe, 

Kroek & Sivasubramaniam (1996), Shibru & Darshan (2011), Riggio (2009) and others where the 

satisfaction, cohesion and performance of the team is closely related to the characteristics of TFL.  

The JR has tried to find out whether transformational leadership does indeed have a positive effect on the 

cohesion of teams. The results of this study define a number of key elements that can be used to create 

a leadership style that is more in accordance with the TFL style of leadership. These key elements could 

be used in practice by focusing more on the TFL qualities related to leader-follower relationship, social 

cohesion (SC), task cohesion (TC), intra-team communication (ITC) and mutual trust and respect (See 

Appendix II, II and III). 

5.2 Team cohesion, TFL and the leader-follower relationship 
The results of the analysis in this research indicated that a positive leader-follower relationship with strong 

SMWT cohesion is closely related to SC, TC, ITC and mutual trust and respect. Research undertaken by 

Carnal (2007), Holbeche (2007) and Bass & Riggio (2006) for example, confirmed that choosing the right 

leadership style to guide teams is important for a positive leader-follower relationship resulting in capable 

and strong followers, as highlighted by Grayson & Speckhart (2006). 

The factor “liking” seemed to have a huge influence on SC within these teams (Lott & Lott, 1965). Not 

everyone in the low performing team liked each other and this had a negative effect on ITC. The factor 

liking was much more evident within the high performing team with an increasing positive effect on the 

SC, ITC and trust and respect.  

Sub groups were formed within the low performing team through a lack of social solidarity, shared values 

and common commitment (Carnal, 2007) and people started talking negatively about each other 
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indirectly through other team members. This process had a progressive negative effect on the SC and TC 

of the low performing team resulting in low intensity and relatively low number of friendships among its 

members (Festinger, Schachter & Back, 1950). This could indicate that the limited presence of liking and 

friendships has an increasing negative effect on SC, TC, ITC and trust and respect. 

Tasks were not well communicated within the low performing team. This was also the case for the high 

performing team but to a lesser degree. ITC partly mediates the relationship between two of the TFL 

behaviors and TC; being inspirational motivation and intellectual stimulation (Calum et al., 2013). The lack 

of inspirational motivation and intellectual stimulation experienced by both teams, was further negatively 

influenced by the poor ITC. Although this ITC was more present within the high performing team, it still 

lacked a certain stability with a negative effect on TC. 

Little attention have been paid to the influence of TFL on group processes and their outcomes (Conger, 

1999; Yukl, 1999) This changed after teams became increasingly important (Bass, Avolio, Jung & Berson, 

2003) and TFL was recognized as being well suited to positively influence team cohesion (Shamir, House 

& Arthur, 1993). The cohesion of teams can have a positive influence on group interaction and 

communication, increased group influence and more involvement of the members (Carron, 1982).  

When leadership within this NHFEP recognizes its own emotions and the emotions of the SMWT being 

led, it will better be able to execute TFL (George, 2000). The findings of the current research showed some 

distance between the leadership layers and the SMWT resulting in different perspectives about the 

leadership style being executed and the influence it had on the cohesion of the teams. This indicates that 

the alignment between the emotions and perspective of reality of the teams and leadership was not 

coherent. This had a progressive negative effect on leadership perception within the team and an overall 

negative effect on the leader-follower relationship. 

The leadership style being used within this NHFEP was not able to transform the self-concepts of the 

followers to build a personal and social identification according to the mission and shared goals of the 

team and organization. This resulted in bad TC, SC, ITC, a lack of trust and respect and a negative leader-

follower relationship. When the NHFEP is able to use more of TFL, it will enhance the members’ feelings 

of involvement, cohesiveness, commitment, potency and performance (Shamir, House & Arthur, 1993). 

TFL is capable of facilitating the formation of cohesive teams that can perform at higher levels and is more 

committed to the shared tasks and goals of the group. 

5.3 Recommendations 
This study indicated that the leaders need to improve their leadership qualities and focus more on a better 

leader follower relationship through the use of TFL, combined with the creation of strong and capable 

followers. A connected and transformational leader demonstrates behavioral integrity, which allows for 

the development of trust with followers and a strong leader-follower relationship. A strong leader-

follower relationship motivates SC, TC and ITC among team members as indicated by this research. 

These findings can be used to construct a leadership development training program that can identify 

potential leaders who have the ability to motivate people to achieve and set goals, are competent and 

confident in their decisions, are willing to listen to followers' advice, and are willing to be honest and 
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consistent in their communication with organizational stakeholders. Additionally, individual performance 

evaluations might include a rating system on how well the individual has demonstrated transformational 

leadership. Based on this rating system, it might be possible to reward certain supervisors (Childers, 2009) 

The proposed guideline on leadership development for a better leader-follower relationship can be found 

in “Appendix II Leadership Guideline and Rating System” and is explained in more detail in paragraph “4.3 

Selective Coding”. This proposed guideline can be used as the foundation for the leadership development 

training program mentioned in this section. 

5.4 Future research directions 
For this NHFEP it is important to continue this research on the positive influence of TFL on SMWT cohesion 

when the teams are in the norming and performing phases. Further study should be done to indicate if 

leadership improvements done in the storming and performing phases will still have the expected positive 

influence on SMWT cohesion in the norming and performing phases. 

This study represents a first effort to examine the positive influence of TFL on SMWT cohesion within a 

NHFEP. Further study must be done to validate the results of this GT research. Additional research should 

include quantitative study or a mixture of qualitative and quantitative study to confirm or reject the 

qualitative theory of this dissertation. The findings of further research should be used to formulate 

additional guidelines on leadership development, especially related to the norming and performing 

phases of SMWT within this NHFEP.  

5.5 Strengths and Limitations 
This study mainly focused on GT as described by Strauss & Corbin (1998), following the more orthodox 

form of GT as a strict inductive way of generating categories from empirical data. By using GT this way, 

different coding processes are performed that imply abstracting and relating categories with each other 

during data analysis. The objection from Glaser (1992) against the version of Strauss & Corbin (1998) 

stated that it is not strict enough concerning the inductive way of analyzing the data. Following the 

thoughts of Glaser implies that the conceptualizations should emerge and not be forced by using 

preexisting categories, even if these categories were formed genetically from out analysis. 

Other scholars, on the other hand, have criticized GT for this purely emergent procedure and thereby 

neutralizes the objection from Glaser (1992) against Strauss & Corbin (1998). The JR experienced the 

inductive way of working with data as a major strength of GT and on the other hand also felt it as a 

weakness. Preexisting theory can bring in some inspiration and challenge to some of the abstractions 

made during certain stages of theory development. Knowledge isolation can be avoided when the 

empirical findings and abstractions are compared with other theories (Goldkuhl & Cronholm, 2010). 

Therefor the JR thinks that theory development could benefit from knowledge integration and synthesis. 

In this context the pure inductive way of working with data, acknowledged as a strength of GT, is at the 

same time one of its principal weaknesses.  

Furthermore, just one NHFEP in The Netherlands is analyzed in this study, and the focus is only on one 

specific geographic area. The cultural and the sub-cultural aspects of the SMWT are only touched on the 
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surface. Some cultures are better suited for TFL than others (Bass, Jung & Sosik, 1995). Certain areas 

within the Netherlands do have a higher number of immigrants, which is also reflected in the 

heterogeneous consistency of cultures within the SMWT in this NHFEP. This adaptability towards TFL is 

also different between cultures in other countries. Western oriented countries react differently towards 

TFL than non-Western oriented countries (Spreitzer, Perttula & Xin, 2005). 

The SMWT were in the phase of storming and forming and did not enter the norming or performing phase. 

It was interesting to see that it was very important that the leadership style chosen shows involvement, 

open communication, motivation and inspiration. The research could not explore the positive correlation 

of TFL with SMWT cohesion in the norming and performing phase. The balance between the teams could 

have been significantly different in the norming and performing phases than they were in the storming 

and forming phase within this NHFEP. This should be included in the interpretation of these research 

findings. 

5.6 Reflection on Dissertation Process 
The research indicated that implementing SMWT within a NHFEP is not something that can be done 

without the proper guidance and knowledge from the organization and its leaders. The teams confirmed 

unanimously that a connected leadership style is needed with a constructive leader-follower relationship 

where cohesion can thrive. Especially when the initiation phases of forming and storming are still not 

finished; this connected, motivational and inspiring leadership style is essential. It was very interesting to 

see this process working during the research and to be able to confirm what literature was already 

reflecting.  

Asking the questions of semi-structured interviews without directing the answer is an art on its own. The 

JR was aware of possible bias in this area and tried hard to avoid creating a context in which the 

interviewee could only answer towards certain criteria. Still it happened that questions had to be asked 

again after creating a different atmosphere for the interviewee wherein objective answers were possible 

again. Some more test questions before the real interviews would have been beneficial for the quality of 

the answers. 

By completing this dissertation it was clear that the listening skills of the JR were predominated by 

assumptions of what the interviewees were saying. This was often different from what the JR thought he 

was hearing. The research made it clear that the JR need to improve his listening skills. The problem of 

listening was combined with a lack of ability to keep the interviewees focused on the topic of the questions 

and the JR stimulated them to wander off several times. The interviewing skills of the JR need to be 

improved if he wants to conduct further research. 

Planning seemed to be crucial and despite the fact that planning was done thoroughly, still some 

unforeseen things occurred; like interviews shifting to other time windows and meetings gone wrong 

which had to be done all over again. The people factor was not calculated properly into the planning and 

this had a negative effect on some preparations. 

This study has clearly shown the distance that exists between the leaders and the SMWT within this 

NHFEP. The main cause of this distance was a lack of trust and respect, low communication and a negative 
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leader-follower relationship. The research focused on the positive influence of TFL on SMWT cohesion 

through a positive leader-follower relationship. The assumption made in this study is that leadership is a 

trait that can be acquired which is also true for TFL. Another assumption of this study is that a 

transformational leader requires some skills which are more difficult to learn. The outcome of this study 

provides a structured training program to select suitable people for the transformational leadership 

model to improve the SMWT cohesion within this NHFEP. 

It was highly valued that the JR had the opportunity to work closely with fellow students through the 

forum and residency. The Principal Investigator (PI) taught the JR to integrate academic critique into his 

results without being over-sensitive. The guidance and interaction with the PI made the learning 

experience enormously rich and vibrant. The information in between the lines of the comments from the 

PI made it all very exciting because it was especially this information that turned out to be most important 

to improve the quality of this dissertation. This ‘secretly’ given advice is highly valued as a challenging 

experience and helped the JR to persist and resolve difficulties. This distance and at the same time closely 

interaction with the PI motivated the JR to continue the research journey into the unknown; to boldly go 

where no one has gone before. 

6 Conclusion 
The results presented in this research enhance our understanding of how TFL can have a positive influence 

on the cohesion of SMWT. The results provide evidence that a strong leader-follower relationship does 

have a positive effect on different aspects of cohesion. There is also some indication that emotional 

intelligence is an important element of TFL and that TFL is closely related to the overall group level 

effectiveness. TFL plays the role of mediating the relationship between the leader-follower relationship 

and intra-team communication and trust and respect. 

In addition, the research findings indicate that members of the SMWT experienced good leadership as 

being connected, supportive, inspirational, motivational and capable of listening to what the members 

needed. In order to create a positive leader-follower relationship the leader must be people oriented with 

a focus on the human aspects when building effective SMWT.  

The findings support Salvage (1989) in suggesting that nursing needs good leadership at all levels in order 

to create strong and capable followers. NHFEP needs good leaders and education is then crucial. This 

study showed that Introducing SMWT must be combined with innovative, dynamic and connected 

leadership to create a strong leader-follower relationship or else the teams get adrift.  

Leadership in NHFEP is at a turning point and there is the need to develop strong leader-follower 

relationships to create positive SMWT cohesion. The results indicate that healthcare workers in NHFEP 

must work collaboratively in order to create common ground and shared goals. The findings of this study 

were consistent with the theory that TFL is an effective and active leadership style and highly beneficial 

in the context of the leader-follower relationship and SMWT cohesion (Shibru & Darshan, 2011). 
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8 Appendix I – The Main Pillars of Transformational Leadership 
 

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

8.1.1 Idealized Influence 

The leader maintains that genuine trust must be built between leaders and followers. “If the leadership is 

truly transformational, its charisma or idealized influence is characterized by high moral and ethical 

standards.” Trust for both leader and follower is built on a solid moral and ethical foundation. 

8.1.2 Inspirational motivation 

Transformational leadership’s inspirational motivation provides followers with challenges and meaning 

for engaging in shared goals and undertakings.” The leader’s appeal to what is right and needs to be done 

provides the impetus for all to move forward. 

8.1.3 Intellectual stimulation 

Intellectual stimulation helps followers to question assumptions and to generate more creative solutions 

to problems.” The leader’s vision provides the framework for followers to see how they connect to the 

leader, the organization, each other, and the goal. Once they have this big picture view and are allowed 

freedom from convention they can creatively overcome any obstacles in the way of the mission. 

8.1.4 Individual consideration 

Individual consideration treats each follower as an individual and provides coaching, mentoring and 

growth opportunities.” This approach not only educates the next generation of leaders, but also fulfills the 

individuals need for self-actualization, self-fulfillment, and self-worth. It also naturally propels followers to 

further achievement and growth. 

 

  



  

 

60 | P a g e  
 

9 Appendix II – Leadership Guideline and Rating system 
 

Figure 8.1: Leadership Guideline for leaders of the NHFEP 

The proposed guideline on leadership development is driven by the transformational leadership behaviors 

from Figure 10.2: Rating system for transformational leaders in this appendix and together with an 

explanation of the categories of transformational leadership defined by Bass (1985), which can be found 

in Appendix I, will make this guideline on leadership development more readable and understandable. 
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Figure 8.2: Rating system for transformational leaders 

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

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

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

capabilities to become effective transformational leaders. 
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10 Appendix III – Interview Schedule 
Members of two groups were being interviewed. The members ranged from level 1 to level 5 in healthcare 

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

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

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

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

Table 9.1: SSI schedule 

Group A     

Research Participant Participant level Date of Interview Place of interview Duration of interview 

Participant A1 (AK) 3 11-04-2014 Amsterdam 30-45 minutes 

Participant A2 (ET) 2 11-04-2014 Amsterdam 30-45 minutes 

Participant A3 (FP) 4 14-04-2014 Amsterdam 30-45 minutes 

Participant A4 (MB) 3 14-04-2014 Amsterdam 30-45 minutes 

Participant A5 (DK) 2 14-04-2014 Amsterdam 30-45 minutes 

Participant A6 (TH) 2 25-04-2014 Amsterdam 30-45 minutes 

Group B     

Research Participant Participant level Date of Interview Place of interview Duration of interview 

Participant B1 (JB) 1 18-04-2014 Amsterdam 30-45 minutes 

Participant B2 (KV) 3 18-04-2014 Amsterdam 30-45 minutes 

Participant B3 (DW) 3 18-04-2014 Amsterdam 30-45 minutes 

Participant B4 (MS) 2 01-05-2014 Amsterdam 30-45 minutes 

Participant B5 (GH) 1 28-04-2014 Amsterdam 30-45 minutes 

Participant B6 (AG) 3 28-04-2014 Amsterdam 30-45 minutes 

Research Participant Participant level Date of Interview Place of interview Duration of interview 

Team Leader (PP) Management 28-04-2014 Amsterdam 30-45 minutes 
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11 Appendix IV – Nonparticipant observation Scheme 
Members of two groups are being observed. The teams are observed during team meetings and during 

the execution of care giving. 

Table 10.1: NPO Schedule 

Group A     

Observation Team size Date of observation Place of observation Duration of observation 

Team meeting 6 17-04-2014 Amsterdam 120 minutes 

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

Group B     

Observation Team size Date of observation Place of observation Duration of observation 

Team meeting 6 08-05-2014 Amsterdam 120 minutes 

Execution of care 3 28-04-2014 Amsterdam 120 minutes 
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12 Appendix V – Interpretation of Graph-system 
In this dissertation the radar system charts are used. It is a graphical method to visualize multivariate data 

within a two dimensional chart. Several quantitative variables are presented at the end of each section 

on axes starting from the same point. The angle and relative positions is not uniform and are a reflection 

of the differences between the teams or between the teams and leadership. It is a rough indication of the 

differences based on the observations of the JR. Therefor it has some bias in the form of subjective 

interpretation of the situation by the observer, being the JR. Despite this bias, the graphs at the end of 

each section do give a fast overview of the results of the observations. 

The following scoring system is used. 
 
Table 11.1: Scoring system of the graphs used in this dissertation 

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

1 Mostly negative feedback. Very little mixed feedback and contradicted non-verbal communication 

2 Mostly negative feedback. Little mixed feedback and contradicted non-verbal communication 

3 Negative/positive feedback. Some mixed feedback and contradicted non-verbal communication 

4 Mostly positive feedback. Little mixed feedback and contradicted non-verbal communication 

5 Mostly positive feedback. Very little mixed feedback and contradicted non-verbal communication 

6 Positive feedback. No mixed feedback and contradicted non-verbal communication 

 
Example graph and interpretation: 
Graph 11.1: a view on the results of the Nonparticipant Observation related to team considerations and Leadership 

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

0
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13 Appendix VI – Information Letter 
 

Information letter  version 1, 2 February 2014 

 

Dear sir/madam, 

You are approached by the Team Manager or Staff Executive of the Nursing Home for Elderly people 

(NHFEP) where you work concerning the mentioned research. With this letter we want to ask you to 

participate in a research about the alleged positive influence of the Transformational Leadership style on 

the cohesion of Self-Managed Work Teams (SMWT).  

The Transformational Leadership style is the style of leadership that is most concerned with the soft 

elements of the members in groups. The soft elements are related to the feelings of people, how they 

relate to each other and how they can be motivated to do that extra step in performing their tasks without 

being specifically asked to do so.  

Cohesion is about how well the team-members are able to work with each other when performing 

healthcare related tasks. The goal is to determine the influence of the Transformational Leadership style 

on the cohesion of SMWT within NHFEP. Down in this letter we explain what this research consist of and 

what it means for you if you decide to participate. 

Please read this letter carefully and in your own pace. Discuss the content with your partner, friends and 

other relatives. Please also read the general flyer. In there you will find much information concerning 

scientific research related to healthcare. If you have further questions after reading this letter, please 

contact the researcher. On page 3 you will find his contact information. 

Goal of the research 

As you may know, within healthcare and also within NHFEP, SMWT are becoming important elements to 

improve the quality of care. Although most NHFEP have a hierarchical and task driven type of 

management structure, SMWT often need a different kind of leadership style to become effective and 

create a strong team cohesion. Therefore it is important to be able to identify if the TFL style has a positive 

effect on the cohesion of SMWT. 

Qualitative research 

Through one to one interviews with members of SMWT we will try investigate if indeed elements of TFL 

do improve the team cohesion. For extra information we also will execute several nonparticipant 

observation during several team meetings. 
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How is the research being executed? 

The research will be executed in the NHFEP where you work. De researcher will contact you on one 

occasion only, on a pre-defined date and time, where he will talk with you on the matter of team cohesion 

and your participation in a SMWT. The meeting will take place in a designated room so your privacy is 

guaranteed. The duration of the meeting will be about 45-60 minutes unless you indicate that you want 

to stop earlier. 

What is being expected from you? 

There are no special preparation for you to take. We hope to have an open conversation on the matter 

of your participation within a SMWT inside your NHFEP. 

What side effects can you expect? 

There are no side effects to expect. 

What are the possible advantages and disadvantages of participating in this study? 

You yourself will not have a direct advantage by participating in this research. The outcome of this study 

can eventually have a positive effect on the quality and intensity of the team cohesion of the SMWT where 

you are a member of. For example, if this research creates more insight into how TFL can have a positive 

influence on SMWT cohesion, it can be used in yours and other NHFEP where SMWT are implemented. 

This can lead to a situation where the SMWT cohesion is structurally improved inside NHFEP with a 

positive effect on the quality of care given by these teams.  

What happens if you do not wish to participate in this survey? 

You yourself will decide to participate in this research. Participation is voluntary. If you decide not to 

participate then you have to do nothing. You do not have to sign something. You also do not have to say 

the reason of not participating. If you do not participate you will not be treated differently afterwards. If 

you decide to participate, it is always possible to stop this participation during the research without any 

consequences. 

Will you be informed if there is relevant information about the study being published during 

the study? 

The research will be done as accurate as possible and according to plan. But the situation may change. 

For example through new information. If so, we will discuss that situation with you directly. You can then 

decide whether to stop or continue with the research. 
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What will happen with your information? 

Your data will be encoded by the researcher. This means that confidential information cannot be traced 

back to you. In further reports and any publication this code will be used. Besides the researcher some 

other people will have access to your information. This is to check the reliability of the research. These 

other people are: 

 The research team 

 The review committee 

 The inspectorate for Health Care. 

Your information will be saved by the investigator during the research. After the study this information 

will be saved for a short time after which they will be destroyed.  

If you decide to participate in this research, we ask you friendly to sign the attached consent form. We 

also request you permission to contact you if additional information is needed. 

For further details with respect to this research, you can always turn to the researcher Jaap Zwart 

(telephone: 072-5066709/06-41618023). If you want to talk to a person not involved in the investigation, 

then you can contact Esther van Huissteden MSc (telephone: 06-81347983). 

Sincerely, 

Mr. J.H.J.Zwart 

Junior Researcher St John University York, England. 

 

  



  

 

68 | P a g e  
 

14 Appendix VII – Consent Form – Participation in Research 
 

I hereby confirm that I give my consent to participate in the research mentioned above.  

Within this context I certify the following: 

 I am well enough informed orally and through writing about the mentioned research 

(Information Letter version 1, March 2014) 

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

 I am aware that participation in this research is voluntary and therefore may be waived from  

participation at any time 

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

follow-up study related to the mentioned study. 

 

Name  :________________________________________________________ 
 
Birthdate :________________________________________________________ 
 
Date/Place :______________________________/_________________________ 
 
Signature :________________________________________________________ 
 

 
I hereby declare that I have fully informed the participant regarding this research and have 
explained all the advantages and dis-advantages and that I have the impression that the 
participant has fully understood all information given. 
 
Name Investigator :_________________________________________________ 
 
Date   :_________________________________________________ 
 
Signature  :_________________________________________________ 


