Revista de Enfermagem

do Centro-Oeste Mineiro
2017;7:e1262
https://doi.org/10.19175/recom.
v7i0.1262

www.ufsj.edu.br/recom i
¢

Experience Report

=

REVISTA DE ENFERMAGEM DO CENTRO-OESTE MINEIRO

USO DE DINAMICA DE GRUPO COMO ESTRATEGIA DE ABORDAGEM DO TEMA LIDERANGCA SAUDAVEL
GROUP DYNAMICS OF USE AS LEADERSHIP THEME OF HEALTHY APPROACH STRATEGY

DINAMICA DE GRUPOS DE USO COMO LIDERAZGO TEMA DE SALUD ENFOQUE ESTRATEGIA
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RESUMO

Obijetivo: descrever a utilizagdo de uma dinamica de grupo como estratégia de abordagem do tema lideranga saudavel entre
enfermeiros pos-graduandos. Métodos: trata-se de um relato de experiéncia vivenciado durante a disciplina Desenvolvimento de
Competéncias para a Lideranga na Enfermagem, em um programa de pods-graduagdo em enfermagem de uma universidade
estadual do norte do Parana. Resultados: a utilizagdo da estratégia da dinamica de construg¢do da arvore tematica sobre lideranga
sauddvel, realizada com 12 enfermeiros pds-graduandos, favoreceu a reflexdo sobre as caracteristicas necessarias para um lider
sauddvel e suas implicagdes no processo de trabalho. Além disso, permitiu estimula-los a analisarem sua pratica profissional e os
motivarem para mudangas. Conclusdo: evidenciou-se que o uso de metodologias ativas pode subsidiar a atua¢do de docentes e
gestores na abordagem de temas gerenciais, pois permite superar a dimensdo fisica da sala de aula e contribui para a reflexdo na
perspectiva da pratica profissional dos participantes e, ndo somente, do ponto de vista tedrico.

Descritores: Lideranga; Enfermagem; Educagdo de pds-graduagdo em enfermagem.

ABSTRACT

Objective: it describes the use of a group dynamic as healthy leadership theme approach strategy among graduate nurses.
Method: it is an account of lived experience during the Skills Development course for Leadership in Nursing, in a graduate program
in nursing a the Northern State University of Parana. Results: Using the strategy of the dynamics of the thematic tree construction
on healthy leadership held with 12 graduate nurses favored the consideration of the characteristics necessary for a healthy leader
and its implications in the work process. It also provided encouraging them to analyze their professional practice and motivate for
change. Conclusion: it was demonstrated that the use of active methodologies can support the work of teachers and
administrators in addressing management issues because it allows overcoming the physical dimension of the classroom and
contributes to the reflection from the perspective of professional practice of the participants and not only, from a theoretical point
of view.

Descriptors: Leadership; Nursing; Education nursing graduate.

RESUMEN

Objetivo: este estudio tuvo como objetivo describir el uso de un grupo dinamico tan saludable estrategia de enfoque tema del
liderazgo entre enfermeras graduadas. Método: es un relato de la experiencia vivida durante el curso Desarrollo de Habilidades de
Liderazgo en Enfermeria, en un programa de postgrado en enfermeria de la Universidad Estatal del Norte de Parana. Resultados: el
uso de la estrategia de la dindmica de la construccidn del arbol tematico sobre liderazgo sano celebrada con 12 enfermeras
graduadas a favor de la consideracidn de las caracteristicas necesarias para un lider saludable y sus implicaciones en el proceso de
trabajo. También proporcioné alentandolos a analizar su practica profesional y motivar para el cambio. Conclusion: se demostré
que el uso de metodologias activas puede apoyar el trabajo de los maestros y administradores para abordar las cuestiones de
gestidn, ya que permite la superacién de la dimension fisica del aula y contribuye a la reflexion desde la perspectiva de la practica
profesional de los participantes y no sélo, desde un punto de vista tedrico.

Descriptores: Liderazgo; Enfermeria; Educacion de posgrado en enfermeria.
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INTRODUCTION

The management exercise is among the
functions assumed by the nurses in their work
process, requiring the adoption of leadership
behaviors, being necessary that the professional
develop the capacity of empathy and influence
people, to act ethically and with the institution’s
objectives. Thus, the one that provides more
assistance and guidance to employees, and helps
them to find the best solutions to their problems,
is more likely to be considered a leader™?.

Therefore, a leader must know how to be
positioned and developed within the team and
the organization. Leadership has a profound
effect on the quality of the results achieved, from
the guidelines elaborated by the leaders, the
results achieved by them, to the values and the
way they motivate their team®.

Thus, the importance of practicing healthy
leadership becomes evident, which consists of
forming a well-selected team, continuously
training and developing its people. Also, it is
necessary to maintain a high level of skills and
knowledge, to achieve commitment to goals,
individual, group and organizational goals and,
above all, to motivate people to raise their self-
esteem and sense of accomplishment™.

In this sense, emotional intelligence is one
of the main characteristics required in health
management, related to  self-awareness,
adaptability, = empathy, mental flexibility,
determination and optimism, self-control and
emotional balance. This depends on the
determination of the leaders, the establishment
of appropriate objectives for the institution,
conflict management, teamwork and their
collaboration for the performance of daily
activities™?.

It is emphasized that emotional intelligence
is not an intrinsic ability of the individual or easy
to obtain. However, it is something learned and
can be improved through permanent education,
effort, and persistence(s's).

Considering the relevance of the theme, it
was approached in a subject taught during a post-
graduate nurse course, belonging to the masters
and doctoral levels in nursing. The authors
applied the pedagogical strategy of group
dynamics through the construction of the
thematic tree on this theme to promote
interactive reflections on healthy leadership. The
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use of this active methodology aimed to favor the
motivation and effective participation of the
students in the discussion.

Active methodologies have the potential to
arouse curiosity as they insert individuals into the
theorizing and allow them to bring elements of
their experience into the discussions. Also, they
can use the problematization as a teaching and
learning strategy to motivate the participant,
because, with the problem, he pauses, examines,
reflects and resigns his discoveries, and as a
result, he produces new knowledge and
promotes his development®.

It is emphasized that in adult education,
learning is driven by overcoming challenges,
solving problems and building new knowledge
based on previous experiences of individuals. This
process favors the understanding of the theme,
as well as contributing to the development of
skills and competencies necessary for health
work' 0,

Therefore, this study aimed to describe the
use of a group dynamics as a strategy to approach
the healthy leadership theme among
postgraduate nurses.

METHODS

This is a descriptive study reporting the
experience of the use of group dynamics in the
construction of a thematic tree on healthy
leadership, held in one of the meetings of the
subject called Development of Skills for Nursing
Leadership, offered by the graduate program in
nursing of a state university located in the north
of the State of Parand. Besides the subject
studied, this course included the development of
skills for nursing leadership, competence and
interpersonal communication, new leadership
styles: transformational and servant, group roles,
the importance of feedback in interpersonal
relationships and the relationship between the
environment, organizational culture, and
leadership.

The dynamics used to construct a thematic
tree on healthy leadership was adapted by the
authors from the Manual of Pedagogical and
Ludopedagogical Techniques for the
Operationalization of Educational Actions in the
Unified Health System of S3o Paulo™”. Resilient
paper designs, sequentially affixed to the wall in
the course of dynamics were used in tree trunk
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formats, representing the nurse as a team leader;
Green leaves, as characteristics favorable to
healthy leadership; Colored flowers, as the effects
of healthy leadership; Brown colored papers
corresponding to the soil, representing the work
institution as a support for healthy leadership;
Red fruits, symbolizing the contributions of the
dynamics and the knowledge that would
incorporate in the professional practice; And a
sun, understood as an instrument of personal
motivation of each participant.

The authors acted as coordinators of the
activity that lasted three and a half hours. They
divided the 12 graduate students into two
subgroups and then distributed the cutout
materials and atomic brushes for each subgroup.

RESULTS AND DISCUSSION
The cutouts of two tree trunks were placed
on the wall, one for each group. Participants were
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informed that the images represented the nurse
as a leader. The group discussed the need to
insert green leaves into the trunks, so the
participants were asked to write the
characteristics they considered essential for
nurses to exercise healthy leadership in a green
leaf format. The group did not hesitate to carry
out the task and most participants chose to
write on more than one sheet, demonstrating
the desire to express their knowledge on the
subject.

Sequentially, the green leaves were glued
to the wall next to the trunks enabling the
visualization of two trees that “came to life.” At
that moment, it was possible to observe the
participants' satisfaction when they saw their
work produced.

Figure 1 presents the characteristics that
participants reported to be necessary for a
healthy leader.

Figure 1. Characteristics of a healthy leader in the opinion of postgraduate nurses from the Nursing
Leadership Skills Development subject. Parana, Brazil, 2014.
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The diversity of characteristics described in
Figure 1 demonstrates that graduate students
who participated in the activity were aware of the
factors leading to healthy leadership. It s
noteworthy that the characteristics of balance,
self-knowledge, and emotional self-control were
reported by more than one nurse.

These characteristics have a strong
relationship  with  emotional intelligence,
characterized as the leader's ability to recognize
feelings in himself and in others, being able to

handle them while working with the other. For
this, it is necessary to have the ability to work in
teams, to practice dialogue and self-analysis
frequently, allowing the subject to keep in
balance with himself and with others. In this way,
it becomes possible to interact with others, work
in groups, tolerate difficult situations and conflict,
strengthen affective bonds, empathize, control
impulses and maintain adequate levels of

humor®,
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The ability to effectively self-manage and
to manage the relationships is the use of personal
and social skills. Emotional perception, self-
assessment, self-confidence, self-control,
reliability, adaptability, innovation, motivation,
optimism, and engagement are some of the
personal skills. Social skills include empathy,
influence, communication, leadership, change
catalysis, conflict management, bonding,
collaboration and cooperation, and team
capacity(s).

Besides the positive traits, the participants
reinforced factors involved in the work
environment that could interfere with the
exercise of healthy leadership. Among them,
some difficulties are highlighted such as the
inadequate staffing, which causes overloading of
activities, fatigue, and demotivation of the
professionals and the leader, due to low
remuneration and recognition within the
institution.

It should be noted that other determinants
interfere directly or indirectly in the behavior of
the leader, such as political, cultural, institutional
and personal factors™?. Also, the personal
determinants related to maintaining emotional
control and managing personal problems are
directly related to team leadership and leadership
performance.

The difficulties exposed by the participants
reinforce the need for healthy leadership,
requiring the leader to recognize and evaluate
influences that interfere in the work process. For
this, they can use alternatives that minimize the
risks of such influences, such as providing support
from supervisors and co-workers; allowing, where
possible, flexibility in the workplace; timely, open
and honest communication; sensitize and
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empower workers in relation to conflict
prevention™?.

It is up to the leader to observe
psychosocial influences that may generate
motivation in the team, and it is important that
the nurse seeks information on motivation, since
many of them have a distorted perception of this
concept. When well used, it becomes a
fundamental tool to instigate the development of
the potentialities of their team and reduce
deleterious consequences of psychosocial
influences™.

Faced with the difficulties by the nurse
leaders in their work process, the participants
reinforced in several moments that these
professionals need to have the self-control to
face satisfactorily the daily difficulties, as
characteristics of healthy leadership. It is
emphasized that self-control does not mean
blocking or smothering emotions, but learning
to express them not so immediately and
skillfully™).

Thus, it is evident that when the leader
performs healthy management, with the
aforementioned characteristics and allied to the
ability to motivate his team in the face of
adversity, there are positive consequences in the
work process and, consequently, in the quality of
the assistance provided to the patients.

After applying the leaves to the trees,
representing the characteristics necessary for a
healthy leadership, the group advanced in the
discussion about the effects that such leadership
brings to the leader, his managed and the
institution. These results were exposed through
records in colored paper flowers and described in
Figure 2.

Figure 2. Consequences of healthy leadership in the opinion of postgraduate nurses in the Nursing
Leadership Competency Development subject. Parana, Brazil, 2014.
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Professional satisfaction, cited by several
participants and selected for discussion in this

article were highlighted among the consequences
of healthy leadership illustrated in Figure 2. The
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importance attached to this component
demonstrates that nurses believed that the
adoption of this style of leadership makes the
work process satisfactory to the team.

Job satisfaction occurs when the leader is
able to offer professionals opportunities to meet
their needs and expectations™®. The worker with
a high level of satisfaction presents positive
attitudes and behaviors, while the dissatisfied
person presents negative attitudes"”. These
implications were observed in the other positive
consequences of healthy leadership cited by the
participants, with the team's commitment and
commitment among them.

In the course of the dynamics, a brown
paper was added to the scenery below each tree,
representing the soil. The participants made an
analogy of this component with the work
institution to represent it as a support for the
exercise of healthy leadership, offering a
motivating work environment that favors the
growth of individuals, their success, and well-
being.

It should be noted that the characteristics
of the work environment are relevant to the
productivity, competitiveness, and sustainability
of companies and communities. In long term,
institutions that promote and protect workers'
physical and emotional health are among the
most successful and competitive, as well as
achieving the best rates of employee retention™.

A healthy work environment can be
understood where not only managers but also
workers collaborate in a process of continuous
improvement of the protection and promotion of
safety, health, and well-being for sustainability™**.
Also, their importance is not a recent concern of
managers, since a study published in 1995
already proposed a reflection on the theme and
affirmed that an organization would be healthy
when leaders played their role through a pattern
of ethical and balanced, mutually trustworthy and
not threatening relationships™®.

In 2010, in addition to the balanced
relationships that favor the achievement of a
healthy  organization, the World Health
Organization highlighted the importance of
considering the areas of influence in which
actions can occur in a satisfactory manner. These
spaces include the physical and psychosocial work
environment, resources for personal health and
the involvement of the company in the
communitym).
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After contextualizing the importance and
influence of the organization in the practice of
nurses' leadership and in their work environment,
fruits were cut out in the red paper so the
participants recorded what they had learned from
the activity developed and what they would
incorporate as meaning for their professional
practice. Among the contributions expressed
there were knowledge, more projection, learning,
the motivation for change, reflection and action,
courage, willingness to go forward and hope.

The meanings expressed by the group
allowed an understanding that the activities
carried out surpassed the physical dimension of
the classroom and contributed to the reflection of
the topic addressed in the perspective of their
professional practice and not only from the
theoretical point of view. From this dynamics, it
was evidenced the need for the leader to develop
emotional intelligence to articulate the difficulties
faced in the work in a way that produces
satisfactory results for all involved.

The leader must have a good
communication, introduce information and ideas
that provoke the reflection and interest of the
team in continuing to reflect on the subject,
leading to awareness of problems and the need
for changes in the work process. When the
decision to change and the learning of new
patterns of perception and new knowledge
occurs, there are different ways of approaching
the problems and solving them, giving rise to
innovative opinions and behaviors™.

The stage of incorporating new knowledge
and the transformation of concepts results in a
phase of reestablishing the equilibrium and the
transition to change. To that end, there is a need
for external reinforcement so previous attitudes
and behaviors are not manifested again®.

In this sense, post-graduation plays an
important role, providing moments of renewal of
knowledge and construction of entrepreneurial
attitudes in nurses, which provide a quality
management, based on the modern patterns of
work processes. By combining the renewal of
learning with the wuse of active teaching
methodologies, it is directed towards meaningful
learning, which enables the practical application
of theorized points.

It is worth noting that the use of active
methodologies in the learning process of post-
graduate students favors the exercise of the
action-reflection-action dialectic, always having
the social reality as a starting point, with
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sedimentation of learning and the acquisition of a
more dynamic knowledge, depending on the
possibility of interaction between theory and
practical experience(lg). The authors of this study
identified this dialectic in the management of
tree dynamics, since most of the nurses
participating in the subject acted in health
services, which allowed a rescue of their
experiences to support the discussion of the
subject, performing a critical reflection of their
role of the leader from the active methodologies
adopted, having the opportunity to modify the
action.

As a finalization of the activities, the
graduate students were asked about the desire to
include a sun in the scenario created during the
dynamics. The participants agreed with the
suggestion and expressed that this component
was essential for the maintenance of the health
of the trees, but decided not to name it, unlike
the one executed with the other drawings.

Also, the group reinforced that the sun in
the subject discussed, had a particular meaning,
suggesting a personal reflection of its meaning,
but without revealing it. Thus, it was evidenced
that this element represented an instrument of
individual motivation. The individuality of each
participant was respected since it was considered
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as a personal propensity, which moves the
individual in a certain direction towards an
objective that he intends to achieve® and the
coordinators of the activity do not have any
direction.

It is expected that the sun is indeed a
motivational  tool for nurses  because
organizations need to be motivated, motivators
and empowered leaders to influence the behavior
of their collaborators, allowing organizational
development'®”.

Thus, organizations have turned their
attention to the personal and professional
characteristics of their employees, their way of
being, respect for colleagues and the assertive
form of treatment, since these are the
dimensions of organizational ~management
required in modern times. It is observed that
companies that value and recognize the
motivation and internal satisfaction of individuals
gain from their contribution to market success™?.
Figure 3 shows the result of the reflection of the
two subgroups on healthy leadership, with the
tree trunks representing the leader now with its
leaves, flowers, and fruits, as well as the earth as
support for the trees and a sun, symbol of
motivation for the exercise of healthy leadership.

Figure 3. lllustrative representation of the reflection on the healthy leadership of the two subgroups of
post-graduate nurses in the subject of Nursing Leadership Skills Development. Parana, Brazil, 2014.

Source: The authors, 2014.
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FINAL CONSIDERATIONS

The use of tree dynamics favored reflection
on the concepts of healthy leadership, as well as
the characteristics favorable to its development,
its consequences in the work process and the
factors involved in leading.

The performance of this activity allowed
the participants to freely express, allowing them
to reflect on their work process and their
professional practice.

It is worth noting that the central theme of
this study and the others discussed in Nursing
Leadership Skills Development as a healthy
organization and the characteristics of a
successful leader are most frequently addressed
in the areas of administration, economics, and
engineering, being that nursing research subjects
related to teamwork, conflict management,
interpersonal relationships, among others. Thus,
this report becomes relevant for instigating
reflection on the importance of an increasingly
emerging issue in nursing, which substantially
interferes with the work process and can be a
foundation for a successful management.

This study reinforces the relevance of using
active methodologies in teaching nursing and
other professions, either with students or with
workers, as they lead the participants to a
reflection of their professional practice insofar as
they consider their experiences, contributing to
motivation and changes in professional posture.
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