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CONTEXT
Point to ponder…
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New Graduate Initiative


Implemented by Ontario Ministry of Health and
Long-Term Care in June 2006



Pairs a new graduate nurse with a nurse preceptor
for a minimum of 12 weeks



A learning plan must be developed and should be
used to monitor the new graduate’s progress



Orientation should include a variety of teaching
strategies and delivery methods to educate on
competencies.
(Government of Ontario, 2006)
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New Graduate Nurses
Population
◦ No clear definition; however often refers to new
nurses with less than 2 years of experience
◦ Enter practice as novices
◦ Difficulties transitioning
◦ Unique learning needs
Resulting in...
◦ High rates of turnover; 35-65% within the first
year of employment (Beecroft, Dorey, & Wenten, 2008).
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Preceptorship
“A model or approach to teaching-learning in the
practice or field setting that pairs students or novice
nurses with an experienced practitioner” (Myrick &
Young, 2005)





Connect the domains of practice and education
Foster professional socialization, enhance learning,
promote critical thinking, and facilitate competence
Ease the transition of new graduate nurses

However...
 Limited body of research examining the leadership
behaviours of preceptors
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Purpose
Examine the relationship between new graduate
nurses’ perceptions of preceptor authentic
leadership and their levels of work engagement
and job satisfaction
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THEORETICAL
FRAMEWORK
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Authentic Leadership


Authentic leaders act in accordance with what they
believe and interact in an open and transparent
manner with others



Draws from both positive psychological capacities
and a highly developed organizational context
◦ Self-awareness
◦ Balanced Processing
◦ Relational Transparency
◦ Internalized Moral Perspective
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Leadership of Preceptors


Limited body of research



Preceptors’ leadership style must be identified, and
then appropriately matched with a preceptees’
learning needs (Lockwood-Rayermann, 2003)
◦ Leadership restricted to autocratic, democratic, laissezfaire or bureaucratic leadership styles



Preceptee’s require leadership to develop clinical
competencies (Zilembo & Monterosso, 2008)
◦ Characteristics of compassion, caring, and empathy were
identified as the most important leadership qualities
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Work Engagement


“A positive, fulfilling, work-related state of mind

characterized by vigor, dedication and absorption”
(Schaufeli & Bakker, 2004, p. 74).



Positive relationship between authentic leadership
and work engagement (r=.35, p<.01) (Walumbwa et
al.,2008b)



Work engagement was found to be a significant
mediator between nurses’ empowerment and
perceived effectiveness (Laschinger et al., 2009)



46% of the variability in work engagement was
accounted for by nurses’ satisfaction with
professional status, interaction at work, and
intention to quit (Simpson,27/03/2011
2009)
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Job Satisfaction


Positive relationship between authentic leadership
and job satisfaction (r= .19; p<.05) (Walumbwa et al.,
2008a).



Leadership behaviours of nurse managers
identified as a strong contributing factor to the level
of job satisfaction nurses experience (Doran, 2003; Loke,
2001).



Job satisfaction as a predictor of new graduate
turnover has been reported in several studies.
◦ 41% of the variance in turnover cognition was explained by
job satisfaction (Fang, 2001).
◦ Negative relationship between new graduate nurses’ job
satisfaction and intention to leave their place of
employment (r=-.17, p<.05) (Lu et al., 2007).
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Study Variables
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Summary and Problem


Work engagement and job satisfaction identified as
contributing factors in the retention of new
graduate nurses.



The appropriate pairing of preceptor and preceptee
is widely recognized an effective means of
transitioning new graduate nurses to the
workplace.



Although preceptors are recognized as clinical
leaders, very little research has examined how
their leadership behaviours influence the workplace
attitudes and behaviours of new graduate nurses.
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HYPOTHESES
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Hypotheses
1.

New graduate nurses’ perceptions of
preceptor authentic leadership positively work
engagement and job satisfaction.

2.

New graduate nurses’ work engagement
mediates the relationship between their
perceptions of preceptor authentic leadership
and job satisfaction.
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METHODS

27/03/2011

18

Sample


Randomly selected from the CNO registry list



500 nurses working in an acute care setting with
<2yrs nursing experience were sought



170 usable questionnaires
◦ Response rate= 39%
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Instrumentation
Authentic Leadership Questionnaire (Avolio et al., 2007)
◦ 16 items divided into 4 subscales
◦ 5-point Likert scale ranging from 0 to 4
◦ Cronbach’s alpha
 Total scale= .91

Utrecht Work Engagement Scale (Schaufeli & Bakker, 2003)
◦ 17 items divided into 3 subscales
◦ 7-point Likert scale ranging from 0 to 6
◦ Cronbach’s alpha
 Total scale= .86

Index of Work Satisfaction (Stamps, 1997)
◦ 44 items divided into 6 subscales
◦ 7-point Likert scale ranging from 1 to 7
◦ Cronbach’s alpha
 Total scale= .90
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Data Collection
Dillman’s Method
Initial Mailing

Second Mailing

Final Mailing

Week 1

Week 2

Week 5

Questionnaire

Reminder Letter

Letter of Information

Questionnaire
Follow-up Letter of Information

Self-addressed stamped Envelope
Envelope

Self-addressed stamped

$2.00 Tim Horton’s Gift Certificate
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RESULTS
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Specialty Areas
Perioperative
Pediatrics
2%
8%

Mental Health
3%

Maternalchild
9%
Medical
Surgical
47%
Emergency
15%

Critical Care
16%
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Demographic Characteristics
Demographic

n

Mean

SD

Age

169

27.81

5.94

Month of Experience in Work
Setting

165

21.83

7.35

Years Since Graduation

169

2.45

0.50
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Descriptive Results
Instrument

Mean

SD

Authentic Leadership Questionnaire

3.05

.62

Subscales Internalized Moral Perspective
:

3.26

.64

Relational Transparency

3.18

.60

Balanced Processing

2.90

.77

Self Awareness

2.79

.89

Utrecht Work Engagement Scale

3.98

.61

Subscales Dedication
:

4.43

.79

Absorption

3.85

.71

Vigor

3.77

.70
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Descriptive Results (cont’d)
Instrument

Mean

SD

Index of Work Satisfaction

192.22

27.12

Subscales Professional Status
:

38.38

5.00

Autonomy

37.77

6.62

Nurse-nurse Interaction

25.72

6.02

Nurse-physician Interaction

24.24

6.05

Pay

23.36

6.62

Organizational Policies

23.01

7.29

Task Requirements

19.76

5.58
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Test of Hypothesis 1
Hypothesis 1: new graduate nurses’ perception of
preceptor authentic leadership positively predict
work engagement and job satisfaction


15% of the variance in job satisfaction was explained by work
engagement (R2=.15, F=29.01, p<.01).



Work engagement and authentic leadership accounted for
20% of the variance in job satisfaction (R2=.20, F=20.24,
p<.01).



Work engagement and preceptor authentic leadership were
both significant independent predictors of job satisfaction
(ß=.34, t=4.80, p<.01 and ß=.22, t=3.02, p<.01).
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Correlations
Authentic
Leadership

Work
Vigor
Engagement
.21**
.19**

Absorptio
n
.09

Dedicatio
n
.29**

Relationship
Transparency

.19**

.13*

.12

.24**

Balanced
Processing

.18**

.15*

.10

.25**

Self Awareness

.14**

.16*

.01

.22**

Internalized Moral
Perspective

.24**

.21**

.12

.31**

* p < 0.05, one-tailed. ** p < 0.01, one-tailed.
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Correlations
Job Satisfaction
Authentic Leadership

.29**

Relational Transparency

.26**

Balanced Processing

.17**

Self Awareness

.25**

Internalized Moral Perspective

.31**

Work Engagement

.39**

Vigor

.42**

Dedication

.49**

Absorption

.16**

* p < 0.05, one-tailed. ** p < 0.01, one-tailed.
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Tests of Hypothesis 2
Hypothesis 2: new graduate nurses’ work
engagement mediates the relationship between
their perceptions of preceptor authentic leadership
and job satisfaction.

Authentic
Leadership

Work
Engagement

27/03/2011
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Test of Hypothesis 2 (cont’d)
a)
b)
c)
d)

Authentic leadership was positively related to work
engagement (β =.21, p < .01)
Authentic leadership was positively related to job
satisfaction (β =.29, p < .01)
Work engagement was positively related to job satisfaction
(ß=.34, p<.01)
After work engagement was taken into account, the effects
of authentic leadership (β =.22, p < .01) became weaker,
albeit still significant, which suggests partial mediation.

(β =.21, p < .01)

Work
Engagement

Authentic
Leadership

(ß=.34, p<.01)

Job Satisfaction
(β =.22, p < .01)
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IMPLICATIONS
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Implications


Avolio et al.’s model can be used as a framework
to facilitate the development of preceptor
authenticity
◦ Need to invest in preceptor preparatory programs
◦ Programs based on the dimensions of authentic
leadership will likely to increase new graduate nurses
perceptions of preceptor authenticity
◦ Increasing the authentic leadership of preceptors can
improve the job satisfaction, and ultimately retention
of new graduate nurses
◦ Important to address the non-linear approach of
personal growth that is multidimensional
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Dimensions of Authentic
Leadership
Self Awareness


Preceptors must identify their strengths and
weaknesses
◦ Employ formative evaluation strategies in which preceptors
are given the opportunity to develop their self assessment
skills

Relational Transparency


Preceptors must value and achieve openness and
truthfulness
◦ Encourage open honest communion and collaboration
between admin, preceptors, and preceptees
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Dimensions of Authentic
Leadership
Balanced Processing


Preceptors must solicit sufficient opinions prior to
making important decisions
◦ Creative a working environment in which preceptors are
able to voice their concerns and network

Internalized Moral Perspective


Preceptors must set high standards for moral and
ethical conduct
◦ Reinforce the importance of acting in accordance
professional, personal moral and ethical values rather than
external pressures
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Implications (cont’d)


Need to recognize the critical link between work
engagement and job satisfaction.
◦ Explained 15% variance in job satisfaction
◦ Vigor, dedication, absorption



Increased new graduate engagement in response
to authentic leadership may contribute to healthy
work environments
◦ When work environments feature a climate of trust
and respect, individuals are more likely to be
psychology engaged
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Future Research


Examine the relationships between new
graduate nurses’ perceptions of preceptor
authentic leadership, personal identification,
social identification, work attitudes, and work
behaviours



Experimental studies that examine the
effectiveness of preceptor leadership
development and preparatory programs are
suggested



Replication of this study should be done using
larger samples of new graduates working in
other specialty areas, provinces, and in other
nurse populations
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Conclusions


The results of this study provide support for Avolio et
al.’s (2004) theory of authentic leadership in the new
graduate nurse population.



The findings suggest that new graduate nurses paired
with preceptors who demonstrate high levels of
authenticity feel more engaged and are more satisfied.



Given the role preceptors play in facilitating the
transition of new graduate nurses, it is necessary to
invest in the development of preceptor authenticity.



Avolio et al.’s model can be used by health care
administrators and educators alike to create preceptor
preparatory programs which focus of the development
preceptors authentic leadership.
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QUESTIONS?
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