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Discourse on the
Transformational Leader
Metanarrative or Finding
the Right Person for
the Job

Anita C. Reinhardt, PhD, RN

Changes in healthcare today have called for leadership styles that place a heavy demand on
organizations. Shifts in markets and reimbursement strategies call for new leaders with vision
that can guide healthcare organizations to change. In a postmodern era, organizations see the
transformational leader as a valuable asset in changing times. This article addresses the foun-
dations of the transformational leader metanarrative and, through a postmodern discourse,
deconstructs the concept. The article presents a review of postmodern thought in relation
to the metanarrative of leadership and applications to nursing administration. Key words:
discourse, nursing leaders, postmodern, transactional leader, transformational leader

HEALTH CARE ORGANIZATIONS are in a
state of turmoil.1–5 As questions of re-

imbursement and raised costs escalate, lead-
ership and leadership style are a major is-
sue for health care organizations.6 The type
of leader needed in health care today, with
the diversity of problems facing organiza-
tions, is a very important topic. The trans-
formational leader is heralded as the savior
of organizations and seen as the salvation of
nursing departments.7–9 Sterling qualities of
the transformational leader include creating
a shared vision, performing as a role model,
inspirational motivation, intellectual stimula-
tion with creativity and innovation, and in-
dividual mentoring. Less than stellar charac-
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teristics levied against transformational leader
are egocentrism, theatricality, narcissism, and
controlling behavior.

Society has shifted direction from a mod-
ern perspective in many areas to a postmod-
ern view in which a relative focus is valued.10

While a return back to modernism may be
forecast, the postmodern philosophy has left
a mark on management of health care organi-
zations, especially nursing.10–14 Within health
care organizations, the leadership metanarra-
tive of the transformational leader has been
used to support changes in health care.
Is this the best person for the job or do
other organizational perspectives need to be
addressed?

This article uses a postmodern discourse
to deconstruct the metanarrative of the trans-
formational leader and present views of
leadership that may be helpful to nursing
organizations. As a point of comparison,
this article also considers the differences in
constructs between the transactional leader
and the transformational leader. The arti-
cle concludes with implications for nursing
leadership.
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TRANSFORMATIONAL LEADER
METANARRATIVE

Burns15 described the construct of the
transformational leader in his book Leader-
ship. His description was based on work in
Max Weber’s review of leadership styles that
include the charismatic/hero leader, the bu-
reaucratic leader, and the traditional leader.16

In the metanarrative, Burns renamed the
charismatic leader as the transformational
leader because the nature of that form of
leadership is to change or transform.17–19 By
renaming and mixing the constructs, some
confusion may result. The charismatic leader
defined by Weber was a highly esteemed
person and had gifts of exemplary quali-
ties. The transformational leader construct
includes those qualities of the charismatic
leader but also demonstrates skills in in-
tellectual stimulation, inspirational leader-
ship, and individual consideration.17,20 The
process of transformational leadership “sub-
sumes both the charismatic and visionary
leadership”20(p130) and, for the purpose of
this discussion, the terms will be used
synonymously.

Transactional leader

The bureaucratic leader was renamed the
transactional leader in keeping with the style
of leadership that maintains the organization
through transactions with employees or
followers to keep the status quo.15,17 Weber’s
traditional leader was incorporated, to some
degree, into the transactional leader identified
by Burns although Burns viewed the auto-
cratic/traditional or feudal leader/authority
as amoral and therefore, not a true
leader.15–17

Bass21 describes the transactional and
transformational leadership constructs as a
continuum. Bass goes on to state that most
leaders are a combination of the 2 types but in
varying amounts.17 The transactional leader
follows the cost-benefit and economic ex-
change in order to meet subordinates’ cur-
rent material and psychological needs, in re-

turn for contracted services performed by
the subordinate.17,20 The transactional leader
can assist the subordinate in gaining confi-
dence and motivation by clarifying what per-
formance is required and how to meet ex-
pectations. The transformational leader then
induces additional effort by sharply increas-
ing the subordinate’s confidence and by
elevating the value of outcomes for the
subordinate.11,19 The transformational leader
goes further and seeks to arouse and sat-
isfy the higher order needs and engage the
full person of the follower in alignment with
Maslow’s hierarchy of needs.16

Burns15 equates the transactional leader to
the corporate manager. The leader who main-
tains order, gets the job done, directs activi-
ties, rewards performance, penalizes nonper-
formance, and ensures the subordinates have
the needed skills for the task.17,19,20 A man-
ager is concerned with completing the con-
tract, meeting the defined goals within the es-
tablished limits, and the worker-management
relationship. The transactional arrangement
works to reward completed performance
and uses the exception and contingent re-
ward approach as the conceptualization of
management.17,19,20 While seen as the mem-
bers of the organization that will keep things
from changing, organizations need the strong
transactional manager as much as transforma-
tional leaders.

Transformational leader

The transformational leader is distinct from
the transactional manager.15 While the man-
ager is more concerned with resource man-
agement, the transformational leader is inter-
ested in the individual with a transcendental
purpose to develop and inspire.22 A vi-
sionary, the transformational leader can ex-
cite the organization to change. The leader
can manipulate the culture in the organiza-
tion to allow for shifts of focus and new
viewpoints.18 As a political leader, the trans-
formational leader may use his or her author-
ity and power to radically reshape the so-
cial and physical environment, even through
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coercive methods. By reshaping and destroy-
ing the old way of life, they make way for the
new.19,21 The transformational leader serves
change, while the manager or transactional
leader serves stability.

For Burns,15 the transformational leader is
the leader with vision. This leader type is key
to “inducing followers to act for certain goals
that represent the values and motivations . . .

of both the leaders and the followers.”15

Bennis and Nanus characterize the transfor-
mational leader by the 4 Is: idealized in-
fluence (role model), inspirational motiva-
tion (team spirit, motivation, and providing
meaning as well as challenge), intellectual
stimulation (creativity and innovation), and
individual consideration (mentoring). The
identified relationship between the transfor-
mational leader and the follower is of interac-
tivity to the same purpose.23

The key elements of the transformational
leader are those recognized in the majority of
the related literature.15,23,24 First, the leader is
a communicator. The transformational leader
can share his or her vision with followers in
such a way to focus the attention and effort
so that all are directed to work toward the
desired outcome. The leader demonstrates an
awareness of beliefs, values, attitudes, and
emotions that motivate transformation.24,25

Second, the transformational leader is intel-
ligent, rational, and a careful problem-solver.
He or she is competent and has the skills to
get the job done.24,25 They can provide the
intellectual stimulation that feeds followers.
Third, the transformational leader is inspir-
ing. He or she expresses important purpose in
simple ways while using symbols to focus ef-
fort and communicate high expectations. The
leader instills pride, gains respect, and gar-
ners trust, while showing commitment and
passion to the project by demonstrating inten-
sity and persistence. The leader understands
collaboration.21,24 Fourth, but the most signif-
icant, the transformational leader gives per-
sonal attention. He or she coaches, mentors,
advice, and treats people as individuals. The
follower becomes special and unique, which
brings authenticity to a relationship.17,24

POSTMODERN CRITIQUE

Postmodernism is a critique of modernism.
Arnold Toynbee first coined the term “post
modern” in 1939 as he proposed the idea
that the modern era had ended sometime
between 1850 and 1875.26 Postmodernism is
a “loss of faith in the dreams of modernism.”27

Modernism, based in the Enlightenment, gave
optimism to sociology and the hope that the
methodology of science could lead the hu-
man sciences to a meaningful understanding
of people. Postmodernism is the reac-
tion to those dashed hopes. The mod-
ern/postmodern debate was launched in
the 1960s in the United States and gained
impetus in the 1970s and 1980s from the arts
and social science.28

In a new vocabulary, whom some see as
a language game, the postmodern critique
identifies dimensions of experience that were
lost in the modernist vision.29 The meanings
evolve and change in the postmodern lan-
guage. By its very premise, everything is chal-
lengeable. Question all assumptions. The in-
tent of the postmodern approach is to bring
to light the dimensions of our reality that have
been obscured by forgetting or denying, such
as political dynamics behind publications or
reification of technology, which then became
recognized as truth.28,30,31

The focus of the critique is in opposition
to the presuppositions of modern philosophy
and most typically, foundationalism, essen-
tialism, and realism.32 The presuppositions
that are critiqued by Nietzsche, Heidegger,
Foucault, and Derrida are “as old as meta-
physics itself.”33 Kincheloe and McLaren posit
that postmodern theory has been called
“an umbrella term that includes antifounda-
tionalist writing in philosophy and the so-
cial sciences.”31 The postmodern perspective
comments on the binary oppositions that
privilege one set of terms over another,
thereby marginalizing the alternative. It re-
jects the view of knowledge as accurate rep-
resentations and truth as correspondence to
reality.33 It “interrogates” the modern sys-
tem by identifying areas of contradiction,
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ambiguity, and opposition that create power
and control to marginalize sections of society
and privilege other sections.28

Derrida, as a central philosopher in the
postmodern critique, challenged assump-
tions about language.28,34 Counter to usual
assumptions that thoughts and realities are a
priori to language and language is the vehicle
for communicating ideas and reality, Derrida
asserted that language precedes knowl-
edge and that word meaning is constantly
changing.28 Meanings are negotiated. His
method of searching out meanings of lan-
guage to find the contradictions is through
deconstruction. By close study of the text,
deconstruction will highlight hidden hier-
archies, oppositions, inconsistencies, and
contradictions. Through deconstruction, the
text is “demystified” and internal, arbitrary
hierarchies are revealed.28 Ignoring the
central discussion, the deconstruction can
look at the “margins” and find the omitted,
erased, or withheld.

Binary oppositions in Western society are
seen as attempts to construct a hierarchy of
values “which attempt not only to guarantee
truth, but also serves to exclude and devalue
allegedly inferior terms or positions.”28 The
goal of deconstruction is to unmask or bring
to light the hidden hierarchies, show their ar-
bitrariness, and delegitimate them without re-
placing or resolving them.28 Deconstruction
directed through discourse, finds the use of
language that excludes and seeks out why the
exclusion is in place.

In his approach through discourse to the
postmodern critique, Foucault questioned
the assumptions related to how and who
made rules of classification, order, grand theo-
ries, systems, and vital truths. He saw no unity
in history, no sense of progress, no unity of
subject as nothing is without discontinuities.
Local knowledge interrupts grand theories.
Foucault saw the relationship between power
and knowledge as it exists in institutions.
No power comes without knowledge and no
knowledge comes without power considera-
tions. The power that comes with knowledge
influences “politics, economics, culture and

other external influences.”28 His discourse in
this area brought to light the hegemony that
governed individual attempts for power and
how various disciplines compete for subject
matter control. In health care, an example
is the “ownership” of the patient and the
“diagnosis”—the physician, the nurse, or the
patient themselves. Which discipline or entity
controls the power of diagnostic ability and
treatment control? Foucault questioned who
had the power and the results of the power.
He looked at which groups were on the mar-
gin and, at the local level, who maintained the
power position. He was not as interested in
society at large but in local groups and “iden-
tity”politics.28

Lyotard focused the postmodern critique
on the “metanarrative” or the grand truths
that are universally accepted. He defined
the postmodern “as incredulity toward
metanarratives.”28 Metanarratives act as
foundational stories that try to legitimate
discourses and lock society in restrictive
systems of thought. Bloland asserts that “the
erosion of belief in metanarratives fits with
the Derridian and Foucaultian notions that
language is not a path to truth nor a means for
describing reality, but simply a series of dis-
courses socially created in varying contexts,
none of which have superior truth claims.”28

Like Foucault, Lyotard was concerned with
power and language. He was interested in the
creation of legitimacy. He saw discourses as
language games and recognized the linkage
to power. Lyotard was also interested in the
changes in science and technology as affected
by the postmodern society. He looked at the
changes related to university and college
systems and the implications for differences
in education and education practice. He saw
science as just another metanarrative with
no more legitimacy than any other metanar-
rative. He also viewed science as judged by
its effectiveness and efficiency, which turned
science into technology. This perspective
brought science into the common arena. It is
without privilege and regarded as any other
discourse. Within a political milieu, science is
in a power struggle to control meaning based
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on demonstrated merits. Lyotard expressed
an extreme of relativism in the postmodern
critique by the use of this view.28

Reactions to the postmodern critique vary.
Some believe a reactionary reversal of the
Enlightenment, with efforts to undo every-
thing seen as progress is necessary. Others
view the expanding consciousness where all
things are possible and solutions are “out of
the box.”10,14,28,35–40 With a look at leader-
ship in the postmodern organization, what is
found in the metanarrative on the transforma-
tional leader?

DECONSTRUCTION OF THE
METANARRATIVE

The modernist theories found in leader-
ship asserts that society needs leaders or lead-
ership and forms of leadership have been
forthcoming. If a leader is required in soci-
ety, the totalitarian leadership construction
comes to mind but a subtler perspective
is leadership in capitalism and socialization
of bureaucrats.10 As follows, the metanarra-
tive surrounding the transformational leader
is profoundly modern because of its empha-
sis on a paternalistic, sharing vision that fo-
cuses subordinates to work for the good of the
organization.15,21,41 Burns characterizes the
transformational leader as moral with liberty,
justice, and equality principles who works for
the benefit of everyone.15

The modern position supports the hege-
monic status quo. A deconstruction would
question this position. The postmodern cri-
tique questions the need for leaders at all.42

It questions the reality of the need for a cen-
tral vision as the position immediately central-
izes a focus and creates margins for exclusion.
Those not aligned with the transformational
leader are in the excluded portion of soci-
ety and disenfranchised as well as disempow-
ered. The division created, the organization
imbues a segregated organization and soci-
ety. Although the theory about transforma-
tional leaders11,15 supports a transfer of the
leadership style across hierarchical levels, oth-

ers have found different results in studies.43

Landrum et al advocate transformational
teams instead of a single leader. While still im-
portant in affecting change, charismatic lead-
ers are not the universal remedy for orga-
nizations. In many cases “team-led strategic
change will be better oriented to future busi-
ness needs in rapidly changing and complex
environments.”44 A group approach to prob-
lem solutions suggests a postmodern perspec-
tive to leadership.

Characteristics

Aaltio-Marjosola and Takala45 identified an-
other 5 characteristics seen in the transfor-
mational leader: arising in a time of crisis,
resistance to the status quo, theatricality, im-
pression management, and media influence.
Like Aaltio-Marjosola and Takala, Waldman46

also recognized the crisis or period of insta-
bility connection when related to the trans-
formational leader. “Adaptive organizational
culture will foster the emergence of leaders
predisposed to showing charismatic behav-
iors. Charismatic behaviors will, in turn, rein-
force core values of an adaptive culture while
helping to change aspects of culture that be-
come dysfunctional over time.”46 Waldman
then proposed that charismatic relationships
develop more when conditions in the organi-
zation are perceived as volatile.47 Traits show-
ing resistance to the status quo and theatri-
cality (the ability to draw attention through
drama or a “show”) surface during times of
uncertainty as the transformational leader
moves to action.45 The charismatic leader is
aware of his or her surroundings and will use
impression management and any media influ-
ence during an unstable time to support his
or her objective.45,48

In contrast to noted positive attributes,
Clements and Washbush49 recognize a darker
side of the transformational leader construct.
If the darker side is not acknowledged, they
assert, the influence exerted by a charis-
matic leader’s negative actions can distort
and may encourage “turning a blind eye”
to the leader’s behavior. It is an issue of
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balance. Quite the reverse to attributes such
as an institution-orientated focus, the desire
to serve others, and creating effective work
climates, the transformational leader can also
exhibit traits like the “self-aggrandizing of per-
sonal power that seeks to use position, and
often charisma, for personal gain.”49 Traits of
narcissism, emotional illiteracy (which is the
inability to differentiate and verbalize emo-
tion), unwillingness to let go (when they no
longer fit the demand of the job), and dys-
functional behaviors of eager followers can
cause negative results in organizations. The
transformational leader is instrumental in pro-
moting social good, but given the wrong di-
rection can also promote social disaster. Rec-
ognizing the negative outcomes related to
the charismatic attributes of the transforma-
tional leader—such as bad decision-making,
frustration, dysfunctional organizations, unin-
tended consequences, wasted resources, ru-
ined careers, organizational decline or disso-
lution, and many other failures—can thwart
disaster.49 Outcomes are not accidents.

Moral development

Using Kohlberg’s stages of moral devel-
opment, Burns categorizes leaders into 2
groups: the moral value leader and the amoral
“leader.”17 The moral leader is one who
comes from and always goes back to the fun-
damental needs, wants, aspirations, and val-
ues of his or her followers. For Burns, the
moral leader has a relationship with his or her
followers that is “distinct from mere power-
holding and as the opposite of brute power.”15

The moral leader “leads to have a relation-
ship not only of power but of mutual needs,
aspirations, and higher values.”15 Burns re-
flects, by responding to the moral leader, “fol-
lowers have adequate knowledge of alterna-
tive leaders and programs and the capacity to
choose among those alternatives.”15 Further,
moral leaders “take responsibility for their
commitments—if they promise certain kinds
of economic, social, and political change,
they assume leadership in the bringing about
of that change.”15 Moral leaders with a higher
purpose can be transactional or transforma-

tional leaders. Amoral coercive dictators and
fascists with a strong will to power are not, by
the very nature of being, true leaders. Amoral
leaders can be neither transformational nor
transactional.15

Moral leadership values that are applied to
the transactional and transformational leader
as identified by Burns include honesty, re-
sponsibility, fairness, and honoring one’s
commitments and values of liberty, justice,
equality, and collective well-being.17,19,20 A
transactional leader approaches followers
with the purpose of exchanging work for pay
and jobs for votes, while appealing to the
followers’ varied interests as a way to con-
summate an understanding. Moral values—
means versus ends—focus the transactional
and transformational leadership differently
from amoral ones.15 Burns creates a duality
between moral and amoral leaders. However,
the duality now created is deconstructed.

The postmodern deconstruction asks,
‘Who decides what and who is moral?’
The postmodern stance questions racism,
sexism, Eurocentrism, bureaucracies, and
colonialism.31 While the modern perspective
voices concern in stated moral perspectives,
the question of morality is based in the
white, male, privileged, and construction
of Eurocentric Western Christianity. Are the
standards of morality set by these privileged
few? Can the marginalized offer another
perspective to the moral issue and define
what is moral differently? A postmodern
perspective would see a relativist vision of
morality with more than one way of deter-
mining what is moral. What may be moral
to the white male dominant leader with a
transformational intention, in reality may be
seen as a method to retain control. The vision
proposed as the right and true path is but
another way of ensuring hegemonic control
of the organization.

However, in hopes of leading the “troops”
forward, in military formation, the transfor-
mational leader inspires for the “right” and
asserts to “higher level values.”21 Society de-
cides the levels of morality both culturally
and legally. What was moral for Alexander
the Great would not be moral for Mother
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Theresa. Does the duality of moral and
amoral positions decide right and wrong? Can
outcome determine morality? While Hitler
can be seen in some lights as a transforma-
tional leader based on vision and cultural
shifts, Burns classified him as amoral and
therefore not transformational.12,15,21 The
perspective is important.

Marginalized

From a feminist perspective of leadership,
women have been severely limited in op-
portunities to lead and compensation for
same job and pay standards continue to be
unequal.35,50–52 The postmodern perspective
recognizes the liberation role of women and
minorities; the need to reskill workers; the
need for education; the reaffirmation of both
individual and community; entrepreneurial
spirit; and the need to expose subtle bu-
reaucratic control and surveillance mecha-
nisms for what they are and what they do.53

Although transformational, the charismatic
leader construct does not accurately describe
leadership opportunities for both sexes and
all races. It was constructed in the Eurocen-
tric, male, capitalist view to support the com-
petitive business arena.46,54 While the trans-
formational leader metanarrative does not ex-
clude races or sexes, the construct does not
address inclusion either. The marginalized
continue to have concerns about the glass
ceiling. The challenge persists to testing vi-
sionary racial perspectives.

In a sense, the transformational leader
comes from both perspectives of dominant
manager to creative innovator. The postmod-
ern organization wants the organizational sys-
tem to be made of innovative, creative, and
skilled individuals without a need for manage-
ment. Here diversity is the key with marginal-
ized workers being brought to center and
empowered.53

Communication

The transformational leader is a good
communicator.24 Duality of good communi-
cation is the lack of or poor communication.
What is good communication? Is it English? Is

it educated? Minorities and diverse groups are
at a disadvantage when educational opportu-
nities are evaluated. As families with higher in-
comes migrate from the cities to the suburbs,
education dollars go with them. The diversity
mix of populations is greater in inner cities
where marginalized groups are concentrated.
As emphasized in a postmodern critique,
education and power go hand in hand. True
empowerment requires educational opportu-
nities for marginalized groups. The communi-
cation of vision is possible in group and re-
search formats such as participatory action
research.

Rational traits

The transformational leader is an intelli-
gent, rational, competent, and careful prob-
lem solver.24 Are these traits derived from the
hegemonic power base of control? A post-
modern perspective would value all perspec-
tives and not replace a grand narrative with
another narrative. Could a leader transform
an organization in irrational ways? What is
rational to one is not to another and often
time is the only determinant of success. Im-
pulse and “gut feelings” have guided leaders
to achieve important outcomes as well as mea-
sured, “market” research. Both types of deci-
sion influences have value in a postmodern
framework.

Inspiration

The transformational leader is inspiring.24

Is inspiration a universal truth? Is it subjec-
tive, difficult to measure, and unscientific?
Contradicting this trait would lead the skeptic
to the ordinary and pragmatic perspective. Is
the ordinary transactional manager less chal-
lenged than a transformational leader? In post-
modern organizations, the leader is not only
inspiring but also flexible and alert in a skep-
tical but not cynical way. Can inspiration
be seen as fanatical or dangerous? Modern
change, to be effective, often requires care-
ful planning. Although based in inspiration,
innovation can be fostered by anyone in an
organization and the postmodern perspective
would create avenues for it to surface.
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Personal attention

The transformational leader gives personal
attention to subordinates.24 The leader is vis-
ible, interactive, and approachable. The du-
ality of demonstrated personal involvement
is the aloof, uninvolved manager. The post-
modern view instead wonders why there
ever was a barrier between management and
subordinates and why, with all focused to
a common goal, communication restrictions
and separations are needed. Open manage-
ment techniques work to this end. Sharing
of power without abdication and seeking
group-generated resolutions to problems cre-
ates the participative environment and sup-
ports a postmodern philosophy.

APPLICATION TO NURSING
MANAGEMENT

In a nursing administration environment, a
number of studies have shown positive results
when a transformational leader implemented
organizational change.7–9,55–58 The studies
have found that transformational leaders have
best results in participative organizations.59

The position of the transformational leader is
most effective at upper management. How-
ever, unit-level transformational leadership
positions can demonstrate positive results. Af-
fects on job satisfaction, autonomy, empow-
erment, length of employment, work group
effectiveness, decision making, and patient
satisfaction from a transformational leader at
a unit manager level are thought to facilitate
performance.9,58 This finding lends credence
to Bass’ assertion that a leader can be part
transactional and part transformational.17

A transformational nursing leader can
guide an educational organization (or a
state regulatory board) to offer alternative
educational methods such as a competency-
based program that builds cooperative
programs between community colleges and
university settings as now being developed
in the state of Oregon (Christine A. Tanner,
RN, PhD, oral communication, February
10, 2003). Enlarging educational oppor-

tunities within health care can support
change.

As noted above, a group or team approach
to governance identified and supported by
a transformational leader incorporates both
modern and postmodern sentiments. Creat-
ing an open forum for discussion and plan-
ning with encouragement of marginalized
sectors of the organization can allow a trans-
formation of a hegemonicly controlled power
structure. An example is shared governance
or management teams.

Opening the discussion of reorganization
of nursing practice to include those marginal-
ized by both nursing administration and hos-
pital administration requires a leader with
transformational skills. Nursing needs a men-
tor intent on nurturing and guiding subor-
dinates to reinvent the profession and meet
current and future demands. As Wheatley
posits a leader with an innovative vision, abil-
ity to communicate, and approaching leader-
ship with a new science perspective can of-
fer needed change.60 Learning organizations
are a postmodern haven for a transforma-
tional leader.61,62 Health care is ripe for this
kind of change and who better than a leader
born from innovation to lead the change.
Nursing is placed at a critical juncture to as-
sume the transformational role and assess,
plan, coordinate, implement, and evaluate a
transformation.

The application of the transformational
leader to nursing administration is the imple-
mentation of the right person for the right
job. The ever-changing environment of health
care needs leaders that are light on their feet
and able to see new approaches to nursing
practice. Restructuring elements of nursing
practice to fit more directly into the reorga-
nization of health care requires an “out of
the box”approach. Even though the transfor-
mational leader metanarrative is grounded in
modern thought, the application of innova-
tive ideas that are a hallmark of the transfor-
mational leader, offers the organization a very
postmodern approach to management. Using
a moral transformational leader (one placed
centrally in the health care organization such
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as a nursing leader) is a modern approach
to a postmodern dilemma. All practices can
be questioned and, with nothing sacred, old
nursing traditional care can be reviewed with
an intention to find a different approach to pa-
tient care. Question everything and look for
new solutions.

As the deconstruction of the transforma-
tional leader metanarrative noted, the con-
struct has both positive and negative char-
acteristics. A postmodern transforming (and
learning) organization would do well to cap-
italize on the best characteristics and watch
out for the worst. Support the role model,
mentoring, team spirit, motivation, mean-
ing, challenge, intellectual stimulation, cre-
ativity, innovation, and individual considera-
tion. Watch for self-aggrandizing of personal
power that seeks to use position, and often
charisma, for personal gain. The moral trans-
formational leader, or as some say, the “tran-
scendental leader,” will provide only the pos-
itive characteristics needed for subordinate
growth and support.41 Moreover, a postmod-
ern organization will encourage those on the
margins to come to center and question all as-
sumptions. This is the place for the transfor-
mational leader.

CONCLUSION

The postmodern transition in organiza-
tional leadership is to increase diversity, get
beyond the bureaucratic restrictions, open
the gaze of workers, empower voices, change
the discourses to include global understand-
ing and be a master of your life instead of a
prisoner to it.53 Unfortunately, management is
still privileged and workers still marginalized.
Organizations spend more training money on
management than on subordinates. Organiza-

tional science, management theory, and orga-
nizational behavior are discourses of control.
In turbulent, uncertain, and chaotic times,
when forces threaten stability, rational control
is the organizational response. This is also the
time of the emergence of the transformational
leader.47 “Outside the box” with a vision is
where the transformational leader excels. To
be successful leaders of postmodern organiza-
tions, one must be flexible and adaptable. The
goal is to achieve what is needed even when
that goal changes to the opposite of what was
expected.10

Does the transformational leader metanar-
rative support the postmodern perspective?
While the construct may purport many re-
ceived principles of this perspective, in actu-
ality, the metanarrative is decidedly modern
and any contingency that alludes to a post-
modern slant for a transformational leader
negates the foundations of the construct. This
is not to say that a postmodern organiza-
tion cannot utilize components of the con-
struct to guide the organization, but to ascribe
the transformational leader, as a postmodern
product is unwarranted. As health care re-
mains the purview of a hegemonic, bureau-
cratic, modern structure, the transformational
leader can be useful and vital to guide orga-
nizations toward needed change. The post-
modern critique flows from modern percep-
tions. The natural development of question-
ing and change is evolutionary and expected.
Although based in a modern framework, the
transformational leader is the right person for
the job to guide health care to a postmodern
organization. Nursing can not only participate
in the change but also assume the lead with
nursing leaders that offer a transformational
perspective and foster a new vision of nursing
in health care especially within a postmodern
orientation.

REFERENCES

1. Gillies DA, Franklin M, Child DA. Relationship be-
tween organizational climate and job satisfaction of
nursing personnel. Nurs Adm Q. 1990;14(4):15–
22.

2. Eisenberger R, Cummings J, Armeli S, Lynch P.
Perceived organizational support, discretionary
treatment, and job satisfaction. J Appl Psychol.
1997;82(5):812–820.



AS255-03 January 6, 2004 18:34 Char Count= 0

30 ADVANCES IN NURSING SCIENCE/JANUARY–MARCH 2004

3. Johnson J, Billingsley M. Reengineering the corpo-
rate culture of hospitals. Nurs Health Care Perspect.
1997;18(6):316–321.

4. Keuter K, Byrne E, Voell J, Larson E. Nurses’ job satis-
faction and organizational climate in a dynamic work
environment. Appl Nurs Res. 2000;13(1):46–49.

5. Tovey EJ, Adams AE. The changing nature of nurses’
job satisfaction: an exploration of sources of satisfac-
tion in the 1990s. J Adv Nurs. 1999;30(1):150–158.

6. McDaniel C, Patrick T. Leadership, nurses, and
patient satisfaction: a pilot study. Nurs Adm Q.
1992;16(3):72–74.

7. Dunham J, Klafehn KA. Transformational lead-
ership and the nurse executive. J Nurs Adm.
1990;20(4):28–34.

8. McDaniel C, Wolf GA. Transformational leadership
in nursing service: a test of theory. J Nurs Adm.
1992;22(2):60–65.

9. Medley F, Larochelle D. Transformational leader-
ship and job satisfaction. Nurs Manage (Chicago).
1995;26(9):64JJ-LL-64NN.

10. Bergquist W. The Postmodern Organization: Master-
ing the Art of Irreversible Change. San Francisco,
Calif: Jossey-Bass; 1993.

11. Bass BM. From transactional to transformational lead-
ership: learning to share the vision. Organ Dyn.
1990;18(3):19–31.

12. Boje D. Transformational leadership. 2000. Available
at: http://cbae.nmsu.edu/∼dboje/teaching/338/
transformational leadership.html. Accessed March
16, 2001.

13. Cheek J. Influencing practice or simply esoteric? Re-
searching health care using postmodern approaches.
Qual Health Res. 1999;9(3):383–392.

14. Watson J. Postmodernism and knowledge develop-
ment in nursing. In: Polifroni C, Welch M, eds. Per-
spectives on Philosophy of Science in Nursing: A
Historical and Contemporary Anthology. Philadel-
phia, Pa: Lippincott; 1999:382–386.

15. Burns J. Leadership. New York, NY: Harper Row;
1978.

16. Weber M. The Theory of Social and Economic Orga-
nization. New York, NY: The Free Press; 1947.

17. Bass BM. Bass & Stogdill’s Handbook of Leader-
ship: Theory, Research, and Managerial Applica-
tions. 3rd ed. New York, NY: The Free Press; 1990.

18. Schein EH. Organizational Culture and Leadership.
2nd ed. San Francisco, CA: Jossey-Bass; 1992.

19. Wren JT. The Leader’s Companion: Insights on
Leadership Through the Ages. New York, NY: The
Free Press, 1995.

20. Northouse PG. Leadership: Theory and Practice.
Thousand Oaks, Calif: Sage; 1997.

21. Bass BM. Leadership and Performance Beyond Ex-
pectations. New York, NY: The Free Press; 1985.

22. Manion J. From Management to Leadership: Inter-
personal Skills for Success in Health Care. San Fran-
cisco, Calif: Jossey-Bass; 1998.

23. Bennis W, Nanus B. Leaders: The Strategies for Tak-
ing Charge. New York, NY: Harper & Row; 1985.

24. Astin A, Astin H. Principles of transformational lead-
ership. AAHE Bull. 2001;53(5):3–6, 16.

25. Bognar MA. Tales from twelve o’clock high: Lead-
ership lessons for the 21st century. Military Rev.
1998;78(1):94.

26. Hatch MJ. Organizational Theory: Modern Sym-
bolic and Postmodern Perspectives. Oxford, UK:
Oxford University Press, 1997.

27. Shawver L. The Modern? What is postmodernism?
2001. Available at: http://www.hewett.norfolk.
sch.uk/curric/soc/POSTMODE/post1.html. Acces-
sed January 25, 2001.

28. Bloland H. Postmodernism and higher education.
J Higher Educ. 1995;66(5):521–559.

29. Hassard J. Postmodernism, philosophy and manage-
ment: concepts and controversies (N1). Int J Man-
age Rev. 1999;1(2):171–196.

30. Closs SJ, Draper P. Writing ourselves: creating knowl-
edge in a postmodern world. Nurse Educ Today.
1998;18(4):337–341.

31. Kincheloe J, McLaren P. Rethinking critical theory
and qualitative research. In: Denzin NK, Lincoln YS,
eds. Handbook of Qualitative Research. Thousand
Oaks, Calif: Sage; 2000:279–313.

32. Powers P. The Methodology of Discourse Analysis.
Boston, Mass: NLN Press; 2001.

33. Audi R. The Cambridge Dictionary of Philosophy.
2nd ed. Cambridge, UK: Cambridge University Press;
1999.

34. Stephens M. Jacques Derrida. Los Angeles Times
Magazine. July 21, 1991.

35. Antrobus S, Kitson A. Nursing leadership: influenc-
ing and shaping health policy and nursing practice.
J Adv Nurs. 1999;29(3):746–753.

36. Chater K. Culture, multiculturalism and ageing: to-
wards a postmodern interpretation. Contemp Nurse.
1997;6(2):56–60.

37. Glass N, Davis K. An emancipatory impulse: a femi-
nist postmodern integrated turning point in nursing
research. Adv Nurs Sci. 1998;21(1):43–52.

38. Neville S. A view of nursing knowledge develop-
ment through postmodern glasses. Nurs Prax N Z.
1997;12(3):16–23.

39. Parker J. Space, time and radical imagination: nursing
in the here and now. J Adv Nurs. 1996;24(6):1103–
1104.

40. Rolfe G. The pleasure of the bottomless: postmod-
ernism, chaos and paradigm shifts. Nurse Educ To-
day. 1999;19(8):668–672.

41. Cardona P. Transcendental leadership. Leadersh Or-
gan Dev J. 2000;21(4).

42. Lieber R. Leadership ensemble. Fast Company.
2000;5(34):286.

43. Stordeur S, Vandenberghe C, D’horre W. Leadership
styles across hierarchical levels in nursing depart-
ments. Nurs Res. 2000;49(1):37–43.



AS255-03 January 6, 2004 18:34 Char Count= 0

Transformational Leader 31

44. Landrum N, Howell J, Paris L. Leadership for strate-
gic change. Leadersh Organ Dev J. 2000;21(3):150–
156.

45. Aaltio-Marjosola I, Takala T. Charismatic leadership,
manipulation and the complexity of organizational
life. J Workplace Learn Employee Couns Today.
2000;12(4):146–158.

46. Waldman D, Yammarino F. CEO charismatic leader-
ship: levels-of-management and levels-of-analysis ef-
fect. Acad Manage Rev. 1999;24(4):266–285.

47. Waldman D, Ramirez G, House R, Puranam P. Does
leadership matter? CEO leadership attributes and
profitability under conditions of perceived environ-
mental uncertainty. Acad Manage J. 2001;44(1):
134–143.

48. Boje D. Theatrics of leadership. Available at:
http://cbae.nmsu.edu/∼dboje/teaching/338/leader
model boje.html.2000. Accessed March 16, 2001.

49. Clements C, Washbush J. The two faces of leader-
ship: considering the dark side of leader-follower dy-
namics. J Workplace Learn Employee Couns Today.
1999;11(5):170–175.

50. Colvin R. Transformational leadership: a prescrip-
tion for contemporary organizations. 1999. Avail-
able at: http://www.cnu.edu/hrracj/bobpaper.html.
Accessed February 19, 2001.

51. Klenke K. Women leaders and women managers
in the global community. Career Dev Int. 1999;
4(2):134–139.

52. Murray BP, Fosbinder D, Parsons RJ, Dwore RB, Dalley
K. Nurse executives’ leadership roles: perceptions of
incumbents and influential colleagues. J Nurs Adm.
1998;28(6):17–24.

53. Boje D, Dennehy R. Pre-modernism, modern, post-
modern: What is the story? 1999. Available at:
http://cbae.nmsu.edu/∼dboje/mpwchap1.html. Ac-
cessed March 16, 2001.

54. Hall JM. Marginalization revisited: critical, postmod-
ern, and liberation perspectives. ANS Adv Nurs Sci.
1999;22(2):88–102.

55. Dunham-Taylor J. Identifying the best in nurse ex-
ecutive leadership, Part 2: Interview results. J Nurs
Adm. 1995;25(7/8):24–31.

56. Dunham-Taylor J, Klafehn K. Identifying the best in
nurse executive leadership, Part 1. J Nurs Adm.
1995;25(6):68–70.

57. Henderson MC, Borman JS. Nurse executives: lead-
ership motivation and leadership effectiveness.
Women and nurse executives: finally, some advan-
tages. J Nurs Adm. 1995;25(4):45–51.

58. Morrison RS, Jones L, Fuller B. The relation between
leadership style and empowerment on job satisfac-
tion of nurses. J Nurs Adm. 1997;27(5):27–34.

59. Dunham-Taylor J. Nurse executive transformational
leadership found in participative organizations.
J Nurs Adm. 2000;30(5):241–250.

60. Wheatley MJ. Leadership and the New Science:
Discovering Order in a Chaotic World. 2nd ed.
San Francisco, Calif: Berrett-Koehler Publishers;
1999.

61. Kinicki A, Kreitner R. Organizational Behavior:
Key Concepts, Skills & Best Practices. Boston, Mass:
McGraw-Hill/Irwin; 2003.

62. Shortell SM, Kaluzny AD. Health Care Management:
Organizational Design and Behavior. 4th ed.
Albany, NY: Delmar; 2000.


