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TRANSFORMATIONAL LEADERSHIP AND TRANSFORMATIONAL STRATEGY OF
ACCREDITED PRIVATE HOSPITAL’S DIRECTORS IN METROPOLITAN
BANGKOK

CHUTIYA KUSONWONG 4837645 PHPH/M
M.Sc.(PUBLIC HEALTH) MAJOR IN HOSPITAL ADMINISTRATION

THESIS ADVISORY COMMITTEE: SOMCHART TORUGSA, M.D., Dip. THAI
BOARD OF PREVENTIVE MEDICINE, SUKHONTHA KONGSIN, Ph.D. (HEALTH
ECONOMICS & POLICY ANALYSIS)

ABSTRACT

A leader is an important person who leads an organization to success. Private
hospital directors have important roles in leading a hospital to its goal, which is to obtain
the hospital accreditation. Currently, there are 74 private hospitals in Metropolitan
Bangkok, but only 19 of them have obtained hospital accreditation. Therefore, a study
about transformational leadership and transformational strategy of the accredited private
hospital directors could be useful for private hospital directors who want to improve their
leadership and their strategy of leading their hospitals towards accreditation. This
qualitative research aimed to study the transformational leadership and transformational
strategy of the accredited private hospital’s directors in Metropolitan Bangkok. Data
collection was undertaken by an interviewing hospital personnel, comprising: 4 directors
of accredited private hospitals in Bangkok, the front office staff, consisting of 11 heads of
nursing and 14 heads of quality centers, and the back office staff, including, 8 heads of
human resource departments. Therefore, there were 37 interviewees in total.

The outcome of the study revealed that the directors of the accredited private
hospitals possess every component of transformational leadership, which are charisma or
idealized influence, inspirational motivation, intellectual stimulation, and individualized
consideration. The transformational strategies that are used by these directors are: 1)
education and communication strategy, by setting up training programs and using a variety
of communication channels in the organization; 2) participation and involvement strategy,
by allowing subordinates to participate in planning, setting up objectives, and operation;
3) facilitation and support strategy, by facilitating the hospital’s quality development and
supporting the quality development training courses; 4) negotiation and agreement
strategy, by setting up meetings to listen to the disputants’ requirements; 5) manipulation
and cooptation strategy, by providing positive and useful information to subordinates; 6)
explicit and implicit coercion strategy when fast transformation is needed. Problems and
obstacles in using the transformational strategy include: 1) hospital staff are not good
listeners, 2) unclear communication, 3) and lack of doctor cooperation. The suggestions
are that the directors select and use the strategy that matches with time and people, use a
variety of communication channels to cultivate the understanding of transformation, and
use authority and power in situations when fast change is needed.

KEY WORDS: LEADERSHIP / TRANSFORMATIONAL LEADERSHIP /
TRANSFORMATIONAL STRATEGY /HOSPITAL ACCREDIATION /
PRIVATE HOSPITAL
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LEADERSHIP
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EXTENDED SUMMARY

Rationale

Improving the quality of medical service is an important mission which
every private hospital has been doing ceaselessly so that the hospital is accredited as
“Hospital Accredited” (HA) and able to respond to the need of the clients. However
the number of private hospitals in Bangkok which have been accredited was still low,
In 2554 B.E. there were only 19 hospitals out of 74 private hospitals which had been
accredited (25.67%) Thus many private hospitals are pushing themselves forward to
be accredited. The hospital director as the organization leader plays very important
role to lead the organization to achieve the goal. Literature reviews revealed that
transformational leadership might be an effective and appropriate type of leadership
which might be appropriate with the present context. The researcher had been
searching for some kind of leadership to be applied in the private hospital which the
researcher was working, thus it should be appropriate to do dome study about the
leadership. The study on “Transformational Leadership and Transformational Strategy
of Accredited Private Hospital’s Directors in Bangkok Metropolitan” should provide
some guidelines for any private hospital looking for some strategies and leadership
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style to be applied for their hospitals for quality improvement and being accredited as
HA in the near future.

Research Objectives

1. To study the transformational leadership of the directors of accredited
hospitals in the perspectives of charisma or idealized influence, inspirational
motivation, intellectual stimulation, and individualized consideration.

2. To analyze the leadership of the directors of private hospitals who had
led the organization to achieve the goal of sustainable HA.

3. To study the transformational strategies of directors of accredited
private hospital in the perspectives of education and communication, participation and
involvement, facilitation and support, manipulation and cooptation and implicit and
explicit coercion.

4. To analyze problems/constraints of the directors of accredited hospitals
in applying transformational strategies in leading the organization to be accredited as
HA.

5. To analyze guidelines in applying transformational strategies in leading

the organization to be accredited as sustainable HA.

Literature Review

The researcher had reviewed theories/concepts, documents and researches
relating to the process of development and accreditation of the hospital, the
administration of private hospital, roles and responsibilities of the hospital’s directors,
transformational leadership, transformational strategies, relationship between the roles
of the directors of the hospital and the application of transformational strategies to
hospital accreditation and related research.
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Conceptual Framework

Transformational leadership of
Hospital director

Charisma or idealized influence

v

Inspirational motivation

Intellectual stimulation

> w e

Individualized consideration

Applying Transformational strategies

1. Education and communication

Participation and involvement Being Acsctredited as HA
1 round
Facilitation and support > 2" round
3" round

2

3

4. Negotiation and agreement
5. Manipulation and cooptation
6

Explicit and implicit coercion

Problems/constraints in applying

transformational strategies for HA >

problems solving result

Research Methodology

This research was a qualitative research, collecting information and data
from document review and in-depth interview with concerned persons.

The key informants were as follow: 4 hospital directors from accredited
hospitals in Bangkok Metropolitan, the front office personnel which were 11 heads of
nursing department, 14 heads of quality centers and the back office personnel which
were 8 heads of human resources department. The total number of informants were 37.
Research tools were 4 sets of depth interview questionnaires which had been
constructed to be appropriate with the context of interviewees. The questionnaires had

been developed from related concepts/theories and had been qualitatively checked by
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3 experts. Relevancy and validity of the questionnaires had been tried out and revised.
The researcher made appointment with each informant before hand, the interview and
recording of the interview had been undertaken by the researcher.

The data was recorded in recording file then transcribed into written
words; analyzed and synthesized qualitatively in accordance with the research
objectives.

Research Result

The study had found that:

1. Transformational leadership of the directors of accredited hospitals in
Bangkok Metropolitan in different perspectives were

1) Charisma or Idealized influence: The subordinates
accepted and had faith in their directors. They were proud of and had positive feeling
of their administrators for having highly standardized morality both in the work and
personal.

2) Inspirational motivation: The directors always inspired the
subordinates to be energetic and fly high by presenting clear and stimulating vision to
communicate the organizational goal.

3) Intellectual stimulation: The directors always encouraged
the subordinates to think creatively and out- of- the box to create innovation and
provided the support for action

4) Individualized consideration: The directors always
promoted friendly working atmosphere, had interest and care for every individual.
Always ready for providing advice and counseling.

2. Transformational strategies which the directors of accredited private

hospitals had applied in achieving the organizational goal.

The study had found the following:
1) Education and communication: The directors supported the
training and education for the subordinates by sending them to attend hospital

accreditation (HA) training program. Communication had been used as the high
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priority strategy for change. Since education and communication were priority issue in
quality improvement of the hospital, the directors had used various strategies of
education and communication.

2) Participation and involvement: The directors provided
opportunity for subordinates to participate in planning, setting objective and strategies
for change and made suggestions.

3) Facilitation and support: The directors provided support and
facilitated the quality improvement by giving advice, listening to complaint,
encouraging, providing opportunity for adaptation, support training program about
H.A. for subordinates, arranged to have self evaluation format designed by office of
quality improvement.

4) Negotiation and agreement: The directors had held various
meetings to listen to suggestion or demand from subordinate and negotiated for
peaceful agreement.

5) Manipulation and cooptation: The directors managed the
information by providing only positive and useful information for change to the
subordinates.

6) Explicit and implicit coercion: The directors used the
authoritative power when they felt the change was necessary and urgent.

3. Problems/constraints in applying transformational strategies for quality
improvement of the hospital.
The study found that there were some major problems and
constraints as follows

1) The personnel who had too much self-confidence had not
paid enough attention to listen to suggestions and advice from other people, and
became obstruction to development.

2) The information from institute of hospital development was
not clear and well distributed.

3) The time constraint in providing medical service made it
difficult for the medical doctors to participate with the development activities.

4. Recommendation and suggestion in applying transformational strategies

for the improvement of the quality of hospital.
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The informants had made many recommendations and
suggestions which the researcher had analyzed and synthesized with secondary
information and had the conclusion as follows:

1) The strategies should be chosen and applied appropriately
with time and groups of personnel, since there were difference in many perspectives
among them. Brain storming technic should be used to increase social participation

2) There should be appropriate and diversified means of
communication to create awareness and understanding of change and the necessity for
change.

3) In case of need for urgent change the coercion of authority

was recommended.

Discussion and Conclusion

The researcher had discussed the research result in two main issues.

1. Transformational Leadership

2 Transformational strategies Transformational leadership
Transformational leadership is a new type of leadership or new paradigm of
leadership. Burn and Bass were the first two scholars who mentioned this leadership.
The leaders with this type of leadership had the paradigm shifted from the old
paradigm. His new paradigm was the leader with vision, decentralized authority,
empowering the subordinates, moralist and encouraging the building up of leadership
among subordinates. The present world of confusion and speedy change has the need
for this type of leader (Ministry of Education, 2550: 4-7) Bass (1997) (cited in
Ministry of Education, 2550: 5-15) stated that the transformational leader was the
leader who could motivate his subordinates to shift the interest to be beyond their own
self-interest, helped the working colleagues and followers to heighten their effort
beyond their own expectation, improved their capability, created awareness of mission
and vision of the organization and the team and to realize the benefit of the
organization and the society. The new type of leadership were composed of 4 major
components which were charisma or idealized influence, inspirational motivation,

intellectual stimulation and individualized consideration.
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In the perspective of charisma or idealized influence, the study had
found that the directors of accredited hospitals were the persons who had been well
respected and accepted by the subordinates. They had pride and positive attitude in
their directors because they thought that their director had high morality both in
personal life and work life which was in accord with Bass (Bass, 1997 cited in
Ministry of Education, 2550: 5-15) which stated that transformational leader was the
model or idol of the subordinate. He would receive respect, recognition, trust and faith
from the followers. The followers would have pride in their leader and follow his
action. This type of leader had high morality and avoided using the authority for their
own self-interest.

In the perspective of inspirational motivation, the directors often
inspired the followers by stimulating the subordinates and colleagues to be energetic
and fly high through showing them clear and inspiring vision and organizational goal.
This was in accord with Bass (Bass, 1997 cited in Ministry of Education 2550: 5-15)
which stated that the transformational leaders often inspired the followers by creating
internal motivation, provided the meaningfulness and challenge of the work to the
followers. The leaders would communicate to the followers about what he expected
from them, inspired them to trust and share their dream to achieve the vision of the
organization. He would promote the spirit of team working, motivated the followers to
over-achieve the goal and helped them to be aware that goal and performance had to
be dynamic and adjustable in order to bring prosperity and success to the organization

In the perspective of intellectual stimulation, the study had found that
the directors often stimulated the followers to be initiative, creative, thinking out of the
box. He always encouraged and supported the subordinates to develop new
methodology of work such as having interdepartmental CQI competition or initiated
challenge to improve the quality of administration which was in accord with Bass
(Bass, 1997 cited in Ministry of Education, 2550: 5-15) which stated that the leader
must always stimulate the followers to be aware of the concurrent problems and try to
find various methods to solve problems, to have innovation and made them rethink
that the problem was the opportunity. He would support their effort if they would like
to seek for innovative methods.
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In the perspective of individualized consideration; the study found that
the directors often promoted the working atmosphere for the access of the organization
by being friendly, caring for each subordinate with individualized attention, provided
counseling and advice for each individual so that they would not feel lonely. This was
in accord with Bass (Bass, 1997 cited in Ministry of Education, 2550: 5-15) which
stated that the leaders would have individualized consideration for each subordinate,
the follower would feel the self — valued. The leader would act as the coach, teacher,

mentor and counselor for the subordinate.

2. Transformational strategies for quality improvement of the
hospital.

Applying strategy into action is considered as the essential role and
function of leaders in all level of every organization. Implementing the strategies is the
process of bringing policy and strategies into practice by formulating plan/project,
budget and procedures of action. (Wheeler and Hanger: 2002: 193) The study had
found the relationship between transformational strategies and the leading of hospital
to receive accreditation by the directors of the studied private hospitals in Bangkok
Metropolis. The finding was in accord with Kotter and Schlesinger (Kotter &
Schlesinger; 1999) which stated that transformational strategies which could be
applied to create acceptance and reduction of resistance to change were education and
communication to every one in the organization so that they had thorough
understanding about the concept, rationale, necessity for change, benefit from change
including goal and expectation from the change. The communication had been very
much diversified; both horizontal as well as lateral e.g. consultative meeting, group
presentation group discussion, personal opinion, open discussion, communication
through mass media e.g. audio-visual communication, continuous periodic reporting.

This strategy was formulated from the hypothesis that the reason for
resistance to change originated from receiving in correct or incomplete information
leading to faulty analysis .If the personnel had the correct and complete information,
the resistance to change would be lessened. However this strategy would be successful
if the relationship between the initiator for change and follower was positive. The

advantage of this strategy was the effectiveness of overcoming resistance was high but
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its disadvantage was time consuming and took a lot of effort especially when there
were many people involved. The research work by Suwacharee Dechatornamorn
(2545) which studied factors affecting participation in activities leading to quality
improvement and accreditation of the hospital: A case study of Thai Nakarindra
Hospital. Suwacharee had found that the attitude of the personnel toward the project
was good, there were relationship between duration of working experience and level
of education of the personnel with the knowledge about quality improvement of the
hospital and the provision of basic knowledge about hospital standardization to the
personnel. The work was in accord with the result of this study which found that the
directors of accredited hospitals supported education and training program for the
subordinates by sending them to receive training in hospital accreditation (HA) and
use communication strategies of diversified channels and methods such as internet,
notice board, resolution of meeting, verbal order, working manual etc.

In the perspective of participation and involvement Kotter and
Schlesinger (1999) stated that participation and involvement were the strategies which
opened the opportunities for everyone concerned to participate in the design and
formulation of the plan, set objective, goal and methodology for change. The leader or
inititator for change would have opportunity to listen to comment and suggestion and
would put into action in accordance with what had been suggested from the group.
The methods to be used may be consultative meeting where everyone was encouraged
to express their ideas and had resolution to be practiced in real action. The
participation would be most effective if the participants had enough information
needed for planning of change and had faith in the organization. This was in accord
with Somyos Navykarn (2540) which stated that participation and involvement were
the most effective methods to overcome resistance to change because the stakeholders
would understand the reason for change better, uncertainty and worry would be
lessened, personal benefit and social relationship would be less threatened.
Participation helped created bonding to the organization and cooperation for the
success of change. There were a lot of advantage of participation but its disadvantage
was time consuming, thus in case of urgent matter this method would not be

recommended. Siwaporn Hwangsingha (2545) found that participation and

involvement of multi-disciplinary team were in medium level (X =1.89); the factors
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which had relationship with quality improvement and hospital accreditation activates
were duration of working experience, position and shift work or normal work.

The above studies were in accord with this research which had found that
the directors of accredited hospital had implemented the strategies of participation and
involvement by facilitating the subordinates to give suggestions and opinions,
participaticipation in formulating plans, set objective and methodology for change.

In the perspective of facilitation and support

Kotter and Schlesinger (1999) had suggested strategies to help the
personnel who had problems accommodating with change by listening to their
problems, allowing them time for adaptation, counseling, training of new skill. This
strategy was most appropriate for helping people who were resistant to change but
often overlooked by the administrator becauses its disadvantage were time consuming,
high expense and sometime the result might not be satisfactory. Zaltman and Duncan
(1977) had suggested the facilitative strategies as alternative. This strategy originated
from the belief that a person would be ready to be aware of the problem if necessity
occurred and would be ready to accept help from outsider or even be part of the
society to solve the problem.

The above study was in accord with this research which found that the
directors of the accredited hospital had facilitated the activities in quality improvement
of the hospitals in many issues such as supported overtime payment for participating
with the activities, gave advices in all matter related, gave encouraging spirit, allow
time for accommodating the change, supported H.A. training program and had self-

appraisal format constructed by office of quality improvement.

Aspect of negotiation and agreement

Kotter and Schlesinger (1999) provided the meaning of negotiation and
agreement as “the method which the initator of change had dialogue with the
personnel both per person and in group about the exchange of benefit for cooperation
for change.” This method could be an important mean to reduce resistance to change
and facilitated cooperation but its drawback were high cost of expense and might lead

to blackmail in the future.



o

wNAINGIAY VHIINIATUTAD M (@BTUGUANAAT) / 137

This research had found that the directors of accredited hospital had also
used this strategy of negotiation and agreement for exchange of the offer of benefit

through meeting with the disagreed group of personnel.

In the aspect of manipulation and cooptation

New and Couillord (1981) mentioned the technic being used for change
management to create acceptance and reduce resistance by manipulating the
information to be given only necessary and useful to attract the interest and
cooperation from stakeholder. This technic was similar with Kotter and Schlesinger
(1999) which mentioned that some administrators had intentionally given only the
information which would be positive for change to the personnel or sometime created
events to attract the interest for change. This research had found that the directors of
accredited hospitals had to provide only positive information to the personnel by
manipulating the information so that the subordinates felt secure with their work and
would be helpful for the future administrators. e.g. Hospital accreditation will help
prevent the hospital not to be in legal dispute with the client, HA was not complicated
work, it was only the process of improvement of the contemporary work and it would

be a mean to strengthen the organization.

In the aspect of explicit and implicit coercion.

New and Couillord (1981) stated that coercion was a method of exercising
power and authority to enforce another person to accept the change. The person must
follow the order and would be satisfied if the change led to satisfactory result. Chin
and Benne (1985) cited that coercion was a strategy to exercise power and influence as
the tool for change. Those powers could be authoritative power, economic power,
reward and punishment etc. This strategy was originated from the hypothesis that the
subordinate had the tendency to follow the persons who were more powerful. The
coercion of authority should be applied only in urgent matter where there was no other
choice. The disadvantage of this method was the probability of strong resistance which
might lead to failure of the program. Kotter and Schlesinger (1999) cited also that the
leaders who exercised their explicit and implicit authority would use both reward and

punishment in management. This strategy could be used in case of emergency, the
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expense was not high but its advantage was the probability of strong resistance this
research had found that the directors of the accredited hospital had used this strategy in
the case which the time was limited and the change might failed unless the coercion

had been applied.

Conclusion

The result of this research showed that the directors of accredited hospitals
had every components in their transformational leadership which were charisma or
idealized influence, inspirational motivation, intellectual stimulation and
individualized consideration.

The directors had implemented transformational strategies in leading their
hospitals to be accredited. Those strategies were; education and communication by
training and diversified means of communication; participation and involvement by
opening opportunity for subordinates to participate in planning, goal setting and
implementing; facilitation and support by providing convenience in quality
improvement of the hospital and support training of Hospital Accreditation;
negotiation and agreement by having meeting with disagreed group of people;
manipulation and cooptation by providing only positive and useful information to the
subordinates; explicit and implicit coercion, this strategy was used in emergency case.
Problems and constraints in implementing transformational strategies were as follows:
some personnel did not pay attention to listen to the program, the information
communicated from institute of hospital quality improvement was not clear, lacked of

cooperation from medical personnel.

The Recommendation from the Research were as follows:

The directors of private hospital should

1. Choose strategies to be appropriate with time and person because there
are difference among different person. Brainstorming should be applied to facilitate

the participation in thinking, working, leading and solving problem.
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2. Create awareness and understanding about the change by using
diversified means of communication
3. Exercise the authoritative power in case of the necessity for quick

change.

Recommendation for Further Research

1. There should be the study of other factors beside leadership which may
be related to the leading of the hospital to be accredited.

2. There should be the study about factors related to quality of service in
private hospital.

3. There should be the study about corporate responsibility of private
hospitals.
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