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ABSTRACT

The transition from nursing education to professional practice represents one of the most critical phases in the
development of nurses. This study explored the impact of authoritative and democratic leadership styles on
healthcare outcomes within Saudi Arabian clinics, with emphasis on staff morale, communication, patient care
quality, and organizational performance. Employing a descriptive qualitative design, the study gathered insights
from 10 purposively selected Filipino nurse managers, supervisors, and head nurses working in Madinah, Saudi
Arabia. Data were collected through a researcher-made questionnaire and validated interviews, then analyzed
using thematic analysis to extract major themes.

Findings revealed that democratic leadership fosters inclusivity, engagement, and collaboration, leading to
higher staff satisfaction, stronger communication, and improved patient outcomes. Nurses under democratic
leaders reported increased motivation, retention, and professional development opportunities. In contrast,
authoritative leadership proved effective in emergency and high-pressure situations, ensuring rapid decision-
making and organizational control, but was also associated with reduced staff morale and creativity when applied
in routine operations. Generational differences were noted, with younger nurses favoring participatory
approaches, while older nurses acknowledged the necessity of directive leadership during crises.

Overall, the study underscores the importance of hybrid leadership models that integrate democratic practices
for day-to-day clinical management with authoritative approaches for critical circumstances. Such models align
with Saudi Arabia’s unique cultural context while ensuring responsiveness to the evolving needs of modern
healthcare. The implications extend to nursing administration, academic preparation, and policy development,
highlighting the need for leadership training programs, mentorship structures, and evidence-based frameworks
that balance cultural sensitivity with international best practices.

Keywords: Nursing administration, democratic leadership, authoritative leadership, Saudi Arabian clinics,
healthcare outcomes, hybrid leadership model

INTRODUCTION AND BACKGROUND OF THE STUDY

The transition from nursing education to professional practice represents one of the most critical yet challenging
stages in the professional development of nurses. Newly graduated nurses (NGNs) often enter the workforce
with strong theoretical foundations and technical competencies, but they are confronted with organizational,
emotional, and structural barriers that hinder smooth integration into clinical practice. This transition period,
widely recognized as a vulnerable phase in the nursing career trajectory, is characterized by increased
responsibility, adaptation to workplace culture, and the need for effective guidance from healthcare institutions.

Globally, nursing shortages, aging populations, and recurrent health crises underscore the need for efficient
workforce integration of NGNs. However, the paradox of employment in nursing persists: while demand for
nurses remains high, hospital employers often prefer candidates with experience, creating significant barriers for
novice nurses. In the Philippine context, this “experience paradox” is particularly evident, as oversupply of
graduates, limited job placements, and insufficient structured transition-to-practice programs compound the
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employment challenges faced by NGNss.

In Saudi Arabian clinics and similar international healthcare systems, leadership approaches further shape the
integration of NGNs into the workforce. Authoritative leadership provides structure and rapid decision-making,
particularly valuable in emergency situations, but it can suppress creativity and reduce staff engagement. On the
other hand, democratic leadership fosters participation, inclusivity, and collaboration, enhancing staff morale,
communication, and patient outcomes. Both leadership styles, when applied inappropriately or without
sensitivity to cultural context, may exacerbate or alleviate integration barriers for NGNs.

Against this backdrop, this study focuses on employment barriers, readiness, and workforce integration strategies
among newly graduated nurses, with insights drawn from leadership theories and practices. By examining both
structural and organizational obstacles—such as limited job openings, inadequate orientation programs, and
emotional readiness gaps—alongside the role of supportive leadership, the study provides a comprehensive
understanding of the integration process.

The findings of this study are intended not only to fill gaps in local and international literature but also to guide
nursing administrators, educators, and policymakers in designing transition-to-practice frameworks, mentorship
programs, and culturally sensitive leadership models that improve NGNs’ entry into the healthcare workforce.
By aligning workforce integration strategies with evidence-based leadership practices, the study ultimately
contributes to the advancement of nursing administration and the delivery of safe, quality, and sustainable
healthcare.

METHODOLOGY

This study employed a descriptive qualitative design to explore the perceived effects of authoritative and
democratic leadership styles on healthcare outcomes in Saudi Arabian clinics. This design was chosen because
it enables the capture of participants’ lived experiences in straightforward terms, providing findings that are
practical and relevant to nursing administration.

The study was conducted in selected private clinics in Madinah, Saudi Arabia, where Filipino nurse managers,
supervisors, and head nurses are employed. The locale was chosen because of its multicultural healthcare
workforce and its reliance on Filipino nurses in leadership and supervisory roles, making it an appropriate setting
to investigate leadership influences in a cross-cultural environment.

A total of ten participants were selected using purposive sampling. Inclusion criteria required that participants
be Filipino nurses currently employed in supervisory or managerial roles, have at least one year of work
experience in the clinic, and be willing to participate in the study. This ensured that the respondents possessed
both leadership responsibilities and relevant experience to provide meaningful insights.

Data were collected using a researcher-made questionnaire and semi-structured interview guide. The instrument
consisted of demographic questions and open-ended items that elicited perceptions of how authoritative and
democratic leadership styles influenced organizational culture, staff engagement, communication, patient
outcomes, and professional retention. The instrument was validated by a panel of experts in nursing
administration and was pilot tested for clarity and reliability.

After ethical approval was secured, informed consent was obtained from all participants. They were assured of
voluntary participation, confidentiality, and anonymity, with codes assigned in place of their names. Data
collection was carried out through questionnaires and interviews, administered either face-to-face or online
depending on the participants’ availability.

The data were analyzed using thematic analysis following Braun and Clarke’s six-phase approach:
familiarization with the responses, initial coding, theme generation, reviewing and refining themes, defining and
naming themes, and final reporting. Trustworthiness of the findings was ensured using Lincoln and Guba’s
criteria of credibility, dependability, transferability, and confirmability. Credibility was established through
member checking, while dependability was maintained through an audit trail of research activities.
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Transferability was supported by a detailed description of participants and setting, and confirmability was
achieved by triangulating findings with related literature.

Ethical considerations were observed throughout the study. Participants were informed of their right to withdraw
at any time, and the study complied with international ethical standards as well as the provisions of the Philippine
Data Privacy Act of 2012 (RA 10173).

RESULTS AND DISCUSSION

The findings of the study revealed clear differences in the outcomes associated with authoritative and democratic
leadership styles in Saudi Arabian clinics. Participants consistently emphasized that authoritative leadership
proved effective in emergency and high-pressure situations, where rapid decision-making and strict control were
necessary to ensure patient safety and organizational order. In such contexts, authoritative leaders provided
clarity and direction, enabling teams to act swiftly. However, the same style, when applied in routine operations,
was reported to create an environment of reduced staff morale, lower engagement, and limited opportunities for
professional growth. These findings align with previous studies indicating that authoritarian approaches, though
necessary in crises, can stifle collaboration and innovation when used excessively (Cummings et al., 2018).

In contrast, democratic leadership emerged as the style most valued by participants for day-to-day clinical
practice. Respondents highlighted its role in promoting inclusivity, collaboration, and open communication.
Nurses under democratic leaders reported higher levels of job satisfaction, stronger teamwork, and a sense of
being valued in decision-making processes. These factors were directly associated with improved patient care
outcomes, as engaged staff were more motivated to provide quality services. This is consistent with Al-Yami,
Galdas, and Watson (2018), who found that participatory leadership enhances organizational commitment and
retention among nurses in Saudi Arabia.

Generational differences also influenced perceptions of leadership. Younger nurses expressed a stronger
preference for democratic styles, citing empowerment and opportunities for growth, while more senior nurses
acknowledged the necessity of authoritative leadership in maintaining discipline and order during crises. Such
findings underscore the importance of context-specific leadership, suggesting that no single style is universally
effective but that adaptability is essential. This supports the recommendation of a hybrid leadership model, one
that combines democratic practices in everyday operations with authoritative decision-making during
emergencies.

Another critical theme that emerged was the effect of leadership on staff retention and turnover. Democratic
leaders were perceived as better at retaining staff by fostering supportive work environments, while authoritative
leaders were associated with higher turnover, particularly when staff felt undervalued or excluded from decision-
making. This resonates with Abualrub and Alghamdi (2012), who emphasized the relationship between
leadership style, satisfaction, and nurses’ intentions to stay in their organizations.

Overall, the findings highlight that leadership style directly influences not only workplace climate but also
patient safety, quality of care, and organizational stability. Democratic leadership contributes to sustained
engagement and quality improvements, while authoritative leadership ensures order in critical situations. The
integration of both into a flexible, context-driven hybrid approach appears most beneficial, as it accommodates
the complexities of clinical practice in Saudi Arabia’s multicultural healthcare environment.

REFERENCES

1. Abualrub, R., & Alghamdi, M. (2012). The impact of leadership styles on nurses’ satisfaction and
intention to stay among Saudi nurses. Journal of Nursing Management, 20(5), 668—678.
https://doi.org/10.1111/j.1365-2834.2011.01320.x

2. Al-Hussami, M. (2008). A study of nurses’ job satisfaction: The relationship to organizational
commitment, perceived organizational support, transactional leadership, transformational leadership,
and level of education. European Journal of Scientific Research, 22(2), 286—295.

Page 1003 .. .
www.rsisinternational.org


https://rsisinternational.org/journals/ijrias
https://rsisinternational.org/journals/ijrias
http://www.rsisinternational.org/

INTERNATIONAL JOURNAL OF RESEARCH AND INNOVATION IN APPLIED SCIENCE (IJRIAS)
ISSN No. 2454-6194 | DOI: 10.51584/1JRIAS |Volume X Issue VIII August 2025

10.
11.

12.

13.
14.

15.
16.

17.

18.

19.

. Al-Yami, M., Galdas, P., & Watson, R. (2018). Leadership style and organisational commitment

among nursing staff in Saudi Arabia. Journal of Nursing Management, 26(5), 531-539.
https://doi.org/10.1111/jonm.12578

Barr, J., & Dowding, L. (2019). Leadership in health care (4th ed.). SAGE Publications.

Bass, B. M., & Riggio, R. E. (2006). Transformational leadership (2nd ed.). Lawrence Erlbaum
Associates.

Boyd, N. M. (2016). Examining the relationship between creativity and leadership practices. Journal
of Creative Behavior, 50(2), 123—135.

Cai, H., Liu, X., Zhang, R., & Huang, H. (2019). The influence of leadership style on job satisfaction
of nurses: A cross-sectional survey in China. Journal of Nursing Management, 27(4), 732—739.
https://doi.org/10.1111/jonm.12753

Cummings, G. G., Tate, K., Lee, S., Wong, C. A., Paananen, T., Micaroni, S. P., & Chatterjee, G. E.
(2018). Leadership styles and outcome patterns for the nursing workforce and work environment: A
systematic ~ review. International ~ Journal ~ of  Nursing  Studies, 85, 19-60.
https://doi.org/10.1016/j.ijnurstu.2018.05.007

Ellis, J. R., & Hartley, C. L. (2009). Nursing in today’s world: Trends, issues, and management (10th
ed.). Wolters Kluwer Health/Lippincott Williams & Wilkins.

Goleman, D. (2000). Leadership that gets results. Harvard Business Review, 78(2), 78-90.

Hersey, P., & Blanchard, K. H. (1982). Management of organizational behavior: Utilizing human
resources (4th ed.). Prentice-Hall.

Hofstede, G. (2010). Cultures and organizations: Software of the mind. McGraw-Hill.

Huber, D. (2017). Leadership and nursing care management (6th ed.). Elsevier.

Kim, J. S., Kim, J., Jang, S., & Kim, Y. M. (2015). Effects of nursing leadership on organizational
commitment and job satisfaction. Journal of Nursing Scholarship, 47(3), 267-274.
https://doi.org/10.1111/jnu.12140

Northouse, P. G. (2015). Leadership: Theory and practice (7th ed.). SAGE Publications.

Saleh, U., O’Connor, T., Al-Subhi, H., Alkattan, R., Al-Harbi, S., & Patton, D. (2018). The impact of
nurse managers’ leadership styles on staff nurses’ intent to turnover. Journal of Nursing Management,
26(8), 961-971. https://doi.org/10.1111/jonm.12639

Schreuder, J. A. H., Roelen, C. A. M., Van Zweeden, N. F., Jongsma, D., Van der Klink, J. J. L., &
Groothoff, J. W. (2011). Leadership effectiveness and occupational health: The relationship between
leadership  styles and  sickness absence. @~ Work &  Stress, 25(4), 341-356.
https://doi.org/10.1080/02678373.2011.634281

Were, M. (2016). Creativity in nursing practice: The role of nurse managers. Journal of Nursing
Education and Practice, 6(5), 101-107. https://doi.org/10.5430/jnep.vonSp101

Yukl, G. (2013). Leadership in organizations (8th ed.). Pearson Higher Education.

Page 1004

www.rsisinternational.org


https://rsisinternational.org/journals/ijrias
https://rsisinternational.org/journals/ijrias
http://www.rsisinternational.org/

