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Abstract

Currently, healthcare organizations apply diverse leadership styles and approaches towards
managing the routine service delivery. Due to the many and diverse research observations
regarding relationships between leadership styles and healthcare workers’ wellbeing in
various studies, there is a need to conduct a narrative review towards a harmonized
outcome. Accordingly, this article noted that transformational leadership, having the ability
to inspire and motivate workers towards cohesion and engagement, have a strong significant
contribution towards better psychosocial wellbeing among the healthcare workers. At the
same time, this review noted that situational leadership, transactional leadership and
servant leadership styles also have significant contributions on stress and burnout reduction
among the health workers. However, Laissez-faire leadership style did not have a strong
positive contribution in health workers’ psychological wellbeing, instead, it has been linked
with instances of stress among the workers. Therefore, these observations stress the need
for healthcare organizations to inculcate the transformational, democratic, situational and
servant leadership styles.
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Introduction

Discussions around leadership styles and how they affect the overall operations in healthcare
organizations have attracted the attention of many scholars for an extended period of time
(Franco & Almeida, 2011; Sfantou et al., 2017). Indeed, many research studies have been
conducted under various topical and specific thematic areas under this phenomenon of research
(Giinzel-Jensen, Jain & Kjeldsen, 2018). While some studies only explored the different
leadership styles applied in healthcare settings, others have dived deeper into examining how
such leadership styles affect healthcare workers” well-being, including their psychosocial and
physical health (Cope & Murray, 2017; Cummings et al., 2018; Kantareva & Veselinova, 2021).
Owing to diverse observations and research outcomes established under this research
phenomenon, this narrative review will explore and discuss the implications of various
leadership styles on healthcare workers' psychosocial well-being.

The quality of human resources, mainly healthcare workers” well-being, is a critical domain in
providing quality healthcare services (Omari et al., 2024; Kantareva & Veselinova, 2021; Aini
& Dzakiyullah, 2024). While the psychosocial well-being of healthcare workers depends on
many factors within the organization, such as workload, work environment, and wellness
programs, there have been pieces of evidence that closely link it to the nature and style of
leadership the management applies (Qtait, 2023). For instance, studies have explained
healthcare workers who operate under the transformational leadership style are likely to
experience distressing moments since these leaders often apply open communication and create
a positive work environment, which gives the employees motivation and satisfaction (Alhalal
etal., 2024; Wang et al., 2019). At the same time, evidence has linked a laissez-faire leadership
style with increased job stress (Pishgooie et al., 2019).
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Nevertheless, many different leadership styles are used in running healthcare's daily operations,
including transformational, transactional, laissez-faire, democratic, situational, servant, and
autocratic, among others (Saleh et al., 2018; Qtait, 2023). The principles that guide leaders
within these styles are diverse and different; hence, they have potential implications for
healthcare workers' psychosocial well-being. With the diverse research outcomes already
noted, a mosaic summary through a narrative review is needed to harmonize the outcomes for
practice application.

Leadership styles and their effect on healthcare workers’ psychological wellbeing
Transformational leadership style and its impact on the psychological well-being of healthcare
workers

Transformational leadership is a style in which leaders inspire and motivate their team by
creating a shared vision, encouraging innovation, and providing personal development
opportunities. Goens et al. (2024) express that this leadership style is particularly impactful in
healthcare settings, where workers’ emotional and psychological well-being is essential to
maintaining high-quality patient care and fostering a positive work environment. The primary
aspects of the transformational style include individualized consideration, intellectual
stimulation, inspirational motivation, and idealized influence (Garcia-Sierra et al., 2018).
Organizational researchers have established the significance and impacts of transformational
leaders in modern, dynamic workplaces. According to den Breejen-de Hooge et al. (2021),
Healthcare workers, including nurses, doctors, and allied health professionals, often work in
high-stress environments with long hours and significant emotional challenges.
Transformational leadership can have several positive effects on their psychological well-
being, including increased job satisfaction, reduced stress and burnout, and enhanced
motivation and engagement (Alanazi et al., 2023). Studies show that Transformational leaders
focus on creating a positive and supportive environment where healthcare workers feel valued
and recognized. When leaders express appreciation for their team’s efforts and involve them in
decision-making, it boosts job satisfaction, reduces burnout, and fosters a sense of belonging.
(Alanazi et al., 2023; Haoyan et al., 2023).

Similarly, the healthcare sector can be emotionally and physically demanding. A
transformational leader who actively listens to their team, provides regular feedback, and offers
opportunities for professional growth can reduce feelings of stress and burnout. When
employees feel empowered and supported, they are more resilient in handling the challenges
of their roles (Gebreheat et al., 2023). Notably, the style promotes motivation while increasing
engagement. Goens and Giannotti (2024), emphasize that, Transformational leaders inspire
healthcare workers to achieve more than just meeting basic expectations. This heightened sense
of motivation leads to increased engagement in their work, making employees feel more
connected to their roles and the healthcare mission. (Gadolin et al., 2022). This engagement
helps healthcare workers stay mentally and emotionally invested, positively impacting their
mental health (Kim et al., 2020).

Kim and Jeong (2020) indicate that transformational leaders play a critical role in improving
team cohesion and support. At the same time, Al-Thawabiya et al. (2023) emphasize that
transformational leadership fosters collaboration and mutual support among team members. A
leader who encourages open communication, trust, and empathy creates a team-oriented
environment where workers can share their challenges and successes. This sense of
camaraderie helps reduce feelings of isolation and anxiety, improving psychological well-being
(Ahmed et al., 2024). Additionally, these leaders play a role in increasing self-esteem and
confidence. Individualized consideration from transformational leaders helps workers feel
recognized as individuals rather than just employees. When leaders provide mentorship,
guidance, and opportunities for personal growth, it enhances workers' self-esteem and

839



Impact of Leadership Styles on the Psychosocial wellbeing
of healthcare workers: Narrative Review

confidence. As healthcare workers develop new skills and feel competent, their overall mental
health improves (Ahmed et al., 2024).

However, while transformational leadership can profoundly affect healthcare workers’
psychological well-being, scholars point out that it requires skilled leadership and consistent
effort (Cochrane et al., 2019). In this context, transformational leadership requires continuous
effort and consistency in this direction. Leaders must be genuinely committed to supporting
their team’s well-being, which may be challenging in a high-turnover environment (Lindert et
al., 2022). Nonetheless, not all employees respond the same way to transformational leadership.
Some healthcare workers may prefer more structured or directive leadership styles, so the
transformational approach must be flexible and adaptive to the needs of individual workers.
These challenges, among others, may lead to burnout among the leaders (Gadolin et al., 2022).
Democratic leadership style and its impact on the psychological well-being of healthcare
workers

Democratic leadership encompasses collaboration, open communication, shared decision-
making, and inclusivity (Matos et al., 2024). In a healthcare setting, this approach can have a
profound effect on the psychological well-being of healthcare workers, fostering a positive
work environment that benefits both the staff and patients. Global studies show that this
administration style increases job satisfaction (Dextras-Gauthier et al., 2023). In this sense,
Healthcare workers who feel included in decision-making are more likely to experience job
satisfaction. When individuals feel valued and heard, they are more engaged and motivated to
perform their best work. This is crucial in high-stress environments like healthcare, where
morale can directly impact patient outcomes (Andargie et al., 2024).

Democratic leadership reduces workplace stress and burnout (Labrague, 2023). Democratic
leaders can potentially minimize the likelihood of burnout by providing a supportive and
participatory environment. When healthcare workers have a say in how work is organized, they
are more likely to feel a sense of control, which can mitigate stress and reduce feelings of
helplessness, a key component of burnout (Gu et al, 2022). Moreover, just like
transformational leadership, democratic leadership Improves team cohesion. According to
Ahmed et al. (2024), through promoting collaboration, democratic leaders foster stronger team
cohesion and mutual respect. This creates a supportive work culture, which is crucial for
psychological well-being. A strong team can act as a buffer against the pressures and challenges
of healthcare work (Hjazeen et al., 2024).

Moreover, there is increased motivation and empowerment in the workplace where democratic
leadership prevails. As described by Jankelova et al., (2021) Workers who feel empowered and
trusted by their leaders tend to be more motivated. The opportunity to contribute ideas, make
decisions, and see the direct impact of their work can lead to higher intrinsic motivation and
personal fulfillment. Workers under democratic leaders experience reduced anxiety (Andargie
et al., 2024). Studies across organizations have proven that when healthcare workers are
engaged in decision-making, they can feel competent and secure in their roles. This confidence
reduces anxiety levels, which is particularly important in a high-stress field like healthcare.
However, this style precipitates several challenges regarding time and resources.
Overwhelming involvement and collaboration aspects may lead to delays in critical decision-
making circumstances (Al-Thawabiya et al., 2023).

Situational leadership style and its impact on the psychological well-being of healthcare
workers

Situational leadership emphasizes the need for leaders to adapt their style based on their team
members' situations and developmental levels. According to the leading proponents, no
leadership style is effective in all conditions (Xiao et al., 2023). Instead, leaders should adjust
their approach based on factors such as the team member's competence, motivation, and the
task at hand (Zhang et al., 2024). In healthcare, workers often face high-pressure, emotionally
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taxing, and dynamic situations; situational leadership can significantly impact their
psychological well-being. Situational leadership's impacts on workers can be defined as
positive and negative. Leaders adopting this approach enhance flexibility and adaptability to
the needs of healthcare workers (Simard et al., 2022). In the foregoing regard, Situational
leadership is based on the idea that leaders should assess their team's current abilities and adjust
their leadership style accordingly. For healthcare workers, this can mean providing more
support and guidance during high-stress periods, such as emergencies or patient surges, and
offering more autonomy when the team is competent and confident. This tailored approach can
reduce stress and prevent burnout by ensuring that workers feel adequately supported and not
overwhelmed (Ahmed et al., 2021).

Additionally situational leadership improves job satisfaction and still diminishes stress.
Ahmed et al. (2020) hold that, when healthcare leaders demonstrate situational leadership, they
are more likely to provide individualized support to their staff, increasing feelings of
competence and job satisfaction. Healthcare environments often involve long hours, high
patient demands, and emotionally charged situations. A situational leader who adjusts their
style based on the level of stress experienced by their team can reduce unnecessary pressures
(Gu et al., 2022; Plouffe et al., 2023). Studies have shown that situational leadership in
healthcare facilities promotes trust building, reduces burnout and turnover, develops
competence among workers, and enhances resilience to crisis situations. (Xintian et al., 2023).
According to Narayan et al. (2024), leaders who apply situational leadership can create a work
environment where staff feels supported, respected, and empowered, which leads to better
mental health outcomes and enhanced job satisfaction

Transactional leadership style and its impact on the psychological well-being of healthcare
workers

Transactional leadership focuses on structured tasks, clear expectations, and rewards or
punishments based on performance. Li et al. (2022) cite that in healthcare settings, this style of
leadership can have both positive and negative effects on the psychological well-being of
healthcare workers. The positive impact here includes support for mental well-being.
Transactional leadership may provide the necessary structure and clarity that some healthcare
workers need to feel secure in their roles. Clear expectations can help reduce uncertainty and
anxiety in chaotic healthcare environments. Also, Recognizing achievements, such as meeting
patient care targets, can contribute positively to the well-being of workers, as it boosts morale
and can create a sense of accomplishment (Richards, 2020). Harrington (2021) identified more
negative impacts of this approach than positives. For instance, this approach increases worker
stress and burnout and reduces job satisfaction (Cope et al., 2017; Perez, 2021). According to
studies, Transactional leadership can contribute to increased stress and burnout among
healthcare workers. The constant focus on meeting targets, coupled with the pressure to
perform, can lead to feelings of exhaustion and frustration. Healthcare workers may feel like
they are merely "following orders" rather than engaging in meaningful work (Morsiani et al.,
2017). Nonetheless, Unrealistic goals, rigid performance metrics, and frequent monitoring can
increase stress levels, especially in high-pressure environments like hospitals or clinics. This
can affect emotional health and lead to feelings of being overwhelmed or undervalued (T et al.,
2021). As noted, his transactional leadership style reduces job satisfaction if workers feel their
personal contributions and values are ignored in favor of purely task-oriented work. This can
create a sense of alienation, as employees may not feel recognized for their holistic
contributions to patient care or organizational goals (Richards, 2020). As underlined by
Gallegos, this style promotes reduced empowerment, limited social support, poor employee
retention, and lack of intrinsic rewards; all these aspects adversely affect employees'
psychological well-being.
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Laissez-faire leadership style and its impact on the psychological well-being of healthcare
workers

Sabbah et al. (2020) Define Laissez-faire leadership as one in which leaders adopt a hands-off
approach, providing minimal guidance, support, or direction. Leaders offer autonomy to
employees, allowing them to make their own decisions and manage their tasks. (Alasiry et al.,
2024). While this leadership style has been associated with fostering creativity and
independence in specific contexts, its impact on healthcare workers' psychological well-being
can be complex and multifaceted.

This style promotes autonomy and empowerment where laissez-faire leaders allow healthcare
workers to make decisions, fostering a sense of ownership and responsibility. (Pishgooie et al.,
2019). In this context, the approach enhances job satisfaction and intrinsic motivation,
particularly for employees who value independence and trust in their professional capabilities.
This kind of leader encourages innovation. According to (Suliman et al., 2020) Laissez-faire
leadership can promote creativity and innovation by allowing healthcare workers to explore
new ideas and solutions, which plays a crucial role in adapting to new, challenging working
environments.

On the contrary, laissez-faire leadership precipitates, elevate burnout, limits career
development, and cripple team cohesion (Specchia et al., 2021). Studies outline that in
workplaces where quick decision-making and precise guidance are crucial, the absence of a
strong leadership presence can create confusion, stress, and anxiety. This can contribute to role
ambiguity and job dissatisfaction (Abdelhafiz et al., 2016). Besides, a laissez-faire leadership
style may result in fragmented communication and reduced cohesion among team members,
negatively affecting overall team dynamics and increasing stress levels. (Morsiani et al., 2017).
Caputo et al. (2023) note that, without sufficient guidance, workers experience feelings of
isolation, principally in challenging or high-stakes situations. This lack of oversight contributes
to exhaustion and burnout, as workers may struggle with balancing their heavy workload
without adequate support.

Servant leadership style and its impact on the psychological well-being of healthcare workers
Servant leadership focuses on the well-being and development of employees rather than on the
leader’s own success; the core principles of servant leadership include empathy, active
listening, stewardship, and a commitment to serving others (Hu, 2023). In healthcare settings,
where the work environment is high-stress, demanding, and emotionally charged, servant
leadership can play a significant role in improving workers' psychological well-being. Various
studies show that Servant leadership fosters psychological safety, allowing workers to openly
express concerns and manage stressors more effectively (Ma et al., 2021).

Accordingly, Servant leadership mitigates these stressors by creating a supportive environment,
where healthcare workers feel heard, understood, and valued. This reduces feelings of isolation,
anxiety, and burnout (Bunting, 2024). According to Zada, Zada, Khan, et al. (2022), this
approach enhances workplace resilience. In the foregoing context, healthcare workers under
servant leaders are more likely to develop resilience, as the supportive and empowering
leadership style helps them navigate difficult situations and cope with emotional exhaustion
(Zada, et al., 2022). The sense of community and trust fostered by servant leadership enhances
workers' ability to bounce back from setbacks and continue delivering quality care. Moreover,
a study by Demeke et al. (2024) found that servant leadership positively impacted nurses'
mental health and job satisfaction, contributing to lower levels of stress and burnout. An
analogous study by Kwon et al. (2024) established that servant leadership in healthcare settings
is associated with improved employee satisfaction, reduced turnover rates, and better patient
care. Similarly research also highlights that healthcare worker who perceives their leaders as
servant leaders report lower levels of emotional exhaustion and burnout (Upadhyay, 2024).
Ultimately, Servant leadership emphasizes empathy, support, and the growth of employees,
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creating a nurturing environment that enhances emotional health, reduces stress, and builds
stronger teams. Its focus on prioritizing employee needs effectively minimizes the adverse
effects of burnout and mental exhaustion (Laura-Arias et al., 2024; Silver et al., 2021).
Conclusion

The leadership style adopted in healthcare settings profoundly affects the psychological well-
being, job satisfaction, and overall performance of healthcare workers. Effective leadership not
only influences the organizational culture but also has direct consequences on employee stress
levels, burnout, resilience, and engagement, which are critical in high-stress environments like
healthcare. Leadership style plays a crucial role in the psychological well-being of healthcare
workers. While some leadership styles, like transformational and servant leadership, have been
shown to have positive effects on mental health, job satisfaction, and resilience, others, like
transactional leadership, may lead to higher stress, burnout, and disengagement. In high-
pressure healthcare environments, a leadership style that prioritizes emotional support,
collaboration, and empowerment, such as transformational, servant, or democratic leadership,
can significantly enhance healthcare workers' well-being, improving their mental health and
the quality of patient care.

Recommendations

From these results, it is noticeable that there is a need for healthcare organizations to adopt,
inculcate and practice more of transformational, the flexible situational leadership and servant
leadership styles than any other leadership approach in order to attain better psychosocial
wellbeing of the healthcare workers. The transformational leadership, for instance, has been
noted to promote and inspire healthcare workers’ psychological approach towards service
delivery. Similarly, the other leadership styles, such as situational and servant leadership have
also been noted to significantly improve healthcare workers’ resilience and overall job
satisfaction towards better psychosocial status.
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