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Abstract

The Robert Wood Johnson Foundation Nurse Facuhpl8cs program provided research
funding, release time and leadership training $elacted group of junior faculty. This article
describes the actual leadership training, includimgevelopment, domains addressed, learning
strategies used to deliver content, and ongointuatian procedures. The leadership training—
which combined learning activities at their homsgtitutions with in-person didactic and
interactive sessions with notable leaders in ngramd other disciplines—was extremely useful,

according to scholars’ evaluations.
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As fully described in the first article of this iss the Robert Wood Johnson Foundation
Nurse Faculty Scholars program (RWJF NFS) was edeatorder to address the nursing
shortage through the development of the next génaraf national leaders in academic nursing
via the provision of research funding, release tameé leadership training to a cadre of promising
junior nursing faculty. The American Association@flleges of Nursing (AACN) conducted a
survey in 2014 that called attention to a 6.9 paroational nurse faculty vacancy rate with 89.6
percent of these vacancies in faculty positionsguired or preferred PhD (AACN, 2014).
Lack of preparedness for the faculty role and laickrofessional development
in academic settings have been linked to reducadtfasuccess and attrition (Anderson, 2009;
Baker & Baker, 2010; Davis, 2015; Derby-Davis, 208#ld, 2012; Mobily, 1991). These two
factors have the potential to be successfully aoreied, at least in part, through academic
nursing leadership training programs.

In order to be successful as 3 @ntury nurse scholar and academic, today’s nyirsin
faculty must possess the skills necessary to fona@ompetitively within often challenging
academic institutional environments. Today’s comjiigcal issues necessitate new and
innovative ways to recruit, vet and retain faculty,well as foster and incentivize productivity
and excellence in clinical practice, research, asad teaching performance and service (Reece,
Nugent, Wheeler, & Smith, 2008). Therefore, leadigrgraining programs for nursing faculty
that focus on the development of skills requiredsigstained high-level productivity in academia
are imperative for today’s faculty to succeed. lyeshese programs would address: personal
development; interdisciplinary collaboration to mprate research and scholarship; management
skills for academic leadership; skills for leadgpsih health policy and clinical practice arenas;

teaching excellence; as well as leadership in dimencunity, profession and on boards (Conn,

2



Porter, McDaniel, Rantz, & Maas, 2005; Fagin, FtemlRegenstreif, & Huba, 2006; Froman,
Hall, Shah, Bernstein, & Galloway, 2003; McBri@®10).

Successful leadership training programs in nuramegmultidimensional and
purposefully individualized. They include didactwork, as well as components that are
interactive and experiential (Fagin et al., 200@javiet al., 2006; Millett, Millett, & Kevelson,
2015; Wilson, Crooks, Day, & Dawson, 2014). In Bebert Wood Johnson Foundation Nurse
Faculty Scholars program, the leadership developmas individualized through the use of
well-formulated collaboratively developed and pdioally updated Individual Development
Plans (IDP) (see description in the first articighis issue) for each participant. This
multifaceted, individualized approach enhances lkdgveent and mastery in all faculty domains,
preparing nurse faculty to emerge from the traiprggram with the necessary underpinning of
knowledge, skills, and expertise needed for lomgiteuccess and sustainability in academia.
The overall goal and objective of a leadershiptreg program in nursing is to produce well-
formed and well developed nurse faculty who arby fedjuipped for sustained success in the
faculty role and who are able to rise to meet thrameting challenges and complex demands
inherent in 21 century academia.

In academe, the Doctor of Philosophy (PhD) is tighdst academic degree (AACN,
2010). Itis the PhD scientist who is tasked wilsging the values, standards, and practices of
science on to the next generation of scientistslé/the pursuit of science alone is a hefty
responsibility to uphold (less than 1% of nurselsl eoPhD)), it is but only one of the competing
roles and expectations of tenure-earning junios@di&culty. Junior nurse faculty are faced with
the fallout of our nation’s nurse faculty shortaggecifically, heavier teaching loads, greater

number of students, and increased committee watkiblaese increased demands result in less
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time for scholarly activities--seeking funding, igang out the proposed research, analyzing the
data, disseminating findings—yet these time-conagractivities are required in order to
achieve tenure. Pressures imposed by the tenwtk, adorinking university budgets, as well as
reduced research funding have also significanthtrdouted to attrition and a tenure-track junior
nurse faculty shortage (AACN, 2015; Garand et.28110).

The Robert Wood Johnson Foundation Nurse Facuhpl8cs program was created in
order to help address our nation’s nursing facsityrtage through the development of the next
generation of national leaders in academic nurdihg.goal of the three-year award was to
facilitate the academic career success of tenag-junior nurse faculty through
interdisciplinary mentoring and leadership develepmSenior nurse and interdisciplinary
leaders from across the nation facilitated the ogwhich was focused on scholars’ growth in
the following areas: personal development; leadersiills for research and scholarship;
management skills for academic leadership; leagemstnealth policy and translation of
research to nursing practice; and skills for teaglexcellence and leadership in the bigger
picture of nursing education. The program was desigo achieve the goals through mentorship
(see McBride et al., this issue), research fundingj release time, and leadership training. The
purpose of this article is to describe the leadprshining component of the program, its
development and the formative evaluation proceed t@r continuous improvement, in order to
provide those concerned with developing leadershiping at their own institutions with some
sense of what they, too, might include should thesh to move in that direction.

Development of the Leadership Training
A critical milestone in the development of the RWNIirse Faculty Scholars program

was a retreat held in January 2008 with the inserdlinary National Advisory Committee



(NAC) (see Table 1, Campbell et al., this issueg,RWJIF Program Officer (at that time Jeane
Ann Grisso, professor emeritus at the UniversitiPefnsylvania), and the National Program
Director and Deputy Director. The aim of the retnas to further develop and finalize the
program’s selection and recruitment process anmttelop the leadership training. We had
limited time to develop the training (and selectpocess), as our first cohort of RWJF scholars
was to begin their program in September 2008. # decided that rather than adopt a particular
theory or model of leadership or leadership trajnime would develop and work from certain

assumptions to shape a program that was specificademic nursing.

The assumptions that were agreed upon implicithoifexplicitly at that first retreat
included the following: 1) academic leadershiprtitag had some overlap with business and
management leadership (where most models origibateé)ad to have its own distinct elements;
2) interdisciplinarity was an important and incieggeality and necessity in practice, research,
education and policy; yet leadership in nursingdacaia has a distinct scientific and clinical
orientation, as does the discipline of nursing)@sing is a gendered profession and therefore
we took lessons from Eagly and Carllsrough the Labyrinth (2007), the HERS Leadership

Institutes for Women in Higher Education (httpst$net.org/institutes/) and also from our own

male scholars and male nursing NAC members abeytdtticular challenges for men in
nursing (see Brody et al., this issue); 4) the rfeedthcreased diversity in the nursing workforce
and therefore, among nursing students and nuraigtf/, as well as increased inclusion is a
reality and imperative in today’s increasingly diseworld (see article by Thompson, Adams, &
Campbell, this issue); 5) nursing has an importétigation to decrease health inequities and
improve health and health care in terms of heaitlty formation as well as research, practice

and education; 6) academic leadership developmeahsbroadening junior faculty’s



perspective from a concern only about their owretlgument in scholarship, teaching, service
and practice—to a view that encompasses the wedfadequality of the school and the
university; 7) and work-life balance is a challemdjenursing faculty face with junior faculty
who often have young children perhaps having tleatgst challenges, particularly in academic
settings where the push for publications and ggahtmissions never ends. The process of
developing the leadership training was intensehimlhtly collaborative and fully participatory

with each of the participants bringing their owtendisciplinary intellectual roots.

In order to develop the leadership training, weduseurriculum matrix that spelled out
a) the general domain of leadership training weteito address; b) the topics/modules within
each domain, with competencies to be masteredintgnot at the two levels (institutional or
national) of the leadership training where and lmatmeans the competency would be acquired
(e.g., through RWJF NFS or by other organizatiosh laypwhom and with what approach); and
d) the metric by which achievement of the competeato be measured. Table 1, Curriculum
Matrix describes the six domains and Table 2 goresexemplar of a Topic or Module of the
five to eight modules in each of the domains. Weduse curriculum matrix to guide the
development of the learning objectives for eacthefRWJF NFS in-person leadership meetings,
any supplemental webinars or other distance legrstirategies, and assignments given to the

scholars to fulfill at their own institution.

The National Level leadership training content wessented at the two day leadership
training meetings every spring as well as the lesddp training day held before the National
Meeting every fall. In addition, one or two webisnavere held each year for content we felt was

possible to present and master in an online welbomarat or we felt was needed to augment or



follow up on content presented at the meetings.eikample, we noticed at one National
Meeting that many scholars were struggling withabmplexities of intervention design, so a
webinar was developed with several primary mentgrs are expert in that area serving as
speakers. Some content was augmented through Vharkiesuch as an assignment to become
part of a school of nursing (SON), university onsaunity organization strategic planning
process in the six months before that topic wasessgd. The assignment included reflecting on
and sharing lessons learned from that experienbghhof the content on the topic presented at
the subsequent leadership meeting. There wergeadsiing assignments sent out before the
meetings. All content was repeated once every tygaes since the meetings involved three
cohorts of current scholars. The curriculum matvas updated annually at the NAC and staff
meetings held after the National Meetings. Evatiratnput from scholars after each leadership
training was used to shape and improve the corpeesentation and presenters each time that
topic was offered. (see section on formative ewadndelow). Metrics were evaluated through
scholar quarterly reports and other strategiesrtegan the Campbell et al. program overview

article this issue.

Orientation: The Initial Leadership Training

The initial leadership training for each cohortweed at the one and a half day
Orientation Meeting attended by incoming Nurse Rgcscholars and their primary mentors.
This leadership training addressed the domakeodonal Devel opment: “Through national
leadership training, as well as opportunities idiexat locally and regionally, the RWJF NFS
program guides scholars in career planning, devsdogelf-awareness, managing time and

energy, sustaining career optimism, thriving inrafing conditions, achieving work-life balance



including personal health promotion, and expandmyy communication skills” (see Table 1 for
an abbreviated curriculum matrix). The overall alijees of the Orientation Meeting were: To
assess and plan for one’s own trajectory of ledieia academic nursing; to understand the
important elements of making a commitment to falleer development in academic nursing; to
increase understanding of mentee and mentor resdtips and build the foundation for effective
mentee-mentor relationships in academia; to devedtfgknowledge about leadership style,
including personality, strengths and limitatiorsyéfine individual goals and plans for the Nurse
Faculty Scholars experience; to get to know anchl&am NFS peers as an important
component of developing a network of colleagueofagoing professional development and

support

The first phase of that training included both falpresentations and interactive
activities. The more interactive component inctidesmall group orientation to the use of the
RWJF NFS Individual Development Plan (IDP, desatibbethe Program Overview article, this
issue), where scholars had an opportunity for indialized feedback on their IDP goals. In
another session led by a Myers—Briggs Type IndrdMBT1) trained Professional, results and
meanings were discussed regarding each scholafisepon the MBTI. The MBTI profile
assessment discloses psychological preferencesvapéople perceive the world and make
decisions. Profiles were completed as homeworkvasré submitted and reviewed ahead of
time by the MBTI trained professional prior to aali at the meeting. Primary mentors had some
concurrent programming geared just to them; thikiohed an exchange about effective
mentoring with several NAC members (Angela BarrocB¥ide, Nancy Fugate Woods, and
Spero Manson) in which the focus was on settingetgtions, answering questions and sharing

lessons learned about successful mentoring.



The first formal presentation, delivered by NatioReogram Director Jacquelyn
Campbell, provided an overall framework and wagledt“Surviving and Thriving: The
Integrated Scholar Model” (Campbell & Sharps, 20T8)is presentation used an integrated
scholar model to examine how the overlapping fgadles of research/scholarship, teaching
and service/practice can be powered by passioarfarea of excellence and expertise (see
Figure 1). In this model, efforts are synergizedrhaximum impact via collaborative mentoring
and a team approach to activities. The presentatsn paid attention to issues of diversity and
inclusion across domains and using one’s researatidress issues of health inequity. The
second address was by NAC Chair Angela Barron MiEBwho elaborated on key career stages
and how to sustain career optimism (each new schtsla received a copy of her 2011 bddie
Growth and Development of Nurse Leaders to read before the meeting). The third major
presentation, led by NAC members Nancy Fugate WaodsSpero Manson, discussed how to
mentor and be mentored. In later years, it indiuae interactive session whereby each scholar
and primary mentor separately completed the Ingatir Needs Assessment then compared
judgments (see Appendix A of the McBride et alictaton mentoring, this issue) and discussed

where their perceptions overlapped and diverged.

This formal programming was followed by an integsetperiential leadership training
led by professionals in a three-day version of@u¢ward Bound (OB) Outdoor Leadership

Course (http://www.outwardbound.org/course-list2@utdoor-leadership-courses/) tailored to

the RWJF NFS program and attended by the NatiamgrBm Director. The Outward Bound
objectiveswere as follows: a) To develop leadership skill®tigh high-impact experiences that
are awe-inspiring and challenging; b) To devel@ntawareness and team skills for improved

performance; and c) To develop greater awarenassraherstanding of leadership styles



through challenges designed to increase ambigndys&ress in the leadership realm. The other
goal of the OB experience was to create rapid gatime bonding among the scholars in each
cohort thus contributing to their becoming a stroegwvork for peer mentorship, mutual support

and collaborative productivity for the entiretytbkir academic nursing career.

A network analysis conducted as part of the progeaatuation will be fully described in
a forthcoming article. In brief, the analysis shavileat two thirds (55) of the 89 scholars (of 90
total scholars and alumni) who responded weregiatclose and enduring network that had
published together over time. Twenty other scholare part of a smaller but similarly close
network that had also published together. Fouhefl2 scholar “isolates” who had not yet
published with other scholars were actually curssfiolars in the most recent cohort. These
were in their second year of funding at the timéatf collection and had not had time to
publish extensively with other scholars. The OutiiBound experience helped contribute to that
close networking of most of the scholars. The OBegience also received outstanding
evaluations (reflecting the more formal evaluatistested with the 2010 cohort) from the
majority of the scholars as summarized in TabM/8.did have three scholars challenged by
severe altitude sickness (one each year) in thethiree cohorts when OB was held in Leaduville,
CO, which necessitated a change of locale to thekBynMountains in North Carolina. With the
exception of one of the scholars with altitude s&ss, all of the scholars who were able to attend

strongly endorsed that the objectives were met Tadée 3).

Each year’'s experience was followed by use of faduations to plan the OB experience
for the subsequent year with the OB staff. A fewtgs from scholars about OB demonstrate the

enthusiasm about the experience: “It was a lifeagiray experience for me. ... | overcame my
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greatest fears with the support of my friends. |l @arry this confidence with me into my life,
both personal and professional. | fully recognizt anything is possible; even those
opportunities that you think are out of your redatlpu have the support and trust of those
important around you. A united vision can be achieV Also “I cannot think of a better way to
allow members of the cohort to bond with one anotheild collaborative teams, and learn
leadership and team-building skills. The philosophyg pedagogy of OB really facilitates these”

(see more quotes in Table 3).

Subsequent Leadership Training

The other domains of leadership training in addito the aspects éfersonal
Development addressed in the Orientation Meeting, includingv@ut! Bound, were addressed
through national leadership training, and oppottesiidentified locally and regionally. The
Personal Development aspects of the RWJF NFS that were presented aaldagdgd at
subsequent sessions included expanding commumicskills and further developing self-
awareness through an interactive exercise of tagugreceiving feedback from peers and a

professional PR team. RWJF engaged PR Solutiotgs/(tMww.prsolutionsdc.com/) as

consultants for NFS about their “elevator messaggarding RWJF's funded research (See
Table 4 for more details on the Self-Presentatiapiig Exercise with evaluation data). The
Managing Time and Energy and Sustaining Career Optimism andThriving in Changing
Conditions topics were addressed through presentations bylamgeron McBride and Beverly
Malone (“The Zig Zag Career”) followed by discussion at different trainings, aalivas through
mentoring by scholars’ primary and national mentnd their peers. The National Program

Director also provided a great deal of personalcaen career transitions over the course of the

11



program. Evaluating progress on the IDP was dongbitgining feedback from mentors at the
annual meeting and all scholars had to presentdibyran their IDP progress in the second year
of their program. The presentations at the Natidhedting of scholars’ research (cohorts in
their first and third years) were also designedtitain maximum constructive feedback as well

as serving an evaluative function.

The next domain wakeadership Skills for Research and Scholarship. As stated in the
curriculum matrix, “scholars will work with institional mentors and through self-identified
learning opportunities to further strengthen resleakills in their areas of expertise.” The
leadership training also provided technical asswdo develop and refine scholarly
communication skills for publishing; for giving ageétting criticism; writing effective proposals;
refocusing and reframing one’s work to meet a chnfyinding environment; and resubmission
of proposals and publications. The program soughtarepeat what would be included in pre-
doctoral and post-doctoral research training, bdotus on what tenure-probationary faculty are
likely to face, thus the emphasis was less onngitirst drafts and more on knowing how to
revise after feedback has been obtained. The gmogfso addressed strategies for building an
interdisciplinary network and providing leadershigconducting culturally competent research.
The funding from the program, including consideeaslipport of time (60%), also allowed
scholars to take advantage of research skill offsrin their institution and nationally. Multiple
scholars attended the NINR “Summer Genetics Institand also applied for and were accepted

to other NIH advanced research summer instituteitrg sessions (e.g., Grant Writing).

The third domain wablanagement Skills for Academic Leadership. Again through

institutional mentorship and NFS leadership tragnscholars refined their communication skills
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for effective self-presentation (through the intgénge taping session and through being asked to
present group work, innovative teaching methodsahdr leadership training sessions); to fine
tune their ability to provide leadership in gropstheir own institutions and at the leadership
trainings); organize people and resources to aehlpesdetermined objectives; understand
financial procedures and how to leverage resodmdatemselves and for their schools;
effectively manage grants; and participate/leastiategic planning and development. One
assignment required scholars to find out more athait school’'s budget—how much of the
resources available were state appropriationptuiollars, grant monies, philanthropic
donations, entrepreneurial profits and the like; ékercise wasn’t meant for them to learn to be
deans but to have them appreciate how faculty gonddide leadership in generating resources
and in understanding what was available for facslfgport and how those resources could be

enhanced.

The next domain walseadership in Health Policy and/or Nursing Practice Arenas. “The
RWJF NFS program will provide technical assistasue program content to understand the
'big picture‘of health policy and/or nursing prasiarenas.” The elements of this component
included gaining an understanding of how academisenleaders can influence health policy,
philanthropy, effective board behavior, and futtresds. Table 4 shows several of the objectives
of the Health Policy leadership training. Thisniag was always held in Washington, DC. It
utilized a nurse, the RWJF Health Policy Fellowsidtel Program Director Marie Michnich, to
organize and provide that training. The trainingpahcluded time at the National Academy of
Medicine (formerly Institutes of Medicine) with s&sns on how that organization works and
influences policy, as well as a homework assignrteitscholars would arrange to come to DC

for an extra day. At that time, they would meetwone of their congressional representatives
13



and another policy entity in DC related to thesabf research expertise (e.g. at NIH or
elsewhere in DHHS). A webinar on how to do the e¢eagional visit was held ahead of the

meeting and a debriefing of their experience o@miduring the meeting.

Our next domain waSkills for Teaching Excellence. The RWJF Nurse Faculty Scholars
were expected to evaluate, further develop andamgtheir abilities in instructional techniques
(including technology enhanced learning); developicula and programs; present on their
educator role; assess and evaluate; mentor; aold tegtural competence and/or social
determinants of health. Scholars also were expdotpcbvide leadership in addressing the
profession’s commitment to ethnic, racial and gemilersity in their teaching, faculty and
student recruitment practices. They also conteithtid the integration of practice, education, and
research in evidenced-based practice, incorporatiogvledge of trends that are reshaping

education, including interdisciplinarity.

The final domain wakeadership in the University Community and Profession. We
planned that by the end of the program, scholaxgdv have expanded their leadership role as
university citizens by demonstrating an understagadif organizational structure and decision-
making; participating in campus strategic planningplvement in interdisciplinary research;
demonstrating the ability to partner, negotiateocemage and embrace diversity; and manage
conflict. It was also expected that scholars wqutobress toward leadership in professional

organizations.

Formative Evaluations as the Basis for Improvementsver Time

Evaluations of a few of the leadership training timgs are also shown in Table 4. We

made improvements based on scholar and NAC inpert @ch meeting, just as we did for the
14



Outward Bound experience. We also solicited inputfprimary mentors at the National
Meetings as the program went on, setting asidatanactive session with them when we asked
and received suggestions as to how to improve rihgr@m. Each leadership training meeting
involved an interactive planning process startiriipwhe National Program Office, NAC Chair
and RWJF Program Officer. We also added a schédanpg committee in 2010 consisting of
volunteers from each cohort that would be attentiiegmeeting to improve the offerings over
time by helping plan and implement the leaderstaming. We also increasingly used current
Nurse Faculty Scholars and alumni to augment aesemt content and used more interactive
presentation techniques (such as additional smalipgwork, interactive panels, a “speed
dating” technique of presentations or exemplaisiwbvative teaching strategies that small

groups of scholars could choose among to attend).

We involved a variety of voices at each meeting-idifferent disciplines in addition
to nursing, from research intensive and less rekdatensive universities, from the deans of the
schools of nursing geographically close to wheréneld the meeting (rotating among East
coast, West coast and Central US). We also hadhigadtional experts on the topic of the
training, some from our own NAC and some suggelstetthem and others as well as

increasingly our own alumni as they developed @i¢expertise.

Our National Meetings always included leadershaning (Day 1) with the topic
depending on where we were in the curriculum mairhe process of scholar presentations and
feedback is described in the Overview of the Pnogagticle in this issue as well as is the
National Advisory Committee meeting held after Metional Meeting that was used for ongoing

evaluation and course corrections of the leadettshiping as well as the overall program. It was
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beneficial to offer each of the leadership traindlmgnain content sessions three times. This
allowed us to learn more each time it was presemnteeimploy more useful content delivery
strategies (e.g., more interactive sessions); parate more self-presentation and small group
leadership opportunities; have additional currert alumni scholars involved in both the
planning and content delivery; and retain and fimelmost effective speakers using new thinking
and ideas on leadership as we continued througprtggam.

Summary and Conclusions

In summary, the RWJF NFS leadership training pmoaslivery and outcomes have
many lessons to offer for use in future leaderst@ming programs for nursing faculty. The
importance of in-person trainings; online contemteractive delivery; learning from peers and
interdisciplinary experts; and using a cohort bagdand challenge experiential learning are
lessons that can be transferred to other prograhesdomains covered by this program could
easily be used as a framework to plan leadershipldement programs over the course of a new
faculty member’s first and/or second year. Toemfeadership training programs assume that
all assigned mentors will have the same expectiiomind and be equally skilled, however we
found that involving mentors in the orientationrtasking for their feedback annually ensured
that would be the case.

Quotes about the program from scholars from batbaech intensive (level of NIH
research funding > $1.5 million) and less researtdnsive (level of NIH research funding <
$1.5 million) schools best summarize the cumulativeeomes. The following quotes are from
alumni that participated in the program from lessearch intensive schools. “The program
challenged me to take on new roles and resporig@bik expanding my research with basic

science, providing strategic program leadershigdimg relationships with nursing leaders
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around the country. It emboldened me as a healtbcade and strengthened my passion for
creating healthy environments. | now have a visasrhow | can contributing to building a
culture of health.” (E. Alison Holman, RWJF NFS B0Qohort; Associate Professor, University
of California, Irvine, Program in Nursing Scien¢8jarting with Outward Bound, the RWJF
NFS program encouraged us to move from our corafores into our stretch zones — and that
definitely happened for me! Most valued, | nevét &s if | was out on a limb alone, with the
program’s built-in structures for mentorship frolnge extraordinary leaders, each with
distinctly different mentoring roles. This key cooment of the program was core to my
professional development as | considered and teflean new opportunities, taking risks,
leveraging resources, and overcoming challengé&sdén@ Siegel, RWJF NFS 2011 Cohort,
Associate Professor, University of California, Dafietty Irene Moore School of Nursing).
Quotes from scholars in more research intensikieds further demonstrates the
successful collective outcomes of the program. “RNeJF NFS program's leadership
component shaped me and allowed me to createan\asid strategic approach to leadership that
far exceeded my initial capacity. The leadershaming combined with multilevel mentoring,
networking and sincere personal support from th€€Nvere all phenomenal and prepared me to
walk with confidence into new leadership roles reovd in the future.” (Yolanda Ogbolu, RWJF
NFS 2013 Cohort, Associate Professor, Universitylafyland School of Nursing) "I'm two
years past the end of the program and | still@atort members for advice.... Weaving together
the interpersonal relationships with the leadersieipelopment was brilliant.” (Sarah Szanton,
RWJF NFS 2011 Cohort, Associate Professor, Johp&iH® University School of Nursing) “I
have participated in several leadership trainirmgpams over my time as a young scholar. The

RWJF NFS is different because of the critical tighof the program in the years leading up to
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promotion and tenure (the funding itself “countedien | went up), and the design of the
national program meetings to “check in” with schisldt was important to have the national
program meet twice a year because it was helpfotéeent my work and get external validation
for my progress. When you are in the day-to-daydhnes of the early research career it is easy to
lose your optimism, and the program really helpét tihat.” (Anna Beeber, RWJF NFS 2011
Cohort; Associate Professor, UNC Chapel Hill Schafdllursing). And finally, “The program
was an extraordinary chance to learn and work thighbest and brightest emerging nurse
leaders..... | was able to grow my program of regeahile also establishing myself as a well-
rounded member of the larger university commuriitye program pushed us to see and realize
the full impact we could have on research, polang practice as nursing faculty.” (Matthew
McHugh, RWJF NFS 2011 Cohort; Associate Profeddoiversity of Pennsylvania School of
Nursing)

Vicki Conn, the distinguished editor of thiéestern Journal of Nursing Research, praised
this program because the central thrust was |ehghedgvelopment: “Although being successful
in scholarly pursuits is a necessary aspect iniggurecognition as a leader within academic
nursing, the program is about much more than suipggorograms of research. A central
program thrust is on building leadership capabilf013, p. 1104). What set this program apart
is that it went beyond offering the research suppba K award, and immersed junior faculty in
concerted leadership development with regard tasgects of the faculty role so that teaching
interactively, making use of the latest in inforroattechnology, giving testimony before a
policy-making group, participating in strategic m@héng, and figuring out how to reduce the
budget without jeopardizing quality were all engised as part of the faculty role. In the past,

we have regarded many of these skills as the solenze of deans and other administrators, but
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increasingly all faculty are being asked to exadhsleadership for the sake of their students,
their universities, our profession, and the Amaripablic. Today’s challenges are so great that
administrators will only be able to address thewtsasfully if they can work collegially with
faculty who understand the larger forces shapirglamia.

Even if you don’t have available the resourcehefRWJF NFS Program, schools of
nursing can do a better job of preparing junioufgcto be 2i-century academic leaders by
offering their version of over-time leadership tiag covering the domains summarized in the
curriculum matrix and involving in-house mentorginani and content experts. Such a program
can be a way of helping new faculty bond with eaitter; encouraging faculty mentors to
proceed from shared values; demonstrating an ogga@mmitment to the tripartite university
mission; and communicating an institutional comneitinto faculty development. Many schools
already have elements of such a program—an orientir new faculty, assigned mentors,
small grant monies for pilot studies, programmifffgred by the research office, monthly over-
lunch discussions about how to encourage interadiarning—but value is added when all of
the elements are repackaged as part of a largdewwbomitted to the individual’'s development
as an essential ingredient in the achievementsoituional pre-eminence. Better yet, such over-
time leadership training may be even more succksfuakes place at the university level, so

inter-professional bonding can be encouraged!
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Figure 1 — Integrated Scholar Model

Faculty Roles: Usually in Separate Spheres

Integrated Scholar Moc—OverlapY our RolesAround Your
Passion—Your Area of Expertise and Excitement

Research/
Scholarship

Practice/Service

Teaching
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Table 1: RWJF NFS Curriculum Matrix Overview. The RWJF NFS curriculum matrix describes the compeies that scholars are expected to achieve;rtigggm content
provided in NFS leadership training; technical stssice including assignments to be carried outlioaad directions to other venues by which sct®kan get needed training; and
program metrics. It is organized by six domainmsarized below (Full Curriculum Matrix Availableofm the RWJF NFS National Program Office):

¢ Personal development:
0 Self-awareness,
o Energy Management
0 Sustained Career Optimism
o Work-life balance
0 Expanded communication skills.
e Leadership Skills for Research and Scholarship:
0 Writing and rewriting for publication
Giving and getting criticism,
Writing and resubmitting effective proposals,
Refocusing and reframing one’s work to meet a chenfyinding environment,
Strategies for building an interdisciplinary netkor
0 Leadership in conducting culturally competent resiea
« Management Skillsfor Academic Leadership:
o Refine communication skills for effective self-peesation
Provide leadership in groups,
Organize people and resources to achieve predetednobjectives,
Understand financial procedures and how to leverageurces,
Effectively manage grants,
o Participate/lead in strategic planning and develepm
e Leadership Skillsin Health Policy and/or Nursing Practice Arenas:
o Understand the “big picture” of health policy andairsing practice arenas. Influence health palianultiple arenas (professional organizationslgstthropy, health
policy forums
0 Leadership through board membership and effectdadbehavior.
« Skillsfor Teaching Excellence: Nurse Faculty Scholars are expected to evaluatiefudevelop and improve their abilities and lealip in:
o0 Innovative instructional techniques , creative edgy,
Curriculum and program development, assessmengealdation,
Mentoring
Teaching cultural competence.
Addressing commitment to ethnic, racial and gemtidersity and inclusion across roles
Leadership in trends reshaping education e.g.eecield-based practice based on research, inteddiscify/interprofessional education; teaching sbdeterminants
of health)
e Evolving leadership in the University, Community and Profession:
o University organizational structure and decisiorking;
0 Leadership roles in campus and other organizatiategic planning;

0
0
0
[0)

[0)
0
[0)
[0)

O OO0 oo
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0
0

Interdisciplinary research and team science
Leadership in professional organizations.
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Table 2: Exemplars of Curriculum Matrix Topics

Topic/Module

Competency Institutional Level

Metric

National Level

Metric

Personal Developmer

Open tc
Opportunities

Be open to opportuniti—in discipline anc Map career pa

beyond discipline. Cost-benefit analysis of

Dispel the Myths: Do certain things in certairopportunities

order; get away from sacredness of certain Through the Labyrinth—

experiences; learn difference between book assignment.

learning from experience vs. leadership Take on leadership

training opportunities at school,
institution

Membership in i
relevant, key
interdisciplinary
organization at
institutional &/or local

Preparation as effecti

board member—
effective committee
member

Membership/lead:
ship in a relevant,
key national or
regional
interdisciplinary
organization

Leadership Skills for Research and Scholarshi

Collaboratiol

Develop or maintain an interdiscipline Work with mentors tc
collaborative network with other researchersjdentify potential
clinicians, and policymakers collaboration

Demonstrate!
collaboration

Nationalcollaboratior
formation—across

RWJF cohorts, national

mentors, others

Funding,
publications;
network analysis

Management Skills for Academic Leadershi

Negotiation skill

Lead negotiatiol
relevant to one’s
research portfolio

Prepare for and adequately manay
resource-based negotiation

Self-report of an actue

negotiation, critical
evaluation, SON
mentor report

Negotiation trainin;

Leadership Strategies
for Identity, Reputation

and Legacy
Management

Presentation of IDI
at National Meeting
in Year 2 showing
negotiation success

Leadership in Nursing Educatior

Diversity in
Academic
Nursing

Demonstrates a commitment to ethnic, ra
and gender diversity in academic nursing;
Articulate and measure the advantages of to a diverse audience;
diversity in research teams, being at a diverdeevelop learning plan
SON, and value-added of a diverse
institution;

Review own teaching fc

—those from majority

Course syllabi

nursing care;

Strategies fo

effectiveness of teachingcultural competence in recruitment of diverse

student body and

Demonstrated successdiverse faculty

around diversity actions of recruitment of

diverse faculties and

Recruit a diverse student body and faculty; group step up and “own” student bodies;

Effectively promote a culture of inclusion andliversity;

community development within one’s Address racial privilege
institution;

Appreciate the value of diversity of thought

Member of SON,
University Diversity
Committees

On professiot
Diversity
Committees Task
Forces, reports;
Funding for
diversity enhancing
educational
initiatives

Leadership in the University Community

Serving as a tea
member in
resolution of
issues

Demonstrate the ability to partner, negoti  Learning “gooc
encourage diversity and manage conflict in meeting” behaviors
teams;

Identify and engage in interdisciplinary

Demonstrate capaci
to chair meetings
effectively

Team challeng
meeting activities at
OB; Small group
problem solving

Social network
analysis
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research organizatic activities at training

meetings

Table 3: Selected Outward Bound Training Evaluatios(Evaluations were open-ended questions)

Evaluation Question« Ratings Quotes

Has the OB experienc 97.6% “I think this is hard to know after just a few daysd that it might sink in surprising ways overeinh definitely came tme feeling
contributed to the (yes); 2.4% committed to hiring and collaborating with othepég of people who are more pessimistic and det@hied because | can see that even
development of (no) though | am drawn to optimistic conceptual peoplgve to think as though | am building a smallibess.”

leadership skills and to (N=41)
your growth as an

academic leader?

“| feel like | leave this experience with a vergal picture of my strengths and challenges asdetebalso have a beginning repertoire
(which I intend to build on) of measures to takadalress these challenges and to maximize strehgths

Was the OE 97.6% “This was amazing for teabuilding and awareness. We all worked togetherasd these past few days that | feel a tremen
experience useful for (yes); 2.4% connection with them that | know will continue begathis program.”

developing team skills (no)
and awareness? (N=41) “Our Outward Bound experience reminded me and oetefd the notion that a team can come togethengltimes of stress and
anxiety, and the sense of team can actually besteger as a result of team members’ expressiaieio stress and anxiety.... So,
the take-home message for me is that team mengiszss/anxiety can be positive forces for a teaofesiveness, but it doesn’t
happen by accident. | need to examine and devebaetship skills to support my teams (as a teadetear team member) to come

together during challenging situations.”

Comment on th N/A “Each Outward Bound Experience was useful for dmiely awareness and understanding of my perscadéiship style and team

usefulness of the building..... the value was in the collective andiedrexperiences, across the different componentsatdhed the ebb and flow of team

different components members stepping up to lead the way and offer ghdlis and strengths to support others.... Havirg time to reflect and consider our

of your OB experience leadership/team roles in settings outside of tlefot of our known worlds was an invaluable oppoityifor my own professional

in developing development.... team building exercises (indoor &®s)... were powerful opportunities to identify sigbleadership and team building

awareness and challenges that can occur when overall goals atkanor interpreted differently among the team rers.="

understanding of your

personal leadership “Lots of heated discussion/conflict the night befdi gave us an opportunity to experience conifia setting where we could work

style. through it, the conflict, to a satisfactory outcorAs we completed the peak ascend we were abketb@v much success is possible
when a group of people work together towards a comgoal.”

“Once on the trail, it became clear how you must tyast leaders (navigators) to take over (even thaughthink you could do
it yourself). We made some important decisions as gpgme made some mistakes and had some accomplishmenkepilia
mind our team goals (that were established in thenbagg) to make the trip fun and challenging.”

After reflecting or N/A “The mos significan transformatio for me ha<beetrto realizeimportanc: of being¢ sensitive to difference in how peopl¢ reac anc

your experience, is
there anything you

processnformation. This realization is helping me to be more patient andesstanding in working with mgesearcieam members at
work andin other group forumsuch agaculty meetings.”

27



would like to adc

about a change or new
awareness that might
have occurred for you?

Would you 97.6%
recommend that NFS (yes); 2.4%
continue to sponsor  (no)

OB as part of the next (N=41)
NFS orientation?

“It was a life-changing experience for me. As Ikad my pictures (daily) and consider the amazitentiships that developed over a
very short period of time, | am truly amazed. | maene my greatest fears with the support of myée | will carry this confidence
with me into my life, both personal and professloh&ully recognize that anything is possible; axbose opportunities that you think
are out of your reach, if you have the supporttamst of those important around you. A united vistan be achieved.”

“1 cannot think of a better way to allow membershef cohort to bond with one another, build colla@bee teams, and learn leadership
and team-building skills. The philosophy and pedggaf OB really facilitates these.”

“Taking us out of our comfort zone and putting ugwa group of people we did not know and have agkvin a team was brilliant. It
was a surefire way of getting us acquainted onra personal level that created bonds that will &aktetime.”
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Table 4. Selected Leadership Training Evaluation — one objective fronthree content areas; quotes represent one positive; eyegine or suggestion for chal

Objectives * To develop multi-dimensional skills for effectivelfspresentation as an academic nurse leader P3effentation) —used a videotaped
research description with critique from PR firm
e To increase knowledge about health policy formatRalicy)
e To understand the role of health policy-orientetsimg and interprofessional stakeholder groups
« Toincrease knowledge about school and universigntes and nursing faculty leadership roles itding the resource base and address
fiscal challenges of schools of nursing in botlvaie and public universities
Conten Self-Presentation Overview of Healtt Policy Formation throug The Role of the Policy Formation “On thi

representing academic
nursing and nursing
research to the media
(2009; 2012; 2015)

Policy Formation
(2010; 2013; 2016)

Nursing and Interprofessional
Stakeholder Groups
(2010; 2013; 2016)

Academic Nurse
Leader in University
Finances and in
Fiscally Challenging
Situations (2009; 2012
2015)

Hill”
(2010; 2013; 2016)

Firsi-Year Evaluatior
Summary

Oper-ended evaluatio
questions only

4.2% moderately useftL

16.7% useful; 79.2% ver

useful (N=24)

4.2% not useful; 12.5¢

y moderately useful; 16.7%
useful; 66.7% very useful
(N=24)

20% moderately usefL
35% useful; 45% very
useful (N=20)

4.2% moderately useftL
41.7% useful; 54.2% very
useful (N=24)

First-Yeal
Representative Schola
Quotes

“comments/critiques wel

[ very constructive”

“more work on individual
messages”

“the whole session we

amazing. | loved hearing

the stories, loved seeing
smart, energetic nurses
(mostly!) talk about

policy”

“more about application
of this experience for

scholars would have bee

helpful”

“I thought the moderator we
wonderful in preparing for the
presentation, being provocativ
which was his charge...the
ability to question is the only
way we will advance...I
enjoyed the exchange”

“discussion between member

nwas helpful/question(s) from
scholars was helpful to see
how various panel members
responded”

“eye opening
information on budget
emanaging and budget
cuts”

“would have liked to
5 make some

comparisons to own

experiences”

“it was good to learn abo
what is important to
politicians and policy-
makers—that is not always
the evidence or data, but haw
public opinion plays a big
role in decision- making”

“long introduction of their
speakers [was least useful]’

Secon-Year
Evaluation Summary

3.70% not useful; 7.41¢
moderately useful;
85.19% very useful
(N=27)

13.8% usefu 86.2% very
useful (N=29)

6.9% moderately useful; 31
useful; 62.1% very useful
(N=29)

11.1% moderatel
useful; 22.2% useful;
60% very useful
(N=18)

24.1% useful; 75.9% vel
useful (N=29)

Second Yea
Representative Schola
Quotes

“I truly hate to be in font

r of the camera, but now |
have strategies on how t

“very practical

0 “very useful in describing

“The engaging style of D
Reum and how he drew out

“the opportunity tc
work as a small group
to address the financial

each panel member. This is

“this was an outstandir
session...she literally made
me want to run to
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present myself witl
presence and tools to
handle different types of
media outlets. This
session was invaluable”

“l do not like
media/recording/review
in such a large group. |
would prefer a smaller
group next time”

how to frame researc
findings for
policymakers...really
appreciated her mini-talk
on the differences
between academics and
policymakers”

how a panel should be done
was amazing and very
engaging”

“I would have liked the
panelists to have even 5
minutes to make an
introduction and talk about
their work”

problems and mak
decisions [was most
useful]. The expert
person in my group wa
also very helpful in
guiding us through the
process”

“could have used more
time”

Washington to ifuence
policy”

s“great stories, interactive”

Las-Year Evaluatior
Summary

4.17% moderately useft
4.17% useful; 91.67%
very useful (N=24)

16.67% useful; 83.33¢
very useful (N=12)

41.67% useful’ 58.33% vel
useful (N=12)

8.33% moderatel
useful; 16.67% useful;
75% very useful
(N=12)

8.33% moderately useft

91.67% very useful (N=12)

Las-Year
Representative Schola
Quotes

“loved the taping an
r critique; it was interactive
and informative”

“I think this caused
anxiety in some scholars
But everyone overcame i
well”

“the opportunity for lots
of discussion with the
audience [was most
useful]”

“her overall experience
t and expertise along with
informal presentation
style were just
phenomenal, | learned s¢
much!!”

“This was one of the be

sessions. The facilitator was
excellent, the panelists were
open and honest, and everyol
in the room was an active
participant. It was a fun way t(
end”

“The different perspectives

) were fantastic and given their
diversity made it that much
better”

“this was a very wel
thought out and helpful
session and loved the
ngroup work aspect of
this”

)
“the case study was a
bit challenging, in that
there were pieces of
information we would
have liked to have, but
did not have”

“hearing the differen

perspectives of experienced

leaders from within and
outside government”

“excellent representation of

how a clinical practice and

area of research translates

policy”

(0]
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Robert Wood Johnson Foundation Nurse Faculty Scholars Program L eader ship Training

e NAC development of a curriculum matrix—what does the 21*-century nursing faculty member
need to know?*

* Pedagogical considerations—interactive learning, scholar/NAC involvement

e Specifics regarding leadership positions assumed by scholars*

* Lessons learned that can be applied in other situations

e Experiential leadership training through Outward Bound

*asterisk indicates that article would contain data obtained as part of evaluation efforts



