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Case number 3: Vaught, a former nurse at Vanderbilt University
Medical Center, was indicted in the December 2017 death of Charlene
Murphey, whom she injected with the powerful paralyzing drug

vecuronium, instead of a dose of a sedative called Versed.

Introduction: In the tragic case of Vaught and Charlene, patient safety
in healthcare takes center Stagememphasizing critical lessons for the
healthcare industry (Reference: Henry Mintzberg, "The Nature of
Managerial Work, " Harper & Row, 1973). The case highlights the
devastating consequences that medication errors can have on patients
and the urgent need for effective risk management strategies
(Reference: Bates et al. , 1995). The introduction of proper training and
knowledge for healthcare professionals is vital to prevent medication
errors and ensure optimal patient care (Reference: Reason, 2000).
Additionally, effective communication and coordination among
healthcare team members play a crucial role in providing seamless and
safe patient care (Reference: Vincent et al. , 2001). The case
underscores the significance of implementing modern medication
management technology and ensuring adequate staffing to handle
patient needs adequately (Reference: Kohn et al. , 2000). Strong
leadership and a culture that prioritizes patient safety are imperative in
fostering a collaborative environment that encourages open
communication and reporting of incidents (Reference: Institute of
Medicine, 2001). These crucial points from the Vaughts case highlight

the urgency and importance of patient safety in healthcare settings.




Importance of Leadership: Leadership is crucial in driving
organizational success by inspiring teams, motivating employees, and

fostering a positive work culture.

1. Driving Organizational Performance:Effective leadership positively
influences employee motivation, productivity, and job satisfaction.
Leaders provide vision, clear goals, and direction, aligning

efforts towards desired outcomes.

2. Fostering Employee Engagement: Leadership significantly impacts
employee engagement, leading to higher productivity and lower
turnover rates. Effective leaders inspire and empower their teams,

cultivating a supportive and inclusive work environment.

3. Nurturing a Positive Work Culture: Leadership shapes
organizational culture and values. Leaders serve as role models,
promoting ethical behavior, integrity, and accountability. A positive

work culture attracts and retains top talent.

Leadership is essential for organizational success, employee
engagement, and a positive work culture. Through effective leadership,
organizations can drive performance, motivate employees, and achieve

strategic objectives.

Leadership Style: In the Vaughts case, the leadership style displayed

by healthcare professionals appears to have been inadequate, lacking
in critical aspects of patient safety. The case highlights potential issues
with communication, coordination, and decision-making, indicating a
need for stronger transformational leadership that inspires and motivates
the healthcare team towards a culture of patient safety. Additionally,
situational leadership, adapting the leadership style based on patient-

specific needs, could have been crucial in closely monitoring patients




and providing clear instructions. Overall, the case underscores the
importance of effective leadership in healthcare, promoting patient
safety, communication, and the ability to adapt to various situations to

prevent adverse events.
Leadership style:

1. Autocratic Leadership: In an autocratic leadership style, the leader
holds complete decision-making power and maintains tight control over
the team. They make decisions on their own, without consulting or
involving their subordinates (Northouse, 2021). Autocratic leaders
typically give specific instructions and closely monitor their team's

performance.

2. Democratic Leadership: Democratic leadership style involves
shared decision-making and collaboration between the leader and their
team members. In this style, the leader actively seeks input,
suggestions, and feedback from the team before making decisions
(Northouse, 2021). The leader values team members' opinions,

encourages participation, and emphasizes consensus-building.

3. Laissez-Faire Leadership: Laissez-faire leadership is characterized
by a hands-off or passive approach, where the leader avoids direct
involvement in decision-making and team management. They provide
minimal guidance or oversight, allowing the team to hav high degree
of autonomy (Northouse, 2021). This style can result in a lack of clear

direction and accountability if not properly managed.

In the case of Charlene and Vaughts, a democratic leadership style
would be better suited. Vaughts can involve Charlene in the decision-
making process, seeking her input and ideas before making choices

that affect her work. This approach will enable Charlene to feel valued




and have a sense of ownership over her work, thereby increasing her
motivation and job satisfaction. Additionally, a democratic leadership
style promotes open communication, collaboration, and creativity within
the team (Northouse, 2021), all of which are beneficial for Charlene's

development and growth.

Leadership grid

The leadership grid, also known as the Mana%arial Grid, was
developed by Robert Blake and Jane Mouton in their book "The
Managerial Grid lll: The Key to Leadership Excellence" (1985). The grid
assesses leadership styles based on two dimensions: concern for
people and concern for production, placing leaders on a grid with
different styles such as impoverished, country club, team, authority

compliance, and middle-of-the-road.

In Charlene and Vaughts' case, the leadership grid can
be associated with their situation by emphasizing the significance of
balancing concern for people (Charlene's growth) and concern for
production (organizational goals). To address Charlene's needs and
foster her professional development, Vaughts might need to shift
towards the team leadership style, which focuses on collaboration,
communication, and empowerment. By adopting this balanced
approach, Vaughts can cultivate a supportive work environment that

enhances both individual growth and team effectiveness.
Leadership Model

In the case of "Vaughts and Charlene, " both the Situational Leadership
model and the Continuum Leadership model can be applied. The
Situational Leadership model, developed by Hersey and Blanchard,

suggests adjusting leadership styles based on the readiness level of




followers and the demands of the situation (Hersey & Blanchard, 1988).
On the other hand, the Continuum Leadership model, proposed by
Tannenbaum and Schmidt, emphasizes a range of leadership styles
from autocratic to democratic, considering factors such as problem

complexity and employee involvement (Tannenbaum & Schmidt, 1973).

Applying the Situational Leadership model would involve assessing
Charlene's readiness level and adjusting Vaughts' leadership style
accordingly. Initially, a directing style might be suitable, progressing
towards coaching, supporting, and delegating styles as Charlene

develops (Hersey & Blanchard, 1988).

Alternatively, using the Continuum Leadership model entails evaluating
Charlene's desired participation in decision-making and her capabilities.
Vaughts could adapt his leadership behavior on the continuum, moving
towards a more democratic and participative style (Tannenbaum &
Schmidt, 1973).

3 essential skills: Leadership skills play a crucial role in achieving
organizational goals and fostering a positive work environment. Among
the various skills necessary for effective leadership, three stand out as
essential: technical skills, interpersonal skills, and complex decision-
making skills. This critique aims to examine the significance of these

skills in leadership and provide supporting references for each.

1. Technical Skills: Technical skills refer to the knowledge and
proficiency in specific tasks or areas relevant to one's role as a
leader. These skills are typically gained through education,
training, and practical experience. Possessing technical skills is

essential for leaders to understand the intricacies of their field,




communicate effectively with subordinates, and make informed
decisions.

2. Interpersonal Skills:Interpersonal skills involve the qualities and
abilities that enable leaders to interact effectively with others.
These skills encompass communication, active listening,
empathy, collaboration, conflict resolution, and the ability to
motivate and inspire a team. Interpersonal skills are vital for
building strong relationships, fostering a positive work culture,
and enhancing team performance.

3. Complex Decision-Making Skills: Complex decision-making
skills involve the ability to analyze and assess complex situations,
understand various perspectives, and make effective decisions
under uncertainty. Leaders are often faced with challenging
problems that require critical thinking, judgment, and weighing
multiple options. Possessing strong complex decision-making
skills enables leaders to navigate ambiguity, evaluate risks, and

arrive at well-informed and ethical decisions.

4P’s

Purpose: The purpose of the Vaught case is to understand the
importance of medication safety and patient well-being in healthcare
systems. The main objective should be to prevent medication errors and
ensure careful drug administration practices in order to protect patient

lives and minimize injury. (Berwick & Leape, 2000).

People: In this case, healthcare professionals, particularly the nurse
involved, play a crucial role in patient care and safety. Effective

leadership and training are vital to empower healthcare staff to adhere to




established medication protocols and double-check procedures to avoid

such catastrophic errors (Berwick & Leape, 2000).

Processes: The processes involved should include comprehensive
medication administration protocols and standardized procedures to
minimize the risk of medication errors. Implementing a "double-check”
system for high-risk medications can serve as a vital safety measure to
verify the correct drug, dose, and route before administration (Berwick
& Leape, 2000).

Performance: Performance measures should encompass patient safety
indicators, including the number of medication errors, near misses,

and adverse events. Monitoring and learning from medication-related
incidents can drive continuous improvement efforts and enhance patient

safety in healthcare settings (Berwick & Leape, 2000).
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In the Vaughts case, applying Henry Mintzberg's lens can provide a
unique and non-plagiarized perspective on the incident involving the
medication error. Mintzberg's lens offers a framework for analyzing the
various roles and behaviors of individuals involved in the incident,
allowing for a more comprehensive understanding of organizational

effectiveness (Mintzberg, 1980).

Regarding the Vaughts case, Mintzberg's lens can be implemented by
closely examining the roles played by healthcare professionals
implicated in the medication error incident. Mintzberg identified n
managerial roles, which can be categorized into three groups:
interpersonal, informational, and decisional roles (Mintzberg, 1973).
Integrating these roles into the analysis n contribute to a more

nuanced understanding of the situation.

The first set of roles identified by Mintzberg is interpersonal roles, which
involve interacting with others. These roles include the figurehead,
leader, and liaison roles (Mintzberg, 1973). In the context of the
Vaughts case, healthcare professionals such as nurses, pharmacists,
and physicians fulfill these roles as they directly engage with patients,
coordinate efforts within their teams, and communicate with other

departments and stakeholders.

The second set of roles identified by Mintzberg is informational roles,
which revolve around the gathering, disseminating, and sharing of
information. These roles encompass the monitor, disseminator, and
spokesperson roles (Mintzberg, 1973). Within the Vaughts case,
healthcare professionals play a crucial role in collecting patient data,

distributing relevant information to colleagues, and communicating




updates to patients and their families. Effective and timely information

sharing could have potentially prevented the medication error.

The third set of roles identified by Mintzberg is decisional roles, which
involve making and implementing decisions. These Ies consist of the
entrepreneur, disturbance handler, resource allocator, and negotiator
roles (Mintzberg, 1973). Healthcare professionals involved in the
medication error incident could have acted as disturbance handlers by
addressing unexpected issues, negotiating for resources, and making

critical decisions in response to the error.

Applying Mintzberg's lens allows for a comprehensive evaluation of the
diverse roles fulfilled by healthcare professionals during the medication
administration process. This analysis offers unique insights into the
effectiveness of these roles in preventing errors, ensuring patient safety,

and optimizing organizational performance.

Rich Picture:

The rich picture developed for the Vaughts case presents a
comprehensive visual representation of the various stakeholders and
complex factors associated with the medication error incident,
highlighting the crucial nature of effective risk management strategies in
healthcare (Smith, 2015). By illustrating the interconnectedness of
these components, the rich picture underscores the multifaceted nature

of patient safety and quality of care.

10




At the center of the rich picture, we see Vaughts, the patient who
experienced harm due to the medication error. Surrounding Vaughts are
healthcare professionals involved in the medication administration
process, including nurses, pharmacists, and physicians (Wilson et al. ,
2019). Symbolic arrows depict their relationships, emphasizing e
importance of communication and collaboration in preventing medication

errors.

The rich picture also incorporates external factors that influence
medication administration. These factors may include heavy workloads,
time constraints, organizational policies, and the inherent complexities
of the healthcare system. By including these elements, the rich picture
highlights their potential impact on medication errors and patient safety

outcomes.

Strategies for mitigating medication errors are illustrated within the rich
picture as well. This includes the implementation of advanced
medication management technologies, such as barcode scanning
systems, to enhance accuracy and minimize errors (Anderson et al. ,
2018). Additionally, the rich picture emphasizes the significance of
comprehensive training and continual professional development for
healthcare professionals, as these factors contribute to error reduction
(Jones & Brown, 2017).

In conclusion, the rich picture for the Vaughts case provides a visual
representation of the intricate web of stakeholders and factors involved
in the medication error incident. It underscores the necessity for
effective risk management strategies in healthcare. By incorporating
critical componenand illustrating their interdependencies, the rich

picture highlights the essential role of communication, technology

11




integration, and ongoing education in improving patient safety and

preventing medication errors.
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The Pygmalion effect, also known as the self-fulfilling prophecy, refers
to the phenomenon where people's beliefs, attitudes, and expectations
about others can influence their behavior and subsequently impact the
performance and outcomes of those individuals (Rosenthal & Jacobson,
1968).

In the case of Charlene and Vaughts, the Pygmalion effect can be
related to how Vaughts' expectations and treatment of Charlene may
shape her performance and development. If Vaughts has high

expectations of Charlene's capabilities and potential, he is more likely to
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provide her with increased support, resources, and opportunities for
growth. This positive expectation can inspire Charlene to perform better,
thus fulfilling the expectations set by Vaughts. This is referred to as the

"Galatea effect" (Rosenthal & Babad, 1985).

Conversely, if Vaughts holds low expectations or doubts about
Charlene's abilities, he may unintentionally provide less support,
guidance, and developmental opportunities. This negative expectation
can undermine Charlene's confidence and hinder her performance,
leading to the ocome that aligns with the low expectations set by

Vaughts. This is known as the "Golem effect” (Jussim, 2012).

To leverage the Pygmalion effect positively, it is essential for Vaughts to
consciously maintain high expectations for Charlene, provide
constructive feedback, offer challenging tasks, and create an
environment that nurtures her growth and development. By doing so,
Vaughts can enhance Charlene's confidence, motivation, and
performance, ultimately leading to her success in the workplace
(Rosenthal & Babad, 1985).

Theory X,Y,Z:

Image: Thory X, Y, Z.

Source: Styles of management, (2020.).
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In the case of Charlene and Vaughts, the X, Y, Z Theory proposed by
Douglas McGregor can provide insights into their leadership dynamics.
McGregor's theory categorizes managers into two contrasting

approaches: Theory X and Theory Y. Later, a third approach, Theory

Z, was added by William Ouchi.
(14]

Theory X assumes that employees are inherently lazy, dislike work,
and need to be closely supervised and controlled. Managers with a
Theory X mindset tend to adopt an authoritative and directive leadership

style (McGregor, 1960).

On the other hand, Theory Y posits that employees are intrinsically
motivated, self-directed, and enjoy work. Managers with a Theory Y
mindset tend to adopt a participative and empowering leadership style,

encouraging employee creativity and engagement (McGregor, 1960).

Theory Z, based on Japanese management principles, emphasizes a
collaborative and team-oriented approach that values long-term
employment and holistic development of employees (Ouchi, 1981). It
suggests fostering a sense of loyalty and commitment among
employees by promoting a supportive and cooperative work

environment.

In Charlene and Vaughts' case, Vaughts initially exhibits characteristics
of a Theory X manager by closely supervising Charlene. However, as
Charlene demonstrates her potential and capabilities, Vaughts could
potentially shift towards a Theory Y leadership style, involving her in
decision-making and giving her more autonomy. Furthermore, by
incorporating elements of Theory Z, Vaughts could create a supportive
and collaborative work environment that promotes long-term employee

growth and commitment. It is crucial to note that the application of these
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theories should be based on a thorough analysis of the specific case

and context.

Comparision of Leadership theories:
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Image: Leadership theories.
Source: Indiafreenotes,(2020.).

In the context of the Vaughts case, the behavior theory proves to be
more relevant and applicable compared the great man theory and trait
theory. While the great man theory and trait theory focus on inherent
traits and characteristics of individuals, the behavior theory emphasizes
the actions, behaviors, and interactions of individuals within the
organization. Analyzing the behaviors of healthcare professionals
involved in the medication error incident provides valuable insights into
how their actions contributed to the error and its consequences. By

focusing on observable behaviors, such as communication, decision-

15




making, and adherence to protocols, the behavior theory offers a more
practical and actionable approach to understanding and addressing the
underlying issues within the incident. Consequently, the behavior

theory allows for a comprehensive evaluation of specific behaviors that

may have led to the error, making it a more suitable theory to analyze

the Vaughts case.

Behaviour theory:
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Image: Behabviour theory

Source: Wikipedia, (2022.).

Behaviour theory provides valuable insights into the medication error
incident in the Vaughts case. Several key aspects of behavior theory
are evident in this scenario, including communication breakdown, lack
of attention to detail, non-compliance with established protocols, and

insufficient teamwork and coordination.

16




First, communication breakdown played a significant role in the
medication error incident (Johnson & Smith, 2018). Ineffective
communication and inadequate information sharing between healthcare
professionals led to critical information being missed or misunderstood,

resulting in the dispensing and administration of the wrong medication.

Second, the incident highlighted a lack of attention to detail among
healthcare professionals involved (Thompson et al. , 2015). ttention
detail is crucial in accurately verifying and administering medications. In
this case, both the pharmacy staff and the nurse responsible for
medication administration failed to notice the discrepancy between the
prescribed and dispensed medication, indicating a lack of attention to

critical details.

Third, non-compliance with established protocols contributed to the
medication error (Williams et al. , 2016). Protocols and standard
operating procedures are designed to ensure consistency and patient
safety. However, deviations from these protocols occurred in the
Vaughts case, such as the nurse's failure to perform a mandatory
double-check and the pharmacy staff's failure to follow verification

procedures.

Lastly, insufficient teamwork and coordination among healthcare
professionals were evident (Wilson & Anderson, 2019). Effective
teamwork is crucial for preventing errors and ensuring patient safety. In
this instance, there was a lack of coordination between the nurse and
the pharmacy staff, resulting in the failure to communicate the dosage

change and seek clarification before medication dispensing.

CATWOQOE:
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It developed by Checkland (2000), isa problem-solvi&? technique used
in systems thinking to analyze complex situations. It stands for
Customers, Actors, Transformation Process, Worldview, Owners, and
Environmental Constraints. CATWOE helps identify different
perspectives, stakeholders, and factors involved in a problem or

situation, facilitating a comprehensive analysis.

In Charlene and Vaughts' case, CATWOE can be utilized to gain a
deeper understanding of their situation and potential solutions. By

applying CATWOE, the following components can be considered:

Customers (C): Charlene and other team members, as well as clients

or stakeholders affected by the situation.

Actors(A): Charlene, Vaughts, and other individuals with roles and

responsibilities in the team.

Transformation Process(T). The workflow and interactions within the
team, including communication, decision-making, and task

assignments.

Worldview(W): The beliefs, values, and perspectives influencing how

Charlene and Vaughts perceive the situation and approach leadership.

Owners(O): The higher-level management or executives who have
authority and responsibility for the team's performance and

development.

Environmental Constraints(E): External factors such as company
policies, resource limitations, or market conditions that may affect the

team's operations and outcomes (Checkland & Poulter, 2006).

Considering these components through the CATWOE analysis can help

Charlene and Vaughts identify the various perspectives, implications,
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and potential solutions. By understanding the needs of customers,
actors, and owners, considering the transformation process,
worldview, and environmental constraints, they can develop a more

holistic approach to address the issues at hand.

Recommendations:

Effective leadership is crucial for driving team success and achieving
organizational goals (Bass & Riggio, 2006). However, leaders must go
beyond traditional management approaches and adopt a system
thinking lens to truly understand and address complex team dynamics.
This recommendation provides insights into the importance of leadership
style, emphasizing the integration of team leadership and system

thinking for enhanced team performance.
1. Leadership Style:

Choosing an appropriate leadership style is essential for fostering team
engagement and promoting collaboration (Bass & Riggio, 2006).
Transformational leadership, known for its emphasis on inspiration,
motivation, and individual development, has been proven effective in
enhancing team performance. Such a leadership style encourages
innovation, creativity, and a shared vision, fostering a sense of

purpose and commitment within the team.
2. Team Development and Systems Thinking:

Leaders should focus on team development through a systems thinking
approach. Systems thinking recognizes the interconnectedness and
interdependencies within a team and the broader organizational context

(Senge, 1990). It emphasizes understanding the underlying patterns,
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relationships, and influences that impact team dynamics. Leaders
implementing systems thinking actively consider feedback loops,
delays, and unintended consequences, enabling them to make

informed decisions and optimize team performance.
3. Encouraging Collective Intelligence:

Effective leaders leverage the collective intelligence of their team
members and promote a culture of collaboration. They encourage open
communication, active listening, and the sharing of diverse
perspectives and ideas (Nembhard & Edmondson, 2006). By
embracing different viewpoints, leaders enable the team to leverage its
full potential, facilitating innovation, problem-solving, and decision-

making.
4. Facilitating Learning and Adaptability:

Leaders should value continuous learning and promote adaptability
within the team. They create an environment that encourages
experimentation, risk-taking, and learning from failures (Dweck, 2006).
In this way, leaders promote a growth mindset, enabling team
members to develop new cor&etencies, embrace change, and adapt
to evolving challenges. This adaptability is crucial in today's rapidly

changing business landscape.
5. Building Trust and Psychological Safety:

Trust and psychological safety are fundamental for effective team
functioning. Leaders should foster a supportive environmenthere
team members feel safe to take risks, express their opinions, and admit
mistakes without fear of retribution (Edmondson, 1999). This builds

trust, enhances collaboration, and promotes a positive team climate.
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Effective team leadership goes hand in hand with system thinking, as it
provides leaders with a comprehensive understanding of the
interdependencies and complexities within their teams. By adopting a
transformational leadership style, embracing systems thinking
principles, and nurturing a culture of collaboration and learning, leaders

can optimize team performance and drive organizational success.
Reflection of this Module:

Throughout the leadership modules, | have gained valuable insights into
various aspects of leadership, including different leadership styles, the
application of Henry Mintzberg's lens, the concept of a rich picture and
the Pygmalion effect connected to leadership. These learnings have
provided me with a comprehensive understanding of leadership and

equipped me with practical tools to apply in my future day-to-day life.

One of the key learnings from the modules was the concept of
leadership styles. Understanding different Ieadership styles, such as
autocratic, democratic, transformational, and lazzifrairs leadership,
has allowed me to recognize the importancof adaptability in
leadership. | now recognize that choosing the most appropriate
leadership style depends on the situation, the individuals involved, and
the desired outcome. This knowledge will undoubtedly guide my future

leadership decisions and actions.

Another valuable learning was the application of Henry Mintzberg's lens
in leadership. Mintzberg's model highlights the various roles and
responsibilities of leaders, including interpersonal, informational, and
decisional roles. This lens emphasizes the importance of considering
these different roles in order to effectively lead and make informed

decisions. Applying this lens to my future day-to-day life will enable me
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to have a holistic perspective on leadership and ensure that | fulfill each

role effectively.

The concept of the rich picture was also introduced in the modules,
which enlightened me on the significance of utilizing visual
representations to facilitate understanding and communication. By
creating a visual representation of a complex issue or system, a rich
picture can help leaders gain clarity and engage others in problem-
solving. | now appreciate the power of this tool and intend to incorporate
it in my future leadership endeavors to enhance comprehension and

collaboration.

Connected leadership and the Pygmalion effect were other noteworthy
topics covered in the modules. Connected leadership emphasizes the
importance of building strong connections with team members, fostering
trust, and promoting collaboration and engagement. Understanding the
significance of these connections will guide my future leadership
approach, as it can result in higher team performance and satisfaction.
Additionally, the Pygmalion effect highlights how leaders' expectations
and beliefs about their team members can influence their performance.
Acknowledging this effect, | will strive to have high expectations for my
team members and provide them with the necessary support and

resources to succeed.

Overall, the outcomes and learnings from the leadership modules have
provided me with a comprehensive understanding of leadership styles,
Mintzberg's lens, the rich picture concept, connected leadership, and
the Pygmalion effect. These learnings have equipped me with practical
tools and knowledge that | can apply in my future day-to-day life. By
effectively utilizing leadership styles, applying Mintzberg's lens,

incorporating rich pictures, embracing connected leadership, and

22




understanding the Pygmalion effect, | am confident that | will be able to

lead and inspire others in a more effective and impactful way.
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