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ABSTRACT
This study explored first-line managers’ leadership behavior
profiles regarding their goals for utilizing the garden at resi-
dential care facilities for older people. Semi-structured inter-
views were conducted with a convenience sample of first-line
managers (n¼ 12) in Sweden. Data were analyzed using
deductive content analysis theoretically guided by the Three-
dimensional Leadership Model. The results showed that the
main leadership behavior profiles were related to the dimen-
sions structure, relation and change. The managers empha-
sized workplace regulations and goals. They allowed staff to
make decisions and encouraged them to see problems and
opportunities.
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Introduction

First-line managers’ (FLMs’) role at residential care facilities (RCFs)
includes assuming responsibility for organizational and financial issues,
managing human resources and creating collaborative teams so as to pro-
mote good care (McCallin & Frankson, 2010). The attributes of FLMs’
managerial competence include individual development as well as planning
and managing legal and ethical issues (Gunawan & Aungsuroch, 2017).
The work situation for FLMs often entails dealing with complex and chal-
lenging tasks, which may lead to experiences of satisfaction or hopelessness
(Hagerman et al., 2015). An important starting point for FLMs’ leadership
in Sweden is adhering to the regulations and national fundamental values,
which regulate staff members’ duty to deliver care with respect for older

CONTACT Eva Dahlkvist evadat@hig.se University of G€avle, G€avle, SE-80176, Sweden.
� 2021 The Author(s). Published with license by Taylor & Francis Group, LLC
This is an Open Access article distributed under the terms of the Creative Commons Attribution-NonCommercial-NoDerivatives
License (http://creativecommons.org/licenses/by-nc-nd/4.0/), which permits non-commercial re-use, distribution, and reproduction
in any medium, provided the original work is properly cited, and is not altered, transformed, or built upon in any way.

JOURNAL OF AGING AND ENVIRONMENT
2023, VOL. 37, NO. 1, 65–84
https://doi.org/10.1080/26892618.2021.2001707

http://crossmark.crossref.org/dialog/?doi=10.1080/26892618.2021.2001707&domain=pdf&date_stamp=2023-03-30
http://orcid.org/0000-0002-1656-2716
http://orcid.org/0000-0001-8413-3975
http://creativecommons.org/licenses/by-nc-nd/4.0/
https://doi.org/10.1080/26892618.2021.2001707
http://www.tandfonline.com


people’s dignity and well-being (SOU, 2008). In recent years, the care of
older people in Sweden has undergone several changes that involve
decreasing staff resources, at the same time as older people’s life expectancy
is increasing (National Board of Health & Welfare, 2020).
Even though the design of the buildings vary, most RCFs in Sweden are

organized in a similar fashion. The apartments/rooms are usually reachable
through common areas on units consisting of corridors, dayroom, kitchen
and dining room (Andersson, 2005; Nord, 2013). Older people living in
RCFs in Sweden require extensive formal care due to health problems such
as multi-morbidity (Akner, 2009), difficulties performing activities of daily
living (Bj€ork et al., 2016), dementia (Bacigalupo et al., 2018) and pain
(Takai et al., 2014). Therefore, it is not unusual that they spend the major-
ity of the day in their own apartments/rooms (Nord, 2013), which may
lead to worse health due to feelings of loneliness, anxiety, depression,
worthlessness and passivity (Elias, 2018).
Several studies have shown that regular outdoor visits in natural environ-

ments and gardens may have health-promoting, stress-reducing and
restorative effects. Hartig et al. (2014) found evidence for human health
benefits through contact with nature: air quality, physical activity, social
cohesion, and stress reduction. Contact with nature may lead to a variety
of restorative effects related to emotions, cognition and the ability to deal
with demanding circumstances (Berman et al., 2008). Research (Dahlkvist
et al., 2016; Rappe et al., 2006) has demonstrated a significant positive rela-
tion between garden greenery and residents’ self-perceived health in con-
junction with garden visits at RCFs. In line with these results, studies by
Hernandez (2007) and Raske (2010) have demonstrated that garden visits
may improve residents’ health and quality of life. Recent studies have also
shown that garden visits are important in stimulating the residents’ percep-
tual senses (Dahlkvist et al., 2020; Yari et al., 2021), as well as becoming
more in harmony with life, find comfort, to feel healthy and alive with
opportunity to relate to the past and present (Magnussen et al., 2021).
Results from two studies (Rappe & Topo, 2007; Gonzales & Kirkewold,
2015) indicated that staff regarded stays in a green outdoor environment as
health promoting for residents and that outdoor visits can facilitate natural
conversation topics between residents and staff.
The type of outdoor space that constitute a garden at RCFs in Sweden,

can be referred to in a questionnaire study of Dahlkvist et al. (2014), where
FLMs from a total of 87 RCFs in three regions and 13 municipalities in
central and northern Sweden participated. The main perimeter design ele-
ments and characteristics of the surrounding outdoor environment were
common gardens for all residents and those that were separated for persons
with dementia. The areas varied between 18 and 4000 m2 and were in
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many RCFs visible from the dining room, kitchen and dayroom. The gar-
dens were usually enclosed by a wooden fence with views at buildings and
green areas. The main internal design elements of the gardens were walk-
ways, circular or blind alleys consisting of stone paving. Other common
features were shrubs, flowers, trees, lawns and raised garden beds (for more
information see Dahlkvist et al., 2014).
However, the garden’s design and accessibility do not always make it

easy for residents living in RCFs to go outdoors to the extent they wish.
Two studies (Kearney & Winterbottom, 2006; Shu Lin et al., 2018) revealed
that the main barriers to garden visits were the residents’ own physical lim-
itations, lack of assistance and uncomfortable weather conditions.
Moreover, Dahlkvist et al. (2014) and Potter et al. (2018) reported barriers
to residents taking themselves outdoors into the garden at RCFs (e.g., need-
ing permission or assistance to go outside, long corridors, heavy/locked
doors and stairs) and barriers keeping residents from moving around in
the garden (e.g., sloping terrain, uneven paths and bushes). The described
challenges faced by residents probably also mean challenges to staff in their
daily work. Nevertheless, a pleasant accessible garden may be a health-pro-
moting and restorative resource for residents. Through their leadership
behavior, FLMs play a key role in realizing and supporting such resources.
The current study concerns FLMs’ leadership behavior profiles regarding

their goals for older people were they work. This focus was chosen as man-
gers have authority to manage, and distribute the work in an organization
and, therefore, have a great influence on the priorities for the residents.

Theoretical framework

In the present study, the Three-dimensional Leadership Model is used as
the basis for determining the participating FLMs’ leadership behavior pro-
files. This model (consisting of the dimensions relation, structure and
change) has strong empirical support, in that the dimensions of relation
and structure have been confirmed since the 1940s, and the change dimen-
sion since the beginning of the 1990s (Arvonen, 2002; Ekvall & Arvonen,
1991; Yukl, 1999). The relation dimension includes behaviors such as giving
support, being considerate, delegating authority and responsibility, and
socializing with employees to build relations. The structure dimension
includes behaviors such as formulating clear goals, allocating work by giv-
ing clear instructions to individuals, following up performed work and
making a point of following rules and principles. The change dimension
includes behaviors such as starting up development projects, introducing
new work methods to achieve organizational goals, encouraging develop-
ment, innovation and learning, and discussing new ideas and suggestions
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(for further descriptions see Arvonen, 2002; Ekvall & Arvonen, 1991). In
different ways, the three dimensions are associated with health, job satisfac-
tion, sickness absence, disability pension, performance, quality, and effect-
iveness (Arvonen, 2002; Kuoppala et al., 2008; Skakon et al., 2010). In
studies of common leadership behaviors in organizations that are healthy
and effective, all three dimensions—relation, structure and change—are
identified, particularly in organizations where a strong focus on practiced
relation-oriented leadership behaviors has been found (Larsson &
Vinberg, 2010).
To our knowledge, no previous studies have used the relation, structure,

and change dimensions to examine the leadership behavior profiles of FLMs
concerning use of the garden environment. Therefore, the aim was to explore
FLMs’ leadership behavior profiles regarding their goals for utilizing the gar-
den at the RCF for older people where they work, and examine how their
leadership behavior profiles correspond to the Three-dimensional model.

Materials and methods

Design

The present interview study employed a qualitative descriptive design (Elo
& Kyng€as, 2008), theoretically guided by the Three-dimensional Leadership
Model (Arvonen, 2002; Ekvall & Arvonen, 1991; Yukl, 1999). The qualita-
tive descriptive interview design allows details and reflections to emerge
that would not have been seen using predetermined response alternatives
(Patton, 2015).

Sample and data collection

A convenience sample was used, where all FLMs (N¼ 25) working in
municipal and private facilities—those that had gardens—were asked to
participate in the study. The inclusion criterion was FLMs who had worked
at least 12months and dealt with staff and the unit’s financial budget. In
total, 12 of the 25 FLMs agreed to participate where all were middle aged
women. The participants’ working experience at the facility varied from 1
to 24 years, and their working experience in elderly care between 2 and
28 years. For participant characteristics, see Table 1.

Table 1. Participant characteristics.
Variables Mean SD Median Range

Age (years) 51.9 6.2 54.0 38�59
Working experience at the facility (years) 7.5 6.4 7.0 1�24
Working experience in elderly care (years) 13.3 6.3 12.0 2�28

Note. Twelve women attended (N¼12).
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The interviews were conducted in 12 RCFs in central Sweden where
three of them were located in an urban area, seven in a suburban and two
in rural areas. Data collection took place on one occasion during the spring
of 2018 through site visits to the 12 RCFs. The first author conducted the
individual in-depth interviews using a semi-structured interview guide
(Brinkmann & Kvale, 2018). The interviews were audiotaped. The areas
covered in the interview guide were meant to capture the three dimensions
of leadership from Ekvall and Arvonen (1991) theory: structure, relation
and change. Summary of topics asked were: “What goals do you have with
the garden as a resource for the residents?”, “How would you like the gar-
den to be utilized as a resource for the residents?” and “What beneficial
conditions exists to utilize the garden?” Complementary questions were
asked when further clarification was needed, such as: Did I understand you
correctly? Could you further describe and explain? The interviews had a
mean duration of 50–70min. They were conducted during the participants’
working hours.

Data analysis

The interviews were analyzed using directed qualitative content analysis
(Elo & Kyng€as, 2008), with a deductive approach based on the content
of the Three-dimensional Leadership Model (Arvonen, 2002; Ekvall &
Arvonen, 1991; Yukl, 1999). A deductive approach is appropriate when
the analysis is derived from an earlier theory or model (Burns & Grove,
2005). A study is referred to as deductive when the research question is
based from a theory and deduction moves from the theory to the spe-
cific (Elo & Kyng€as, 2008; Holloway & Wheeler, 2010; Patton, 2015).
Initially, the interviews were transcribed verbatim, then listened to
repeatedly to understand and become familiar with the text. Two of the
research members (blinded for review) separately analyzed the written
transcripts repeatedly to reach further understanding of the data.
Thereafter, the data were condensed into meaning units that resembled
or exemplified the three dimensions in the leadership model: relation,
structure and change. Using words that expressed the core of the
respective meaning units, the next step involved creating subcategories
to the main categories in the Three-dimensional Leadership Model. The
data were compared for similarities and differences in back-and-forth
movements among the whole set of interview texts. To increase credibil-
ity and dependability, interpretation of the data was reflected on and
discussed among all the authors. The data analysis was done manually
without aid of any software.
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Ethics

Permission to contact FLMs at RCFs was obtained from the municipality’s
head of administration. Verbal and written information were provided, and
the participants gave their written informed consent. Prior to each inter-
view, the researcher repeated the information concerning informed consent,
ensuring that the data would be anonymized by using codes to represent
participants. The Regional Ethical Review Board in (blinded for review)
approved the study (Reg. no. 2017/390).

Results

The 12 FLMs worked in different RCFs located in urban, suburban and
rural areas. For description of location, number of residents and level of
care provided, apartment’s size, type of garden and surrounding area, see
Table 2.
Our analysis of the interviews resulted in five subcategories to the three

main categories representing the leadership dimensions in the model: struc-
ture, relation and change. As can be seen in Table 3, FLMs’ self-reported
expressions during the interviews emphasize leadership behaviors that cor-
respond to all three dimensions. Participants are coded with letters (A-L),
and quotes illustrating the results are used to support credibility. For over-
view of examples from the data analysis, see Table 3.

Expressions related to the structure dimension of leadership

Clarifying expected results for a specific task
This was the most commonly used subcategory related to structure in the
interviews, used by 11 of 12 FLMs. They talked about their own planning
to give staff the prerequisites to utilize the garden. The expectation was
that staff should assist residents who wanted to go outdoors: “In my plan-
ning, I give staff the prerequisites to stay outdoors with residents, but that
presupposes that staff resources are sufficient” (D); “Based on my planning,
I expect that the staff will assist residents who want to go outdoors” (C).
They also talked about staff members’ responsibility and initiative in
achieving a result where all residents, including those with major limita-
tions, are given regular opportunities for outdoor stays based on their own
wishes: “If the residents have restrictions, then the air must come to them.
It is the staff’s responsibility; it must be easy to get outside” (F); “The staff
must help residents who want to visit the garden to get out. … they must
really get to know what each resident likes” (K). Furthermore, the manag-
ers talked about staff members’ duty to offer residents opportunities for
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socializing and doing activities in the garden: “All residents should be
offered daily outdoor visits and have opportunities for socialization” (G).

Explaining workplace regulations, policies and routines
Six of 12 FLMs focused on this subcategory. They talked about staff mem-
bers’ duty to use the garden, based on politician decisions and regulations
in the Swedish Fundamental National Values (SOU, 2008): “Utilization of
the garden is based on politician decisions and regulations, and the

Table 3. Overview of examples from the data analysis.

Interview text Condensed meaning Subcategory
Category of

leadership dimension

I expect that the staff will
assist residents who
want to go outdoors.
The prerequisite is that
they show a positive
attitude about it.

I expect that the staff will
assist residents who
want to go outdoors.

Clarifying expected results
for a specific task.

Expression of structure

The documented goals
for residents rely on
the Swedish
Fundamental National
Values and
documentation of
residents’ desires in
our local
implementation plan.
If we have
documented that a
resident regularly
wants to visit the
garden, the staff must
assist this person in
outdoor stays.

If we have documented
that a resident
regularly wants to visit
the garden, the staff
must assist this person
in outdoor stays.

Explaining workplace
regulations, policies
and routines.

Expression of structure

I hope the staff feel my
support and
encouragement in the
challenging work to
calm residents with
worry and anxiety. The
visits and work in the
garden may be a
health-promoting
resource even for staff.

I hope the staff feel my
support and
encouragement in the
challenging work to
calm residents
with anxiety.

Giving support and
encouragement to staff.

Expression of relation

I am sure that the staff
do good planning and
know the best way to
work with residents in
the garden.

The staff know the best
way to work with
residents in
the garden.

Allowing staff to decide
the best way to solve
a task.

Expression of relation

It does not work for
everyone, but staff
should, instead of
medication, try taking
residents out into the
garden. This may be
health promoting and
calming in cases
of anxiety.

The staff should, instead
of medication, try to
taking residents with
worry and anxiety out
into the garden to
calm them and
promote health.

Encouraging staff to see
problems and
opportunities in
new ways.

Expression of change
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implementation plan for residents. The staff must follow these regulations”
(G); “If we have documented that a resident wants to visit the garden regu-
larly, the staff must assist in these outdoor stays” (H). The managers also
emphasized the importance of staff having the power and routines to real-
ize residents’ opportunities for outdoor visits: “It is important that staff
take the power and use it correctly, based on routines and residents’ desires
to make outdoor visits” (E); “Residents’ outdoor visits are based on staff
members’ ability to realize assigned work tasks and routines. Otherwise,
this would be an important issue for me as a manager to solve” (G).
However, the remaining six of these 12 managers said they based their
decisions on their own established goals, instead of following regulations
based on politician decisions:” No documented policy, routine or responsi-
bility exists that specifically deals with how we should work with the gar-
den. Documented goals for outdoor stays are missing, so I use my own set
goals” (C). “There are no documented goals for residents’ outdoor visits.
My goal is that it should be nice and to give residents the feeling of being
able to move freely. However, not everyone wants to go out” (A).

Expressions related to the relation dimension of leadership

Giving support and encouragement to staff
This was the most common subcategory of the relation dimension, used by
11 of 12 FLMs. Support and encouragement concerned the challenges of
calming residents with anxiety. Furthermore, they expressed the belief that
work in the garden was also a health-promoting resource for staff mem-
bers: ‘‘I hope the staff feel my support and encouragement in meeting the
challenge of calming residents with anxiety. The visits and work in the gar-
den may be a health-promoting resource even for them’’ (B). They also
talked about staff members’ work in the garden and the positive impact it
could have on their relationships with residents: ‘‘I think that the garden,
as part of the working environment, is a health-promoting resource for the
staff, … it might have a positive impact on their relationships with
residents’’(E). The managers also gave support and encouragement con-
cerning staff members’ use of the garden for recovery during their breaks,
to help them cope with challenging work tasks: “I think outdoor stays dur-
ing breaks are health-promoting for staff, so they can cope with their work.
However, some of them need to be encouraged to take breaks and go
out” (K).

Allowing staff to decide the best way to solve a task
Five of 12 FLMs talked about this subcategory. They mentioned that the
staff usually know the best way to work with residents in the garden: “I
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think the staff know the best way to work in the garden with the residents”
(G); “I’m sure that the staff do good planning and know the best way to
work with residents in the garden” (A).

Expressions related to the change dimension of leadership

Encouraging staff to see problems and opportunities in new ways
In total, 11 of 12 FLMs used this subcategory. They mentioned that they
usually encourage staff to see opportunities in new ways, by using garden
visits instead of medications to calm residents with anxiety;” It doesn’t
work for everyone, but the staff should, instead of medication, try to take
residents out into the garden, it may be health promoting and calming in
cases of anxiety” (L). The managers also encouraged staff to use the garden
for residents in need of stimulation, thus using it for physical and/or pas-
sive activities:” For younger residents with dementia, who still have the
energy, there is a lot to do. Such as weeding, watering flowers and picking
black currants” (I);” Some residents have done weeding in their day and
can no longer perform the activity, but it might be stimulating and health
promoting just to join in and watch when others do it” (J). Furthermore,
they talked about how they usually encourage staff to use the garden as an
opportunity to stimulate the residents’ perceptual senses and memories:”
It’s great, in our garden we have currant bushes. The residents can pick the
berries and put them in their mouth and talk about memories with
staff’’(H);” I think the residents’ senses and memories can be stimulated by
garden visits, when they pick strawberries or see and smell a spe-
cial flower’’(I).

Discussion

The present study, which was based on the Three-dimensional Leadership
Model (Arvonen, 2002; Ekvall & Arvonen, 1991; Yukl, 1999), aimed to
explore the FLMs’ leadership behavior profiles regarding their goals for uti-
lizing the garden at the RCF for older people where they work, and to
examine how their leadership behavior profiles correspond to the Three-
dimensional model. The overall results revealed that the behaviors of
importance were related to all three dimensions of leadership: structure,
relation and change. Subcategories for the structure dimension mentioned
by the managers focused on clarifying the results expected for a specific
task and explaining workplace regulations, policies and goals. Behaviors in
the relation dimension focused on support and encouragement in challeng-
ing work tasks and allowing staff to decide the best way to solve tasks. The
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change dimension focused on encouraging staff to see problems and oppor-
tunities in new ways.

Structure-oriented leadership behaviors

The most common leadership dimension was related to the structure
dimension. The FLMs emphasized that opportunities to achieve an
expected work result were facilitated through structured planning, the aim
of which is to give staff prerequisites for their work. Their expectation
regarding staff members’ work task was that they should assume responsi-
bility for giving all residents opportunities for outdoor visits and activities.
Their expectation regarding staff members’ work task was that they should
assume responsibility for giving all residents opportunities for outdoor vis-
its and activities. The importance of opportunities for outdoor visits are
confirmed in a study of Dahlkvist et al. (2020) where residents themselves
described that lacked possibilities to go outdoors may lead to disappoint-
ment and reduced well-being. The need for stimulus through outdoor
activities is also in line with the result in another recent study where staff
working in RCFs indicated that lack of possibilities may result in residents’
restlessness, boredom and a wish to leave (Lee et al., 2021). Previous stud-
ies have also shown that exposure and visits to gardens containing a great
deal of greenery may counteract fatigue and boredom, mitigate stress, pro-
mote health and offer restorative effects for residents (Dahlkvist et al.,
2016; Rappe et al., 2006; Gonzales & Kirkewold, 2015). The managers’ clar-
ifications of expectations concerning staff members’ work duties may result
in the positive benefits of outdoor visits being utilized in a better way.
Nevertheless, if the managers’ control is too strong, staff members’ ability
to take the initiative themselves and come up with solutions may be
impeded, leading to poorer goal fulfillment. Nyberg (2009) identified
important aspects of health-promoting leadership: being considerate toward
staff, delegating responsibility, socializing to build relations (relation-ori-
ented leadership behaviors), and, if necessary, complementing with struc-
ture-oriented leadership, especially in stressful work situations. This is in
line with Karasek and Theorell (1990) demand-control-support model,
which posits that high levels of demand combined with possibilities for
decisions and social support may result in a stimulating and challenging
work situation associated with low risk of both ill health and decreased
well-being. Given the problem complex that exists, using the structure
dimension may sometimes be justified to a moderate degree; otherwise,
there is a risk that opportunities for health-promoting visits to the garden
for residents will not be realized.
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Some of the FLMs also illuminated the staff members’ duty to use the
garden based on politician decisions and the regulations in the Swedish
Fundamental National Values (SOU, 2008). This leadership behavior may
be positive, as it focuses on following the regulations required to meet the
specific aims of a work task (Aarons, 2006). Active communication between
managers and staff is necessary to create an understanding of and know-
ledge about the regulations and values that concern residents’ rights.
However, not using any documented policy, routine or responsibility that
specifically deals with how they should work with the garden other than
their own goals for staff at the workplace emerged as well. This implies a
form of leadership that disregards the regulations required for care of older
people living in RCFs, as the manager avoids giving directions and making
decisions, leaving the staff to deal with such situations on their own.
Moreover, the regulations are not used to motivate staff to take residents
outdoors and into the garden. This behavior characterizes a passive, laissez
faire leadership style, which entails the absence of constructive leadership
(Kaluza et al., 2020). Lack of directions and decisions may result in con-
flicting expectations regarding who is responsible for the task. Once again,
the need for a balanced moderate level of structure-oriented leadership
behaviors to support use of gardens is stressed.

Relation-oriented leadership behaviors

Nearly all of the FLMs used the leadership dimension of relation. They
talked about how to support staff by giving them necessary prerequisites
and free hands in their use of the garden. How to give them responsibility
and trust in the challenging work of calming residents with anxiety, as well
as about how they encourage staff to utilize the garden for their own recov-
ery during breaks. The association between relational leadership behavior
and various staff health outcomes has strong empirical support (Kuoppala
et al., 2008; Skakon et al., 2010). Hence, based on these systematic reviews
and meta-analyses, the prerequisites for job satisfaction and health among
staff may increase if the manager practices leadership behaviors corre-
sponding with the relational leadership dimension. Improving staff mem-
bers’ health, i.e., promoting greater well-being, may in turn increase the
likelihood that staff will contribute to promoting residents’ well-being.
Kouzes and Posner (2003) described the need for managers to foster collab-
oration by building mutual trust and supporting employees in performing
work tasks on their own, thus allowing them to realize their full potential.
In line with this, Josefsson et al. (2011) found that managers who give
opportunities for intellectually stimulating work, combined with freedom
and a sense of independence, are important for nursing staff. Thus,
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support, encouragement and confidence in staff members’ ability to per-
form work tasks can help them grow in their own professional role, thus
providing a better workplace with a high degree of goal fulfillment for resi-
dents. In addition, the present results also indicate the need for pro-
nounced relation-oriented leadership behaviors.

Change-oriented leadership behaviors

Practically all 12 FLMs used the leadership dimension of change. They
mentioned regularly encouraging staff to see problems and opportunities
in new ways. For instance, they talked about the garden as a calming,
stimulating and health-promoting resource, to be used instead of medica-
tions for residents with anxiety, for those in need of activities and for
stimulation of the senses and memories. These findings may be under-
stood in relation to a study by Detweiler et al. (2008), who found that
residents with dementia who spent more time outdoors and participated
in activities showed less aggression, verbal agitation, improved sleep and
reduced need for behavioral medications. In the study of Dahlkvist et al.
(2020) it was also shown that activities such as conversations about the
garden e.g. flowers and pets, may stimulate residents’ senses and evoke
memories from the past.
According to Arvonen (2002) and Ekvall and Arvonen (1991), a manager

who uses the leadership dimension of change begins development projects
by communicating goals and visions and encouraging staff through discus-
sions of new ideas and suggestions. However, in the present study, the
managers’ expectations concerning staff members’ implementation of work
tasks may be associated with challenges. Previous studies have revealed
many prerequisites that must be fulfilled before residents can go outdoors
in gardens at RCFs. Important aspects here are residents’ own physical pre-
conditions, their dependence on staff members’ attitudes and willingness to
assist them in outdoor visits and weather conditions (Kearney &
Winterbottom, 2006; Shu Lin et al., 2018). Furthermore, design characteris-
tics marked by poor coordination between interior and exterior spaces—
e.g., long corridors and stairs as well as obstacles in the garden, such as
uneven ground that increases fall risks—may clearly reduce the garden’s
accessibility and utilization (Dahlkvist et al., 2014). Given the problem
complex that exists, and because a garden is always growing and changing,
the leadership dimension of change may be justified. FLMs who communi-
cate goals and visions and who discuss new ideas with staff may succeed in
making the garden more accessible, well adapted and restorative for users.
However, some change-related goals are more costly (e.g., long corridors
and stairs). Such goals must be realized in the long run and require the
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support of higher-level managers and politicians. Some other goals are less
costly, e.g., providing greenery and flowers for multisensory stimulation,
and can therefore be realized in the short term. This indicates the need for
pronounced change-oriented leadership behaviors to support the use
of gardens.
Previous research has examined whether there are any differences

between females and males concerning leadership. Stereotypical characteris-
tics attributed to male and female managers are proposed e.g. Hoyt et al.
(2009). At the same time, the majority of studies conclude that there are
no significant differences in the leadership behavior when it comes to
females and males (Andersen & Hansson, 2011; Powell, 1990; Yukl, 2009).
In this study, where only female managers are included, we assume based
on the conclusion in above mentioned studies that there would have been
no significant differences in leadership behaviors between the sexes if male
managers would have been interviewed in an equal setting. This assump-
tion needs to be studied and validated in further studies. Further, the skew-
ness in this study is influenced by the overall skewness in Swedish labor
market, i.e. there are significantly more female FLMs working at RCFs
in Sweden.
In sum, the present results indicate that all three leadership dimensions

were used by the FLMs, to different degrees, to support use of the garden
at the studied RCFs. This is in line with earlier studies showing the need to
practice the relation, structure and change dimensions when working with
leadership (Ekvall & Arvonen, 1991; Larsson & Vinberg, 2010).

Limitations and future suggestions

One of the study’s limitations is the convenience sample. About half of the
FLMs we approached agreed to participate, of which all were women. The
sex and gender aspect was never included in the present study, consequen-
tially this might be a limitation. At the same time studies shows no signifi-
cant differences in leadership behavior between male and female managers
which reduces the implication of this limitation.
It may also be that the participated managers had a more positive atti-

tude toward using gardens and, thus, more positive and similar leadership
behavior. Further, we only studied the leadership behaviors of managers,
leaving out how staff members perceived the leadership. Future research
would benefit from evaluating leadership behaviors in human care and the
use of gardens quantitatively, including male managers for validation.
Further, evaluating a larger sample of other staffs’ perceived leadership
quantitatively is recommended.
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Conclusion

All three leadership behavior dimensions are identified as being important to
the FLMs’ goals for utilizing the garden at the RCF where they work. The
specific leadership behavior profile found to increase garden visits includes a
more pronounced relation- and change-oriented kind of leadership supported
by moderate structural leadership behaviors. The highlighted behaviors are
formal planning, goals, visions and routines as well as manager support and
encouragement to provide conditions that enable staff to assume responsibil-
ity and take initiatives for garden use. The present results indicate that the
managers view gardens as health promoting for both residents and staff and
consider gardens to be a resource that can strengthen and develop staff-resi-
dent relationships. The results also suggest that different leadership behaviors
can have different implications. If the managers’ approach is top-down and
their control too strong, this may impede staff members’ ability to take the
initiative on their own. The reverse situation, where staff have completely
free hands in their professional practice, may cause them to choose their
own ways, which may deviate from established goals. Managers may succeed
in their leadership by being themselves, but also by using different leadership
behaviors based on the demands, actual situation and contextual circumstan-
ces. The staff may need support, encouragement, knowledge and guidance to
feel inspired about the value of outdoor visits, as well as to accept the chal-
lenge of assisting residents who want to go outside regularly. The leadership
behavior profile identified could be used as an inspiration for other manag-
ers interested in increasing use of the garden at the RCF for older people
where they work. The results could also be presented at leadership develop-
ment courses for managers and university students in, e.g., nursing pro-
grams. We believe that our findings are important as well as useful
knowledge to support recruitment and training of managers in processes of
implementing and utilizing gardens in RCFs in both Sweden and
internationally.
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