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Objective. To characterize leadership definitions, competencies, and assessment methods used in
pharmacy education, based on a systematic review of the literature.

Findings. After undergoing title, abstract, and full-text review, 44 (10%) of 441 articles identified in
the initial search were included in this report. Leadership or an aspect of leadership was defined in 37
(84%) articles, and specific leadership competencies were listed or described in 40 (91%) articles. The
most common definitions of leadership involved motivating others toward the achievement of a
specific goal and leading organizational change. Definitions of leadership in some articles required
that individuals hold a formal leadership position whereas others did not. Only two leadership com-
petencies were related to specific areas of knowledge. Most of the competencies identified were
interpersonal and self-management skills. In terms of assessment, only one (2.3%) article assessed
leadership effectiveness, and none assessed leadership development. Of the remaining 24 (55%)
articles that included some type of assessment, most involved behavioral-based tools assessing indi-
vidual attributes conceptually related to leadership (eg, strengths, emotional intelligence), or self-
assessments regarding whether learning objectives in a leadership course had been met.

Summary. Definitions for leadership in pharmacy varied considerably, as did leadership competen-
cies. Most conceptualizations of leadership resembled a combination of established approaches rather
than being grounded in a specific theory. If leadership development is to remain a focus within
accreditation standards for Doctor of Pharmacy education, a consistent framework for operationalizing

it is needed.

Keywords: pharmacy, leadership, affective domain, assessment

INTRODUCTION

Leadership is a highly desired attribute among
pharmacists, and some have suggested it should be con-
sidered a professional obligation.' Recognizing its
importance among Doctor of Pharmacy (PharmD) grad-
uates, leadership is listed as a key element in Standard 4 of
the 2016 Accreditation Council for Pharmacy Education
(ACPE) standards (“Standards 2016”).? Specifically,
Standard 4.2 requires that graduates be “able to demon-
strate responsibility for creating and achieving shared
goals, regardless of position.” Although examples of co-
curricular experiences intended to support Standard 4 are
provided in the accompanying ACPE accreditation
guidance document, no recommendations exist for how to
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operationalize leadership development, including how to
define, measure, or assess it.>

A cursory review of the literature suggests that def-
initions of leadership in pharmacy vary considerably, as
do expectations regarding the knowledge, skills, abilities,
and other characteristics to be demonstrated by pharmacy
leaders. Additionally, no consensus exists regarding how
leadership should be measured and assessed, adding sig-
nificant ambiguity to how schools of pharmacy should be
evaluated on their ability to meet Standard 4.2. In fact,
based on some conceptualizations of leadership, such as
the trait-based approach (eg, leadership as a reflection of
individual traits such as cognitive ability and motiva-
tion),* schools could argue that students with such attri-
butes are sought out during the admissions process and no
further efforts to develop leadership are necessary. Ex-
pectedly, the extent to which leadership has become in-
tegrated into the PharmD curriculum varies. Indeed,
many of the reports in the literature have consisted of
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extracurricular strategies (eg, involvement in pro-
fessional organizations, medical mission trips) or elective
didactic experiences, suggesting that leadership devel-
opment may still be mostly limited to those students who
already demonstrate a proclivity for leadership.”™

Recent efforts have been made to advance our un-
derstanding of leadership in pharmacy via use of the
Delphi method.'®!" The Delphi method consists of a se-
ries of structured surveys or interviews in which a panel of
subject matter experts is guided to consensus by an ex-
ternal mediator. A 26-member Delphi approach was used
to identify a set of guiding principles and associated
competencies for student leadership development.'®!!
Members of the panel were leadership instructors selected
on the basis of attending sessions on leadership devel-
opment at American Association of Colleges of Pharmacy
(AACP) meetings, membership in the investigators’
professional network, and the results of a query of the
AACP member database. Participants were guided
through three rounds of surveys, resulting in the identi-
fication of 12 guiding principles and 11 competencies
(four related to knowledge, two related to personal lead-
ership commitments, and five related to leadership
skills).'>"" A major advantage of the Delphi method is
that it encourages dialogue in a confidential and blinded
fashion so that the discussion is not dominated by one or
more voices.'? However, disadvantages include a lack of
standardization (eg, size and composition of the panel,
process for selecting panel members) and concerns re-
garding its validity and reliability."?

The purpose of our research was to complement
existing efforts to conceptualize leadership in pharmacy
by performing a systematic review of the literature. The
primary advantage of this approach is that the totality of
scholarship on a topic can be reviewed and evaluated in a
systematic way, including perspectives that may be un-
derrepresented in an expert panel. Another advantage is
that a systematic review can characterize changes in a
construct over time,'* which may be particularly impor-
tant given the evolution of leadership theories over the last
century.15

Using this structured approach, we hoped to ac-
complish three aims. Our first aim was to compare defi-
nitions for pharmacy leadership, including whether they
differed from established leadership theories. The second
was to characterize the knowledge, skills, abilities, and
other characteristics (ie, competencies) expected of
pharmacy leaders, which is essential to the development
of instructional strategies. Although use of the term
competency in reference to leadership remains contro-
versial in personnel psychology because of the lack of a
consensus deﬁnition,“’ we selected it to be consistent with
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Standards 2016 and prior research in pharmacy educa-
tion.'® Finally, we hoped to identify instruments for
assessing leadership effectiveness or development, which
could be used by schools of pharmacy to evaluate their
leadership development efforts. For this latter purpose,
we did not differentiate between assessments of leader-
ship effectiveness vs emergence, terms which refer to an
individual’s effects on group performance vs his or her
ability to rise to the top in an organization, respectively.'”

Methods

A literature search was conducted using PubMed and
SCOPUS to find English-language articles containing the
terms “pharmacy,” “student,” and “leadership.” Two of
the authors completed title and abstract reviews, and a
third author served as tie-breaker for each round. We
determined a priori that agreement of <80% during any
phase would prompt clarification of review criteria and
the process would be repeated. Interrater agreement for
the title and abstract screens was calculated using Cohen’s
kappa. All three team members participated in the full-
text screen, and exclusion of any additional articles re-
quired group consensus.

Articles were included in the title screen if any ref-
erence was made to “leadership” and “pharmacy” in the
title of the article or the journal in which it was published
(eg, an article having been published in the American
Journal of Pharmaceutical Education would satisfy the
“pharmacy” criterion; thus, the title only needed to refer
to “leadership” for the article to be included in the study).
During the abstract screen, articles were included if they
referred to “education” or “training” and at least one of the
following pertaining to leadership: definitions, compe-
tencies, or assessments. Any articles without an abstract
were forced into the full-text screen.

During the full-text screen, an article was excluded if
it did not provide a definition or conceptualization of
leadership, or if upon more detailed analysis, the article
did not relate to education or training. The constructs of
interest for this study (ie, definitions, competencies, and
assessment methods) were also collected during the full-
text screen. Given a paucity of methods for assessing
leadership effectiveness or development in the full-text
screen, data collection was expanded to include any as-
sessments related to leadership, including self-reported
leadership perceptions and domains conceptually related
to leadership (eg, emotional intelligence).

Following data collection, leadership definitions,
competencies, and assessment methods were categorized
according to construct similarity based on group con-
sensus (eg, “embracing adversity” and “taking on chal-
lenges” were considered similar and thus were grouped
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together as “perseverance”). Leadership assessment
methods were further analyzed to determine whether
validated instruments were used.

Results

Five hundred thirty-one abstracts were identified in
the initial search. Of these, 90 duplicates were removed,
leaving 441 abstracts for the title screen. During this phase,
the screening authors agreed on 419 of 441 titles (95.0%
agreement, k=0.80, p<<.001), and the remaining 22 titles
were reconciled by the third author. Three hundred se-
venty-six articles were deemed irrelevant to the study
during the title screen, leaving 65 articles for the abstract
screen. Agreement by the screening authors was achieved
on 55 of 65 abstracts (84.6% agreement, k =0.49, p<<.001),
and after reconciliation by the third author, an additional 12
abstracts were excluded. Of the remaining 53 articles that
underwent a full-text screen, nine were excluded based on
group consensus, leaving 44 articles for data extraction and
analysis. These included 15 descriptions of a leadership
course or program, 10 surveys, nine commentaries, three
Delphi panels, three qualitative studies, three multimethod
studies, and a single literature review. Many of the
descriptive studies incorporated surveys (eg, pre- and post-

course evaluations), but assessments of leadership per-
ceptions or effectiveness were not their primary focus. A
summary of the search strategy using the PRISMA
framework is depicted in Figure 1."®

Eight definitions of leadership were extracted during
the analysis (Table 1). The most common definition in-
volved influencing, motivating, enabling, or empowering
others, often to achieve a specific goal (11 articles). Two
other definitions were commonly cited: the leader as an
agent of change (nine articles) and the leader as an indi-
vidual who receives external recognition for leadership,
eg, serving in a formal position, receiving an award (nine
articles). Some articles defined leadership in terms of the
position held (eg, president),'”*® whereas others in-
dicated that any position was sufficient, including in-
volvement on a committee or task force. Demonstrating
leadership without a formal title or position was the fourth
most common definition (six articles); “big I” versus
“little 1” leadership was a common framework used to
distinguish between individuals with formal leadership
roles and those who lead informally.®' Less commonly
identified definitions are provided in Table 1.

Sixteen leadership competencies were extracted
from the literature (Table 2). We classified each

—
Recordsicantiiiad tirough Additional records identified
database searching SCOPUS, Shesiieh othar sourcas
g PubMed e =0
= (n=531) on 02/26/2018 B
]
§ ! !
L
=2
Records after duplicates removed
(n=441)
l Records excluded for
) irrelevance to leadership and
Titles screened > pharmacy
0 (n=441) (n = 376)
o )
£ l
2 Records excluded for
v Abstracts screened irrelevance to education, or
(n=65) lack of leadership definitions,
competencies, or assessments
(n=12)
— v
= Records excluded for
B y : irrelevance to education, or
& Full te:ﬁ ‘::rbtiﬁes(’:isg;?ed for 1 lack of leadership definitions,
w 8 A= competencies, or assessments
(n=9)
— !
8
= Studies included in quantitative
E and qualitative synthesis (n = 44)
~_J

Figure 1. Preferred Reporting Items for Systematic Reviews and Meta-Analyses (PRISMA) Statement Flow Diagram for Search

Methods
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Table 1. Terms Used in Published, Peer-Reviewed Articles to Define Leaders or Leadership in Pharmacy?®

References References Cited in
A leader is an individual who. .. Found, No. this Article
Influences, motivates, enables, or empowers other people, 11 1.7.9.10.25.32.33.47-50
often in the achievement of a specific goal.
Acts as an agent of change. 9 6,11,34,51-56
Receives external recognition for leadership, such as 9 5.19.20,57.58.59(p).60-62
serving in a position or receiving an award.
Does not need a title or position to demonstrate leadership. 6 6.21.51,59.63.64
Provides a vision for others to follow. 4 6.36.60.65
Serves followers. 4 7.64-66
Improves medication use and patient care. 3 19,51
Leads by example. 2 8,64

 Articles may have been counted multiple times if multiple definitions were used in the article

competency as an area of knowledge, skill or ability, or
other characteristic, based on the framework commonly
used in personnel psychology and in accordance with
prior leadership research.?>** Knowledge refers to tech-
nical expertise whereas skills and abilities refer to the
capacity to perform tasks. Other characteristics include
motivations, attitudes, values, interests, and personality
traits.*

Knowledge of leadership characteristics (including
distinctions between leadership and management) and
knowledge of the pharmacy profession were the only two
areas of technical expertise identified in our analysis. Of
the 10 skills and abilities identified, the most common
was self-regulation (26 references), or the ability to
monitor, reflect upon, and adapt one’s attitudes and be-
haviors in response to demands (Figure 2). Persuasion, or
the ability to influence the thoughts and/or behaviors of
others, and strategic planning, an ability to articulate a
vision and develop and/or support strategies for accom-
plishing it, were also common (19 and 17 references,
respectively).

Four other characteristics were extracted from the
literature. Team and service orientations were mentioned
in similar frequencies (nine and eight references, re-
spectively), and a learning orientation was found in four
references. An ethical orientation, or the tendency to actin
accordance with a set of moral and/or ethical standards,
was found in only one reference.

Leadership Assessments.

As described previously, we expanded our criteria to
include any instruments related to leadership, including
self-reported leadership perceptions and assessments of
conceptually related domains. We identified nine such
methods, four of which (44%) were validated by prior
research (Table 3). The most frequently used method was
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students’ self-reported achievement of learning objec-
tives for a leadership course or program (nine references).
Another common method (six references) was Clifton-
Strengths (formerly known as StrengthsFinder or
StrengthsQuest, Gallup; Washington, DC), a validated
instrument for identifying themes of talent upon which
leadership and other skills can be built.>* Most references
evaluated leadership perceptions rather than competen-
cies. Only one study evaluated leadership effectiveness;
however, because of its cross-sectional design, leadership
development (ie, a change in effectiveness over time) was
not ascertained.*’

Discussion

Despite a growing emphasis on leadership develop-
ment in pharmacy, the results of this systematic review
indicate that little consensus has been achieved on the
definition of leadership in the profession. A similar lack of
agreement was observed with regard to leadership com-
petencies, providing little guidance to schools of phar-
macy on how leaders should be developed. Not
surprisingly, few validated instruments have been iden-
tified to measure leadership among pharmacy pro-
fessionals. The implications of each of these findings and
the challenges they pose for operationalizing leadership
development in pharmacy education are discussed in
further detail below.

The most common conceptualization of leadership
revealed in this analysis was an individual who in-
fluences or motivates others, often in the achievement
of a specific goal. However, this definition was still
only used in a quarter of articles, suggesting that con-
siderable disagreement exists. Perhaps the most notable
discrepancy in our findings was the use of formal titles
or positions to define leadership (seven of the nine
references in which leadership was defined by external
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Leadership characteristics

Knowledge {

-

Pharmacy profession
Social insight
Communication
Perserverance
Negotiation

Skills and Persuasion
abilities Strategic planning
Relationship-building
Self-regulation

Decision-making

Personnel mangement
Service orientation
Other Team orientation

characteristics Learning orientation

Ethical orientation

Number of References Found

Figure 2. Bar Chart Depicting the Frequency of Pharmacy Leadership Competencies as Described in the Literature and Included in

This Analysis

recognition), and the assertion in others (six articles)
that a formal title or position was not necessary for
leadership. Given that the remaining definitions of
leadership involved performing specific tasks, defining
leadership as the attainment of a title or position (or
using it as an inclusion criterion for a study) likely

restricts the range of competencies that can be captured.
Indeed, with perhaps the exception of personnel man-
agement, none of the attributes we identified would
require that an individual hold a position of leadership,
which is consistent with at least one aspect of Standard
4.2.

Table 3. Methods for Assessing Leadership in Published, Peer-Reviewed Articles

References References Cited
Assessment Method Validated Found, No. in this Article
Self-reported achievement of leadership course No 9 9:21,48,50,53,54,61,68,69
or program objectives
Identification of talents (ie, strengths) using Yes 6 5:6:49,67,72,73
Gallup’s CliftonStrengths instrument®
Assessment of emotional intelligence using the Yes 2 33.34
Emotionally Intelligent Leadership for
Student Inventory (EILI) or Emotional
Quotient Inventory
Responses to a survey item on the value of No 2 32,55
leadership
Self-reported participation in a leadership No 2 2062
position
Assessment of leadership perceptions Yes 1 o
according to the Leadership Attitudes and
Beliefs Scale
Responses to structured interviews followed by No 1 60
thematic analysis
Use of a continuing professional development No 1 3
(CPD) tool
Assessment of situational leadership style using Yes 1 =

the LEAD-Self instrument

2 Different names have been used for this instrument over time (eg, StrengthsFinder)
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One of our aims was to compare conceptualizations
of leadership in pharmacy to established leadership the-
ories. With the exception of definitions that involved
medication use and patient care (6.8% of articles ana-
lyzed), most resembled a blend of existing leadership
frameworks but few were grounded in a specific theory.
Many of the conceptualizations most closely resembled
transformational leadership, which is characterized by
understanding followers’ motivations and empowering
them to achieve an aspirational goal.*® Transformational
leadership is one of the most popular contemporary
approaches to leadership, likely because of its charac-
terization of leadership as a process, its emphasis on
leader-follower relationships, and its association with
positive work-related outcomes for both individuals (eg,
job attitudes) and organizations (eg, performance).'>-*%%’
We did not find any specific references to the four-factor
model of transformational leadership originally articu-
lated by Bass and Avolio (ie, idealized influence, in-
spirational motivation, intellectual stimulation, and
individualized consideration), but other transformational
approaches were evident in the reports we reviewed, such
as the practices of exemplary leadership proposed by
Kouzes and Posner. 26

Although charisma (often used interchangeably with
“idealized influence”) is considered a fundamental fea-
ture of transformational leadership, it was not mentioned
in any of the articles we analyzed. This finding was con-
sistent with an overall lack of focus on the role that in-
dividual traits (eg, personality, cognitive ability) can play
in leadership effectiveness, a point we discuss in further
detail later in the manuscript. The need for charisma is one
of the most commonly cited drawbacks of the trans-
formational approach, as it implies that leadership is less
accessible to individuals who lack it.*® Defining leader-
ship according to the transformational approach also
presents a challenge to the idea of leadership as a pro-
fessional obligation, which may also explain the absence
of'a focus on charisma (among other traits) in the articles
we reviewed in this analysis.

Transformational leadership may also be partially
reflected in definitions that referred to serving as an agent
of change, a term popularized in John Kotter’s book on
business leadership, Leading Change.” Kotter’s eight-
step process for leading change borrows from a variety of
established leadership and motivational theories, in-
cluding leader-member exchange (“build the guiding
coalition”) and goal theory (“generate short-term wins”).
Although Kotter’s change framework was originally ap-
plied to business leadership, it has since been used in a
variety of organizations, likely because of its greater
practicality compared to some of the leadership theories
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upon which it is based. The latter may also explain the
relatively high number of references to change leadership
in our analysis.

Other established models of leadership observed in
our analysis included servant leadership and authentic
leadership. Service was mentioned in only four articles
(9.1%), but this may reflect an expectation that all phar-
macy professionals, and not just leaders, heed a call to
service (as reflected in the Oath of a Pharmacist). Con-
sequently, service may not be an appropriate metric of
leadership in pharmacy, especially as quantifying acts of
service (eg, number of health fairs attended) may not re-
flect underlying constructs of interest (eg, altruism).
Leading by example was mentioned in two articles and
represents an important component of authentic leader-
ship in which leaders connect with their followers through
mutual trust."

As we alluded to previously, an aspect of leadership
that was notably absent in our analysis was the role of
individual traits and, in particular, personality. Early trait-
based approaches to leadership were largely abandoned in
favor of situational and contextual models but have
gained renewed interest as our taxonomical un-
derstanding of personality has improved.'>° Based on
the five-factor model of personality, meta-analytic re-
search has suggested at least a moderate correlation be-
tween personality and leadership (r=0.48), with
extraversion being the trait that best predicts leadership
emergence and effectiveness across studies.’® These
findings have important implications for the operation-
alization of leadership development in pharmacy, and
they raise questions as to whether leadership should be
considered a professional obligation of all graduates. In-
stead, there may be specific competencies (which are
often but not exclusively attributed to leaders) that should
serve as targets of development efforts at schools of
pharmacy.

In terms of the competencies identified in this anal-
ysis, only two were specific areas of knowledge: knowl-
edge of leadership characteristics and of the pharmacy
profession (eg, history, societal mission). Knowledge of
leadership characteristics was also identified as a com-
petency in prior work and was defined as being able to
describe the skills, behaviors, and styles of effective
leaders.'® However, given the varying and sometimes
discrepant conceptualizations of leadership (including
those identified in our own analysis), it is unclear how
learners should be held accountable for this. An alterna-
tive approach could be to encourage students to critically
appraise various leadership frameworks and examine the
evidence (or lack thereof) connecting certain attributes to
leadership effectiveness, and how these are influenced by
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factors such as culture (eg, Eastern vs Western perspec-
tives) and organizational context. For instructors in-
terested in such a strategy, a set of guiding principles was
recently published.®!

Although knowledge of the pharmacy profession was
also identified as a key area of expertise, little additional
detail was typically provided. Indeed, the relationship be-
tween an interest in pharmacy history and leadership was
the subject of only one cross-sectional survey.>> Con-
versely, most leadership frameworks place a focus on un-
derstanding organizational culture,'® and perhaps leaders
in pharmacy must understand both their own organization
as well as the profession in which it operates.

Most of the competencies (62.5%) we identified
were skills and abilities, which we believe adds consid-
erable value to the literature on leadership in pharmacy.
Only a handful of skills have been identified in prior re-
search, and some of these may be challenging to teach and
assess in the earlier parts of the pharmacy curriculum.'*'!
For example, “collaborate with others” is an important
competency to expect of pharmacy graduates, but it re-
quires that learners demonstrate an array of fundamental
interpersonal skills, including social insight, relationship-
building, and communication. Consequently, we believe
that the additional specificity provided in this analysis
complements existing work by identifying areas that
could serve as targets of further instruction.

In terms of interpersonal skills, social insight was
most commonly referred to as emotional intelligence, and
several instruments were used to measure this skill.**~?
Although Standards 2016 allude to social and emotional
learning (SEL) (eg, self-awareness), the emphasis placed
on higher-order constructs such as professionalism, patient
advocacy, and cultural sensitivity implies that students are
expected to have already developed many foundational
SEL skills (eg, self-efficacy, empathy, appreciation for
diversity) prior to enrolling in pharmacy school. However,
exposure to SEL training varies considerably in primary
and secondary educational settings despite evidence that it
improves problem-solving and decision-making skills, and
increases prosocial behavior.>® Variability in the devel-
opment of SEL skills may therefore explain why social
insight was seen as a distinguishing feature of leaders and
may represent a potential target for training.

Relationship-building was often mentioned in the
context of professional networking, but an emphasis was
placed on both the quantity and quality of relationships,
and how the latter helps leaders achieve organizational
goals. The fact that strong communication skills were
seen as a distinguishing feature of leaders was un-
surprising, but these were not restricted to a specific
medium. Indeed, leaders were seen as individuals who
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demonstrated skill in both speaking and written
communications.

Two specific types of communication identified in
our analysis were persuasion and negotiation, a finding
consistent with transformational approaches to leader-
ship. Although the two are conceptually related, negoti-
ation typically involves compromise solutions that may
benefit and harm all parties involved. Given the growing
emphasis on shared decision-making among the members
of interprofessional teams and between teams and pa-
tients, negotiating skills may represent an area from
which all trainees could benefit. Coursework in commu-
nication has been shown to improve negotiating skills and
shared decision-making in other health disciplines, and
could represent an area of opportunity in pharmacy
education.’”

In addition to an emphasis on interpersonal relation-
ships, another common theme to emerge from our analysis
was self-management, reflected in the competencies of
self-regulation, perseverance, and decision-making. In
particular, self-regulation skills were alluded to in 26 ref-
erences (59.1%). Self-awareness is a key element of
Standard 4, and reflective learning has been posited as a
strategy for promoting personal and professional
growth.? Similar to the ambiguity encountered in clinical
practice, reflective learning may also help leaders deal with
the uncertainties of organizational leadership.*®

Reflective learning has also been posited as a strategy
for building perseverance (sometimes referred to as resil-
ience or “grit”), which was another competency identified
in our analysis. We categorized perseverance as an ability
rather than a trait based on research suggesting that it can be
developed over time.*” Importantly, most of the research
supporting this assertion is derived from children and ad-
olescents, and studies in pharmacy education have failed to
show a consistent relationship with academic perfor-
mance.”® Conversely, these findings could also reflect a
ceiling effect caused by the many barriers to professional
school that may eliminate individuals with lower levels of
perseverance. To our knowledge, no studies have com-
pared the relative level of resilience or grit among student
pharmacists to the general population, and studies in other
health disciplines have yielded mixed results.**** It is
therefore unclear whether opportunities exist to further
improve this attribute among pharmacy trainees. A more
detailed discussion of resiliency and grit among health
professional students has been published previously within
the Journal >

Decision-making reflects skills in both critical
thinking and judgement, and a clear distinction between
these two attributes was not apparent in the literature we
analyzed. Formal strategies such as strengths, weaknesses,
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opportunities, and threats (SWOT) analyses may assist
students in learning how to identify key considerations
when making decisions. Because few decisions facing
leaders (or clinicians) are zero-sum, emphasis should also
be placed on helping students deal with uncertainty and
managing the consequences (both beneficial and adverse)
of their decisions. Such strategies would also assist stu-
dents in developing strategic planning skills, which was
also a common theme in our analysis. Although efforts to
grow strategic planning skills were usually limited to
envisioning exercises, combining these with training in
decision-making may help students understand how ideas
can be translated into actionable initiatives.

Finally, only one of the competencies in our analysis
resembled an attribute mostly associated with positional
leadership, which we broadly labeled as personnel man-
agement. We used this label to refer to one’s ability to
align individuals with the roles for which they are best
suited based on an assessment of their attributes (eg,
strengths and weaknesses). Although the power to make
this type of decision is usually limited to positional
leaders, aligning team members with the roles to which
they are best suited could also be accomplished by in-
formal leaders. Doing so would require several of the
skills mentioned previously (eg, social insight).

The lack of assessments for gauging leadership is one
of the most important findings of this research, and it has
important implications for schools of pharmacy given the
emphasis on leadership in Standards 2016. If students are
expected to demonstrate leadership upon graduation and
few instruments exist for measuring it, how programs can
be held accountable for meeting Standard 4 is unclear.

A lack of leadership instruments may reflect ambi-
guity in leadership definitions and the competencies that
should be expected of pharmacy leaders. Because many
of the conceptualizations of leadership in pharmacy al-
ready resemble established paradigms and few compe-
tencies were unique to pharmacy, time may be better
spent adapting existing tools. Similar efforts have been
successful with other affective domains, such as the ad-
aptation of the Jefferson Scale of Empathy for use with
student pharmacists.*> Conversely, if a pharmacy-centric
instrument is desired, a collection of best practices for
developing valid and reliable assessments of leadership
has been published.**

Importantly, efforts to identify instruments for
assessing leadership should clarify whether the intent is to
measure leadership emergence or effectiveness. Leader-
ship emergence measures the ability for an individual to
rise to the top of an organization but does not necessarily
correlate with leadership effectiveness (ie, the leader’s
impact on organizational performance). Moreover, al-
though emergence can be shaped by many of the com-
petencies identified in this analysis, it is also subject to
influence by organizational politics and reputation man-
agement rather than leadership skill.>° Conversely, lead-
ership effectiveness is more challenging to assess, as
fewer opportunities exist to measure it given the relatively
brief duration of pharmacy school and limited opportu-
nities to serve in a leadership capacity.

We identified a number of gaps and opportunities for
future research (Table 4). Several gaps have been dis-
cussed in detail above, such as the use of leadership self-
perceptions as a surrogate for leader effectiveness and the

Table 4. Gaps Identified in the Literature Regarding Leadership in Pharmacy and Opportunities for Future Research

Gap in Research

Examples

Opportunity for Future Research

Lack of original research or synthesis of
existing work (ie, commentary only)

Leadership development strategies are
described but not subjected to statistical
analysis

Research findings are based primarily on
retrospective observations or correlations

Research focuses on an isolated aspect of
leadership (eg, emotional intelligence)

Research does not describe the validity of
instruments used or uses unvalidated
instruments

Research focuses on perceptions of leadership
(eg, self-report, peer-evaluation) rather than
measurements of organizational performance

67-69,71,74

1,35,47,56,57,63-66,70

5,7-11,19-21,33,48-51,54,55,58,60-62,

6,32-34,53,59,60,62,72,73

32-34,49,62,72,73

25,33,49,60,72,73

5,6,10,19-21,25,32,55,58-60,74

Emphasize and incentivize original leadership
research

Conduct analyses to determine the effect of
leadership development on theoretically
associated constructs

Perform studies with experimental designs or
use longitudinal designs

Connect changes in an individual leadership
domain to overall leadership effectiveness

Perform research to validate instruments, or use
instruments validated in prior research

Connect demonstration of leadership attributes
to effects on organizational performance
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assessment of individual domains rather than leadership
as a whole. The remaining gaps identified in this analysis
were methodological in nature. Most of the references we
analyzed were descriptions of leadership development
programs, but formal analyses of performance were not
conducted. Nine studies involved observational or cor-
relational analyses, a methodological limitation common
to leadership research in other areas.'>*° For studies that
assessed a specific aspect of leadership, many did not use
a validated instrument, or authors did not describe the
validity of the instrument used. Finally, many references
were editorials or commentaries on leadership; we hope
the gaps identified in this analysis will serve as an impetus
for more original research to answer these important
questions.

Recommendations.
As illustrated in this systematic review of the liter-
ature, leadership is a complex, multidimensional

construct representing a diverse set of underlying com-
petencies that differ considerably based on the approach
selected. Because these competencies vary and leadership
is at least in part determined by personality and other traits
(eg, charisma, extraversion), it may not be reasonable or
fair to suggest that leadership be a professional obligation
of all pharmacists. Furthermore, the dearth of evidence
demonstrating that leadership can be developed at schools
of pharmacy suggests it may also be an unreasonable
accreditation standard. Consequently, we recommend
that ACPE revisit its use in future versions of the stan-
dards. If leadership is to remain an expectation of all
pharmacy graduates, additional guidance should be pro-
vided regarding the desired framework, as the current
description (“creating and achieving shared goals”) only
captures a fraction of the competencies identified in this
and prior analyses. Based on the current guidance, simply
being an effective team member may be a sufficient
standard for all graduates to meet.

Several of our recommendations for the Academy
relate to leadership research. First, because few of the
competencies identified in this analysis seemed specific
to pharmacy, future research should be grounded in
established leadership theory. Most articles derived
leadership definitions and other variables from a variety
of models, making it difficult to discern whether im-
provements in specific skills or behaviors can be theo-
retically associated with the individual or organizational
outcomes observed in prior leadership research. Second,
future research should involve the assessment of leader-
ship effectiveness (eg, follower perceptions, impact on
organizational performance) and development (ie,
changes in effectiveness over time such as before and
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after an intervention). Third, validated instruments should
be used whenever available, or validation research should
be performed prior to the use of any newly developed
instruments.

A final consideration for the Academy is the role that
teams, particularly interprofessional teams, should play in
trainees’ conceptualizations of leadership. Leadership is
often taught in the context of vertical power dynamics but
a growing emphasis on team-based work has contributed
to a flattening of organizational structures across in-
dustries, and health care is no exception.'> Conversely,
despite the assertion by a number of organizations that
leadership of the interprofessional health care team
should not be limited to physicians,*>*® traditional hier-
archies remain the norm at many institutions. Conse-
quently, trainees of all health disciplines may be better
served by learning about leadership in an in-
terprofessional context rather than the vestigial hierar-
chies of the past.

The primary methodologic strength of this study is
that the authors attempted to extract all relevant literature
on leadership in pharmacy rather than approach the re-
search question with a preconceived leadership frame-
work. We believe this permitted us to capture a greater
diversity of leadership definitions, competencies, and
assessment strategies. Other methodologic strengths in-
cluded the use of multiple screeners, blinded reviews and
ratings at each stage of the process, and a high threshold of
agreement for study inclusion. Although one of the ad-
vantages of a systematic review is to identify changes
over time, such a change was not clearly discernible in our
research. We attribute this to the fact that 90% of articles
were published in the last decade. Several attempts have
been made to achieve consensus on leadership and related
competencies during this period; thus, an important fol-
low-up to this research would be to determine whether
this resulted in coalescence in the literature.

Several limitations warrant further discussion. First,
our focus on pharmacy-specific literature was intentional
but may have excluded valuable publications in other
health professions that could inform the design of in-
structional strategies in pharmacy education. Second, we
did not exclude commentaries, descriptions of leadership
courses or programs, or committee reports, which may
have led to an overrepresentation of opinions rather than
the results of rigorous investigation. We attempted to
adjust for this by restricting our analysis to peer-reviewed
manuscripts to ensure that commentary was at least
evaluated by a journal editor and/or independent re-
viewer. A third limitation was that we grouped items into
domains using a grounded theory approach in which text
within the analyzed publications served as the basis for
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each category. All three authors reviewed and reached full
agreement on the final themes; however, another set of
researchers may have generated slightly different cate-
gories. Fourth, we considered an assessment method or
instrument to be validated based on whether it had been
tested or validated in any population rather than specifi-
cally among student pharmacists. This more lenient def-
inition of validity may lead to misclassification bias, as
the instruments we considered to be valid may not have
been tested in a sample representative of the target pop-
ulation. A final limitation of our research is that we re-
ported the frequency with which each construct was
mentioned, ie, the number of publications in which it was
found. Having done so may lead readers to the mis-
interpretation that more frequently mentioned definitions
or competences are more important than those receiving
less attention in the literature. This is further compounded
by the fact that some individuals contributed to multiple
publications and, in at least one instance, multiple pub-
lications originated from the same scholarly effort.'%!!
Consequently, we caution the reader against making
judgements regarding relative value, as we chose this
straightforward, descriptive approach to limit the sub-
jective determinations of the research team.

Conclusion

Despite an emphasis on leadership in Standards
2016, considerable ambiguity exists regarding the con-
ceptualizations of leadership in pharmacy and the com-
petencies that should be expected of pharmacists upon
graduation. Furthermore, the lack of instruments for
measuring and assessing leadership make it unclear how
schools of pharmacy should operationalize leadership
development and thus be held accountable for meeting
Standard 4.2. Altogether, these findings suggest that
leadership, as currently described in Standards 2016,
should be critically re-evaluated by ACPE when de-
termining the next set of standards. Fortunately, should
leadership remain an area of emphasis in the future, many
conceptualizations of the construct in the pharmacy lit-
erature resemble established paradigms, suggesting that
existing tools and instructional strategies could be
adapted for use in pharmacy education. Studies to eval-
uate these strategies should serve as the subject of future
research.
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