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Abstract. Purpose. The study aims at revealing the role and meaning of perceived leader expectations and
beliefs in nurses’ high performance. Study design. This qualitative descriptive study included ten nurses
and two supervisors who were selected using purposive sampling technique and theirs two supervisors.
Data were collected by semi-structured interviewing and evaluated using content analysis. Findings. The
datarevealed four themes of the Pygmalion effect on nurses’ performance, and these themes represented
four consecutive steps of the pygmalion effect. These themes stated as the “Pygmalion process” were
conceptualized as 1) formation, 2) transmission, 3) perception and internalization, 4) reflection,
respectively. Leaders’ expectations about nurses’ performance and success, and their beliefs about
nurses’ abilities were found to be important for nurses. When these beliefs and expectations were
perceived by nurses, they resulted in high performance. Nurses, who perceived positive expectations
conveyed by leaders through different channels, had the tendency to respond to these expectations
with high performance. This expectation effect emerged within a four-stage process, and this process
included the emergence of the expectation which was formed before the first impression, and the steps
of a complex process transmitted through many verbal, nonverbal, formal and informal communication
channels. Research limitations. the small number of participants in the study can be considered as the
first limitation. The sample size should be increased with more participants (study groups) to develop
more comprehensive understanding with future studies. Since the data of the study is based on self-
reports, possible response bias can be considered as another potential risk, and this situation was
tried to be overcome by interviewing the head nurses as well as the nurses. Considering that positive
leader expectations can be an antecedent to different positive organizational outcomes as some other
recent studies showed, searching for the relationship of the Pygmalion effect with different outcomes
will contribute to the literature. This study conducted with the nurses examines the Pygmalion effect
of the leaders’ positive expectation. For future studies, holistic research can be carried out by choosing
healthcare employees using the expectation effect, and other versions such as Galateas and Golem. Value
of the results. This is a qualitative study on the relationship between perceived leader expectations and
beliefs in nurses’ high performance by evaluating the role of Pygmalion effect.
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Introduction

People expose to many beliefs and expectations, both from other people or themselves.
Expectations are an important trigger of human behavior, and they can influence the way to be
followed and the outcome of the behavior.

At first, the role of expectations in human life has been examined in the field of psychology, and
then social psychologists, academics and other researchers have increased their attention searching
in many work contexts. The effects of expectations on students’ and employees’ performance and
success have been attempted to be revealed. As a result of the studies conducted, the concept of
self-fulfilling prophecy has been emerged by referring to “a situation that was initially defined and
perceived as wrong, will occur by awakening a new behavior that will lead to the fulfillment of
the wrong thought” (Merton, 1948, p. 195). The theoretical foundations of self-fulfilling prophecy,
which was first used by R. K. Merton in the literature, have been based on the Thomas theorem. The
theorem states that “if a situation is perceived as real, the consequences of this situation will be the
person’s reality” (Wiley, 2003, pp. 506-507). According to the theorem, one’s perception will affect
how events will result in. In other words, people who encounter the same situation with different
perceptions, beliefs and experiences will be able to obtain different results. Starting from this current
theorem, R. K. Merton has defined the self-fulfilling prophecy as “the misperception of a situation in
the beginning will be awakening a new behavior that actually will cause the wrong thought to be
fulfilled” (Merton, 1948, p. 195).

R. K. Merton states that people’s wrong expectations will come true because people will create
their own reality by changing their behavior in order to fulfill the expectations of others (Merton,
1948). Thus, what is actually wrong will turn into truth (right). In this case, the direction of the
expectation in other words the belief will affect the direction of the behavior and the result as well. If
the perceived expectation is positive, the result will be positive, and if it is negative, it will be negative.
Based on this, the literature focuses on different types of self-fulfilling prophecy. One of them is the
Pygmalion effect, which can be described as the positive version of the self-fulfilling prophecy, which
states that the positive expectation of others (in fact, an authority figure) will result in positive results.
A study conducted by R. Rosenthal revealed that teachers’ different treatment to their students in
four dimensions caused the Pygmalion effect and developed the Four factor theory regarding the
expectation effect (Rosenthal, 1994). According to R. Rosenthal, these four factors that has been stated
to cause the Pygmalion effect are as follows: climate, input, output and feedback. Climate refers to
creating a warm and friendly atmosphere for students; input, providing opportunities for students to
develop their skills; output, providing students with opportunities to practice their skills and feedback
means providing performance-based feedback to students (Madon et al,, 2011).

In the context of management, the Pygmalion effect is expressed as the effect that the increase in
the expectations of the managers regarding the performance of their subordinates causes an increase
in the performance of the subordinates (Eden, Kinnar, 1991). Therefore, according to the “Pygmalion
effect”, the subordinate, who perceives the manager’s belief about her (his) ability, is expected to change
his behavior according to this expectation. In the literature, some processes related to how this effect
occurs have been stated. Accordingly, it is identified that the Pygmalion process typically starts with
the leader’s positive expectations, then these expectations are effectively delivered to the employees,
and it continues with the development of the employees’ self-expectations in the workplace which
results in an increase in the employee performance (Eden, 1984; White and Locke 2000).
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C.D. Sutton and R. W. Woodman state that the “Pygmalion effect” begins when a person develops
expectations about another person’s behavior, and these expectations are conveyed to the target
individual, probably unconsciously, who receives the expectations and ultimately changes her (his)
behavioraccording to these expectations (Sutton, Woodman, 1989). The other self-fulfilling prophecy
that has theoretically common background with the Pygmalion effect and represents equivalent
counterparts is the “Golem effect” (Stoicescu, Ghinea, 2013). The “Golem effect” states that negative
manager expectations will result in negative results. As a result of this effect, an inevitable decrease
is expected in the performance of the subordinates, or the level of success is obtained lower than
she (he) can reach (Reynolds, 2007). Another kind of self-fulfilling prophecy is the “Galatean effect”.
Unlike the Pygmalion and Golem effects, the “Galatea effect” considers one’s own expectations, not
someone else’s expectations. In other words, the positive result in the Galatea effect is caused not by
the expectations of the manager, but by the self-expectations of the subordinate.

Many managers tend to reflect performance expectations about their subordinates to their
subordinates (Eden, Kinnar, 1991). Therefore, the effects of Pygmalion and Galatea effects are
naturally observed together, and it is difficult to distinguish them from each other, however, the
researchers stated that the Galatea effect can also occur through different tools apart from the
manager. The results of the some studies showed that the increase in managerial expectations
towards some subordinates creates the Pygmalion effect, and the Pygmalion effect causes the
Galatea effect to be seen in some subordinates (Eden, Ravid, 1982). For this reason, it is also stated
that the Galatea effect is a part of the Pygmalion effect (Kierein, Gold, 2000). Studies on self-fulfilling
prophecy seem to have started with an experiment by R. Rosenthal and L. F. Jacobson on the effects
of teachers’ expectations on students (Rosenthal, Jacobson, 1968). As a result of the experiment, it
was revealed that one person’s expectations will affect another person’s behavior and that it will act
as a kind of self-fulfilling prophecy, primarily in the field of education, which led to a large number
of studies on this subject, and in many experimental studies, results confirming the Pygmalion effect
were obtained (Babad, 1985; Li, 2016; Reynolds, 2007).

King’s research on industrial trainees in 1971 was the first study to investigate the Pygmalion
effect outside of educational institutions (Eden et al., 2000). Based on these findings, D. Eden and
G. Ravid have looked for an answer to the following question: “If teacher expectations increase
students’ performance, canthe manager’s expectationsincrease the productivity ofthe subordinates?”
(Eden, Ravid, 1982) and confirmed the external validity of the Pygmalion effect with their research
among military staff (Eden et al., 2000). D. Eden made the first trial of the Pygmalion effect on groups
without separating subordinates as control and experimental groups (Eden, 1990).

With the findings obtained from this study, implications such as the Pygmalion leadership
approachinbusiness organizations, the use of the Pygmalion effect in the organizational development
and consultancy have started. In recent studies, it has been investigated that the relationship of the
Pygmalion effect not only with performance but also with different positive organizational outcomes
such as employees’ creativity behaviors, organizational green behaviors, and work engagement is
seen (Mo et. al,, 2021; Tierney, Farmer, 2004; Veestraeten et al., 2021).

The first research on the Golem effect was also conducted in educational institutions, and the
concept was first used by E. Y. Babad with colleagues in the field of education, it was determined that
low or negative teacher expectations were used by these researchers to express the negative effect on
students (Babad et al., 1982; Eden et al.,, 2000, p. 172). It is seen that there are fewer studies on the
Golem effect in the literature compared to the Pygmalion effect. However, there are important studies
confirming the Golem effect (Babad etal., 1982; Davidson, Eden, 2000; Oz, Eden, 1994; Reynolds, 2007).

When the studies on self-fulfilling prophecy in the literature have been examined, it is seen that
most of them are in the field of education and investigate the relationship between teacher expectations
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and students’ performances. Studies investigating the effect of Pygmalion in the field of nursing were
examined, but no study was found on the performance of nurses. However, finding out the factors
affecting the performance of the nurses is essential for the effectiveness of nursing services. Because
the job performance of nurses directly affects the quality of patient care services. Thus, many studies
have been conducted in the literature on the factors affecting nurses’ performance. In the literature,
however, no study has ever evaluated how nurses’ performance affected by the leader’s (perceived)
expectations and beliefs through their abilities. The studies reached in the literature review are the
ones on the effects of nurses’ positive expectations on the quality of life of patients. In the study, in
which the effect of nurses’ positive expectations on the recovery of scoliosis patients was investigated,
researchers found that nursing practices based on the Pygmalion effect can effectively alleviate negative
emotions associated with scoliosis and improve the quality of life, therefore the Pygmalion effect is
considered as worthy for clinical practice (Ying, Fu, 2020). In another study investigated the Pygmalion
effect on nursing home residents it was found that the positive expectation of nursing home health
employees had an effect on the elderly (Learman et al., 1990).

Performance is accepted as a very important parameter in nursing services (Platis et al., 2015).
Because performance in nursing services is the evaluation of the effectiveness of providing nursing
care to patients and is the most important factor in patient care (Fateme, Enayatollah, 2016). In
addition, the performance of nurses is an important determinant of the quality and success of
nursing services in a hospital (Sinaga et al., 2020). For this reason, it is very important to determine
the factors affecting the performance of nurses, and studies on the performance of nurses and
the factors affecting their performance continue to be conducted in the literature. However, in the
literature review, there was no study found investigating how leaders’ (perceived) expectations
are reflected in nurses’ performance. Besides, the following authors have contributed by providing
some suggestions to be searched. Ch. Platis with colleagues investigated the relationship between
performance with different variables, including leadership, in their study in which they investigated
the relationship between job satisfaction and the performance of healthcare employees (Platis et
al, 2015). In other study, head nurses evaluated the performance of nurses in different services,
however, they suggested to conduct more studies with the limited number of head nurses to evaluate
the nurses (Fateme, Enayatollah, 2016). N. Zahrah with colleagues investigated the effects of head
nurses’ support on nurses’ performance and suggested that the head nurse-nurse relationship was
very effective on nurses’ performance and the relationship between these two structures should be
investigated further (Zahrah et al,, 2019).

Within this context, the current study aims at revealing the place, meaning and importance
of the positive expectations of the head nurses in the high-performance levels of the nurses. With
the findings obtained from the current study;, it is considered that by determining the role of the
expectations of the head nurses on the performance, and when this expectation is conveyed, it can
contribute to the practitioners on how nurses can increase their performance and success and
contribute to the literature with the new information obtained from the research.

Methods

In this study, qualitative research method was preferred. While choosing the method, the
characteristics of the research subject and the characteristics of the method were considered. The
perception of expectations, which is the subject of research, and the effect of the expectation, role
and meaning are subjective, that is, it varies from person to person. As it is stated in the definition
of the concept, when the person perceives the expectation, she (he) will form her (his) own reality
with this phenomenon.

70



Organizational Psychology, 2023, Vol. 13, No. 4. www.orgpsyjournal.hse.ru

In other words, people who experience the same situation but have different perceptions, beliefs
and experiences will be able to achieve different results. In addition, the context in expectations is
also very important. The perception, direction and result of the expectation effect can be different
even on the same person in different conditions and at different times. Z. Mo with colleagues have
suggested in their study investigating the effect of Pygmalion on employees in production enterprises
to conduct qualitative research method to understand in depth the effect of how leaders affect
subordinates (Mo, Liu, Wu, 2021). From this point of view, it was thought that the qualitative research
method would allow a holistic, flexible, and in-depth understanding and information about the
subject studied, for this reason, the qualitative method was preferred. Because qualitative research
tries to look at a wide variety of interrelated processes or causes and obtain detailed information
(Becker et al,, 1961; Al Jasmi, 2012) and generally aims to reach the daily realities of some social
phenomena and examine them as they are applied (Asad, 1986).

The method used in this study is a type of descriptive phenomenological approach, which is
a subtype of the phenomenological approach. Phenomenology is a method that aims to reveal the
meaning of individuals’ experiences related to a phenomenon (Kiral, 2021; Manen van, 2014). It
can be said that the descriptive phenomenological approach particularly focuses on revealing
and describing lived experiences (Creswell, 2013). Many researchers consider the strengths of
the phenomenological approach to include providing an opportunity to understand and explain
individuals’ personal experiences (Creswell, 2013). Another advantage of this approach is that it
helps researchers understand differences in individuals’ experiences (Manen van, 2014). Therefore,
in this study, a descriptive phenomenological approach was adopted to understand the experiences
of the participants related to their expectations of a leader. This approach aims to understand
participants’ experiences by using qualitative research techniques such as in-depth interviews and
open-ended questions (Kvale, Brinkmann, 2009). The procedures recommended by Elo and Kyngas
(2008) were followed in analyzing the data obtained in the study.

Participants

The study group of this research consisted of nurses (N =10) who work in a hospital in Turkey.
These nurses have been working in general care and intensive care units, and these two units have
been supervised by different head nurses (n = 2). Before starting the study, the head physician of
the hospital was interviewed, and information was given about the study. The head physician of the
hospital was a person whom one of the researchers had known and communicated with for many
years due to his personal relationships. With the help of the head physician, the participants were
determined. Purposive sampling method was used to determine the study group. Since the aim of this
study was to reveal the role of the expectations of the head nurses in high performance, it was decided
that the participants would consist of nurses with high performance. Thus, it would be possible to
understand whether the expectations of the leaders had an effect on their high performance. However,
considering that they need to work together for a certain period in order for the expectation to be
formed, perceived and reflected on the performance, the condition was specified that the participant
nurses should have worked with the same leader in at least one performance period. Accordingly,
the criteria for inclusion of nurse participants in the study have been identified as follows: it was
determined as “to have a high-performance score according to the in-house performance evaluation
method” and “to have worked in the unit to which it is affiliated at least one performance period”.
At the same time, interviews were held with the head nurses to learn whether the expectations
perceived by the participant nurses and the expectations of the leaders were similar, and to learn
the perspectives of the leaders. Since head nurses are in constant communication with nurses, they
have a very important role in performance evaluation (Fateme, Enayatollah, 2016). As it is seen in
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Table 1, four of the participant nurses were working in clinics and six were working in intensive care
units. The nurses were between the ages of 21 and 35, six of them were women. Two had high school
degrees, six had associate degrees and two had bachelor’s degrees. Both head nurses were male,
and both had bachelor’s degrees. The thematic saturation principle was adopted in determining
the size of the study group consisting of nurses and it was thought that the data reached saturation
when new themes and categories could not be created, and similar statements were used by the
participants (Bengtsson, 2016).

Table 1. Characteristics of participants

Participant Age Gender Tenure (Year) Education Unit
Head Nurse 1 (HN1) 41 Male 16 Bachelor’s Degree Clinic
Head Nurse 2 (HN2) 46 Male 18 Bachelor’s Degree ICU
Nurse 1 (N1) 35 Female 12 Bachelor’s Degree Clinic
Nurse 2 (N2) 35 Female 15 Bachelor’s Degree Clinic
Nurse 3 (N3) 23 Male 3 Associate Degree Clinic
Nurse 4 (N4) 22 Female 3 Associate Degree Clinic
Nurse 5 (N5) 21 Male 2,5 High School ICU
Nurse 6 (N6) 25 Female 5,5 Associate Degree ICU
Nurse 7 (N7) 25 Female 6 Associate Degree ICU
Nurse 8 (N8) 24 Male 5 Associate Degree ICU
Nurse 9 (N9) 25 Male 7 Associate Degree ICU
Nurse 10 (N10) 24 Female 6 High School ICU
Procedure

Face-to-face interviews were conducted with the participantsin January 2021 by two researchers
using semi-structured interview forms. By making an appointment, interviews were held in an
interview room at the hospital where the participants work. Interviews with the nurses were audio-
recorded and lasted 50-65 minutes. The interviews with the head nurses lasted (approximately) 80
and 90 minutes and were recorded separately by the two researchers. The interview recordings were
then transferred to the computer as a Word document by other researchers. In the interviews, the
nurses were first congratulated for their high job performance and asked about the factors affecting
their success (What were the factors that contributed to your success? Which factors affected your
success? How did your manager’s beliefs about your abilities affect your success? In the current
study, the nurses were asked to give objective examples.

They were asked to describe an event that they experienced, and descriptive descriptions of how
they felt while defining their experiences and the environment in which the event took place were
also asked. In the interviews with the head nurses, they were asked about their opinions, beliefs,
expectations about each nurse who work with them, how these expectations were formed and what
were done about them. Face-to-face interviews were made with all the participants once, and the
participant’s confirmation was obtained by making a phone call for the themes that emerged in the
analysis results.

Ethical considerations

We asked for the verbal and written consent of the participants before the interview. We
explained the objective and the scope of the research to the participants and stated that participation
was totally voluntary, and they had the right to quit at any phase they want. Participants were
informed that the interview data would be confidential, and it would not be shared with any person
or institution. However, as it can be seen in the paper that some of the information obtained were
shared to form the themes, and the verbal consent was taken to be included in the study. We coded
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the participants and changed their specific personal information to conceal their personal identity
and information they gave (Like Head Nurse = HN, Nurse = N, CL = Clinic, ICU = Intensive Care Unit).
Siileyman Demirel University Ethical Committee approved this study with their decision numbered
02.05.2019-73/1.

Data analysis

We transferred the interview transcripts to the “Maxqda 18” (qualitative software) data analysis
program (Verbi Software, 2018) and the primary investigators conducted the first analysis. The other
investigators who were not present in the interviews listened to the interview recordings and read
the transcripts to conduct their analysis. We analyzed the data with inductive and deductive content
analysis (Elo, Kyngas, 2008). The first analysis of the data was conducted with inductive content
analysis, and because of the analysis, the themes were conceptualized as the stages of the Pygmalion
effect process. The Pygmalion effect statement was used as a framework while determining the
stages of the process (Sutton, Woodman, 1989). However, the authors’ Pygmalion statement did not
limit the formation of themes, categories, and codes. Inductive content analysis was carried out in
three stages: open coding, creating categorization and abstraction (Elo, Kyngas, 2008).

In the first stage, open coding was done. At this stage, the words, phrases, sentences, and
paragraphs that make sense were defined as codes by reading the documents. In the second stage,
coding pages were formed, and codes thought to be related were collected and grouped freely. At
this stage, similar coding pages were brought together and defined in categories. In the last stage,
the abstraction stage, the themes were defined under the main themes that express the stages of the
process in accordance with the content.

As the participant nurses’ statements about how they perceived and internalized the leader
expectations were read, the relationship with Rosenthal’s Four Factor Theory was noticed and the
categories belonging to the theme of “perception and internalization”, which was conceptualized as
the third stage of the process, were derived by deductive content analysis. Deductive content analysis
is often based on previous studies such as theories, models, mind maps, and literature reviews
(Sandelowski, 1995; Polit, Beck 2004; Hsieh, Shannon, 2005; Elo, Kyngas, 2008). In this study, the
categories of the theme constituting this stage of the process were based on the Four Factor Theory.

Five investigators started the analysis independently with systematic coding of the data. The
analyzed patterns are identified as either a word or a paragraph. The investigators compared the
coding tree diagram gained through verbal material in the meetings, restructured them several times
and pursued these meetings until they reached a consensus. We considered reaching theoretical
saturation after we were not able to deduct any new themes or concepts from the verbal material.
Since the native language of the investigators is Turkish (participants speak the same language), data
analysis is conducted in Turkish. The language is translated into English while presenting the findings.

Trustworthiness

We conformed to credibility, transferability, dependability, and confirmability criteria to provide
trustworthiness (Lincoln, Guba, 1986). To provide the trustworthiness we directly reflected the
participant statements and shared the main theme and the category with some participants for
approval. The credibility of the study was enhanced by describing the data collection and analysis
process in detail and computerized analysis. To conform to credibility criteria, we pursued discussing
the findings until reaching a consensus among the investigators We referred to related literature and
discussed the findings to reflect the facts to the maximum extent and to provide confirmability.
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Results

As a result of the analysis of the interview transcripts made with the participant nurses and
head nurses, it was understood that the positive expectations perceived by the nurses were effective
on their performance, and they had the tendency to respond to the positive expectations with high
performance. Four themes emerged in the analysis. This theme is conceptualized as the sequential
stages of the self-fulfilling prophecy process. Themes, categories, and codes are presented in Table 2.

Table 2. Themes, categories, and codes

Theme Category Code
Stage 1. Emergence  Expectations emerged before the first impression  Information obtained from CV
Expectations emerged at the first impression Interview, pre-interview
Stage 2. Delivery Through verbal, non-verbal, written formal Performance meetings, job descriptions,
communication responsibilities, formal in-house communication
channels (such as e-mail, phone)
Through verbal, non-verbal, written informal Social media messages, phone messages, informal
communication meetings, body language movements
Stage 3. Perception ~ Climate Approval signs, smile, encouragement and
and internalization reinforcement, close connections
Input Giving difficult jobs and responsibility
Output Trainings, asking their opinions in some cases and
decisions
Feedback Giving information about the positive and
negative work outcomes
Stage 4. Reflection  Increase in performance Productivity, motivation
Increase in positive organizational behaviors Commitment to job, extra role behaviors,
voluntary help behaviors
Reflections on social life Successes obtained in daily life, increase in self-
confidence

Emergence stage: Emergence of the expectation

This theme included the head nurses’ comments about nurses and represented the first stage
in which expectations about nurses were formed. This first stage was also explained by two head
nurses. The head nurses mentioned that they evaluated the nurses during the examination of the job
application files, and through the recruitment interviews. In both situations, the head talked about
that they had a positive feeling about these nurses’ success.

“When I looked at the application file, I saw that she had previously worked in a regional and a
university hospital. I thought that she would also provide contributions to the development of other
nurses” (HN1). “I was not surprised, actually, the answers she gave during the interview made me
understand that she had a good command over the job, knowledgeable and experienced” (HNZ2).

Delivery stage: Delivery of the expectation to the nurses

This theme included the narrations and the conversations of the head nurses stating how
the expectations, trust, and belief from nurses were conveyed, and this was conceptualized as the
second phase of the process. In this theme, the head nurses explained both the formal and informal
communication channels together. They also talked about the official department meetings and
mentioned that they showed their trust and belief in nurses with words of praise, sometimes a thank
you, sometimes an assignment as a service manager, and sometimes just a smile.

“The service can be very busy sometimes, it can be difficult when it’s busy, in such situations, “I
know you can do it’, that’s what I tell her the most...” (HN1 talks about N3).
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“He was very young, it was his first job, he was inexperienced compared to others, so there were a
lot to learn...  made him the nurse in charge (smiles)” (HNZ talks about N9).

Perception and internalization stage: The perception and internalization of the
expectation by the nurses

This theme included nurses’ comments and represented the third stage in which the expectation
effect was perceived and interpreted. In this theme, R. Rosenthal’s Four Factor Theory was used as
the framework for the categories, and statements about emotional, warm environment and close
relationships were categorized as “climate”, giving responsibility, giving difficult tasks, setting
difficult goals were categorized as “input”, asking about the ideas, opinions and providing training
opportunities were categorized as “output”, and statements about positive or negative information
about performance and work were categorized as the “feedback” (Rosenthal, 1994). We noticed that
some of the nurse’s statements that formed this theme were similar to those of the head nurses, and
regarding this similarity, we thought that the message that the head nurse wanted to convey in order
to show the expectation was perceived correctly by the nurses.

“Sometimes we can understand with a glance, sometimes with a sentence. I can'’t tell you that he
approves me with this sentence, but I can understand it from his looking at me” (N1-CL).

“As my managerthoughtwas a bit more talented than my other friends, he gave me a responsibility...
he gave priority and a title of responsibility” (N9-1CU). “We work in the children’s service... When I offer
to buy toys or other things for children, he respects my opinion, immediately provides them and asks if
there is anything missing” (N2-CL).

Reflection stage: The emergence of the expectation effect

This last theme emerged with the narrations of the nurses, and these were the representatives
of the expectation effect’s outcomes and consequences. The theme included the nurses’ efforts and
work outcomes in order not to let this belief in vain when they perceive their head nurses’ belief in
them; the increase in self-confidence caused by their beliefs and expectations; increased commitment
to the institution and the job, and also the current theme included statements about its reflections
outside of work life.

“..the head nurse knows that I can do it, so I show more effort to do it with great attention...This
increases my motivation to work” (N10-ICU).

“We start a certain step because they encouraged it in the first place. Later, with this courage, we
also feel our potential and try to obtain more. After that, we say it to ourselves that we can do it. No
matter how hard I try, I can do it, but | wouldn’t even have thought of it if there was no one to encourage
me and made me think that I am an ordinary person and I wouldn’t have done it. The first step stems
from the effort after the encouraging and supporting behaviors... When we start our occupational life,
we become an ordinary nurse. So was 1. I was a polyclinic nurse. Then I had given responsibilities. They
had always seen the light/capacity in me, and as they offered new opportunities for me, [ went further.
Although I have had better offers, I did not think changing the institution” (N2-CL).

“When I first started dialysis unit, I really didn’t know anything. When they put a set device in front
of me. I didn’t understand anything. Then, my manager supported me and made me see what I have
done so far, and he added and said look what you have accomplished so you can also adapt to this unit.
With great motivation, I said okey, I would do it. I took the notebook of my friend she took notes, watched
a video on the internet, consulted our doctors and searched about it. Then my device changed. It was
easy for me too. That’s why I have a lot of experience in the dialysis devices that were taken. I have had
patients on two devices at the same time. My manager said how? I was also surprised. I was stubborn
and said it to myself many times that I will learn. My manager transferred me from another intensive
care unit, and I thought that it was not possible for me to understand this unit and said I couldn’t do it.
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She said that I can do it. Now, dialysis has become my life. She has added a lot of contributions. And she
says it is good that you have become like this.” (N6-1CU).

Discussion

The findings of this study showed that nurses who perceived their leaders’ positive expectations
and beliefs about their abilities tended to respond with high performance. Accordingly, this study
revealed the four-stage fulfillment process of the self-fulfilling prophecy. These four stages are
conceptualized as follows: formation; transmission; perception and internalization and reflection.

This study confirmed the findings of previously conducted studies that highlighted the certain
stages of the self-fulfilling prophecy fulfillment process and also confirmed the studies that suggested
different models, however in the meantime unlike other studies, revealed the perspectives of different
actors by examining these processes (Eden, 1984; Snyder, Stukas, 1999; Sutton, Woodman, 1989).
In addition, it also revealed a slightly different picture in terms of the steps of the prophecy and the
methods used by the parties in these steps.

Similar to previous studies, the current study also defined the formation of the leader’s
expectation at the beginning of the prophecy fulfilling process (Eden, 1984; Sutton, Woodman, 1989).
However, in some studies in the literature, self-fulfilling prophecy is expressed as a process, but the
reasons of the emergence of the perceivers’ beliefs are unclear (Stukas, Snyder, 2016). The authors
say that although there are some stereotypes about this, many studies use randomly assigned and
experimentally manipulated expectations to test the effects of expectations. While these provide
precise and systematic tests of the causal effects of expectations, they also tend to move away from the
question of the origins of expectations, as their causes are provided by experimental manipulations
controlled by researchers (Stukas, Snyder, 2016). In this study, this question was partially answered,
and provided an idea about how the expectations of the head nurses about the nurses were formed.
Accordingly, this study revealed that the expectations of head nurses about some nurses were
formed as soon as they obtained personal information such as education and experience before
the first impression, while for others, it is formed during the first impression at the interview stage
with the help of the determinants such as the attitude they showed, the answers they gave, and the
excitement that they felt towards the job.

This study showed that leaders had conveyed these expectations to nurses by using formal
channels such as performance meetings, task distribution charts, responsibility, unit meetings,
as well as informal channels such as social media posts and messages, informal unit meetings,
body language movements, and thus it was found out that this transfer was maintained with both
verbal and nonverbal communication types. Similarly, how and when teachers say something, their
facial expressions, body language and even their touches may have conveyed the message that
teachers expect high performance from their students (Rosenthal, Jacobson, 1968). And it was also
emphasized that this way of communication may affect students’ self-concepts, self-expectations,
motivations, perception styles and abilities (Giindiizalp, Boydak Ozan, 2019). A. Priyabhashini and V.
R. Krishnan mentioning this issue in their studies stated that the expectations of the managers can
be conveyed to their subordinates through all kinds of verbal, non-verbal, formal and informal ways
(Priyabhashini, Krishnan, 2005).

The current study also indicated that the theoretical context of Rosenthal’s four factor theory
has been a valid context in the perception and internalization of the expectations of nurses’ leaders
from them, and that the process which expressed as climate, input, output and feedback has been used
in the perception of expectations. Accordingly, the nurses participated this study had perceived and
internalized as the indicators of high expectations of their head nurses’ warm and sincere speeches, close
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connections, statements of encouragement and reinforcement, giving themselves some responsibilities,
asking their ideas and opinions, and giving information about the results of their work. The results
of some studies conducted in the literature have been provided evidence with these findings (Amini,
2016; Manata, 2012; Niari et al., 2016). Increasing attention to subordinates, informing them about the
activities, respecting subordinates’ views and ideas have been important in perceiving expectations in
terms of appreciated and qualified feedback (Priyabhashini, Krishnan, 2005, p. 487).

Finally, the current study revealed that this perceived and internalized high expectation caused
an increase in productivity, motivation, and depending on these two factors performance of the
employees increased. Similar to this finding, in the experimental research named “Expectancies as
determinants of performance” the researcher had looked for an answer to the following question
“Are high expectations effective in improving the performance of low-performing groups?”, and as a
result it was revealed that high expectations increased performance (Korman, 1971).

In the study consisted of experiment and control groups conducted in Israel Defense Forces by
Eden and his students the results that they obtained showed that compared to control groups the
performance of the experiment groups had been observed improvements and their high expectations
resulted in higher performance (Eden, Ravid, 1982; Eden, Shani, 1982). Besides, in this study, it was
also understood that perceived high expectations had a spillover effect, and in this context, it caused
not only an increase in performance, but also some positive organizational outcomes such as extra-
role behaviors and organizational commitment.

Based on this finding of this study, we think that the Pygmalion effect may encompass more than
its initial definition and may be the antecedent of not only performance but also many organizational
positive outcomes that managers of the organizations desire. In line with this finding of the study,
M. Veestraeten with colleagues found out that positive leader expectations encourage work engagement
of the employees, and Z. Mo stated that the Pygmalion effect also perceived as valid for organizational
green behaviors (Mo, Liu, Wu, 2021; Veestraeten et al., 2021). Another finding obtained in this study is
that the Pygmalion effect caused an increase in self-confidence and self-expectation.

While this situation was compatible with the findings of some studies and it was stated that
the manager reflects the performance expectation to his subordinates, thus this supports the view
that the effects of Pygmalion and Galatea have been naturally perceived together (Bayram, 2014;
Manav, 2018; Seymour, 2009; Eden, Kinnar, 1991; Eden, Ravid, 1982). Leader expectations could
be considered as an antecedent of the self-concepts of the employees (Duan et al., 2017; Mo et al,,
2021). The study investigated the relationship between self-efficacy and performance of the nurses
conducted revealed that there was a positive relationship between performance and self-efficacy,
and they suggested that studies should be carried out to increase nurses’ self-efficacy (Sinaga et al,,
2020). It was thought that this current study provided contribution to this suggestion of partially.

Limitations and recommendations for future research

Some limitations of this study are needed to be addressed. First of all, the small number of
participants in the study can be considered as the first limitation. The sample size should be
increased with more participants (study groups) to develop more comprehensive understanding
with future studies. Since the data of the study is based on self-reports, possible response bias can be
considered as another potential risk, and this situation was tried to be overcome by interviewing the
head nurses as well as the nurses. However, when the subjective state of expectations is considered,
self-report may be thought as the most appropriate strategy. In addition to interview, differentiating
the data sources such as observation of the current situation, more information can be obtained.
Nevertheless, new data can be obtained with further studies with different methods (quantitative
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and mixed) and different perspectives. Besides, considering that positive leader expectations can be
an antecedent to different positive organizational outcomes as some other recent studies showed,
searching for the relationship of the Pygmalion effect with different outcomes will contribute to
the literature. This study conducted with the nurses examines the Pygmalion effect of the leaders’
positive expectation. For future studies, holistic research can be carried out by choosing healthcare
employees using the expectation effect, and other versions such as Galateas and Golem.

Conclusion

This study showed that when head nurses perceived that they had high expectations and
beliefs about their abilities and performance, nurses have the tendency to respond to these beliefs
and expectations with high performance. This current study provided new data to the national
context defining this situation in four stages in which different actors played a role and presented
contributions to the understanding of the meaning and role of manager expectations in performance.

This study revealed that positive manager expectations and beliefs positively affected the
performance of subordinates, therefore it was found out that the prophecy was self-fulfilling. It is
important for subordinates whether managers believe in their abilities and their expectations about
their performance, and they have the tendency to respond to their managers as they expect. Even
when managers think they say nothing to their subordinates, they may be telling a lot; their smiles,
questions, or even their silence may mean something to their subordinates. This current study
showed that this delivery affected the performance of subordinates. Therefore, managers must be
able to convey their positive expectations to their subordinates and provide a suitable environment
for them to perceive that they are special and important. In order to do this, Pygmalion leadership
trainings, open communication channels, reward and incentive mechanisms, and well-functioning
feedback mechanisms are needed. This current situation may provide contributions to the increase
in the nurses’ performance.

The following results are thought as striking by providing evidence for the contemporary
literature. Thus, considering the importance of effectiveness of the nurses in health care services,
this study revealed that the positive expectations of leaders resulted in high performance of the
nurses. This potential effect emerged through a four-stage process in which the leaders expectations
started shaping before the first impression. Besides, several personal and situational factors played
an importantrole in the perception of the expectation effect. Finally, it was found out that the leaders’
expectation effect had a spillover effect which not only affected the work performance of the nurses
but also their contextual performance and social life.
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AHHoTaums. Lesw. UccnefoBaHye HallpaBieHO Ha BbIIBJIEHUE POJIM U 3HAYEHUs NpeJIoaraeMblx
OXUJAHUN U ybexaeHUl auzgepa B addekTUBHOCTU MeacecTép. JusaliH. B faHHOe KaueCTBEHHOe
onucaTesbHOE HCCIeL0BaHUE ObLIM BOBJIEYEHBI JECATb MeJCECTEp, KOTOpble GBI OTOGpAHBI C
WCIO0JIb30BAaHUEM MeTOoJa LieJleHalpaBJIeHHON BBIOOPKH, a TaKXKe JBa UX pyKoBoxauTess. [aHHble
ObLJIM COGPaHbI C TOMOILBIO NMOJYCTPYKTYPUPOBAHHOTO MHTEPBBIO U 06PabOTaHbl C HOMOIbIO KOH-
TeHT-aHa/u3a. Pe3ysibmamol. Beliy BeISIBJIEHBI YeThIPe TEMBbI, CBsI3aHHbIe ¢ «9ddekToM [Iurmaanona»
B pa6boTe MefcecTép. DTHU TeMbl NPEJCTABASIOT YeTbIpe MOC/Ae[0BaTeJbHbIX 3Tala pealu3alUu
a¢dexTa [lurmMannoHa u 6611M cGOPMYNIUPOBAHbI Kak «Ipouecc [lurmanuona»: 1) ¢opMupoBaHue,
2) nepenayva, 3) BoCpUsTHE U YCBoeHHUE, 4) pedJiekcus. bplio 06HapyKeHO, YTO 0XKUAAHUSA PYKOBO-
JMTeslell B OTHOLIEHUH paboThl U ycrexa MeJiCecTép, a TAKXKe UX YOex/1eHUsI B CIOCOOGHOCTSX NOAYH-
HEHHBIX BaXKHBbI [/ MeZicecTép. Korzia aTu y6exxjeHHs U 0’KHJJaHHS PYKOBOACTBA OblJIM BOCIIPUHSTHI
MeJCcécTpaMU, OHU NPUBEIN K BICOKOH MPOU3BOAUTEIBHOCTH. MeJCcécTpbl, KOTOpPble BOCIPUHSIH
HI0JIOKHUTEJIbHbIE OKUJIAHUS, NepeJjaBaeMble JMJEepaMu 10 pasHbIM KaHajlaM, UMeJU TeHJEeHIUI0
pearupoBaTh Ha 3TU OXKUJAAHUSA C BBICOKOH 3QPEKTUBHOCTBIO. ITOT 3$PEKT 0KUJAHHUS BO3HUK B
paMKax 4eThIpEXCTaJUHHOTIO [IPoLiecca, KOTOPbIH BK/I0YaJ B ce6si BOSHUKHOBEHUE 0XKUJjaHus, chop-
MHPOBABLIETr0oCs /10 epBOro BIeYAT/IEHUs, U 3Talbl CJOXKHOTO IIpoliecca, llepefarollerocs mo Bep-
6a/IbHBIM, HeBep6aIbHBIM, GOPMaTbHBIM U HeQOPMaTbHbBIM KaHaJlaM KOMMYHUKaLuu. OepaHuveHus
uccnedosarus. [lepBpIM OrpaHUYE€HUEM MOXKHO CYMTATh MaJjloe KOJIMYECTBO YYaCTHUKOB UCCIe[0Ba-
HUs. Pa3Mep BbIGOPKH ceAyeT yBEJUYUTDb 3a CUET GOJIbLIETO YHMCIa YYaCTHUKOB (MCCaeL0BaTe b-
CKHUX 'PYII), YTOOBI TOJIYYUTH GoJiee IOJIHOE IpeACTaB/IeHHE B 6YAYIIHUX UCCeL0BaHUAX. [loCKONIbKY
HCXOZHBIE JaHHbIE OCHOBAHbl HA CAMOOTYETAX, BO3MOXHYI0 [TOTPELIHOCTb OTBETOB MOXKHO paccMa-
TpUBaTh KaK eLlé OJJMH MOTEeHLUAJbHBIN PUCK, U 3TY CUTYaLUI0 MOXHO NPEOL0JIEeTh MyTEM onpoca
MeJCecTép M CTapIINX MeJUIMHCKUX CECTED. YUUTBIBAS, UTO MOJI0KUTE/IbHbIE 0XKUAAHUSA PYKOBOJ -
TeJsIsl MOTYT NPeALIECTBOBATb Pa3/IMYHBIM MOJIOKUTEbHBIM OPTaHU3aLMOHHBIM pe3yJbTaTaM, Kak
[I0Ka3aJ/Ii HEKOTOPbIe pyryue HeJJaBHUE UCCIeJOBAaHHU s, IOUCK B3auMOocBs3u 3¢ dekTa [lurmanrona c
pas/IMYHbIMU OPraHU3aLMOHHBIMHY [IepeMEeHHBIMU BHECET CBOH BKJIaZ, B IMTEPATYPY. ITO HCCIe0Ba-
HUe, IPOBeJIEHO Ha BbIOOPKe MeAcecTép. B fasbHeleM MOXKHO IPOBECTH LeJI0OCTHOE HCCIeJ0BaHNe
NyTéM BbI6Opa paGOTHUKOB 3APaBOOXPaHEHHs C UCIO/Ib30BaHUeEM 3¢ dekTa [lurmanmona u gpyrux
3ddexToB, Takux Kak apdexT 'anateu u apdekt [onema.

KimioueBble c/10Ba: 03KH/jaHKsl; cCaMOpeasu3ylolieecs MpopovyecTBo; 3pdekT [Turmaanona; MeiCECTpPbI;
KadyeCcTBEHHOE MCCJIeJOBaHue.
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