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RATIONALE: 

To support health reform in Canada, the Canadian Health Leadership Network (CHLNet) 

and its partners have initiated an action plan to gather support from the government and 

various health regions across the country to promote leadership development in 

healthcare organizations1. Although Return on Investment (ROI) is a commonly used 

profitability measure used in investment and business sectors, understanding how ROI 

can be associated with leadership development is unclear1.  

Return on investment (ROI) is defined as “the benefits that would accrue to the various 

partners from a heightened investment and effort in leadership development”1. ROI is 

also defined as “the net profit of an investment (the money you received minus the 

money you put in) divided by the money you put in”2. In the context of healthcare 

organizations, ROI would represent not just the benefits accrued but also outcomes that 

are beneficial to the patients and the staff. Hence it would be more appropriate to use the 

term “Returns on investment” (RsOI) instead of ROI. Some examples of the “returns” are 

outcomes such as physician/nurse satisfaction, patient/family satisfaction, staff 

engagement, patient complaints and intent to leave.  Though it is tempting to assume 

that the improved leadership will translate to improved health outcomes and thus 

support health reform in Canada, solid evidence is needed to justify that investment.  

The National Health Services (NHS) Health Leadership Academy in United Kingdom has 

developed a leadership framework and its health leadership development programs are 

based on the theory that “better leadership leads to better patient care”3. A recent King’s 

Fund initiated project on healthcare leadership reported that “overall there is little robust 

evidence for the effectiveness of specific leadership development programmes within 

NHS” and “evidence-based approaches to leadership development in healthcare are 

needed to ensure a return on the huge investments made”1,4.  
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This work led by West et al4, mostly focused on the leadership and leadership 

development programs in NHS and did not provide evidence on leadership and leadership 

development programs in non-healthcare organizations and what could potentially be 

learned from these organizations. For example, much could be learned from the global 

leadership of Carlos Ghosn at Nissan and how his leadership turned around the financial 

situation of Nissan5.  

Having said that, it is a reality that indirect evidence from other sectors may or may not 

be applicable, or desirable. Healthcare organizations have distinct differences and 

complexities that could have direct impacts on the nature of leadership environments, 

therefore it is important to gather as much evidence as possible on RsOI associated with 

leadership and leadership development programs across similar sectors, such as 

healthcare organizations.   

The research and evaluation working group of CHLNet (CHLNet-R) has initiated a pan-

Canadian and international research project aimed at designing an evaluative tool for 

determining the RsOI associated with leadership development programs1. As a part of this 

initiative, we plan to conduct a scoping review to identify key determinants of RsOI to 

guide the design of a simple, cost-effective tool to measure the effectiveness of 

leadership development programs in healthcare organizations. 

  

Objectives: 

The key objectives of this scoping review are: 

1. To identify and summarize evidence on RsOI determinants (factors, indicators and 

metrics) associated with healthcare leadership*; 
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2. To identify and summarize evidence on RsOI determinants (factors, indicators and 

metrics) associated with healthcare leadership development programs*; 

3. To identify and summarize the evidence on RsOI determinants (indicators and metrics) 

from existing RsOI evaluative instruments*. 

 

*Published in the English language; originating from North America, United Kingdom 

or Australia/ New Zealand. 

 

Research questions: 

Our scoping review will be guided by the following broad research questions: 

1. What is known from existing literature about RsOI determinants associated with 

healthcare leadership and healthcare leadership development programs? 

2. What are the key determinants (indicators and metrics) of RsOI in existing RsOI 

evaluative instruments in healthcare? 

3. What are the limitations associated with using an RsOI approach as defined by the 

study authors? What can it not measure in terms of effect/impact? 
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METHODS 

In order to address our study objectives, we will conduct a scoping study to ‘map’ relevant 

literature on RsOI associated with healthcare leadership and leadership development 

programs in healthcare organizations by examining the nature, breadth and depth of the 

existing research in this field. We will use, the guidelines proposed Arksey and O’ Malley’s 

six-stage methodological framework6,7 to conduct our scoping review:  

1. Identifying research question 

2. Identification of relevant studies 

3. Study selection  

4. Charting information from selected publications  

5. Collating, summarizing and reporting the results 

6. Consultation with stakeholders to inform or validate study findings 

 

Stage 1: Identifying Research Question 

Inclusion criteria: 

1. All studies on RsOI associated with healthcare leadership and healthcare leadership 

development programs or developmental tactics (e.g., coaching, mentoring) will be 

included. 

2. Population: Any healthcare leader (e.g., nurse leaders, physician/medical leaders, 

managers, citizens, community members, CEO, etc.). 

3. Intervention: Healthcare leadership programming or developmental tactic (using 

LEADS as well as other frameworks). 

4. Outcomes: All outcomes that reflect the RsOI associated with healthcare leadership 

and leadership development programs (including, but not limited to, patient 
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experience, patient mortality/morbidity, quality of care, staff engagement and well-

being, staff turnover, presenteeism/absenteeism or financial performance). 

5. Setting: Healthcare organizations (regions and institutions), national jurisdictions. 

6. Study design: Only surveys, cross-sectional studies, qualitative studies, mixed method 

studies, longitudinal studies, case studies and systematic reviews on RsOI associated 

with healthcare leadership and leadership development will be included. 

7. Publication status: Only data from published studies will be included. 

8.  Language restrictions: Only English language publications will be included for the sake 

of feasibility.  

9. Country restrictions: For the sake of feasibility, country restrictions will be applied. We 

will only consider publications from English speaking countries such as United 

Kingdom, Canada, USA, Australia, and New Zealand. 

10. Years considered: All relevant publications from 2006 until 2016 will be included. 

Exclusion criteria: 

1. All relevant publications from countries other than the ones listed in the inclusion 

criteria will be excluded 

2. All publications in language other than English will be excluded. 

 

Stage 2: Identification of Relevant Studies 

The strength of the scoping study is determined by the breadth and depth or the 

comprehensiveness of the current evidence in a given field8. To identify relevant studies 

for this scoping review, in consultation with an experienced information specialist, we will 

conduct a comprehensive systematic literature search of bibliographic databases 

including, Business Source Premier (EBSCOhost), ABI/INFORM Complete (Proquest), Web 

of Science, Cochrane Library, PsycInfo (Proquest), PsycArticles (Ovid), Scopus, JSTOR, 
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PubMed (National Library of Medicine), Medline (Ovid), EMBASE (Ovid), CINAHL 

(Cumulative Index to Nursing and Allied Health Literature). The search strategies will be 

peer-reviewed by another information specialist. We will also search grey literature 

(McMaster, Google Scholar, and CADTH Grey Matters Light) for relevant articles. 

In addition to electronic database searching, we will also check reference lists of all 

included publications/reports to identify other publications that may be relevant to our 

inclusion criteria. We will use EndNote™ (Version X7, Thomson Reuters) as our reference 

management software. The search strategy for Medline and EMBASE is reported in 

Appendix 1. 

 

Stage 3: Study Selection 

We will use customized piloted screening forms to screen all citations identified by our 

search strategy. Two reviewers will independently review and screen the titles and 

abstracts of all citations identified by our search strategy. Each screened abstract will be 

marked as either included, unsure or excluded. We will include all reports that fit our 

inclusion criteria. All disagreements will be resolved by consensus or by a third reviewer. 

We will retrieve full texts for all the citations that were marked as either included or 

unsure, during title and abstract screening. Full text screening will be done independently 

by two reviewers. Any disagreements between reviewers will be resolved either by 

consensus or by a third reviewer. The study selection process will be reported using a 

PRISMA study flow diagram for scoping reviews9. 

 

Stage 4: Charting Information from Selected Publications 

As suggested by Levac and Colquhoun7, we will consider the development of the data 
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charting form (Appendix 2) as an iterative process where we will continually update the 

form as we become familiar with the study data. We will extract information from each of 

the included reports for the following descriptive variables: 

1. Study identification 

2. Author(s) 

3. Publication year 

4. Country of origin 

5. Study design (Qualitative study vs case-study vs survey etc.) 

6. Study methodology (study design) 

7. Study population (nurse leader, physician/medical leader, Manager, CEO etc.) 

8. Type of leader (executive vs emerging) 

9. Intervention (type of leadership programming (LEADS or other frameworks)) 

10. Duration of the leadership program (indicating the comprehensiveness of the program 

delivery model (one day vs one year))  

11. Context for delivery of the leadership programming (for individual development, for 

broader organizational purpose, or for national purpose) 

12. Currently available RsOI evaluative instruments   

13. RsOI determinants (factors, indicators and metrics) from the reports  

14. Any other key findings related to the review question 

 

Stage 5: Collating, Summarizing and Reporting the Results 

We will conduct and report stage 5 of the framework in three distinct steps as suggested 

by Levac and Colquhoun7: “analyzing data, reporting results and applying meaning to the 

results”.  
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1. The distribution of included reports based on year of publication, country of origin, 

study population, type of leader, type of intervention, duration of intervention and 

context for delivery of intervention will be provided as charts (charts will be presented 

as several study figures). These variables will also be listed as tables (Appendix 2). 

2. We will summarize the evidence on RsOI determinants (factors, indicators and 

metrics) associated with healthcare leadership and healthcare leadership 

development programs (Appendix 2). 

3. We will also identify RsOI tools that are currently in use (Appendix 4) and we will 

identify and map the key determinants (indicators and metrics) of RsOI used in these 

tools (Appendix 3). 

 

Stage 6: Consultation with Stakeholders to Inform or Validate Study Findings 

We will consult with various members of the Research and Evaluation working group of 

the Canadian Health Leadership Network (CHLNet-R) including CHLNet Senior Policy 

Advisor Graham Dickson, CHLNet Executive Director Kelly Grimes, the Executive Director 

of George and Fay Yee Centre for Healthcare Innovation Frank Krupka, and also the 

CHLNet ROI Steering group members, Leah Phillips, John Parker, Jonathan Mitchell, Erin 

Leith, Kaye Phillips, Weaver Betty, Lynda Becker and Natalie McCarthy to inform, share 

knowledge and validate our study findings and also to integrate information obtained 

from them in the reporting of the study findings.  
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Appendixes 

 

Appendix 1: Search strategy for Medline and EMBASE (Ovid) 

1     Leadership/ (71092) 
 
2     leader*.tw,kw. (103876) 
 
3     or/1-2 (141117) 
 
4     (leader* adj5 (health or health care or healthcare or hospital? or clinical or clinician? or 
doctor? or medical or nurse? or physician? or surgeon?)).tw,kw. (25707) 
 
5     Faculty, Medical/ (43774) 
 
6     Faculty, Nursing/ (45115) 
 
7     exp Health Facility Administrators/ (968884) 
 
8     exp Hospital Administrators/ (12940) 
 
9     exp Medical Staff/ (47340) 
 
10     exp Nurses/ (175588) 
 
11     exp Nursing Staff/ (98081) 
 
12     Physician Executives/ (13332) 
 
13     exp Physicians/ (564404) 
 
14     (clinician? or doctor? or nurse? or nursing or physician? or surgeon?).ti. (577132) 
 
15     ((health or health care or healthcare) adj practitioner?).ti. (965) 
 
16     ((health or health care or healthcare) adj professional?).ti. (12323) 
 
17     medical professional?.ti. (906) 
 
18     (health administrator* or health executive* or health manager* or health director*).tw,kw. 
(2642) 
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19     (healthcare administrator* or healthcare executive* or healthcare manager* or healthcare 
director*).tw,kw. (1886) 
 
20     (health care administrator* or health care executive* or health care manager* or health care 
director*).tw,kw. (2035) 
 
21     (health facility administrator* or health facility executive* or health facility manager* or 
health facility director*).tw,kw. (55) 
 
22     (hospital administrator* or hospital executive* or hospital manager* or hospital 
director*).tw,kw. (5165) 
 
23     (medical administrator* or medical executive* or medical facult* or medical manager* or 
medical director*).tw,kw. (12080) 
 
24     (senior adj (clinician? or doctor? or nurse? or physician? or surgeon?)).tw,kw. (4734) 
 
25     ((chief executive* or CEO or CEOs) adj5 (healthcare or health care or hospital? or medical or 
medicine)).tw,kw. (1367) 
 
26     (division chief? adj5 (healthcare or health care or hospital? or medical or medicine)).tw,kw. 
(13) 
 
27     ((academic or department) adj chair? adj5 (health science? or hospital? or medical or 
medicine)).tw,kw. (158) 
 
28     ((academic or faculty) adj lead* adj5 (health science? or hospital? or medical or 
medicine)).tw,kw. (68) 
 
29     exp Governing Board/ (10421) 
 
30     (govern* adj2 board?).tw,kw. (1085) 
 
31     (director* adj2 board?).tw,kw. (2097) 
 
32     (governing adj (body or bodies)).tw,kw. (997) 
 
33     Attitude of Health Personnel/ (142321) 
 
34     ((health personnel or health care personnel or healthcare personnel* or health professional* 
or health care professional* or healthcare professional*) adj3 attitud*).tw,kw. (2879) 
 
35     exp Professional Role/ (381918) 
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36     ((professional? or clinician? or doctor? or nurse? or nursing or physician? or surgeon?) adj3 
role?).tw,kw. (42002) 
 
37     exp Delivery of Health Care/ (2807592) 
 
38     ((health or health care or healthcare) adj3 deliver*).tw,kw. (52464) 
 
39     exp Health Planning/ (357022) 
 
40     ((health or health care or healthcare) adj3 (plan* or reform*)).tw,kw. (73598) 
 
41     or/4-40 (4628292) 
 
42     3 and 41 (78933) 
 
43     Cost Benefit Analysis/ (122412) 
 
44     ((cost or costs) adj2 benefi*).tw,kw. (35048) 
 
45     (Cost adj (effective* or utilit*)).tw,kw. (205342) 
 
46     (economic* adj3 (assess* or benefit* or evaluat*)).tw,kw. (36584) 
 
47     exp Educational Measurement/ (974010) 
 
48     Evaluation Studies.pt. (214396) 
 
49     exp "Outcome and Process Assessment (Health Care)"/ (1940867) 
 
50     Program Evaluation/ (55503) 
 
51     ((program* or education* or training) adj5 (assess* or evaluat*)).tw,kw. (139010) 
 
52     ((achievement* or accomplishment* or effectiveness* or impact* or improvement* or 
outcome* or output* or process* or satisfaction* or success*) adj5 (assess* or evaluat* or 
measur* or quantif*)).tw,kw. (1196963) 
 
53     Investments/ (19143) 
 
54     investment*.tw,kw. (46876) 
 
55     (ROI or ROIs).tw,kw. (23869) 
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56     (pre- adj3 post-).tw,kw. (130493) 
 
57     (pretest adj3 posttest).tw,kw. (6884) 
 
58     Controlled Before-After Studies/ (74640) 
 
59     (control* adj3 ("before and after" or "before after")).tw,kw. (6314) 
 
60     Interrupted Time Series Analysis/ (67838) 
 
61     (time series adj2 interrupt*).tw,kw. (3006) 
 
62     or/43-61 (4427110) 
 
63     42 and 62 (30372) 
 
64     limit 63 to yr="2006-CURRENT" (21066) 
 
65     limit 64 to english language (20576) 
 
66     65 use prmz (5459) [MEDLINE RECORDS] 
 
67     leadership/ (71092) 
 
68     leader*.tw,kw. (103876) 
 
69     or/67-68 (141117) 
 
70     (leader* adj5 (health or health care or healthcare or hospital? or clinical or clinician? or 
doctor? or medical or nurse? or physician? or surgeon?)).tw,kw. (25707) 
 
71     medical school/ (58569) 
 
72     exp nursing education/ (112604) 
 
73     medical staff/ (24702) 
 
74     exp nurse/ (175588) 
 
75     nursing staff/ (58518) 
 
76     exp physician/ (564404) 
 
77     (clinician? or doctor? or nurse? or nursing or physician? or surgeon?).ti. (577132) 
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78     ((health or health care or healthcare) adj practitioner?).ti. (965) 
 
79     ((health or health care or healthcare) adj professional?).ti. (12323) 
 
80     medical professional?.ti. (906) 
 
81     (health administrator* or health executive* or health manager* or health director*).tw,kw. 
(2642) 
 
82     (healthcare administrator* or healthcare executive* or healthcare manager* or healthcare 
director*).tw,kw. (1886) 
 
83     (health care administrator* or health care executive* or health care manager* or health care 
director*).tw,kw. (2035) 
 
84     (health facility administrator* or health facility executive* or health facility manager* or 
health facility director*).tw,kw. (55) 
 
85     (hospital administrator* or hospital executive* or hospital manager* or hospital 
director*).tw,kw. (5165) 
 
86     (medical administrator* or medical executive* or medical facult* or medical manager* or 
medical director*).tw,kw. (12080) 
 
87     (senior adj (clinician? or doctor? or nurse? or physician? or surgeon?)).tw,kw. (4734) 
 
88     ((chief executive* or CEO or CEOs) adj5 (healthcare or health care or hospital? or medical or 
medicine)).tw,kw. (1367) 
 
89     (division chief? adj5 (healthcare or health care or hospital? or medical or medicine)).tw,kw. 
(13) 
 
90     ((academic or department) adj chair? adj5 (health science? or hospital? or medical or 
medicine)).tw,kw. (158) 
 
91     ((academic or faculty) adj lead* adj5 (health science? or hospital? or medical or 
medicine)).tw,kw. (68) 
 
92     "board of trustees"/ (3454) 
 
93     (govern* adj2 board?).tw,kw. (1085) 
 
94     (director* adj2 board?).tw,kw. (2097) 
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95     (governing adj (body or bodies)).tw,kw. (997) 
 
96     exp health personnel attitude/ (251183) 
 
97     ((health personnel or health care personnel or healthcare personnel* or health professional* 
or health care professional* or healthcare professional*) adj3 attitud*).tw,kw. (2879) 
 
98     professional standard/ (30028) 
 
99     ((professional? or clinician? or doctor? or nurse? or nursing or physician? or surgeon?) adj3 
role?).tw,kw. (42002) 
 
100     exp health care delivery/ (2807592) 
 
101     ((health or health care or healthcare) adj3 deliver*).tw,kw. (52464) 
 
102     health care planning/ (58869) 
 
103     ((health or health care or healthcare) adj3 (plan* or reform*)).tw,kw. (73598) 
 
104     or/70-103 (3915323) 
 
105     69 and 104 (69082) 
 
106     "cost benefit analysis"/ (122412) 
 
107     ((cost or costs) adj2 benefi*).tw,kw. (35048) 
 
108     (cost adj (effective* or utilit*)).tw,kw. (205342) 
 
109     economic evaluation/ (76265) 
 
110     (economic* adj3 (assess* or benefit* or evaluat*)).tw,kw. (36584) 
 
111     exp evaluation study/ (30254) 
 
112     outcome assessment/ (315542) 
 
113     ((program* or education* or training) adj5 (assess* or evaluat*)).tw,kw. (139010) 
 
114     ((achievement* or accomplishment* or effectiveness* or impact* or improvement* or 
outcome* or output* or process* or satisfaction* or success*) adj5 (assess* or evaluat* or 
measur* or quantif*)).tw,kw. (1196963) 



                                                                                                                         Knowledge Synthesis  
                                                                                   Platform 
 

 
 

      

               Knowledge Synthesis Platform  
    George and Fay Yee Center for Healthcare Innovation 
    GE706 - 820 Sherbrook Street, Winnipeg, MB, R3A 1R9 

 

 
115     investment/ (20628) 
 
116     investment*.tw,kw. (46876) 
 
117     (ROI or ROIs).tw,kw. (23869) 
 
118     pretest posttest control group design/ (254) 
 
119     (pre- adj3 post-).tw,kw. (130493) 
 
120     (pretest adj3 posttest).tw,kw. (6884) 
 
121     (control* adj3 ("before and after" or "before after")).tw,kw. (6314) 
 
122     (time series adj2 interrupt*).tw,kw. (3006) 
 
123     or/106-122 (2005331) 
 
124     105 and 123 (10283) 
 
125     limit 124 to yr="2006-current" (7639) 
 
126     limit 125 to english language (7515) 
 
127     126 use emef (5043) [EMBASE RECORDS] 
 
128     66 or 127 (10502) [BOTH DATABASES] 
 
129     limit 128 to yr="2012-current" (5356) 
 
130     remove duplicates from 129 (4196) 
 
131     128 not 129 (5146) 
 
132     remove duplicates from 131 (3981) 
 
133     130 or 132 (8177) [TOTAL UNIQUE RECORDS] 
 
134     133 use prmz (5383) [MEDLINE UNIQUE RECORDS] 
 
135     133 use emef (2794) [EMBASE UNIQUE RECORDS] 
 
 



Appendix 2: Data charting forms 

Study ID Author(s) Publication 

year 

Country of 

Origin 

Publication 

Type 

Study 

Design 

Sample size 

       

       

       

       

 

Study ID Study 

Population 

Roles and 

Responsibilities 

Intervention 

 

Comparator Duration 

of Intervention 

Context 

       

       

       

       

 

Study ID RsOI indicators and metrics associated with healthcare leadership and leadership development programs 

  

  



Appendix 3: Map of RsOI determinants 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Appendix 4: List of existing RsOI evaluative instruments 

No.  List of currently available RsOI 

evaluative instruments  

RsOI determinants 

(Indicators and 

Metrics) 

 Information source 

1.    

2.    

 

 

Indicator 
1 

Metric  
1 

Metric  
2 

Metric  
3 

Metric  
4 

Indicator 
2 

Indicator 
3 

Indicator 
4 

Indicator 
5 

Metric  
5 


