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Abstract

The aim of this research is to examine the impact of leadership styles on
organizational learning in health care context at Abu Dhabi Health Services
Company (SEHA) in Al Ain region. The study uses a quantitative methodology to
answer the research questions. The findings suggest that both transactional and
transformational leadership styles are associated with organizational learning. The
transformational leadership is linked with organizational learning through learning
goal orientation and trust in leaders whereas transactional leadership style is linked
with organizational learning through performance goal orientation. The research
findings can help senior executives to put strategic plans for their organizational
learning development. Also, the research is expected to provide a baseline for health
care policy makers on how they can initiate and create a context of organizational

learning through enhancements of the leadership role.

Keywords: organization learning, transformational leadership, transactional

leadership, health care context, Abu Dhabi Health Services Company (SEHA).
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Chapter 1: Introduction

1.1 Research Background and Overview

Nowadays, it is essential to consider the determinants of organisational
learning to survive and adapt with today’s rapid changes and dynamic business
revolutions. Learning in organisations is a process that is operated from within its
employees and transforms collectively between them via their applied missions and
tasks. While information is being exchanged, knowledge is being created, spread and
then cascaded into different levels throughout the organisation to create a learning
environment through rules, polices and codes (Scott, 2011). The nature of
organisational learning is still ambiguous in terms of its contributing factors and
cultural differences; however, there are a lot of previous studies on those topics but
the knowledge is not cumulative and differs from one context to another

(Lahteenmaki, Toivonen, & Mattila, 2001).

Two of the most important and vital sectors in the United Arab Emirates
(UAE) are the education and health care sectors and the UAE government considers
these two sectors as being its high and top priorities when planning strategies and
allocating budgets. Since independence in 1971, the UAE has established a
recognised health care infrastructure of international standards that experiences
similar issues that most developed countries are confronting. The UAE health care
sector is divided up into private and public health care providers. The public entities
are regulated by federal and governmental entities on the emirates’ level as the
Ministry of Health, Dubai Health Authority, Health Authority Abu Dhabi and Abu
Dhabi Health Services Company (SEHA). Health care revolution is increasing

rapidly and is becoming included in the government’s diversification plans. The
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2
UAE Vision 2021 states that “the UAE [will] ... invest continually to build world-
class health care infrastructure, expertise and services in order to fulfil citizens’
growing needs and expectations’> (UAE 2021 vision, available from
http://www.vision2021.ae). Further, the Emirate of Abu Dhabi explains in their
Vision 2030 plan that “The growth of the medical sector is dependent on large
investments in technology, which Abu Dhabi is in a position to make ... Abu Dhabi
will have to attract qualified doctors and medical scientists as well as train local
medical staff in order to develop this sector sufficiently.” (Abu Dhabi Economic

vision 2030, available from http://www.government.ae).

What makes the UAE unique in their health care development is that the
regulators and health care providers at the emirate’s level are inserting governmental
visionary in their strategies and investments. Part of the health care investments is
the partnership with US world class brands such as Johns Hopkins and the Cleveland
clinic to improve the quality of the provided services (U.S.-U.A.E. Business Council,

2014, available from http://www.usuaebusiness.org).

The UAE has the second largest economy in the Arab world (after the
Kingdom of Saudi Arabia). The economy is still mainly oil based, with one third of
the gross domestic product coming from oil revenues. The variations in oil prices,
which decreased approximately 49% between 2014 and 2015, contributed in
decreasing revenue approximately 51.5% in 2015 compared to the oil revenues
recorded in 2014. The financial policy of the UAE in 2015 and 2016 was focused on
investments that support the Emirate’s growth and the sustainability of human
development that supports the diversity of the Emirates’ revenue. Government

expenditures declined from approximately 492.2 billion dirhams (134.02 United
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3
States billion dollars) in 2014 to 401.0 billion dirhams (109.19 United States billion
dollars) in 2015 with a decline ratio of -18.5%. The highest expenditures were in the
health, education, social care, infrastructure, and strategic projects in tourism and
industry sectors, which would enhance the diversity of income resources and
motivate knowledge creativity and innovation (Annual Economic Report 2016,

http://www.economy.gov.ae).

Based on the UAE 2021 vision to achieve a knowledge economy based on
research and innovation, the government announced the ¢’Supreme Policy for
Science, Technology and Innovation’’, which includes 100 initiatives in the health,
education, energy, transport, water and technology sectors with allocated investments
of 300 billion dirhams in value (UAE 2021 vision, available from
http://www.vision2021.ae). In addition, the government wanted to increase
investment in scientific research by approximately three times until 2021 (Annual

Economic Report 2016, available from http://www.economy.gov.ae).

Because of the tremendous economic transformation in the UAE after oil
exploration in the 20™ century, in addition to the huge transitional events across all
sectors especially in the health sector, there has been a need for promoting learning
as a strategy to manage change and competition. Moreover, today’s business requires
innovation in different aspects of business. Therefore, there is an essential need to
capture the fundamentals of building an organisational learning framework to stay
parallel with today’s demand. Many previous studies have shown that exchanging
knowledge leads to improvement in a firm’s performance, sustainability and
innovation (Alegre and Chiva, 2008; Svetlik, Stavrou-Costea, & Lin, 2007; Tohidi et

al., 2012).
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Many researchers argued knowledge as a basis for competitive advantage
(Goh & Richards, 1997; Goh, 1998). In contrast, several organisations consider
knowledge transfer as a continuous problem, which is why it needs to be better
understood (Weldy & Gillis, 2010). However, there is a lack of solid empirical
studies in the UAE context that has investigated organisational learning in health
care entities. There are a lot or prior studies that examined the antecedents of
organisational learning. Maani and Benton (1999) agreed with Senge et al. (1994)
that , a shared vision among the employees is an important tool to promote
organisational learning. It is aligning all employees to work together in the same
direction to achieve common goals (Slater & Narver, 1995). Thus, shared vision has
been identified as an important factor in creating organisational learning; however, it
is not the only factor that facilitates adapting and competing with the rapid changing
environments (Dess & Picken, 2000). One of the reasons behind the failure of
achieving successful organisational learning is the lack of a shared vision (Fahey &

Prusak, 1998).

Several studies have stated that it is important to align organisational learning
with the presence of the ability to transform and change by oneself (Bahlmann, 1990;
McGill et al., 1992; Swieringa & Wierdsma, 1992). This process has been identified
as being ‘proactive’ in that the individual is able to not only adapt to environmental
changes, but can also produce learning and implement the new approaches
accordingly. Therefore, organisational learning can be built from internal proactivity
from within their systems and human resources, not only from external
environmental forces. Other researchers have agreed that the environment is one of
the factors that promote organisational learning by aligning the processes and

procedures to the competitive changing environmental conditions that foster learning

www.manaraa.com



5
(Fiol & Lyles, 1985). Interpreting the environment and initiating strategies to work
parallel in dynamic environments are part of the process to create organisational
learning. The type of environment is very important as it determines the type of
learning. In a stable environment, relatively adaptive learning is suitable as it is
concerned with how best the individual can accomplish a specific goal with the same
performance level and without changing the existing norms. This approach might
enable existing capabilities to be improved (Lant & Mezias, 1990; McGill et al.,
1992). In a complex environment, there is a need to change and restructure the
strategies/norms to adapt to the changes, which is this a generative learning style

(Argyris & Schon, 1996).

Personal mastery has been identified as the ability of individuals to innovate
and learn by their own desires. Personal mastery oriented people are keen on stating
the current reality, attaching it to their personal vision and transforming this vision to
be closer to a real event (Senge, 1990; Senge et al., 1994). Personal mastery is
classified as an antecedent of organisational learning as it allows individuals to learn
and improve their visions. However, personal mastery orientation cannot stay at the
same level; it should grow into a habit/norm that becomes imbedded in the
organisation. Personal mastery oriented people are very concerned with their own
personal development and maintain a high level of commitment and systematic
thinking that promotes organisational learning (McGill et al., 1992; Senge, 1990;

Senge et al., 1994).

From another point of view, the concept of environmental context is a very
important dimension in organisational learning (Argote & Miron-Spektor, 2011).

These authors indicated that environmental context includes many factors such as
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6
organisational culture, structure, technology, financial system and relationship with
other organisations such as alliances and joint ventures. The organisational context
affects experienced encounters and transits them into knowledge into the
organisation. Chiva-Gomez (2004) conducted a study in the ceramic sector to
identify factors that facilitated organisational learning and found that the factors vary
from sector to sector and depend on the business strategy and the context of the
organisation. Moreover, the study found that the more learning the organisation was,
the more innovative the organisation was. The study stated five factors that
facilitated creating a context of organisational learning, which were experimentation,
risk taking, interaction with the external environment, dialogue and participative

decision making.

From another perspective, Mallak et al. (2003) referred to another dimension
in the context of the organisation that is ‘the built environment’, which is a
constructed environment designed from different requirements of the employees,
customers and overall organisation. The built environment is affected by the culture

of the organisation that resulted in changing individuals’ behaviours accordingly.

Berson et al. (2006) established a multi-level model of organisational learning
where the effective leader was the one who created the structure and the conditions
for learning to occur at an individual level, then developed it into the networking
level and finally integrated into a systematic/organisational level. At the first level,
leaders might promote learning engagements with their members via motivation and
develop their mental directions toward learning. Then, those members would be the
drivers of learning within and between other members and social networks. After

that, the leaders would facilitate the flow of learning between the social networks via
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;
the structures and functioning of knowledge creation and transfer. At the final stage,
leaders might act at the system/organisational level to spread the knowledge and
apply changes at the institutionalisation level. Pearce (2004) stated that; the degree of
a leader’s influence on organisational learning depended on their authority and
position, in a way that determine their extent of interference with individuals,

between teams and also with social networks.

Yukl and Becker (2006) defined leadership as the process of influencing
members and directing them toward shared objectives. This process includes
teaching members about the approaches of accomplishing specific goals within the
organisational context. Taking organisational learning into account, researchers have
shown some common insights between organisational learning and leadership
(Easterby-Smith & Lyles, 2011). A leader’s behaviour influences learning
approaches, innovation, individual aspects of learning and the flow of information
into the different layers of an organisation. Relative to those domains, exploring new
approaches of work and taking advantage of current knowledge (exploitation) have
also been identified as two important roles of leadership at a strategic level (Tushman

& O’Reilly, 2002).

Yukl and Lepsinger (2004) stated that; the most challenging task for a leader
is how to establish the climate of collective learning. They can directly steer their
followers toward collective learning by their words and actions and then they can
indirectly modify them via workflows, policies and systems. Other researchers have
agreed that it is very important for a leader to understand the obstacles associated
with encouraging their members towards collective learning. The most common

obstacle is the top-down approach for leading change and innovation. This approach
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prevents collective learning as it is very difficult for the upper management to
identify opportunities for change and learning from this direction. Conversely, if the
approach is from bottom-up, then it would be more flexible and adaptable for any
emergent situation (Yukl, 2009). Another issue is the restriction of knowledge and
information that an individual is performing to protect their power and maintain a
power of expertise (Atwater & Waldman, 2008). In this case, people will face
difficulties in receiving accurate information in a timely manner and it will affect
their decisions accordingly. Effective leaders can contribute by facilitating
communication between the organisational social networks and might increase the
access privileges to a wider range of their members to allow a greater and faster
distribution of information. One more obstacle that affects collective learning is the
conflict between the stakeholders of the organisation. In this case, the relative power
of the stakeholder would determine the objectives and priorities of the organisation
and determine the type of learning and knowledge to be implemented accordingly.
Therefore, leaders can enhance collective learning by establishing shared values and
objectives for learning and creating strong capabilities for knowledge exploration

and exploitation (Yukl, 2009).

Most recent studies have focused on the relationship between leadership and
organisational learning (Berson et al., 2006; Esterby-Smith & Lyles, 2011). They
concentrated on the dual level of learning within an organisation; exploitation and
exploration; and the 41 learning framework (intuition, interpretation, integration and
institutionalization). At the same time; they examined the leadership and the
organizational constructs effects on those mentioned learning approaches and the 4l
learning framework. They found that; leadership can facilitate exploration among the

individuals through motivating them to create new ideas. Also, leaders can enhance
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integrating of new and established knowledge across individuals and organizational
levels though creating a common direction. In addition; leaders can create the
conditions between organizational teams and layers to embody new and existing
knowledge in the organizational culture and this is their role in promoting

institutionalization.

Moreover, at the same time organisational objectives might not reflect the
collective goals of its individuals (Simon, 1991), but it can be reformulated and
constructed into the learning activities of the whole organisation (Lave & Wenger,
1991). As a consequence, to state the relationship between leadership and
organisational learning we need to examine the learning constructs associated
between these two concepts, taking into consideration the contextual implications as

well.

1.2 Motivation for the Research

The first motivator that encouraged to undertake research about
organisational learning is that learning has been identified as a key factor for
innovation and organisational sustainability (Fard et al., 2009; Goh, 2002; Perez et
al., 2005; Svetlik et al., 2007). With the fast and dynamic growing of all business
fields globally, organisations need to maintain continuous learning among their
employees. Understanding the role of leadership in organisational learning and
sharing in transferring knowledge among employees are very important for the
employees’ development aligned with their organisational development (Swanson &
Holton, 2001). One study of human resource development concentrated on ways to
promote learning among employees (Marsick, V. J., & Watkins, K. E., 2003). This

study also showed that organisations that focused on the development of their

www.manaraa.com



10
employees’ learning resulted in increasing productivity, job satisfaction and overall

profitability of the organisation.

Related to my career, | have been working with the SEHA (Abu Dhabi
Health Service Company) for the last eight years. | have seen a lot of
transformational events that have taken place in my entity and in other SEHA
entities, which has given me an insight that learning engagements among employees
is very important. In addition, the environmental climate as well as the leadership
role is major variables to cope with the revolution in health care development and

highly competitive environment.

This study context is the health care context, which is recognised as a fast-
changing environment that needs quick response and actions due to the purpose of
serving patients (Mallak et al., 2003). There was an empirical study performed by
Tucker and Edmondson (2007) that was conducted in the context of health care
particularly in the intensive care unit to measure organisational learning. They
considered that the knowledge of the medical field changes consistently and there is
an essence requirement to identify a framework on how the medical context can be
an environment of organisational learning. Throughout their study, the authors
emphasised that the medical care context is attached to providing health care to
patients of high quality parameters. Their hypotheses were based on three notions
that were best practices transfer, team learning and process change. The study results
showed that the transfer of best practices needs modifications in the new context.
Moreover, the success of the organisational learning occurred mostly in the

atmosphere of a psychological safety culture.
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In contrast, Brown and Busman (2003) examined how expatriates can
perform at the same level of practice as in their home country when they work
abroad and how they can maintain their professionalism with work environment
changes. It has been mentioned that cultural obstacles always exist and, in turn affect
organisational learning, with the most obvious issues being individualism versus

collectivism and harmonisation versus confrontation.

Despite the importance and sensitivity of the context perspective affecting
organisational learning, there is a lack of the empirical studies of organisational
learning in the health care context in the UAE. This is the second motivator that in
this research that promoted the topic of organisational learning in the health care

context.

From a context perspective, learning is being classified as a governmental
strategy by our governmental leaders. Moreover, one of the key pillars in the Abu
Dhabi Economic Vision 2030 is ‘Premium education and health care infrastructure’’
(Abu Dhabi Economic Vision 2030, available from http//:www.government.ae). In
addition, recently the UAE announced its 2021 vision, visualising the “development
of a knowledge-based economy”, which will be diverse, flexible and led by skilled
professional Emiratis. The vision contains six important components with detailed
objectives, related to education, health and economy, police and security, housing, as
well as government infrastructure and services UAE 2021 vision, available from

http://www.vision2021.ae).
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1.3 Research Questions and Objectives

In reference to the importance of this research topic (the influence of
leadership on organisational learning) many studies have identified leadership as the
engine behind organisational learning (Maslach & Leiter, 2001; De Cremer, 2006).
However, previous studies have not indicated the specific leaders’ behaviours and
mechanisms  underpinning leadership that affect organisational learning
(Lahteenmaki et al., 2001). This means there are gaps in modelling how individual
learning can be converted into organisational learning. Moreover, there is a need to
recognise the type of conditions that are suitable for learning, due to the growing and
changeable nature of today’s business processes and environments. Researchers have
not been able to clearly identify these conditions because of two basic reasons. The
first one is that people do not learn under stress and insecure conditions. The second
reason is that, due the rapid and huge changes in most of the dynamic organisations,
it is very difficult to detect the factors of learning from many perspectives of changes

(Lahteenmaki et al., 2001).

At the individual level, it has been stated that the empowerment of the
employees is an important element in the context of organisational learning that is
related to organisational culture and leadership (Mischel, 1973). From a process
point of view, previous literature does not provide a deep image about learning
processes; rather, it has shown how managers/leaders can adapt to the complexity of
their work environment and provide alternatives to solve related issues (Salaman et
al., 2005). In addition, it has not been shown how learning can be changed from
different types such as from single learning to triple learning loop or from adoptive

to generative learning. Thus, there has not been enough validation of the
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organisational learning measurement models. Moreover, the knowledge in this field
has not been cumulative (Lahteenmaki et al., 2001). Therefore, Lahteenmaki et al.
(2001) provided some direction based on the literatures gaps on how to measure
organisational learning. They recommended to focus on contingences and reject that
there is one best model for organisational learning in every context. They also said to
examine and detect the underling mechanisms between individual and organisational
learning, as well as; examine learning related to organisational changes. Moreover,
there is a need to consider that learning is a change in the mental structure of

individuals where the context is important.

The present study specifically addresses the question “How do
transformational/transactional leadership styles promote organisational learning in
the context of health care?” Building on current theories of transformational and
transactional leadership and on organisational learning conceptualisation, a
theoretical model was developed and a set of propositions were aligned in a way to
answer the research question and to describe the specific behaviours and practices
that either facilitate or prevent organisational learning (Bass, 1985, 1998 ; Crossan et

al., 1999 ).

The research aims were as follows:

1. Identify the influence of transformational and transactional leadership styles
on organisational learning.

2. ldentify the underlying mechanism between the two types of leadership and
organisational learning.

3. Identify the role of trust, psychological safety and goal orientation in the

relationship between leadership styles and organisational learning.
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1.4 Contributions and Significance

Organizational learning is a considerable prospective in today’s working
environment, where employees might repeatedly change their assigned
responsibilities within the same organization or change their professions in other
organizations. Therefore; it is not enough to focus on individuals learning without
shed light on how to build an organization that offer all the capacity to support and
pursuit learning in their culture. Over the last thirty-three years; organizational
learning models has been established based on literatures and organizational own
cases. However; those models needs to be redefined based on the organizational
changes and their current status. In addition to that; organizations thought that;
learning should take place from individuals then spread to the organizational level, in
other words; learning is the responsibility of the individuals themselves as a primary
condition. However; it is very important not to forget the impact of the relationship
between the direct senior leaders and their followers to facilitate and improve

learning (Marsick & Watkins, 2003).

At the individual level, learning is informal based on an early work done by
(Marsick & Watkins, 1997). Their work explained how individuals create their
learning culture. They mentioned that people learn when failures, challenges and
mistakes take place that by default require a response or action. In those cases,
individuals take different actions based on their understanding related to their
mentalities and past experiences. After the individuals decide their action plan, then
they will implement it. If the plan was below their expectations, then they will repeat

the same cycle of analyzing the problem and initiate another action plan to solve it.
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Individuals’ selection of the action plan depends of their skills, experiences, authority

and resources. Thus; their actions refined by their experiences and social context.

On the other hand; learning at the organizational level is not an accumulation
of individual’s learnings (Argyris & Schon, 1996). When individuals improved their
learning capabilities, their collective learning can improve the overall organizational
learning as long as the organizations establish appropriate mechanisms to support the
usage of their individuals learning. Thus; individual learning is not equal to the

organizational learning, but it is related to it.

Organizational learning level is similar somehow to individual learning as
both of them includes gathering data, storage, interpretation and analysis and using
of the information. However; there are differences in its fundamental nature as the
individual learning depend on their cognition process from their heads and when
individuals get the information, interpret them and reflect them in their practices;
then it is transform into a context of organization through context, structure and
culture. This is called organization learning mechanism (OLM) that takes place by
individuals (learning in) into a context of organization (learning by). The cognition
process by individual are the essence of organizational learning and there are other
factors that affect the organizational learning such as cultural, psychological, policy,
and contextual (Lipshitz et al., 2002). When the individual learning (learning in) is
happening within the context of the organization and for the sake of the organization
this is considered as organizational learning (learning by). This is also serving the
same concept of OLM, when a single learning process performed and then upgraded

into group and organizational formal level (Lipshitz & Popper, 2000).
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Perretti and Negro (2006) explained how the structure is affecting the culture

of learning at the organization level through affecting the common values,
assumptions and beliefs. That was introduced by scholars like (Edmondson, 2002)
when she showed how the horizontal structure with fewer power differences
facilitate learning. Flat organizations encourage networking between employees and

knowledge transfer across roles and levels (James, 2003).

Popper and Lipshitz (1998) has provided two facets that can build the
organization learning which are the structural (hardware) are and cultural (software).
The structural facet includes the system and standards of the organization of
collecting, analyzing, storing and using if the information, while the cultural facet
includes common beliefs and insights that facilitate the actual learning through the

structural facets of the organization.

Lipshitz and Popper (2000) agreed with what Kim (1998) had mentioned
that; organizational learning is more complex of individual learning as the
organizational level you are dealing with a diverse and large collection of
individuals. They presented a framework that discusses two concepts of
organizational learning; one is the conceptual concept that is related to the mentality
and cognition of individuals that think about the existence and reasons of the new
changes or the changing conditions. The second one is the operational concept; that
is related to the procedure level when individual learn how the task is performed and
being captured as routines and standards. Zollo and Winters (2002) had a similar
trend that they studied how organizations can initiate capabilities to learn and adapt

its operational routines. The study found that; there are three mechanisms to maintain
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such dynamic capabilities of operational learning; which are; tacit accumulation of

past experience, knowledge articulation, and knowledge codification processes.

Based on the above mentioned scholar’s findings; you can realize that the
literatures vary on their focus as some of them concentrate on individuals (Yukl,
2006) and others on organizational learning nature and capacities (Lipshitz et al.,
2002). Therefore; this research will contribute to the field through combining the
individual process with organizational learning processes into one model. Also, due
to the inconsistency in the past researches in terms of the affecting factors and
intermediate influencers, this research will add value through exploring the
underlying mechanisms between leadership and organizational learning. From a
context perspective; the present research will investigate this model in a health care
context, which in itself considered as one from the very few studies if not the only

one that test a model of leadership and organizational learning in health care context.

Through intensive review of relative literatures, this research tried to connect
variations in identifying the nature of organizational learning phenomena. This
research is not critiquing any specific model or any theory of organizational learning;
however; this research tries to fill some of the gaps that breaks the definition of
organizational learning and combine the scatters of organizational learning model.
Many researches focused on how individuals learn, however; very less studies
concentrate on how organizations can learn. More empirical studies are needed to
validate the measurements of organizational learning. This study introduces one set
model developed to study how individual learning is translated into organizational

learning of a single case of health care context.
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1.5 Summary of the Chapter

This chapter has identified the background of the present study, as well as its
objectives and deliverables. It highlighted the consideration of health care context
sensitivity that is aligned with UAE strategic vision. Solid theoretical basis was
highlighted that being the base of this research contribution and expected practical
and academic implications. The next chapter discusses the theoretical basis in details
through previous literature related to the research topic. After that, the research
methodology chapter indicates the research paradigm and theoretical framework.
Then, the data analysis chapter expresses the methods used to test the research
hypotheses. The last chapter discusses the results and provided possible practical and

academic recommendations.
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Chapter 2: Literature Review

2.1 Introduction

This chapter will review some of the significant conceptual literatures that
discussed several debates about organisational learning identifications and
functionalities. A review on organisational learning different identifications and
variations will also be addressed. Then, a discussion of the leadership influence on
organisational learning will take place. After that, there will be a review of the role of
two types of leadership styles (transformational and transactional) on organisational
learning. This is followed by discussing related mediators between organisational

learning and the leadership styles based on the literature findings.

2.2 Organisational Learning Overview and Conceptualisation

The revolution of exploring organisational learning has been occurring for
decades owing to the tremendous changes and highly competitive environments in all
fields of business. Levitt and March (1988) stated that learning is created from
history and the organisation can transform their encounters by individuals into forms
of work routines. Moreover, they discussed how an organisation can learn from the
experiences of their individuals as well as adapt other organisations’ experiences.
Edmondson (2002) studied organisational learning from a team learning perspective.
She explored details of how individuals interact in teams and how their personal

traits affect their new knowledge and initiate new actions as a result.

Kofman and Senge (1993) explained that organisations must not isolate their
individuals from each other and should not consider them as a tool, because when

employees feel that they are only tools, their learning willingness drops and the
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progress of the organisation will not be possible. They clarified that individuals need
to feel their social and human identity as they are dealing with each other in that way.
In addition, this is the best way for organisations to understand their employees’
differences and their thinking systems. By this approach, the organisation will obtain
the optimal degree of learning by individuals and interaction between them as well as

transfer knowledge toward creating a learning pulse in their organisation.

Garvin et al. (2008) claimed that organisational learning is a place where its
employees are consistently initiating new knowledge and transfer it between each
other to assist their companies to move fast and adapt with the changing
environments and their competitors. The authors here provided three criteria for
managers and leaders to assess whether their organisations are learning ones or not
and whether they are taking advantages of the knowledge being created or not, which
are 1) a supportive environment, 2) concrete learning processes and 3) leadership that
reinforces learning. Moreover, the authors provided a measurement tool that is an
organisational learning survey to evaluate how well their individuals and teams are

performing with each concept.

From another perspective, Crossan et al. (1999) stated that most of the studies
conflicted with each other, with some focused at the individual level, i.e., learning is
cognitive (know what), whereas others focused on group level, i.e., learning is
behavioural (know how). The same study attempted to identify the link between the
different concepts introduced in all related literature and build on their gaps. The
authors stated that there was a clear connection missing between the context of the

organisation with a learning atmosphere amongst their individuals and groups.
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However, they did not show the organisational role in cascading learning and

knowledge into its multi-levels through their structures, roles, codes and policies.

Inkpen and Crossan (1995) presented a framework stating that organisational
learning is conducted by important elements (i.e., individuals) who are the main
players of the learning process. Moreover, individual learning consists of both
cognitive learning and behavioural learning that cannot be separated. Individuals’
cognitive learning is conducted when individuals identify gaps or error in their
beliefs or experience and start to modify their gaps by changing their behaviours and

actions.

In contrast, Handley et al. (2006) defined organisational learning from a
different angle, which is that contextual and social practices influences learning
(‘situated learning’), where individual learning becomes refined within communities
and related practices and participation in a wide definition. From another view,
Brown and Duguid (1991) described organisational learning as “communities of
practice” that referred to the collective practices of its individuals within the
community of the same organisation taking into account that learning was also

affected by individual communities outside the organisation.

Cohen and Bacdayan (1994) discussed that organisational learning can be
created from the accumulative work experience and knowledge being practiced via
significant actions in the organisation such as routines and documented as policies
and codes of structure that by default act as a reference and memory of storage for
the organisation. Crossan et al. (1999) developed a framework of organisational
learning that involved four functionalities, which were intuiting, interpreting,

integrating and institutionalisation and connecting these processes within multi-
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levels of the organisation, i.e., individual, group and organisational levels. They
explained the organisational learning via these four processes within three levels of
the organisation, where the four processes are taking place in a logical manner and
via the different levels in an organised method. For example, intuition is an
individual character that might occur within a group and organisational context;
however, the initial process happens from the individual. Similarly, groups are able
to interpret their insights and share their views and intuitions throughout their
experiences in an interactive system. When a repeated action within and between
groups becomes a routine and formal codes, then we can say the institutionalising

process has been embedded at the organisational level.

Crossan et al. (1999) did not show what type of encouragement or atmosphere
was required to transfer knowledge between different levels in the organisation;
however, Edmondson (1999a, 1999b) presented a framework of teamwork learning
through creating a psychological safety feature within the team. Group learning has
been defined by Edmondson (1999a, 1999b) as an active and continuous activity of
actions and reflections through questioning methodology; looking for feedback and
group members views; reflecting on experimenting outcomes, discussions or
mistakes; or contingency results of actions. Avery et al. (2007) explained in their
study that psychological safety is the ability of an individual to stand up and discuss
their opinion in an open manner within a team without any fear. In such a way, team
members can be more reflective on other’s experiences and views and then can
change behaviour or routines within the organisation. Recent research by
Kostopoulos et al. (2013) supported the notion of team learning having emerged as a

multi-level process from individual intuition to integration within team members.

www.manaraa.com



23

New perspective has been included in the organisational learning definition

that is social construction, which indicates that learning cannot be isolated from
applying places and social networking. Therefore, learning is a combination of
cognitive recognition and behavioural practices directed by contextual elements
(Handley et al., 2006). The competitive environment enforces organisations to
establish strategies aligned with continuous development and learning to survive.
Chadwick and Raver (2015) argued that organisational learning and an
organisation’s goals cannot be separated and should be linked together. The
individual encounters in the workplace that turn into collective situations affect the

motivational component of organisational learning.

In the present study; organizational learning conceptualization has been
adopted from a study by Jerez-Gomez and Valle-Cabrera (2005) and their research
instrument has been used in this study. In their research, organizational learning
defined as the ability of processing knowledge by the organization. Process
knowledge described as creates, acquire, transfer and integrate knowledge. This
process will be translated in the behaviour which reflects the new or modified
cognitive situation in order to improve its performance. Their research instrument
indicates that organizational learning contains four elements; managerial
commitment, system perspective, openness and experimentation and knowledge

transfer and integration.

2.3 Leadership Influence on Organisational Learning

Studies on the history of the subject of leadership influence on organisation
learning focused on the personal features that were associated with a successful

leader (Argyris, 1955; Mahoney et al., 1960). The theories of these previous studies
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assumed that leaders were born with natural traits that differentiate them from non-
leaders (Stogdill, 1963). New approach has been initiated to identify the style of
leadership via behavioural and style theories that have been adopted by successful
leaders (Hemphill & Coons, 1957; Likert, 1961). However, the behavioural and style
theories have been criticised as they do not consider the situational effect of the
leader’s behaviours (Mullins, 1999). This gap was the driver for the creation of
situational and contingency theories of leadership (Fiedler, 1996; House, 1971;
Vroom & Yetton, 1974). These concepts shifted the leadership identification from
the ‘best one to lead’ to ‘context leadership’. Moreover, it concentrated on the style
adopted by the leader to manage the situation and to direct the followers based on

contingency and context factors.

There are many leadership styles that been introduced in the literature such as
autocratic leadership. This type of leader over controls their followers,
underestimates their opinions, does not show respect for their values and limits their
followers’ participation in decision making (De Cremer, 2006). Their leading
technique decreases their followers’ satisfaction and job engagement. They force
their followers to accept their decisions rather than motivate them to express their
own ideas. Such leadership decreases employees’ tendencies to participate in
achieving the desired objectives and increases restrictions above the employees that
is connected to lack of voice (Maslach et al., 2001). They are also unsupportive and
do not consider their employees’ needs (Judge et al., 2004). In contrast, participative
leadership encourages employees to speak up and become involved in the decision
making that improves organisational performance. This type of leadership enhances
employees’ self-determination and self-valuing, and supports the sense of ownership,

which increases their motivation and efficiency (Arnold et al., 2000). It stimulates
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the feelings of empowerment among the employees. Many empirical studies have
shown that participative leadership increases performance of the employees by
substantial motivation and empowerment that is translated into four dimensions:
meaning, impact, competences and self-determination (Ahearne et al., 2005; Leach et
al., 2003). Laissez-faire leadership style is another type of leadership that has been
identified, which avoids decisions being made by the leader and the leader lets the
employees make all the decisions (Luthans, 2005). This type of leader delays
responses, is unavailable when needed and avoids making decisions. Skogstad et al.
(2007) stated that this type of leadership involves destructive behaviour aligned with
a highly stressful work environment and psychological pressure. They agreed that
laissez-faire leadership causes conflicts between employees, provides unclear roles
and also role conflicts. Kelloway et al. (2005) described laissez-faire leadership as
poor leadership that appears in the absence of a leader and avoids intervention or
both. Decisions are not made in a timely fashion and feedback is not provided or is
delayed. Laissez-faire leadership was described by Lewin et al. (1939) as a leader
obtaining the leadership position, but the responsibilities were more or less abdicated
from this leader. This type of leadership is also classified as zero leadership that
affects the valid accomplishment of the organisational objectives (Hoel & Salin,

2003).

Recent studies focused on constructive leadership styles that are related to
organisational effectiveness, which are typically parallel with today’s dynamic and
challenging business environments (Noruzy et al., 2013; Hamstra et al., 2014).
Organisations need to re-design their organisational climates to create an
organisational learning to suit the rapid changes in their business fields and

requirements. Many studies have identified leadership as one of the essential factor
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that affect employees’ behaviour, innovation and performance as an outcome
(Amabile, 1998; Jung, 2001; Mumford & Gustafson, 1988). Other studies have also
supported these findings and suggested that leadership can establish an environment
that encourages employees to try different and new ways of performing their
assignments without fear of being punished even if the results are negative (Amabile

etal., 1996).

Conceptually, studies have shown that leadership has a strong influence on
transforming the working environment and shaping the context at the interaction
pathway of their individuals to state their objectives, identify gaps and provide
resolutions (Amabile, 1998; Redmond et al., 1993). This was also stated more widely
by Schein (1992) who mentioned that leaders have a big role in changing their
organisational culture. This study was the baseline for other scholars to build upon
and indicated that when leaders change their organisational culture and climate to
support creativity of their individuals this encourages organisational learning and
sustainability for the long term (Yukl, 2001). In addition, when the organisational
context supports the reward system toward their employees’ performance this leads
to exploring new skills and redesigning the existing work approaches, which are all
leads to the promotion of learning and creativity within the organisation (Jung, 2001;

Mumford & Gustafson, 1988).

Speechley (2005) stated that effective leadership should contain learning
enhancement requirements and improvements of the leader’s personality. Similarly,
Amagoh (2009) said that effective leadership should be carried out by the directors

of the organisations to survive in the changing business environments along with the
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risk of uncertainty. Moreover, leadership efficiency is the baseline for organisational

growth and continuous improvements.

It has been stated by Singh et al. (2010) that that visionary leadership has a
strong impact on the learning competencies of organisations and is one of the most
effective pillars to enable maintenance of organisational learning. Therefore,

leadership has an effective role in the establishment of organisational learning.

Many authors have taken to classifying the leadership styles in the
organisational learning into different types: developers (Boydell & Leary, 1994),
coaches (Ellinger et al., 1999 ; McGill & Slocum, 1998), facilitators (Macneil, 2001,
Weaver & Farrel, 1997) and teachers (Cohen & Tichy, 1998). This was discussed in
depth by Senge (1990) who stated that the leader’s role in enhancing organisational
learning is to teach individuals about the organisation’s mission, vision, values,
strategies, policies and procedures. In addition to that, it is very essential to integrate
a common mission and visions to create some collective objectives, assisting
individuals to develop their thinking approaches, establish effective learning
processes and help individuals to improve their mental system and continuity of
learning process. Empowering individuals and delegating responsibilities are also
important elements of being an effective leader in organisational learning (Hitt,
1995). That was supported by Macneil (2001) when he mentioned that the major role
of the leader was to facilitate sharing of knowledge via teamwork approaches and
considering failure and mistakes as opportunities for continuous learning in the
organisation. To prove this finding, Boyle (2002) stated that to have a survival
organisational learning, leaders needed to create relationships with their sub-

ordinates, enhance learning commitments and reduce centralisation in management.
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Leaders are the main drivers of creating organisational culture and structure;

thus, their role in organisational learning is very effective (Popper & Lipshitz, 2000).
They also have a strong impact on improving the process of learning and outcomes
of the procedures and activities in organisational learning (Lam, 2002; Leithwood &
Menzies, 1998). To have an effective organisational learning, open culture and
psychological safety are two important components that need to be emphasised by

leaders (Argyris & Schon, 1996; Edmondson et al., 2001; Schein, 1992).

There are four leader behaviours that increase members’ engagement in
learning activities. First, creating an emotional and social relation between the leader
and the member will lead to a high quality relationship and increase the learning
engagement (Graen & Uhl-Bien, 1995). Second, setting difficult goals by the leader
that include implicit and explicit goals, which will lead to better performance of
individual and better learning engagement. Third, provide more opportunities for
learning by leaders by providing more time and resources. Fourth, provide feedback
from leaders to members for improvements and learning purposes (Locke & Latham,

1990, 2002).

Previous studies have shown a relationship between leadership and
organisational learning (McGill et al., 1992; Senge, 1990; Senge et al., 1994;
Tushman & Nadler, 1986). In organisational learning, leaders need to create
continuous learning mechanisms, inspire followers, provide directions, teach
followers, and shape mentalities that look at the future and highlights roles and
responsibilities (Sarros et al, 2002). However, the influence of leaders on a process is

still not clear and is limited (Bass, 1999; Conger, 1999).
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Recent studies have focused on the constructional leadership styles that are

related to the organisational efficiency, which are basically two types: transactional
and transformational leadership and the current study has adopted those two types of
leadership due to it is context relevancy and due to the recent investigations by the
scholars (Noruzy et al., 2013; Hamstra, 2014). Transactional leadership identified as
an exchangeable relationship with the followers (Bass & Avolio, 1993).
Transformational leadership is a motivational approach that is built on passion

toward a shared vision (Bycio et al., 1995; Howell &Avolio, 1993).

2.4 Transformational Leadership and Organisational Learning

Burns (1978) defined the transformational leader as the one who motivated
their employees via values and ideals. Transformational leaders should have
credibility to be accepted by the employees, so that they will follow his/her pathway.
It has been stated that transformational leaders can perform a huge transformational
event at both the individual and organisational level, if they succeed in inspiring their
followers, which in turn will exceed expectations (Bass, 1985; Keegan & Hartog,
2004). Thereafter, Bass and Goodheim (1987) stated that; the transformational
leadership style was composed of three factors: charisma, intellectual stimulation and
individualised consideration. Charisma has been measured when the followers trust
their leader, believe his/her values, adopt them and then act toward exceeding the
mission. Individual consideration means that the transformational leader is concerned
about every individual needs and differences. Dealing with employee’s case by case
or one by one, by addressing their needs, their goals and their challenges. With
intellectual stimulation, transformational leaders inspire their employees to think

outside the box, try new ways of solving issues and try to optimise the maximum
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level of their employees’ performance regardless of their past performance and their
years of work (Bass, 1985). Parasuraman and Berry (1988) stated that these
characteristics would eventually enhance the overall quality standards of the

organisation.

Transformational leaders motivate their followers to have common values,
and inspire them to achieve the objectives of the organisation (Zagorsek et al., 2009).
Transformational leaders have the ability to facilitate, mentor, train and encourage
learning among members. Organisational learning can be developed when their
leaders/managers not only can produce learning, but also when they can promote a
sense of commitment to learning and sharing it within their layers (Ulrich et al., 1993

; Seaver, 2010).

Trust relationships have also been indicated as another main element of the
transformational leadership style, whereby individuals will work collectively toward
shared values and objectives (Embry, 2010). Transformational leaders can exploit the
potential capabilities of the individuals via an influential approach and then
implement their knowledge in a practical way, which leads to transforming their
organisations and improving their existence and performance as well (Aragén-Correa
et al., 2007). It has been proposed by Noruzy et al. (2013) that there is a positive
relationship between transformational leadership and knowledge management via
exploitation of existing knowledge and exploration of new knowledge.
Transformational leaders can create a highly interactive social context that enhances
individual’s communication, shares activities, and discovers new work approaches
and knowledge (Bryant, 2003). It creates a sense of shared pathways and directions

(Bass, 1999). In addition, it encourages individuals to take risks, be innovative and
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increases employee commitment (Bass, 1999; Bass & Avolio, 2000; Garcia Morales
et al., 2008). Dvir et al. (2002) stated that transformational leaders maintain specific
traits that support their employees to overcome their fear of challenges, which leads
to creativity and learnings also. In their study, they performed longitudinal filed
experiments on the transformational leadership casual influence on employee’s
development and performance. Their study results indicated that there was a positive
impact of transformational leaders on their direct followers and on their indirect
followers, which confirmed the causal relationship proposed by early studies.
Transformational leadership improves motivation, morality and empowerment
among employees. This type of leader creates strong social commitments with their

direct and indirect followers that improve their performance automatically.

Bass et al. (2003) undertook a study to measure how transformational leaders
can predict a unit performance under stressful and unstable conditions. They
commenced their study to clarify the increasing attention toward understanding why
transformational leaders are more qualified to activate their follower’s motivation
and performance at a high level. They transformed their follower’s self-thoughts and
significance. They connected the followers with the leaders and organisational goals
by building social networking and identities. Under those conditions, followers feel a
sense of power, commitment and unity that by default increases their performance.
This supports engagement in difficult and challenging missions by creating a
collective team confidence. After that, Bass et al. (2003) explained why they chose
the transformational leadership style in a military context. They mentioned that
transformational leadership is comprised of adaptive leadership. Adaptive leadership
demonstrated a high level of moral and ethical representation. They were asked to

obtain their followers trust, so they could offer a high level of commitment. It is
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essential for them to adopt continuous development of their leadership competences
and their followers’ development as a requirement of the U.S military to highlight
the obstacles in context. In the military context, there are crucial elements under their
unit’s performance, which are unity, adherence, leadership and ethics (Bass, 1998;
Gal, 1985). Bass et al. (2003) study results indicated that transformational leaders
can predict the performance of the unit that is working under uncertain conditions.
Their findings were relevant to the prior studies, which might be due to the complex
nature of the assigned missions. This requires the leader to perform effective
coordination with followers, and to clarify the roles and expectations of the followers
for the performance and deliverables with the attached recognitions. Platoon leaders
might work toward establishing a collective work environment, where everyone
knows their assignments, timeline and team members to enhance their performance.
Through this basis, the leaders and their followers will be ready to face any sudden
contingencies and respond in a creative way. Transformational leaders can predict
the unit’s performance by inspiring a high level of motivation and knowing their

members’ strengths and weaknesses.

It has been proposed by Guzzo et al. (1993) that transformational leadership
is an antecedent of a group potency. Group potency consists of the design of the
group, the leadership and the operational context. When group members are working
on an interdependent mission under a leadership type that supports team working,
then the team members work on a collective confidence/potency to accomplish the
desired outcomes. It has been argued that when the leader induces their followers to a
collective performance, group efficiency will be improved. Thus, transformational
leaders empower their followers to trust themselves and accept their missions (Bass

& Berson, 2003). Sosik et al. (1997) stated that group potency mediates the impact of
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transformational leaders on the group creative performance. Dvir et al. (2002)
deployed a real field experiment with platoon commanders to test the impact of
transformational leaders and they found that they positively enhanced their float
performance for the following six months via motivation, empowering and potency.

Transformational leaders enhance employees’ performances by identifying the

confronting challenges (Avolio, 1999 & Bass, 1998).

It has been agreed by Vera and Crossan (2004) that a transformational
leadership style can promote organisational learning but on specific conditions either
in exploration (feed-forward learning) or exploitation (feedback learning). They
proposed that a transformational leader promotes changes of existing routines and

proposes new ways of working.

As per Tichy and Ulrich (1984) transformational leadership initiates
organisational change via the feed-forward flow that begins with individual’s
intuition, interpretation and then integrates into an organisational level via systems
and procedures. They also encourage an open and easily accessible culture among
individuals and across boundaries and departments (Goleman et al., 2001). By being
accessible, the learning will flow easily between individuals and organisational
layers (Waldman & Yammarino, 1999). Similarly, Tichy and Devanna (1986) stated
that transformational leadership style facilitates learning via teamwork and taskforce
initiatives. Vera and Crossan (2004) mentioned that transformational leaders

encourage current system changes.

The other learning flow discussed in Vera and Crossan (2003) is feedback
learning flow. Crossan et al. (1999) mentioned that feedback flow is about ensuring

that routine work procedures are deployed as formally stated. It is about creating a
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culture of discussions of the experiences and interpretation of encounters, which will
lead to change on both individual’s cognitions and behaviours as a consequence.
Feedback flow is vital and important to ensure consistency of applying work routines
as well as updating all parties about any change to keep them all on the same page.
That is why Vera and Crossan (2004) study proposed that transformational
leadership facilitated feedback learning. Based on the aforementioned arguments, the

below hypothesis is proposed for the present study:

% H1: Transformational leadership is positively related to organisational learning.

2.5 Transformational Leadership and Trust in the Leader

This section will review how transformational leader and trust in the leader
translate into organisational learning. Trust is the connecting bind in the relationship
between the leaders and their followers (Nanus, 1989). When the relation is built on
trust, there will be positive consequences on the individual’s behaviours,
performance and overall satisfaction (Jung & Avolio, 2000; Pillai et al., 1999). In
contrast, if the trust does not exist within the relationship, the exchange of knowledge
and information will be blocked between the followers and their leader (Harari &

Brewer, 2004).

Trust is considered a human concept whereby organisations consist of social
and human relations and trust plays a vital role in the dynamic of those relations
(HolInthoner, 2010). Rousseau et al. (1998) defined trust as the “trust is a
psychological state comprising the intention to accept vulnerability based upon
positive expectations of the intentions or behaviour of another.” Based on this, trust

can be defined as the expectations about the other party and acceptance to engage in
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risky situations and to be vulnerable (Hollnthoner, 2010). There are many positive
results of the trusted inter-related relations between individuals of the organisations.
Trust enables effective networking and fast creation of work groups which in turn
facilitates organisational learning as a consequence (Miles & Snow, 1992; Meyerson

etal., 1996 ; Dirks & Ferrin, 2001).

Blomquvist and Stahle (2000) provided a conceptual model that shows how to
build inter-organisational trust by establishing the basis of interaction between
individuals and the organisation. The study explained that creating proper conditions
to create trust is essential, and presented a model that showed that organisational
trust can be translated into interdependent individuals and organisational actions.
From an organisational perspective, the basis for trust can be created via
organisational visibility in terms of clarity of roles, strategic objectives, sustainability
and proactive learning adaptation. Clarity of organisational needs is also considered a
basis of building trust from an organisational view. Moreover, organisational culture,
open communications, organisational strategy and competencies are also additional
features to build trust. From individuals perceptive, trust can be translated in
exchange with the organisational if the individual is willing to communicate, is
proactive to learn, is flexible and tolerant of conflicts. In addition, the ability to take
risks, communicate with different individuals and groups; maintain commitment in

achieving goals and being professional.

In the same research area, Bijlsma-Frankema et al. (2006) proposed a
different approach to organisational learning by highlighting the concept of frictions
and aligning frictions to conditions that permits learning activities and the ones

preventing the learning process also. In this study, a cardiology department was one

www.manaraa.com



36
of the three cases studied as one of the largest departments and most complex areas
of the hospital of the study (study context). The need to maintain high quality
standards was a priority and this was communicated between all team members.
Owing to the urgency and difficulty of patients’ cases, there was a dynamic and
mutual interaction between professionals. The complexity of the nature of the work
could be a source of conflict; however, there was a climate of trust between all
parties toward providing a high quality of medical services based on the hospital’s
standards. Having principles encouraged a shared interest versus individual interest
that in turn eliminated all conflicts and allowed individuals to work based on a
common vision in an environment of trusted standards. Moreover, the study showed
that due to complications of the patients’ cases, professionals had to meet almost
every day to discuss cases and plan purposes, which allowed for valuable learning
opportunities and performance development. Autonomy and independence were also
individual characteristics that were mentioned in the same study that supported the
learning activities in the organisation as an individual behaviour that pushed

individuals to gain learning.

Conversely, this type of self-referencing might prevent knowledge transfer
between team members as well as between departments, which might be due to the
architecture of the hospital that blocked learning between departments. The study
results discussed that literal relations consisting of trust between individuals was
considered an enabler for organisational learning; however, in this study, learning
opportunities were lost in several situations due to the urgency of cases that meant

that regular meetings were cancelled to respond immediately to patients’ needs.
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This study was geared toward obtaining a clear understanding of the enablers

and factors of organisational learning of Nonaka and Takeuchi (1995). As an update
of their study, Nonaka et al. (2000) mentioned that trust was a moderating factor in
the interaction between individuals that enhanced the creation of knowledge and
transferal of it. From the point of knowledge transfer, the higher level of trust, the
higher knowledge exchange activities in more accurate approaches (Szulanski et al.,
2004). Trust in general affects the knowledge transfer process as it correlates many

parties and also cuts the cost of knowledge transfer (Levin et al., 2004).

Trust has been considered as an intuitive driver of a successful leadership.
Individuals who believe that their leaders care about their personal interest are more
likely to support those leaders and follow their directions (Bass, 1985; Brower et al.,
2000; Burke et al., 2007, Chen et al., 2014). Bezuijen et al. (2009) provided an
investigation that described the type of leader’s behaviour that affected the
engagement of individuals in the learning activities. They supported what Maurer et
al. (2003) mentioned that managing learning and supporting employees sharing in
the work development and learning were two of the most important responsibilities
of leaders. Bezuijen et al. (2009) introduced the theory of leader-member exchange
relation, which consists of trust, respect, transparency and accountability and
mediates the relationship between leader expectations and employee engagement in
learning activities. Bezuijen et al. (2009) agreed that goal specificity, goal difficulty
and providing learning opportunities strengthen the leader relationship with

employees and, in turn, increase employees learning involvement.

Hannah and Lester (2009) argued that leader’s draw the method of analysis

and react toward situations for their group members as well as create the beliefs
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among their group members. Many scholars argued that when employees have a
perception of trust and support toward their leaders, they tend to engage in high-risk
assignments and challenge ambiguous outcomes (Tierney et al., 1999). Group
members tend to draw their goal orientation based on their personal choices;
however, the leader has a strong influence on transforming the type of group

member’s goal orientation if they trust their leader (Gu et al., 2015).

Previous studies have shown the vital role of trust in the supervisor to
decrease work failures, increase quality of work and enhance the overall
organisational sustainability and effectiveness (e.g., Dirks & Ferrin, 2002; Kramer,
1999). These findings were supported by other authors ; when they found that trust
has practical implications for the employees in terms of work commitments and job

performance (Argyris, 1964 ; Davis et al., 2000 ; McAllister, 1995).

Previous studies have also shown that the commitment of followers and their
work engagement increases when they trust their leader and their values match
his/her values (Meglino et al., 1989). Trust in the transformational leader is one of
the most effective variables that the leader should build in the relationship with
his/her followers. Transformational leaders can influence followers when they

believe their words and trust their vision (Podsakoff et al., 1990; Yukl, 1998).

The need for trust within the relationship with transformational leaders exists
from the nature of this leadership style; as such, it involves uncertainty, worry,
confusion, taking risk and high levels of fear. Therefore, trust is essential for this
type of leaders to sustain and prevent such issues (Kotter, 1996). The empowerment
and motivation by transformational leaders to their followers creates such trust and

encourages them to take ownership (Avolio & Bass, 1995). In this way,

www.manaraa.com



39
transformational leaders gain more respect and are more trusted by their followers as
well as they will be imitated by their followers as a role model (Bass & Avolio,

1990). Based on the above-mentioned arguments, the below hypothesis is proposed:

% H2: The effects of transformational leadership on organisational learning will be

mediated by trust in the leader.

2.6 Trust in the leader and Psychological Safety

Psychological safety means that the employee can express his/her views
without fear from any negative outcomes on their employee status or career (Kahn,
1990). The creation of a culture of psychological safety can be a motivator of
learning behaviour of the employees that, in turn, creates a culture of organisational
learning (Edmondson, 1999b). Psychological safety relates to the individual’s insight
about how others will react when he/she reports mistakes, asks questions, asks for
clarifications and explanations or raises new ideas. It is the expected reactions from

those behaviours, i.e., that someone will be hurt or upset (Edmondson, 2004).

Psychological safety is different to trust; however, both involve perceptions
of making choices to minimise the negative outcomes in relations. When you trust
someone else that means the focus of the object is on others, while, psychological
safety is about the self and whether others will give you the credit when you make an

error (Edmondson, 2004).

Li and Tan (2013) stated that when the relationship between the leader and
his/her subordinates was built with trust; this relationship would be translated into a
positive result in the employee’s relation. However, they stated that this type of

relationship should have underpinning mechanisms such as a culture of
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psychological safety. Similarly, it has been stated that a culture of psychological
safety is positively associated with task challenges within teams, which in turns has

implications in the workplace and job performance (Bradley et al., 2012).

Walumbwa et al. (2011) conducted a study that examined the relationship
between trust and psychological safety and their effect on the performance via
authentic leadership style and the results support their assumptions positively.
Authentic leadership pursuits a climate of transparency and ethical relation between
the leader and the followers and this relation boost employee’s development
(Walumbwa et al., 2008). It has been stated by many studies that the type of
leadership that encourage employees sharing in the decision making and sharing
knowledge and information are more likely to enhance trust with their followers
(Dirks & Ferrin, 2001). Many empirical studies have found that transparency and the
level of psychological safety provided by the leader affected the followers trust in the
leader (Avolio & Gardner, 2005). When the leaders deal with their followers with a
climate of openness, comfort and truthfulness; then a climate of safety will be
generated accordingly (llies et al., 2005). This type of integrity between the leader
and followers in the operational processes (including decision making) will turn into
a trust relation. Because of this trust, a sustained transparency would take place when
dealing with challenges. Researchers have found that when there is a shared value in
the relationship between the leader and the followers, trust will result (Podsakoff et
al., 1990). The joint integrity of transparency and trust between the leader and the
followers would evolve into a psychological trust. When followers trust their leaders,
they will be more comfort to share more sensitive information. Thus, when followers
are willing to share information without fear, trust would be enhanced (Avolio &

Gardner, 2005).
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Mayfield et al. (2016) studied the mediated effect of trust and psychological

safety on team effectiveness. Their results indicated that trust and psychological
safety emerged into attitudes, concepts and emotions of the individuals that enhanced
team satisfaction and identification. This emergence is the output of team processes
and interaction (Marks et al., 2001). Trust and psychological safety emergence affect
team functioning by enhancing the climate of psychological safety among team
members (DeChurch & Mesmer-Magnus, 2010). Trust at the team level reflects the
degree of quality in the relationship between the team members derived from the
shared climate and interdependent tasks (West, 2001). It is evidenced that team trust
is generated from the collective team work that affects team satisfaction,

identification and commitment (Costa & Anderson, 2011).

Dirks and Ferrin (2001) stated that trust can be considered a contextual factor
that creates the conditions of cooperation, higher performance and positive
perceptions. Conversely, psychological safety is also a moderator that can generate a
condition of trust among team members to share information and express their
opinions without fear of negative reactions (Edmondson & Lei, 2014). Psychology
safety is also a contextual variable that can be derived from the social interaction and
sharing information with a trust relationship in which it produces high performance
(Bradley et al., 2012). It also improves the utilisation of team conflicts in a positive
way to enhance team performance. Psychology safety climate induces collaboration
between team members and supports team expertise diversity (Caruso & Wooley,
2008). In a trust and psychological safety context, team members are more likely to
share in risky assignments in a positive way that lead to improvement in learning and

performance.
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Edmondson et al. (2004) presented a study on the factors that promote
psychological safety in teams and their related outcomes and the effect of
psychological safety in emphasising learning behaviours. One purpose of this study
was to differentiate two constructs: trust and psychological safety. Both of them
depend on the other party reaction toward taking risks and being vulnerable to
other’s actions. However, psychological safety can be described as how the other
person will respond when an individual asks a question, provides feedback, requests
a report, reports failures or suggests new ideas. The individual in such a case is
entering into a small decision-making process, i.e., whether to act or not, depending
on the individual’s beliefs about the expected response from the other person. For
instance, will it make the other person embarrassed, will it affect my image, will it
affect my manager, and so on. In contrast, trust has been defined as the exchange of
confidence between parties to an extent that no party will be harmed or fall into risk
by the actions of any of the other parties. This type of confidence will allow
overcoming the associated risk and obtaining the optimal results from this interaction
(Jones & George, 1998). To differentiate psychological safety from trust,
Edmondson (1999a) mentioned that teams tend to have a common interpersonal
safety climate at the same group, but trust can be associated in both the group and
individual levels. Based on the above-mentioned arguments; the below hypothesis is

proposed:

¢+ H3: Trust in the leader is positively associated with psychological safety.

2.7 Psychological Safety and Organisational Learning

Psychological safety plays a vital role in promoting organisational learning

(Edmondson, 1999a, 2004). It involves critical thinking and a healthy environment
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that does not accept traditions, but accepts changes and also has open minded
methods of professionalism (Dewey, 1986). Maintaining a common belief that
members are safe when they are discussing, reporting errors, providing feedback and
speaking up is very essential to facilitating organisational learning (Edmondson,
1999b). Speaking up about mistakes and sharing experiences and knowledge
enhances organisational learning and performance (Leonard-Barton, 1995; Sitkin,
1992; Tucker & Edmondson, 2003). When the employees believe that they are safe
from ruining their self-image or destroying their career or embarrassing themselves,
then a culture of psychological safety exists and the organisational learning will be

more effective (Edmondson et al., 2004).

Edmondson (2003) argued that psychological safety is an indicator of having
organisational learning as it reduces errors and improves procedures and systems.
She suggested that when the employees are taking mistakes as opportunities for
gaining knowledge, then the engagement rate would be higher and the learning

activities would increase accordingly.

Edmondson et al. (2004) argued that psychological safety consequences arising
from team activities encouraged learning activities across organisations that leads to
create an ongoing organisational learning entity. Past studies on organisational
learning paid less attention to the team behaviours that led to promote organisational
learning (Edmondson, 2002; Kasl et al., 1993). Most of the literature focused on the
individual’s worries about their interpersonal behaviour (Edmondson, 2002).
Edmondson et al. (2004) supported previous literature (Edmondson, 1999a, 1999b)
that psychological safety can improve behaviours related to learning and overall

organisational development.
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Edmondson et al. (2004) discussed five behaviours as positive outcomes of

team psychological safety and in turn promote learning behaviours in the
organisation. The first is asking for help when every team member seeks assistance
and requests information when they face any obstacles or problems. As per Anderson
& Williams (1996) this type of co-operative behaviour leads to create more chances
for learning activities. Second, feedback seeking that promotes learning behaviours
between the same group and different groups (Ancona & Caldwell, 1992). Third,
speaking up about mistakes and concerns psychological safety allows the opportunity
to discuss mistakes and concerns that allows for learning opportunities. Fourth, team
psychological safety encourages innovated behaviour between team members and
between teams across the organisation. Fifth, psychological safety promotes
engaging in boundary spanning behaviours, which is concerned with teams’
communications about specific tasks, assignments, coordination and requesting

resources (Ancona, 1990; Ancona & Caldwell, 1992).

Edmondson et al. (2004) provided valuable implications for promoting a
psychological safety to create organisational learning. They stated that; interpersonal
fear exists in all organisations regardless of strengthens and context. This fear differs
between teams; therefore, maintaining a climate of psychological safety between
team members and co-workers will reduce the fear and emphasises learning in the
organisation. Moreover, when teams work face-to-face this will be more comfortable

and enhances learning activities.

Higgins et al. (2012) conducted a study to examine the effect of
psychological safety on education in the U.S. Their sample was drawn from 941

teachers across 60 schools that measured the influence of learning providers/teachers
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toward psychological safety on learning and organisational learning as a
consequence. Their study results reflected that a high level of psychological safety
climate was reinforced at a high level of organisational learning via free discussions,
asking questions and regular feedback. They based their argument regarding
psychological safety on the cognitive scientific approach that described how the
social and cultural change of the organisation shaped the way of learning among
employees (Honig, 2008). Specifically, school settings are changing repeatedly in
which internal conflicts and negotiation increases. Therefore, it is important to study
teachers’ behaviours that affect organisational learning (Gallucci, 2008; Hubbard et

al., 2006).

One of the ‘building blocks’ of learning that was suggested by Garvin et al.
(2008) and is considered one of the basic elements of organisational learning
adaptability is the building of a supportive learning environment. Such environments
accept employee’s different views, provide blame free environments, open
environments to accept new ideas and provide enough time to discuss and provide
feedback on ideas and obstacles. In addition, Garvin et al. (2008) identified the
working climate as a key driver to foster a learning environment. They suggested
psychological safety as a key factor in the learning environment, where teachers can
speak up and propose enquires where applicable in a comfort way that in turns boost
team learning. Moreover, it builds professional learning communities at schools via

open negotiations and discussions between teachers.

Similarly, Silins et al. (2002) studied the social factors that affect students
learning in Australian schools and found that having a trusted and psychological

atmosphere increases students’ learning participation and activities. Building upon
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this result, Goh et al. (2006) investigated the extent of using past mistakes and
failures in strategic planning processes at schools as a consequence of the faced
obstacles during school improvement events. They found that schools were hiding
past failures and sharing positive information only; in which it created unsupportive
culture to improve previous practices. To have such transparent negotiations between
teachers to discuss what has been done correctly and what should not be done
requires a strong and high level of safety climate in the organisation (Bryk &

Schneider, 2003). In light of the above, the following hypothesis is formulated:

¢+ H4: Psychological safety is positively related to organisational learning.

2.8 Transformational Leadership and Psychological Safety

In terms of transformational leadership and psychology safety, Pillai et al.
(1999) stated that leaders who are considered as role models for their employees,
inspiring them toward achieving a collective vision, are creating a climate of
psychological safety with trust in their leaders. Such leaders encourage their
employees to think in creative approaches to overcome the obstacles in their
missions using intellectual stimulation. In addition, leaders are motivating their
followers to take a high level of risk in their workplace with guaranteed safety
including the physical safety of individuals (e.g. occupational safety), which is the

individual consideration.

Similarly, Avolio et al. (2004) stated that psychological safety climate mediates
the relationship between transformational leadership and employees’ commitment.
This study aimed to fill the gap in the literature regarding the inner processes within

transformational leadership (Bass, 1999). With transformational leadership, leaders
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provide greater empowerment for their followers that are aligned with a
psychological safety climate as a moderator and that promote more opportunities for
employees to think outside the box and gain new knowledge. Moreover, when this
structural model occurs, trust in the leader shall be the mediator in this relationship

(Avolio et al., 2004).

Boerner et al. (2007) conducted a study to examine the impact of
transformational leadership on their followers’ performances and associated
conditions. They found that transformational leaders can enhance employees’
performances by reinforcing task-related debates between the employees. Debate
was identified as arguments and entering into a hot discussion about assigned
assignments. Therefore, it exceeded the job requirements by expressing the different
views of the group in which it entitles taking risk. The risk in these debates lies in the
mutual arguments between the followers in which it includes transforming invisible
conflicts into apparent conflicts at the group and organisational level (Gebert et al.,

2006).

For followers to be creative and outperform, variations in terms of perceptions
and concepts should be visible and shared with other members. In this way,
individual’s expressions, ideas, views and concepts can be evaluated, amended and
then reproduced into a new way that leads to a higher level of learning and
performance (Gebert et al., 2006). Transformational leaders can foster open
negotiations and discussions where the risk of talking about individual opinions will
be eliminated. The risk is reduced as they develop employees’ efficiency and
confidence that motivate the followers to engage in constructive discussions. As a

consequence, when individuals buy into the overall organisational objectives, they
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will engage in open discussions with more confidence and will sacrifice their time
and efforts accordingly (Gebert, 2004). Moreover, transformational leaders enhance
the common identity between their employees that in turn establishes a sense of
safety climate for them to participate in heated conversations and analyse situations

with an explosion of different individual’s views and aspects (Simons & Peterson,

2000).

Transformational leaders take the lead to perform difficult missions and
consider their followers’ individual differences and developmental needs. They
perform as a coach and educator to enhance their followers’ capabilities. New
potential learning paths are discovered and employed at a high level. They also take
into consideration their followers’ differences in terms of desires and needs. Thus,
they encourage a high level of psychological safety climate that emphasises social

exchange with their followers (Boerner et al., 2007).

It has been stated that transformational leaders promote meaning for common
values and shared objectives that lead to exceeding followers’ outcomes. They
provide support and a climate of safety for their followers by building trust and
clarity of objectives with discussion of previously associated challenges and
encouraging their followers’ participation in the decision-making process.
Transformational leaders are the type of leaders who gain a wide range of respect
and trust from their followers. They are placing themselves as ideal role models for
their employees and engage in high risk tasks and pioneer at any new and
challenging assignments. In addition, they consider their followers’ needs above their
own needs and take into account work conditions and requirements. Similarly, they

are a role model in terms of compliance with rules and regulations and they perform
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in a professional code of ethics. All of those components establish a psychological

safety work environment for the followers to outperform (Bass & Riggio, 2006).

Transformational leaders promote their followers toward creating a common
visionary for future strategic objectives, which attracts their followers’ interests and
provides optimism. Thus, they create team spirit that can eliminate any associated
conflicts, and they discuss them openly and freely toward shared objectives. They
always propose questions, discuss their followers’ concepts and deal with old
problems in new approaches. In addition, there is no blame over any individual
mistakes, rather, constructive discussions take place to reframe the problems and

propose new work methodologies (Podsakoff et al. , 2000).

Other researches have studied an organisations citizen’s behaviours that are
not necessarily required for the job; however, it is important for the efficiency of the
whole organisation and must be performed by the transformational leaders
(Podsakoff et al., 2000). Three concepts have been highlighted in this regard: helping
behaviour, sportsmanship and conscientiousness. Helping behaviour is about
combining and deploying best practices among team members, which by nature
reduces team conflicts and encourage a high level of safety and performance as a
result. By performing sportsmanship behaviour among the team, less time and efforts
is spent on functionalities; rather, the members take advantage of catching hidden
opportunities.  Transformational leaders can increase their followers’
conscientiousness by empowerment and assigning ownership. Transformational
leaders shape their followers’ identities by creating meaning with objectives and
associated problems. The continuity of the inspirational approach of those leaders

will establish a social identity. A shared identity for the organisation community
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would be translated into a psychological safety culture where individuals are helpful,
perform sportsmanship behaviour (i.e. look at the problems as a common goal to be
resolved) and increase the individual’s conscientiousness (Podsakoff et al., 2000).

Based on the above-mentioned arguments, the below hypothesis is proposed:

« H5: Transformational leadership is positively associated with psychological

safety.

2.9 Psychological Safety and Learning Goal Orientation

Chadwick and Raver (2015) defined two types of learning attitudes for
individuals and groups. One of them is learning goal orientation/mastery goal
orientation. Individuals with learning goal orientation believe that their skill sets are
changeable and can be improved based on the situation. In this section will argue

how psychological safety translates into learning goal orientation.

In a psychological safe work environment, employees tend to engage in high
risk activities and share a general feeling of confidence to express their points of
views and discuss their mistakes (Edmondson, 2002). Such environments have been
considered as a basis of organisational development of new technologies. Moreover,
this type of climate encourages employees to voice and discuss their findings and
progress of their tasks, which in turn involves acting on critical knowledge from each
other (Edmondson et al., 2001; Edmondson, 2002). It has been argued that having a
psychological safety environment encourages a more creative work environment,
which by default involves risk taking and introducing uncertain conditions (West &
Richter, 2008). According to Kark and Carmeli (2009) a psychological safety

environment is crucial in research and development teams as it involves high risk
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with uncertainly, which can lead to improper consequences. As per Edmondson
(2002, 2003) the psychology safety context is an essential factor that can promote
group members to learn regardless of their initial goal orientation preferences. That is
why Chadwick and Raver (2015) proposed that mastery (learning) goals can be
emerged in a specific context when leaders promote a psychology safety

environment.

As mentioned earlier, learning goal orientation enhances innovation and
creativity (Janssen & Van Yperen, 2004; Zhou, 2003). This was supported by Baer
and Frese (2003) when they argued that initiating a climate of psychological safety
established the setting for employees to engage in high risk projects and produce new
knowledge in more innovative and different approaches. The same study also
supported the idea that psychological safety is not a factor that has been produced
within the team level only, rather, it is an overall organisational climate where

everybody can feel safe and work becomes more professional.

Moreover, Gong et al. (2013) found that there was a positive indirect
relationship between individual creativity and team creativity with goal orientation
via the information exchange process, which is stronger with learning goal orientated
individuals and teams. Their results were based on goal preferences scholars (i.e.
what teams want to accomplish) and goal striving (i.e. the plans and strategies to
achieve the objectives) as the basis of individual’s motivational factors to achieve
their goals (Chen & Kanfer, 2006). Their study highlighted that a shared learning
goal orientation would encourage individuals and teams to seek out and exchange
information, as well as learn from others (Bunderson & Sutcliffe, 2003; Gong & Fan,

2006).
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If we look at the organisational behavioural literature that have studied the

role of psychological safety on individuals’ learning behaviour, we will discover that
a lot of findings shed light on the positive effect of that aspect (Carmeli et al., 2009).
Some of them showed that the quality of the relationship determined the level of
psychological safety in a specific team and mentioned that when people created a
high quality emotional relationship with others, they would express their feelings and
negative emotions freely without the fear of negative reactions (Carmeli et al.,
2009). Moreover, they mentioned that a relationship with flexibility would allow the
relationship to recover after conflicts and would not affect their interactions. Losada
and Heaphy (2004) also addressed that connectivity between individuals is very
important as it makes individual feel comfortable to connect and engage in new and
high-risk assignments without the concern of having a bad image. Another important
element for having a high quality psychological safety relationship is to have a
positive regard. When individuals feel that he/she is important and respected from
others for their role, experience or knowledge, they would outperform and improve
their learning behaviours (Carmeli et al., 2009). This was also stated by Edmondson
(2004) when she mentioned that when people feel that their competencies are
watched and recognised, they will do their best to maintain their good image. Thus,
when individuals have the sense of being recognised, they will be open to speak up,
provide feedback about challenges and thoughts and engage in learning activities
(Dutton, 2003; Zander & Zander, 2000). Carmeli et al. (2009) indicated that when a
type of the relationship allowed individuals to actively participate in an activity, this
would allow for a climate of safety and enhance learning accordingly. Based on the

above arguments, the following hypothesis is proposed:

s+ H6: Psychological safety is positively associated with learning goal orientation.
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2.10 Transformational Leadership and Learning Goal Orientation

This section will be led by the ‘Achievement Goal Theory’ that is concerned
with how individuals set different ‘Goal Orientation’ based on their beliefs and
abilities (e.g., Covington, 2000; Dweck, 1986; Pintrich et al., 2003). Goal orientation
refers to the reactions of individuals, groups and organisations toward targets (Porter,
2008) and, in turn, it affects how individuals—separately or collectively—deal with
situations, understand, analyse and act when in different encounters and obstacles

(Button et al., 1996; Poortvliet et al. , 2007).

Hannah and Lester (2009) argued that; leaders’ draw the method of analysis
and react toward situations for their group members as well as create the beliefs
among their group members. Group members tend to draw their goal orientations
based on their personal choices; however, the leader has a strong influence for
transforming the type of group members’ goal orientation. For example, if the team
leader encourages team members toward explorative learning behaviour then the
team members will feel that this is the proper way of performing tasks according to
the context and it will be mastery group driven. In contrast, if the team leader
promotes exploitation learning behaviour, then it will be a performance goal
orientation group looking to prove their competencies and avoid negative impact

(Chadwick & Raver, 2015).

Dweck and Leggett (1986) presented a motivational model that described
how individuals could use their existing skills, acquire new skills and transfer their
skills and abilities to similar situations. In their model, they concentrated on
individual psychological factors that affected their reactions and how they gained

new skills and applied them.
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Table 1: Achievement Goals and Achievement Behavior

Theory of . . Confidence in | Behaviour
: . Goal orientation -
intelligence present ability | pattern

Mastery-oriented
(Seek challenge,
high persistence).
Helpless

Performance goal
Entity theory | (Goal is to gain positive | If high
(Intelligence | judgments/avoid negative | But

is fi ' f Ifl .

s fixed) L‘;‘?;ﬁg;i:) ow (Avoid challenge,
low persistence).
Mastery-oriented

Incremental Learning goal If high (Seek challenge

theory A that fosters

. (Goal is to increase Or . .

(Intelligence learning, high

is malleable) competence) Low i
persistence).

Source: Dweck (1986)

Table 1 indicates that different intelligence theories direct the way that
individuals shape their goals. Individuals who believe that abilities are fixed tend to
perform toward gaining positive patterns or avoid engaging to maintain their regular
pattern (performance goal). On the other hand, individuals who believe that abilities
are dynamic and adaptive tend to develop their skills and abilities toward improving
their performance (learning goal). Their determinants of goals will then shape their

behavioural trend.

To continue what Dweck (1986) discussed, Heyman and Dweck (1992) added
to the motivational model by considering the intrinsic motivational factors of
individuals as well as considering challenging perspectives of individuals. Their
modified model indicated that individuals who believe in goal learning enjoy the

challenges and accept obstacles as part of their learning journey. They also choose
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long term goals that serve their social goals and professional goals rather than short
term goals. Here, failure does not reflect individual deficiency, but it is an

opportunity of learning and acquiring new methods and strategies.

From the transformational leadership and learning goal orientation
perspective, many studies have shown that transformational leaders play a vital role
in enhancing employees’ creativity, exploring new approaches, exploiting existing
knowledge, updating knowledge and establishing a context of organisational learning

among their individuals (Aragon-Correa et al., 2007).

Fisher and Ford (1998) validated the motivational model on trainees. Their
study’s purpose was to measure how different individuals’ motivational goals
influence the amount and type of effort in their learning. They found that learning
goal oriented trainees tend to spend more effort and apply complicated strategies in
their learning; however, performance goal oriented trainees tend to spend a lower

amount of effort and utilise less complicated strategies in their learning.

Dweck and Leggett (1988) upgraded the initial work undertaken regarding
achievement goal theory and the motivational model by providing a generality of the

model as shown in Table 2 below:
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Table 2: Generalization of Model to External Attributes

Theory

Goal orientation

Predicted pattern

Entity

Attributes of people and
world are fixed or
uncontrollable

Judgment

Goal is to make positive
or negative judgment of
attributes

Behaviour: Low
initiation of and
persistence toward
change

Cognition: Rigid, over-
simplified thinking

Affect: Evaluative affect
such as contempt

Incremental

Attributes of people and
world are malleable

Development

Goal is to understand and
improve attributes

Behaviour: Mastery
oriented goal pursuit

Cognition: Process

analysis

Affect: Empathy

Source: Dweck and Leggett (1988)

Dweck and Leggett (1988) reached the conclusion that individuals’ differing
goals will be aligned to their general performance trend within their work group and
then will be inherited into routines. This creates an entity of organisational learning,
which might be extended to individual general and social life, because people tend to

act based on their cognitive orientations.

From another viewpoint, March (1991) discussed exploration versus
exploitation in organisational learning. Exploration depends on experiments and
discovering new options and consists of high risk and high possibility of failure and
negative outcomes. However, exploitation relies on repeating positive experiments
and filtering successful methodologies toward duplicating the same competencies

and using the same techniques and it is mostly aligned with predictable outcomes.

From this discussion, Chadwick and Raver (2015) linked the individual goal
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orientation with exploration and exploitation tendencies, i.e., that learning oriented
individuals are associated with exploration by nature, whereas, performance oriented

individuals are associated with exploitation.

To link the transformational leadership style with one type of goal orientation
(learning goal orientation), the business level strategy typology of Miles and Snow
(1978) and Nahavandi (1993) has been utilised when they argued that the analyser
strategy was used by transformational leaders. They would draw the way of learning
within the organisation as a dynamic and ongoing context of organisational learning.
The analysis strategy of the transformational leadership is associated with
discovering new skills, accepting challenges as ways of improvement, flexibility in
the work environment, and open culture and adaptable work procedures and systems.

From the above-mentioned arguments, the below hypothesis is proposed:

¢+ HT7: The effect of transformational leadership on organisational learning will be

mediated by learning goal orientation.

2.11 Learning Goal Orientation and Organisational Learning

Chadwick and Raver (2015) proposed a new way to look at the
organisational learning different to the previous studies of organisational learning
and achievement goal theory. They mentioned that new studies should pay more
attention to the motivation side of this area, i.e. what makes some individuals, groups
and organisations learn more than (or less than) others despite similarity of

capabilities.

Discussing individuals with learning goal orientation, such individuals are

faster in learning new skills to accomplish new assignments and also would expend
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greater efforts to improve their competencies with less worries and more confident

position (DeShon & Gillespie, 2005; Payne et al., 2007).

Chen and Mathieu (2008) shed light on the situational factors that affect the
performance of the individuals in addition to their individual goal orientation
differences. This approach helps understand how individuals differ in responding to
new conditions and adapting with new changes. This point was supported by Chen
(2005) and Thoresen et al. (2004) who both proposed that organisational changes
including transition periods enforced individuals by default to learn new skills or use

existing skills to adapt to new changes and situations.

Learning goal orientation is about the capability of superior engaging in
challenges to learn new skills and new knowledge and it involves deep processing of
analytical strategies (Elliot & McGregor, 2001). The deep processing came from the
desire to be dominant on deep understanding of the task and outperform it (Janssen
& Van Yperen, 2004). Moreover, in depth engagement on the task analysis and
performance results in more creative behaviour and innovated approaches (Amabile,
1996). In addition, individuals with strong learning goal orientation attributes are
usually involved in high challenging tasks and uncertain situations that involve
applying creative approaches to exceed expectations by definition (VandeWalle,
1997). Learning goal oriented individuals might be attached to the relevant skills of
the performance tasks and these types of activities will assist creativity and
innovation to emerge (Amabile, 1996). Discussing creativity, scholars mentioned
that creativity drives for gaining new knowledge and learning new strategies are
essential for organisational learning and development (Janssen & Van Yperen, 2004;

Zhou, 2003). Therefore, to earn this knowledge and obtain new learnings, a strong
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learning orientation should occur within teams (Dweck, 1999). Learning goal
oriented individuals tend to find new solutions to overcome challenges, which
generates new skills and learning (VandeWalle et al., 2001). Similarly, learning goal
individuals tend to accept feedback (negative and positive) and apply aligned

resolutions to solve work problems (Dweck, 1999).

Kozlowski et al. (2001) investigated the impact of learning goal orientation
and performance goal orientation on training output. The training output included
explicit knowledge, knowledge structure and trainees’ efficiency. The authors then
tested the impact of these training outputs on performance by increasing the
complexity of the assigned tasks. The results of their study indicated that learning
goal oriented trainees were more motivated and engaged in the complex training
missions than the performance oriented trainees. In addition, the learning goal
oriented trainees affected the anticipation of performance adaptability of the
participants. They stated that learning goal trainees were more attentive to unfamiliar
and difficult tasks and they approached uncommon tasks for the purpose of
development and growth. They trusted their competencies and believed that their
capabilities were elastic toward continuous improvements. Similarly, they saw
exploration of new ways of adapting processes always leads to new learnings and
growth. They mentioned that learning goal oriented trainees were more flexible to
face any issues and errors and insist on overcoming these issues. They considered the
journey of processing the missions as improvement processes, with failures
enjoyable that guide them to learning. Their research supported relevant studies
results that learning goal oriented people tend to be positive, motivated, more

confident, more efficient, utilise complex strategies and are more adaptable, which
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leads to learning and improves overall performance (VandeWalle et al., 2001; Earley

& Ang, 2003).

From another perspective, Gong and Fan (2006) examined the relationship
between learning goal orientation and cross-cultural modifications (i.e. dealing with
new cultural differences). They conducted a longitudinal field study and found that
learning goal orientation was positively associated with academic and social
adjustments and mediated through self-competency. They grounded their research
based on Dweck (1986) who found that when learning goal oriented individuals hit
barriers, they persist to manage them by trying different scenarios, constant
constructive feedback, continue on proposing new paths and seeking a challengeable
goal. Moreover, learning goal orientation is connected with efficiency and learning
acquisition (VandeWalle et al., 2001). Their cognitive and behavioural traits of
adaptability provide them with self-efficiency that improves learning and
performance. Dealing with new cultural aspects requires high levels of flexibility that
enable the gaining of new knowledge, becoming familiar with new rules and being
efficient (Earley & Ang, 2003). Learning goal oriented individuals tend to be a
master in leading changes and managing new situations, which is attached to the
competencies required to deal with cross-cultural adjustments (Earley & Ang, 2003;
Ward et al., 2001). The learning goal oriented individuals have competencies in
controlling pressure, and maintaining less confusion and less worries that are
essential to apply when dealing with cultural accommodations (Earley & Ang, 2003).
This process improves self-efficiency, which is creating a learning model while
processing cultural differences. Based on the above-mentioned arguments, the below

hypothesis is proposed:
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¢+ HB8: Learning goal orientation is positively related to organisational learning.

2.12 Transactional Leadership and Organisational Learning

Burns (1978) identified a transactional leader as one who performed as the
authority and supervision was his/her right within the organisation. He stated that
transactional leaders were keen to set performance goals and obtain employees’
adherence. In addition, transactional leaders focus on work regulations, standards and
task assignments. Moreover, they utilise accountability principles in their leadership
style by applying reward and punishment systems on the employees’ performance,
which in turn influences employees’ productivity. This was confirmed by Al-Mailam
(2004) when he mentioned that; transactional leaders could be relied on to increase

employees’ production by the factor of change being adapted by this type of leader.

The transactional leadership style has been described as a contractual
relationship between the employees and their leaders via establishing performance
goals and monitoring the outcomes (Bass & Avolio, 2000). They apply incentives
and punishment systems by evaluating the outcomes and accomplishments of
assignments (Antonakis et al., 2003). In the same manner, Zagorsek et al. (2009)
stated that transactional leaders control their assignments by applying policies,
directions, manuals and reward systems. This type of leadership enhances
employees’ commitment and engagement via clarification of a defined goals and
constant feedback regarding the progress of the implementations, which enhance the
overall organisational performance, changes the culture and updates its strategies

accordingly (Bass & Avolio, 1993).

www.manaraa.com



62

Transactional leadership can be categorised into three models: contingent
reward, active management by exception and passive management by exception. The
first model is about creating a safe work environment, clarifying the task roles and
requirements and offering rewards upon accomplishments of the desired tasks. The
second model is about the leaders’ concerns to follow formal rules and standards.
The third model is when the leader will not change any situation or old work routines
until it becomes a serious issue (Antonakis et al., 2003). However, Bass et al. (1987)
said that transactional leadership can be classified into two models: passive or active.
Passive transactional leaders or management by exception leave the situation as it is,
as long as everything is working. However, if something goes wrong, this type of
leader will take an action that impedes negative content. In contrast, active
transactional leaders enhance their followers’ performances by having good
information about the current work process, identifying what is required by the
followers to achieve the goals, set clear goals and reward their followers for

achieving the objectives.

It has been stated by Vera and Crossan (2004) that a transactional leadership
style can promote organisational learning but only on specific conditions either in
exploration (feed-forward learning) or exploitation (feedback learning). They
proposed that transactional leaders enhance employees’ compliance in the existing
policies and procedures. In addition, they mentioned that transactional leadership can

enhance the refreshment and refinement of current learning.

Bryant (2003) provided a conceptual framework of the role of transactional
leadership on knowledge at three levels of the organisation (individual, group and

organisation). He expressed the knowledge activities at each level of the organisation
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and the related leadership style. This has been grounded on Nonaka and Takeuchi’s
(1995) research that knowledge is being created at the individual level and group
interaction level and sharing at the group level. Finally, knowledge utilisation would
occur at the organisational level via coordination with multiple stakeholders and

converted into services or products (Boisot, 1998).

Table 3 indicates the impact of transformational and transactional leadership on

knowledge.
Table 3: The Impact of Leadership Styles on Knowledge
Level Knowledge Knowledge Knowledge
Creation sharing Exploitation
Individual Transformational:
Creativity and
innovation
Group Transformational: | Transformational: | Transactional:
Innovation Integration and Coordination
shared mental
models
Organization Transactional: systems
and institutionalization

Source: Bryant (2003)

At the individual level, transactional leadership is not the best way to lead,
because they tend to over assert goals and regulations that hinder the creativity and
generation of new ideas, and shifts the concentration on the details of the tasks and
goals (Conger & Kanungo, 1998). Transactional leaders also will not support and
reward any initiatives or ideas that are not geared directly to their plans and goals.
For instance, if a plan was set for computer engineers to state the issues in a specific
application and while doing their update process they discovered a new way to

update their applications, then the transactional leader would reject and not support
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this idea as it is not providing the direct goal outcome, which is finding the program
issues. At the group level, transactional leaders tend to re-enhance the polices and
rules adherence that Kill creativity of new ideas. For instance, if a transactional leader
gathers a multidisciplinary team consisting of engineers, network developers, and so
on for the goal of applications update brainstorming and if the team generates new
ideas that are beyond the defined goal, then the transactional leader will not give
attention to the new ideas that are outside the team scope, even if they are beneficial
to the organisation. At the organisational level, knowledge is converted into more
systematic principles and upper management requires more executives who can
control and manage knowledge and learning. Executives at this level would be keen
enough to create a bold system for knowledge sharing and exploitation. Accordingly,
transactional leadership would be more efficient at the institutionalisation level.
Transactional leaders are more competent to establish the structure for sharing the
knowledge with all stakeholders and to control the flow of using the knowledge and
monitoring performance progress accordingly (Bryant, 2003). Based on the above-

mentioned arguments, the below hypothesis is proposed:

% H9: Transactional leadership is positively related to organisational learning.

2.13 Transactional Leadership and Performance Goal Orientation

Hamstra et al. (2014) adopted the first study to measure the relationship
between leadership style and employees’ goal orientation and they found that
leadership styles can promote the goal orientation among their followers based on the
overall objectives of the organisation. They found that transactional leaders can
promote a performance goal orientation among their followers. They began their

argument by proposing that leaders have a strong influence in changing the social
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context of employees that affects in turn their motivational experience and goal
orientation. Moreover, they based their argument on the influence of leaders on
forming employees’ directions and setting their goals in the organisational context.
The study explained that performance goal oriented individuals show their
competences compared to others or in other way when individuals do better than
others (Elliot, 2005). When individuals concentrate to do better than others, the focus
is on their personal standards that usually appear in high levels of performance (Lee
et al.,, 2003; Van Yperen, 2006). Hamstra et al. (2014) found that transactional
leadership was positively related with performance goals. Their study contributed to
this area by adding empirical knowledge of the impact of leadership style perceptions
on their followers’ goal orientations. Transactional leaders can create performance
goal orientation within their followers. The finding supported previous studies that
transactional leadership is positively linked with performance goal orientation (Cellar
et al., 2011; Hulleman et al., 2010; Janssen & Van Yperen, 2004; Judge & Piccolo,
2004; Payne et al., 2007). Leadership style can be promoted contingently based on
the context and situational requirement of the organisational performance and since
this section is discussing transactional leadership, then this rule is applied by default
(Darnon et al., 2009). Therefore, for a context where the organisations want their

employees to outperform each other, a transactional leadership can be engaged.

Conversely, many studies have shown that usually an individual’s goal
orientation can be changed based on the situation and individuals may aim for
different achievement goals in different contexts (Fryer & Elliot, 2007; Van Yperen
et al., 2011). Leadership style was one of the antecedents studied by authors that can
change the motivational goals of employees toward collective goal orientation

(Elliot, 2005). At the same aspect, Hannah and Lester (2009) stated that leaders
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could transform the team’s norms and goal orientations based on their context and

directions.

Transactional leaders set the rewards contingent on a specific achievement;
therefore, individuals might perform on a notable level but away from others, which
will reduce communication and cooperation with other teams (Kahai et al., 2003).
Similarly, it has been mentioned that; transactional leaders create a competitive work
environment that forces individuals to attain an outstanding performance to achieve
the contingent reward (Bolino et al.,, 2002; Cabrera & Cabrera, 2005). When
individuals know that their performance will be evaluated and monitored, they will
always measure their performance based on the applied standards (Sarin & Mahajan,

2001).

Caillier and Sa (2017) conducted a longitudinal examination on the impact of
transactional leadership on whistle-blowing in U.S. federal agencies. The study
results revealed that there was a positive relationship between transactional
leadership and whistle-blowing attitude but at a lower extent than the effect of
transformational leadership. Whistle-blowing behaviour means reporting or
uncovering wrong practices and incompliance of rules and polices. People might
have a fear of reporting improper doings because of the threat of revenge (Mesmer-
Magnus & Viswesvaran, 2005). Researchers have also linked the power theories with
whistle-blowing attitudes. It has been mentioned that when an individual holds a high
level of power and high level of performance then this would be more intended to
whistle-blowing than a low level of power and low level of performance (Caillier,
2012-2013). The reason is that; the greater the power held by the employee, the

stronger the relationship between the manager and the employee. That is why an
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employee’s power and strong relationship with their manager would protect the
employee from revenge. Related to the relation with transactional leadership, as
mentioned earlier this type of leadership would have an agreement with the followers
and would offer compensation based on the achievements of the followers
(Deichmann & Stam, 2015). Transactional leaders communicate clear goals, look at
the progress and remunerate the followers or punish them based on accomplishments
and assigned goals. To support what has been mentioned earlier about the
transactional leadership, there are three behaviours, i.e. they could offer a rewards
and punishment system based on the clarified expectations and aligned outcomes,
which is called contingent reward; they could monitor the progress and take
corrective actions during the processes, which is active management by exception; or
the leader could wait until errors take place and then take action, which is passive
management by exception (Bass et al., 2003). Transactional leadership motivates the
individual goals more than the organisational goals and it is considered the basis of

leadership styles (Hamstra et al. 2014).

Kaplan and Flum (2010) reviewed multi-conceptual findings regarding the
adoption of the goal orientation, mental style and identities. In addition, they
reviewed the situational and contextual impact on individuals’ goal orientation and
identity creation. Performance goal oriented individuals tend to be involved in the
achievements for enhancing their image among the other co-workers or avoid
spending much effort in uncertain tasks to protect their positive reputation and
performance. Their interest is to show high competencies over their colleagues and
they are concerned about the perceptions of others toward them. They are keen to
make public recognition of their high competencies and show their outstanding

performance. Thus, their impression of self-worth is temporary and contingent on the
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significance of others and their power. Their performance and abilities would be
constrained based on the recognition standards, the reward system, less efforts and
attempting to overcome the performance of others. Hence, performance goal oriented
individuals will not be motivated to learn and gain new knowledge unless it is linked

to self-worth publicity recognition systems (Leary, 2007).

Mascret et al. (2017) found that the stronger the performance goal oriented
leaders, the stronger impact on the followers’ performances and socialisation in the
organisation. They grounded their study based on prior research that performance
goal oriented individuals might lose their motivation and decrease their job
satisfaction and performance in the long run, which might be due to the performance
goal orientation of their leaders (Stoeber et al. 2008). Some found that when
employees handled a challenging task, there was no link with their manager
performance goal orientation (Preenen et al., 2014). Franklin et al. (2013) supported
that a leader’s performance goal orientation can be a tool to forecast their follower’s

task commitments and outcomes.

Hornsey (2008) studied the impact of transactional leadership on performance
goal orientation through socialisation; when group attitudes influence individual goal
orientation to become a collective attitude, direction and behaviours. Grojean, et al.
(2004) stated that leaders can really transform the individual’s way of thinking and
approaches by coaching and mentoring. Hornsey (2008) explained this process in
three steps, the first step is the identification process when the person categorises
him/herself among the team as a member. Second, the person starts to realise the
team values and goals. Third, when the team members start to formalise the team

values at a competition shape. This highlights the way the person poses him/herself
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among the team and the organisation. For example, when the team consists of an
individual with high socialisation identity he/she will be working in the same
direction as the leader, but when there is an individual with low socialisation
identity; the direction will be different if not the opposite (Martin & Epitropaki,

2001). From the above arguments, the below hypothesis is proposed:

¢ H10: The effect of transactional leadership on organisational learning will be

mediated by performance goal orientation.

2.14 Performance Goal Orientation and Organisational Learning

Prior studies on performance goal orientation showed less influences in terms
of learning but were still inconsistent (e.g., Elliot, 1999; Kaplan & Maehr, 2007).
Performance goals have been divided into two types: performance approach and
performance avoidance (Pintrich et al., 2003). The difference between the two types
is that in the first case, employees tend to engage in assignments that would reflect
positive and certain results; in contrast, in the second case employees would avoid
engaging in a specific task to avoid negative results (Brett & VandeWalle, 1999).
Previous studies have shown that negative results are attached with performance
avoidance oriented employees such as low efficacy and worries (Porath & Bateman,
2006; Urdan et al., 2002). However; performance goal oriented employees usually
succeed in accomplishing their assignments if the task suits their current skills and
when they work in a psychological safe environment (Middleton et al., 2004). From
another angle, it has been stated that individual who maintain a performance goal
perspective are avoiding challenges and tend to repeat only achievements that they

have succeeded at previously and they tend to avoid any new assignments to avoid
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failure as they consider the failure as a self-defect and not an area of improvement

(Aragon-Correa et al., 2007).

As per a recent study by Alexander and Van Knippenberg (2014) on the
effect of goal orientation on radical innovation at a team level, leadership has a
strong role to shift the goal orientation of their team members depending on the
purpose. For achievement and ideas development, leaders can direct the team toward
learning goal orientation. In contrast, for development or incremental progress
leaders might aim to promote performance goal orientation. This is what was stated
by Payne et al. (2007) when they mentioned that goal orientation can be situational
depending on the condition. Prior research has shown that team work would be more
effective when the members are being directed by shared understanding and one goal
orientation (Salas & Fiore, 2004). As for performance goal orientation, individuals
tend to do well in comparison to others or to a certain standard. It depends on the
situations, where individuals expect to perform well or expect to face challenges that
prevent their good image. Some recent researchers have mentioned that performance
oriented individuals might see challenges as chances for learning to express a
positive image and these are learning opportunities (Harackiewicz et al., 2002). It has
been stated that individuals with performance goal orientation maintain a lower
relationship with creativity compared to learning goal oriented people (Gong et al.,

2013).

Following the two types of performance goal orientations, Pintrich (2000)
mentioned that that might be also the same types of positive and avoidance
approaches for the mastery/learning goal orientation. Table 4 indicates the two

directions mentioned by Pintrich (2000).
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Table 4: Two Goal Orientations and their Approach and Avoidance States

Approach state Avoidance state
Mastery orientation - Focus on mastering task, | - Avoid not learning or
learning, and not mastering task.

understanding.
g - Use of standards of not

- Use of standards of self - | being wrong, not doing it

improvement, progress, incorrectly relative to
deep understanding of task.
task.

Performance orientation | -Focus on being superior, | - Focus on avoiding
besting others, being the inferiority, not looking
smartest, best at task in stupid or dumb, in
comparison to others. comparison to others.

- Use of normative - Use of normative
standards such as getting standards of not getting
best or highest grades, the worst grades, being
being top or best lowest performer in class.

performer in class.

Source: Pintrich (2000)

The difference between the two approaches (mastery and performance) is that
the standard of evaluation is in comparison to others in terms of performance goal
orientation; however, in the case of mastery individuals compare themselves based
on their own performance or the assigned task. Those concepts have not been
operationalised or tested to date; therefore, an example might provide a clearer
picture. For the high performance of a student, when the instructor gives a class a
reading task to spell out the words at the students’ own spelling; at somehow it
pursues the student to be innovated. In this case, the perfect student might compare
self to the task and not want to lower his/her level less than an excellent level.
Therefore, the student would avoid the task or ask for help (mastery orientation). On

the other hand, performance oriented individuals compare themselves to others and
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try not to engage in a task that they think contains negative outcomes or they are not

guaranteed positive results. From the above arguments, the below hypothesis is

proposed:

% H11: Performance goal orientation is positively associated with organisational

learning.

The strength of this relationship will be less strong as compared to the

strength of relationship between learning goal orientation and organizational

learning.

2.15 Research Model

Taking into consideration the available efforts in the literature and the above

predictions in the format of hypotheses, below (Figure 1) is the research model.

Transactional
leadership

Transformational | "2 Trustin the +H3|  Psychological
leadership i leader Safety
~—— P
+H5 \
+H6

+H1

+H7
Learning Goal

Orientation

Performance
+H10 Goal Orientation

Figure 1: Research Model

+H4

Organizational
learning

+H11
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Chapter 3: Research Methodology

3.1 Introduction

Prior to the statistical analysis, this section will discuss the study design, data
source, field access, procedures and measuring scales used. Basically, it will show
the operationalisation of the constructs and the instruments used to measure them.
Furthermore, it identifies the data sources and associated data collection procedures,
before examining the methods of analysis to overview the data analysis techniques

and profile of the respondents.

3.2 Research Epistemology

Quantitative methodology is applied in a wide range of contexts in social
reality as it permits the translation of a social phenomenon into analytical numbers.
Data is being collected in the form of numbers in order to introduce the evidence in a

quantitative approach (Neuman, 2003; Sarantakos, 2005).

Research paradigms depend on what is called ‘Ontology’ (what the real truth
is) and ‘Epistemology’ (how I know it is the true reality) (Neuman, 2003; Ulin,
Robinson & Tolley, 2004). As the current research will be using existing literatures
to measure the research constructs and there is already knowledge created about the
research question and topic, then the research paradigm will be positivism. The
positivist research paradigm is concerned with measuring constructs/variables,
testing hypotheses and analysing the data that are explained into a causal framework

or phenomena (Sarantakos, 2005; Marczyk, DeMatteo & Festinger, 2005).
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The positivism paradigm is based on the concept that there is a governing law

over a social phenomenon and researchers have agreed that quantitative methodology
is the research of regulations that is correct at the time and under all given situations

(Cohen, Manion & Morrison, 2000).

The research methodology is classified as a research strategy to determine the
ontology and epistemology of the research (Sarantakos, 2005). After choosing the
research framework, then the research ‘operationalisation’ occurs (Heyck & Simon,
2005). Operationalisation is defined as the process of measuring a phenomenon that
is not directly measured through its existence as indicated by other phenomena.
Thus, this process involves clarifying an ambiguous concept and ensuring it is clearly
explained and measurable via empirical investigations and evidence (Lukyanenko et

al., 2014).

This process begins with developing hypotheses related to the research topic
based on related literature from the same research area and in a UAE context. Then,
mathematical measurement is applied that is applicable to the quantitative
methodology. Quantitative data are translated into numerical forms such as statistics
and percentages that produce their results via cross-sectional analysis, and can be
generalised to larger populations (Given, 2008). The quantitative data can be
gathered via surveys that are defined as a predetermined set of questions given to a

number of individuals (Shaughnessy & Zechmeister, 1985).

The literature available in the context of social science studies includes cross-
sectional studies, which are a type of observational study that analyses data collected
from a population, or a representative sample, at one specific time. Typically, social

science cross-sectional studies use regressions for the purpose of sorting out the
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existence and magnitude of the causal effects of one or more independent variables
on a dependent variable of interest at a given point in time (Given, 2008). The
present study uses a comprehensive cross-sectional survey developed after the
operationalisation of seven research model constructs to test the identified

hypotheses with the aim of answering the research questions.

3.3 Study Design

The main research objective was to measure the impact of transformational
and transactional leadership styles on the organisational learning in the context of
health care at Al Ain governmental health care entities governed by SEHA. This
study was designed in three phases. The first phase handled reviewing the literature
in the organisational learning field and leadership impact in this area. During the
course of this, two independent variables were selected, namely transformational
leadership (TFL) and transactional leadership (TRL). Similarly, one dependent
variable was selected, which is organisational learning (OL). In light of that, three
mediators were selected, namely trust in the leader (Trust); learning goal orientation
(LGO) and performance goal orientation (PGO). One more variable was selected as a
consequence of the trust in the leader which is psychology safety (PS). Accordingly,
the research model was developed for testing, along with the associated predictions

developed in the form of hypotheses.

The selection criteria on the above model was based on their implications in
the context of organisational learning and the personal motivation toward providing a
beneficial empirical model that enhances organisational learning in the context of the
employer (health care context). Moreover, since no studies have examined these

implications in the context of the UAE, the current research began by examining the
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validity of each variable, after which the moderation effect on them was examined.
Besides all of that; relevant literatures gaps were discussed earlier in the first chapter

and second chapter too and those were the main ground of creating this study model.

The second phase of this research involved identifying suitable measurement
tools for each of the identified variables, ensuring their statistical quality and
applicability in the context of health care and relevant studies of the antecedents of

organisational learning.

The third phase of the research involved collecting data via the survey
method. Then, the research model and associated hypotheses were applied to the
collected data. The research was concluded by suggesting a number of managerial
and practical implications, which are discussed, together with the study’s limitations

and possible future directions for research, in the last chapter of the study.

3.4 Measures/Instruments used to operationalise the Research Model

The current study research model had seven constructs (two independents,
one dependent and four mediators) and the survey included six sections, with seven
measurement scales, in addition to the first section that asked for each respondent’s
demographic and socioeconomic information (see Appendix 1). Below is a list of the

measures used for each construct as the below:

Transformational and transactional leadership: The most commonly used measure in

related literature is the multifactor leadership questionnaire (Short Form 5X)
proposed by Avolio and Bass (1995). This was used to measure transformational and

transactional leadership styles as the employees perceive it. A five-point Likert-type
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scale was used to measure the perceptions of the employees towards their direct

senior leadership style.

Transformational leadership measurements (fourteen descriptive statements)
were drawn based on three items: charismatic leadership (the extent to which the
leader inspires, respects and provides faith to his/her employees); individualised
consideration (the amount of support given from the leader to the employees) and
intellectual stimulation (when a leader encourages followers to rethink on the way
they are performing work). These measurements were realised via descriptive
statements such as: charismatic leadership (“My direct senior heightens my desire to
succeed”), individualised consideration (“My direct senior treats me as an individual
rather than just as a member of a group”) and intellectual stimulation (“My direct

senior suggests new ways of looking at how to complete assignments”).

Transactional leadership (twelve descriptive statements) was measured based
on two items: contingent reward (the degree to which the leader provides a return for
a specific behaviour) and management by exception (the extent to which the
employees hear from their leader only when failure happens). These measurement
items were realised via descriptive statements such as contingent reward (“My direct
senior makes clear what one can expect to receive when performance goals are
achieved”) and management by exception (“My direct senior waits for things to go

wrong before taking action”).

Trust in the leader: Due to individual differences and social context effects, there are

many scales utilised to measure trust (e.g. Rosenberg & Wilbrandt, 1957; Rotter,
1967; Wrightsman, 1964). However, few studies have measured trust based on

employee confidence and respect in their leader (Shure & Meeker, 1967).
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The development of the present scale was based on a study by Bartram and
Casimir (2007) who argued that trust can mediate the relationship between the
followers and the transformational leader. The scales were created based on two
concepts: (i) faith in the trustworthy intentions of others, and (ii) confidence in the
ability of others, yielding ascriptions of capability and reliability (Cook &Wall,
1980). In the present study, four items were quoted from Cook and Wall’s (1980)
Interpersonal Trust at Work scale. One item was obtained from Bartram and Casimir
(2007) study based on their theoretical discussion (“My direct senior can be relied on

to uphold my best interests”).

Moreover, to operationalise trust in the leader construct this research used
McAllister’s (1995) scales. Drawing on related literature that measured trust from the
perspective of the followers (Johnson-George & Swap, 1982; Rempel et al., 1985;
Rotter, 1971), trust in the leader construct obtained seven scales from their created
measurement pools that are related to this study. The scales were classified into two
forms of trust, the first one was affect-based trust (“the emotional ties linking
between individuals provides trust”) (Pennings & Woiceshyn, 1987; Rempel et al.,
1985) and the second one was cognition-based trust (“I choose the person that I trust,
under what conditions and I base the worthiness”) (Lewis & Weigert, 1985). For
example, for the affect-based trust, this descriptive statement is reflective (“I have a
sharing relationship with my direct senior, that | can freely share my ideas, feelings,
and hopes with my him/her”) and for cognition-based trust, this statement is
reflective (“My direct senior approaches his/her job with professionalism and

dedication”). The scale range was a Likert scale from 1 (Never) to 5 (Always).
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Psychological safety: Li and Tan (2013) stated that trust in the leader can be

translated into psychology safety and in turn affects employees’ performance. In
their study, their arguments of psychology safety were grounded on Kahn (1990)
whereby the barrier of psychology safety was created from a lack of confidence in
the other party. They argued that the more trust in the relationship with the manager,
the less uncertainty the employees felt in their workplace, which created a condition

of psychology safety as a primary source.

To operationalise psychology safety, three item scales were used by May et
al. (2004) (“I’'m not afraid to express my opinions at work”, “I am not afraid to be
myself at work” and “The environment at my work is not threatening”) and three
from Edmondson (1999a, 1999b) (“No one in the workplace deliberately act in a way
to undermine my effort”, “If you make a mistake in the workplace, it is not held

against you” and “I feel personally attached to my work organisation™).

Goal orientation (learning & performance goal): Much literature has developed

instruments to measure learning goal orientation and performance goal orientation as
a cumulative of the early work performed based on Dweck’s (1986) motivational
theory. However, most of them were not suitable to be used with adults as several
were focused on the situational effects and others did not measure the constructs

directly (Button et al., 1996).

Conversely, several previous studies have measured the learning goal and
performance goal based on a single value classified as “doing well” or “exceed the
expectations” in a particular task. Learning oriented individuals were the ones who
exerted the effort and performance oriented were the ones who were doing good.

This classification did not measure the reliability and also did not allow the
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evaluation of the strength of the individual’s goal orientation (Ames & Archer,

1987).

Diener and Dweck (1978, 1980); Licht and Dweck (1984); Stipek and
Kowalski (1989) conducted studies that measured goal orientation based on the
causal attribution of children. Children’s goal orientations were assessed based on
the number of times they performed failure to make an effort. Thus, these researchers
did not measure the goal orientation directly and the studies did not consider other
external factors that affected the attributions of the individuals. Moreover, the
measurement tool was designed for children and not suitable for the organisational

context (Crandall et al., 1965).

Therefore, this study used a more relevant instrument that overcomes the
above mentioned gaps to operationalise goal orientation developed by Button et al.
(1996). Their tool was designed for adults and to assess each goal orientation.
Moreover, their tool does not compound the dispositional and situational aspect of
goal orientation. Taking into account their structure, individuals might hold two
types of goal orientation. A five-point L