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The Analysis of Current Situation, Ideal Situation and Factors Supporting

Transformational Leadership in Workplace

ABSTRACT

Research purposes were 1) to investigate the current situation and
the ideal situation of transformational leadership 2) to investigate the current
usage of Computer Supported Cooperative Work (CSCW) and 3) to investigate
the current situation and the ideal situation of workplace learning. The sample
group was consisted of 400 samples from four private organizations in
Thailand. The result of this analysis demonstrated that among four
dimensions of transformational leadership, Idealized Influence was the highest
mean scores for both current situation and ideal situation. Regarding
the current usage of Computer Supported Cooperative Work (CSCW), most
employees agree that CSCW can enhance efficient works and the CSCW tool
which has been used in organizations at the highest score is an Electronic mail
(E-mail). For workplace learning aspect, formal training was the highest score in
term of forms or patterns of learning in organizations and topics was brought
to learning management at the highest score are issues related to

the management concerns.

KEYWORDS: COMPUTER SUPPORTED COOPERATIVE WORK/ TRANSFORMATIONAL
LEADERSHIP/ WORKPLACE LEARNING

Introduction

Nowadays, we are in the globalized world and societies where
technologies and innovations are moving forward rapidly. The world is
changing more speedily than we can imagine and competitions in business
markets become to be intensified. Therefore, organizations are looking for
strategies to adapt themselves to survive in business competitions.
To facilitate process of this transformation, one of the most popular strategies
that has been used widely in various organizations is the leadership
development for employees. Theoretically, there are several leadership styles.
However, there is no one leadership style fits all companies. The leadership

style that is suitable for each organization would depend on numerous factors
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such as organizations’ environment, organizations’ culture and organizations’
management system. The interesting question is “What is the leadership style
that would fit for the globalization time?” The author studied and reviewed
literatures related to leadership styles and found that one of the leadership
styles which is appropriate with the change period calls “Transformational
leadership”.

“Transformational leadership” theory by Bass and Avalio (1994)
consists of four main dimensions: Intellectual Stimulation, Individualized
Consideration, Inspirational Motivation and lIdealized Influence.
Transformational leadership has been demonstrated as an effective leadership
style in leading organization (Felfe & Schyns, 2004). It also has great effects on
organization members’ behavior and organizational outcomes (Tickle,
Brownlee & Nailon, 2005). Fundamentally, transformational leaders encourage
members to do more than requirements to attain unexpected and improbable
goals (Antonakis, Avolio & Sivasubramaniam, 2003) by stimulating members to
use their intellects. Transformational leaders also move other members
beyond their self-interest (Bass, 1999) and they are role models of integrity and
fairness provide support to all employees. Moreover, Transformational leaders
stir the emotions and passions of members (Pierce & Newstorm, 2008).
They focus on social values and appear in times of distress and changes (Bass,
1985). This type of leadership is an important antecedent to construct
the confidence or strength when facing with difficult challenges or transformation
in organizations (Bass, Avoilio, Jung & Berson, 2003).

Moreover, transformational leadership also impacts individuals’ self-growth.
Transformational leadership helps transform members of a group into
individuals who transcend beyond self-actualization and their own
self-interests. Along with this includes individual moral development.
Transformational leaders commit themselves to selfless ideals and align their
personal principles and values with that of the organization, group or even
society. The impact of transformational leadership reaches every level of an

organization. At the team level, members will care, stimulate, inspire and
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motivate each other. Upper-level transformational leaders set an
organization’s direction and vision, influencing how lower levels of an
organization operate. Transformational leadership can also help a company
meet new challenges, such as during a company’s reorganization, strategic
redirection or downsizing.

When we realize that Transformational leadership is significant,
the next question would suddenly come is “What would be the best way to
enhance Transformational leadership for employees?” Currently when
managing leadership development program, most companies think that formal
training is the best effective way. Actually, formal training is just one of the
efficient learning methods. For building transformational leadership, combined
efforts by both individual member and organizations are required to mould
employees into leaders. It is not only self-development or organizational
responsibility, but rather the interactions between them are required to
facilitate leadership development. The workplace learning for developing
leadership can be managed by other effective ways such as brainstorming,
seminar, coaching, workshop, discussion and etc. From the study of ASTD in
2014, the result revealed that the best model for the workplace learning is
the 70: 20: 10 Model. This concept makes intuitive sense. Most of employees
learn during the course of doing their work. A smaller percentage comes from
mentoring or stretch assisnments, and the smallest fraction comes from
formal training, since that is where they spend the least time. Wahat, Krauss
and Othman (2013) studied about leadership development through workplace
learning, the result showed that leadership development should never be
separated from organizational priorities. The three sub-themes which emerged
in relation to leadership development in the context of workplace learning
were: (a) informal mentoring in leadership development; (b) observation and
reflection during leadership development and (c) developmental, challenging
assignments in leadership development.

In this era, the technology has played an important role and has been

integrated the lives of people. The practical workplace learning should take
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advantages and benefits from technology. Nowadays, it easily seen that
questions have been asked via e-mail, social network or the web board.
Computers and technologies become to be more accommodating and
supportive for both learning and working together. As the researcher in
the educational technology field, the author desires to develop a learning
model which has integrated technology in workplaces because technology
serves learning and working together best when learners have numbers of
resources and tools. Also employees should be encouraged to take advantage
of the potential of technology to help them to meet the new expectations.
After the review of related literature, it showed that Computer Supported
Cooperative Work (CSCW) can enhance learning, working performances and
communication between members in organizations. The three main purposes
of CSCW are to support communication, to share data and information and to

coordinate between members for high effective performances of organization.

Research Objectives

The following objectives were considered for this study.

1. To investigate the current situation and the ideal situation of
transformational leadership from employees in private organizations in Thailand.

2. To investigate the current usage of Computer Supported Cooperative
Work (CSCW) in private organizations in Thailand.

3. To investigate the current situation and the ideal situation of workplace

learning in private organizations in Thailand.

Research Methodology

This study employed a quantitative research method. To collect data,
the questionnaires were distributed to 460 samples in four private
organizations in Thailand and were returned from 400 samples (86.96%).
The sample of this research was calculated by using Taro Yamane (Yamane,

1973) formula with 95% confidence level. The samples were selected based
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on the following criteria; 1) were employees from the middle size private
organization which has employed between 50 and 200 people,
2) were employees from the private organization in educational/instructional
field, 3) were employees from the private organization which continuously use
computers and technology to perform jobs, and 4) were employees from the
private organization that emphasizes the human development, continuously
promote learning within the organization and provide training or learning to
employees at least twice a year. The questionnaires and research findings are
analyzed by using the frequency, percentage and mean. The findings from this
study helped the researcher to make a scale for measuring four dimensions of
transformational leadership, the current usage of Computer Supported

Cooperative Work and the current situation and ideal situation of workplace.

Research Findings
Results shown as the following:
5.1 Background information of the respondents

Table 1 Background information of the respondents (N = 400)

General Information Number Percentage

1. Gender

Male 135 33.75
Female 265 66.25

2. Age

Less than 25 years old 59 14.75

26 - 35 years old 154 38.50

36 — 45 years old 114 28.50
Above 46 years old 73 18.25

3. Education Level
Under Bachelor Degree a8 12.00
Bachelor Degree 228 57.00
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Master Degree 112 28.00
Doctoral Degree 12 3.00
Others - -

4. Position in organization

Director 1 0.25
Deputy Director 2 0.50
Manager 63 15.75
Supervisor 60 15.00
Staffs 248 62.00
Others 26 6.50

5. Working Experience (Year)

Less than 5 years 174 43.50
6 — 10 years 80 20.00
11 - 15 years 72 18.00
More than 16 years 74 18.50

As shown in table 1, the sample group consisted of 400 respondents,
135 of which were male (33.75%), and 265 were female (66.25%). The majority
of them, 154 people (38.50%) were between 26 and 35 years old. Among
these, 228 people (57.00%) earned the Bachelor Degree, and the majority of
them, 248 people (62.00%) were the middle level employees. The respondents’

working experience was mainly less than five years (43.50%).
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5.2 The current situation and ideal situation for transformational

Leadership

5

4 %

3

2 e=gmThe current situation

1 ejg=The ideal situation

0 ' . ' . Transformational
intellectual  Individualized  Inspirational idealized Leadership
Stimulation Consideration Motivation Influence

Figure 1 The current situation and ideal situations

for transformational Leadership (N = 400)

As shown in Figure 1, the results demonstrated that among four
dimensions of transformational leadership, the rank of each dimension was
the same for both current and ideal situations. Idealized Influence received
the highest mean score (current situation: mean = 3.61 and ideal situation:
mean = 4.41). Inspirational Motivation received the second highest mean score
(current situation: mean = 3.55 and ideal situation: mean = 4.30). The third rank
was Intellectual Stimulation (current situation: mean = 3.46 and ideal situation:
mean = 4.26) and Individualized Consideration received the lowest mean score

(current situation: mean = 3.39 and ideal situation: mean = 4.15).

5.3 The current usage of Computer Supported Cooperative Work
(CSCW) in private organizations.
Table 2 The current usage of Computer Supported Cooperative Work (CSCW)

in private organizations. (N = 400)
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The current usage of Computer Frequency Percentage

Supported Cooperative work

1. The ability to use computers and network information of employees

Lowest 14 3.50
Low - -

Moderate 45 11.25
High 185 46.25
Highest 156 39.00

2. Computer Supported Cooperative Work known by respondents

Chat, Instant Message 360 90.00
Web board 208 52.00
Social Media (Facebook, Twitter, Flickr, 360 90.00

Instagram and others)

Electronics Mail: E-mail 377 94.25
Web blog 108 27.00
Wiki 233 58.25
File Transfer Protocol: FTP 170 42.50

3. Computer Supported Cooperative Work currently used in organiza-

tions

Chat, Instant Message 305 76.25
Web board 73 18.25
Social Media (Facebook, Twitter, Flickr, Insta- 256 64.00

gram and others)

Electronics Mail: E-mail 366 91.50
Web blog 47 11.75
Wiki 54 13.50
File Transfer Protocol: FTP 132 33.00
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The current usage of Computer Frequency Percentage

Supported Cooperative work

4. The Experience in using Computer supported Cooperative Work for

communication in organizations. (Yes/No)

No 16 4.00
Yes 384 96.00
- Chat, Instant Message 308 82.00
- Electronics Mail : E-mail 361 90.25
- Web Board 70 17.50
- Social Media (Facebook, Tweeter, Flickr, Ins- 211 52.75
tagram)

5. The Experience in using Computer supported Cooperative Work for

sharing information in organizations. (Yes/No)

No 21 5.25
Yes 379 94.75
- Web Board 50 12.50
- Social Media (Facebook, Tweeter, Flickr, 219 54.75
Instagram and others)

- Weblog 13 3.25
- Wiki 30 7.50
- Websites 214 53.50
- Organization’s Database 259 64/75
- File Transfer Protocol: FTP 158 39.50

6. The Experience in using Computer supported Cooperative Work for

coordinating in organizations. (Yes/No)

No
Yes

- File Transfer Protocol: FTP

60 15.00
340 85.00
184 46.00
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The current usage of Computer Frequency Percentage

Supported Cooperative work

- Shared calendars 266 66.50
- Others - -

7. Opinions about the current adequacy of Computer Supported Coop-

erative Work within

Very little and do not enough for the current 30 7.50
usage

Little and not easy to access 76 19.00
Just enough for the current usage 149 37.25
Enough for the current usage and easy to 137 34.25
access

Do not Know 8 2.00

8. Opinions about using Computer Supported Cooperative Work within

organizations to enhance and promote efficient works.

A lot 325 81.25
A little 66 16.50
Do not help - -

Not sure 9 2.25

9. Opinions about usage trends and the need in using Computer Sup-

ported Cooperative Work within organizations.

Increasing 336 84.00
Not increasing 28 7.00
Not sure 36 9.00
Others - -

10. The current level of supporting in the use of Computer Supported

Cooperative Work within organizations.

Highest 213 53.25
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The current usage of Computer Frequency Percentage

Supported Cooperative work

High 127 31.75
Moderate 39 9.75
Low - -

Lowest 21 5.25

As shown in Table 2, most employees in private organizations (46.25
percent) have high abilities in using computer systems and information
networks. The Computer Supported Cooperative Work, which is known by
employees at the highest score (94.25 percent) is an electronic mail (E-mail).
The CSCW tool that is currently used the most to perform jobs in organizations
is an electronic mail (E-mail) as well. 91.50 percent of respondents indicated
that they are using an electronic mail (E-mail) as the main tool to
communicate within organizations. 96.00 percent of respondents reported that
they have experience in using CSCW for communication in organizations and
the tool that has been primarily used is an electronic mail (E-mail). 94.75
percent of respondents have experience in using CSCW for sharing information
in organizations and the tool that has been primarily used to share information
is the Organization Database. In term of using Computer Supported
Cooperative Work for coordinating within organizations, 85.00 percent of
respondents have experience with this tool and the tool that has been used
at the highest score is the File Transfer Protocol (FTP).

Besides that, 37.25 percent of respondents have opinions on the adequacy of
Computer Supported Cooperative Work within organizations that CSCW are
currently adequate for collaboration in organizations and 81.25 percent of
respondents strongly agree that using CSCW can enhance and promote

efficiency works. In addition, most employees, 84 percent of respondents,
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have feedback about usage trends that volumes of using CSCW will be
increased in the future because CSCW can effectively promote communication

and collaboration among employees.

5.4 The current situation and ideal situation in workplace learning
in private organizations.
Table 3 The current situation in workplace learning in private organizations
(N = 400)

The current workplace learning Frequency Percentage

management in private organizations

1. The form/pattern of workplace learning management in organizations

The knowledge exchange by using the 161 40.25
Internet.

Creating a database for knowledge 182 45.50
management

Mentor 101 25.25
Offline and online discussion board 33 8.25
Creating a Forum for knowledge exchange 52 13.00
Training 371 92.75

2. The group who is responsible for learning management in organizations

Management Level 231 57.75
Human Resource Team 240 60.00
Supervisor in each department/section 219 54.75
Information Technology Team 112 28.00
Employees 132 33.00
Others - -
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The current workplace learning Frequency Percentage

management in private organizations

3. Topics which are brought for workplace learning management in organizations.

Topics related to the organization’s vision, 281 70.25

mission and goal.

Topics related to the management level 335 83.75
concerns.

Topics related to employees’ concerns. 186 46.50
Others - -

As shown in Table 3, employees in private organizations have opinion
about workplace learning as following;

92 percent of all respondents indicated that the form/pattern of
workplace learning which has been widely used in organizations at the highest
score is training. Employees, 60 percent of respondents, stated that the group
who are primarily responsible for learning management in organizations is the
Human Resource Team and the second group is the management level. The
topics which are mainly brought for workplace learning management are

topics related to manacement level concerns.

5

agmThe current situation

. i—w—i afgeThe ideal situation

1 2 3 4 5 6 7
1 = Level of policies supporting workplace learning at a personal level.
2 = Level of policies supporting workplace learning at a team level.
3 = Level of policies supporting workplace learning at an organization level
4 = Level of activities within organizations relate to sharing knowledge by using CSCW.
5 = Level of job rotation within organizations to improve employees’ abilities.
6 = Level of opportunities for employees to work as a team.

7 = Level of providing opportunities to employees to be involved in establishing goals and

the development of work quality.

Figure 2 The Current situation and the ideal situation regarding workplace

learning in private organizations (N = 400)
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As shown in Figure 2, the level of policies supporting workplace
learning at a personal level, overall opinions on the current situation are at a
high level with an average score of 3.53 and opinions on the ideal situation are
at the highest level with an average score of 4.31. The level of policies
supporting workplace learning at a team level, overall opinions on the current
situation are at a high level with an average score of 3.41 and opinions on the
ideal situations are at the highest level with an average score of 4.34. For the
level of policies supported workplace learning at an organization level,
opinions on the current situation are at a high level with an average of 3.51 and
opinions on the ideal situation are at the highest level with an average score
of 4.37.

Regarding the level of activities within organizations that related to
sharing knowledge by using Computer Supported Cooperative Work, opinions
on the current situation are also at a high level with an average score of 3.23
and opinions on the ideal situations are at the highest level with an average
score of 4.19. For the level of the job rotation within organizations to improve
employees’ abilities, employees’ opinions showed that the job rotation in
organizations are in the middle level and they would like to have the job
rotation at the high level with an average score of 3.92. For the level of
employees’ opportunities to work as a team, an average score of the current
situation is 3.54 with the high level and opinions about the ideal situation are
at the highest level with an average score of 4.44. The level of providing
opportunities to employees to be involved in establishing goals and
the development of work quality, opinions on the current situations are at
a high level with an average of 3.45 and opinions on the ideal situation are at

the highest level with an average score of 4.42.
Research Conclusion and Discussion

Results of the research on the current situation and ideal situation of

transformational leadership, the current usage of Computer Supported
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Cooperative Work and the current workplace learning in private organizations
in Thailand were concluded and were able to discuss as follows.

1. In this study, regarding four dimensions of transformational
leadership, Idealized Influence and Inspirational Motivation received
the highest mean scores for both current situation and ideal situation. These
dimensions clearly represent the charismatic aspect of transformational
leadership (Bass & Avalio, 1994). It implies that most employees believe that
they are acting as role models and always motivate other members in
organizations. However, they still think that their characteristics for these two
dimensions should be increased. This may happen because they realized that
charismatic leadership is an effective leadership style that can fulfill
the requirements of effective change and is able to mobilize their organiza-
tions in the transformational world. The findings of this study supported previ-
ous research (Zaidatol Akmalih, Zakaria, & Sharifah, 2004; Voon, Lo, Ngui, &
Ayob, 2011; Lo, Ramayah & Min, 2009) which also found that Inspirational
Motivation and Idealized Influence were the highest mean scores among the
heads of departments in Malaysia.

Among four dimensions, Intellectual Stimulation and Individualized
Consideration received the lowest mean scores for both current situation and
ideal situation. Regarding Intellectual Stimulation, as the result displayed that
currently employees do not seek differing perspectives enough when solving
problems, do not try enough to look at problems from many different angles
and do not suggest new ways of looking at how to complete assiecnments as
well. With regard to Individual Consideration, the result showed that
employees realized that they do not spend time teaching and coaching,
do not consider others as having different needs, abilities, and aspirations.
Actually, displaying Intellectual Stimulation and Individualized Consideration
behaviors are very important for being leaders because these characteristics
actually engage abilities in motivating others to be active, creative, and
innovative. These findings also supported previous research (Zaidatol Akmaliah
et al, 2004; Voon et al, 2011; Lo et al, 2009) conducted in different discipline
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in Malaysia which found that Intellectual Stimulation and Individualized
Consideration received the lowest mean scores respectively. It can be
concluded from the findings that among four dimensions of transformational
leadership, the level of Intellectual Stimulation and Individualized
Consideration for employees in private organization need the highest
improvement. Organizations should emphasize and focus on the difference
between individuals. Members should be provided the opportunity to express
their abilities and potentials thoroughly.

2. Regarding the usage of Computer Supported Cooperative Work,
the findings shown that computers and technologies effectively support learning
atmosphere and working together and the usage will be increasing in
the future. Employees are using CSCW for communicating, sharing information
and coordinating in organizations at the very high rate, especially for
communication. Email is also still the important tool used widely. Even though
social networks are trying to replace email communication, there is certain
information which users cannot exchange via social networks due to the
security purpose.

The result also shown that currently, the level of supporting indicates
that the use of Computer Supported Cooperative Work is at the highest level.
This technogy can facilitate employees to perform job effectively and
meaningful technology integration cannot succeed in the absence of
supporting by the management level. Even though the result showed that the
support in the use of Computer Supported Cooperative Work within
organizations is currently at the highest level, the management level must
ensure that they do not support the use of Computer Supported Cooperative
Work or technology with lacking of vision and commitment because lacking of
vision and commitment by the management level is a key negative influence
on implementing technology integration in the organization. In addition,
the management should allocate and improve the information technology of

the organization continuously.
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3. Regarding workplace learning, there have been discussions about the
most effective way for many years. Even the result from several studies,
including this study, revealed that the most popular method that has been
used the most is formal training, there also has been studies indicated that
informal training provided the better result for building employees’ skills and
characteristics. Actually, the most important question about enhancing skills
and characteristics for employees is not about informal or formal learning
method, but it should be about 1) how much the individual engaged in
learning and activities to acquire required skills and characteristics or
2) required skills and characteristics have been promoted after attending in

learning activities or not.

Recommendations for the Future Research

Leadership characteristics are intangible and are difficult to measure
accurately. Most measurements for leadership characteristics in several studies
are self-evaluation and evaluations by others which still can be inaccurate.
When researchers study about leadership, researchers should assure that
the measurement is valid and can provide the accurate result as much as possible.
Leadership cannot be about people-centricity alone. The use of metrics
in assessing the results of inputs of the followers or colleagues is one of the
key aspects of leadership assessing. However, when leadership assessment will
come from followers or other colleagues, researchers must ensure that they
are comfortable to inform the negative feedback to leaders. So the truth will
not be limited by leader’s authority. The further research should focus on how
best to assess leadership effectiveness by using current instruments
appropriately and widely. The assessment can be by using questionnaires,
360 degree evaluation, references, interviews and so on. Also it should be as-

sessed in accordance with research purpose.
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