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Abstract

This paper develops an instrument that can be used to a) measure the influence of organizational leadership on trust
management and knowledge management separately; b) measure the effect of trust management on knowledge
management; and c) measure the effect of knowledge management on organizational performance. The instrument
is based on a proposed model that illustrates a sequential and interrelated process in achieving successful
organizational performance with the essential elements of organizational leadership, trust management, and
knowledge management. The instrument includes four constructs - organizational leadership, trust management,
knowledge management, and organizational performance. Each construct in the instrument is defined and
operationalized. Recommendations for future research are made.
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Introduction

This primary objective of this paper is to develop an instrument that can be used to measure the
influence of organizational leadership on trust management and knowledge management; the
effect of trust management on knowledge management; and the effect of knowledge
management on organizational performance. Consistent with its objective, this paper is
organized in the following manner. First, a review of literature delineates the characteristics of
leadership, trust, knowledge management, and organizational performance. Secondly, the paper
asserts that the attainment of successful organizational performance depends upon organizational
leadership, trust management, and knowledge management by presenting a sequential and
interrelated model. Next, the paper attempts to develop the instrument with four constructs using
the characteristics for each construct reported in the literature. The constructs are defined and
operationalized. The conclusion and recommendations round out the paper.

Review of Literature
Leadership

The success of any organization depends upon effective leadership. According to Robbins (2004)

leadership is the ability of leading a group of people or an organization. Effective leadership can
impact employees' positive attitudes toward their jobs; influence positive work climate;
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persuade employees' willingness to share information; and achieve positive team performance
(e.g., Barling, Weber, & Kelloway, 1996; Charbonneau, Barling, & Kelloway, 2001; Grojean,
Resick, Dickson, & Smith, 2004; Howell & Avolio, 1993; Wofford, Calabro, & Sims, 1975).
Effective leadership can also create ethical norms that guide the moral behavior of individuals or
groups within organizations (Mayer, Kuenzi, Greenbaum, Bardes, & Salvador, 2009;
Schaubroeck, Hannah, Avolio, Kozlowski, Lord, et al., 2012).

Effective leader possesses common characteristics that help them in advancing organizations and
to gain the competitive advantage. Research has documented many characteristics that a leader
must embrace. These are characteristics are leading change; leading innovation; motivating
employees; being grounded in values/principles; leading conflict; listening; empowering; leading
communication; influencing and being flexible; being self-aware; seeking feedback; managing
time; learning; understanding individual differences; and building/sustaining relationship among
people (Choen, 2008; Dooley & O’Sullivan, 2001; Gratton & Erickson (2007); Hesselbein,
Goldsmith, & Somerville, 2002; Hrebiniak, 2005; Moment, 2007; Stansbury, 2009; and Weiss,
2000).

Trust

Research in the area of trust can be found in various disciplines such as psychology (Johnson-
George and Swap 1982; Rotter, 1971; Simpson, 2007), sociology (Lewis and Weigert 1985;
Molm et al., 2000; Yamagishi et al., 1998) and management (Colquitt et al., 2007; Dirks and
Ferrin, 2002; Kramer and Lewicki, 2010; Lewicki et al., 2006; Mayer et al., 1995; McAllister,
1995; McEvily, 2011; Paliszkiewicz et al., 2014a). Most researchers see trust as a state, belief,
or positive expectation. For example, in management sciences, Mayer et al. (1995, p. 712)
characterized trust as "the willingness of a party to be vulnerable to the actions of another party
based on the expectation that the other will perform a particular action important to the trustor,
irrespective of the [trustor’s] ability to monitor or control that other party."

Paliszkiewicz (2010) described trust as the belief that another party a) will not act in a way that is
harmful to the trusting firm, b) will act in such a way that it is beneficial to the trusting firm, c)
will act reliably, and d) will behave or respond in a predictable and mutually acceptable manner.

Trust has been characterized in terms of relationships or congruency that can be beneficial and
cooperative. Gambetta (1988) believed that a person's trustworthiness implies that his/her
performance is constructive and not detrimental to anyone. Therefore, cooperative relationship
can be established with that person that is beneficial to all, thus everyone enjoys the enthusiasm
to associate with each other.

The importance of trust has been established in the literature. In organizations, trust is
imperative because it influences the successful cooperation and efficiency in organizations
(Lewis and Weigert, 1985; McAllister, 1995; Nooteboom, 2002; Rousseau et al., 1998; Zand,
1972); it contributes to innovation and learning within the organization (Bartsch et al., 2013,
Jones and George, 1998); it builds friendships (Gibbons, 2004); and it facilitates bargaining and
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negotiations (Olekalns and, Smith 2005). Other characteristics of trust are ability or competence
(Barber, 1983; Luhmann, 1979; Mayer, Davis, & Schoorman, 1995; McKnight, Cummings, &
Chervany, 1998), effective communication (Paliszkiewicz et al., 2014b); benevolence (Luhmann,
1979; Mayer, Davis, & Schoorman 1995; McKnight, Cummings, & Chervany, 1998),
consistency (Butler and Cantrell, 1984 ), dependability (Smith and Barclay, 1997), integrity or
honesty (Mayer, Davis, & Schoorman 1995; McKnight, Cumming, & Chervany, 1998),
openness (Butler and Cantrell, 1984), reliability (Coote, Forrest, & Tam, 2003; Mishra, 1996;
Dyer and Chu, 2000), and transparency (Pirson 2008).

Knowledge Management

In today's knowledge economy, enterprises must continuously adapt and update their
organizational knowledge. Knowledge is usually described as a critical resource that should be
managed strategically (Grant, 1996; Spender, 1996; Teece, 1998). The knowledge management
concept has become very popular and has been the topic of research of many scholars
(Davenport and Prusak, 1998; Liebowitz, 2008, 2012). Brooking (1999, p. 154) believed that the
function of knowledge management is "... to guard and grow knowledge owned by individuals,
and where possible, transfer the asset into a form where it can be more readily shared by other
employees in the company. "

Gold et al. (2001) and Nahapiet & Ghoshal (1998) asserted that knowledge management should
address diverse characteristic of an organization such as structure, culture, and process .
Knowledge management is connected with a specific framework to capture, acquire, organize,
and communicate tacit and explicit knowledge within an organization. The knowledge then may
be utilized by employees to effective and productive in their work , thus maximizing
organization’s competitive advantage (Davenport, Long, & Beers, 1998; Alavi and Leidner,
1999).

The objectives of knowledge management can be achieved by using different approaches as
follows: establishing knowledge management processes (Gold et al., 2001); building a technical
infrastructure for example: an Internet/Intranet, knowledge management systems, knowledge
repositories, videoconferencing tools (Alavi & Leidner, 2001; Davenport & Prusak, 1998; Heijst,
Spek, & Kruizinga, 1997; Wielinga et al., 1997) creating a learning organization (Kogut, 1996;
Quintas, Lefrere, & Jones, 1997); and fostering a knowledge-friendly culture (Garvin, 1993; Lee
& Kim, 2001).

Based on an thorough review of literature, Paliszkiewicz (2007) summarized the characteristics
of knowledge management into 1) localization - refers to all activities that indicate where
knowledge exists; 2) usage of knowledge - refers to creating a set of roles and skills to
effectively use of knowledge; 3) knowledge acquisition and development - refers to the culture
of embracing the knowledge that is acquired and developed; 4) knowledge codification - refers to
the ability to successfully and continuously re-use the knowledge organizations capture, and 5)
knowledge transfer - refers to transmission of knowledge and use of the transmitted knowledge.
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Organizational Performance

Organizational performance is an analysis of a company’s performance as compared to goals and
objectives. "An organization that is performing well is one that is successfully attaining its
objectives” (Otley, 1999, p. 364). A well-defined system of organizational performance
measures can be a powerful means for prioritizing organizational goals and achieving them.

The literature has documented various performance indicators such as financial (Parmenter,
2009), flexibility (De Toni and Tonchia 2001; and White 1996), quality (De Toni and Tonchia,
2001; Gosselin, 2005; Badri et al., 1994), cost (De Toni and Tonchia 2001; Neely, Gregory, &
Platts 2005), reliability (White, 1996), employees’ satisfaction (Leong et al., 1990; Mapes, New,
& Szwejczewski, 1997), customer satisfaction (Neely, Gregory, & Platts, 2005; Parmenter,
2009), environment/community (Neely, Gregory, & Platts 2005; Parmenter, 2009), safety
(Parmenter, 2009), learning and growth (Parmenter, 2009; Sadler-Smith and Chaston, 2001;
Utterback and Abernathy, 1975), productivity (Sinclair and Zairi, 1995), time (White, 1996),
quality of work life (Rolstadas, 1998), and innovation (Rolstadas 1998).

Sink and Tuttle (1989) summarized the organizational performance by seven criteria. These
criteria are:

1. "Effectiveness: an output measure - the ratio of the expected output to the actual output.

2. Efficiency: an input measure - the ratio of the expected input to the actual input.

3. Quality: Quality is the key to success of every organization. The quality is checked
mainly at three levels input, output and throughput or process quality. It can include
actual input/output versus the expected accuracy, timeliness, etc.

4. Productivity: the ratio of output to input.

5. Quality of work life: Employee attitudes to work;

6. Innovation: Measures the organization's success in creating change.

7. Profitability/budget ability: An outcome to input ratio.” (Sink and Tuttle, 1989)

Purpose of the Study

The literature has documented that organizational performance depends upon sound knowledge
management, and knowledge management depends upon trust management (Paliszkiewicz et al.,
2014a). The vital element of organizational leadership that influences both trust and knowledge
management to guide organizational performance cannot be overlooked and merits exploration.

The primary purpose of this paper is to develop an instrument that can be used to 1) measure the
influence of organizational leadership on trust management and knowledge management
separately, 2) measure the effect of trust management on knowledge management, and 3)
measure the effect of knowledge management on organizational performance.

Consistent with the study purpose, we first propose a model that emphasizes 1) the critical need
of organizational leadership in the effective attainment of trust management, 2) the critical need
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of organizational leadership in the effective attainment of knowledge management, 3) the
critical need of trust management in the effective attainment of knowledge management, and 4)
the critical need of knowledge management that subsequently contributes to successful
organizational performance within organizations (See Figure 1).

The model shows a sequential interrelated process in attaining successful organizational
performance. Organizational leadership must be present for successful attainment of trust
management and knowledge management. Subsequently, trust management depends upon
effective knowledge management.  Finally, effective knowledge management results in
successful organizational performance.

Leading change; leading innovation; motivation; values/principles;
leading conflict; listening; empowerment; leading communication;
influence/flexibility; self-awareness; feedback; managing time; learning;
individual differences; andrelationship.

Organizational
Leadership

Knowledge Organizational

Management

Trust
Management

L 4

Performance

Ability/competence; benevolence; Localization; Effectiveness; efficiency;
communication; congruency; usage of knowledge; knowledge productivity;

consistency; dependability; acquisition and development; quality;

integrity; openness; reliability; and knowledge codification; and quality of work life;
transparency. knowledge transfer. innovation; and profitability.

Figure 1: The Model for Achieving Successful Organizational Performance

Based on the proposed model, we then develop the instrument with four constructs that can be
used to 1) measure the influence of organizational leadership on trust management and
knowledge management separately, 2) measure the effect of trust management on knowledge
management, and 3) measure the effect of knowledge management on organizational
performance.
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Defining the Instrument's Constructs

The Leadership Construct

We defined organizational leadership construct to include 15 characteristics.  These
characteristics were chosen from the review of the literature we discussed earlier in this paper.
The characteristics are: leading change; leading innovation; motivation; values/principles;
leading conflict; listening; empowerment; leading communication; influence/flexibility; self-
awareness; feedback; managing time; learning; individual differences; and building relationship.
The definitions of these characteristics are as follows:

1. Leading Change: Change is required, inevitable and continuous in any organizations.
Organizational change requires sound leadership.

2. Leading innovation: Innovation moves an organization forward. Leading innovation is
the ability of a leader to lead innovation within an organization.

3. Motivation: Motivating employees brings about productivity. A leader's task is to
motivate and bring out the best in employees.

4. Values/Principles: A leader must be grounded in values and principles. He or she makes
decisions and solve problems based on his/her values and principles.

5. Leading Conflict: A leader is not afraid of conflicts. A leader 's attitude toward
conflict must be positive. A leader does not avoid conflict and considers conflict as an
opportunity to improve a situation.

6. Listening: A leader has the ability to be a good listener. A good listener will put
employees at ease and make them comfortable.

7. Empowerment: A leader has the ability to empower others to do their jobs.
Empowering creates autonomy and responsibility, therefore, employees can participate in
decision-making within organizations.

8. Leading Communication: A leader has the ability to communicate effectively. He or
she is interpersonal savvy.

9. Influence/Flexibility: A leader has the ability to influence & be flexible.

10. Self-awareness: A leader has the ability to be self-aware. A leader must be conscious
and mindful of everyone within an organization.

11. Feedback: A leader is comfortable to seek feedback from employees. A leader uses the
feedback for self-improvement.

12. Managing Time: A leader has the ability to effectively manage time.

13. Learning: A leader continuously seeks opportunity to learn. A leader seeks new
knowledge, modify existing knowledge, and apply what he/she learns to situations for
the purpose of improvement.

14. Individual Differences: A leader has the ability to value individual differences. A
leader respects and appreciates diversity and inclusion.

15. Relationship: A leader has the ability to build and sustain relationships among
employees.
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The Trust management Construct

We defined trust management construct to include 10 characteristics. These characteristics were
selected from the review of the literature we discussed earlier in this paper. The characteristics
are ability/competence; benevolence; communication; congruency; consistency; dependability;
integrity; openness; reliability; and transparency. The definitions of these characteristics are as
follows:

1. Ability/Competence: One's demonstration of ability and competence (knowledge, skills,
aptitude, qualification) lead to improved trust.

2. Benevolence: One's expression of compassion and empathy.

3. Communication: One's ability to effectively and constantly communicate (verbal, non-
verbal, written, and visual).

4. Congruency: Displaying the attitude and enthusiasm of partnership and association

among people.

Consistency: One's demonstration of consistency in performing various tasks.

Dependability: Exhibiting dedication, truthfulness, responsibility, and trustworthiness.

Integrity: Displaying honesty and exhibiting moral & ethical principles.

Openness: Showing acceptance and broad-mindedness.

Reliability: Exhibiting the ability to be depended on in performing tasks.

0. Transparency: One's ability to be transparent (not to hide or block information that is

needed to perform tasks).

ROO~NOO

The Knowledge Management Construct

We chose to select the knowledge management characteristics from a study by Paliszkiewicz
(2007). We then defined knowledge management construct to include 5 characteristics. They
are: localization; usage of knowledge; knowledge acquisition and development; knowledge
codification; and knowledge transfer. The definitions of these characteristics are as follows:

1. Localization: Includes all activities that indicate where knowledge exists.

2. Usage of knowledge: Creating a set of roles and skills to effectively use knowledge.

3. Knowledge acquisition and development: The culture of embracing the knowledge that
is acquired and developed.

4. Knowledge codification: Ability to successfully and continuously re-use the knowledge
organizations capture.

5. Knowledge transfer: Transmission of knowledge and use of the transmitted knowledge.
(Paliszkiewicz, 2007)

The Organizational Performance Construct

We chose to select the organizational performance characteristics from a study by Sink & Tulttle
(1989). We then defined organizational performance construct to include 7 characteristics.
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They are: effectiveness; efficiency; productivity; quality; quality of work life; innovation; and
profitability. The definitions of these characteristics are as follows:

1. "Effectiveness: an output measure - the ratio of the expected output to the actual output.

2. Efficiency: an input measure - the ratio of the expected input to the actual input.

3. Quality: Quality is the key to success of every organization. The quality is checked
mainly at three levels input, output and throughput or process quality. It can include
actual input/output versus the expected accuracy, timeliness, etc.

4. Productivity: the ratio of output to input.

5. Quality of work life: Employee attitudes to work

6. Innovation: Measures the organization's success in creating change.

7. Profitability/budget ability: An outcome to input ratio.” Sink & Tuttle (1989).

Operational Definition of the Instrument's Constructs

Operational definition means that each characteristic in a construct should be translated into a
statement. The leadership construct consisted of 15 characteristics translated into 15 statements.
The trust management construct comprised of 10 characteristics translated into 10 statements.
The knowledge management construct included 5 characteristics that translated into 5
statements. Finally, the organizational performance that consisted of 7 characteristics were
translated into 7 statements. See below the statements for each construct.

The Leadership Construct Statements

A leader must lead change within an organization.

It is necessary for a leader to lead innovation within an organization.

A leader must motivate and bring out the best in people.

To solve problems and make decisions, a leader must be grounded in values and
principles.

A leader should not be afraid of conflicts (a leader 's attitude should be that conflict is
"good" and should not be avoided. )

6. A leader must be a good listener and put people at ease.

7. A leader must empower others to do their jobs.

8. A leader must communicate effectively. He or she should be interpersonal savvy.
9. A leader must be open to influence & flexibility.

10. A leader must be self-aware (conscious and mindful of others).

11. A leader must seek and use feedback from others.

12. A leader must know how to effectively manage time.

13. A leader must seek opportunity to learn.

14. A leader must value diversity and inclusion.

15. A leader must build and maintain relationships with subordinates.

PoNhdE

o1
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Trust Management Construct Statements

N

NG

9.

A manager/leader's ability and competence lead to improved trust among people.
Compassion & empathy demonstrated by a manager/leader, build trust among people.
A manager/leader's sound and constant communication (verbal, non-verbal, written, and
visual) improve trust among people.

The attitude of partnership and association demonstrated by a manager/leader build trust
among people.

Consistency in doing things by a manager/leader brings about trust among people.
Exhibiting dependability by a manager/leader, develops and creates trust among people.
A manager/leader's honesty and principle contribute to elevated trust among people
Acceptance and broad-mindedness demonstrated by a manager/leader contribute to
increased trust among people.

Exhibiting reliability by a manager/leader, develops and creates trust among people.

10. A manager/leader’s transparency is central to building trust among people.

The Knowledge Management Construct Statements

1.

2.

In any organization knowledge must be localized to include all activities that indicate
where knowledge exists.

Successful usage of knowledge depends upon creating a set of roles and skills in
organizations that encourages effective use of knowledge.

The culture of embracing the knowledge that is acquired and developed is important in
gaining the competitive advantage.

Organizations must be able to successfully and continuously re-use the knowledge they
capture.

Transmission of knowledge and use of the transmitted knowledge in any organization is
vital to gaining the competitive advantage.

The Organizational Performance Construct Statements

=

The ability to produce a desired result should be an important part of any organization.
The ability to accomplish a job/task with a minimum expenditure of time and effort
should be central to any organizations.

The quality of a product (as a measure of excellence and state of being free from defects,
deficiencies and significant variations) brings about the competitive advantage to any
organization.

The ability to resourcefully generate, create, enhance, and/or produce goods and services
is vital

The opportunity that is given to employees to enhance their personal lives through their
work environment and experiences can contribute to an organization's competitive
advantage.

The process of transforming an idea/invention into a product or service that creates value
IS important to an organization's survival.
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7. A financial profit or gain gives an organization the ability to do more to gain the
competitive advantage.

A panel of experts consisting of three university professors from the USA and Poland determined
the content validity of the instrument. A seven-point Likert-type scale from completely agree to
completely disagree can be used. The instrument can be found in Appendix A.

Conclusion

Achieving successful organizational performance depends upon many elements. Most important
are organizational leadership, trust management, and knowledge management. A sequential
model was proposed that underlined the critical need of organizational leadership in the effective
attainment of trust management and knowledge management separately; the critical factors of
trust management in the effective attainment of knowledge management; and the critical need of
knowledge management in achieving successful organizational performance within
organizations. The model is sequential and interrelated. Based on the model an instrument was
developed that can be used to measure the effect of organizational leadership on trust
management and knowledge management separately. In addition, the instrument can be used to
measure the effect of trust management on knowledge management and subsequently the effect
of knowledge management on organizational performance. This is a first stride in developing an
instrument that can measure organizational performance with the key interrelated elements of
organizational leadership, trust management, and knowledge management. Therefore, it is
recommended that the next attempt should be to empirically validate the instrument by
administering it to all levels of management from various organizations.
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Appendix A

The Instrument

The purpose of this survey is to collect information about your opinion, as a manager/leader, regarding the
characteristics of organizational leadership, trust management, knowledge management, & organizational
performance within organizations. This survey consists of 4 parts. They are: Part 1: Organizational Leadership,
Part 2: Trust Management, Part 3: Knowledge Management, and Part 4: Organizational Performance.

In each part, please read the statement indicate your response to the statement using the scale below:

7 = Completely Agree, 6 = Mostly Agree, 5 = Somewhat Agree, 4 = Neither Agree nor Disagree, 3 = Somewhat
Disagree, 2 = Mostly Disagree, 1 = Completely Disagree

Part 1: The Leadership

1 | A leader must lead change within an organization. 76 5 4 3 21
2 | Itis necessary for a leader to lead innovation within an organization. 76 543 21
3 | A leader must motivate and bring out the best in people. 76 5 4 3 21
4 | To solve problems and make decisions, a leader must be grounded in valuesand |7 6 5 4 3 2 1
principles.
5 | A leader should not be afraid of conflicts (a leader 's attitude should be that conflict | 7 6 5 4 3 2 1
is "good" and should not be avoided. )
6 | A leader must be a good listener and put people at ease. 76 5 4 3 21
7 | A leader must empower others to do their jobs. 76 5 4 3 21
8 | A leader must communicate effectively. He or she should be interpersonal savvy. 76 543 21
9 | A leader must be open to influence & flexibility. 76 5 4 3 21
10 | A leader must be self-aware (conscious and mindful of others). 76 5 4 3 21
11 | A leader must seek and use feedback from others. 76 5 4 3 21
12 | A leader must know how to effectively manage time. 76 54 3 21
13 | A leader must seek opportunity to learn. 76 5 4 3 21
14 | A leader must value diversity and inclusion. 76 54 3 21
15 | A leader must build and maintain relationships with subordinates. 76 5 4 3 21
Part 2: Trust Management
1 | A manager/leader's ability and competence lead to improved trust among people. 76 5 4 3 21

2 | Compassion & empathy demonstrated by a manager/leader, build trust among |7 6 5 4 3 2 1
people.

3 | A manager/leader's sound and constant communication (verbal, non-verbal, | 7 6 5 4 3 2 1
written, and visual) improve trust among people.

4 | The attitude of partnership and association demonstrated by a manager/leader build | 7 6 5 4 3 2 1
trust among people.

S
w
N
[uny

5 | Consistency in doing things by a manager/leader brings about trust among people. 76 5

6 | Exhibiting dependability by a manager/leader, develops and creates trust among |7 6 5 4 3 2 1
people.

S
w
N
[uny

7 | A manager/leader's honesty and principle contribute to elevated trust among people | 7 6 5

8 | Acceptance and broad-mindedness demonstrated by a manager/leader contributeto |7 6 5 4 3 2 1
increased trust among people.

9 | Exhibiting reliability by a manager/leader, develops and creates trust among |7 6 5 4 3 2 1
people.

10 | A manager/leader's transparency is central to building trust among people. 76 5 4 3 21
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Part 3: The Knowledge Management

1

In any organization knowledge must be localized to include all activities that
indicate where knowledge exists.

2

Successful usage of knowledge depends upon creating a set of roles and skills in
organizations that encourages effective use of knowledge.

3

The culture of embracing the knowledge that is acquired and developed is
important in gaining the competitive advantage.

4

Organizations must be able to successfully and continuously re-use the knowledge
they capture.

5

Transmission of knowledge and use of the transmitted knowledge in any
organization is vital to gaining the competitive advantage.

Part 4: The Organizational Performance

1

The ability to produce a desired result should be an important part of any
organization.

2

The ability to accomplish a job/task with a minimum expenditure of time and effort
should be central to any organizations.

3

The quality of a product (as a measure of excellence and state of being free from
defects, deficiencies and significant variations) brings about the competitive
advantage to any organization.

The ability to resourcefully generate, create, enhance, and/or produce goods and
services is vital

The opportunity that is given to employees to enhance their personal lives through
their work environment and experiences can contribute to an organization's
competitive advantage.

The process of transforming an idea/invention into a product or service that creates
value is important to an organization's survival.

A financial profit or gain gives an organization the ability to do more to gain the
competitive advantage.
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