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Abstract: 


This paper tries to clarify how to nurture a supportive organizational learning climate to enable risk management within IS organizations. In general, the strategies employed to manage the risk include transferring the risk to another party, avoiding the risk, reducing the negative effect of the risk, and accepting some or all of the consequences of a particular risk (managementupdate.info/home.2007). The researcher suggests that a proactive approach in managing risk should be adopted in addition to traditional ones if IS organizations are seeking to enable risk management. The main drive to present this suggestion is that the suggested supportive climate is expected to enhance the abilities to learn, relearn and unlearn which in turn is expected to prepare organizational staff not only to deal with planned events but it may enable them to manage unanticipated risks either opportunity or emergent events. 

Based on the systemic view of IS organization that combines the major five components (vision and goals, people, technology, processes, and structure), the researcher suggests a model for nurturing such a supportive climate. Leaders are recommended to adopt the suggested systemic view to enhance their organizations' ability to manage risks. At every component level specific requirements should be provided. These complementary requirements could be illustrated as; a shared vision of organizational learning, systemic thinking and personal mastery, multi-channel communications and team learning, flexible and organic structures, groupware and communities of practice. External environment shouldn't be ignored on the other hand. 
Introduction:
An important task of leaders in IS contemporary organizations is managing risk. Managing risk may include many aspects either financial or non financial ones. In this paper the researcher suggests that nurturing a supportive climate of organizational learning leads to better management of risk. So, this paper tries to shed some light on this relationship, and specifically it tries to answer a main question: How does the leadership within IS organizations nurture a supportive organizational learning climate that enable risk management? In order to answer this question we need to gradually discuss the concepts of: risk management, organizational learning, organizational climate, and then we will try to clarify how to nurture a supportive climate for organizational learning to enable risk management within IS organizations.

1- Risk Management


Many definitions were presented to risk concept. Among of these definitions is that risk is: 'a future event (or series of events) with a probability of occurrence and the potential for a loss or impact on objectives that can be either positive or negative' (Jiscinfonet, 2007). Risks may stem from internal and/or external sources. The sorts of external factors that may cause risk to individual projects or prompt changes in institutional strategy are (managementupdate.info/home, 2007):

· A change in government 

· A change in the funding model 

· New legislation e.g. relating to Data Protection, Freedom of Information, Disability, Health and Safety 

· A change in the market for particular subjects 

· A competitor merges with another institution or changes its course portfolio 

· A major system supplier goes out of business 

On the other side, some typical examples of internal circumstances that may cause risk to the project are:

· A similar project has failed in the past 

· The organization is being restructured whilst the project is in progress 

· Many related projects are going on without effective programme management 

· The manager requires resources/action from people over whom he has no authority 

· There is about to be a new post holder in one or more senior management positions 

· One or more core IT systems is changing 

· Expansion/merger/location moves are taking place 

In most project management methodologies risk tends to be viewed in a very negative sense. But some tend to broaden the definition out a little and suggest that risk is not necessarily something going wrong, but it is simply something turning out differently to what was expected or planned for. This view allows the possibility that risks can be turned into opportunities if managed effectively. So, we can infer that 'risk management is a systematic process of identifying, analyzing and responding to project risk.' This may be broken down into a number of sub-processes as follows (JISC infoNet, 2007) 

· Risk Identification 

· Qualitative Risk Analysis 

· Quantitative Risk Assessment 

· Risk Response Planning 

· Risk Monitoring and Control 

 The following figure depicts these steps (JISC infoNet, 2007):  


Figure (1): Risk management

Contemporary IS organizations are becoming more aware of risk but they are still poor at creating processes to deal with opportunity (JISC infoNet, 2007). Project managers often react and argue that the plan was fine but surprises suddenly appeared. This is an indicative of a fragile baseline plan that didn't take account of the risks. Proactive project managers create a robust plan by identifying and planning for risk. The role of the project manager is to deliver against the plan so it is essential that the baseline, against which the manager will be judged, is realistic. 


In general, the strategies employed to manage the risk include transferring the risk to another party, avoiding the risk, reducing the negative effect of the risk, and accepting some or all of the consequences of a particular risk (managementupdate.info/home.2007). Traditional risk management focuses on risks stemming from physical or legal causes (e.g. natural disasters or fires, accidents, death, and lawsuits). Financial risk management, on the other hand, focuses on risks that can be managed using traded financial instruments. Regardless of the type of risk management, all large corporations have risk management teams and small groups and corporations practice informal, if not formal, risk management (managementupdate, 2007). By reviewing the previous practices we notice that the management of risk still requires more advanced approaches. Some argue that the opportunity management of risk is among the crucial issues. So, the researcher agrees with those who call for adopting a proactive approach to risk management as a crucial step in exploiting new opportunities. Therefore the researcher suggests that such a proactive approach could be a supportive climate of organizational learning. 


The suggested climate requires an integrated risk management framework. At the organizational level, this framework, will help departments and agencies to think more strategically and improve their ability to set common priorities. On the other hand, at the individual level, it will help all employees to develop new skills and will strengthen their ability to anticipate, assess and manage risk (tbs-sct.gc, 2007). The main drive to present this suggestion is that the suggested supportive climate is expected to enhance the abilities to learn, relearn and unlearn which in turn is expected to prepare organizational staff not only to deal with planned events but it may enable them to manage unanticipated risks either opportunity or emergent events. 

 In the following parts the researcher will try to clarify how to nurture such a climate to enable risk management.    

2- Organizational Learning Concept

There is rarely agreement within disciplines as to "what learning is, and how it occurs" (Fyol and Lyles 1985). According to Dodgson organizational learning describes “the ways firms build, supplement and organize knowledge and routines around their activities and within their cultures, and adapt and develop organizational efficiency by improving the use of the broad skills of their workforces” (1993). The researcher agrees with this dynamic concept because its use in theory emphasizes the continually changing nature of organizations. Furthermore, it is an integrative concept that can unify various levels of analysis: individual, group, corporate, which is particularly helpful in reviewing the cooperative and community nature of organizations (Mark Dodgson, 1993). In addition the researcher adopts for the purposes of this paper Garvin’s (1993) definition "A learning organization is an organization skilled at creating, acquiring, and transferring knowledge, and at modifying its behavior to reflect new knowledge and insights", which attempts to synthesize the range of attempts at defining this concept.


A number of reasons can be suggested why the study of organizational learning is currently so fashionable. Some of them are "OL embraces change; encourages managers to be coaches, mentors, and facilitators of learning; has a culture of feedback and disclosure; has a holistic, systematic view of the organization and its systems, processes, and relationships; has shared organization wide vision, purpose, and values; has systems for sharing learning and using it in the business; provides frequent opportunities to learn from experience; spreads trust throughout the organization; strives for continuous improvement; views the unexpected as an opportunity to learn" (Amy S. Tolberta, 2002, Danny Miller, 1996). In the next section, the researcher will shed some light on organizational climate concept as a crucial step to clarify what is meant by a supportive organizational learning climate that will be discussed in the final part of this paper.
3-Organizational Climate Concept

As many other behavioral concepts many perspectives and definitions were presented to organizational climate (OC) concept. Dirigo considers (OC)" refers to a set of measurable properties of the work environment, that are perceived by the people who live and work in it, and that influence their motivation and behavior”(2004). The climate is "the joint property of both the organization and the individual (Ashforth, 1985). It is both a macro and micro construct (Ashforth, 1985). As such, climate is a “system variable serves to integrate the individual, the group, and the organization (Schneider & Reichers, 1983). Among the critical issues dealing with OC is that it is "usually measured through individuals’ perceptions of their organization’s policies and practices (e.g. Schneider, 1990; Ashkenasy et al, 2000). The researcher argues that this evaluative aspect increases the complexity of nurturing or changing OC, which in turn requires a special emphasis from the organizational leadership. 
Schneider (1975) suggested that there are many types of organizational climates. Two of them are: defensive climate, and supportive climate. "Defensive climate leads to behaviors that are closed, reactive, risk averse, hostile and are characterized by malicious obedience and immature reactions, because it is characterized by evaluative, problem centered, procedure oriented, neutrality and individuality". Where as supportive climate, on the other hand "leads to behaviors that are open, trusting, risk taking, responsibility seeking, pro-active, mature and growth seeking, because it is descriptive, solution centered, vision oriented, empathy and collegiality" (Solomon, Winslow, Tarabishi, 1995). The supportive type is closely related to this study as we are seeking to nurture such a climate to support organizational learning .



Many dimensions had been identified for OC. James and James (1989) identified 17 dimensions from the OC climate literature, including factors, such as leader support, management concern, and job autonomy. Each of these dimensions was found to load onto a common underlying factor (Patterson et al, 2004). Based on her literature review, the researcher suggests that OC is a vital factor within the organization as it colures all of its practices and aspects. In spite of many perspectives that describe the components of the organization, the researcher tried to extract a systemic model that is expected to provide a comprehensive view she is seeking to. 


Our model suggests that any organization is composed of five correlated components. These components are: vision and goals, processes, people, technology, and structure. Vision and goals are the dominant ones as they direct other components to achieve them. Processes are designed based on goals. People are recruited and hired based on tasks and responsibilities of each process. Structure is required to link between people and processes to achieve vertical and horizontal coordination. Technology should be aligned with processes. As these correlated factors are interrelated, and could be considered as a system by itself. Organization in turn could be considered as a subsystem within the external environment. 


The researcher argues that the leadership should be aware of this interrelatedness when trying to affect OC to enhance OL process. A change in one component is not expected to have an isolated effect, and it needs to be comprehended with changes in other components. In the next section we'll try to clarify how to nurture a supportive OL climate to enable risk management.

4- Nurturing a Supportive Organizational Learning Climate 
to Enable Risk Management 

In this part the researcher tries to discuss how to nurture a supportive organizational learning climate to enable risk management. At the beginning, we should perceive that changing organizational climate to be more risk-robust and learning oriented isn't going to happen overnight. On the contrary, this requires serious efforts to be devoted to nurture such a climate to enable risk management in order to turn risks into opportunities (Jiscinfonet, 2007). So, organizations should start to create plans and budgets with risk factored into them to develop a greater degree of confidence in their own abilities to manage projects and to be in a better position to evaluate their own risk tolerance. 

Peter Senge argues that learning organizations require a new view of leadership. As the days of top management knows the best have gone, and front line employees may have what is known as" real time information" (1990), the researcher suggests that leadership should give up traditional methods and activate participative methods that center on subtler and more important tasks.   

In a learning organization, leaders should play many different roles. They are responsible for building organizations were people continually expand their capabilities to understand complexity, clarify vision, and improve shared mental models – that is they are responsible for learning. The researcher agrees with Senge who suggested that in learning organization leaders should be as designers, stewards, or teachers (1990).

Leader as designer is concerned with "designing the learning processes whereby people throughout the organization can deal productively with the critical issues they face, and develop their mastery in the learning disciplines" (Senge 1990). Leading as steward involves that commitment to, and responsibility for the vision, but it does not mean that the leader owns it. It is not their possession. Leaders are stewards of the vision, their task is to manage it for the benefit of others. Leaders learn to see their vision as part of something larger. Leaders have to learn to listen to other people’s vision and to change their own where necessary" (Senge 1990). As Max de Pree’s (1990) suggested that the first responsibility of a leader as a teacher is to define reality. Leader as teacher is not about teaching people how to achieve their vision. It is about fostering learning, for everyone. Such leaders help people throughout the organization develop systemic understandings. 

To discuss how to nurture a supportive OL climate within IS organization, one needs to discuss this based on the five components of IS organization as follows:  

1-Vision and Goals: As mentioned before vision and goals are core components which influence every other component within the organization. Goals deal with preferred results we are seeking to achieve. Vision can be seen as an "ideal and unique image of the future." (Kouzes, & Barry), or "a share picture of the future we seek to create". Adopting of a clear vision of what the corporation ought to be is crucial especially when we want to create a supportive climate for OL process. 
When there is a genuine vision -as opposed to familiar vision statement- it may enhance the opportunity of OL, especially when it requires innovative performance. The researcher argues that providing a vision is important, but sharing a vision is more vital. In sharing vision people not only learn because they are told to, but because they want to. The practice of sharing vision involves the skills of predicting pictures of the future, and "foster commitment and enrolment rather than compliance" (Senge 1990).
Leaders should concentrate on increasing clarity, enthusiasm and commitment to OL to enable risk management. Encouraging people to share may be helpful. "As people talk, the vision grows clearer. As it gets clearer, enthusiasm for its benefits grow" (Senge 1990).
2-People: when leaders want to support OL process they should always recognize the huge impact of human resources within the organization. Following are some of the critical issues that are needed to be considered.
Smith suggests that systems thinking are the "cornerstone of learning organization" (Smith, 2001). The essence lies in "a shift of mind to see interrelationships rather than linear cause-effect chains, and seeing processes of change rather than snapshots." (Smith, 2001). This view may results in adopting a comprehensive whole picture rather than a limited one, which in turn may reflect the essential properties of the whole which none of its parts have, and as Senge argues, there is the possibility of nurturing a language more suited for dealing with complexity, and of focusing on "deep-seated structural issues and forces rather than being diverted by questions of personality and leadership style" (1990). In other words it means fostering openness (Senge, 1990). It also involves seeking to distribute business responsibly far more widely while retaining coordination and control.
The researcher agrees with previous arguments, and suggests that leaders should encourage people to adopt different mental models, especially as "the critical matter is not of working harder than a matter of changing what you believe is the truth" (Bob Willard, 1994). Nurturing this systemic view is expected to help organizations in dealing with their external and internal environmental complexities, which in turn will enhance the competitive and workplace realities. 


Personal mastery is another required characteristic at this level. It deals with the "continually clarifying and deepening personal vision, of focusing energies, of developing patience, and of seeing reality objectively." (Smith, 2001). Senge argues that "organizations learn only through individuals who learn. Individual learning does not guarantee organizational learning. But without it no organizational learning occurs" (Senge 1990). "It goes beyond competence and skills, although it involves them. It goes beyond spiritual opening, although it involves spiritual growth" (Senge 1990:.: 141). The appeal of Peter Senge’s vision has deep echoes in the concerns of writers such as M. Scott Peck (1994). The discipline entails developing personal vision; holding creative tension (managing the gap between vision and reality); recognizing structural tensions and constraints, and our own power (or lack of it) with regard to them; a commitment to truth; and using the sub-conscious (Senge 1990).
3- Processes: Organizational learning is expected to influence the conduct of the organizational processes. The researcher suggests that leaders should concentrate on many aspects of organizational processes to nurture a supportive climate of OL. Some of them are: 
3-1-Communication : Among the most critical aspects that leaders should concentrate on, is improving a communication process to build trust channels, and overcome organizational silence. "Communication is the transference and understanding of meaning.” (Robbins, 1993). The researcher suggests that in order to nurture a supportive climate for OL process, leaders should encourage people to communicate smoothly within the organization by supporting upward communication from lower levels to upper levels, as well as among the same organizational levels. This smoothness extends to combine informal communication in addition to formal communication.

 Multi-channel communication is expected to provide mutual benefits for both of the people at all levels on one hand, and the organization on the other hand. Top managers; for example, may learn about the capabilities that are needed to accomplish strategic objectives and build a shared vision. Operational managers need this multi-channel communication to understand the vision and their roles in implementing it. Providing of feedback is expected to increase, and to enhance OL process. The researcher suggests that team building and GroupWare technology could be beneficial.
3-2-Team learning: Team learning is viewed as "the process of aligning and developing the capacities of a team to create the results its members truly desire" (Senge 1990). It builds on personal mastery and shared vision – but these are not enough. People need to be able to act together. When teams learn together, not only can there be good results for the organization, but also members will grow more rapidly than could have occurred otherwise. Smith (2001) illustrates some adult learning principles that should be considered. Some of them are; adults learn best from each other, when they are able to question the assumptions on which their actions are based, and when they receive accurate feedback from others and from the results of their problem-solving actions.
4- Structure: The purpose of organizational structure is to facilitate the work of individuals so that they can achieve the mission of the organization and the goals of the unit. Structure also involves the formal rules governing the interactions of these units and levels.


A centralized, mechanistic structure tends to reinforce past behaviors or single-loop learning, while an organic, decentralized structure promotes double-loop learning (Fyol & Lyles,1985). The researcher argues that centralization creates a more fragmented structure which does not support people to think for them. Thus, individuals do not have a comprehensive picture of the whole. This, in turn, encourages the development of a political and parochial system that stifles learning. Highly sophisticated single-loop learning mechanisms (conformance to existing norm and behavior) may in fact take the organizations on the wrong course, since people may not be able to challenge underlying assumptions. That is, single-loop learning prevents double-loop learning from occurring.


In order to encourage learning, the researcher suggests that organizations should move away from mechanistic structures and adopt a more flexible and organic structure. This requires a new philosophy of management which encourages openness, reflectivity, and the acceptance of error and uncertainty. Morgan (1986) and Grantham (1993) suggest that leaders should encourage the exploration of multiple viewpoints to any problem through dialogue and discussion. Double-loop learning can be encouraged by adopting a bottom-up or participatory approach. Actions should emerge as a result of the learning process and should not be imposed from above. Organizational learning also requires commitment from executives for a long-term process with adequate budget and resources (Grantham, 1993).

5- Technology: Within this component leaders need to recognize the influences of IS technology on OL process. These influences can be considered as direct and indirect influences. Technology can indirectly influence organizational learning by affecting contextual factors such as structure and environment which, in turn, influence learning. They can also directly influence the organizational learning processes. (Rafael Andreua, 1996).

Grantham states that technology can be used to clarify assumptions, speed up communications, elicit tacit knowledge, and construct histories of insights and catalog those (1993). Many technologies may help us in enhancing OL process either on single loop learning, or double loop learning.

Among the most important of these technologies is GroupWare. It is a “software product that supports collaboration, over networks, among groups of people who share a common task or goal” (Turban, 2004). This type of technology helps people in sharing ideas, information, resources, and knowledge. Groupware is a technology directly relevant to all of these purposes, in all its forms such as the electronic meeting systems like Virtual Meeting which means “online meetings whose members are in different locations, frequently in different countries” (Turban, 2004), also Group decision support system (GDSS), which is an “interactive computer based system that facilitates the solution of semi-structured and unstructured problems by a group of decision makers”, also electronic teleconferencing which is “the use of electronic communication that allows two or more people at different locations to have a simultaneous conference”.

All of these technologies as mentioned above help people to share a lot of knowledge. sharing knowledge according to Irma Becerra is “the process through which explicit or tacit knowledge is communicated to other individuals” (Turban, 2004), but sharing capabilities not only contribute to the creation of new ones, but also to the goal of spreading them in the organization, thus effectively help to communicate and share the organizational context to the extent that those capabilities are part of it (Rafael Andreua, 1996).

The researcher suggests that these technologies help in nurturing and activating communities of practice. In spite of that “communities of practice arise naturally in the organization, organization may influence their development” (Bob Willard, 1994) by using technologies such as GroupWare technology. Most communities of practice exist whether or not the organization recognizes them. Whether these communities arise spontaneously or come together through seeding and nurturing, their development ultimately depends on internal leadership.

An essential point here is to recognize the relatedness among all of these components. In addition to internal environment, consideration should also be on external environment to achieve alignment at both of the two levels. 


Figure (2): 
Nurturing Supportive OL Climate
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Figure (3): Nurturing a Supportive OL Climate to Enable Risk Management

Conclusion: 

As it is expected, reliance on intangible knowledge advantages rather than on tangible resources within contemporary knowledge economy is increasing, and as OL process is considered as a core competence within IS organizations, leaders should concentrate on nurturing a supportive climate of OL process to enable risk management . 

Therefore the researcher suggests that it is better to adopt a systemic view to encompass all of the organizational components when nurturing this climate. Within this view, specific conditions and methods should be provided at each level of these components.
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