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Abstract 

Learning from failure in a team environment is a crucial component for any organization 

wanting to grow and innovate.   When a team does not learn from failure, it hinders 

performance and negatively influences the organization.  The purpose of this case study 

is to help the Raytheon facilities leadership team understand how the project management 

and real estate strategy team handle and learn from failure.  The case study used a 

qualitative case study approach, using interviews and a document review, to help 

understand the current state of the two teams around learning from failure.  Through the 

qualitative approach, four themes emerged.  The four themes are inadequate processes, 

procedures, and guidelines, inadequate roles and responsibilities, insufficient training and 

mentoring, and inadequate accountability.  These four themes summarized the research 

findings of the case study.  Further, they bring to the forefront the challenges the teams 

face while trying to learn from failure.   If the facilities leadership team can develop a 

plan to help mitigate some of these challenges, it may help develop a robust learning 

culture around failure.  A culture that can learn from mistakes and failure, helping the 

two teams realize greater rewards from mistakes.  This, in turn, may help improve when 

they fail, leading to more creativity and innovation within the teams.       
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CHAPTER ONE: INTRODUCTION 

Introduction and Background 

 The ability to learn from failure in the corporate environment is a difficult 

challenge to overcome even for the best companies.  Failure is the deviation from a 

desired or expected result (Cannon & Edmondson, 2001).  Cannon and Edmondson 

(2001) suggest that fear of failure for the individual is driven by an unwillingness to 

appear inattentive or ignorant when a failure occurs (Cannon & Edmondson, 2001).  The 

deviation from expected results can and does drive an unwillingness to bring forward 

failure, due to the fear of appearing uninformed, or inexperienced, when working with 

peers or management.  In addition, when working with others, individuals have a 

tendency to hide failures to protect themselves from negative perceptions and personal 

embarrassment (Syed, 2015).  Syed (2015) goes on to suggest that learning from failure 

over time has been one of the biggest obstacles for human progress.  Senge (2006) 

discusses how each individual has a propensity to find someone or something else to 

blame when a failure occurs, or when something goes wrong.  For the individual, failure 

can be an emotional experience, leading to blaming others, protecting themselves from 

negative perceptions, and not appearing ignorant.     

Statement of the Problem 

 Industry has explored learning from failure to help teams learn from failure and 

improve their learning culture.  For example, one root-cause analysis has demonstrated 

that communication failures in the health care industry cause 60% of sentinel events that 

have been reported to the Joint Commission on Accreditation of Healthcare 

Organizations (Lingard et al., 2004).  Edmondson (2004) further states that hospitals have 
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a difficult time learning from failure because their staff may be afraid to speak up with 

concerns, challenges, questions, or are afraid to admit error, for fear of reprisal.         

In the safety industry, a focus on safety incidents has shown that the recurrence of 

the same or similar event would suggest failure to learn from the previous incident 

(Stemn, Bofinger, Cliff, & Hassall, 2018).  Stemn et al. (2018) further suggest that failure 

to learn from past incidents indicates the inability to use the right lessons from past 

failures, to prevent future occurrences.  Zhao (2011) discusses how human errors or 

failures cause negative emotions, which disrupt goal pursuits and discourage individuals 

from learning from failure.  In yet another study, McCrea and Betts (2013) looked at how 

entrepreneurs can assess or predict the success or failure of strategic changes made to 

align the organization for success.  The authors found that out of 92 respondents, 13 

suggested that failure did not change their overall strategy, and they believed the strategy 

was still correct.  As the above information indicates, a central theme appears on the 

difficulties for individuals, teams, and organizations to learn from failure.    

  An essential part of any organization is the team’s ability to learn from failure, 

supporting the company’s overall success.  Edmondson (2012) defines a team as a fixed 

group of people that cooperate in the pursuit of a common goal.  If a team can develop a 

robust learning culture, it will enhance its ability to learn from failure and can drive a 

culture around innovation (Edmondson, 2012).  Learning from failure occurs when the 

team reflects on its failed experience, discusses it openly, and identifies work practices 

that need to be modified or changed through root cause analysis (Hirak, Peng, Carmeli, & 

Schaubroeck, 2012).  When teams make mistakes and do not learn or improve from them, 

it influences the entire company, creating organizational decline (Hirak et al., 2012).  
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When teams do learn from mistakes or failures, it improves service quality, adaptability, 

innovativeness, and productivity (Carmeli & Gittell, 2009).  Constant efforts must be 

made to improve the team learning culture around failure in the facilities organization.  If 

this is done, it can increase creativity and innovation, which plays a leading role in the 

success of the team.  Further, not learning from failure can play a detrimental role in team 

behavior and performance over the life of the group.       

The organizational challenge to learn from failure is a clear and pressing issue 

throughout many companies.  These companies struggle to learn from failure, which, in 

turn, can hinder creativity and innovation.  Limited creativity and innovation due to fear 

of failure hinders a company’s overall growth and success (Syed, 2015).  The problem 

this case study hopes to shed light on is how do two teams within the Raytheon facilities 

organization learn from and process failure.  In many instances, the Raytheon facilities 

organization as a whole struggle to learn from failure in its teaming environment, from 

my experience.  Also, the author has witnessed confusion, chaos, low morale, and a lack 

of innovation and creativity related to repeated mistakes and not learning from failure. 

The Raytheon facilities global business services (GBS) organization faces many 

challenges moving into an unknown future.  This future is full of competition, possible 

outsourcing of services, demanding customers, and a company requiring similar or better 

service for less investment.  With these ever-increasing external and internal forces, the 

organization needs to embrace a robust learning culture around team failure.  A learning 

culture consists of systematic problem solving, novel approaches, learning from 

experience, history, best practices, and the transfer of knowledge (Gavin, 1993).  An 

essential part of growing a healthy learning culture is the ability to learn from failure and 
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experience.  Embracing a learning culture around failure will challenge the status quo and 

engage resources and talents, to achieve long-term team goals (Shin, Picken, & Dess, 

2016).   

Within Raytheon, the facilities function consists of approximately 1,000 

employees led by the vice president (VP) of facilities.  The VP of facilities leads five 

directors who support the business and the different service areas in the organization.  

These service areas consist of real estate, project management, space planning, 

engineering, and operations and maintenance.  The facilities organization is in the process 

of creating multiple working teams to support these five different service areas.  The goal 

of the teams is to support process improvement, increase speed to market, reduce cost, 

and improve customer satisfaction.  Recently, the facilities organization went from four 

distinct organizations into one integrated organization under a global business solution 

model.  The integration of the four distinct facilities organizations into the one global 

business solutions model was designed to help reduce costs, improve customer 

satisfaction, and prepare the facilities group for future growth.   

From the author's experience, in a typical team within the facilities group, there is 

a lack of people speaking up, little collaboration, an unwillingness to experiment with 

innovative ideas, and little to no reflection.  This type of behavior allows teams to meet 

for years, working on different initiatives with little progress toward achieving desired 

goals.  Evidence for this is based on personal observation of the teams over ten years.  

This type of performance is damaging to the success of the team and the long-term 

advancement of the organization.  An appropriate way to examine this phenomenon is 

through a case study approach informed by interviews (Creswell, 2013).   
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For example, a project management team was tasked with building a new space in 

Melbourne, Florida.  The team consisted of six individuals from multiple functions to 

include security, facilities, information technology, supply chain, the construction 

management firm, and the author as the facilities Manager.  The first couple of meetings 

brought focus to the project, and the team developed appropriate costs and schedules to 

complete the work.  After about two months, the team started to have collaboration issues 

with the construction management firm.  The team discussed the issues and the best 

approach to move forward.  After a brief discussion, the team increased the weekly 

meetings with the construction management firm, which seemed to fix the problem.   

Within another month, because the team had a challenging time communicating 

with each other, the same collaboration issue was hindering the relationship between the 

functions and the construction management firm.  The communication issues continued 

to magnify, as the project manager was increasingly frustrated with the construction 

management team.  Weekly meetings stopped taking place, and the construction 

management firm walked off the job.  This increased project cost and delayed the 

completion of the project.  When the construction management firm stopped work, the 

project became an immediate leadership issue requiring attention.   

The lack of collaboration between the Raytheon project manager, the Raytheon 

leadership team, the construction manager, and the other functional team members was 

evident in several areas.  First, the Raytheon internal team was not communicating 

expectations among each other.  This led to confusion during the team meetings with the 

construction company, who was looking for the Raytheon team to communicate 

expectations clearly and all be on the same page.  The Raytheon team was sending 
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confusing messages to the construction team, which in turn was unable to meet schedule, 

and did not clearly understand what the Raytheon team needed.  Also, the Raytheon team 

had several individuals giving direction to the construction manager, adding to the 

confusion.  This simple example shows that failure to learn from mistakes can drive 

negative business results.  The case study will be explained next by sharing the purpose 

of the study, the research question, the aim of the study, methodology, limitations, 

delimitations, personal bias, the significance of the dissertation, and the role of 

leadership.          

Purpose of the Study 

The purpose of this qualitative case study is to understand how the studied teams 

learn from failure. The results of the project can help drive process improvement in the 

teams and thereby drive growth and success around the topic of learning from failure.   

Research Question 

The research question is:  How do the real estate strategy team and the project 

management team describe their responding to, managing, and learning from failure in 

their work.  The organization's structure, politics, processes, and procedures were also 

evaluated in the context of learning from failure.     

The Aim of the Study 

 The aim of the study is to identify current team learning around failure and then 

create an evidence-based solution to help the two teams understand how they can learn 

from failure and mistakes, to create a roadmap for improvement.  
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Methodology 

The research methods used to gather data for this study includes interviews and a 

review of processes and procedures.  The sample groups consisted of two teams that are 

trying to drive change in the facilities organization.  The two teams are the real estate 

strategy and project management teams.  Each team consists of seven to ten members.  

Once the data from the interviews was gathered, it was coded using open coding, in vivo 

coding, axial coding, and pattern coding.  Once all the coding was complete, the data 

developed categories and themes, which helped to better understand the learning culture 

of the two teams around failure.   

Limitation, Delimitations, and Personal Biases 

Limitations of the study included generalizability of the findings to the general 

population and political issues beyond the researcher's control.  Generalizing to a larger 

population was limited because this study focused on two teams within Raytheon’s 

facilities organization.  Political issues ranging from organizational changes, new 

leadership, and leadership personalities may have limited the study, but it was not 

apparent if it did.  Other potential limitations with the number of participants involved 

were recruiting for interviews and getting all the appropriate employees to engage in the 

research process.  This did not become a problem; all interviewees contacted where 

interviewed, except for one person.  Further, all interviewees engaged with the researcher 

in an open and honest format allowing as much time as needed to answer the questions.     

Delimitations include restricting interviews to the facilities organization and 

limiting the study to six months and a limited sample size.  Restricting interviews to the 

Raytheon facilities organization is beneficial by inbounding the scope of information the 
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researcher analyzed in learning from failure in a facility setting.  Limiting the study to 

only six months provides the researcher with a shorter window, providing less 

opportunity for research, and limiting the depth of understanding the researcher can 

provide.  The sample of two teams with sixteen individual interviews may not reach 

qualitative saturation.  If a larger sample group was interviewed, it might have changed 

the outcome of the study.  Due to time and resource constraints, the study focused on the 

sixteen individuals to whom the researcher had access.    

This was a complicated study for the researcher to stay unbiased and factually 

report the data.  Since the researcher has been part of the teams over multiple years, 

keeping personal bias out of the study was a significant challenge.  Methods to manage 

personal biases in this qualitative study are discussed in chapter three.                           

The Role of Leadership in this Study 

The role of leadership is critical in creating a learning culture around mistakes and 

failures.  Leader behaviors such as being accessible, available, open, and fallible directly 

shape the workgroups’ perceptions of psychological safety and on how leaders will 

respond to certain situations (Hirak et al., 2012).  Edmondson (2018) defines 

psychological safety as a climate where people feel comfortable sharing their mistakes 

without fear of retribution and expressing and being themselves.  Psychological safety 

allows the workgroup to be open about mistakes and failure within the group (Hirak et 

al., 2012).  This, in turn, creates a strong learning culture around mistakes and failures.  

Reviewing leadership styles like transformational leadership may help develop critical 

elements that can strengthen a learning culture around errors and failures.  

Transformational leadership helps to empower employees and values learning from 
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mistakes, which can drive creativity and innovation (Gumusluoglu, & Ilsev, 2009).  

Transformational leadership is discussed in detail in chapter two.              

The Significance of the Dissertation in Practice Study 

 The significance of this study is to understand how teams learn from failure, 

helping to prevent the detrimental effects on business success.  Cannon and Edmondson 

(2001) suggest that learning from failure is a hallmark for companies that are creative and 

innovative.  When teams are creative and innovative, critical thinking becomes part of the 

team’s culture, which helps them learn from failure, work through problems, reduce 

errors, and enable the company to have a competitive advantage (Edmondson & Lei, 

2014).  As a senior facilities manager, the author has observed that the facilities 

organization has multiple teams that do not learn well from failure.       

This study will add research findings to the topic of learning from mistakes and 

failures in a facilities organization.  The case study is interdisciplinary in nature because 

it integrated research from many disciplines to be applied to the research question.  

Exploring this complex real-world problem related to how the facilities organization at 

Raytheon learns from failure served as a basis for a roadmap to improve the current 

processes.  The current team culture was evaluated by interviewing sixteen individuals to 

understand how the two teams learn from failure.  These topics are addressed in chapter 

five, under the conclusion and recommendations.     

Summary 

 When a team does not learn from its mistakes and failures, innovation and 

creativity become difficult, and the team's potential productivity is lowered.  Leadership 

needs to develop an environment in which employees have the incentive to discuss 
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failures and ways they can improve continuingly, for the life of the team (Edmondson, 

2012).  For the facilities organization to enhance innovation and creativity, it is essential 

to learn from failure.  The next chapter discusses concepts and ideas that emerge from the 

literature review on the idea of learning from failure.       

CHAPTER TWO: LITERATURE REVIEW 

Introduction  

This literature review examined how teams learn from failure in today’s busy 

organizations.  The specific focus of the literature review was to look at how 

organizations learn from failure.  This is done to take the research and apply it to the 

Raytheon facilities group, to help understand how that team perceives learning from 

failure.  The case study approach was taken to understand the phenomenon around how 

the two teams in the Raytheon facilities group learns from failure.   

The research topic on learning from failure includes a learning culture, teaming, 

and leadership.  The research also includes how teams learn from failure through 

knowledge management, and finally, how they function around failure. With the entire 

facilities organization focusing on how to improve the teams’ performance, it is vital to 

understand how teams learn from failure.  If this area can be better understood, it can help 

lead to the overall success of the department. 

The development of a framework to guide the research topic on learning from 

failure helped to understand the concepts specific to learning from failure.  The 

framework consists of a learning culture to look at how new patterns of thinking can help 

improve the team’s ability to learn from failure.  The next concept reviewed is a teaming 

environment, which looks explicitly at collaboration, trust, psychological safety, 



FACILITIES TEAMS: LEARNING CULTURE AROUND FAILURE 11

reflection, and experimentation.  The concept of a teaming environment is essential to 

understand; it helps to evaluate what kind of learning environment the team has.  

Leadership (transformational) is the next concept researched; this can help the researcher 

understand how transformational leadership affects the team’s ability to learn from 

failure.   

The next concept covered in the framework focuses on knowledge management.  

Knowledge management looks at tacit and explicit knowledge, knowledge sharing and 

rewards, and finally, knowledge transfer.  This is done to research the intersection 

between knowledge management and learning from failure.  Then the researcher focused 

on how teams function around failure.  This concept focuses on growth versus fixed 

mindset, blame orientation, and problem-solving.  It also included emotions and 

relationships, failure versus success, and small failures versus large failures.     

The framework discussed above helped the researcher identify the phenomenon 

around learning from failure in the current team.  This, in turn, helped understand the 

intersection between the Raytheon facilities group and these concepts to see how they 

learn from failure.  If the organization can develop a learning culture around failure, it 

can help avoid adverse personal and organizational consequences, leading to improved 

creativity and innovation (Bledow, Carette, Kuhnel, & Bister, 2017).  Therefore, it was 

critical to evaluate the framework around the learning culture in the facilities group, to 

help the organization continue to grow.  These research findings served as the basis of a 

framework for the facilities organization on how to improve each team’s ability to learn 

from failure.  



FACILITIES TEAMS: LEARNING CULTURE AROUND FAILURE 12

A Learning Culture 

Developing a robust learning culture is an essential part of any organization that 

wants to drive creativity and innovation.  A learning culture is one in which people 

continually look at new patterns of thinking to achieve the desired results, collective 

aspirations, and nurture thinking to learn together (Hussein, Mohamad, Noordin, & Ishak, 

2014).  Joo, Song, Lim, and Yoon (2012) suggest that a learning culture refers to an 

organization that is skilled at modifying its behavior through acquiring, creating, and 

transferring knowledge.  Furthermore, Schmitz, Rebelo, Gracia, and Tomas (2014) state 

that a learning culture is an orientation towards learning by promotion and facilitation of 

its employees.  A learning culture encourages sharing what has been learned and spreads 

these ideas throughout the organization to develop the success of the company (Schmitz 

et al., 2014).  Having and developing a stable learning culture is critical for an 

organization to have the ability to learn from its failures.  Another crucial part of 

developing a healthy learning culture that learns from its failures is a focus on systems 

thinking.   

Systems thinking is an approach to understanding the structures and frameworks 

that underlie the interdependencies between the different systems in the organization 

(Senge, 2006).  Systems thinking helps to understand how failure touches all aspects of 

the systems in the organization.  For example, an adverse event not only affects the 

individuals performing the task but can have negative consequences across the entire 

organization (Senge, 2006).  Comlek, Kitapcl, Celik, and Ozsahin (2012) suggest that a 

system orientation looks at all the relationships between the various parts and, if done 

correctly, can provide a leverage point to help the organization learn from its failure.  
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Systems thinking helps the team to see the events from an overall perspective, which 

opens the doors to new and innovative solutions to old problems and failures (Comlek et 

al., 2012).  To help develop a learning culture that engages in system thinking, the team 

needs to work together through collaboration, which helps to create a teaming 

environment.   

Teaming 

 The concept of teaming is an essential part of organizational cultures for those 

companies that want to create a healthy learning environment.  The difference between 

teams and teaming is that teams are a solid bounded group of interdependent individuals 

working for a shared goal, while teaming is the concept of getting up to speed quickly 

when you do not have a stable bounded group.  Basically, in a teaming environment, you 

are engaging with new teams/individuals where you have to learn on the fly to be 

effective (Edmondson, 2012).   

Teaming, in the context of this case study, focused on collaboration, reflection, 

experimentation, and honest conversations (Edmondson, 2012).  Collaboration, described 

later in this section, is a critical component in developing a capable team that can work 

with and trusts each other.  Once collaboration and trust are established, then reflection, 

experimentation, and honest conversations are the next steps in building a teaming 

environment.  If a healthy teaming environment can be developed, creativity and 

innovation are more likely to emerge.    

Teaming is how organizations innovate, compete, and learn in a fast-paced 

economy (Edmondson, 2012).  For the process of team learning to take place, reflection 

and action are required; this helps to acquire and combine knowledge (Carmeli, Tishler, 
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& Edmondson, 2012).  Bagshaw, Lepp, and Zorn (2007) suggest that a team is a group of 

people and relationships that work together to achieve a particular set of established 

goals.  For a team to be capable, they have to cooperate, collaborate, and continually 

work together to identify challenges and make improvements (Bagshaw et al., 2007).  

When this happens, the team goes from working toward meeting goals, to one of quick 

change, fast cycles of learning, collaboration, creativity, and trust, which creates a 

teaming environment.  The teaming environment must be fostered to create a learning 

culture, which will help the team adapt to changing conditions and demands.  If this can 

be accomplished, the team will have the flexibility to engage in conflict and learn from 

failure, moving the team from groupthink to team think (Bagshaw et al., 2007).         

For organizations to remain competitive in today’s rapidly changing business 

environment, teams play a critical role in responding quickly to changing business needs 

(Farh, Lee, & Farh, 2010).  Teaming is a significant way to bring people together, find 

innovative ideas, solve problems, and find essential answers (Edmondson, 2012).  

Without the ability to have strong teaming in the organization, learning from failure will 

be limited, and will likely decrease innovation and collaboration.            

Collaboration 

 Collaboration is a critical component of any effort to drive a successful team.  

Collaboration is an essential focus on areas both inside and outside of the individual team 

to drive process (Edmondson, 2012).  Collaboration is defined as the ability of a group of 

people to dialogue with each other, which establishes communication and trust within the 

team (Holton, 2001).  Edmondson (2012) characterizes collaboration by cooperation, 

shared goals, and respect of the individuals on the team.  Villa, Thousand, Nevin, and 
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Malgeri (1996) define collaboration as a group of people following a process that enables 

them to come up with a creative solution to the problems in front of them.  Collaboration 

is critical for a team to be able to dialogue, establish communication, build trust, share 

goals, and enable the team to be creative.  Without collaboration in a teaming 

environment, developing a learning culture is difficult, and learning from failure is even 

more difficult.     

An essential part of collaboration is the ability of each team member to feel free 

to speak up and share.  Employees and teams are enabled by collaboration, which helps 

everyone to work together for the good of the organization.  Villa et al., (1996) suggest 

that collaborating is vital to meet complex goals.  Other important aspects of 

collaboration are mutual responsibility in making decisions, team accountability, 

encouraging participation, listening to an individual’s opinions, and developing a sense of 

community (Villa et al., 1996).  If the team is collaborating, it helps team members to 

become less competitive with each other and with other teams in the organization.  If the 

organization can forgo a competitive approach and adopt a strategy based on 

collaboration, it becomes more normal to implement changes (San Martín-Rodríguez, 

Beaulieu, D'Amour, & Ferrada-Videla, 2005).   

A competitive approach between teams within an organization challenges the 

ability of the team to change.  Each team is focused on protecting its turf and looking out 

for the individual team's success.  When this happens, collaboration can become sporadic 

between the teams, and competition drives fragmentation within the organization, 

limiting creativity and innovation.  To break free from this kind of behavior, an 

organization’s philosophy needs to support collaboration among teams (San Martín-
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Rodríguez et al., 2005), and to develop and nurture a healthy collaborative relationship.  

If this can be done, it can help reduce territorial and negative behaviors, especially in 

conflict and failure (San Martín-Rodríguez et al., 2005).  An organization needs to build a 

willingness to collaborate across different teams within the company to help build trust, 

respect, and communication.  

Another essential part of collaboration is the team’s ability to work through 

conflict and come to an agreement.  In many teams today, conflict and disagreement are 

viewed as negative, and teams move quickly to resolve them and move forward (Holton, 

2001).  When the team focuses on rushing through differences, many of the individual 

team members may not actively participate, because they know their voices likely will 

not be heard.  The team can also become involved in a disagreement, making them 

ineffective in working on the problem.  When this happens, the stronger team members 

can push their agenda, and the other team members likely will eventually submit to the 

direction of the stronger one.  This approach would cause issues with the team because 

the team is not collaborating and understanding everyone’s thoughts and opinions.  This 

approach focuses on finding compromise or compliance, and the team seeks a common 

point rather than working through diversity (Holton, 2001).  

Good collaboration is built upon trust and psychological safety among the team.  

If the team has good collaboration, it helps to build trust and provides a psychologically 

safe environment for the employees.  The importance of trust and psychological safety 

plays a vital role in team collaboration around failure.    
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Trust and Psychological Safety   

Trust in the organizational context is defined as the follower’s willingness to be 

open to the actions of leadership (Gordon & Gilley, 2012).  Psychological safety revolves 

around people’s perceptions of the consequences of taking personal risk in the workplace 

(Edmondson & Lei, 2014).  If employees feel safe in the workplace, they are more likely 

to take risks, speak up, and admit that they failed.  For example, if an employee has 

knowledge based upon a past failure that a team is making another wrong decision, but is 

afraid to speak up, then the team is more likely to fail.  If the employee feels safe to share 

from past failures, then the entire team may avoid a similar type of crisis.   

   Trust and psychological safety are crucial elements of any team to help them learn 

from their failures.  The employee needs to speak up and share, which will increase the 

team's ability to learn from failure and collaborate.  Zwarenstein and Reeves (2006) 

indicate that when collaboration and communication fail in a team environment, trust and 

psychological safety declines, hurting the group’s ability to perform.  Collaboration 

engages multiple individuals in finding a range of solutions to a problem and builds 

levels of trust and psychological safety (Welch, 1998).  Welch (1998) goes on to suggest 

that collaboration helps employees come up with excellent ideas, better than any single 

person’s opinion.  Trust and psychological safety are an essential factor for employees to 

have open and honest conversations with their supervisor or leadership.  

Trust and Psychological safety play a crucial role in an employee’s ability to feel 

safe taking risks, such as in the work environment.  Kostopoulos and Bozionelos (2011) 

suggest that psychological safety helps individuals in a team feel safe for interpersonal 

risk-taking.  Psychological safety is critical for activities that involve exploration and can 
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lead to innovation in project teams (Kostopoulos & Bozionelos, 2011).  When employees 

feel safe to explore difficult or controversial ideas in the team environment, it opens the 

door to the diversity of thought, which can enhance innovation and creativity.  For 

example, if the team is working on a controversial project where everyone has an opinion 

and feels safe to share, it can open the door to collaboration and innovative ideas.  These 

ideas can be debated without fear of anyone taking personal offense, or retribution, and 

these ideas can lead to innovation.   

According to Schraeder et al. (2014), trust is acutely needed between leadership 

and the employees to influences organizational commitment, job satisfaction, and 

commitment to the company.  If employees have an elevated level of trust in leadership, 

they are more willing to take risks and help make a meaningful change (Schraeder et al., 

2014).  If employees feel they can trust leadership, can have open and frank 

conversations, then change likely will occur more rapidly, and the level of psychological 

safety will likely increase.  If free and honest discussions are happening due to an 

elevated level of trust, many failures can be avoided, and collaboration can be improved.  

Trust and psychological safety are critical factors when it comes to learning from 

failure in a team.  When individual team members are afraid to speak up, failure and its 

underlying causes could reduce potential learning, causing less learning (Carmeli & 

Gittell, 2009).  If the team displays high psychological safety within the organization, 

learning from failure is an essential component for that company to be successful 

(Carmeli & Gittell, 2009).  Organizations that have an elevated level of psychological 

safety are more likely to improve performance and trust in each team.  This mitigates the 

interpersonal risks of failure and learning, allowing individuals to speak up at work 
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(Edmondson & Lei, 2014).  Edmondson and Lei (2014) suggest that psychological safety 

helps individuals admit mistakes, ask for help, and provide feedback when asked while 

developing more in-depth levels of trust with leadership.       

When employees receive positive communication, they are more likely to trust 

other team members and the management leading the team (Jo & Shim, 2005).  These 

positive communications can help build a level of trust and psychological safety among 

the staff.  Jo and Shim (2005) suggest that excellent interpersonal communication within 

the team or organization from their leadership enhances trust.  When communication 

improves within the organization, it is linked to higher levels of performance (Ruck & 

Welch, 2012).  It is crucial to gain the trust of the employees through collaboration and 

communication in the workplace for the success of the company (Schraeder, Self, Jordan 

& Portis, 2014).  If this can be accomplished, it will not only develop higher levels of 

trust but will also increase the overall feeling of psychological safety among the team.   

   When employees feel safe to debate ideas on a team without fear of reprisal, 

then the status quo can be changed.  Trust and psychological safety would help challenge 

the status quo, which helps teams to pursue innovation and creative work (Kostopoulos & 

Bozionelos, 2011).  With this said, a lack of trust and psychological safety limits the 

ability of teams to innovate, because they are less likely to share innovative ideas or 

challenge the status quo.  In organizations with low psychological safety and trust, 

employees tend to take less risk in challenging the status quo, and the teams are less 

innovative.  When this happens, leadership plays a critical role in developing trust and 

psychological safety in the team.   
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Employees who have a high level of trust in leadership will be more likely to keep 

promises and behave more consistently while working in a team (Mo & Shi, 2015).  If the 

employees have a prominent level of confidence in leadership, they will work hard 

toward improving the team or organization (Mo & Shi, 2015).  When employees do not 

have trust in their leader, it is difficult for them to communicate openly.  This can result 

in negative emotions and incomplete information, which likely will adversely impact the 

team.   

The team must create a space where meaningful dialogue can take place, and 

where everyone on the team feels safe to collaborate.  When team members feel safe, it 

develops trust:  When trust is present in the team, it allows each person to share their 

thoughts and opinions.  This can lead to in-depth dialogue, the ability to listen to others, 

suspending of our judgments, and the team can reflect collectively on the ideas that 

emerge (Holton, 2001). Trust and psychological safety are essential to teaming; reflection 

is also a necessary part of developing a teaming environment.                                 

Reflection 

 Reflection is a way for each individual on the team to examine what is going on 

and make positive suggestions for improvement.  Edmondson (2012) defines reflection as 

the ability to think back and analyze the actions and results of the individual or team in 

order to uncover innovative ideas.  Moberg and Calkins (2001) define reflection as the 

process of examining and exploring issues and concerns that affect the individual daily.  

Reflection in any teaming environment is used to help the team move forward and 

discover innovative and creative ideas.  In reflection, it is essential to reflect on what is 

happening, what will happen, and what has already taken place (Moberg & Calkings, 
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2001).  Moberg and Calkings (2001) also suggest that reflection is an example of an 

individual or a team attempting to interpret an experience rather than living through the 

experience.  

 Without reflection, teams are in a weak position to meet goals and continue to 

drive organizational innovation.  Edmondson and Nembhard (2009) suggest that the 

continued growth of a team is based on reflecting on new knowledge and understanding.  

Reflecting on new knowledge and understanding is a critical source of competitive 

advantage for the organization (Edmondson & Nembhard, 2009).  Organizations that can 

reflect on the changing environment of the marketplace and its products and services 

have a higher likelihood of surviving and thriving in today’s global economy 

(Edmondson & Nembhard, 2009).  Not only is reflecting a vital part of teaming, but 

experimentation can also lead to discoveries and valuable, innovative ideas.  

Experimentation 

 Experimenting is an essential aspect of developing a team that can learn from 

failure.  Experimentation is based upon the idea that you will not fix the problem the first 

time (Edmondson, 2012).  It takes multiple tries, and even failure is possible.  

Nevertheless, it is the ongoing process of experimentation that drives a learning culture, 

and a culture that learns from failure.  Having a teaming environment focused on 

experimentation gives the team the ability to reach out to others, test implications of 

ideas, and work on new ways of thinking (Edmondson, 2012).  Experimentation allows 

the teams to take risks, fail, try again, and continue to push for creativity and innovation.    

If a team wants to learn from their experience, they have to create a 

conversational space where individuals can come together, reflect, and share about their 
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experiences (Kayes, Kayes, Kols, 2005).  If the team can create a conversational space, 

they can integrate experiences, observations, and ideas, and thus, experimentation is more 

likely to take place (Kayes et al., 2005).  Experimentation is also essential in developing 

new products and services and allows the team the freedom to explore (Edmondson & 

Nembhard, 2009).  When fostering a learning environment, experimentation and 

feedback are critical to the success of the team (Ashford & DeRue, 2012).  To promote a 

teaming culture that can drive experimentation, you also need individuals who feel they 

can have an honest conversation about issues and concerns.         

Honest Conversations 

 Having the ability to speak up and feeling comfortable in a diverse environment is 

vital to inspire innovation.  Edmondson (2012) suggests that speaking up in the work 

environment occurs far less frequently, then most individuals think.  When trust and 

collaboration are lacking in the teaming environment, many individuals in the team will 

limit their communication.  This lack of sharing can prevent honest and open 

conversations, which hinders the entire team from sharing, thus limiting the diversity of 

thought and innovation.    

When the entire team is not engaged in the problem with open and honest 

conversation, it can limit innovation and creativity.  Honest and open communication 

helps teams to understand different perspectives and tap into the knowledge of each 

individual (Edmondson, 2012).  Sharing openly is essential when trying to confront the 

problems of failures of any kind (Edmondson, 2012).  Employees also need to feel safe 

when sharing difficult information, which relates to the section on psychological safety.  

Also, collaboration and trust, as discussed in the section on collaboration, plays a critical 
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role in allowing employees to feel safe, and allowing honest conservations in the team 

environment.   

Honest conversations are critical to any well-functioning team.  From my 

experience, I have seen many teams fail due to team members not willing to speak up and 

share the hard facts of the failure they are facing.  When this happens, failure to share 

valuable information about a past failure hinders the team as they move forward.  One 

way to cultivate honest conservations is through effective leadership, which allows a 

team member to share openly.        

Transformational Leadership 

 Leadership is critical in any organization or team when it comes to developing a 

culture that can learn from failure.  Leadership needs to create an environment where 

people are encouraged to reveal and talk about failure (Edmondson, 2012).  Leadership is 

about influencing people to achieve group goals and influencing existing processes 

(Ashford & DeRue, 2012).  Leaders are at the forefront of creating a culture of inquiry, 

reflection, experimentation, and discovery around the topic of failure (Edmondson, 

2012).  There are many types of leadership when it comes to leading teams, but for the 

focus of this study, transformational leadership was reviewed.  Transformational 

leadership was selected because it is a leadership style that has the feature of many of the 

characteristics of a stable learning culture, as discussed in this paper.        

Transformational Leadership 

Transformational leadership occurs when leaders broaden and elevate their 

employees by sharing the purpose and mission of the group (Bass, 1990).  

Transformational leadership helps followers to grow and develop into leaders themselves.  
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This style of leadership allows members to be empowered, aligning with organizational 

goals, which are based on a shared vision of the larger group (Bass & Riggio, 2006).  

Transformational leaders understand the value of learning from mistakes and take the 

steps necessary to implement management practices to meet the company’s goals.  They 

raise performance expectations of their followers that positively relate to creativity and 

innovation (Gumusluoglu, & Ilsev, 2009; Morales, Jimenez-Barrionuevo, & Guiterrez-

Guiterrez, 2012).  Transformational leaders understand the value of developing a learning 

culture and uses this style of leadership to improve innovation through collaboration and 

trust.  One significant way to establish a learning culture is to broaden the interests of the 

employees, generate passion around the mission, and help the employees look beyond 

their self-interest for the good of the group (Bass, 1990).  

 Four characteristics of transformational leaders are charisma, inspiring followers, 

engaging the employees’ minds, and encouraging the development of followers 

(Sunindijo, 2012).  Bass (1990) shared that transformational leaders are charismatic, 

meeting the emotional needs of followers, and stimulating them intellectually.  Paterson 

(2013) shows that transformational leaders share a compelling vision of the future, 

inspire followers mentally, identify their differences from each other, and help develop 

their strengths.  Transformational leaders allow the team to engage with each other, share 

ideas, collaborate, and debate, ensuring all views are heard.  This allows each employee 

to feel that their opinion is valued, and what they share will be understood and molded 

into the overall direction the team is headed.  When an employee feels being a part of the 

team, and that their opinion matters, it increases job satisfaction.  Braun, Peus, 

Weisweiler, and Frey (2013) suggest that there is a positive relationship between team 
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performance and job satisfaction when the leader of the group is a transformational 

leader.  Transformational leadership plays a critical role in allowing diversity of thought 

in the team environment, which can lead to innovation.  The diversity of thoughts also 

encourages better solutions, which can lead to a stronger learning culture.  This stronger 

learning culture can benefit the overall organization and may increase creativity and 

innovation.      

Transformational Leadership and Innovation 

 A transformational leader is one type of leader that can foster a learning culture 

around failure.  Transformational leadership influences a learning culture, innovation, 

and the company’s performance in a positive manner (Noruzy, Dalfard, Azhdari, Nazari-

Shirkouhi, & Rezazadeh, 2013).  It has positive effects on creativity and innovation at the 

individual level (Gumusluoglu, & Ilsev, 2009).  By empowering employees in these 

ways, it significantly enhances their ability to be creative, which in turn likely will boost 

the organization’s innovation (Gumusluoglu, & Ilsev, 2009). 

  Transformational leaders must discern what behavior is required for the situation 

at hand.  If it is creative or innovative behavior, then managers need to focus on 

individuals and intellectual stimulation (Herman & Warren, 2014).  To focus on 

individual and mental stimulation, the leader has to facilitate the diversity of thought in 

each team.  As argued earlier, trust, collaboration, experimentation, honest conservations, 

and reflection all play a critical role in creating an environment for team innovation and 

creativity.  Also, the team must be willing to take a risk, fail, make improvements, and 

start again to help intellectual stimulation.  Gumusluoglu and Ilsev (2009) indicate that 

transformational leadership positively correlates with the follower’s creativity.   
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The data further suggest that transformational leadership behaviors can boost the 

creative energy of employees and increase overall organizational innovation 

(Gumusluoglu & Ilsev, 2009).  Aslan, Diken, and Sendogdu (2011) illustrate how 

transformational strategic leadership affects change and creates real innovation in the 

workplace.  Transformational strategic leadership focuses on driving the organization to 

collaborate, helping to develop diverse solutions to severe problems across the company.  

It also helps the organization to establish a culture of learning based on collaboration, 

trust, experimentation, reflection, and encourages learning from failure.  Aslan et al. 

(2011) further suggest that transformational visionary leadership and strategic change 

both influence innovation in a positive manner.  This is done by helping leaders 

understand the importance and benefits of teaming in a collaborative environment and 

empowering each employee to make a change.  If the leader empowers the team, it can 

create a learning culture that welcomes diverse thought and change.     

 Transformational leadership has consistently been recognized to increase a team’s 

performance by empowering individuals to perform their jobs at the individual level, 

without direct engagement from the team leader (Jung & Sosik, 2002).  Jung and Sosik 

(2002) argued that the leader trusts the employees to work through the problems to make 

an innovative and creative change.  The team members then trust one another and are 

open to hearing various solutions to problems.  This allows each team member to share, 

be respected, and help ensure that each idea will be listened to, resulting in finding the 

best solution for the problem at hand.  Jung and Sosik (2002) also suggest that 

transformational leadership has a positive effect on group cohesiveness, group 

effectiveness, and empowerment, leading to better team cohesion and decision making.    
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In summary, the research has indicated a positive relationship between 

transformational leadership and the team's ability to learn from failure and be innovative.  

An essential part of any transformational leadership style is encouraging knowledge 

management in the individual teams.     

How do Teams Learn from Failure through Knowledge Management? 

Teams learn from failure in many ways, and knowledge management is a critical 

factor in driving a learning culture that can learn from failure.  Knowledge management 

is the creation of knowledge, how that knowledge is managed by the organization, and 

the application of the knowledge by others (Sánchez, Sánchez, Collado-Ruiz, & Cebrián-

Tarrasón, 2013).  Knowledge management consists of tacit and explicit knowledge, 

knowledge sharing and rewards, and knowledge transfer, which will be defined later in 

this section.    

To be effective in today’s competitive environment, organizations and teams must 

manage knowledge within the company.  If the organization and teams do not learn how 

to manage tacit and explicit knowledge, knowledge sharing and rewards, and knowledge 

transfer, it can be detrimental to the entire corporation.  Having the ability to manage the 

knowledge within the team helps enhance a competitive advantage.  This gives the team 

the ability to develop a learning culture, which can increase innovation and creativity, 

improve their ability to learn from failure, and share the information with others.         

Tacit and Explicit Knowledge 

 Knowledge sharing is an integral part of a team having the ability to learn from 

failure.  Without knowledge sharing within the organization, teams will find it 

challenging to create a learning culture around failure.  Knowledge sharing is made up of 
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tacit and explicit knowledge (Loebbecke, Fenema, & Powell, 2016).  Tacit knowledge 

refers to the insights and skills of the individual within the organization context 

(Loebbecke et al., 2016).  Explicit knowledge is the concept, insights, and information 

that can be formalized into rules and procedures (Loebbecke et al., 2016).     

Tacit knowledge plays an essential role in managing knowledge sharing within 

the organization.  Tacit knowledge occurs when employees mentor, share, guide, teach, 

or in any other ways, share their knowledge with others.  A good example within the 

facilities organization is the project management professional certification.  In this 

certification process, employees are mentored by more experienced project managers in 

project management principles, helping them become a better project manager.  Explicit 

knowledge occurs when the employees are given procedures, training material, or other 

written sources to help them learn how to do their job.  To be a good project manager, 

both tacit and explicit knowledge are essential in the learning process.    

Creating tacit or explicit knowledge requires a person or group who comes up 

with specific ideas, has specific abilities, skills, competencies, or drives processes 

(Sanchez, 2013).  Creating tacit or explicit knowledge is an integral part of knowledge 

sharing and teams learning from failure.  When teams use both tacit and explicit 

knowledge to help employees share knowledge, it helps creates a learning culture and can 

increase innovation.  Both tacit and explicit knowledge is valuable for acquiring 

experiential learning, which is required to learn from failure (Noe, Clarke, & Klein, 

2014). 

Each organization needs to manage knowledge and information processes to 

achieve a sustainable competitive advantage.  Having a culture that supports both tacit 
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and explicit knowledge helps employees learn from failure, guide others, be creative, 

innovative, and feel like they are a valued member of the team.  Tacit and explicit 

knowledge is crucial for the team because rewarding the team for knowledge sharing also 

plays a vital role in creating a learning culture.             

Knowledge Sharing and Rewards 

 The facilities organization needs to create a system to reward employees for 

sharing knowledge.  Two ways to do this are offering extrinsic and intrinsic rewards to 

those employees who share their knowledge.  These reward systems can encourage 

individuals to move forward and achieve organizational goals with proper performance 

and behavior (Sajeva, 2014).  Extrinsic rewards are those that are defined by tangible 

rewards that organizations give to employees (Sajeva, 2014).  Extrinsic rewards focus on 

salary, bonuses, commissions, benefits, working on essential projects, and other like 

activities (Sajeva, 2014).  Intrinsic rewards are internal or psychological rewards that the 

employees get internally from performing a task (Sajeva, 2014).  The primary intrinsic 

rewards concentrate on a sense of belonging, achievement, success, competence, 

usefulness, respect, recognition, and trust (Sajeva, 2014).   

It is crucial to recognize rewards as they relate to knowledge sharing.  If the 

employee feels a sense of competence, usefulness, respect, and trust, it will help foster 

knowledge to share among the team (Sajeva, 2014).  When employees work on a team 

where they feel valued and trusted, they are more willing to share.  When this happens, 

team collaboration increases, ideas are shared and debated, and a different solution can be 

obtained.  If team leaders can promote this kind of behavior, they encourage a culture that 

will be open to both intrinsic and extrinsic rewards.  This can create a culture of 
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knowledge sharing, which leads to innovation and creativity.  When team members feel a 

sense of competence and usefulness, knowing their opinion matters, they become much 

more willing to engage, being a part of a creative solution.  Rewarding individuals for 

this type of behavior only increase knowledge sharing across the organization, which is 

vital for learning from failure.  In addition to rewards for sharing knowledge, knowledge 

transfer also plays a crucial role in learning from failure.         

Knowledge Transfer 

 The transfer of knowledge across organizations, companies, and industries is an 

integral part of creating a learning culture that can learn from failure.  Knowledge 

transfer is defined as the process where knowledge is acquired in one situation and then 

be applied to another situation (Argote & Ingram, 2000). An excellent example of this is 

how one team within the facilities organization will transfer lessons learned on a specific 

project to another team, who would benefit from that information.   Knowledge transfer is 

also an event, which uses the experience of one team to learn from the experience of 

another team (Smith, Lyles, & Tsang, 2008).   Argote and Ingram (2000) suggest that 

knowledge transfer is the process of how different groups, departments, and divisions are 

affected by the experience of others.    

The transfer and acquisition of knowledge across firms is a critical aspect of that 

company’s success over the long-run (Smith et al., 2008).  The corporation needs to 

understand that getting new knowledge requires networking across other organizations 

for employees to learn from their peers (Tsai, 2001).  

In summary, knowledge management is a critical component of any learning 

culture and the organization's ability to learn from failure.  The three components of 
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knowledge management discussed in this section include tacit and explicit knowledge, 

knowledge sharing and reward, and knowledge transfer.  These all play a critical role in 

developing an organization that can learn from failure.  Without reliable knowledge 

management practices based on the three components discussed herein, the organization 

will have a challenging time developing and maintaining a learning culture that supports 

learning from failure.  It is essential to understand that knowledge management plays a 

critical role in how teams learn from and function around failure.      

How Teams Function around Failure 

 The challenges of failure in a team environment can drive inferior performance if 

the team does not learn from their mistakes.  Organizations that learn from failure are 

typically better performers when compared to firms that struggle to learn from failure 

(Edmondson & Lei, 2014).  Ashford and DeRue (2012) suggest that many people avoid 

failure and try and show they can meet expectations, not realizing that learning requires 

failing many times. With that said, this section reviewed areas that affect the 

organization's ability to learn from failure.  These areas include fixed or growth mindsets, 

blame orientation, and problem-solving.  Also, emotion and relationships, success versus 

failure, and small failures versus large failures were researched.  These areas must be 

examined to help better understand how each one relates to learning from failure in the 

organizational setting.        

Growth or Fixed Mindsets 

 Mindsets can determine how innovative and creative a team is when responding 

to stressful situations and problems.  According to Heslin and Keating (2017), the focus 

of mindset theory is to provide a mental framework for how people feel, act, and think 
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during challenging situations.  Vandewalle (2012) suggest that growth and fixed mindsets 

provide a framework for individuals to interpret and respond to events in their daily 

experience.  Heslin and Keating (2017) indicate that a growth mindset focuses on setting 

and driving challenging goals.  A fixed mindset signifies that one’s abilities are carved in 

stone, and little will change (Heslin & Keating, 2017).  As discussed below, mindsets can 

help a team focus on new and exciting goals or keep them focused on the status quo, 

limiting change. 

 A growth mindset helps employees work through stressful situations with a 

positive attitude.  They encourage development opportunities even in the face of failure 

and setbacks (Heslin & Keating, 2016).  Individuals with growth mindsets believe that 

their intelligence grows over time (Dweck, 2010).  Dweck (2010) further suggests that 

individuals with a growth mindset view challenging work as a way to continue to grow 

and learn.  Rucker and He (2016) suggest that individuals with a growth mindset look at 

their environment and make decisions based on the self, which is mutable and 

changeable.  These individuals appear to have better self-regulation, focus on goals, and 

typically relate failure to effort (Rucker & He, 2016).  When this occurs, these 

individuals are more likely to take action after a failure to enhance success in the future 

(Rucker & He, 2016).  Also, persistence and effort are a common characteristic of growth 

mindsets (Heslin & Keating, 2016).   

When a failure occurs, individuals with growth mindsets are more likely to work 

through the failure, turning it into a learning experience.  A growth mindset helps the 

individual view the setback or failure as a learning experience and challenges them to 
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develop a more effective strategy.  If they have a growth mindset, they are more likely to 

approach a problem with an open and positive attitude, learning from the failure.      

On the other hand, individuals with fixed mindsets assume their abilities are 

static, and if they succeed in a particular area, they believe they are gifted (Heslin & 

Keating, 2016).  Dweck (2010) suggests that individuals with a fixed mindset may 

sacrifice essential opportunities to learn and grow for fear of performing poorly or 

showing deficiencies.  If they do poorly or fail, the individual assumes they lack the 

innate ability to be successful and will avoid these tasks in the future (Heslin & Keating, 

2016).  People with fixed mindsets also view themselves as immutable and unchangeable 

(Rucker & He, 2016).  They focus on performance goals in which individuals want a 

positive evaluation of their abilities because they believe their abilities cannot be changed 

(Rucker & He 2016).   

Fixed mindsets also encourage individuals to avoid areas they lack the innate 

ability to be successful in, and they can struggle to learn from failure. A fixed mindset 

can focus on the individual’s ability and shortcomings negatively, causing negative 

feelings, behaviors, and dysfunctional thoughts (Keating & Heslin, 2015).  If they have a 

fixed mindset, they are more likely to feel like a failure, feel judged, and not learn from 

the failed experience.       

 When it comes to failure and setbacks, the individual’s mindset can be the 

difference between success and failure in the overall learning experience.  Keating and 

Heslin (2015) suggest that the individual's mindset will influence their ability to succeed, 

reflect how they respond, recover, and what they learn from the mistake.  Mindsets are 

essential in the way people think, feel, act, and interact in a teaming environment.  Thus, 
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it is essential to encourage a growth mindset if the team wants to develop a creative and 

innovative approach to solving problems.  Many times this is not an easy task, but a task 

that is important for the overall success of the organization.  Having a growth mindset 

helps individuals have a better response and attitude toward failure, blame, and problem-

solving.                  

Blame Orientation and Problem Solving 

 It is always easier to blame an individual or a team for failure than to look inside 

the organization to find out what contributed to the failure.  To avoid this type of failure 

from occurring, individuals need to take responsibility for the failure.  By making 

changes, it may prevent them from happening again in the future.  When individuals take 

responsibility, they can figure out what went wrong, and help the team develop a solution 

to move forward.  If they are not willing to fix the problem but continue to blame others, 

then they are less likely to learn from failure.  Tjosvold, Yu, and Hui (2004) suggest that 

teams are unlikely to learn from mistakes if they focus on blaming others.  In many 

instances, individuals focus more on winning and protecting their reputation than on 

reflecting and developing a solution to problems (Tjosvold et al., 2004).  If the team takes 

a problem-solving approach, they are more likely to learn from mistakes (Tjosvold et al., 

2004).  Blaming others prevents many teams from learning from their failures.  If the 

team takes an approach to work through the problem, not blaming anyone, they will be 

more likely to learn from their failure.  Next, the discussion will move from blaming 

others to looking at how emotions and relationships tie into learning from failure.   
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Emotions and Relationships 

Emotions and relationships are critical to building a team that can learn from 

failure and develops a level of trust to inspire innovation and creativity.  Emotions are 

those experiences that elicit or cause a physiological reaction to specific situations or 

events, like a team failing on a project (Catino & Patriotta, 2013).  Negative emotions 

from failure can hamper the individuals on the team and cause the team to lose focus 

(Fang He, Siren, Singh, Solomon, & Krogh, 2017).  Zhoa (2011) suggests that an active 

link exists between failure and negative emotions, which impacts our responses to 

specific situations.  Fang He et al. (2017) goes on to suggest that negative emotions like 

shame, anger, fear, disappointment, and sorrow, can affect the team's environment 

negatively.  If the individuals on the team do not feel that they are an integral part of the 

team, emotions like anger, fear, disappointment, and sorrow, can create a problematic 

teaming situation.  These unfavorable situations can become toxic to the team and 

disruptive to the overall organization.  One way to help prevent negative emotions from 

becoming a problem in the teaming environment is to develop high-quality relationships.       

For a team to learn from its failures, each member must develop high-quality 

relationships with one another.  In high-quality relationships, people feel valued and are 

free to engage in work tasks without doubt, since they know they are a valued member of 

the team (Carmeli & Gittell, 2009).  High-quality relationships enable people to learn 

from failure and work through difficult emotional problems in the team (Carmeli & 

Gittell, 2009).  Both emotions and high-quality relationships play a critical role in 

developing a team that continues to learn from failure.  When the team realizes the 
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essential nature of both emotions and relationships within the group, then it needs to look 

at how success and failure influence the teaming environment.     

Learning from Failure versus Success 

 Teams need to understand the importance of learning from failure versus learning 

from success.  In many instances, other people’s failure has proven to be a vital source of 

individual and organizational learning (Bledow et al., 2017).  Many times, management 

success stories are emphasized over failure stories, when more learning occurs with 

failure stories (Bledow et al., 2017).  Bledow et al. (2017) shares that people learn more 

from failure stories as compared to success stories.  In these failure stories, the learning is 

intensified and produces a pronounced effect for people to learn from their failure 

(Bledow et al., 2017).  It is important to realize how much can be learned from failure 

versus success.     

Baumard and Starbuck (2005) suggest that companies learn more when they 

encounter problems versus experiencing successes.  Successful firms will eventually 

become overconfident, which prevents them from adopting the social and technological 

changes necessary to stay competitive (Baumard & Starbuck, 2005).  When repeated 

success continues to happen, the organization becomes fixed in its processes, and 

inattention and insularity will follow (Baumard & Starbuck, 2005).  Baumard and 

Starbuck (2005) suggest that failure stimulates behavior innovation, draws a firm’s 

attention to problems, and challenges the team to look for solutions to improve.  Madsen 

and Desai (2010) go on to suggest that failure shows the organization that their existing 

model for success is inadequate.  That failure will challenge the organization and induce 

careful reflection.  This careful reflection on failure versus success can stimulate 
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innovation, and show how the organization can develop a roadmap for the future.  The 

next topic discussed revolves around small and large failures.        

Small Failures versus Large Failures 

 It is critical to understand the difference between small and large failures within 

the organization.  Once the team understands the importance of learning from small 

failures, it can help prevent small failures from turning into a larger one.  A small failure 

can be one that goes unnoticed by most of the team and does not create any significant 

issues on a project. A significant failure is seen by the entire team and can have a 

disastrous consequence for both the team and the organization.   

The team needs to learn from small failures and change behavior before they turn 

into large ones (Baumard & Starbuck, 2005).  An organization can be measured by how it 

handles and deals with small and large failures as they relate to outcomes that deviate 

from expected results (Cannon & Edmondson, 2005).  Cannon and Edmondson (2005) 

suggest that many organizations do not learn from failure because they do not pay 

attention to the small failures within their group.   Small failures are overlooked many 

times since they appear to be an anomaly within the organization, and no corrective 

actions are taken (Cannon & Edmondson, 2005).  A small failure is often an early 

warning sign that a more significant problem exists and is looming on the horizon 

(Cannon & Edmondson, 2005).  Cannon and Edmondson (2005) suggest that if these 

small failures are adequately detected and fixed, it may prevent a disaster from happening 

in the future.   

If the team can learn from small failures, it can help prevent larger failures from 

occurring.  If the organization or team can learn from small failures, they may be able to 
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avoid the more significant failures from happening.  If the organization or team does not 

learn from small failures, they will eventually have more, extensive, and costly failures to 

manage.  Teams must focus on learning from both small and large failures to help the 

organization be successful in the end.          

Literature about the Professional Practice Setting 

 Teams are groups of individuals who come together to help ensure the success of 

the organization.  Teams of people have been working together to hunt, gather food, and 

raise families since our ancient ancestors started working together (Kozlowski and Ilgen, 

2006).  Teams are an integral part of the facilities organization and can create an 

environment where learning from failure is a part of the culture, like the culture of our 

ancestors.  Without teams in the organization, innovation and creativity are less likely to 

occur.  It is essential to have a diverse team of individuals who are willing to engage with 

others, learn from failure, and find the best solution to the problems faced.    

The professional practice setting that this study takes place is in the facilities 

organization of a large American corporation.  The facilities organization has existed 

since the beginning of the company in 1922 and has approximately 1,000 employees.  

The employees chosen for the study are from the project management and the real estate 

strategy team.  Both teams are critical to the success of the facilities organization and the 

overall business.  The project management team manages a large volume of projects, 

where failure is common, so learning from failure is critical.  The real estate strategy 

team manages the real estate portfolio, where failure can be costly.  The demographics of 

the team members consist of people with an age range from about 25 years old to 

approximately 60 years old.  The teams also include members with a wide range of salary 



FACILITIES TEAMS: LEARNING CULTURE AROUND FAILURE 39

and years of service, from those who are just starting in the company to those who are 

close to retirement.     

Summary 

Learning from failure is comprised of many different themes and subthemes in 

this case study.  These themes include a learning culture, which helps to look at new 

patterns of thinking to achieve the desired results.  Next, the focus is on teaming, which 

includes collaboration, reflection, and experimentation.  Then transformational leadership 

is discussed with a focus on transformational leadership and innovation.  Another area of 

focus is on how teams learn from failure through knowledge management.  Knowledge 

management specifically looks at tacit and explicit knowledge, knowledge sharing and 

rewards, and knowledge transfer.  Last, the study reviews how teams function around 

failure to include fixed versus growth mindsets, and blame orientation versus problem-

solving.  Emotions and relationships, failures versus successes, and small failure versus 

large failures are also covered.   

 All these themes and subthemes are essential to reduce barriers and to develop 

strategies to overcome these failures (Carmeli & Gittell, 2009).  This literature review has 

clearly shown the critical nature of organizations learning from failure.  If the 

organization does not learn from failure in the teaming environment, the business can be 

negatively impacted.  In contrast, organizations and teams can create a learning 

environment around failure; it will help increase innovation and creativity.  Therefore, 

this study examines the phenomenon around how the facilities teams learn from failure 

and suggest some ways to improve learning.  
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CHAPTER THREE: PROJECT METHODOLOGY 

Introduction 

This chapter explains the project design and methodology.  The study entails 

interviewing two teams within the facilities organization:  The project management team 

and the real estate strategy team.  The goal of the study was to understand how these two 

teams currently learn from failure.  From the study and the interviews, four themes were 

developed, which will help the facilities organization understand how the two teams learn 

from failure and what areas require improvement.   

Learning from failure is a crucial aspect of a team’s behavior in today’s 

competitive environment.  Teams need to have the ability to take risks, experiment, fail, 

trust, and rebound, giving them the ability to be creative, which can lead to innovation.  

In Raytheon's facilities organization today, it appears that the teams are very challenged 

to develop a robust process to learn from failure, be creative, and innovative.    

 Research Question 

The research question is:  How do the real estate strategy team and the project 

management team describe their responding to, managing, and learning from failure in 

their work? 

Research Design 

 The study used a qualitative case study approach to research how two teams in the 

facilities organization manage and learn from failure daily.  Data was gathered through 

interviews and a review of company policies, procedures, and work instructions.  The 

study included a detailed description of the information gathered from the interviewees of 

each team, looking for patterns.  These patterns included similarities, differences, 
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frequencies of events, sequences of events, how things happen in relation to other events, 

and causation as themes (Saldana, 2016).  Once this was completed, a cross-case analysis 

looked at individual themes of the interviewees, to see how they relate to each other and 

provided a thematic view of the data as a whole (Creswell, 2013).   

A collective instrumental case study was used for this specific study to compare 

how the individuals of each team manage and learn from failure.  This approach aided in 

understanding how failures were handled and viewed by the two teams.  The focus of the 

study revealed how the two teams responded to, managed, and learned from failure.  

Each interview began by asking how each individual manages and learns from failure.  

The data was used to develop coding, categories, and, finally, themes across the two 

teams.  Through this process, recommendations have been made to the facilities 

leadership team on areas of improvement.  In the end, this helps the facilities leadership 

team develop a more complete picture of how failure and learning currently take place in 

the two different teams, and what steps can be taken for improvements.  This may 

improve the learning culture around failure and assist the organization to become more 

creative, which can lead to innovation.  Another essential part of the methodology is to 

look at the participants, data sources, and recruitment.     

      Participants, Data Sources, and Recruitment 

Approval was received from the Vice President of the facilities organization to 

conduct this case study (Appendix B).  The participants were from the facilities 

organization and are already part of either the project management team or the real estate 

strategy team.  I was approved to work with both teams to understand how they learn 

from failure.  I was not part of either team and had no management responsibility with 



FACILITIES TEAMS: LEARNING CULTURE AROUND FAILURE 42

any of the individuals who were interviewed.  Permission was requested from each 

individual via email to complete a 25 to 35-minute interview focused on how his or her 

team learns from failure (see Appendix C).  Once consent was obtained, the interviews 

begin.    

Each employee was recruited for the interview by an initial email (see Appendix 

C). Then the email was followed up with a brief phone call to verify that they were 

willing to participate in the study.  Once they had agreed to the interview, a meeting was 

scheduled to complete the interview.  Before the interview began, each participant 

received a phone call to answer any questions.  It was made clear to each interviewee that 

the interview was voluntary and could be stopped at any time during the process.  Before 

the interview began, each participant was given the consent form to sign (see Appendix 

C) and signed the document.           

  The sample for the study consisted of two different teams within the facilities 

organization.  Each team had approximately seven to ten members, with ages ranging 

from the early twenties to the early sixties.  Each team was diverse, with both men and 

women, representing the different backgrounds and cultures within the organization.  

Most of the individuals interviewed had a minimum of a four-year college degree, and 

several had an advanced degree.  The first team to be interviewed was the project 

management team, and the second team was the real estate strategy team.  Due to 

scheduling difficulties, the teams were interviewed as soon as they could be scheduled.  

Each team was made up of members with mixed experience and years of service.  The 

interviewees ranged from one to fifteen years of experience in their field of expertise.      
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 Each team consisted of one team leader and members of the team.  The teams 

followed a hierarchal leadership organizational structure, with the team leader being 

responsible for the team.  Each member was free to interact and share ideas, but the 

leader was in charge, and all guidance for the team came from the team lead.  The team 

leaders drove the direction of the team, led meetings, and introduced the topics that 

needed to be worked on and discussed.  Generally, the team members were there to 

collect and analyze data and made recommendations to the team.  Once all the 

information was gathered, the team leader decided on which issues the team needed to 

address.   

Also, in many instances, the team leader followed strict directions from the 

facilities' leadership team.  The team’s ability to innovate and be creative was limited due 

to the hierarchal nature of the facility leadership team.  I have observed teams 

experiencing simple misunderstandings leading to failure, which can lead to significant 

mishaps in the future, if not adequately delivered to the leadership team.  Thus, it was 

essential to examine the factors that hindered the members from reporting these failures 

to leadership.  

The reason the project management and the real estate teams were selected for 

this case study is that they were critical to the success of the company.  Among all the 

teams in the facilities organization, these two teams interfaced with the customers the 

most and could have a substantial cost and schedule impact on the company.  Also, many 

of the projects related to these two teams drove building infrastructure costs, which 

related to the costs of the products the company sold.  This, in turn, drove the competitive 
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rates the company charged for bidding and winning new work.  Next, I will discuss the 

data collection tools that were used to obtain the data.    

Data Collection Tools 

Data was collected from interviews and a review of related documents. The 

content of the questions for the interview focused on how the team responds to, manages, 

and learns from failure.  From this point, to help develop the appropriate questions, the 

content for each question was driven from the sub-themes and categories from the 

literature review (see Figure 1).  The result of this effort was the questions that were used 

for the interviews (see Appendix A). 

  The goal of this approach was to develop questions from the literature review 

that covered the topic of learning from failure.  This helped the researcher better 

understand how these two teams learned from failure and made appropriate 

recommendations for improvements.  Also, this approach helped align the interview 

questions with the literature review, ensuring the information from the literature review 

supported the interview questions.     

Figure 1.  Process Flow for Interview Question Development 

 

Literature Review Theme Literature Review Sub-Theme Questions
Developing a learning culture Sharing what has been learned How are lessons learned from failure?

Focus on system thinking How often are failures repeated and not learned from?  
Learning from failure versus success How do you hold other team members accountable for failure?
Developing a learning culture How would you define failure?

How would you define success?  
Components of a Teaming 
Environment Collaboration Describe how the team leader responds to failure on the team.

Trust
What process does the team follow to explore failure to make 
sure it does not happen again?

Psychological safety
What process does the team follow to explore failure to make 
sure it does not happen again?

Reflection
What role, if any, does collaboration play into learning from 
failure?

Experimentation What role, if any, does reflection play into learning from failure? 
What barriers are there to reporting failure on the team?  
Please share an example of when the team failed.  How did they 
respond?

Transformational leadership 
and teaming Empowering employees

Developing leaders
Encourages creativity and innovation

Knowledge management Tacit and explicit knowledge How are failures recognized within the team environment?
Knowledge sharing and rewards
Knowledge transfer, as it relates to the 
intersection between knowledge 
management and failure

The team ability to function 
around failure Growth versus fixed mindsets What are the consequences if you take a risk and fail?

Blame orientation and problem solving How do you define risk?     

Emotions and relationships
What procedures, if any, do you use to hold other team 
members accountable for failure?  

Small failures versus large failures What is an example of failure?  
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Figure 1. Shows how the interview questions relate to the literature review that was 

completed for this case study.   

Next, it was essential to assess the individual’s perception of failure and the 

consequence of that failure from leadership in the organization.  Last, the interview 

questions looked at the details around the team's response to experimentation, reflecting, 

risk-taking, and learning from failure.  To help ensure the quality of the interview 

questions, they were piloted with two facilities team members who were not involved in 

the study.  The goal of the review was to make sure the questions were understandable 

and made sense to the individuals being interviewed.   

The interviews took approximately 25 to 35 minutes apiece, including any 

comments to answer all fourteen questions.  Each interview was recorded, and Rev.com 

transcribed the recording.  The project management team consisted of nine employees, 

and the real estate strategy team consisted of seven employees for a total of sixteen 

interviews.  The interviews were conducted on the phone and face-to-face.  The 

interviews were conducted in a semi-structured format.  In addition to the interviews, a 

document review was completed to help understand how the organization learned from 

failure.    

 The document review was completed to look at any formal processes the teams 

had to help them operate.  The document review included procedures, work instruction, 

guidelines, and any other documentation that was pertinent to the study.  The appropriate 

documents were collected, and reviewed in detail, to help the researcher understand any 

documented processes the teams should be following.  Finally, the interviews and the 

document review were compared to help the researcher better understand how the teams 
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learned from failure.  Next, the data collection procedures, validation, and data analysis 

plan will be addressed.      

Data Collection Procedures, Validation, and Data Analysis Plan 

 The data analysis plan for this study followed the data analysis spiral (Creswell, 

2013).  The data analysis spiral consisted of organizing the data, reading and memoing, 

transcribing data into codes, categories, and themes, interpreting the data, and finally 

representing the data for others to understand (Creswell, 2013).   

 Once each interview was complete, the first step in the process was to have the 

interview transcribed by Rev.com transcription service to ensure accuracy, and the 

researcher verified the transcripts against the recordings.  The process of memoing was 

also used to make sure the researcher was taking notes, writing down phrases that occur 

to them while reviewing the data (Creswell, 2013).         

The coding process began with open/initial coding, then looked at in vivo coding, 

axial coding, and pattern coding.  Initial coding broke down data into discrete parts and 

examined these parts for similarities and differences (Saldana, 2016).  In vivo coding 

focused on the actual words that each participant used in the study (Saldana, 2016).  

Axial coding looked for dominant codes to link categories together (Saldana, 2016).  

Pattern coding was a way to group the summaries of data into small categories to bring 

out the themes and concepts to focus (Saldana, 2016).   

The steps the researcher followed started with open coding of the information to 

look for meaningful units within the data.  Once that was started, the next step was to 

perform axial coding, to look for like categories with subcategories to understand how the 

data was related (Saldana, 2016).  During the above steps, in vivo coding was used to see 
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if the actual words used by participants lead to discovering any patterns, which was used 

as a category or even a theme.  Once these steps were completed, then pattern coding was 

used, which was a second cycle coding method (Saldana, 2016).  Pattern coding was 

applied to summarize categories and themes, identifying emergent themes, which helped 

to make meaningful units of analysis (Saldana, 2016). 

Reflection and refraction were used throughout the process to help crystalize the 

clarity of the core ideas of the case study (Saldana, 2016).  Reflection and refraction were 

used to think about, ponder, and go over ideas and data again, to understand the 

information that was presented by the study.  All this was a very cyclical process, and the 

data was reviewed to discover any patterns that existed in the organization around 

learning from failure.  These patterns led to the identification categories, and finally, 

themes, which helped the team improve how they learned from failure.                   

 Another essential part of having a robust study is ensuring the credibility and 

trustworthiness of the research process.  The credibility strategies that were employed in 

this study included prolonged engagement, peer review, and clarifying researcher bias 

(Creswell, 2013).  First, since the researcher has been working at Raytheon for over 26 

years, he understands the learning culture and has developed relationships and trust with 

many of the participants in the study.  Having this trust with the participants helped to 

have open and honest conversations during the interview.  Next, the process of the peer 

review was used to pilot the interview questions with individuals not involved in the case 

study.  Bracketing and memoing were also used as a bias management strategy to help 

clarify researcher bias, to look at biases, assumptions of the researcher, and the impact on 

the study (Creswell, 2013).   
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Bracketing was used to acknowledge the researcher’s orientation and theoretical 

approach to the entire research process, methods, and the analysis of the case study 

(Gearing, 2004).  Bracketing was used to help encounter the phenomenon in a fresh and 

new manner, while memoing was used to keep notes or memos of the data.  For example, 

the researcher initially thought that psychological safety would have been a significant 

theme in the study.  However, through the coding process, psychological safety did not 

turn out to be a significant theme.  The use of bracketing helped to keep the researcher 

from being biased.  Further, notes and memos were used to categorize chunks of the text 

to help ensure relevant data was understood correctly later in the coding process (Babbie, 

2017).  Last, the researcher worked with the dissertation chair to make sure all coding 

and data analysis techniques were proper for the research conducted.                               

 All the interviews were completed over one-month, allowing freedom for both the 

researcher and participants to find the time to participate in the study.  A document 

review was also finished over two months.  The document review consisted of reviewing 

all the processes, procedures, work instruction, and guidelines for both the project 

management team and the real estate strategy team.  The document review was compared 

with the information gathered in the interviews.  This comparison helped to understand 

the team’s interactions and their responses to learning from failure, by discovering 

patterns and themes between the different data sets.  

Ethical Considerations 

Ethical considerations include confidentiality, anonymity, managing personal 

bias, the integrity of the data, IRB review, and ensuring the privacy of the data gathered.  

No interviews have the employees’ names associated with them, ensuring all the 
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information stays confidential and anonymous.  Pseudonyms were used, and a list of 

names with their pseudonyms was stored separately from the transcripts and recordings.  

All names and other study information were kept separate from any transcriptions and 

recordings.  Confidentiality was protected by the researcher not associating the 

individual's name with the interview or the recording, and all data was kept in a 

password-protected laptop, only accessible by the researcher.  The accuracy of the 

recordings was verified by the researcher, who listened to the recording again after the 

interview, to annotate any discrepancies.  The Bill of Rights and Responsibilities were 

discussed with each participant before the beginning of the interview (see Appendix D).      

Since the researcher has been part of the facilities team over multiple years, 

working to keep personal bias out of the research was a significant challenge.  Biases 

were managed through all phases of the data collection effort, the data analysis effort, and 

the reporting of the data.  Ways that the researcher managed biases throughout the study 

were to use the process of memoing and bracketing as the data was collected and 

analyzed as described above.  Discussions with the dissertation chair also helped manage 

the researcher’s biases.  

 The protection of the data was ensured by password protection on the researcher’s 

laptop and thumb drive.  The data was stored on the laptop and backed up on a flash 

drive.  No personal data will be released to anyone in Raytheon.  This was done by not 

associating any names with the data, to ensure confidentiality and anonymity of each 

employee (names will not be saved with transcripts; they will be stored in a list 

separately).  The participants were told how the data would be controlled, and that the 

data would only be used to develop themes.  It was crucial to keep ethical considerations 
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at the forefront of the study and to ensure the confidentiality, and anonymity of each 

participant in the study.         

Summary 

The purpose of this qualitative study was to explore how two teams in the 

facilities organization interacted with and learned from failure.  The study used the 

collective instrumental case study approach to interview two teams in the facilities 

organization.  The interview questions focused on team learning, the influence of 

leadership, and how teams learned from failure.  It also included how the teams 

functioned, managed, and reacted to failure in the team environment.     

All the data that was gathered from the interviews and document collection was 

coded, categorized, and put into themes.  While working through the analysis process, it 

was essential to spend time on reflecting to make sure the themes fit the data.  Reflection 

through memoing helped to learn from the research and guide the journey of the 

dissertation.  To make sure the privacy of the data was kept, no names were associated 

with the individual interviews.  The end goal of the case study was to provide the 

facilities leadership team with data on how the teams can improve their learning culture 

around failure.  If the facilities' leadership team can enhance the learning culture around 

failure, it may help to increase innovation and creativity. 

 

   



FACILITIES TEAMS: LEARNING CULTURE AROUND FAILURE 51

CHAPTER FOUR: FINDINGS 

Introduction 

 This chapter describes the research findings based on sixteen one-on-one 

interviews with employees from the real estate and project management teams at the 

Raytheon facilities organization.  The chapter will review the purpose of the study, the 

research question, the aim of the study, and participant demographics.  Then, I will 

review the data analysis method, including the process of going from open coding to 

developing the final four themes.  Also, all processes, procedures, and guidelines used 

within the organization were reviewed to see the role they play in the learning culture 

around failure.  Finally, the four major themes from the coding process are discussed in 

detail, showing their relationship to the research question.     

Purpose of the Study 

The purpose of this qualitative case study was to understand how the two teams 

within the Raytheon facilities organization learn from failure.   

Research Question 

The research question is:  How do the real estate strategy team and the project 

management team describe their responding to, managing, and learning from failure in 

their work? 

The Aim of the Study 

 The aim of the study is to identify current team learning processes, and create an 

evidence-based solution to help two teams in Raytheon’s facilities organization 

understand how they can learn from failure and mistakes and to create a roadmap for 

improvement.  
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Participant Demographics 

 The participants are all employees who are assigned to the Raytheon facilities 

organization.  The case study consisted of sixteen interviewees, twelve males, and four 

females.  The project management team consisted of nine individuals, of which eight 

were male, and one was female.  The real estate strategy team consisted of seven 

individuals, of whom three were females, and four were males.  All the members of each 

team were interviewed, except for one female on the real estate strategy team, who 

declined to be interviewed.  The interviews were stopped after interviewing each team 

member since everyone in the population was interviewed, except for the one individual.   

The experience level of the two teams ranged from one to fifteen years.  The 

project management team's experience level went from one to fifteen years, and the real 

estate strategy team ranged from one to eleven years.  Both teams had well-tenured and 

experienced professionals as part of the teams.  The project management team typically 

meets monthly, and their job is to manage construction type projects for the company.  

The real estate strategy teams also meet monthly, and they are responsible for the 

corporation’s real estate strategy.  This would include acquiring new space, getting out of 

existing space, and driving regional strategies based on business demand.      

Data Analysis Methods 

 The interview transcription process was accomplished by recording each 

interview and then sending the recording to Rev.com to have it transcribed.  Once the 

interview was transcribed, it was reviewed by comparing the actual transcript from 

Rev.com to the recording to validate the accuracy of the transcript.  This process was 

followed, creating 156 pages of double space transcribed material from the interviews.        



FACILITIES TEAMS: LEARNING CULTURE AROUND FAILURE 53

The data analysis followed the first and second cycle coding discussed by Saldana 

(2016).  The study consisted of sixteen interviews, with each interview consisting of 

fourteen questions.  Each interview was approximately 25 to 35 minutes long and was 

done over the phone or face-to-face.  The data analysis spiral Creswell (2013) method 

was used to analyze all the interview data looking for patterns in the text.   

The data was organized into an Excel® workbook for coding purposes and then 

reviewed using NVivo®.  This process used a two-prong approach.  The first leg of the 

process focused on manual coding with Excel® to organize all the coding data.  The 

second part of the process used NVivo® software using the pattern and sub-themes tabs, 

to help come up with the four themes.     

The Excel® workbook was broken down into individual tabs to address each 

interview question.  The data on each tab was organized by open coding, in vivo coding, 

axial coding, and pattern coding.  Then, the coding process leads to sub-themes and, 

finally, themes.  This allowed the researcher to organize and evaluate all the data looking 

for emerging patterns.  From these emerging patterns, I developed eleven sub-themes, 

and finally, four themes addressed in the following paragraphs.   

The coding process began with open coding all the transcripts to find the first 

level coding of ideas and concepts.  There were 531 open coding concepts that came from 

the interviews.  Several examples of open coding consisted of not training employees to 

fix problems and not fixing a mistake when it is too hard to do so.  Other examples 

include a lack of the right people on the team and the team leader not having the ability to 

hold others on the team accountable.  Another notable example is a lack of training and 
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mentoring, causing the team not to learn from failure.  Once open coding was complete, 

in vivo coding was reviewed.    

The next step in the coding process was to review all the in vivo coding to see 

what emerged from the coding process.  There were 208 in vivo codes that came from the 

data analysis.  The in vivo coding process consisted of using the words of the 

participants.  The main ideas and concepts from the in vivo coding included no real way 

to hold team members accountable for failure and a lack of lessons learned.  Also, a lack 

of processes, procedures, and work instruction was common.  Further, poorly defined 

roles and responsibilities and inadequate training and mentoring surfaced.   

Once the in vivo coding process was complete, the axial coding process began.  

Throughout the coding process, memoing, bracketing, the data analysis spiral, and a 

review of transcripts was completed to categorize and re-categorize the data as 

appropriate.  Bracketing was used to help encounter the phenomenon from an open 

standpoint, experiencing it freshly, and as it was perceived (Richard & Morse, 2007).             

Once the transcripts were reviewed with open code, and in vivo coding, the data 

was reviewed using axial coding.  There were 278 axial codes, which were derived from 

open and in vivo coding.  Axial coding (second-round coding) determines the dominant 

codes, helping to show which codes are less critical (Saldana, 2016).  Again, this was 

completed reviewing all the previous open and in vivo coding, while using memoing, 

bracketing, interview notes, and the transcripts looking for patterns using the data 

analysis spiral.  Both open and in vivo coding were compared to each other, looking for a 

commonality among patterns of data.  This process was followed again and again until 

clear patterns started to emerge from the data leading to the axial codes.   
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Several examples of axial codes include no central training program and an 

inadequate lessons learned process.  Other axial codes included inadequate accountability 

for failure and inadequate processes to hold the team members accountable.  Limited 

knowledge sharing, inadequate leadership skills for team leads, and roles and 

responsibilities not clearly define in the teams were also common in the coding process.  

Once axial coding was complete, then the process moved into pattern coding.  Again, 

during each coding process, the data analysis spiral was used to bring a large amount of 

information together and show patterns.   

Once the axial coding was complete, the process moved onto pattern coding.  

Pattern coding used group summaries, looking to create a smaller number of categories 

and concepts (Saldana, 2016).  Pattern coding used second-level coding to explore 

relationships among coded data reviewing all the previous coding efforts to make sure 

that all the categories and concepts were captured from the interview transcripts.  There 

were 54 pattern codes that came from the data analysis spiral and a review of all the 

memoing, transcripts, and notes.  Pattern coding helped to review and synthesize all 

categories together, getting ready for the next step.   

The main patterns in pattern coding consisted of inadequate processes and 

procedures, role and responsibility confusion, and inadequate standard tools and 

processes.  Other codes included roles and responsibilities not clearly defined in teams, 

and insufficient mentoring/training being a systematic issue for the organization.  Further, 

different accountability across the organization hinders learning from failure, and 

inadequate accountability hinders the team’s ability to complete the lesson learned.  The 
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next step in the process was to synthesize all the patterns together, looking for sub-

themes and themes.   

Once all the pattern coding was synthesized together, the sub-themes began to 

emerge.  Again, the data analysis spiral was used to narrow down the pattern coding 

effort.  Also, memoing and a review of the researcher’s notes taken from the interviews 

were reviewed to ensure completeness of the data review.   

There were eleven sub-themes that emerged from breaking down the 54 pattern 

codes in the above section.  The reason why sub-themes were developed is due to the 

large volume of patterns coming from the coding effort.  This was done to add one more 

level of coding to better develop overall themes from the case study.  The criteria to go 

from pattern coding to sub-themes included the frequency of patterns, and eliminating 

coding that did not fit the emerging themes.  The sub-themes are as follows: 

1.  Inadequate processes and procedures to define project expectations and goals.    

2. Roles and responsibilities confusion hinders learning from failure. 

3. Inadequate standard tools and processes hinder collaboration in teams.   

4. Failure is not quantifiable due to ineffective processes, procedure, confusing 

roles and responsibilities, and blame avoidance.     

5. Failure on teams is difficult to quantify due to inadequate accountability, 

mismatched skillsets on the teams, and insufficient mentoring and training.   

6. Confusion over roles and responsibilities creates inadequate accountability 

and collaboration across the organization, leading to a lack of mentoring and 

training that encourages the hero mentality (when the failure occurs, the hero 

saves the day but does not engage the team to learn from failure).   
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7. With no standard definition or processes around risk-taking in the 

organization, employees feel that taking a risk and failing can be career 

limiting. 

8. Inadequate processes to drive lessons learned across the organization hinders 

teams learning from failure.   

9. Insufficient accountability, mentoring, and knowledge sharing allows repeat 

failures to continue unchecked.   

10. Inadequate accountability, and processes, and training across the organization 

hinders teams from being accountable for failure.   

11. Insufficient processes, procedures, goals, mentoring, training, fear failure, 

roles, and responsibilities, hinders a learning culture around failure.  

 Finally, once all the sub-themes were together in one place, they were reviewed 

once again from the data analysis spiral and formed four significant themes (Figure 2).  

Figure 2.  Four Themes 

Themes 

1 
Inadequate processes, procedures, and guidelines hinder the team’s ability 
to learn from failure 

2 Team roles and responsibilities are not evident in many instances 

3 
Insufficient training and mentoring across the organization impedes skill 
developed to learn from a failure adequately 

4 Inadequate accountability hinders the team’s ability to learn from failure 

Figure 2. The eleven sub-themes were synthesized together to form the four major 

themes.     

 In addition to the coding of the transcripts, all the processes, procedures, and 

guidelines within the organization were reviewed to help provide context for the themes.  

Since the facilities organization is in a state of change, many of the processes and 
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procedures are being rewritten, or are non-existent.  Also, there were no centralized 

processes, procedures, or guidelines across the entire facilities organization.  Many of the 

different teams had different processes, procedures, and guidelines, but no centralized 

documentation is telling them how to operate.  This lack of centralized processes, 

procedures, or guidelines was made very clear in theme one and throughout the coding 

process.  Having a lack of centralized governance documents likely added to the 

confusion of the teams around learning from failure.  The document review supported 

theme number one, which was that inadequate processes, procedures, and guidelines 

hinder the team’s ability to learn from failure.  

 Credibility and trustworthiness were validated by discussions and sending an 

email to all the participants.  The context of the discussion and emails was to see if the 

participants agreed with the four major themes that came out of the case study.  

Participant Six agreed strongly with confusion around roles and responsibilities and 

accountability.  The other two themes of inadequate processes and procedures and 

training and mentoring were neutral for participant six.  Participant Nine, Four, Five, 

Twelve, Two, and Sixteen resonated with and agreed with all four themes.  Participant 

Seven resonated with the four themes but focused more on how they related to one 

another and which one might be the root cause of the others.  The other participants did 

not respond to the email.         

The Four Major Themes 

 The four major themes derived from the coding process for the case study revolve 

around a lack of processes, confused roles and responsibilities, insufficient training and 

mentoring, and inadequate accountability hindering the team’s ability to learn from 
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failure.  More specifically, the first theme was inadequate processes, procedures, and 

guidelines that hinder the team’s ability to learn from failure.  The second theme focused 

on how roles and responsibilities are not clear, hindering the team’s ability to learn from 

failure.  The third theme was insufficient training and mentoring across the organization, 

which impedes skill development, and hinders the team from adequately learning from 

failure.  The final or fourth theme is inadequate accountability on the team that can hinder 

the team’s ability to learn from failure.  Inadequate accountability allows repeated 

failures to go unchecked, and the team may not learn from these failures.  In the next 

section, each theme will be discussed in detail.     

Theme 1: Inadequate Processes, Procedures, and Guidelines Hinders the Teams’ 

Ability to Learn from Failure 

The first theme emerged from multiple participants discussing the need to 

improve processes, procedures, and guidelines.  Having inadequate processes, 

procedures, and guidelines was discussed by a majority of the participants in the 

interviews.  Having inadequate processes, procedures, and guidelines suggests that there 

is a lack of governance around how the project management and real estate strategy team 

perform day-to-day operations.  Without clear processes to drive day-to-day operations 

for the two teams, it can be challenging to develop a learning culture, especially around 

failure. 

Clear processes, procedures, and guidelines include how the project manager 

manages budget and schedule, whom they report too, and how they interact with all 

levels of the organization.  The real estate strategy team processes, procedures, and 
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guidelines revolve around acquiring new real estate, leasing space, and decommissioning 

of that real estate.             

For example, Participant Five from the real estate strategy team, stated, “there are 

inadequate processes and procedures to enforce changes” in the team.  This suggests that 

the absence of processes and procedures within the real estate strategy team hinders the 

team's ability to learn from failure.  Stated another way, due to the lack of standard 

processes and procedures across the team, there is no way to enforce a learning culture.   

Participant Thirteen from the project management team stated, “I think we do not 

have a good documentation process for failure.”  What this means is that the project 

management team does not have a centralized process that would allow a team member 

to share lessons learned from failure.  With the inability of the team member to share 

lessons learned from failure, it hinders the team’s ability to learn from that particular 

failure.   

Participant Four from the real estate strategy team shared that they are unable to 

define failure due to a lack of processes and procedures.  Through the conversation with 

Participant Four, it became clear that they had a hard time knowing from the real estate 

strategy team's point of view on how to define failure.  Participant Four had their 

definition of failure but had not seen any team processes or procedures, stating or 

alluding to, what the real estate strategy team considered a failure.  Participant Four 

stated, “the consequences, you do not know because you take a risk, and if you fail, it is 

hard to quantify that because there are not parameters to say you failed.”   

These three participant’s quotes reflect other quotes among participants that 

ineffective or inadequate processes, procedures, and guidelines encumbered the team’s 
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ability to learn from failure.  Another closely related theme to inadequate processes, 

procedures, and guidelines that hinder the teams from learning from failure are unclear 

roles and responsibilities.             

Theme 2:  Team Roles and Responsibilities Are Not Clear in Many Instances   

Several of the participants in the interviews addressed the second theme focused 

around confused roles and responsibilities on the teams.  Confusing roles and 

responsibilities on the teams relate to not being able to hold other members accountable 

for failure.  When a team member does not understand their role on the team, it is 

difficult to have a capable team.  Confusion may be around who the leader is, who is 

accountable for the project budget or schedule, or who is responsible for acquiring new 

real estate.  Alternatively, it can even extend to the team members, not knowing precisely 

what their tasks are and how to complete them.  Also, when roles and responsibilities are 

confused, some team members will blame others for the failure, or say it was not their 

job, or find another way to avoid being accountable.      

  Participant Fifteen from the project management team stated, “Not 

understanding roles and responsibilities of a project manager” adds confusion to the team 

and hinders their ability to learn from failure.  When the project manager does not clearly 

understand their roles and responsibilities, it allows many of the team members not to be 

held accountable failure.  For example, a project manager for a particular project may 

overrun the budget, but due to role confusion between the project manager and the 

business customer, the project manager does not feel accountable for the budget.  

Participant Four of the real estate strategy team stated, “The team leader did not 

have the authority or power to make this happen.”  When the team leader does not 
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understand what authority they have to make decisions, it becomes difficult for them to 

drive a project or initiative from a leadership perspective.  If they are not empowered to 

make the decision for their projects or initiatives, it can create confusion on who is doing 

what.  Participant Eight from the real estate team stated that a “lack of goals and 

objectives” for the real estate strategy team could create confusion over roles and 

responsibilities.  If the team leaders do not have clear goals and objectives, it is 

challenging for them to lead the team in any meaningful direction.     

Participant Five from the real estate strategy team stated: “the right hand did not 

know what the left was doing.”  In some instances, on the real estate strategy team, the 

team members do not understand their roles, thus creating confusion on what team 

member is completing a specific task.  Not only does this create confusion, but it also 

allows several people to work the same task, creating conflict and confusion on who is 

supposed to be doing that specific task.  In the end, this theme indicates that these two 

teams have a challenge when it comes to clearly defined roles and responsibilities.  The 

third theme discussed will focus on insufficient training and mentoring.     

Theme 3:  Insufficient Training and Mentoring across the Organization Impedes 

Skill Development to Adequately Learn from Failure 

Insufficient training and mentoring was another area that hindered the team’s 

ability to learn from failure.  Participant Nine from the project management team stated, 

“We bring less experienced project managers in and feed them to the wolves.”  If the 

project manager receives insufficient training, they may not be qualified to lead the more 

complicated projects. If this happens, and they do not have the appropriate training, then 

project failure maybe is a result.    
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Participant Nine goes on to state that “we just bring the best talent available and 

hope for the best.”  Again, if the project managers are not adequately trained or mentored, 

then failure can be a result of the teams they lead.  Participant Eight stated, “We have got 

a lot of senior people in our facilities organization, and I am not so sure how much of that 

is getting passed along” to help mentor individuals on the team.  This is another excellent 

example of a less experienced employee sharing that the more senior employees may not 

be mentoring the younger employees appropriately.  If this is not a part of the culture, 

then lessons learned are not shared, and it is difficult to learn from failure.       

Participant Ten from the project management team stated, “There is no, you 

know. Our bosses do not put any, and I’d say, any effort into training people.”  

Participant Ten goes on to share a statement from leadership, “oh, you own, your own 

career,” suggesting that the employee is in charge of their training.  Again, this is a prime 

example of how the more senior employees are not engaging with fewer experienced 

employees to help them grow in their careers.  Participant Ten goes on to suggest that if 

people were trained correctly, it would offset a lot of the failures.  The discussion focused 

on training around leadership, project management, processes to learn from failure, and 

specific skills required to do the job.  Participant Ten suggested that a general lack of 

training in the organization hinders the team’s ability to learn from failure.  Without 

proper training, the individuals in each team may or may not know how to respond to 

failure, how to report it, how to share it, or may not even recognize they have failed.    

Participant Fifteen from the real estate strategy team stated, “We have people that 

have the knowledge and experience, but not necessarily the time to dedicate to 

mentoring.”  Further, Participant Fifteen shared that the people with experience generally 
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tell people what to do, and not guiding them on how to work through severe problems.  

Also, a majority of the team members are so busy with day-to-day activities; it is hard to 

mentor.  Once the project is done, they move on and have little time to reflect and share 

with the less experienced employees.  The fourth and last theme that is discussed in this 

case study revolves around inadequate accountability among the teams.      

Theme Four:  Inadequate Accountability Hinders Team Ability to Learn from 

Failure 

 Both the project management and the real estate strategy team seemed to struggle 

with the concept of accountability on the team.  Accountability ranged from cost 

overruns, schedules slips, and leadership confusion (who is the leader for the effort).  

Also, there appears to be a lack of accountability around skill-set gaps, having multiple 

people working the same tasks, and confusion on the team as to who does what, leading 

to finger-pointing.    

Participant Twelve from the project management team stated, “People have a hard 

time with change or accepting responsibility.”  What Participant Twelve is eluding to is 

that many employees on the teams do not like taking responsibility when a failure occurs.  

Participant Seven from the project management team stated that “the culture in the 

organization does not enforce accountability on the project managers.”  Many times 

project managers are not held accountable for cost overruns or schedule slips due to role 

and responsibility confusion discussed above.   

Participant Twelve from the project management team stated, “Inadequate 

accountability for peer groups” causes issues with team members in the team.  Also, 

Participant Twelve goes on to state “lack of accountability both on teams and 
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individually” makes it difficult for the teams to function correctly.  If the team members 

lack accountability among their peers on the team, it is difficult to learn from failure.  The 

team members typically blame other team members when a failure occurs.     

Participant Seven from the project management team stated, “The culture is not 

really enforcing the accountability on the project manager.”  Again, in some instances, 

project managers are not held accountable for failure that occurred on a team that they 

were leading.  Participant Nine from the project management team stated: 

So, the lack of needing and wanting to take accountability, there does not allow 

the project manager at their level to take accountability for their actions.  Because 

they have been shoehorned into doing business in a way that may or may not 

make sense.  

Participant Nine is suggesting that a lack of accountability is caused due to individuals 

not understanding their roles and different people giving direction.  This makes it difficult 

to hold the project manager accountable for project costs and schedules.        

Participant Three from the real estate strategy team suggests that it is inadequate 

accountably related to failure within the two teams.  What was discussed in the interview 

is a lack of accountability when a failure occurs.  In many instances, due to all the 

changes and confused roles and responsibilities within the two teams, it is hard to hold 

anyone accountable.  When asked why something did not happen, the team member 

blames others.  When you try to figure out what went wrong, you find out different 

people have been involved, thus making accountability challenging to assign.  The next 

section of the paper will discuss how the four themes are related to the research question.   
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Synthesis of the Themes to the Research Question 

 The four themes show how the real estate strategy team and the project 

management team describe their responding to, managing, and learning from failure in 

their work.  The themes suggest that the project management and real estate strategy 

teams struggle to learn from failure due to a lack of processes, confused roles and 

responsibilities, insufficient training and mentoring, and inadequate accountability.   

Summary 

 Through the coding process, four themes emerged that answer how the project 

management team and the real estate strategy team learn from failure.  Through the 

process of initial coding, in vivo coding, axial coding, and pattern coding, several themes 

started to emerge using the data analysis spiral (Creswell, 2013).  Using memoing, first 

and second level coding, the data analysis spiral, four themes emerged from this data.  A 

review of the processes and procedures found that there were no organizational-wide 

documents.  This lack of organizational-wide documents supports theme one, lack of 

processes, procedures, and guidelines.   

The first theme is inadequate processes, procedures, and guidelines.  The second 

theme shows that roles and responsibilities are not clear.  The third theme that emerged is 

that insufficient training and mentoring across the organization impedes skill 

development.  The fourth and final theme is inadequate accountability hinders the team’s 

ability to learn from failure.  When taking into account all four themes, a common thread 

that ties them all together can be seen.  That common tread would be the fourth theme, 

which is inadequate accountability that hinders the team’s ability to learn from failure 

(Figure 3).    
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Figure 3.  Relationship between Themes  

Figure 3.  A Venn diagram showing the relations between insufficient roles and 

responsibilities, inadequate process and procedures, inadequate training and mentoring, 

and inadequate accountability hinders the team’s ability to learn from failure.  The 

diagram shows how the four themes tie together to help answer the research question.     

 The Venn diagram shows the relationship between the four themes.  If you look at 

the first three themes of inadequate training & mentoring, a lack of clear roles and 

responsibilities, and inadequate training and mentoring, the fourth theme of insufficient 

accountability becomes evident.  This inability to have accountability in the two teams 

might magnify the other three themes, making them more severe.  This, in turn, may lead 

to some of the challenges discussed in this case study that the project management and 

real estate strategy team have learned from failure.      
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CHAPTER FIVE: CONCLUSIONS AND RECOMMENDATIONS 

Introduction 

 The purpose of the research was to evaluate the learning culture around failure 

within the Raytheon facilities organization.  The research focused on coding sixteen 

individual interviews between two teams in the facilities organization.  When all the 

research and coding was complete, four main themes emerged from the data collection 

effort.   

The first theme indicated that inadequate processes, procedures, and guidelines 

hinder the team's ability to learn from failure.  The second theme revolved around roles 

and responsibilities, not being clear in many instances, creating a culture where it is 

difficult to hold the team/individual accountable for failure.  The third theme implied that 

insufficient training and mentoring across the organization impedes skill development 

when learning from failure.  The fourth and last theme stated that inadequate 

accountability hinders the team’s ability to learn from failure.    

When looking at the coding process from initial coding, in vivo coding, axial 

coding, pattern coding, sub-theme coding, and finally coming up with the four themes, 

one theme seems to tie all the other teams together.  That would be theme four, which is 

inadequate accountability hinders the team’s ability to learn from failure (Figure 3).    

The final chapter of the dissertation in practice will cover an analysis of the 

findings, proposed recommendations, support for those recommendations, and potential 

barriers.  Also, this chapter will cover the implementation of proposed recommendations, 

implications, and practical implications.  Further, practical implications, implications for 

future research, and implications for leadership theory and practice are discussed.  In 
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summary, the project management team and the real estate strategy team struggle to learn 

from failure due to inadequate processes and procedures, unclear roles and 

responsibilities, insufficient training and mentoring, and inadequate accountability that 

hinders the team’s ability to learn from failure.  Through the study, theme four seems to 

be shared among all of them, which may cause the team’s inability to hold each other 

accountable for the work that needs to be done.     

Purpose of the Study 

The purpose of this qualitative case study was to understand how the two teams 

within the Raytheon facilities organization learn from failure.   

Research Question 

The research question is:  How do the real estate strategy team and the project 

management team describe their responding to, managing, and learning from failure in 

their work? 

The Aim of the Study 

 The aim of the study is to identify current team learning processes, create an 

evidence-based solution to help two teams in Raytheon’s facilities organization 

understand how they can learn from failure and mistakes and to create a roadmap for 

improvement.  

Analysis of the Findings 

 An analysis of the finding would indicate that the project management and real 

estate strategy team within the facilities organization at Raytheon struggle to learn from 

failure.  Gavin (1993) suggests that a learning culture consists of systematic problem 

solving, novel approaches, learning from experience, history, best practices, and a 
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transfer of knowledge.  When you review the four main themes from the coding process, 

you discover that inadequate processes, a lack of clear roles and responsibility, 

insufficient training and mentoring, and inadequate accountability can create a culture 

where it is difficult to learn from failure.  

 It was evident throughout the interviews that both the project management and the 

real estate strategy team realized they had a difficult time learning from failure.  This is 

inferred through the sixteen interviewees completed for the case study.  For example, 

Participant Four, Six, Nine, and Thirteen shared that inadequate processes and procedures 

hinder the team’s ability to learn from failure.  The participants felt there was no clear 

path to follow when completing their work due to a lack of processes and procedures.  

With no common processes across the facilities organization, it is difficult for the teams 

to follow a common way of doing business.  The lack of common processes forces the 

teams to do things differently and hinders the team’s ability to hold each other 

accountable.          

Participant Four, Five, Eight, and Nine shares that inadequate roles and 

responsibilities on the teams create confusion among team members.  During the 

interviews, these participants shared the difficulty and confusion of the two teams when it 

comes to roles and responsibilities.  This would include confusion on whom the leader is, 

multiple leaders, the influence from others on the teams who have a strong opinion, and 

different team members reporting to different management.   

One of the biggest challenges when it comes to roles and responsibilities is the 

role of the organization or business customer, who is requesting the work to be 

completed.  In many instances, the organization or business customer wants certain 
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things, and the project manager knows that there is a limited budget, but typically, the 

organization or business customer wins out, causing issues and confusion on the teams.  

The organization or business customer will work around the project manager to get what 

they want, not only creating confusion, but also schedule and budget impacts, and 

accountability issues.  Many of the organization or business customers blur the line when 

it comes to roles and responsibilities.  They will spend more budget when not approved 

or put pressure on the project managers to finish the work in a shorter time-frame.  This 

confusion between the project manager, their team, and the business customer can drive 

chaos, as to who is responsible for what and hinders the team’s ability to learn from 

failure.             

Further, on some teams, there is not a clear leader; there may be two individuals 

put in charge of the team.  This causes different agendas, confusion on who is supposed 

to what, and a lack of accountability among the team leads.  If something goes wrong and 

there are two of them, they point fingers and blame others.                  

Participants Eight, Nine, Ten, Fifteen, and Sixteen suggest that the teams have 

inadequate training and mentoring, which hinders them from learning from failure.  

Participant Ten goes on to suggest that inadequate training and mentoring hinders their 

ability to learn from failure in a teaming environment.  Participant Fifteen shares that 

there is a lack of training, mentoring, and skill gaps on the teams.  Again, when there is a 

lack of training and mentoring in the team, it is difficult for team members to acquire the 

required skills to do the job correctly.  Also, this hinders accountability when the leader 

tries to hold them accountable; they blame not being trained or adequately mentored.  
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With these issues facing the organization, it is essential that the two teams acknowledge 

their current state of affairs, and look to making improvements.        

Proposed Recommendations 

 From the research completed in chapter three, this case study supports the 

following recommendations to help improve the learning culture around failure in the two 

teams.  The first recommendation would be to develop a strong sense of collaboration in 

the organization.  Next, it is essential to develop a training and mentoring program for the 

organization.  The last recommendation focuses on developing a clear set of roles and 

responsibilities for all the team members in the organization, helping to develop clarity 

and accountability in the teams.      

Collaboration (Processes and Procedures) 

Collaboration is an essential focus on areas both inside and outside of the 

individual team to drive process (Edmondson, 2012).  To start working on improving 

centralized processes and procedures, the teams need to work together.  Working together 

means a strong sense of collaboration, which revolves around meeting as a team to get 

the issues on the table, and start working centralized processes that the teams can agree 

on, and start working.  Edmondson (2012) characterizes collaboration by cooperation, 

shared goals, and respect of the individuals on the team.  If this can be done, the teams 

can start moving forward with centralized processes and procedures, which will help to 

develop a framework.  This framework of processes and procedures will give guidance to 

the team, helping them to define failure and then learn from their mistakes.  
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Develop a Training and Mentoring Program 

 Training and mentoring are a crucial ingredient to any successful organization and 

is vital in developing a learning culture.  A learning culture is one in which people 

continually look at new patterns of thinking to achieve the desired results, collective 

aspirations, and nurture thinking to learn together (Hussein et al., 2014).  A learning 

culture encourages sharing what has been learned and spreads these ideas throughout the 

organization to develop the success of the company (Schmitz et al., 2014).   

Developing a robust training and mentoring program requires a clear 

understanding of the skills needed to complete the mission of both teams.  With this said, 

leadership needs to meet with the team members to understand current skill-sets, so they 

can map out where the current skill-set gaps reside.  Once there is a good understanding 

of skill-set gaps, then the proper training can be injected into teams to shore up the gaps.  

Also, a detailed analysis of the skill sets required to do the job should be completed for 

both the project management and real estate teams.  This will help to understand desired 

competencies and areas where development needs to occur.  Once this is complete, then 

the organization will have developed competency models, which may be applied to the 

teams, and shore up the required training.  

Mentoring and knowledge management is another critical factor to help the teams 

learn from failure.  Mentoring and knowledge management is a critical factor in driving a 

learning culture, which can learn from failure.  Knowledge management is the creation of 

knowledge, how that knowledge is managed by the organization, and the application of 

the knowledge by others (Sánchez et al., 2013).  The focus of the recommendation will 

revolve around tacit knowledge, knowledge sharing, and knowledge transfer.  
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The facilities organization should develop a mentoring program with its existing 

employees to share and transfer the knowledge that the more senior employees have.  The 

recommendation from this study would include working with human resources to 

understand how a more integrated mentoring program can be developed in the facilities 

organization.  Also, all the senior employees should be continually encouraged to reach 

out to the junior employees in the organization to mentor them.  A mentoring program 

should also be developed that would match the more senior employees with the more 

junior employees in the organization.  This would help match employees and would be a 

resource for the junior employees to find the right individuals to mentor them. 

Roles and Responsibilities 

 Roles and responsibilities are a critical part of any organization if you want to 

avoid confusion and help reduce conflict within the teams.  The recommendation this 

study provides is for the leadership of the facilities organization to develop clear roles 

and responsibilities with each team.  This would include the team leader and each 

member of the team, so they clearly understand what their role and responsibilities are.  

Also, the facilities leadership team should make sure the organization or business 

customer who is asking for the work to be completed, understand their roles and 

responsibilities within the project.  If the facilities leadership team can complete a written 

roles and responsibilities document, showing the distinct role of each participant of the 

team, this will help eliminate confusion.  It will also help to increase accountability 

within the team, helping them learn from any failures that might occur.     
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Implementation of Recommendations 

 A four-phase approach is recommended to implement findings from the case 

study over a twelve-month period.  This will allow the facility leadership team time to 

work through each phase in detail.     

Phase One 

 The information in the case study will be presented to the facilities leadership 

team outlining the recommendations, and getting feedback from the leadership team.   

Phase Two 

The recommendations to help improve collaboration around processes and 

procedures are as follows: 

1.  The facilities leadership team should meet to discuss appropriate organizational 

processes and procedures to determine the priority of ones that need 

implementing.  

2. Once this is complete, the facilities' leadership team should deploy these 

processes and procedures across the organization and teams.    

3. All the processes and procedures need to be evaluated to ensure they do not 

conflict, and they are driving a central way of doing things for both the project 

management and the real estate team.   

Phase Three 

The next set of recommendations revolves around how to improve the training 

and mentoring program within the facilities organization, specifically, to help the project 

management and real estate teams.  The recommendations should be driven by the 

facilities leadership team, and are as follows:    
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1.  Define needed skill-sets to support the project management and real estate teams.   

2. Compare defined skill-sets to existing skill-sets of the two teams.        

3. Apply appropriate training to the gaps between the desired skill-sets and current 

skill sets. 

4. Develop a competency model to be applied to individual roles in the teams.   

5. Develop a mentoring program with the help of human resources. 

6. Encourage senior employees to engage with junior employees (maybe offer some 

financial or career benefit to doing this).   

Phase Four 

The next set of recommendations focuses on roles and responsibilities.  The 

following are some recommendation from the study to help improve roles and 

responsibilities within the two teams that need to be driven by the facilities leadership 

team:  

1.  Develop clear roles and responsibilities for the teams.    

2. Develop clear roles and responsibilities for the organization and business 

customers.   

3. Complete written roles and responsibilities that are documented for the teams.   

Potential Barriers: Resistance to Change 

 Many potential barriers may exist within the organization that could prevent them 

from implementing the recommendations of this study.  As indicated in the interviews, 

the teams are stressed due to a lack of resources and time to get all the work done.  

Working on the recommendations will only take time away from their day-to-day 

activities.  Also, the facilities leadership team may not have the budget and or time to 
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work on all these initiatives over the next twelve months.  Further, politics and the 

personalities within the facilities organization may not agree with the findings of the 

study, which could prevent the implementation of some recommendations.  

 These potential barriers can be addressed by working with the business to increase 

staffing on critical projects.  Further, the facilities' leadership team can help ensure that 

adequate resources are available where and when needed.  This can be done by allocating 

work to employees who might not be as busy.  Also, having the facilities leadership team 

work together to prevent any personality conflicts or disruptions on implementing 

recommendations from this study.           

Implications 

Practical Implications 

 This case study will benefit the project management and real estate strategy 

team’s ability to learn from failure.  This study will also help the facilities organization 

have a better understanding of how the entire facilities organization learns from failure 

and what can be done to improve.  Further, if the recommendations of the case study are 

applied to the organization, it can help the organization improve its learning culture 

around failure.  It will also help improve the organization processes and procedures, 

training and mentoring programs, and roles and responsibilities.  Improving these three 

themes of the case study can also help improve the forth theme of accountability.  This, in 

turn, can help both teams work together to be more creative and innovative.            

Implications for Future Research 

 Implications for future research would include looking at the four themes from 

this study and doing a similar study at the organizational level.  This case study did not 
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address this at the organizational level.  It only addressed two teams within the facilities 

organization, that being the project management and real estate strategy team.  This 

would help the organization better understand if these four themes are a systemic issue in 

how the larger organization learns from failure.  Also, this study can be used with other 

teams that maybe struggle to learn from failure, as a base, to further develop research 

around this topic.         

Implications for Leadership Theory and Practice 

 The implications for leadership theory and practice with this case study focuses 

on leadership influence on learning from failure.  From the sixteen interviews conducted 

in this case study, it is clear that leadership plays a critical role in developing an 

organization that promotes a learning culture around failure.  From a practical standpoint, 

leadership should ensure that proper processes and procedures are in place.  Also, 

training and mentoring should become a priority for the teams.  The leadership team must 

share clear roles and responsibilities across the facilities organization.  This may be 

accomplished by providing or developing training programs to assist the appropriate 

leaders in helping enforce roles and responsibilities and encourage training and 

mentoring.  This could improve accountability and learning from failure within the two 

teams.    

 The leadership style researched for this case study revolves around being a 

transformational leader.  Transformational leadership influences a learning culture, 

innovation, and the company’s performance in a positive manner (Noruzy et al., 2013).  It 

can have positive effects on creativity and innovation at the individual level 

(Gumusluoglu & Ilsev, 2009).  By empowering employees in these ways, it significantly 



FACILITIES TEAMS: LEARNING CULTURE AROUND FAILURE 79

enhances their ability to be creative, which in turn likely will boost the organization’s 

innovation (Gumusluoglu & Ilsev, 2009).  

If the leader empowers the team, they can create a learning culture that welcomes 

diverse thought and change.  This allows each team member to share, be respected, and 

help ensure that each idea will be listened to, resulting in finding the best solution for the 

problem at hand.  Jung and Sosik (2002) also suggest that transformational leadership has 

a positive effect on group cohesiveness, group effectiveness, and empowerment, leading 

to better team cohesion and decision-making.  This, in turn, can drive a learning culture, 

which can improve the team’s ability to learn from failure.    

Summary 

 When you are looking for commonality or a root-cause among the four themes, 

the fourth theme appears to tie the other three themes together.  Having adequate 

accountability in the teams can help with developing processes, procedures, guidelines, 

roles and responsibilities, and a training and mentoring program.  The four themes 

consisted of: 

1. Theme one:  Inadequate processes, procedures, and guidelines.   

2. Theme two:  Focused on roles and responsibilities, not being clear.   

3. Theme three:  Revealed that there was insufficient training and mentoring 

across the teams.   

4. Theme four:  Focused on inadequate accountability, hindering the team's 

ability to learn from failure.  

With the four themes, it is essential that the facility's leadership team develop a 

plan to address each one of the themes.  If the developed plan can be followed, the 
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leadership team may increase the creativity and innovation within the two teams.  This, in 

turn, will improve the learning culture around how each individual and teams learn from 

failure.     
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Appendix A 

Interview Protocol Project: Improving the Learning Culture around Failure  

Time of interview: 

Date: 

Team: 

Participant Code: 

Position of Interviewee: 

Purpose of the Study:  This study is designed to look at and evaluate how the project 

management team and the real estate team learn from failure.  The interview will take 

approximately 60 minutes 

Permission Granted for the Interview (Discuss consent):  

Any Questions before the Interview?    

Questions:   

1. How would you describe your gender?   

2. What is your role in the team?   

3. How long have you been with the team? 

4. How would you define success?   

5. How would you define failure? 

a. What is an example of failure?      

6. Please share an example of when the team failed.  How did they respond?  

7. How are failures recognized within the team environment? 

8. Describe how the team leader responds to failure on the team. 
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9. What process does the team follow to explore failure to make sure it does not 

happen again?  

a. What role, if any, does collaboration play into learning from failure? 

b. What role, if any, does reflection play into learning from failure?      

10. What are the consequences if you take a risk and fail? 

a. How do you define what you mean by risk?      

11. How are lessons learned from failure? 

12. How often are failures repeated and not learned from?   

13.  How do you hold other team members accountable for failure?  

a. What procedures, if any, do you use to hold other team members 

accountable for failure?   

14. What barriers are there to reporting failure on the team?   

Summary:  Now that the interview is complete, let me summarize the content of what 

was discussed.  Please provide any corrections and additions.  

Copy of Report:  A copy of the report will be provided if you would like one.    
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Appendix B 

Scott, 

I support.  Work with Team LT Sponsors so they know your objectives etc. 

Bill 

William P Foley 
Vice President, Facilities & Real Estate 

Global Business Services 
Raytheon Company 
 
+972-664-8800   (office) 
+214-707-9530   (cell) 
w-foley@raytheon.com 
 
1717 E Cityline Drive 
Richardson, TX 75082 USA 
www.raytheon.com 
 
This message contains information that may be confidential and privileged. Unless you are the addressee (or authorized 
to receive mail for the addressee), you should not use, copy or disclose to anyone this message or any information 
contained in this message. If you have received this message in error, please so advise the sender by reply e-mail and 
delete this message. Thank you for your cooperation. 

From: Scott Brooks  
Sent: Tuesday, May 29, 2018 1:38 PM 
To: Bill Foley <w-foley@raytheon.com> 
Subject: Dissertation 

Bill, I wanted to follow-up to see if you are still willing to support some work I need to 
do for my dissertation.  What I am looking at is doing some interviews with the facilities 
teams to see how they learn from mistakes and failures.   

I was thinking about interviewing the project management team and the real estate 
team.  I would be interviewing the teams to ask several questions to see how they handle 
and learn from mistakes and failures.   In the end, you would get some recommendations 
on things that the team does well and some areas of improvement that are research-
driven.       

Let me know what you think, 

Thanks, 

Scott 
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Appendix C 

Dear Real Estate Strategy or Project Team Member,  

You are invited to an interview to help the facilities organization better 

understand how teams interact with, manage, and learn from failure.  As part of my 

dissertation for a Doctor of Education degree, I will be conducting this interview to learn 

more about how teams in the facilities organization learn from failure.  The interview 

questions will look at the details around the team's response to experimentation, 

reflecting, risk-taking, leadership, and how the team learns from failure.  If the 

organization can improve its ability to learn from failure, through this study, it may create 

a more innovative and creative work environment. 

During the interview, all information will remain confidential, and each 

participant will remain anonymous.  The study has been approved by the Creighton 

Institutional Review Board and by the VP of Facilities, Bill Foley.  You will be contacted 

individually by email, asking for your willingness to participate in the interview.  Upon 

receipt of the email, please respond in seven days with either a yes or no that you are 

willing to participate in this study.  If you are willing to be interviewed, then I will 

schedule a short interview in the next 30 days for approximately 60 minutes.  This 

interview will focus on your understanding and experience around the topic of learning 

from failure in a team environment.  If you have any questions, please contact me at 303 

598-2927 or sgbrooks@raythoen.com.  Your time and honest feedback are much 

appreciated and will be used to help improve the organization around this topic. 

Sincerely, 

Scott Brooks 
Interdisciplinary Leadership EdD Student 
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Appendix D 

                                  Institutional Review Board 
2500 California Plaza, Omaha, NE 68178  Phone: 402-280-2126  

Email: irb@creighton.edu 

 

Research Informed Consent  
CREIGHTON UNIVERSITY RESEARCH INFORMED CONSENT  

 
Protocol Title:  Facilities Teams: Improving the Learning Culture around Failure     
IRB project number:   
Principal Investigator Name:  Scott Brooks  
Principal Investigator:  303 598‐2927 
 
Study Summary 
 
Learning from failure in a team environment is a crucial component for any organization 
wanting to grow and innovate.   When a team does not learn from their failures, it hinders 
performance and negatively influences the company.  The purpose of this case study will 
be to help the Raytheon facilities leadership team understand how two teams within the 
organization learn from and handle failure.   
 
Important things to know: 

 Taking part in research is voluntary. You can choose not to be in this study, or 
stop at any time.  

 If you decide not to be in this study, your choice will not affect your relationship 
with the investigator of this study. There will be no penalty to you.  
 

If you agree to participate in this study; 

 You will be interviewed for approximately 60 minutes using a recording device.   

 There is no more risk expected than is encountered in everyday life with this 
study.  
 

Introduction    
 
The research will focus on how the real estate strategy team and the project management 
team, in the facilities organization, describe, respond to, manage, and learn from failure.  
The case study will include interviewing each member of the two different teams.  Also, 
the study will review the organization's structure, politics, processes, and procedures.  
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This will be done to grasp the team’s behavior around learning from failure and mistakes.  
The researcher will be available to answer any question you may have on the project.   

Study Purpose and Procedures 

The purpose of this qualitative case study is to help the facilities leadership team 
understand how the current teams learn from failure. The results of the project can help 
drive process improvement in the teams and help drive creativity and innovation around 
the topic of learning from failure. 
 
Benefits of Participating in the Study 

The benefits of the study may help the facilities organization increase creativity and 

innovation by understanding how the teams learn from failure. 

Risks of Participating in the Study 

 Risks to the participants of study are minimal, and are no more than is 
encountered in everyday life. 

 One risk worth discussing is the potential social and psychological risks 
associated with accidental disclosure of confidential information from the data 
collected throughout the study. Methods of storing and securing data are 
designed to minimize this risk.   

 
Confidentiality 
 
We will do everything we can to keep your records confidential. However, it cannot be 

guaranteed. We may need to report certain information to agencies as required by law. 

The records we collect identifying you as a participant will be maintained and stored by 

the research, and no one else will have access to these records.  No names will be 

associated with the interview data to ensure all participants stay anonyms.   

Records that identify you and this consent form signed by you may be looked at by 

others. The list of people who may look at your research records are: 

 The investigator  

 The Creighton University Institutional Review Board (IRB) and other internal 
departments that provide support and oversight at Creighton University. 

 
We may present the research findings at professional meetings or publish the results of 

this research study in relevant journals.  However, we will always keep your name and 

other identifying information private. 

Disclosure of Appropriate Alternatives 
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 Another alternative would be to choose not to participate.  
 

Compensation for Participation 

 No compensation will be offered for participation in this study. 
 

Contact Information 

 Please contact Scott Brooks at 303 598‐2927 with any questions. 
 
SIGNATURE CLAUSE 
You are free to refuse to participate in this research project or to withdraw your consent 

and discontinue participation in the project at any time without penalty or loss of 

benefits to which you are otherwise entitled, or any effect on your medical care. 

My signature below indicates that all my questions have been answered. I agree to 

participate in the project as described above. 

                

Printed Name of (person signing) 

__________________________________   __________________     

Signature of (person signing)  Date Signed 

The Creighton University Institutional Review Board (IRB) offers you an opportunity 

(anonymously if you so choose) to discuss problems, concerns, and questions; obtain 

information; or offer input about this project with an IRB administrator who is not 

associated with this particular research project. You may call or write to the Institutional 

Review Board at (402) 280‐2126; address the letter to the Institutional Review Board, 

Creighton University, 2500 California Plaza, Omaha, NE 68178 or by email at 

irb@creighton.edu.  

A copy of this signed form has been given to me.  _______   participant’s Initials 

For the Research Investigator—I have discussed with this participant (and, if required, 

the participant’s guardian) the procedure(s) described above and the risks involved; I 

believe he/she understands the contents of the consent document and is competent to 

give legally effective and informed consent. 

__________________________________   __________________ 

Signature of Responsible Investigator                           Date Signed 
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Bill of Rights for Research Participants 

As a participant in a research study, you have the right: 

1. To have enough time to decide whether or not to be in the research study, and 
to make that decision without any pressure from the people who are conducting 
the research.  

2. To refuse to be in the study at all, or to stop participating at any time after you 
begin the study. 

3. To be told what the study is trying to find out, what will happen to you, and what 
you will be asked to do if you are in the study. 

4. To be told about the reasonably foreseeable risks of being in the study. 

5. To be told about the possible benefits of being in the study. 

6. To be told whether there are any costs associated with being in the study and 
whether you will be compensated for participating in the study. 

7. To be told who will have access to information collected about you and how your 
confidentiality will be protected. 

8. To be told whom to contact with questions about the research, about research‐
related injury, and about your rights as a research participant. 

9. If the study involves treatment or therapy: 

a. To be told about the other non‐research treatment choices you have. 

b. To be told where treatment is available should you have a research‐
related injury, and who will pay for research‐related treatment.  

 

 

 

 

 


