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Abstract

This study aimed to identify the components of an organizational optimism model based on leadership
style (transformational, transactional), psychological climate, and organizational justice in the education
system of Semnan Province. The study employed a qualitative approach using inductive content analysis.
The participants consisted of 15 academic experts in educational sciences and psychology, selected
through purposive sampling until theoretical saturation was reached. Data were collected through in-depth
semi-structured interviews and analyzed using iterative coding procedures. The trustworthiness of the data
was ensured through participant validation and peer review techniques. The thematic analysis led to the
extraction of 60 basic themes, 12 organizing themes, and 7 overarching themes forming a conceptual

model of organizational optimism. These overarching themes included “supportive work environment,”

“positive behavior of managers and employees,” “professionalism development,” “self-management,”

“cultural grounding,” “removing obstacles to success,” and “facilitating constructive thinking.” The findings
indicate that individual, psychological, structural, and cultural factors simultaneously influence the
development of optimism in educational organizations. This study provides a conceptual framework for the
key components influencing organizational optimism in the education sector. The results offer practical
insights for educational managers to design training and developmental interventions aimed at enhancing
psychological climate, organizational justice, and effective leadership styles.
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Extended Abstract
Introduction
In organizational psychology and educational leadership literature, the concept of organizational
optimism has emerged as a vital construct influencing employee motivation, engagement,
performance, and psychological resilience. Particularly in the public education sector, where human
interactions and emotional labor are predominant, fostering a climate of hope and forward-looking
behavior among personnel is crucial. Organizational optimism not only buffers employees against
the emotional toll of bureaucratic inefficiencies and role ambiguity, but also enhances psychological
well-being and commitment to organizational goals (Majumdar & Kumar, 2022). This construct is
closely tied to leadership behaviors, organizational justice perceptions, and the psychological climate
within institutions.
Recent research emphasizes that leadership style plays a pivotal role in shaping how employees
perceive fairness, psychological safety, and support in their workplace (Cui & Wang, 2025).
Transformational leaders, in particular, are found to inspire trust and emotional attachment among
employees, which in turn strengthens their perception of fairness and equity (Kurian & Nafukho,
2021). In educational organizations, where power distance and hierarchical structures often shape
communication dynamics, leadership behavior significantly mediates the flow of trust, transparency,
and employee optimism (Chou et al., 2021).
Organizational justice, as conceptualized in the literature, comprises distributive, procedural, and
interactional justice. Studies have shown that employees’ perception of fair treatment across these
three dimensions leads to improved psychological empowerment and a greater sense of
organizational citizenship behavior (Kim, 2022). Moreover, perceived justice positively influences
affective commitment and reduces withdrawal behaviors, thereby fostering a climate conducive to
innovation and optimism (Jnaneswar & Ranjit, 2021; Mu’ammal & Mohyi, 2024). Conversely, when
employees perceive injustice, especially in decision-making or reward systems, it leads to feelings
of alienation, mistrust, and disengagement (Yang et al., 2022).
The psychological climate—defined as employees’ collective perception of the emotional tone and
interpersonal dynamics of the workplace—is another critical determinant of optimism. A supportive
climate characterized by mutual respect, openness, and encouragement can lead to greater
psychological availability and feedback-seeking behaviors, which are antecedents of organizational
optimism (Liu et al., 2021). Research has found that a positive climate moderates the adverse effects
of stress, role overload, and competitive tension, thereby sustaining emotional energy and reducing
burnout (Park & Kim, 2022; Shrestha et al., 2024). Conversely, climates driven by competition and
knowledge hiding contribute to cynicism and disengagement (Han et al., 2020).

yov



Personal Development and Organizational Transformation

In educational settings, where emotional investment and value alignment are essential, the
confluence of fair leadership, a psychologically safe climate, and a culture of mutual respect and
support can cultivate enduring optimism among staff. However, there remains a gap in integrative
models that combine leadership styles, justice perceptions, and psychological climate to explain the
emergence and reinforcement of organizational optimism in public education. This study aims to fill
that gap by offering a comprehensive qualitative exploration grounded in empirical insights from
educational professionals in Iran.

Methods and Materials

This study employed a qualitative research design using inductive content analysis to explore the
components of organizational optimism within the educational sector. Data were collected through
in-depth, semi-structured interviews with 15 academic experts in the fields of educational sciences
and psychology. Participants were selected through purposive sampling, ensuring a diversity of
gender, academic rank, and professional experience. Interviews continued until theoretical
saturation was achieved.

The data collection process involved both field-based and documentary methods. Interview
transcripts were analyzed in three coding stages: initial coding (basic themes), intermediate coding
(organizing themes), and final abstraction (global themes). NVivo software was used to facilitate
thematic coding and ensure consistency in data interpretation. Strategies to enhance trustworthiness
included member checks, peer debriefing, and triangulation of data sources.

Findings

The analysis led to the identification of 60 basic themes derived from participant interviews and
supporting documents. These were grouped into 12 organizing themes and, subsequently, 7
overarching or global themes that formed the conceptual framework for organizational optimism in
educational institutions.

The first global theme, supportive work environment, included subthemes such as structural support
for staff, absence of judgment, improved job satisfaction, and procedural clarity. Participants
emphasized the role of transparent communication, job role clarity, and participative decision-making
in fostering trust and optimism.

The second theme, positive behavior of managers and employees, reflected the importance of
transformational leadership behaviors, emotional sensitivity, benevolence, and the alignment of
values between leaders and followers. Themes such as benevolent leadership, manager honesty,
and attention to staff needs emerged prominently.

The third global theme, professionalism development, encompassed citizenship behavior, effective
teamwork, and capacity building. Participants stressed the need for value congruence,
empowerment, continuity in leadership, and a culture of mutual support to facilitate long-term
optimism.

The fourth theme, self-management, integrated subthemes like emotional self-regulation, goal
orientation, personal responsibility, and internal motivation. Elements such as self-awareness,
emotional intelligence, and resilience were frequently highlighted as personal enablers of
organizational optimism.

The fifth theme, cultural grounding, encapsulated the emotional and ethical fabric of the organization,
with emphasis on empathy, moral leadership, psychological safety, and growth mindset. The study
found that emotional resonance and cultural empathy among staff significantly influenced collective
optimism.
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The sixth theme, removing barriers to success, addressed stress management, trust repair, and
constructive response to challenges. Effective conflict resolution, psychological safety, and fairness
in addressing employee concerns were deemed essential for sustaining optimism.

Finally, the seventh theme, facilitating constructive thinking, comprised elements like creative
problem-solving, forward-thinking, experiential learning, and collaborative ideation. These
components were seen as reinforcing a culture of growth and continuous learning.

Discussion and Conclusion

The findings of this study underscore the multidimensional nature of organizational optimism and
highlight the interconnected roles of leadership behavior, justice perception, and psychological
climate in shaping employees’ future-oriented attitudes. In particular, the study demonstrates that
optimism in educational institutions is not an isolated psychological trait but a systemic outcome of
organizational practices, cultural norms, and interpersonal dynamics.

The prominence of leadership-related themes—such as benevolence, empowerment, and
integrity—points to the essential role of ethical and transformational leadership in modeling
optimism-inducing behaviors. Managers who actively listen, show concern for staff well-being, and
involve employees in meaningful decision-making processes are more likely to cultivate optimism
and engagement.

Equally important is the perception of justice in organizational procedures. When employees believe
that outcomes are fairly distributed, processes are transparent, and interpersonal treatment is
respectful, their emotional commitment and sense of hope toward the organization intensify.
Organizational justice, thus, acts as both a motivational force and a psychological anchor for
optimism.

The results also affirm the critical role of psychological safety and emotional culture. An environment
that allows vulnerability, supports emotional expression, and promotes mutual understanding fosters
collective confidence in the future. Such climates enable individuals to take risks, learn from
mistakes, and remain hopeful even in the face of setbacks.

This study offers a grounded conceptual framework that is both practically relevant and theoretically
robust. It integrates psychological, structural, and cultural dimensions into a cohesive model of
organizational optimism tailored to the educational context. By articulating the dynamic interplay
between personal dispositions, leadership styles, and systemic factors, the model provides a
valuable tool for educational leaders aiming to create hopeful and high-performing institutions.
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