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Abstract

The present study aimed to identify the dimensions, components, and conceptual model of employees’
questioning skills in higher education institutions and to explain the factors influencing their formation,
development, and outcomes. This study employed a qualitative approach using grounded theory
methodology. The research population consisted of faculty members, administrators, managers, and
employees of higher education institutions who were selected through purposive sampling. Data were
collected through in-depth semi-structured interviews, and sampling continued until theoretical saturation
was achieved. A total of 14 interviews were conducted. Data were analyzed through open, axial, and
selective coding procedures. To ensure trustworthiness, participant validation, expert review, and
continuous monitoring of the analytical process were applied. The analysis resulted in the extraction of 158
concepts, 50 subcategories, and 6 major categories. Causal conditions included organizational loyalty,
critical thinking, organizational climate, social intelligence, employee motivation, personal advancement
orientation, organizational honesty, organizational decision-making, questioning competence,
environmental requirements, employee development, and job enthusiasm. Contextual conditions
comprised organizational courage, monitoring and control systems, organizational competitiveness,
effective organizational culture, self-awareness, organizational learning, organizational knowledge and
insight, and professional ethics. Political factors, economic factors, managerial capabilities, and
organizational authority emerged as intervening conditions. Strategies for developing questioning skills
included strategic thinking, knowledge management, social participation, employee training and
empowerment, idea promotion, and problem-solving. The consequences included clarification of
ambiguities, systems thinking, effective communication, improved quality of work life, creativity and
entrepreneurship, enhanced professional competencies, increased information validity, and strengthened
self-esteem. The central phenomenon was conceptualized through curiosity stimulation, organizational
voice, self-confidence, open-mindedness, and organizational collaboration. Employees’ questioning skills
in higher education institutions constitute a multidimensional and strategic phenomenon shaped through
the interaction of individual, organizational, and environmental factors. Developing this competency can
enhance organizational learning, improve decision-making, increase employee participation, strengthen
innovation, and improve educational service quality. Therefore, establishing an organizational culture
characterized by dialogue, transparency, participation, and continuous learning is essential for
institutionalizing questioning skills within higher education settings.

Keywords: Questioning Skills, Employees, Higher Education, Grounded Theory, Organizational Learning,
Organizational Voice, University Management.
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Extended Abstract

Introduction

In contemporary higher education institutions, employees are expected to perform roles that extend
beyond routine administrative duties and encompass active participation in organizational learning,
decision-making, problem-solving, and service improvement. As universities increasingly operate
within dynamic, knowledge-intensive, and stakeholder-oriented environments, the ability of
employees to ask meaningful, constructive, and analytical questions has become a critical
competency. Questioning skills facilitate information gathering, reduce ambiguity, support

organizational learning, strengthen communication processes, and contribute to evidence-based
decision-making. Despite the growing importance of this competency, limited research has
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specifically examined the dimensions and components of employee questioning skills within higher
education settings.

Previous studies have emphasized the importance of managerial competencies, communication
capabilities, organizational participation, and critical thinking in improving organizational
effectiveness. Research has demonstrated that managerial skills significantly influence employee
performance, institutional effectiveness, and educational outcomes (Akporehe & Asiyai, 2023;
Pasaribu et al., 2024). Similarly, studies on educational leadership have highlighted the role of
managerial effectiveness, organizational culture, and communication systems in promoting
employee engagement and organizational commitment (Oparaji et al., 2024; Oredein & Bello, 2022).
Critical thinking has also been identified as a fundamental prerequisite for questioning behaviors and
reflective organizational practices (Bakhtazmay & Farhangi, 2017). Furthermore, questioning-based
educational approaches have been shown to enhance learning, decision-making, and analytical
abilities among participants (Praxedes et al., 2016).

Recent investigations have further demonstrated the significance of organizational transparency,
leadership characteristics, ethical management, and employee participation in shaping productive
organizational environments (Andres, 2024; Ayan & Baykal, 2024; Friday et al., 2024). Research on
organizational learning, managerial performance, and knowledge management indicates that
institutions capable of encouraging inquiry and dialogue are more likely to foster innovation and
sustainable development (Nurdin et al., 2024; Odo, 2023). Moreover, employee involvement in
organizational processes and decision-making has been linked to stronger organizational
commitment and improved performance outcomes (Yanti & Widodo, 2022). Studies have also
emphasized the importance of centralized service systems, managerial competencies in digital
educational environments, and structured assessment methods for enhancing organizational
effectiveness (Brown & Vincent, 2022; Galle et al., 2025; Nurcholis et al., 2024). In addition, career
development, work-life balance, and professional learning opportunities have been identified as
factors that encourage employee growth and proactive organizational behavior (Devindi &
Rajapaksha, 2022). Collectively, these findings suggest that questioning skills may represent a
multidimensional construct influenced by individual, organizational, managerial, and environmental
factors (Akporehe & Asiyai, 2023; Nurdin et al., 2024; Pasaribu et al., 2024). Therefore, the present
study aimed to identify the dimensions and components of employee questioning skills in higher
education centers through a qualitative grounded theory approach.

Methods and Materials

This study employed a qualitative methodology using the grounded theory approach. The research
was conducted to identify and conceptualize the dimensions and components of employee
guestioning skills within higher education institutions. The study population consisted of university
faculty members, administrators, managers, and employees working in higher education centers
who possessed relevant academic qualifications and professional experience related to
organizational management, education, and administrative processes.

Participants were selected through purposive sampling based on their expertise, experience, and
familiarity with organizational processes in higher education. Sampling continued until theoretical
saturation was achieved, meaning that no new categories or concepts emerged from subsequent
interviews. Saturation was reached after fourteen semi-structured interviews.

Data were collected through in-depth semi-structured interviews. The interview protocol focused on
identifying causal conditions, contextual factors, intervening conditions, strategies, consequences,
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and the central phenomenon associated with employee questioning skills. All interviews were audio-
recorded, transcribed verbatim, and reviewed multiple times to ensure familiarity with the data.
Data analysis followed the grounded theory coding procedures, including open coding, axial coding,
and selective coding. During open coding, meaningful statements were identified and converted into
initial codes. Similar codes were then grouped into concepts and categories during axial coding.
Finally, selective coding was conducted to integrate categories into a coherent conceptual framework
explaining employee questioning skills in higher education institutions. Trustworthiness was ensured
through member checking, expert review, audit trails, and repeated coding procedures.

Findings

Analysis of the interview data resulted in the extraction of 158 concepts, 50 subcategories, and 6
major categories. The identified categories included causal conditions, contextual conditions,
intervening conditions, strategies, consequences, and the central phenomenon of employee
guestioning skills.

The causal conditions influencing questioning skills consisted of organizational loyalty, critical
thinking, organizational climate, social intelligence, employee motivation, desire for personal
advancement, organizational honesty, organizational decision-making, questioning competence,
environmental requirements, employee development, and job enthusiasm. Participants emphasized
that employees who demonstrate responsibility, critical reflection, social awareness, motivation, and
commitment are more likely to engage in constructive questioning behaviors.

Contextual conditions included organizational courage, monitoring and control systems,
occupational tendencies, organizational competitiveness, accountability and transparency, effective
organizational culture, individual responsibility, self-awareness, thinking skills, mental readiness,
advocacy, organizational learning, organizational knowledge and insight, and professional ethics.
These factors provided the organizational and psychological environment necessary for the
emergence and sustainability of questioning behaviors.

Intervening conditions comprised political factors, economic factors, managerial capabilities, and
organizational authority structures. Participants noted that political instability, budget limitations,
managerial inconsistency, authoritarian practices, and organizational bureaucracy could either
facilitate or inhibit questioning behaviors among employees.

The strategic dimension included strategic thinking, social participation, transformation in work life,
logical decision-making, continuous future orientation, knowledge management, employee training
and empowerment, managerial empowerment, idea promotion, question quality improvement, and
problem-solving. These strategies represented practical mechanisms through which questioning
skills could be cultivated and strengthened within higher education institutions.

The consequences of employee questioning skills were found to include clarification of ambiguities,
systems thinking, reduction of unnecessary information, effective communication, improved quality
of work life, creativity and entrepreneurship, enhanced professional competencies, increased
information validity, and strengthened self-esteem. Participants reported that questioning behaviors
contribute to organizational learning, innovation, informed decision-making, and overall institutional
effectiveness.

Finally, the central phenomenon of employee questioning skills was conceptualized through
dimensions such as curiosity stimulation, modeling of questioning and thinking, self-confidence,
organizational voice, open-mindedness, verbal intelligence, and organizational collaboration. These
dimensions collectively reflected the essence of questioning as an active, reflective, and participatory
organizational behavior.
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Discussion and Conclusion

The findings of this study demonstrate that employee questioning skills constitute a multidimensional
organizational competency shaped by a complex interaction of personal, organizational, managerial,
and environmental factors. Rather than representing a simple communication technique, questioning
emerged as a comprehensive capability encompassing critical thinking, motivation, ethical
awareness, self-confidence, organizational participation, and knowledge creation.

The results indicate that employees are more likely to engage in effective questioning when they
experience supportive organizational climates, transparent communication systems, psychological
safety, professional growth opportunities, and participatory management practices. Conversely,
authoritarian structures, unstable leadership, resource constraints, and restrictive organizational
cultures may suppress questioning behaviors and contribute to organizational silence.

The identified strategies suggest that questioning skills can be intentionally developed through
training, empowerment programs, organizational learning initiatives, knowledge-sharing systems,
and opportunities for collaborative problem-solving. These findings highlight the importance of
creating educational and managerial environments that encourage curiosity, dialogue, reflection, and
constructive inquiry.

The consequences identified in this study further demonstrate the organizational value of questioning
skills. Effective questioning contributes to improved decision-making, stronger communication,
enhanced creativity, better information quality, greater employee confidence, and increased
organizational adaptability. In knowledge-based institutions such as universities, these outcomes are
particularly important because organizational effectiveness depends heavily on learning, innovation,
and the continuous exchange of ideas.

Overall, the study proposes a comprehensive grounded theory model of employee questioning skills
in higher education centers. The model illustrates how questioning behaviors emerge from the
interaction of causal, contextual, and intervening conditions, are strengthened through organizational
strategies, and ultimately generate significant individual and organizational outcomes. The findings
suggest that higher education institutions seeking sustainable development and organizational
excellence should view questioning skills not merely as individual traits but as strategic
organizational capabilities that can be cultivated, supported, and institutionalized. By fostering
environments characterized by openness, participation, critical reflection, and continuous learning,
universities can strengthen employee questioning skills and thereby enhance both organizational
performance and educational quality.
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