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Abstract

Development of organizational learning requires suitable situation. Meantime, the role of
human-social factors is crucial in creating a learning organization. Thus organization should
have competent employees so it can help to prepare for the development of a learning
organization. Therefore, this study examines the role of empowerment of employees in
developing a learning organization and five main dimensions of empowerment (the sense of
meaningfulness of jobs, job competence, the authority, effectiveness in job, and trusting
colleagues) with four main aspects of the learning organization (corporate culture,
organizational structure and strategy and vision) are considered. The research is descriptive
and correlational. The statistical population includes 574 administrative employees of National
Iranian Oil Products Distribution Company who were selected randomly and 250 of them were

selected as sample. The results of data analysis using structural equation modeling and
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correlation test shows that empowering employees has a large direct impact on the
development of a learning organization, and there is a positive correlation between all aspects
and learning organization. Thus, empowerment of employees can provide appropriate human-
social context for the development of a learning organization. The proposals will be presented to

managers and researchers.
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INTRODUCTION

The organization's environment is constantly changing; today large and complex organizations
of past decades are efficient and these organizations are like dinosaurs that could not adapt
themselves to their environment and were doomed. Large organizations with traditional
structures have no power and flexibility for being in line with changes in the environment and
they have no way but change their own structure in order to survive, or they have to be
equipped with the tools to be able to deal with these global changes. One of the tools to create
and internalization is organizational learning (Mohammadi, 2003).

Many researchers believe that, the learning ability of organizations is the only
competitive advantage and only way to survive in future. and the only way to survive their only
competitive advantage in the future. From the perspective of Peter Synge, "In today's complex
and dynamic world , organizations can maintain their competitive advantage if they learn faster
than their competitor in the form of single integrated entities". To make the learning ability, he
defends the idea of organization development to become a learning organization. The
development of organizational learning ability prepares organizations to work in the real world
due to the paradigm shift of management and increases their ability of self-determination and is
and allows to achieve organizational efficiency factors in order to survive and to sustain in
possible competitive position (Veten et al., 2004). Organizations as a collection of individuals
and groups of people acquire lessons in the face of widespread and rapid environmental
changes over time in terms of their actions and of activities. In other words, organizations
should have learning ability just like people. Thus, we can conclude that one of the major
challenges in the various layers of management is to increase organizational learning
(Mohammadi, 1998).

Although there have been years that the idea of a learning organization introduced, but
the lack of empirical research in the field of learning organization and organizational learning is

evident. On the other hand for development of a learning organization, infrastructures such as

Licensed under Creative Common Page 482



International Journal of Economics, Commerce and Management, United Kingdom

leadership, organizational culture, environment, information technology, and organizational
structure are effective and they should have appropriate characteristics and conditions
(Kalantari, 2008). All of organization themselves and the same are not ready for development
organizational learning. The key to understanding success and failure in the development of a
learning organization is to identify and to provide sufficient context to implement organizational
learning processes effectively. One of these amplifiers, is to have capable employees who have
appropriate learning ability. In the present study, it is considered to explain how and to what
extend is he effect of empowerment aspects of employees on the development of a learning
organization.

There are prerequisites and sufficient infrastructures to develop a learning organization
such as leadership, organizational culture, environment, information technology and
organizational structure (Kalantari, 2008). But | should be noted that the organizational learning
has human nature more than any other aspect; Organizations learn through the way of
employees’ learning. Peter Synge in his book "The Fifth Command" indicates a learning
organization the one that uses individuals, values, sub-systems and lessons and experience to
improve its performance continuously (Mohammadi, 2003).

Therefore, in this study among various infrastructure and enablers of the organization,
the crucial and decisive role of employees in the development of a learning organization has
been considered and we try to have a valid and reliable description about the effect of different

aspects of the empowerment of employees on the development of learning organizations.

LITERATURE REVIEW

Learning Organization

Learning means relatively stable change in behavior or attitude of individual that occurs as a
result of experience. Learning has a few layers: individual, group, inter-sector, inter-
organizational and organizational learning. At the last layer, organization acquires long-term
vision from itself and environment in which it operates. Future horizon is not easy to predict, it
can be very difficult or impossible for managers who have not done it before.

Organizational learning is meant to enhance the organization ability to work effectively
and efficiently. Therefore, learning in organizations is done when managers and other key
factors gain insight about related phenomenon and this knowledge has been reflected in their
behavior and performance and organization (Amrollahi, 2001). Argyris (1978) defined
organizational learning as a process of discovery and correction of errors. In his view, learning
in organizations is done through group activities. Indeed, the set of factors as organizational

learning system may be facilitating or inhibiting individual learning activities (Amrollahi, 2001).
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Between two related constructs-organizational learning and learning organization- there is
difference (Jafari Ghushchi, 2001). Learning organization is defined a form of the organization,
while organizational learning explains processes and activities of the organization (Babaei et al.,
2002).

The concept of a learning organization refers to organizations that show features such
as continuous learning and adaptation and they work on establishment of such features. In
contrast, organizational learning represents the collective learning experiences and is used to
acquire knowledge and develop skills (Mohammadi, 2003).

The learning organization is a type of organization that is improved continually through
creation and refinement of necessary abilities for success. In other words, learning organization
is an organization that facilitates the learning of all its members and improves itself continually
(Denton, 1998). There is consensus on importance of organizational learning and learning
organizations, but there is no model or theory about organizational learning and learning
organizations which is accepted by all experts (Armstrong, 2003).

However, today there is consensus on five main characteristics of learning organization
scholars (JafariGhushchi, 2001): 1. Learning organization is not against individuals who learn;
learning is done simultaneously at three levels: individual, group and organizational. 2. Learning
organization sows organization's ability to change. The more learning organization is and more
and better and more consistent with the environment, it enhances the effectiveness and
dynamism. 3. Learning organization not only facilitates individual learning but also optimizes
structure, culture, business design and the mental models in organization. 4. Learning
organization allows wide participation of employees and clients (customers) in decision-making,
dialogue and knowledge sharing. 5. Learning Organization extends systematic thinking and
organizational memory and then emphasizes training and development of human resources

along with better performance in line with collective goals of organization.

Empowering employees
Environmental challenges of the current era, such as the rapid development of technology,
increased customer expectations and the need for flexibility have forced organizations to seek a
way to sustain their survival. Many of these organizations, therefore, have adopted plans for
empowerment of employees and are trying to enhance the ability of organization to improve
performance and organizational development by developing capable and motivated human
resources.

Employee empowerment means creating a set of capabilities required in employees to

enable them to create added value in the organization and carrying out effective and efficient
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role and responsibility in the organization. Empowerment, is not giving power to people. They
clearly have their own great power (as the capital of knowledge and motivation) that do their job
excellent. Empowerment means freeing this power. In fact, empowerment is different from
strengthening and giving power to people. Power is transferred directly to the people, but the
conditions must be created for empowerment in which people can empower themselves. The
concept of empowerment is beyond the transfer of authority to employees. When empowering
not only the tasks are assigned to employees, but also there are conditions provided so that
employees can decide to do these tasks (Aghayari, 2003).

Reasons of empowerment can be divided into two categories: increasing motivation and
improving productivity of employees and quality of services provided to customers (Babaei,
2002). As a result, employee empowerment changes attitude and behavior of employees.
Increasing job satisfaction, reducing stress, increasing self-confidence, choosing the best way to
do things, increasing compliance, and increasing the speed of response to customer needs are

of attitudinal and behavioral changes (Mohammadi, 2003).

Cognitive dimensions of psychological empowerment of employees

In one of the most famous experimental studies about empowerment, Spritzer (1992) mentioned
four cognitive dimensions (factors) for empowerment. In this study, based on research by
Mishra (1992) a dimension has been added to these aspects.

A) Sense of competency: When people are empowered, they feel self-efficacy, they feel to have
the ability and skills needed for their successful work. Some authors consider this as the main
factor of empowerment; because this is a sense of competency to determine whether people
will try to do hard work and have perseverance or not.

B) Sense of having a right to choose: Empowered people have a sense of self-organization.
"Being self-organized" means a sense of having a right to choose in doing personal tasks. They
see themselves to be self-initiated and can do their own initiative, to take independent decisions
and put new ideas to the test.

C) Sense of effectiveness: people feel strong personal control over their results. They believe
they can influence and change the environment in which they work, and believe that they can
control barriers of external environment and make it in line with their own requirements.

D) Sense of being meaningful: Empowered people feel being meaningful.. They consider their
purpose or activity valuable. Their aspirations and standards are consistent with what they do.
Empowered people are careful about what they are doing and believe in it and because of it,

they have a sense of identity.
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E) Sense of trust in others: Empowered people feel that they will be treated fairly and equally.
They are ensured that their final result, not damage or loss, but will be justice and peace. In
other words, trust means having a sense of personal security. Having this feeling that the
behavior of others is reliable, the information is reliable and can trust promises of colleagues, all
affect a sense of empowerment (Veten et al., 2004).

Theoretical framework

In this study, there are five dimensions of empowerment of employees considered as
independent variables and learning organization as dependent variable based on
aforementioned literature. Dimensions of psychological empowerment of the study are: a sense
of meaningful jobs, professional competence, having authority, being effective at work and
trusting colleagues. The various studies conducted in the field of learning organization: vision,
organizational culture, organizational structure and strategy are considered as key dimensions
of learning organization that dependent variable (i.e. learning organization) can be evaluated

using them.

Figure 1: Theoretical framework
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Research hypotheses
With respect to the issues discussed and the conceptual model of impact employees
‘empowerment on development of a learning organization, the main hypothesis and Sub-

hypotheses developed in this study are as follows:

Main hypothesis
Empowerment of employees has a positive impact on the development of a learning

organization.

Sub-hypotheses

1. There is positive relationship between sense of being meaningful at work and development of
learning organization.

2 .There is positive relationship between sense of being competent at work and development of
learning organization.

3 .There is positive relationship between having authority in performing tasks and development
of learning organization.

4. There is positive relationship between sense of being effective at work and development of
learning organization.

5. There is positive relationship between sense of trust in others and development of learning

organization.

RESEARCH METHODOLOGY

This study is an applied one in terms of its objectives; because its results are used to solve
specific problems within the organization. From the perspective of how to collect data, it is
descriptive-survey; because it tries to obtain information needed from status quo of sample by
using the questionnaire. Also in terms of time, it is cross-sectional and in terms of data type, it

is a quantitative research.

Statistical territory

The sample consisted of 574 people of administrative employees (experts and heads) of
National Iranian Oil Products Distribution Company and standard error is .05 and sample size is
231 people based on sampling formula. In order number of 250 questionnaires distributed
among managers and experts and at last 236 questionnaires were collected (5 questionnaire

were excluded due to being altered).
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Data collection tools

Tools to collect field primary data is a 37-item questionnaire that was used as a 5-level Likert
scale. To test the reliability of questionnaire, the initial sample of 30 respondents was pre-tested
and using SPSS software, confidence coefficient was calculated by using Cronbach's alpha as
96%. Content validity of this questionnaire has been confirmed by several members of experts.

Data analysis approach

In this study, to analyze the data and study the relationships between concepts and dimensions,
factor analysis was used and for the presence or absence of appropriate conditions for
empowerment and organizational learning, binomial test was used, structural equation modeling
was used in order to test main hypothesis of this study and for sub-hypotheses, Spearman

correlation coefficient was used. Statistical software used for SEM analysis was Lisrel.

ANALYSIS AND RESULTS

Confirmatory factor analysis

To investigate the association between indicators and concepts, confirmatory factor analysis
was used in two stages. At first stage, quality and extend of relationship between each of the
measured parameters (questions) and dimensions have been studied and at second stage,
quality and extend of relationship between each main concepts and dimensions (empowerment
and organization learning) were evaluated. In other words, at first stage the extend these
indicators can explain dimension under study and then to what extend these dimensions are in
relation to each concept and can explain it. The results of the factor analysis of the constituent

dimensions of empowerment and learning organization is shown in table 1.

Table 1: Factor analysis of the constituent dimensions of empowerment
and learning organization

Standard Significant

Factor Dimensions Result
rate number
Sense of being meaningful at work .59 11.05 Confirmed
. Sense of being competent at work .29 10.18 Confirmed
Empowering Sense of having authority 72 7.18 Confirmed
employees , - -

Sense of being effective .58 6.78 Confirmed
Sense of trust in others .56 6.16 Confirmed
Organizational structure .83 8.67 Confirmed
Learning Organizational Culture .81 11.03 Confirmed
Organization Strategy .85 9.65 Confirmed
Vision .84 6.83 Confirmed
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According to the results presented in table 1, significance of impact of all considered variables is
confirmed for empowerment and learning organization, because their amount is not between
1.96 and -1.96.

Studying the presence of appropriate conditions for empowerment
and organizational learning

Due to abnormal distribution of data, binominal test was used to assess the presence or
absence of appropriate conditions for the development of a learning organization and
empowerment of employees. In this test, if the likelihood of test is greater than or equal to
observed likelihood, HO is rejected and H1 is confirmed (HO represents the absence of

appropriate conditions and H1 represents the presence of appropriate conditions) (Table 2).

Table 2: The results of the Binomial test

Variable Significance level testratio Observed rate for HO Good condition
Organizational Learning Less than .01 .6 v no
Empowerment Less than .01 .6 2 yes
Sense of being meaningful at work Less than .01 .6 2 yes
Sense of being competent at work Less than .01 .6 0 yes
Sense of having authority Less than .01 .6 4 yes
Sense of being effective Less than .01 .6 4 yes
Trusting colleagues Less than .01 .6 4 yes

As binomial test results show, in studied population the current situation is not suitable for
learning organizations, but there are suitable situation for empowerment and all dimensions.
Hence it can be concluded that, given the relatively high correlation between dimensions of
employees’ empowerment and the development of a learning organization (see Table 2) can
provide favorable conditions for the development of learning organization by empowering

employees more.

Testing of the research hypotheses

Test of Main hypothesis

In order to consider the presence and extend of impact of empowering employees on the
development of a learning organization, structural equation modeling was used. In structural
equation modeling, relations between latent traits extracted based on theory, are checked

according to collected data. In this model, there are 37 explicit variables (including research
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guestions) and six latent variables (expressed dependent and independent variables). After
modeling to assess the validity of model, specific indicators are used including ratio of chi two to
less degree of freedom as allowable amount of 3, the root mean square error of approximation
that must be smaller than .08 and p-value must be smaller than .05, and average fitness index
must be greater than .9.

To determine the significance of mentioned impact, significance modeling and to assess
the quality and extend of this impact, standard model have been used. About significance of
obtained numbers in the model, because hypothesis test is performed with a confidence level of
0.95, then those numbers will be significant that are not between 1.96 and -1.96. This means
those numbers in this interval will not be significant.

Figure 2 shows the significance of impact of employees’ empowerment on development

of learning organization.

Figure 2: The impact model of empowering employees on development of
learning organization in significant mode
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Furthermore, based on indicators presented in table 3, we can judge fithess model.
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Table 3: Fitness indexes of impact of empowering employees on development

of learning organization

Indexes Allowed amount Obtained result
numbers
Chi two to degrees of freedom ratio 4 2 Idf<3 2.94 Proper fithess
P-Value <0.05 0.0000 proper fitness
.08> > .
RMSEA 0.08> RMSEA 0.094 Improper fithess
0.05
Fitness index (GFI) More than 0.9 0.92 Proper fithess
Average fitness index (AGFI) More than 0.9 0.89 Relative proper fithess
CFI More than 0.9 0.92 Proper fithess

Fitness indexes show the properness of measuring model of related variables; because the ratio
of chi two to degrees of freedom is 3.94 and less than allowed amount of 0.05. Also given this
model, the impact of empowering employees on development of learning organization is 7.27
and more than 1.96 and this means this impact is significant. Using standard model, we can
study extend of this impact.

Figure 3: The impact model of empowering employees on development of

learning organization in standard mode
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The model showed the impact of empowering employees on development of a learning
organization is significant. In standard mode, it also showed that leadership of this process
(empowerment of employees) explains 51% of changes in development of a learning
organization. Therefore, the main hypothesis i.e. positive and significant impact of employees’
empowerment on development of a learning organization is confirmed. Also among various
dimensions of empowerment, a sense of having authority has had the highest determining

impact.

Test of sub-hypotheses

After confirming the explaining impact of empowerment of employees on development of a
learning organization, the study of quality and the extend of relationship between each
dimensions are considered (sub-hypotheses); To this end, Pearson correlation coefficient has
been used that its results are provided in table 4. This review has been done at confidence level
of ninety-five percent, if a significant level is greater than %5, HO will be confirmed. This means
the existence of significant relationship between variables; otherwise the existence of such
relationship will be confirmed. The obtained results are provided in table 4 and are analyzed and
concluded based on this trend.

Table 4: The results of the study hypothesis of a subsidiary (the correlation between employee

empowerment and organizational aspects of learning)

A significant and positive relationship Correlation

Hypothesis between coefficient PV Result

1 Sense of meanlngfulne_ss at wor.k aljd 436 012 Confirmed
development of a earning organization

5 Sense of havmg au'Fhor.lty and development 465 009 Confirmed
of a learning organization

3 Sense of pemg effeptlvg and development 304 007 Confirmed
of alearning organization

4 Sense of being competent and 142 035  Confirmed
development of a learning organization

5 Sense of trusting in others and 414 028 Confirmed

development of a learning organization

According to the results presented in table 4,the significance of the relationship between all
dimensions of employees’ empowerment and development of a learning organization has been
confirmed; because the value of significance number was smaller than 0.05. These results
show that as predicted in H1-H5, there is a positive and significant relationship between

dimensions of employees’ empowerment and development of a learning organization. This
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means the improvement of status quo of each of these dimensions can help to develop a
learning organization more. Also among these dimensions, sense of having authority has had
the highest relationship with development of a learning organization (46 percent).

CONCLUSIONS AND RECOMMENDATIONS

The general pattern of relationships between dependent and independent variables in structural
model and correlation test were consistent with the stated hypotheses; each of 6 relationships
was significant and important. Based on the obtained results, the positive impact of employees’
empowerment on development of a learning organization and positive relationship of all
dimensions with development of a learning organization has been confirmed. Hence we can
say that the development of a learning organization can be accomplished in those organizations
have empowered employees and managers and its employees feel they have an important and
significant job, the have a sense of being competent and effective, having necessary authorities
to make decision about job affairs and trust in capabilities and goodwill of their own colleagues.
In such organizations, employees are free to think and act about what they are doing.
Encouraging employees to exchange their knowledge and experiences with each, holding
group meetings in order to exchange ideas and viewpoints, creating a friendly and reliable
atmosphere between employees, group discussion in order to decide ,specifically, increasing
interaction between managers and employees, facilitating employees’ access to information
related to their job, increasing interactions between employees who work in connection with
each other , are considered of measures that can be taken for empowering employees more. In
the following, there are recommendations for the development of a learning organization in the
company with the approach of paying more attention to empower employees.

- One of the characteristics of a learning organization is a shared goal about the prospects and
desired future of organization among members. Therefore, managers should try to picture
desired to employees and show how it can be achieved; some measures are helpful in this
regard such as: forecasting future needs, thinking about the future, creating a clear picture of
the future of the organization for employees, setting high and accessible goals for the future of
the organization and benchmarking of internal and external leading and successful
organizations .

- Culture governing the learning organization is culture and creative thinking, objection-ability,
continuous learning and sharing of knowledge and experiences. In order to development
cultural index of learning organization in studied company and other organizations that seek to
develop the learning organization model, taking these action are suggested: promoting

objection-ability climate in the organization, Involving employees in the decision-making and
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development of group decisions culture and strengthening the team spirit, strengthening the
spirit of innovation and creativity, ensuring the development of creative people, aligning goals of
employees and managers with organizational goals - the development of a culture of shared
responsibility taking, the strengthening of mutual trust, making commitments to learning among
managers and employees and accepting mistakes and failures as a natural phenomenon in the
processes of organizational learning, changing and development .

- With respect to the necessity of cooperative management for building appropriate structure for
learning organization, it is needed to strengthen and reform participation system more than ever
before, and improve its methods through re-engineering initiatives. It is required to create more
horizontal, team-oriented, unfocused, and dynamic structure in this company. Re-engineering
processes is one of the improvement approach in this field that make fundamental changes
simultaneously in structure, culture and technology to implement in field such as customer
service, improving quality, reducing costs and speeding up the necessary reforms and, as a
result the performance of organization will be improved .

- In general it can be said, the existence of empowered human resource is necessary with
regard to human- social nature of organizational learning processes to develop organizational
learning and moving to a learning organization model. Empowered employees can help
organization in order to become learning organization. As a result, the empowerment of
employees can provide a good platform and improve process and the results of organizational
learning activities. Therefore, managers can improve capacity and capability of organizational

learning through empowering employees and providing learning opportunities for subordinates.
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