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The study explores the link be-
tween organization learning and
work engagement in an IT
Organisation. Dimensions of the
Learning Organization Ques-
tionnaire was used to collect data
from the sample respondents. The
data was subjected to statistical
analysis. Regression results in-
dicate that only two dimensions
(connecting the organization to
the environment and empowering
employees) out of the seven Di-
mensions of the Learning Orga-
nization Questionnaire emerged
as significant predictors of work
engagement. The results and im-
plications of the findings are dis-
cussed.

A.UdayBhaskar is Associate Professor (Human
Resource Management Area), Institute of
Management Technology, Ghaziabad.E-mail:
abhaskar@imt.edu. Bijaya Mishra is Assistant
Professor of OBHR Area at IIM Ranchi. E- mail:
bijayamishra@iimranchi.ac.in.

I ntroduction

Coping with uncertainty and turbu-
lence has become imperative for organi-
zations to survive. The survival/coping
strategies are an outcome of accumula-
tion/acquisition of new knowledge that
happens through ‘learning’. Therate at
which individualsand organizationslearn
may become the only sustainable com-
petitive advantage (Stata, 1989). Hence,
learning can be viewed as something very
vital to the core of an organization.

Learning per se happensin all orga-
nizations, but when the amount and na-
ture of learning happensin alarge scale/
magnitude, such an organization could be
termed as a ‘learning organization’.
Though the concept of ‘organizational
learning’ isrooted in academic and prac-
titioner literature sincealong time, ‘learn-
ing organization’ became more popular
with the advent of Senge’swork in 1990
through his seminal work The Fifth Dis-
cipline. Senge (1990) defines a learning
organization as one “where people con-
tinuously expand their capacity to create
the results they truly desire, where new
and expansive patterns of thinking are
nurtured, where collective aspiration is
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A learning organization is one
where new knowledge is gener-

ated with the collective learning of
people. \

set free, and where people are continu-
ally learning how to learn together”. So
alearning organization is one where new
knowledge is generated with the collec-
tive learning of people. From its incep-
tiontill date, the notion of ‘learning orga-
nization’ has captured the attention of
both researchers and practicing manag-
ers as ‘something’ that can be incorpo-
rated into organizational design, to bring
significant effect on organizational out-
come. This concept was conceived as
something that can be incorporated into
organizational design, to bring about sig-
nificant impact on organizational outcome.
Accordingto (McGill & Slocum, 1993:67),
the primary responsibility of the manage-
ment and the focus of management prac-
tices in learning organization are to cre-
ate and foster a climate that promotes
learning. Here the management encour-
ages ‘experimentation creates a climate
for open communication, promotes con-
structive dialogue, and facilitates the pro-
cessing of experience’. On the other hand,
employees areresponsiblefor ‘ gathering,
examining, and using theinformation that
drives the learning processes' . The sev-
eral core behaviors pertaining to such type
of organizationsare; learning culture, con-
tinuous experimentation, network inti-
macy, accurate information systems, re-
ward system that recognizes and rein-
forceslearning, proper selection of human
resources, and role of leader in promoting

learning. (Watkins & Marsick, 1996) iden-
tified seven complementary actionimpera-
tives that lead organizations towards be-
coming learning organizations. These are,
create continuous learning opportunities,
promote inquiry and dial ogue, encourage
collaboration and team learning, estab-
lish systems to capture and share learn-
ing, empower peopletoward acollective
vision, connect the organization to itsen-
vironment, use leaders who model and
support learning at the individual, team,
and organizational levels. According to
(Ulrichetal., 1993a: 52), in order to build
and diffuselearning throughout an orga-
nization, managers should ensure that
certain ideas that need to be generated
and generalized in the organization. Some
of these are; building a culture focused
on learning capability, development of
competence, ensuring a fluid organiza-
tional structure, proper reward manage-
ment system. Thus, certain attributes or
characteristics are unique to a learning
organization.

Mishra et al. (2005) suggested cer-
tain learning mechanismsthrough which
organizations augment adaptability re-
guirements and stand out as learning or-
ganizations. What distinguishes learning
organizations from others? Do they have
some specific attributes that define their
learning capability? Is there a relation-
ship between organizational learning ca-
pability and performance outcomes? In
this context, Mishra et al. (2005) noted
“one of the major research challenges
articulated in the literature is in estab-
lishing relationship between attributes of
alearning organization and organizational
performance”.
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Watkins & Marsick (1996: 4) pro-
posed an integrated model for alearn-
ing organization and defined one as “ that
learns continuously and transformsitsel f
... Learning is a continuous, strategi-
cally used process—integrated with and
running parallel to work”. They pro-
posed seven action imperatives or di-
mensions viz., create continuous learn-
ing opportunities, promoteinquiry and
dialogue, encourage collaboration and
team learning, create systems to cap-
ture and share learning, empower people
toward a collective vision, connect the
organization to its environment, provide
strategic leadership for learning and two
dimensions relating to performance out-
comes viz., financial performance and
knowledge performance that character-
ize organizationsin their journey towards
|earning organizations. Further they pro-
posed that learning activities should oc-
cur at four organizational levels, i.e.,
individual, team and/or group, organiza-
tional, and global. The seven dimensions
in thismodel address learning activities
at the above mentioned four levelsin an
organization.

Work Engagement

Organizations need proactive em-
ployeeswho can takeinitiative and col-
laborate seemly with their colleagues
and own responsibility for their own
development and deliver high quality
work. Thus, employees are needed
who feel energetic and dedicated, and
who are absorbed by their work. In
other words, organizations need en-
gaged workers (Bakker & Schaufeli,
2008).

There are three dimensions of Work
Engagement viz., vigor, dedication, and
absorption (Schaufeli & Bakker, 2004).
Vigor is high energy, resilience, a will-
ingness to invest effort on the job, the
ability to not be easily fatigued, and per-
sistence when confronted with difficul -
ties. Dedication is a strong involvement
in work, enthusiasm, and sense of pride
and inspiration. Absorption is a pleasant
state of being immersed in one's work
experiencing time passing quickly, and
being unable to detach from the job.
Highly engaged employeesidentify with
their jobs personally and are deeply mo-
tivated to work. They tend to work
harder and more productively than the
othersand are morelikely to produce the
resultstheir customers and organizations
want.

‘ Highly engaged employees identify
with their jobs personally and are
deeply motivated to work. \

Engagement wasformally defined by
Kahn (1990) as*the simultaneous employ-
ment and expression of a person’s pre-
ferred self in task behaviors that promote
connections to work and to others, per-
sonal presence (physical, cognitive, emo-
tional) and active, full performances’.
Based on the perspective of Kahn, em-
ployee engagement isthe best description
of amultidimensiona motivational concept
reflecting the simultaneous investment of
an individual’s physical, cognitive, and
emotional energy in active and full per-
formance. Employee engagement is a
positive attitude held by the employeeto-
wards the organization and its value.
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The attributes of employee engage-
ment enlist culture of respect, construc-
tive feedback, opportunitiesfor advance-
ment, rewards and recognitions, |eader-
ship, clear job responsibilities and neces-
sary equipment for work. Existence of
wellness program is also important
(Gurcheik, 2008), strong training and de-
velopment opportunities, encouraging
team inclusion, customized benefits, and
promoting aculturethat includesflexibil-
ity and supervisor supportiveness. Many
studies found reward and incentive pro-
grams as triggers for enhancing engage-
ment (Miller, 2008). Individual, worker-
centered factors have included a sense
of contribution (Soyars & Brusino, 2009),
a strong identification with their work
(Bakker, Schaufeli, Leiter, & Taris, 2008),
connections to other employees and su-
pervisors (Soyars & Brusino, 2009), a
sense of personal control (Pech, 2009),
opportunitiesfor learning, ability to offer
suggestions, feedback about the results
of efforts, and worker empowerment
(Rhoads, 2009). Thomas (2009) focused
on employee engagement as the devel-
opment of intrinsic rewards. Such re-
wards included a sense of meaningful-
ness, competence, choice, and progress.
These are guided by the ability to self-
manage.

Organization Learning & Work
Engagement

Literature has been silent on the link
between | earning organization and work
engagement. But there seems to be an
underlying linkage between the two.
Learning at theindividual level is“the
ways in which people make meaning

of situations they encounter, and the
way in which they acquire and apply
the knowledge, attitudes, and skillsthey
need to act in new ways” (Watkins &
Marsick, 1999: 81). Individual learning
is fostered by creating continuous
learning opportunities and promoting
inquiry and dialogue (Watkins &
Marsick, 2003). Through teams, people
learn how to work collaboratively,
which is valued by the culture and re-
warded. This |eads to the engagement
of employees in their work. Kahn’'s
(1990) seminal grounded theory of en-
gagement and disengagement posited
that employee engagement was the
concurrent expression of one’s pre-
ferred self and the promotion of con-
nectionsto others. Disengagement was
posited to be the withdrawal of one-
self and of one’s preferred behaviors,
promoting alack of overall connected-
ness, emotional absence and passive
behavior. The choice to express one’s
authentic self was understood as the
emotional, social and physical act of
engagement (Shuck & Wollard, 2010).
Humans become drawn into their work,
physically and emotionally, in waysthat
display how they experience work.
“Self expression underlies what re-
searchers refer to as creativity, the use
of personal voice, emotional expression,
authenticity, non-defensive communica-
tion, playfulness, and ethical behavior”
(Kahn, 1990: 700). Every day, workers
choose to “express and employ their
[authentic] selves [. . .] or withdraw
and defend their [authentic] selves” at
work (Kahn, 1990: 692). Thus, it ap-
pears |logical to propose that organiza-
tional learning fosters better work en-
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gagement among employees. Thus, the
objectives of the study are:

‘ Organizational learning fosters
better work engagement among

employees.

1) To explore the link between organi-
zation learning and employee engage-
ment.

2) To examine how higher organiza-
tional learning leads to better work
engagement.

Hypotheses of the Study

H1: Creating continuous|earning oppor-
tunitiesis positively related to work
engagement.

H2: Promoting inquiry and dialogue
withinin the organization will lead to
higher work engagement.

H3: Higher the collaboration and team
learning, higher the work engage-
ment.

H4: Empowering employees towards
common vision will lead to higher
work engagement.

H5: Providing a strategic leadership to
learning will lead to higher work en-
gagement.

H6: Connecting the organization to the
environment will positively lead to
work engagement.

H7: Strategic Leadership will lead to
positive work engagement.

M ethodology

The study was conducted in a mul-
tinational 1T firm operating in the Na-
tional Capital Region of Delhi. Thiswas
founded in 1990 with a promise to de-
liver the right business results on time
and on budget. It isapublic listed com-
pany headquartered in Boston and has
offices across US, Canada, Germany
and Netherlands, Indiaand UK. Thisis
aglobal services firm that innovates in
marketing, technology and business op-
erations. Thisorganization isknown for
its cutting edge HR practices and is a
trendsetter in many innovative practices.
The purpose of its existence is to be a
great company enabling human poten-
tial.

Sample & Procedure

Full-time employees working for the
organization constituted the sample for
the research. The responses of the em-
ployees were captured on a structured
guestionnaire. The researchers also vis-
ited the research site during the research.
The questionnaire survey was adminis-
tered online to the sample respondents.
Thelink to the soft copy of the question-
naire was mailed to the target respon-
dents. The respondents accessed the
guestionnaireclicking on thelink provided
to them during their office hours or at
their leisure time. The link was sent to
157 employees, out of which 87 re-
sponses were obtained. Out of the 87
respondents, 51 were males and 36 were
females. The respondents were asked not
to mention their names and were assured
confidentiality of the data.
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M easur es

Two measures were used to collect
data for the study. These were standard
guestionnaires and were in English lan-
guage as all the working managers had
good knowledge of English.

The Dimensions of the Learning
Organization Questionnaire (DLOQ):
Watkins & Marsick (1996: 4) proposed
an integrated model for alearning orga-
nization and defined alearning organiza-
tion as“one that learns continuously and
transforms itself . . . Learning is a con-
tinuous, strategically used process — in-
tegrated with and running parallel to
work”. They proposed seven action im-
peratives or dimensions and two dimen-
sions relating to performance outcomes
that characterize organizations in their
journey towards learning organizations.
The seven dimensions are continuous
learning, inquiry and dialogue, collabora-
tion and team learning, systemsthat cap-
ture and share learning, people empow-
erment, connecting the organizationtoits
environment, and strategic leadership for
learning, and two dimensionsrelating to
results/outcomes (financial performance
and knowledge performance). The seven
dimensions of learning organization are
categorized into four levels:

(1) Individual level (continuouslearning,
inquiry and dialogue)
(2) Team level (team learning)

(3) Organization level (empowerment,
systems that capture and share
learning)

(4) Global level (strategic leadership and
connection to environment)

Theoriginal DLOQ has55items. But
for this study, the shorter version of
DLOQ with 21 items was used to col-
lect data. All the seven dimensions men-
tioned above have three items each
which sums the total number of itemsto
21. TheDLOQ isavery well established
scale used in various contexts in differ-
ent countries. It has sound psychometric
properties. The coefficient of alpha for
these seven dimensions is presented in
Table1l. DLOQ isasix-point likert scale.

Work Engagement Scale: The work
engagement scale was developed by
Schaufeli & Bakker (2003). This scale
assesses work engagement through three
dimensionsi.e., viz. absorption, dedica-
tion and vigor. The original version of the
scale has seventeen items. For this study,
the shorter version of the scale with nine
items was chosen. The questionnaire is
available in many foreign languages. It
isaseven point likert scale.

Results

The scale on Dimensions of Learn-
ing Organisation Questionnaire and Work
Engagement were established scales.
Thereliability of the scales was assessed
through Cronbach’s coefficient alpha.
The reliability coefficients of the study
variablesisgiven in Table 1whichshows
that reliabilities of the study variables
range from .743 to .969 which is accept-
able. Theresultsof reliability coefficients
indicate that the measures have sound
psychometric properties.
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Table 1 Reliability Coefficients of the Study Variables

Scale No of Items Cronbach Alpha
Create Continuous Learning Opportunities 3 .869
Promoteinquiry and dialogue 3 744
Encourage Collaboration and Team L earning 3 779
Create Systems to capture and Share Learning 3 .796
Empower people toward a collective vision 3 921
Connect the organization to its environment 3 .743
Provide strategic leadership for learning 3 .853
Work Engagement 9 .969

After establishing thereliabilities of
all the scales, we formed composite vari-
ables for each construct from their re-
spective items and used those compos-
ites as single predictors of their respec-

tive factors. Almost all the correlations
among study variablesarein the expected
direction. Means, standard deviations
and inter correlations of the study vari-
ables are given in Table 2.

Table 2 Means, Standard Deviation & Correlations among Study Variables

Means D cL ID CTL SCL EP  CO 4 ENG
CL  10.824  3.680 1
ID 775" 1
11.000  3.667  .000
cTL 690" 697" 1
10.108  3.699  .000  .000
scL 543" 496" 687" 1
9973 3814 .000 .000  .000
EP 10378 4130 533" 496" .738" .857" 1
000 .000  .000 .000
co 559" 457" 678" .805" .822" 1
10.364  4.056 000 .000 .000 .000 .000
9 5417 5617 7447 828" 847" 791" 1
9.445  4.304 000 .000 .000 .000 .000  .000
ENG 40.135 192 117 4770 668" 761" 736"  .635" 1
12494 101 320 .000 .000 .000 .000  .000
0.01 Level (2-tailed)
N= 87

To test our hypotheses, work engage-
ment was regressed on all the seven di-
mensions of DLOQ using step-wise re-
gression method. Theresults of the step-
wise regression analysis are presented

in Table 3. It can be observed that out of
the seven dimensions of DLOQ), only the
two dimensionsviz., connect the organi-
zation to the environment(H6) and em-
powering people (H4) emerge as predic-
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torsof work engagement. Though inquiry
and dialogue (ID) is one of the predic-
tors of work engagement (WE), but the

beta coefficients are negative and the
correlation between the ID and WE is
not significant.

Table 3 Results of Regression between Dimensions of DLOQ & Work Engagement

Model R R Square Adjusted R Square Std. Error of the Estimate
1 .761(a) .579 .573 8.16518
2 .818(b) .669 .660 7.29064
3 .848(c) 719 707 6.76265

a Predictors: Empowering People

b Predictors: Empowering People and Inquiry and Dialogue
¢ Predictors: Empowering People, Inquiry and Dialogue and Connecting Organization to Environ-

ment
Criterion: Work Engagement

Table 4 Coefficients(a)

Model Non-standardized Standardized t Sg.
Coefficients Coefficients
B Std. Error Beta
1 (Constant) 16.250 2.582 6.293 .000
EMP 2.301 231 .761 9.947 .000
2 (Constant) 23.817 2.878 8.277 .000
EP 2.821 .238 .932 11.852 .000
ID -1.178 .268 -.346 -4.394 .000
3 (Constant) 21.956 2.721 8.070 .000
EP 1.874 347 .620 5.404 .000
ID -1.264 .250 -.371 -5.062 .000
CcO 1.219 .345 .396 3.538 .001

Dependent Variable: Work Engagement
Discussion

Out of the Seven dimensions of
DLOQ, only two dimensions viz., con-
necting organi zation to environment and
empowering employees emerge as pre-
dictors of work engagement (WE). The
third dimension that entered into the re-
gression equation isinquiry and dialogue
(ID) but the correlation between the 1D
and WE is not significant (Table 2) and
in the regression equation, though it
emerged as one of the predictors but the

beta coefficients were negative and
hence it does not support our H2 and
hence the hypothesisis not proved. The
other four dimensions of DLOQ did not
emerge as predictors of work engage-
ment. Employees feel more engaged
when they are empowered to take deci-
sions and are given more autonomy in
their work. We see a shift in organiza-
tions where empowerment as an attribute
is practiced and encouraged among all
progressive organizations. With the ad-
vent of the knowledge enterprise and
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knowledge employees, the era of control
and command is giving way to empow-
ering work places. Therefore, it should
be the concern of business and HR man-
agers to empower their employees im-
mensely so that they feel more attached
to the workplace and work.

‘ It should be the concern of busi-
ness and HR managersto empower
their employees immensely so that

they feel more attached to the
wor kplace and work. \

Adapting to the external environment
and capability to cope with changeisone
of the yardsticksfor survival. One of the
strong predictors of work engagement in
the study is connecting the organization
to the environment. Employees in the
process while establishing connections
with the environment might acquire some
new skills/competencies which may hold
them in good stead for their future em-
ployability. This might foster better en-
gagement with their work. It is a little
difficult to explain why the other four di-
mensions fail to predict work engage-
ment. It might have something to do with
the sample organization taken for the
study or due to some other factor.

Conclusion

Organizational learning can foster
work engagement. Taking acue from the
study, two factors that strongly predict
work engagement, are connecting orga-
nization to environment and empowering
employees. Organizations haveto design
systems in such a way that employees

feel empowered on jobs and they are
constantly looking for opportunities
wherein they can develop right connec-
tions to the environment and they can
shape up and re-skill themselvesfor bet-
ter employability and futurejob prospects.
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