
Creating a Culture of Learning in the Workplace:
An Exploratory Study

M. Srimannarayana

M. Srimannarayana is Professor, XLRI,
Jamshedpur. E-mail:sriman@xlri.ac.in

This study attempts to assess the
employees’ perceptions of learn-
ing culture prevailing in differ-
ent organizations in India. The
data collected from 236 human
resource and training and devel-
opment professionals working in
different organizations form the
basis for the study. The study
found that there is moderate level
of learning culture existing in the
organizations. 36.50% of the or-
ganizations demonstrated a high
or very high learning culture.
There is no significant difference
in the learning culture prevailing
in the organizations based on the
nature of business, organiza-
tional size, and their geographi-
cal orientation. Integrating tal-
ent management system with
learning and development, in-
creased support of learning and
development function and orga-
nizational leaders would help in
enhancing the learning culture.
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Introduction

The world’s economic order is chang-
ing. Technical advancements, dynamic
customer demands, increasing globaliza-
tion, blurring of organizational boundaries,
and increasing competition are all com-
bining to produce organizational environ-
ments more turbulent and volatile than
ever before (Parry & Proctor-Thompson,
2003). Organizational leaders and em-
ployees have to be ready to learn to cope
with the changing expectations of their
organizations, based on the changes tak-
ing place so that organizations can sur-
vive and grow in the changing economic
environment.  Learning strengthens indi-
vidual performance which would help to
enhance organizational performance.
Employees learn new knowledge, skills
and abilities on a continuous basis pro-
vided learning culture of their organiza-
tions supports it.  A learning culture is
one which continuously seeks, shares,
and applies new knowledge and skills to
improve individual and organizational per-
formance. The importance of the pursuit
and application of learning is expressed
in organizational values and has perme-
ated all aspects of organizational life.
Building a culture of learning is the foun-
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dation of a successful organization. Ro-
bust cultures of learning are distinct hall-
marks of organizations that consistently
produce the best business results (ATD,
2016). The present paper attempts to
assess learning culture prevailing in In-
dian organizations.

Literature Review

Meaning of Learning Culture:
Learning culture is a concept that reflects
organizational behavior from the perspec-
tive of learning and development. Simi-
lar to many other concepts in organiza-
tional studies such as motivation and job
satisfaction, the concept of learning cul-
ture is a construct that represents an
abstract variable that can be derived
from either theory or observation (Yang,
2003).The terms ‘culture’ and ‘climate’
are sometimes used interchangeably in
relation to learning in the workplace
(Littlejohn et al., 2014). However, some
studies have delineated these terms such
that culture embodies values, beliefs and
underlying assumptions, whereas climate
describes the perceptions of the
workforce in relation to the organizational
‘ambiance’ (González-Romá et al, 1999;
Flin et al., 2000). This means that cul-
ture is a relatively stable, overarching
feature of an organization. Climate, on
the other hand, is measured through

workforce attitudes and perceptions that
evolve and can be different when mea-
sured at any given point in time.
A learning culture is identified by open-
ness to new ideas, experimentation and
openness to errors, empowerment and
participation of employees in decision
making and dialogue (Santa, 2015). It is
identified with the learning opportunities
or organizational learning interventions to
facilitate learning in the workplace (Gil
& Mataveli, 2017). It is a collective, dy-
namic system of basic assumptions, val-
ues and norms which direct the learning
of people within an organization (Hester,
et al, 2016).

Indicators of Learning Culture:
Review of literature shows that there are
certain broad indicators of learning cul-
ture such as open communication, em-
ployee empowerment, collaboration,
alignment of espoused and enacted pri-
orities, internal system alignment, and
senior management’s commitment. There
are many open channels of communica-
tion to allow for effective communica-
tion flow. Organizations put some sys-
tems in place to store and share relevant
knowledge across its members (Pedler
et al., 1996; Marsick& Watkins, 2003;
Cegarra-Navarro & Rodrigo-Moya,
2007; Westerberg &Hauer, 2009).They
empower employees to exercise their
ability to actively engage in learning and
development activities (Pedler et al.,
1996; Mikkelsen & Grønhaug, 1999;
Marsick& Watkins, 2003; Clarke, 2005).
There are opportunities in an organiza-
tion for collaboration, within and outside
of it, and opportunities for employees to
develop their teamwork skills (Pedler et

A learning culture is identified by
openness to new ideas, experi-
mentation and openness to errors,
empowerment and participation of
employees in decision making and
dialogue.
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al., 1996; Marsick & Watkins, 2003;
Clarke, 2005; Westerberg & Hauer,
2009). An alignment of espoused priori-
ties for learning and development and
learning behaviors of individuals exists in
an organization with learning culture
(Clarke, 2005; Leung, 2006; Bourne &
Franco-Santos, 2010). Internal systems,
policies, procedures and practices are
aligned to encourage effective learning
of employees (Leung, 2006; Westerberg
&Hauer, 2009). Senior management
staff have the commitment and compe-
tencies to support employee learning and
development activities (Pearn et al.,
1995; Popper and Lipshitz,  2000;
Sambrook and Stewart, 2000; Clarke,
2005; Westerberg & Hauer, 2009).
An organic structure, an approach to to-
tal quality principles, and highly educated
employees, could act as facilitators of the
development of a learning culture in or-
ganizations. On the other hand, quality
certification, firm dimension and age, as
well as workers’ age, could act as inhibi-
tors of this type of cultural orientation
(Rebelo & Adelino, 2011).Characteristics
that define learning culture can vary, but
talent development leaders describe such
traits as closely aligned business and
learning strategies, organizational values
that affirm the importance of learning,
and an atmosphere in which learning is
so integrated that it simply becomes ‘a
way of life’(ATD, 2016).

Outcomes of Learning Culture:
Learning culture leads to improved finan-
cial outcomes and employee attitudes
towards work, innovation, adaptation to
change, motivation to transfer knowledge
to others,  and organizational commitment

(Ellingeret al., 2002; Egan et al., 2004;
Kontoghiorghes et al., 2005; Wang, 2007;
Joo& Lim,2009; Song et al., 2011). Or-
ganizations can enhance performance
when they foster and promote learning
(Cooper et al., 2016). But learning ini-
tiatives take time to yield positive results,
and existing performance measures of-
ten lag their indicators. A learning
cultureenables learning transfer signifi-
cantly. It is more efficient compared to
transfer supporting measures such as re-
fresher days and follow up sessions
(Blume et al., 2010).Organizational learn-
ing culture and learning transfer climate
accounts for a significant variance in or-
ganizational innovation (Bates, et al.,
2005). There is a very strong positive re-
lationship between organizational
learning culture and innovative culture,
and an indirect relation between organi-
zational  learning culture and innovations
via innovative  culture (Cerne et al.,
2012). The type of innovation the firm
uses is influenced by its learning culture
and its perception of external threat (as
imminent vs non-existent/distant). Effec-
tive innovation cannot occur without
higher learning abilities, and disparate
learning cultures within the same organi-
zation will inhibit innovation (Tran,
2008).Learning culture has a large, statis-
tically significant relationship with dis-
gruntlement and medium, statistically sig-
nificant relationships with job-security
concerns, accommodation, informal 
learning, and formal learning (Reardon,
2010). There is a positive relationship be-
tween organizational learning culture and
workplace spirituality, partially mediated
by knowledge-sharing behaviors
(Sorakraikitikul. et al, 2014).
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Measuring Learning Culture :
Watkins  and Marsick (1997) created a
measurement scale known as the Dimen-
sions of the Learning Organization Ques-
tionnaire (DLOQ) for assessing organi-
zational learning culture with seven di-
mensions such as: creating continuous
learning opportunities, promoting inquiry
and dialogue, encouraging collaboration
and team learning, creating systems to
capture and share learning, empowering
people toward a collective vision, con-
necting the organization to its environ-
ment, and providing strategic leadership
for learning. An examination conducted
by Moilanen (2001) on a variety of orga-
nizational learning instruments (Mayo
&Lank, 1994; Redding & Catalanello,
1994; Pearn et al., 1995;   Tannenbaum,
1997; Watkins & Marsick, 1997) has re-
vealed that the DLOQ has sufficient sta-
tistical analysis. Association for Talent
Development (2016) conducted a survey
using a questionnaire. It consisted of vari-
ous measures of learning culture such as
essential characteristics of learning cul-
ture, organizational leaders’ support,
employee and organizational practices’
support, and learning and development
function’s support. The respondents of
the survey have represented organiza-
tions of various sizes and industries,
worldwide. The study found that 31% of
the organizations have a culture of learn-
ing. Having a culture of learning is a hall-
mark of high-performance organizations.
In high-performance organizations em-

ployees share knowledge with their col-
leagues at a rate four times greater than
that of workers in low-performance
firms. Learning culture is rooted in the
hiring process. These organizations regu-
larly update personalized learning plans
for employees. Employees are account-
able for the learning specified in those
plans. There is a system of non-financial
rewards and recognition for employee
learning. Leaders in these organizations
are responsible for reinforcing the impor-
tance of learning.   The learning and de-
velopment function’s participation in tal-
ent planning activities is linked to better
market performance.

The present study

The present study is a replica of ATD
study (2016) in the Indian context. It is
aimed at assessing the extent of learning
culture prevailing in various types of or-
ganizations in India.  A questionnaire was
designed based on the study of ATD
(2016) covering various dimensions of
learning culture such as: essential char-
acteristics  of learning culture, connect-
ing learning with business results,  learn-
ing as a way of life, organizational lead-
ers’ support, talent management process
support, learning function’s support, mea-
surement of learning,  and employees’
support. There were some more items
added pertaining to benefits from learn-
ing culture and barriers to it.  A sample
item of the questionnaire is: to what ex-
tent do the employees of your organiza-
tion demonstrate eagerness to learn?
Corresponding to each item was a five-
point Likert-type scale used to measure
the perception level of employees. The

Having a culture of learning is a
hallmark of high-performance or-
ganizations.
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response options of the scale ranged from
1 (not at all) to 5 (to a very high extent).
The targeted population of the study was
human resource/learning and develop-
ment professionals working in different
organizations. The questionnaires re-
ceived from 236 professionals were con-
sidered for analysis.  The data collected
was subjected to reliability test. Overall
reliability value was .881 (Cronbach’s
alpha value). Descriptive statistics such
as frequency distributions, percentages,
mean scores, standard deviations, and
paired t -tests and one-away ANOVA
tests were utilized for analysis.

The Respondents

The respondents of the study con-
sisted of human resource/learning and
development professionals with an aver-
age experience of seven years, repre-
senting different types of organizations

across India.  As presented in Table 1,
55.08% of the sampled respondents be-
longed to large organizations that em-
ployed more than 1000 people. 31.78%
of them represented small organizations
that employed less than 500 personnel.
The remaining 13.14% belonged to the
organizations that consisted of employ-
ees ranging from 500 to 1000. With re-
spect to nature of business, 36.44% of
the respondents belonged to the manu-
facturing sector, whereas 48.73% repre-
sented the service sector. The remaining
14.83% of the respondents represented
the IT& IT enabled services. As far as
the geographical orientation of the orga-
nizations is concerned, 38.56% of the
respondents worked for the Indian pri-
vate sector; 30.93% represented the In-
dian multinational companies; and 30.51%
of the respondents represented the for-
eign multinational companies operating in
India.

Table 1 The Respondents’ Information

Respondents Percentage

Size of Business
Less than 500 75 31.78
500-1000 31 13.14
Above 1000 130 55.08
Nature of Business 
Manufacturing 86 36.44
Service 115 48.73
IT/ITES 35 14.83
Geographical Orientation
Indian MNC 73 30.93
Foreign MNC 72 30.51
Indian private sector 91 38.56

The Essential Characteristics of
Learning Culture

The respondents were asked to rate
to what extent they viewed the essential

characteristics of learning culture in their
respective organizations. Fig. 1 shows the
statements relating to these characteris-
tics and percent of respondents who in-
dicated a high or very high extent. 64%
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of the respondents viewed that their or-
ganizational learning strategies are
closely related with business strategies.
55% of them felt that their organizations’
is a learning culture. According to 55%
of the respondents, the learning function
in their respective organizations is staffed
by qualified learning professionals.
Learning is an integral component of or-
ganizational talent management as per
the perception of 52% of the respondents.
51% of the respondents were of the opin-
ion that their organizational values spe-
cifically refer to the importance of learn-
ing and development. Every alternative
respondent asserted that the organiza-
tional technologies support effective de-
sign and delivery of learning. However,
less than 50% of the respondents felt that
their organizational learning function de-
signs and delivers learning programs ef-
fectively; their organizational communi-
cation reinforces the importance of

learning and learning is delivered when
and where it is needed. The respondents
expressed concerns about learning bud-
get to address current and future learn-
ing needs and position and responsibili-
ties of Chief Learning Officer or Learn-
ing and Development Head. The mean
score of all 12 items together was calcu-
lated as 3.37 indicating that the essential
characteristics of learning culture in In-
dia were ‘moderate’. But interestingly,
48.91% of the organizations had these
essential characteristics of learning cul-
ture to the extent of high or very high.

The respondents expressed con-
cerns about learning budget to ad-
dress current and future learning
needs and position and responsibili-
ties of Chief Learning Officer or
Learning and Development Head.

Fig. 1 Essential Characteristics of Learning Culture (%)

Percent of respondents indicating high and very high extent
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Connecting Learning with Business
Results

Learning and development activities
are expected to support achievement of
business goals. The learning and devel-
opment plan is developed based on the
learning needs of the employees to per-
form their functions effectively so that
they can contribute to achieve business
results. As indicated in fig. 2, 48% of the
respondents felt that their learning and de-
velopment function helps meet business
goals.  According to 43% of them, their
learning and development function helps
meet organizational learning and develop-
mental goals. With respect to delivery of
training programs efficiently, 36% of them
gave a high rating. When it comes to de-
livering learning and development pro-
grams effectively, 35% of them were posi-
tive. The same percent of the respondents
of the survey were of the opinion that the
learning function in their respective orga-

nizations stays on the cutting edge of new
learning technologies and applies newer
technologies to solve business problems.
Thus, it seems that the respondents of the
survey were not that much positive with
respect to linkage of learning and busi-
ness in their respective organizations. Not
a single item of this aspect received at
least 50% of the respondents’ rating.
The overall mean score of this dimension
of learning culture was calculated as 3.25
indicating that connecting learning with
business results was ‘moderate’. How-
ever, 38.66% of the organizations could
connect learning and development with
their business results to the extent of high
or very high levels.

38.66% of the organizations could
connect learning and development
with their business results to the
extent of high or very high levels.

Fig. 2 Connecting Learning with Business Results (%)

Percent of respondents indicating high and very high extent
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Learning as a Way of Life

Learning is an ongoing process for
employees in their organizations. With
respect to this aspect of learning culture,
six items were included in the survey to
find out the respondents’ viewpoint (fig.
3).  54% of the respondents felt that their
organizational culture provides a safe
environment for open communication.
53% of them viewed that their organiza-
tional values address the importance of
learning and development. 43% of them
asserted that employees seek opportuni-
ties to share knowledge with others. Ac-
cording to 42% of them, learning and
development leaders of their organiza-
tions regularly participate in strategic

planning.  39% of the respondents were
of the opinion that employees exhibit a
growth mind-set by seeking opportunities
to learn and apply. 37% of them consid-
ered that learning is a way of life in their
respective organizations. The overall
mean score of this aspect was found to
be 3.32 showing moderate rating. But
44.66% of the respondents perceived the
learning as a way of life in their respec-
tive organizations to a high and very high
extent.

37% of them considered that
learning is a way of life in their re-
spective organizations.

Fig. 3 Learning as a Way of Life (%)

Percent of respondents indicating high and very high extent

Leaders’ Actions that Support
Learning Culture

Leaders’ actions of an organization
help build and expand learning culture.
Leaders with strong conviction in and
commitment to learning drive both indi-
vidual and organizational performance.

When they lead by example, others fol-
low so that the learning culture is
strengthened. High-performance compa-
nies make leaders responsible for actively
demonstrating the importance of learn-
ing. There is a strong correlation to mar-
ket performance associated with leaders
serving as teachers (ATD&ICP, 2015).
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When the leaders teach, learning culture
will be strengthened.  With regard to
this dimension, six items were included
in this survey(fig. 4). According to 40%
of the respondents, leaders in their re-
spective organizations reinforce impor-
tance of learning by teaching others.
37% of the respondents were of the
opinion that their leaders regularly share
lessons learned/new knowledge with
employees. The same percent of re-
spondents also felt that their leaders self-
direct their own learning and show ea-
gerness to learn. 36% of them stated
that their leaders’ model learning behav-
ior and another 34% viewed that their
leaders are held accountable for dem-

onstrating the importance of learning. In
this way, it seems that there is not much
leaders’ actions that support learning
culture in the respective organizations of
the respondents. The mean score of this
dimension was calculated as 3.09, which
makes the leaders actions to support
learning culture just moderate. However,
the organizational leaders’ support for
learning culture was high or very high in
36.83% of the organizations.

There is not much leaders’ actions
that support learning culture in the
respective organizations.

Fig. 4 Leaders’ Actions that Support Learning Culture (%)

Percent of respondents indicating high and very high extent

Talent Management Process
Support

There is a tremendous impact of the
talent management policies, programs
and practices of an organization on its
learning culture.  12 talent management
practices were included in this study to
find out the support of talent management
for building learning culture. According
to 39% of the respondents, learning op-

portunities are made available to all em-
ployees during workdays. 34% of them
stated that learning and development op-
portunities are used to support employee
engagement. According to 32% of them,
learning and development opportunities
are used for talent retention. 30% of the
respondents mentioned that career paths
specify knowledge and skills required for
career advancement in their respective
organizations.  28% of them viewed that
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learning and development opportunities
are included in performance expectations
in their respective organizations.  One-
fourth of them were of the opinion that
their organizations use learning and de-
velopment opportunities to attract top
talent. Another one-fourth of them felt
that sharing knowledge with others is in-
cluded in performance expectations.
According to 23% of the respondents,
learning and development opportunities
are included in the job description. 22%
of them felt that reward and recognition
programs include learning- related re-
wards. 19% were under the impression
that advancement in their organizations
is linked to successful application of new
skills and knowledge learned. According
to 17% of the respondents, compensa-
tion is linked to successful application of
new knowledge and skills. Lastly, 16%
opined that commitment to on-going
learning is discussed in pre-hire inter-
views in their respective organizations.

The mean score of all 12 items put to-
gether was calculated as 2.77 indicating
that the support of talent management
process to learning culture was lesser
than moderate. When asked as to what
constituted a part of essential character-
istics of learning culture, 52% of them
perceived that learning is an integral com-
ponent of organizational talent manage-
ment. This clearly indicates that there is
a talent management system in place in
these organizations. But its support for
enhancing learning culture is not that
great. Consequently, overall, only one-
fourth of the organizations had high or
very high support of talent management
process for building a learning culture.

Only one-fourth of the organiza-
tions had high or very high sup-
port of talent management process
for building a learning culture.

Fig. 5 Talent Management Process Support (%)

Percent of respondents indicating high and very high extent



Creating a Culture of Learning in the Workplace

The Indian Journal of Industrial Relations, Vol. 54, No. 4, April 2019 667

Learning & Development
Function’s Support

Learning and development depart-
ment most often support learning cultures
through proper design and delivery of
various programs. 12 items were in-
cluded in the survey to assess the sup-
port of learning and development depart-
ment in creating a learning culture. Ac-
cording to 44% of the respondents, their
learning and development departments
design learning to address specific busi-
ness needs.  Again, 44% of the respon-
dents opined that their learning and de-
velopment departments create custom-
ized learning content internally.39% of
them were under the view that their
learning and development departments
ensure close alignment between learn-
ing strategies and business strategies.
36% of them felt that their learning and
development departments identify and
recommend appropriate external learn-
ing programs. 35% of the respondents felt
that their learning and development de-
partments regularly communicate about
learning programs and opportunities.
Learning professionals are expected to
be modeling professional development by
continuously upgrading their own knowl-
edge and its application. But only 33%
of the respondents gave better rating to
this item in the study.  Again, 33% of the
respondents felt that their learning and
development professionals curate inter-
nal and external learning content. 30%
of them stated that their learning profes-
sionals create individual learning plan to
provide focus on employee development.
Only 22% of them felt that their learning
function systematically measures the

impact of learning programs on business
results. The same percent of them as-
serted that learning and development pro-
fessionals in their respective organiza-
tions regularly participate in planning ac-
tivities to identify current and future skill
gaps and deliver learning content custom-
ized to individual employee learning
needs. 19% of them mentioned that their
learning and development departments
assess employee behavior changes re-
sulting from learning programs. The
means score of all 12 items put together
was calculated as 2.99 indicating that the
learning and development support to
learning culture was moderate. It is im-
portant to note that 31.58% of the re-
spondents asserted that there was a high
or very high support of learning and de-
velopment function in their respective
organizations to create a learning culture.

Measurement of Learning

Measuring effectiveness of learning
and development efforts is critical to
learning culture. There are models avail-
able in the literature to assess the effec-
tiveness of various learning and devel-
opment programs. Good analytics can be
used to measure the impact of learning
on individuals and the organization. The
attempt here is to assess the respondents’
viewpoint on measuring learning in their
respective organizations using 7 items. It
could be seen from fig. 7 that 32% of
the respondents mentioned that their
learning and development department
measures alignment of learning strategy
to business strategy. The same percent
of the respondents were under the opin-
ion that learning programs in their orga-
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Fig. 6 Learning & Development Function’s Support (%)

Percent of respondents indicating high and very high extent

nizations are planned with specific mea-
surable business results in mind. 30% of
them perceived that learners’ application
of knowledge and skills is assessed in
their organizations.  27% of them felt that
learners’ engagement levels are assessed
before and after learning programs in
their organizations. 24% of them said
that learning measurement tracks impact
on business results (sales, productivity
etc.).The same percent of the respon-
dents stated that learning measures
gauge learning’s role in employee ad-
vancement. Finally, 19% of the respon-
dents mentioned that employee retention
is assessed before and after learning pro-
grams in their organizations. Overall, the
mean score was found to be 2.86 indi-
cating that the learning measurement was
prevailing in the organizations at the less
than moderate level. It is interesting to

note that 26.85% of the respondents said
that measuring effectiveness of learning
and development programs was high or
very high in their respective organiza-
tions.

Employees’ Support

Employees in an organization under-
stand their roles and responsibilities and
discharge them for producing results.
They may make use of every learning
opportunity available in their organiza-
tion and contribute to the learning cul-
ture. We attempted to assess the em-
ployees’ support for building learning
culture with the help of 8 items. As pre-
sented in fig.8,54% of the respondents
mentioned that employees demonstrate
eagerness to learn. According to 47%
of them, employees understand how
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Fig. 7  Measurement of Learning (%)

Percent of respondents indicating high and very high extent

learning facilitates their career growth.
46% of them felt that employees under-
stand how their jobs contribute to orga-
nizational results.37% of them opined
that employees share their knowledge
with their colleagues. The same percent
of them mentioned that employees self-
direct their own learning. 33% of them
viewed that every employee has an up-
dated personalized development plan.
According to 29% of the respondents,
employees are held accountable for
learning specified in their development
plan. 27% of them felt that employees
receive non-financial rewards and rec-
ognition for learning achievement. Over-
all, the mean score was found to be 3.16
indicating the employees’ support as
‘moderate’. However, it is significant to
note that 38.75% of the respondents per-
ceived that employees in their respec-

Employees are held accountable
for learning specified in their de-
velopment plan.

tive organizations extend their support
to the extent of high or very high for
building a learning culture.

Benefits from Establishing a
Learning Culture

Organizations make use of learning
culture for attracting, retaining and en-
gaging talent for the benefit of achieving
overall business goals by putting people
upfront. This studyincluded 8 items re-
lating to the benefits to find out the ex-
tent of the respondents’ expectations
with respect to benefits from establish-
ing a learning culture. As presented in
fig. 9, 64% of the respondents said that
higher levels of overall organizational
performance can be achieved through
building a learning culture. The same
percent of the respondents viewed that
greater levels of employee engagement
can be achieved through learning culture.
Again, the same percent of the respon-
dents mentioned that organizations can
derive higher levels of individual employee
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Fig.8Employees’ Support (%)

Percent of respondents indicating high and very high extent

performance through learning culture.
62% of them opined that the
organization’s ability to meet current
needs for talent with skills required to
achieve business goals is possible
through learning culture. 59% of them
felt that learning culture can enhance the
ability of an organization to effectively
respond to changes. 54% of them as-
serted that the learning culture can en-
hance the ability to retain valued talent.
53% of them mentioned that the learning
culture is useful for enhancing an
organization’s ability to compete for top
talent. Finally, 48% of the respondents
were of the opinion that an organization’s
ability to meet future needs for talent
with skills required to achieve business
goals can be enhanced through learning
culture. Overall, the mean score was
found to be 3.64 indicating the respon-
dents’ perception of expected benefits of

learning culture was above moderate
level. However, it is significant to note
that a majority (58.5%) of the respon-
dents perceived the extent of benefits
from establishing learning culture at a
high or very high level.

Barriers to Build Learning Culture

Building learning culture is a chal-
lenge. An organization, particularly, the
learning and development department,
encounters both financial and non-finan-
cial issues to build a learning culture. An
attempt is made to find out the challenges
faced by the organizations in building a
learning culture by including 11 items (fig.
10).   39% of the respondents mentioned
that insufficient learning budget is the
major obstacle to create a learning cul-
ture. 33% of them felt that organizational
culture encourages a knowledge-is-
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Fig. 9 Benefits from Establishing a Learning Culture (%)

Percent of respondents indicating high and very high extent

power mind-set, which does not allow a
learning culture. 32% of them mentioned
that learning and development depart-
ment’s staff in terms of their qualifica-
tions and competencies is a barrier to
creating a learning culture. In case of
26% of them, the barrier is the senior
leaders of the organization who do not
model learning behaviors. One-fourth of
the respondents perceived that learning
function is not represented in strategic
business planning processes, without
which building a learning culture is diffi-
cult. According to 24% of them organi-
zational communication does not rein-
force importance of learning.  22% of

them mentioned that senior leaders do not
champion learning. 21% of them said that
learning is not an element of talent man-
agement processes such as performance
management system, rewards etc. When
learning is not integrated with other sys-
tems of talent management, it is difficult
to create a learning culture.19% were of
the opinion that organization culture does
not encourage questions and curiosity; or-
ganizational values do not include learn-
ing; and knowledge is hoarded in the or-
ganization.  Overall, the mean score was
calculated as 2.74 indicating that the bar-
riers to create learning culture were less
than of moderate level. In fact, this is the
overall lowest mean compared to vari-
ous other aspects of learning culture cov-
ered in this study.  Overall, one-fourth of
the respondents were concerned about
the challenges to build a learning culture
in their respective organizations. Though

When learning is not integrated
with other systems of talent man-
agement, it is difficult to create a
learning culture.
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the percent of the respondents who had
concerns about the challenges was less,
the challenges should not be ignored. A
close look at issues such as budget, mind-
set, learning professionals’ qualifications
and competencies, communication, role
modeling of senior leaders by champion-

ing learning, reveal that most of the is-
sues are related to organizational lead-
ers’ actions or non-actions. If leaders
show real concern about these chal-
lenges, they can formulate policies and
can work towards for building an effec-
tive learning culture in their organizations.

Fig. 10 Barriers to Build a Learning Culture (%)

Percent of respondents indicating high and very high extent

Comparative Analysis

Nature of business, organizational
size, and their geographical orientation
were considered for comparative analy-
sis of overall learning culture.  A com-
parative analysis of mean scores of over-
all learning culture pertaining to the manu-
facturing, service and IT&ITES organi-
zations indicated that the service sector
secured relatively better score than that
of its counterparts. However, the results
of one-way ANOVA test did not reveal
any statistically significant difference
based on the nature of the business the
organizations carry out. With respect to
size of the organizations, it was found that
small organizations with a headcount of

less than 500, secured relatively better
overall means score than the large ones.
However, in this case also, the results of
one-way ANOVA test did not show sta-
tistically a significant difference. As far
as geographical orientation of the orga-
nizations is concerned, no difference was
found in overall learning culture among
the Indian private sector companies, In-
dian and foreign multinational companies.

Overall Picture

The mean scores of all eight dimen-
sions of learning culture ranged from
2.42 to 3.64. The overall mean was cal-
culated as 3.08. It is interesting to note
that the respondents of the study per-
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ceived that their organizations have es-
sential characteristics of learning culture,
more than the moderate level. It may be
noted that this dimension got relatively
the highest mean score when compared
to other dimensions of learning culture.
This is followed by the dimensions of
learning as a way of life and connecting
learning with business results. However,
relatively weak support from talent man-
agement process and measurement of
learning, which secured a mean score of
less than three, are the major areas of
concern for enhancing a culture of learn-
ing in the organizations.

The top 15 and bottom 15 items were
selected for further examination. The
mean scores of the top 15 items ranged
from 3.34 to 3.64. They represented four
dimensions of learning culture such as
characteristics of learning culture, em-
ployees’ support, learning as a way of
life and learning function’s support. It is
significant to note that out of 15 top
scored items, nine items were related to
a single dimension that is characteristics
of learning culture. Three items pertained
to the dimension of employees’ support,
two items pertained to the dimension of
learning as a way of life and one item
pertained to the dimension of learning
function’s support. The mean scores of
bottom 15 items ranged from 2.42 to
2.84. It is significant to note that out of
15 bottom scoring items seven items per-
tained to a single dimension of learning
culture that is talent management pro-
cess support. Four items pertained to
measuring learning, three items pertained
to learning function’s support and one
pertained to employees’ support.  This

examination confirms the commonality in
perceiving the essential characteristics of
learning culture positively and the lack
of enough support from the talent man-
agement process for building a culture
of learning. It was found that the overall
learning culture was moderate. However,
it is interesting to note that, on the whole,
in 36.50% of the organizations learning
culture was at a high or very high level.

Conclusion

The analysis presented earlier leads
to the conclusion that employees  per-
ceived that their organizations demon-
strate moderate learning culture, irrespec-
tive of the organizations’ nature of busi-
ness, size and geographical orientation.
The main reasons for this situation are
lack of enough support of talent manage-
ment process, and learning measurement
practices. If there is an integrated talent
management system in place, it can en-
hance learning culture by creating proper
rewards and recognition programs that
include learning-related rewards. It links
compensation with successful application
of new knowledge and skills. It includes
learning and development opportunities
in job descriptions and gain commitment
for on-going learning in pre-hire inter-
views. It integrates career advancement
with the successful application of new
knowledge, skills and abilities gained in
learning programs. It also integrates
learning and development in performance
management system.

It was found that the overall learn-
ing culture was moderate.
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Learning and development depart-
ment also, to some extent, is responsible
for this situation. There is a concern for
qualifications and competencies of learn-
ing professionals. If there are qualified
professionals with appropriate competen-
cies in the learning and development de-
partment, it is easier for the department
to deliver the learning content customiz-
ing to individual employee learning needs.
The department can assess employee
behavioral changes resulting from learn-
ing programs. It can measure the role of
learning in employee advancement. Em-
ployee retention also can be assessed
before and after learning programs. All
these efforts go a long way in creating a
learning culture in an organization.

Leaders’ support is also a concern
here. These are executives who are re-
sponsible for providing budget and non-
financial resources such as staff, technolo-
gies and other resources required to build
a learning culture in an organization. They
have to display an eagerness for learning
and be held accountable for demonstrat-
ing the importance of learning.  These
leaders model learning behaviors that in-
clude participation in learning programs,
sharing their new knowledge and exper-
tise through leaders-as-teachers pro-
grams.  They have to demonstrate how
new knowledge, skills and abilities trans-
late into organizational changes.It does not
absolve the responsibility of employees for
building a proper learning culture in their
respective organizations. Employees are
accountable for learning. They have to
self-direct their own learning that is re-
quired to perform their present jobs and
to grow in their career.  They must be

willing to share their knowledge with their
colleagues.  In high-performance compa-
nies, employees share knowledge with
their colleagues at a rate four times higher
than that of workers in low-performance
companies (ATD, 2016). Having built a
learning culture, they should leverage from
it in talent acquisition, engagement and re-
tention. This in turn, will lead to a signifi-
cantly stronger organization and enhance
the value of learning culture.
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