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ABSTRACT 

 The purpose of this study was to examine the level of learning in food sector of 

Pakistan and to check the strengths and weaknesses of the selected organizations. This was a 

comparative study of learning performance of different organizations in food sector. As the 

organizational learning is based on some specific elements which include supportive learning 

environment, concrete learning processes & practices and learning oriented leadership. A 

supportive learning environment helps to learn in an organization. Organizations majorly 

depend upon leaders to go in any specific direction. The transformational leadership helps an 

organization to learn and to get a sustained competitive advantage over rivals. The study 

attempted to check the level of learning in selected Pakistani food sector organizations by 

using the learning organization survey developed by David A. Garvin. The data was collected 

through structures questionnaire by 50 respondents from different organizations. Descriptive 

statistics and reliability tests were applied with SPSS and results were compared with 

benchmark scores given by David A. Garvin. There were diversified results found and no 

significant difference was present in scores obtained by companies as the organizations were 

found to occupy different places in different quartiles based on scores obtained. 

Key words: learning, supportive learning environment, transformational leadership, 

competitive advantage. 

INTRODUCTION 

 Organizational learning is a burning issue today and this concept got fire of flames 

after Peter Senge’s five learning disciplines in his book “The Fifth Discipline” which is 

system thinking, shared vision, mental models, team learning and personal mystery. The 

learning of the organization is not all about survival but it is much about the adaptive learning 

in order to adapt the environmental changes (Senge, 1990). Organizational learning is about 

dealing with change, as the learning is the only thing to survive in the business world (Nordin 

2004).  
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 “A learning organization is one where employees skilled at creating, acquisition and 

transferring knowledge and modifying its behaviour in order to reflect new knowledge and 

insights” (Garvin, Edmondson et al. 2008) The permanent change in behaviour is the sign of 

organizational learning to deliver value in certain specific conditions like, intensifying 

competition, change in technology and change in customer preferences (Garvin 2002).  

 Garvin (1993)The learning at various organizational levels like individual level, group 

level and organizational level is necessary for the competitive organizational position 

(Marsick and Watkins 2003). The team learning is much essential for creating synergy in the 

organizational learning environment. 

 The building a learning organization a good practical approach that gives the learning 

concrete methods that are experimentation, learning from others, learning from past 

experiences, benchmarking and innovation to go forward for building a learning organization 

(Garvin 2002). Several attempts in past for making learning organizations failed due to over 

emphasizing on forest rather than on trees, the concrete learning processes was not available 

and lemmatizing the learning of the organizations up to leadership. 

 Then the specific building blocks for organizational learning were introduced that are 

supportive learning environment, concrete learning processes and practices and leadership 

that reinforce learning. Supportive learning environment includes some subcomponents like 

psychological safety, time for reflection, innovation and appreciation of differences among 

employees. Concrete earning processes the creation, acquisition and sharing of knowledge is 

included. Leadership is most important component of the learning organizations to provide a 

supportive learning environment and reinforce learning. 

 The modern theory says that the organizations do not become learning organization 

but it is developed into improved organizations (Bessant and Francis 1999). In an 

organization where individuals learn, that organization automatically learns with the passage 

of time (Dee-Lucas and DiVesta 1980). The organizational learning is the only thing to give 

and grow competitive advantage in the era of great competition (Nair 2001). In an 

organization the intentions of learning are generated by leadership and not only the 

transactional leadership but the transformational leadership is much needed for organizational 

learning and readiness for adopting change (Nordin 2011).  The learning of the organizations 

is meaning to improve the organizational performance and relational interaction of the people 

in the organizations, to determine why and what needs are for improvement (Abraham 2008). 

The in the organizations is much dependent on top leadership especially on CEO, as the 

vision of the CEO gives the direction to overall organizational workings (Bradley 2001). The 

collaboration between employees like dialogue are heart of problem sharing and learning 

(Schein 1993). The dialogue promotes collective thinking and thus helps organizations to 

advance and learn (Isaacs 1994). 

LITERATURE REVIEW 

 Senge (1997). The organizational learning is assisted through a five disciplines 

process which include, system thinking, shared vision, mental models, personal mystery and 

team learning. The learning of the organizations is multidimensional and to learn and 

compete in the competitive environment these areas are key ingredients for going beyond the 

competitors. Seeking the events separately a whole picture must be considered for learning. 

(Garvin, Edmondson et al. 2008) the author tried to articulate the learning of organizations in 

a practical way and developed some building blocks for organizations to be learning 
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organizations. Those are supportive learning environment, solid and concrete learning 

procedures & rules and strong leadership that should enforce the learning culture and 

environment in the organization. 

 Laursen and Salter (2006). They studied the role of openness for the learning and 

innovation. They argued that the openness greatly contribute to enhance performance for 

innovation which is the heart of learning. Now the firms especially the manufacturing firms 

have changed the way to search new ideas using both internal and external actors Schein 

(1993). He contributed by studying the impact of dialogue on learning. He said that the 

dialogue has central role in organizational learning. The collaboration and thought process in 

groups goes towards the common problems formulation.  

 The communication and cultural misunderstandings are the causes for preventing the 

common way of problems framing. (Roussin and Webber 2012) the study covers the topic of 

appreciation of differences between employees in an organization. The study showed that the 

psychological safety and organizational identification accelerate the trustworthiness of co 

workers in the organization. The psychological safety and identification play a role of inputs 

for the co worker relationships and ultimately for the appreciation of differences between 

employees. (Francis 1997) he argues that the organizational learning mostly depends upon 

time for reflection of employees. He argued that the learning at individual, group and 

organizational levels depends on availability of time for reflection.  

 Carmeli, Brueller et al. (2009). They studied that the interpersonal relationship and 

psychological safety are major elements in learning behaviour at workplace. Organizational 

learning is necessary for performance improvements. They studied that the interaction 

between employees at workplace is necessary for performance improvement through 

learning. (Vera and Crossan 2004) the author concluded that “Organizational learning is a 

source of sustained competitive environment in this era of ever changing environment. The 

top management are not considered as managers but leaders and considered as key guiding 

force for the firm in situations of certainty and uncertainty. Leadership in all form like 

transformational and transactional decides the direction of the organization.  

 Caldwell (2003). This study generally is the re examination of the Senge’s learning 

organization. Author says that the organizational learning is basically a claim to leadership 

with learning. The leadership and learning are emerged in parallel. Leadership is generally a 

new mode of organizational change factor. A shared leadership is a new type of change 

agency and individual leaders and experts are called the change agents in system learning 

process as system learning is shared by many members of the organizations on behalf of 

leader’s vision.  (Nordin 2011) author says that today’s environment is ever changing no firm 

can survive without dealing with change. The organizational leaders help organizations to 

adopt these changes and to get competitive advantage over rivals. The procedures of change 

management become successful with new ideas of the employees. The culture, believes, 

practices and expectations of employees are best understandable by leadership to cope with 

change. Both transactional and transformational leadership characteristics are needed to 

employ the energies of employees in readiness for change. 

  Agle, Nagarajan et al. (2006). Strategic leaders are of most importance in 

determining the organizational performance.  Visionary leaders are much more effective in 

organizational performance rather than less visionary. Visionary leaders prefer downward 

communication for organizational performance. Top management’s vision is the core idea for 

performance enhancement.  Tackling and facing the changing in the environment to control 
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the inertia situation is most important phase of organizational performance. Visionary leaders 

control not only cognitive inertia but also of organizational inertia. Roger Gill and Niall 

Levine (1998). The leadership studies become more prominent in past few years. The 

leadership theories and organizational theories go parallel.  Post bureaucratic and current 

organizational models are now describing the new direction of the leadership. In old times the 

beurocratic organizational models were prominent and hierarchical type of leadership was 

prevailed at that time. Just like the stick and carrot, organizational working was there to 

override the employees.  Only rationality was there at mass production and industrial 

management. Leaders in that system tried to occupy the rule system in their own favor. 

(Murphy, Elliott et al. 2007) leadership is a central variable in the determining the 

organizational success. The knowledge base of leaders for learning is based upon eight 

different dimensions. As this study is written on school level leaders like principles, 

superintendent etc.  So it’s called the model of educational leadership.  The leader’s 

behaviour is majorly influenced by 4 major factors like, past experience, leaders own 

knowledge, leaders personal properties and set off believes, values and culture of the leaders. 

Noruzy, Dalfard et al. (2013). There are several factors which affect the performance of the 

organizations. The new leadership traits are key role playing in performance enhancement.  

The transformational leadership is a new style of leadership in which  members of the 

organizations engage in learning process like participants and leaders and followers work 

together to motivate each other is learning context.  

 Hallinger and Heck (2010). The organizational theory defines that the leadership is as 

it is a process of influencing the behaviour at all levels of the organization to achieve long 

term goals and objectives of the organization. All the tasks of learning are set by the influent 

personality. There are two prominent dimensions of conceptual framework of the leadership 

studies, are school leadership that is participative and team building and means through 

which the leaders impacts on school learning. School leadership has impact on final outcome 

of the organization. (Bass 2000) he argued that Peter M. Senge defined the learning 

organizations in “The Fifth discipline” 1990 that organizations should adapt the 

environmental changes. So it’s time to say about the leadership which directs the learning 

phenomenon. Currently the organizations are changing due to multitasking of each job with 

bundle of tasks. The change adaptation is a specific property of the learning organizations, 

which has increased the responsibility of leaders of the learning organizations to set goals 

both collaboratively and individually according to participants of the organization. Four I 

model of leadership is much more prominent in this regard that is, individualism 

consideration, intellectual stimulation, inspirable leadership and institutionalization. 

OBJECTIVES OF THE STUDY:  

  The primary objective of the study was to assess the depth of learning in food sector 

organizations of Pakistan. The secondary purpose was to highlight the strengths and 

weakness of the organizations in various areas and to cover these weaknesses and to exploit 

the strengths for the betterment of Pakistani organization’s learning. 

METHODOLOGY 

 As the study was an attempt to assess the level of organizational learning, so for this 

purpose David A. Garvin’s already developed learning organizational tool (learning 

organization survey) was used. Five food sector bigger organizations from Pakistan were 

selected for comparative study and the data was collected through a structured questionnaire 

having likert scale format with values ranging from 7 for strongly to1 for strongly disagree. 
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And it was collected from 50 respondents 10 from each organization based on convenience 

sampling technique. The data was collected from regional headquarters of the organizations 

and the data was analyzed using SPSS 17 version. The scores obtained by organizations were 

compared with bench mark scores given in the appendixes developed by David a. Garvin. 

Then the comparative scores were given by comparing the scores of individual firms with 

each others.  

VARIABLES AND DATA ANALYSIS 

 In this study the variables were taken as correlated with organizational learning. The 

three building blocks contained 11 correlated variables, which were psychological safety, 

appreciation of differences, openness of ideas, time for reflection, experimentation, 

information collection, analysis, education & training, information transfer and leadership. 

Elements like Supportive learning environment, Concrete learning processes and practices 

and Leadership that reinforce learning.  Were the building blocks which were formed from 

other variables and their correlation with each other, to show the impact of these variables on 

learning level in particular organizations from food sector? 

RESULTS AND DISCUSSION 

Table: 1     Inter item correlation 

The correlation between items is within range as the values lie between -1 to +1 of all items 

 
Table 2, Reliability Analysis 

Reliability test showed reliable data with value above than 0.700 based on all variables 
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Table: 3 The Benchmark scores given by David A. Garvin 

Data source: Garvin, D. A., et al. (2008) 

Table: 4 Scores obtained by companies   

Comparison of test scores with benchmark score 

INTERPRETATIONS OF RESULTS  

 In Psychological safety all are in bottom quartile.  

 In appreciation of differences Rafhan and Michele’s are in 3
rd

 quartile.  

 In openness of ideas all are in bottom quartile.  

 In time for reflection Nestle is in 3
rd

 quartile while rest is in 2
nd

 quartile. 

 In experimentation Rafhan and Michele’s are in 2
nd

 quartile, rest are in bottom quartile.  

 In information collection all are in bottom quartile. 

 In analysis of information Rafhan, Engro and Mitchell’s are in 2
nd

 quartile while rests are in 

bottom quartile.  

 In education and training all are in bottom quartile.  

 In information transfer Rafhan and Michele’s are in 2
nd

 quartile, rest are in bottom quartile.  

 In leadership properties all are in bottom quartile.  

 
Bottom Quartile  2

nd
   Quartile  (Average) 3

rd
     Quartile Top      Quartile 

psychological safety  31–66 67-75 76 77-86 87-100 

App. Of differences 14-56 57-63 64 65-79 80-100 

openness of ideas 38-80 81-89 90 91-95 96-100 

time for reflection 14-35 36-49 50 51-64 65-100 

experimentation 18-53 54-70 71 72-82 83-100 

information collection 23-70 71-79 80 81-89 90-100 

analysis 19-56 57-70 71 72-86 87-100 

education and training 26-68 69-79 80 81-89 90-100 

information transfer 34-60 61-70 71 72-84 85-100 

leadership 33-66 67-75 76 77-82 83-100 
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 First of all arithmetic mean scores of the organizations were obtained and then these 

mean scores were put into analysis of individual firms and studied through the variables of 

interest. 

 Table 1 showed the inter-item correlation matrix which is within range, as the 

correlation must lie between -1 to +1. The results are within these specified values. The table 

2 showed the case processing summary in which the total items in the test was given as 50 

and no value was excluded from the whole case. The table 3, the major table showing the 

reliability test through cronobach’s Alpha test which was highly good value as more than 0.7 

values of all items. The table 4 showed the benchmark scores given and developed by David 

A. Garvin. It showed the standard score with which the comparative scores of the 

organizations are matched. The table 5 was main study outcome of this research and showed 

the actual scores obtained by food sector firms in Pakistan and it was compared with the 

benchmark score. The individual scores of the organizations and the mean scores of the 

organizations are given at the end appendixes.  

CONCLUSION 

At the end it was much difficult to say this effort as final decision about the firms, 

because rationality is bounded and everyday new knowledge is created which can prove our 

research outdated but from the study, I had concluded that the three variables are major 

contributor in organizational learning. Organizations can enhance their capabilities through 

assessment of their learning level and can overcome the weaknesses in various areas. In the 

same direction if there is sign of strength, the firms can exploit the strength to get benefits of 

future opportunities and to become the leader in the market. 

In this research it was clearly studied the impact of three building blocks taken as 

independent variables, upon the level of organizational learning in Pakistani food sector 

organizations. And it was found that the organizations are mostly in bottom quarter in 

learning in Pakistan. 

 Although the study was a serious attempt to measure the level of learning in an 

organization but still it may not be relevant under all conditions because the sample size was 

very low and there may be wrong data given by respondents. So the study has limitation of 

employing in only certain conditions. The results may vary by changing no. of respondents, 

sampling technique, response or answer of respondents etc.  
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APPENDIXES 

Nestle Pakistan co. Ltd. 

 

 
N Range Minimum Maximum Mean Deviation Variance Kurtosis 

P. Safety 
10 2.00 1.30 3.30 2.6900 .19058 .60268 .363 2.417 1.334 

App. of .differences  10 1.40 1.30 2.70 1.9300 .17515 .55388 .307 -1.513 1.334 

Openness of. ideas 10 2.00 1.30 3.30 2.4800 .20537 .64944 .422 -.613 1.334 

Time for reflection  10 3.00 1.70 4.70 3.5800 .26617 .84169 .708 2.095 1.334 

Experimentation 10 2.30 1.00 3.30 2.1000 .25033 .79162 .627 -1.115 1.334 

Inf. collection 10 2.00 1.00 3.00 1.8000 .22608 .71492 .511 -1.163 1.334 

Analysis 
10 1.30 2.00 3.30 2.8500 .15652 .49497 .245 -1.174 1.334 

Education and  Training 10 1.70 1.00 2.70 1.6200 .18427 .58271 .340 -.460 1.334 

Leadership 
10 1.10 2.00 3.10 2.4800 .09165 .28983 .084 1.990 1.334 

Valid N (list wise) 10 
         

Means of 10 respondents from the organization 

 
Uni liver Pakistan co. Ltd. 

 

 
N Range Minimum Maximum Mean Std. Deviation Variance Kurtosis 

P. Safety 
10 2.40 1.30 3.70 3.0100 .24561 .77667 .603 1.491 1.334 

App. of. differences  
10 1.30 1.00 2.30 1.7900 .11397 .36040 .130 1.769 1.334 

Openness of. ideas 
10 1.70 1.30 3.00 2.0600 .20232 .63979 .409 -1.551 1.334 

Time for reflection  
10 1.70 2.30 4.00 2.8000 .16733 .52915 .280 2.135 1.334 

Experimentation 
10 2.00 1.30 3.30 2.1900 .17026 .53841 .290 1.827 1.334 

Inf. collection 
10 1.50 1.00 2.50 1.4300 .21962 .69450 .482 -1.118 1.334 

Analysis 
10 2.00 1.30 3.30 2.1200 .19877 .62858 .395 -.114 1.334 

Education and  

Training 
10 1.50 1.00 2.50 1.7900 .21932 .69354 .481 -2.197 1.334 

Leadership 
10 1.70 1.40 3.10 2.3200 .16653 .52662 .277 .804 1.334 

Valid N (list wise) 10          

Means of 10 respondents from the organization 
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Engro foods co. Ltd 

 
N Range Minimum Maximum Mean Deviation Variance Kurtosis 

P. Safety 10 2.40 1.30 3.70 2.7900 .24470 .77381 .599 .100 1.334 

App. of. differences 10 1.00 1.30 2.30 1.7700 .12741 .40291 .162 -1.706 1.334 

Openness of. ideas 10 .70 2.30 3.00 2.7200 .06110 .19322 .037 2.459 1.334 

Time for reflection 10 .80 2.70 3.50 3.2000 .07303 .23094 .053 1.369 1.334 

Experimentation 10 2.70 2.00 4.70 3.3700 .29891 .94522 .893 -.939 1.334 

Inf. collection 10 3.00 2.00 5.00 3.5000 .36179 1.14407 1.309 -2.181 1.334 

Analysis 10 2.30 2.70 5.00 4.1100 .20246 .64023 .410 2.181 1.334 

Education and  Training 10 .70 2.00 2.70 2.2500 .06708 .21213 .045 1.347 1.334 

Information  Transfer 10 1.80 2.70 4.50 3.0400 .16613 .52536 .276 8.755 1.334 

Leadership 10 .50 2.60 3.10 2.9600 .05416 .17127 .029 .645 1.334 

Valid N (list wise) 10 
         

Means of 10 respondents from the organization 

 

Rafhan maize products co. Ltd. 

Means of 10 respondents from the organization 
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Mitchell’s foods co. Ltd. 

Means of 10 respondents from the organization 

 

Item Statistics 

Overall means of the data of 50 respondents 


