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Abstract

As we live in a period of constant change, continuous learning is an inevitable necessity. Our society has become a learning society and the concept of the learning organisation has featured strongly in this developing process. The learning society, learning individual and learning organisation act as one inseparable phenomenon.
A learning organisation is an organisation that facilitates the learning of all its members and continuously transforms itself. Many Lithuanian and foreign scholars have written about learning organisations, but none of them has identified the competencies of learning organisation employees. Consequently, the aim of this work is to present a model of learning organisation employees’ competencies.

Tasks of the research: (1) to define a learning organisation and identify its main features; (2) to reveal the importance of employees’ competencies in a learning organisation; and (3) to present a model of learning organisation employees’ competencies.

The object of the research: learning organisation employees’ competencies.
Methods of the research: the analysis of scientific literature, modelling, qualitative research method – half-standardised interviews with experts. 

Following an analysis of scientific literature, the concept of the learning organisation has been defined, characteristics of competency have been identified and the importance of employees’ competencies to a learning organisation has been shown. Empirical research has revealed the point of view of the experts towards a learning organisation and its employees’ competencies. A model of learning organisation employees’ competencies, consisting of six features, and employee competencies, which ensure the existence of these six features, has been established.

1
Introduction 

In their evaluation of learning organisations, Nyhan et al. (2004) noticed that learning organisations are in a completely different situation compared with at the beginning of the 20 th century. At that time, the main conditions ensuring an organisation’s efficiency and profit were thought to be the proper division of labour and good timing, while people served simply as the means to reach an organisation’s goal. All organisations operating in the market seek profit, but those organisations that integrate learning as a part of their organisational activity obtain results much faster. In such a way, the organisation becomes a learning community that focuses on learning as a social process.
Scientists who are interested in the topic of learning organisations notice that employees’ competencies determine an organisation’s ability to become a learning organisation, though no articles defining the precise competencies that allow an organisation to become a learning organisation were found. That is why this paper seeks to propose a theoretical model of employees’ competencies while evaluating different authors’ perspectives and opinions as a part of the process.
In order to reach this goal, several methods have been used, including scientific literature analysis, modelling, and half-standardised interviews with experts. First, the competencies of a learning organisation are identified. Then, as a result of a consideration of the features of a learning organisation and employees’ competencies, combined with the results of the interviews with experts, a model of competencies of learning organisation employees is presented.
2
 Main competencies of a learning organisation
In this paper, a learning organisation is defined as an organisation in which permanent research on inside and outside of organization is carried out, learning is permanent and conscious, and this is what influences the organisation’s openness, flexibility, development of new knowledge and aspiration for a common future vision. Summarising Pedler et al. (1991), Marquardt (2001), Pearn et al. (1995), Watkins and Marscik (1993), Ortenblad (2004), Bukantaitė (2005) and Garvin et al. (2008), the following seven features of a learning organisation have been identified:
· learning is a central value of the organisation, which is why it is taking place continuously at all levels of the organisation and participates in all the organisation’s processes;
· creating new pieces of information and their spread within the organisation;
· openness to communication processes (between and within all levels of the organisation); 

· employees’ aspiration and support for a common future vision;
· flexibility of the organisation (ability to change depending on changing conditions by the means of permanent learning); 

· permanent observation and analysis of outer and inner environments; and
· supportive managers and management.

In this paper, based on the concepts presented by Boyatzis (2007), Laužackas (2005a) and Tight (2002), ’competency’ is understood as a multifaceted concept that includes knowing how to do something; the ability to perform an operation, task or some kind of activity; the combination of knowledge and skills; and the ability to apply them to certain circumstances – integrated behaviour. These features have a positive influence on goal achievement and a person’s attitudes and values. Emphasis is placed on the fact that competencies are acquired by learning in formal, informal and natural ways, but becoming a competent person can be achieved only through activity (Andriekienė and Anužienė 2006). Tremblay and Sire (1999) identify the following components of occupational competence:

· theoretical competencies – acquired knowledge, individual cognitive resources acquired during preliminary or continuous occupational training;
· practical competencies – a mixture of methodological, technical and organisational skills;
· social competencies – skills needed to integrate into an organisation, attitudes, values, communicative and managerial skills, a combination of those skills and the ability to use them in specific situations; and
· strategic competencies – factors of intelligence, mobilisation of knowledge and skills that allow problem-solving in a specific organisational context.

Hypothetically, an individual’s competencies might be divided into three groups: (1) personal (general), (2) vocational (sometimes called ‘functional’, these are actions that are needed to perform specific forms of professional activity) and (3) core (needed for normal functioning in today’s society, they are the goal of formal learning) (Laužackas 2005b).
Some of the vocational competencies might be used just in one profession (monovocational), others in a few related professions; while core competencies are used in almost all professions. It is important to mention that in the learning organisation, this distinction is vanishing. Cope (1998) says that in a learning organisation, all the competencies of an individual are combined for the purpose of reaching the goals. Also, he mentions that there is no single individual with all the known competencies. This means that an organisation’s success depends not on the number of individual competencies, but on having some essential competencies.
Thomson (1995) and Appelbaum (2000) claim that certain competencies are essential for all employees working in any organisation. Those competencies are: communication, calculating, IT usage, problem-solving and interpersonal competencies. Of course, a learning organisation‘s employees need those competencies as well, but the seven features that are specific to a learning organisation, which have been described above, require additional competencies that ensure the existence of a learning organisation‘s features.

Various scientists’ work and sources were used to identify these competencies and different competencies were specified (see Table 1). The competencies were selected according to their role in ensuring each of the learning organisation‘s features. 
Table 1: Initial model of  a learning organisation
	Features of a learning organisation
	Employees’ competencies that ensure a learning organisation‘s features 

	Learning is a central value of the organisation, which is why it is taking place continuously at all levels of the organisation and participates in all the organisation’s processes 
	Adjustment (Yang et al. 2006; Longworth 2003)

Flexibility (Jamali et al. 2006)

Accuracy (Laužackas 2005b; Veliyath and Fitzgerald 2000)

Active learning (Careeronestop pathways to career success)

Communication ( Jamali et al. 2006)

Organisational skills (Veliyath and Fitzgerald, 2000)

	Creation of new information and its distribution within the organisation by using IT technologies 
	  Digital competency (Key competences for lifelong   learning: European Reference Framework 2007)
Active learning (Careeronestop pathways to career success)

Literacy (Veliyath and Fitzgerald 2000)

Information management (Strategic competences of an individual 2007)

	Openness to communication (between all levels of an organisation)
	Enterprising (Strategic competences of an individual 2007)

Honesty (Laužackas 2005b)
Communication (Jamali et al. 2006)

Interpersonal competency (Petkevičiūtė and Budaitė 2005)
Listening (Longworth 2003)

Decision-making (Longworth 2003)

	Employees’ aspiration and support for a unified future vision

	Reliability (Veliyath and Fitzgerald 2000)

Organisation (Veliyath and Fitzgerald 2000)

Teamwork  (Strategic competences of an individual 2007)
Creation of a productive relationship (Core competency descriptions for the high performance development model)

Conflict management (Strategic competences of an individual 2007)

	Flexibility of the organisation (ability to change depending on volatile conditions, by using permanent learning)
	Intercultural competency

Openness to changes

Situational perception (Careeronestop pathways to career success)

Concentration to client (Yang et al. 2006)

Creative thinking (Laužackas 2005b; Core competency descriptions for the high performance development model)
Flexibility

Planning (Yang et al. 2006; Longworth 2003)

	Permanent observation and analysis of outer and inner  environments

	Analytical thinking  (Veliyath and Fitzgerald 2000; Laužackas 2005b)

Critical thinking (Jamali et al. 2006; Laužackas 2005b)

Enterprise (Key competences for lifelong learning: European Reference Framework 2007; Longworth 2003)

Concentration on a client 

Flexibility (Jamali et al. 2006)

	Supportive managers and management

	Active learning (Careeronestop pathways to career success)

Communication (Jamali et al. 2006)

Interpersonal competency (Petkevičiūtė and Budaitė 2005)
Creation of a productive relationship (Core competency descriptions for the high performance development model)

Intercultural competency (Core competency descriptions for the high performance development model)

Generating decisions (Yang et al. 2006)

Decision-making (Strategic competences of an individual 2007) 


Probst et al. (2006) claim that as long as organisations are in competition with each other, investment in human resources is inevitable. In order to invest efficiently in employees’ competencies, organisations have to know what competencies their employees already possess. Scientists notice that organisations often do not know what kind of competencies and knowledge they possess, which is why valuable competencies and knowledge may stay unnoticed and unused – managers may not even know that they have their own experts.

Evaluation of employees’ competencies is an essential step towards the evaluation of the real worth of the organisation and its future development guidelines. It is important to mention that in today’s economy, in the process of evaluating an organisation’s real worth, the meaning of financial and industrial indexes is losing its ground (Boguslauskas and Vaškelienė 2001). The immaterial property index is becoming more and more important in evaluating an organisation’s worth in today’s competitive environment. A part of immaterial property is employees’ competencies. So, a learning organisation, in which learning is a part of all its processes, is creating and extending its employees’ competencies; and, in doing so, develops and expands its own worth and, as Murray (2003) says, expands its own competency or, as Ortenblad (2004) claims, expands its memory.

In summary, it is obvious that employees’ competencies become one of the most important factors in guaranteeing the organisation’s competitiveness. An understanding of competencies brings multiple benefits to the organisation.
3
 Model of competencies of learning organisation employees: results of experts’ evaluation
In drawing up a model of competencies of learning organisation employees’  (Table 1) and looking for evidence of this model, a half-standardised form of interview was used. Six experts were chosen for this purpose: four of them are professors representing the field of social sciences (management and educational sector) and the other two are docents representing different universities. All of them concentrate on research into learning within organisations. The participants were chosen by applying the effect of a rolling snowball – one participant of the research recommended another who could be addressed. In this way, experts representing different educational institutions were chosen to participate in the research, even though all of them represented the same field of science.
They were approached with two questions: ’What competencies must a learning organisation possess?’ and ’Which of the employees’ competencies are the hardest to gain, and the absence of which competencies can influence the development of an organisation?’ By applying the Delphi method (based on repetitive inquiry of the same experts) , they were also asked to review the competencies model of the employees within a learning organisation. Taking into account the opinions and remarks of the experts, the model was revised and shown to the experts once again, so that they could re-evaluate it. In the process of evaluation of the experts’ opinions, matching opinions were sought. If these opinions to be well-grounded and would potentially improve the model, they were kept in mind, too.
In the experts’ opinion (Table 2), a learning organisation (or any other organisation) cannot itself possess any competencies as they belong to the individuals themselves. This notion contradicts the opinion of Cook and Yanow (1998), who claim that organisations can be compared to a person and that they learn in the same manner as a human being and, thus, can possess competencies (Murray 2003; Balvočiūtė 2007). The experts state that it is the people within an organisation who possess competencies. In this way, they seem to hold the opinion that separate elements of the whole can have certain features, but the whole itself cannot. 
Table 2: Experts’ opinion on the competencies of a learning organisation
	Category
	Subcategory
	Number of comments 
	Supporting statements 

	Competencies of a learning organisation
	A learning organisation does not have competencies 
	4
	‘An organisation … cannot have competencies’

	
	
	
	‘Not an organisation, but the people who work in a learning organisation’

	
	
	
	‘First of all, of course, it sounds quite confusing that an organisation might be able to possess certain competencies’

	
	
	
	‘I believe that an organisation cannot possess any competencies’

	
	Employees possess certain competencies within a learning organisation 


	4
	‘The employees and members of an organisation can have certain competencies – it is their feature’

	
	
	
	‘People who possess some kind of  competencies work in an organisation’

	
	
	
	‘People who work in a learning organisation have to have several competencies’

	
	
	
	‘Competencies – the feature of the people, not an organisation’


The experts noted that the employees of a learning organisation have to possess both the unique competencies that are specific to a learning organisation and those competencies that are central to any other organisation (Table 3).
Table 3: Experts’ opinion on the competencies of learning organisation employees
	Category
	Subcategory 
	Number of comments
	Supporting statements

	Competencies of a learning organisation
	Competencies that are possessed by the employees of other organisations 
	2
	‘… those competencies should match the strategy of the organisation‘s development, main priorities, ... much attention must be paid to the general competencies, ... they must focus on reaching the specific aims of the organisation ... also the functional competencies‘ 

	
	
	
	‘Also, the other groups, ... they may as well be outside, within the other organisations – the general and occupational competencies’ 

	
	Competencies that are specific and should feature only the employees of a learning organisation 
	4
	‘We are talking about a learning organisation, so it is natural that all of these priorities must be focused on the ongoing development of the human resources within the organisations. ... Much attention must also be paid to the development of those competencies that allow the organisation to stay flexible, prepare for the changes ... and, of course, to make those changes, be an innovative organisation... by using the competencies that allow people to be a part of an ongoing learning process: ability to learn and ability to receive, process and pass the information on’

	
	
	
	‘… ability to co-operate, innovative thinking ... constructive decision-making, ability to search for the innovations’ 

	
	
	
	‘People working in a learning organisation have to possess competencies ... that are specific only to a learning organisation: they must be open to the process of learning, possible changes, co-operation, understand one‘s place within the competitive world’ 

	
	
	
	‘People working in a learning organisation must possess the most vivid abilities to learn ... and these abilities must be crucial ..., more might be said about the competencies related to the abilities to intercommunicate, communicate and exchange information’ 


In trying to define which competencies are the hardest to obtain and use the most resources (in terms of finance, time, efforts, etc) and which competencies must be paid special attention to in preparation of the model of competencies of learning organisation employees, quite different suggestions were put forward by the experts (Table 4). 
Table 4: Competencies that are the hardest to obtain
	Category 
	Subcategory
	Number of comments 
	Supporting statements 

	Competencies that are the hardest to obtain 
	Depending on a specific situation
	1
	‘… many things depend on the organisation itself – its aims and visions’ 

	
	Ability to learn
	3
	‘I sincerely believe that the hardest to obtain is competence to learn learning’ 
‘I think that the ability to learn is the hardest to obtain ...’

‘In a learning organisation the main value has to be defined not in terms of profitability and not even the information, but in terms of employees, especially those who are moving towards perfection, participate in the ongoing learning process’ 

	
	Ability to change 
	1
	‘Ability to change is the hardest to obtain’

	
	Social 
	1
	‘I think that the most problems occur with social competencies, because the social ones are very close to the personal competencies and, thus, are close to the heart of an individual’ 

	
	Learning 
	1
	‘Organisations might argue that it is hardest to pass the learning competencies’ 

	
	Personal 
	1
	‘Other organisations might emphasise the fact that the hardest to obtain are the general competencies’ 


Bearing in mind the recommendations and observations that were proposed by the experts after the evaluation of the model of a learning organisation, the model of competencies of learning organisation employees was updated and all the changes were documented. The changes were arranged in groups – first of all, the first feature of a learning organisation and the competencies that ensure this feature, then the second one, etc. Initially, the experts suggested changing the majority of the titles of the competencies (it was proposed to change ‘being innovative’ to ‘ability to be proactive’, ‘honesty’ to ‘ability to be honest’, ‘communication competency’ to ‘ability to communicate’, and so on). These suggestions were accepted and the definitions changes.
Organisational competence was divided in two: ability to plan time and ability to plan activities. Then the titles of these competencies were changed: ‘conscious learning competence’ was changed to ‘active learning competence’ and the ‘competence to learn learning’ was added. 

One feature of a learning organisation – creation of new information and its spread within the organisation by using IT – was combined with another feature – permanent analysis of outer and inner environments. Two competencies – ‘to perform research’ and the ‘ability to think creatively’ were also combined, and ’being trustworthy’ was changed to ’loyal’. 
In the section on employees’ aspiration and support for a unified future vision, the following changes were made: first of all, according to the proposition from expert, the first and the second statements included in the loyalty competence were erased: (1) I follow my commitments and always perform the job before the deadline – ‘This is an example of diligence and punctuality’; and (2) I do not skip work without having a major reason and always come on time – ‘this is an example of responsibility and punctuality, but not of loyalty’. Then one more statement was added: I encourage my colleagues to follow organisational politics, procedures and rules (’It is worth mentioning that I encourage other colleagues, too, to follow organisational politics, procedures’).
Other changes were made to the competence of the ability to plan activities. The first statement that featured in this competence was moved to the competence of decision-making (I make quick and effective decisions, when a project moves in the wrong direction of what is expected – ‘seems to be the feature of the ability to make decisions’) and three more statements were added: I am able to participate in solving a new task/problem, am able to motivate others and am able to delegate jobs to colleagues according to various fields of activities (‘As for me, ability to organise activities is equivalent to ability to join the solving of a new task/problem easily, ability to motivate others to start the action, delegate the jobs to the colleagues according to various fields of activities and so on’). Later, changes were made to the ability to plan one‘s time – an additional statement was added: I perform the work and tasks in the most optimal amount of time possible (work or task is being performed while not being under much stress, but also while not being extremely lazy) (‘is it possible to add that this ability features optimal time consumption needed to perform this special task?’). Then the last competence of this section – ability to manage conflicts – was discussed. Here, according to expert, the third statement was deleted and the second one was modified (‘I would ignore the third statement and leave only this one: I perform as an independent mediator while resolving conflicts’). 
Later, in accordance with the suggestions from expert there was introduced, the section on organisational flexibility – ability to change depending on the changing circumstances and employing ongoing learning). The first statement of the first competence – intercultural competence – was changed to this one: 
In professional activities I employ the principle of being tolerant to the representatives of different cultures (‘I would leave only the feature of being tolerant to the representatives of different cultures’). Then the second competence – ability to understand one‘s role within the organisation – was discussed. Here the second statement was updated and the phrase ‘including myself’ (‘including myself’) was added. Then the competence of ability to think creatively was approached. According to the suggestion from expert, both statements that were supposed to reflect the nature of creative thinking were rejected (‘because they are the features of the systematic thinking’). In their place, four other statements were entered: (1) I positively react to absolutely new challenges that require original resolutions; (2) I am able to approach the issue from different perspectives and am not limited to the first solution that comes to my mind; (3) I am able to solve familiar problems in a new way and with new means; and (4) I am able to solve the problems in a creative way by using the means I am already familiar with. (‘Creative thinking features a person‘s willingness to deal with new challenges with a positive attitude and by employing original solutions. This includes the ability to view the problem from different perspectives, not to run for the first solution that comes to one‘s mind, it is also the ability to solve familiar problems in a new way, by using the new means and solving those problems creatively by using familiar means’).
In the last section, on supportive managers the competence of ability to construct productive relationships, one more statement was added: I believe that constructive communication helps to seek the best results in the organisational activities (‘It is worth mentioning that I truly believe that constructive communication helps to seek the best results in the organisational activities’).
After implementing all the abovementioned changes, the final version of the model of competencies of learning organisation employees (Figure 1) was produced. It includes all statements that reflect the possession of these competencies. 

4
Conclusions
1. Employees’ competencies influence the value of an organisation, allow an organisation to gain competitive strength and enhance the development of the features of a learning organisation. 

2. The main parts of the model of competencies of a learning organisation are the features of a learning organisation and the competencies of the employees of a learning organisation that might be grouped with different features. The employees of a learning organisation must possess the following competencies: ability to adapt, ability to be flexible, ability to learn learning, ability to learn actively, ability to communicate, ability to organise the process of certain activities, ability to plan time, being innovative, honesty, interpersonal competency, ability to listen actively, ability to make decisions, loyalty, ability to plan, ability to work in a team, ability to construct productive relationships, conflict management, intercultural competency, ability to understand one‘s place within the organisation, ability to think creatively, ability to foresee the development of the processes, openness to changes, ability to think analytically, ability to think critically, enterprise, IT literacy, ability to carry out research, literacy, ability to process new information, ability to serve a client, ability to spread the learning culture within the organisation, and ability to generate decisions. 
3. Employees who possess these competencies allow the organisation to become a learning one. 
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Figure 1:. Model of competencies of learning organisation employees 
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