




 
 
 
 
 
 
 
 
Published by 
IATED Academy 
iated.org 
 
 
 
 
 
 
 
 
 
INTED2022 Proceedings 
16th International Technology, Education and Development Conference 
March 7th-8th, 2022 
 
Edited by  
L. Gómez Chova, A. López Martínez, I. Candel Torres 
IATED Academy 
 
 
 
 
 
 
 
 
 
 
ISBN: 978-84-09-37758-9 
ISSN: 2340-1079 
DL: V-224-2022 
 
 
 
 
 
 
 
Book cover designed by  
J.L. Bernat 
 
 
All rights reserved. Copyright © 2022, IATED Academy 
The papers published in these proceedings reflect the views only of the authors. The 
publisher cannot be held responsible for the validity or use of the information therein 
contained. 
 



 

 

TEACHERS' EMPOWERMENT FOR ORGANIZATIONAL LEARNING 
AND CONTINUING PROFESSIONAL DEVELOPMENT 

R. Čepić 
Faculty of Teacher Education in Rijeka, University of Rijeka (CROATIA) 

Abstract 
This paper aims to explore and analyze the contributions and critiques of current dominant perspectives 
in understanding the fundamental characteristics of organizational learning and the role of leadership in 
encouraging and empowering teachers for organizational learning and continuing professional 
development. Based on our research, review, and analysis of relevant studies, this paper emphasizes 
learning processes and strategies for establishing practices that contribute to human resource 
development and quality management. The orientation of learning organization theories and 
organizational learning towards strategic management, the skepticism of many pedagogical experts 
towards research into the concept of organizational learning, and the psychological orientation of 
dominant educational theories are among the reasons for insufficient acceptance and, therefore, lack of 
research in pedagogical science. Learning is considered a key factor in the ongoing transformation of 
an organization and its culture. The paper advocates a holistic approach to learning, the promotion of 
organizational learning, and a proactive leadership approach to questions related to teacher 
empowerment that are considered potential key links in the effectiveness of a modern educational 
institution. Furthermore, it is emphasized that establishing a system for learning and the sharing of 
learning, empowerment toward a shared vision, connecting the organization with its environment, and 
providing strategic leadership for learning are four basic prerequisites for learning at the organizational 
level. The theoretical analysis results confirm the importance of leadership in creating quality change 
and progress in areas where personal work, greater participation in the decision-making process, and 
teacher empowerment are nurtured. Specifically, it is emphasized that organizational learning is 
materialized not only in formal learning rules but also in many subjective and objective elements of the 
organization's everyday life that can stimulate or hinder the development of both organizational learning 
and teacher empowerment. The research concludes that it cannot be ignored that, within organizations, 
there is a growing emphasis on learning processes that do not fall under teacher professional training 
and development in the traditional sense but are significant from the perspective of competence 
development and positive organizational behavior. It also concludes that empowering teachers to take 
responsibility for their personal and professional development and growth can be driven by 
organizational leadership, structures, processes, and cultures that support their continuing learning at 
all levels, while deeper understanding and implications of organizational learning open new questions 
for researchers and practitioners. 

Keywords: professional development, organizational learning, leadership, teacher empowerment, 
learning culture. 

1 INTRODUCTION  
A crucial factor in the quality of education is the quality of the teaching profession, where education and 
teachers' continuing professional development are undoubtedly one of the central issues. Continuing 
development of an individual’s professional competencies is considered to be the essential key to the 
success of organizations. The growth and development of the individual should be understood as a 
constructive change. Individual teacher learning is necessary for the organization and its change, but it 
is not enough. In order to have an impact, individual learning requires organizational support and a 
supporting context of organizational learning. Whether organizations can learn or only individuals have 
the ability to learn is a question that has long been debated in the literature on organizational learning. 
Learning has traditionally been considered an individual process that has its beginning and end, a 
process that differs from other activities and has been considered the result of teaching. There has been 
a noticeable shift from understanding learning as a separate process to it being a multifaceted and 
dynamic process in recent literature. Numerous researchers have pointed to the fact that organizations, 
like human beings, can be encouraged to learn and innovate to ensure the quality of educational 
services ([1]-[5] and others). Most authors who have written about organizational learning consider 
leadership factors to be key in the process of empowering teachers for organizational learning. In recent 
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decades, among education professionals and decision-makers, the focus has been on the teaching 
profession, professionalism, and the need for professionalization in the teaching profession, and the 
development of the quality of education. Teachers’ professional development requires an appropriate 
institutional, administrative, and organizational structure, which recognizes the importance of their 
continuous learning and encouraging development at the individual and institutional level, where 
leadership must take the lead and responsibility ([6]-[10] and others). [2], who popularized a 
phenomenon that many could not find a name for when he wrote The Fifth Discipline, described a new 
type of leader as one capable of shaping and enabling such learning that includes nurturing personal 
expertise, helping teams learn together, creating a shared vision, understanding mental models, and 
connecting these components through systematic thinking. 

Although the broad and complex concept of organizational learning has drawn attention to questions that, 
until recently, had been considered questions of non-pedagogical sciences, such as planning, 
development, or management of organizations, it should be emphasized that new insights into 
organization theory in general, and organizational learning in particular, are not sufficiently embedded in 
pedagogical theory and practice. One of the reasons for the lack of acceptance and, thus, research of this 
concept in pedagogical science lies partly in the fact that, until recently, the theory of the learning 
organization and organizational learning was focused on strategic management and left aside the analysis 
of how employees could contribute and benefit from organizational learning. Furthermore, the reason is 
many pedagogical experts' skepticism towards research into the concept of organizational learning 
because this concept is still firmly placed within the framework of hard theories on human resource 
management and development. This situation is also explained by the psychological orientation of the 
dominant educational theories. Many theorists in this field reluctantly move away from individualistic and 
formal thinking about learning. Therefore, as [11] points out, concepts such as collective, situational, or 
informal learning enter scientific-theoretical pedagogical circles much more slowly. Who is learning? Who 
dominates the organizational learning process? Whose learning lies at the center? How to achieve a 
decentralized, level, team-based information structure where teachers are empowered to act and make 
independent decisions? Why do many professional development programs not have a tangible impact on 
changing practice teaching and even less on student learning? These and other questions are an important 
step towards shedding light on current perspectives of organizational learning and modern pedagogical 
management of the educational institution. Given the above, the paper first focuses on contributions and 
critiques in understanding the fundamental characteristics of organizational learning. This is followed by 
the role of leadership in encouraging and empowering teachers for organizational learning and continuing 
professional development in the context of the conducted analysis.  

2 METHODOLOGY AND AIM OF THE PAPER 
Organizational learning as a complex form of learning involves dealing with the professional 
development of individuals and organizational goals in an integrated way to respond to contemporary 
educational challenges and changes. Learning is a key factor in the ongoing transformation of an 
organization and its culture, and the willingness to learn and change and an openness to research, 
team, and development work, both by teachers and leaders, are vital. A holistic approach to learning, 
the promotion of organizational learning, and a proactive leadership approach to questions related to 
teacher empowerment are potential key links in the effectiveness of the modern educational institution. 
Based on our research and review and analysis of relevant studies, this paper aims to explore and 
analyze the contributions and critiques of current dominant perspectives in understanding the 
fundamental characteristics of organizational learning and the role of leadership in encouraging and 
empowering teachers for organizational learning and continuing professional development. Additionally, 
this paper emphasizes learning processes and strategies for establishing practices that contribute to 
human resource development and quality management.  

3 THE CONTRIBUTIONS AND CRITIQUES OF CURRENT DOMINANT 
PERSPECTIVES IN UNDERSTANDING THE FUNDAMENTAL 
CHARACTERISTICS OF ORGANIZATIONAL LEARNING 

As there are many definitions of organizational learning, so there are many approaches from which 
these definitions derive. There are three dominant perspectives in the literature on organizational 
learning: traditional or functional, social or interpretive, and radical perspective. The traditional or 
functional perspective (so-called old organizational learning) implies that individuals learn, and so does 
the organization as an individual. Knowledge is stored outside of individuals – in organizational memory. 
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According to the social or interpretive perspective (so-called new organizational learning), the collective 
learns; that is, people learn as social beings within the community of practice, and knowledge cannot 
be stored. The radical perspective of organizational learning is mainly focused on organizational issues 
and implies an organization in which individuals learn as free actors. Deviation from individualistic, 
behavioral, and overly cognitive theories is noticeable in the recent literature on organizational learning 
and knowledge development. In these sources, there is a shift towards expanding and deepening the 
concept of learning through cross-disciplinary theories, linked by the idea that creative (constructivist) 
activity taking place in socially situated collective contexts ([12, p.79], [13, pp. 1085-1113]) provided an 
overview of the understanding of organizational learning from the six disciplinary perspectives in the 
literature on organizational learning (psychology and organizational development, management 
science, sociology and organization theory, strategy, production management, and cultural 
anthropology). However, interestingly, he excluded the theory of education and learning. Different 
academic disciplines define problems differently or attach different importance to individual components 
of organizational learning. Accordingly, the contributions of disciplines to the understanding of 
organizational learning are also different, as highlighted in the Easterby-Smith paper. Considering that 
Easterby-Smith still offers a current elaboration of organizational learning that can contribute to the 
discussion of organizational learning from the perspective of pedagogical science, below we briefly list 
the main contributions of these disciplines according to the author. 

Contributions of psychology and organizational development to organizational learning can be 
summarized in the following characteristics: the existence of different hierarchical organization levels of 
individual learning, understanding the importance of context, assuming the possibility of establishing 
links between individual and organizational learning, the importance of cognitive maps and the 
construction of thought, and understanding the relationship between thought and action. The main 
contributions of management science to organizational learning are the creation and dissemination of 
information, the concept of organizational knowledge, emphasizing the importance of advancement to 
higher levels of learning, information technology, holistic view. The primary contributions of sociology 
and organization theory are the consideration of fundamental questions about the nature of learning in 
organizations and the processes that support it, focusing on questions of politics, conflict, and power as 
a common reality of all organizations that cannot be avoided, questioning conflicting interests in 
achieving the concept of organizational learning. The main contributions of the strategic perspective are 
a strong belief in achieving competitive advantage by applying the principles of organizational learning, 
constant discussion of the organization's ability to adapt to changing social circumstances and 
opportunities, the importance of direct experience and hidden knowledge to achieve results, the crucial 
importance of the exchange of professional information and information from general management 
practice between organizations. The main contributions of the production management perspective are 
the use of productivity as a criterion in assessing organizational learning, the concept of learning 
development, the discussion of endogenous and exogenous sources of learning, and the impact of 
organizational design on the transfer from individual learning to organizational learning. The 
contributions from the perspective of cultural anthropology are highlighting the importance of values and 
beliefs, highlighting culture as a factor that can influence the process and nature of organizational 
learning, considering the superiority of a particular culture over other cultures in terms of supporting and 
encouraging learning (potential cultural superiority). 

Empirical research on the role and results of organizational learning in educational institutions can 
contribute to the affirmation of the phenomenon of organizational learning in the modern educational 
institution. Although an increasing number of papers appear in the scientific literature aimed at studying 
organizational learning in educational institutions ([14]-[25], and others), many problems and challenges 
in researching this issue remain open. For example, [17] in their work present the pedagogical 
perspective of the phenomenon of organizational learning at the school level. According to these 
authors, organizational learning is outlined through a set of supporting factors such as the learning 
culture and is concretized through social mechanisms and processes of collective and collaborative 
learning. Finally, the authors point out, organizational learning is an encouraging means of achieving 
the educational goals of the modern school. They identified four key factors with a promotional or 
suppressive effect on organizational learning in school. These are 1) material factors – structure and 
infrastructure, 2) pedagogical culture – values, norms, rules, and practices of each school, 3) principal 
– principal's style and model of school management, involvement in school life and support to teachers, 
transformational leadership, and distributed leadership, and 4) contextual factors – a group of implicit 
factors, related to the extracurricular context. Organizational learning questions are extremely important 
for the development of quality in educational institutions. For example, [26, pp. 22-31] also consider the 
organizational learning model in their analysis among seven different quality models in education. The 
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authors believe that these seven models can form a comprehensive framework for 1) understanding 
and conceptualizing quality in education from different perspectives and 2) developing management 
strategies to achieve them. According to [26, pp. 28-29], the organizational learning model implies that 
an educational institution is effective if it can learn how to deal with changes in the environment and 
internal barriers. This model is especially useful when educational institutions are involved in educational 
reform, when they are new and evolving, or when changes in the environment cannot be ignored. 
Engaging all actors and stakeholders in the field of organizational learning and knowledge development 
would significantly contribute to further expanding and deepening the concept of learning in educational 
sciences. Professional development does not take place in a vacuum; it must include other elements in 
the broader context (such as professional identity, environmental characteristics, social development 
circumstances, and motives for participating in professional development), which can also influence 
institutional professional development practice ([7]-[8]). Specific contextual factors are fundamental, and 
ensuring a learning-supportive environment plays a critical role in the success of learning and 
educational efforts, especially given that the work context is characterized by continuous and rapid 
change. Leadership in educational institutions should provide a safe space in which people can take a 
step forward, change the way they solve existing problems, and oppose the status quo. At the same 
time, they should set an example through their own learning and change themselves to create a quality 
culture through agreed and strategic approaches to empowering all organization members and enabling 
organizational transformation. Namely, quality change and progress of the organization are the results 
of real commitment, hard work, and internal potential, where personal work and empowerment of 
employees are nurtured. 

4 ROLE OF LEADERSHIP IN ENCOURAGING AND EMPOWERING TEACHERS 
FOR ORGANIZATIONAL LEARNING AND CONTINUING PROFESSIONAL 
DEVELOPMENT 

The leadership of the educational institution is an important driver of change and development. Within 
that role, it is an important factor in encouraging and empowering teachers and other professional 
associates in the school/kindergarten. In this process, the role of leadership is multifaceted and depends 
on which aspect of thinking, behavior, and action is in the foreground ([27]-[28]). Thus, in the professional 
and scientific literature, transactional, transformational, distributed, interpersonal, pedagogical, 
democratic, postmodern, contingent, team leadership, and other forms of leadership are mentioned. In 
order to shed light on the role of the leadership of educational institutions in empowering teachers for 
organizational learning, below we determine some of the characteristics of these processes. 

Many experts believe that creating a climate or learning atmosphere that is part of a multidimensional 
organizational climate, where different climates can be distinguished, such as a safety climate or the 
aforementioned learning climate, is particularly important for establishing organizational learning. In this 
regard, it should be noted that leadership plays a key role in creating a climate in which learning is 
encouraged and rewarded, and the free process of learning within the organization is allowed. Some 
organizations create better conditions for this type of learning than others. Also, such organizations 
attach importance to learning and encourage people to talk to each other, and their "learning climate" is 
simply better. To achieve organizational learning, it is extremely important to create a positive learning 
climate, which includes much more than each individual's learning. It has been found that there is a link 
between school leadership and climate, and this climate is a factor related to school performance ([29]-
[32]). The Croatian pedagogical literature also warns of the importance of studying the school, 
classroom, and teaching atmosphere or climate and culture ([33]-[38]). However, it should be 
emphasized that there is insufficient empirical research on this issue. Achieving organizational learning 
requires building trust, a deeper level of relationships among employees, and mutual learning. The 
participation of all members of the organization, with the support of counseling and learning in the 
workplace, is the basis for spreading the understanding of learning/education, i.e., from occasional 
learning/education outside the organization to continuous learning in the organization. In other words, 
organizational learning is materialized not only in formal learning rules but also in many subjective and 
objective elements of everyday life of the organization that can stimulate or hinder the development of 
both organizational learning and teacher empowerment ([39]-[41]).  

Edgar Schein ([42]-[43]), who is considered one of the founders of organizational psychology, views the 
questions related to critical reflection and especially organizational culture as key elements in the 
realization of organizational change. According to this author, the term "learning culture" should be 
distinguished from the term "learning structure." Schein believes that organizational learning at the 
structural level can be equated with official rules and procedures within the organization. However, if the 
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everyday behavior of employees is taken into account, according to Schein, implicit assumptions or 
"theories-in-use," as they were called by [44], are more important. These basic or fundamental (implicit, 
tacit) assumptions guide employees' daily behavior and explain the difference between plans and formal 
procedures, on the one hand, and the real world within the organization, on the other. The implicit and 
subconscious action of culture is especially emphasized here because it starts from the understanding 
that the essence of organizational culture – what it really is – lies in its deepest and least visible levels, 
i.e., tacit assumptions that are truly responsible for members' behavior, experience, and thinking of 
group members. 

Modern forms of leadership promote elements of collaborative culture, characterized primarily by the fact 
that communication among employees is constructive, friendly, and people-oriented, employees are 
friendly, understanding and tolerant of each other, care for each other and help each other, know each 
other well, feel interdependence and collective responsibility, feel socially connected and socially secure, 
which encourages their development, are willing to express their positive and negative emotions, 
disagreement with the opinions of others is common because honesty and immediacy are respected more 
than agreement (Hargreaves, 1992, according to Polak ([45, p.41]). West-Burnham (1997, according to 
Bezzina & Testa, ([46, p. 145]) highlights four key components of leadership in a quality school 
environment. These are 1) vision, 2) creativity, 3) sensitivity, and 4) subsidiarity, which emphasizes 
achieving agreed results rather than the means of achieving them. The [46] confirms the importance of 
leadership in creating quality change and progress, where personal work and empowerment are nurtured. 
Research by ([47, pp. 223-243]) identified eight key dimensions of successful leadership – it is focused on 
learning, well-being, and student achievement. These are: defining vision, values, and direction, building 
trust, improving teaching and learning conditions, restructuring and enriching curricula, restructuring the 
organization (redesigning roles and responsibilities, improving the teacher quality by including successive 
planning), school community, improving teaching and learning, building relationships within and outside 
the school community. Building modern organizational structures or forms of educational institutions 
implies the establishment of such a climate and culture in which the professional development of teachers 
would take place through mutual cooperation, conversation, finding constructive solutions in the team, and 
mutual learning. Ideas and information should come from those who have something to contribute, 
regardless of their position within the organization. Teachers need to be more involved in planning and 
decision-making and take greater responsibility for their own professional development and learning. 
Involving teachers in the decision-making process and empowerment are the two most effective strategies 
that leadership can utilize. Creating collaborative structures that give employees responsibility for 
identifying and resolving existing problems is necessary. 

Short [48] provided a concrete description of the construct of teacher empowerment based on the 
conducted empirical research. Empowerment is defined as how school participants develop the ability 
to take responsibility for their growth and solve their problems. Dimensions of teacher empowerment 
relate to 1) teacher participation in critical decisions that directly affect their work, 2) teacher influence 
as an indicator of impact on school life, 3) teacher status in terms of professional respect from their 
colleagues, 4) autonomy or teachers' belief that they can control certain aspects of their work, 5) 
opportunities for professional development to enhance lifelong learning and expand skills, and 6) self-
efficacy, perceptions of skills, and ability to assist students in learning. These dimensions enhance the 
debate on teacher empowerment beyond mere rhetoric and provide a framework for developing 
strategies to help teachers become more empowered in their work. Empowering teachers for 
organizational learning and continuing professional development succeed only when there is a genuine 
desire to share thinking and decision-making with all teachers affected by certain actions and policies. 
Teachers are empowered when they are more involved in the decision-making process on issues that 
are crucial to them and their work, along with the belief that their involvement is genuine and that their 
opinions are relevant to the outcome of the decision. Teachers notice greater empowerment when they 
feel they have an impact on school life. Finally, teachers' perception that they enjoy the professional 
respect and admiration of colleagues and that they have control over certain aspects of their work is 
associated with a sense of empowerment [49]. 

We will conclude this review by observing that it cannot be ignored that within the organization, there is a 
growing emphasis on learning processes that do not fall under the professional training and development 
of teachers in the traditional sense but are still very important from the perspective of competency 
development. Thus, considering multiple perspectives on the development of lifelong learning and 
knowledge creation infrastructure, [11] points out that the role and responsibility of leadership in enabling 
lifelong learning at all levels and strategies to encourage the development of productive learning systems 
through individual and organizational responsibility are particularly important. It can be pointed out that 
establishing a system for learning and sharing learning, empowering teachers towards a common vision, 
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connecting the organization with its environment, and providing strategic leadership for learning are four 
basic prerequisites for learning at the organizational level. The challenge for principals is to understand 
how empowering the environment can be driven by organizational leadership, structures, processes, and 
cultures that support efforts to make schools a place of success for all children [50]. Teacher empowerment 
is a complex phenomenon, but it has strong implications for school effectiveness and student success. 
School transformation will only happen if school participants are empowered, and principals are the main 
bearers of change and moderators of the learning process because it is crucial for an empowered school.    

5 CONCLUSIONS 
In the context of the conducted analysis, it should be noted that the learning of the individual is necessary 
for the organization and its change, but it is not enough. Organizational learning involves incorporating 
and increasing the long-term ability to respond to changes in the environment. In today's organizations, 
learning must be shared so that many, not just leadership, have quick access to new knowledge and 
skills development. Central organizational learning processes, including collective seeking, sharing, 
evaluating, and interpreting information, have proven to be a lever for changing schools and increasing 
innovative practices. Well-integrated organizational learning becomes an internal part of the work 
culture, independent of the individual employee's efforts. Thus, individual learning is related to 
organizational learning, and although they do not have the same meaning, these two types of learning 
are potentially (though not necessarily) interdependent. In other words, organizations cannot learn if 
people do not notice, use, and share others' ideas, practices, and thoughts. Most research on 
organizational learning assumes that it occurs during or due to collaborative interaction with others in 
the workplace context. Our perspective in this paper is closely aligned with this assumption. All 
organizations, including educational institutions, benefit more when individuals are encouraged and 
supported in a wide range of learning opportunities. The insights gained by organizational sciences 
should not be left out as they can be helpful to educational institutions in better understanding their 
progress and managing that same progress. If we consider the traditions and beliefs that surround 
leadership, we can easily assume that leadership is vital to the effectiveness of educational institutions. 
Educational institutions need to create management structures that allow teachers to be involved and 
make decisions because teachers influence change in their institutions. Research on school reform has 
identified improved teacher autonomy and empowerment as key factors in the development of 
successful schools, in addition to the effects of principals on teachers' feelings and perceptions of 
empowerment. Empowered teachers experience feelings of competence, motivation, and commitment; 
they are able to make correct decisions and solve internal problems professionally and manage to 
implement the competencies acquired during their continuing professional development. In addition to 
greater participation in the decision-making process and empowerment of teachers, important 
leadership activities are related to continuous learning at the system level, creation and sharing of 
knowledge and information, culture, and structure that allows flexibility, open communication, "mistakes" 
and rewarding learning, top/down supporting and encouraging through various reward systems. In this 
sense, we can highlight Fullan's [51] idea that "indelible leaders" must always encourage learning in 
others while they are learning. They need to "feed and be fed by the system,” “learn and lead equally,” 
“be responsible for encouraging the group to innovate and act long-term.” Therefore, it cannot be ignored 
that, within organizations, there is a growing emphasis on learning processes that do not fall under 
teacher professional training and development in the traditional sense but are significant from the 
perspective of competence development and positive organizational behavior. Empowering teachers to 
take responsibility for their personal and professional development and growth can be driven by 
organizational leadership, structures, processes, and cultures that support their continuous learning at 
all levels, while deeper understanding and implications of organizational learning open new questions 
for researchers and practitioners. A decentralized, straighter, team-based information structure is 
needed, in which teachers are empowered to act and make independent decisions - this is the greatest 
interest of the organization. Empowering teachers helps ensure that the organization adapts to the 
external and internal environment that is constantly and rapidly evolving. Empowering teachers also 
creates an opportunity for the organization to better manage and cope with constant change. The 
provisions mentioned above point to the fact that the empowerment of teachers for organizational 
learning and modern leadership on democratic principles is a constant requirement placed before 
educational institutions. In short, we conclude that the demands for greater empowerment of individuals 
and organizations affect the strengthening of the need for continuous professional development of all 
employees. Leadership must therefore work skillfully and wisely with people to make good decisions 
and focus on sensitive points for individuals and organizations related to creating meaning and shaping 
individual and organizational learning. 
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