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Abstract: Action learning may be defined as a process supported by a collection of individuals that inductee 

imaginative resolutions to handle multiple difficulties. Action learning is an effective strategy to develop the 

management skills for organizations or indiviuals. It measures mainly team strategies in solving real life 

problem and supports the team building within an organization or company. Many effective organizations utilize 

action learning to understand workforce progress and development. The purpose of this article was to present a 

systematic and state of the art review of literature about action learning theory and models used for 

organizational development. A total 29 articles were selected from various data based by introducing the 

inclusion and exclusion criteria. The review of literature indicated that application of action learning theory 

improves the capacity building, self-efficacy and performance of the organizations. The review of literature also 

showed that by following action learning theory, an organization developed and progress rapidly. Some action 

learning models, principles, their limitations and outcomes are also discussed in this article. To strengthen the 

review results of development of organizations, a number of case studies were also presented in this review 

article to provide the evidences of action learning theory to improve the efficiency of organizations.   
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1. Introduction 

Strong management abilities at all working 

levels have long been considered essential to 

improving an organization's performance. 

Effective management and strong leadership 

go hand in hand with well working services, 

dynamic and efficient staff. Action Learning is 

a strategy that can be utilized to discourse the 

encounter for improving the efficiency 

management [1]. This approach is well-

established and has been widely employed in a 

variety of fields [2]. Action Learning is a long-

term process focused on participation, getting 

knowledge and group reproduction. A set of 

peers meets on regular basis under the 

supervision of a qualified moderator. Members 

bring real-world problems into the debate with 

the goal of developing new and useful answers 

to complicated challenges and be implemented 

[3]. The meetings are done in a Socratic way, 

with participants discussing their concerns in a 

continuous question-and-answer format that 

encourages critical thinking and conversation 

while also clarifying preconceptions [4]. 

When people learn hands-on, they learn more 

and better than when they passively absorb 

knowledge. Learning by doing has been 
proved to be an active approach of building 

management skills, particularly for senior 

administrators in industrialized states [5-6]. 

Action learning techniques have been 

employed in a variety of classes, especially to 

build advanced managerial skills and abilities 

[7]. The action learning theory demonstrated 

the improvement in self-confidence, conflict 

resolution, teamwork skills, self-efficacy, 

problem-solving skills, leadership skills and 

critical thinking skills in numerous 

organizations of the globe. All of these 

abilities are crucial for managers in general, 

but they are especially important for those who 

work in high-stress areas like neonatal units 

[8]. Action learning theory is followed in a 

small-group that allows team members to 

solve real-world problems in real time while 

also learning about the organisation as a 

dynamic and dynamic system between 

problem-solving and decision-making groups 

in which they participate. As, team members 

have a thorough comprehension of behavioural 
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learning theory and are familiar with its 

research and reflection processes, they 

consistently put their new findings and 

knowledge to action [9]. 

1.1 Purpose of the Study 

Action learning is a procedure of problems 

solving and play a significant role in 

organizational development. It can reflect the 

consequences of actions. Action learning 

theory not only improves the troubleshooting 

process, but also helps simplify team-

developed solutions [10-12]. By applying 

action learning process, the organizational 

system can be improved and modified. The 

main reason for conducting this study was to 

explore some evidence based literature for 

action learning theory, models and application 

of both for organizational development.  A 

very rare studies were found  in the literature 

that discussed the action learning theory and 

its usage in organizational development. The 

objectives of the current study were (i) to 

present a comprehensive and state of the art 

review on application of action learning theory 

for organizational development (ii) to present 

some action learning models used in action 

learning to improve the efficiency of 

organizations (iii) Challenges and their 

possible solutions in using action learning 

theory for organizational development.   

Methodology 

Article Selection Process 

The key objective of current review research 

was to reveal the effectiveness of action 

learning theory and models for organizational 

development. For this purpose, Web of 

Science and Scopus database were selected to 

collect the review of related articles. In Web of 

Science and Scopus interface, “Action 

Learning Theory”, “Models” and “ 

Organizational Development” terms were 

entered as the main contents of the search. The 

custom year range from 2000 to June 2021” 

was determined as the time limit for current 

study. The advanced search was done from 5
th
 

to 10
th
 august, 2021. Based on the initial 

results, 132 papers were discovered. The 

specific inclusion criteria was applied to limit 

articles for state of the art review on the 

effectiveness of action learning theory and 

models for organizational development. The 

first criterion was to use “Educational 

research” as a web of science and Scopus 

category. "Only items" as documents and Pdf 

types were the other inclusion criterion. After 

applying the inclusion criteria, 56 articles have 

been found. In order to conclude the research 

and review articles to be reviewed, specific 

exclusion criteria were then implemented. The 

first criterion of exclusion was to exclude 

more than once the same articles. Secondly, 

articles not available in full text were to be 

excluded. The final criterion for exclusion 

included the removal of articles that had no 

direct connection with the effectiveness of 

action learning theory and models for 

organizational development Finally, the main 

sample of this systemic review study was 

determined by a total of 29 articles. The main 

selection process is summarized in Figure 1. 
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Figure 1. Article Selection Process 

2. Review of  Relevant Literature 

2.1 Concept of Action Learning 

Action learning may be defined as the process 

of creating reasonable answers for difficult 

challenges faced by individuals and 

organizations. It entails taking steps to remedy 

the problem and then assessing their 

effectiveness [13]. At all levels, action 

learning is an effective way of development. It 

is realized to be particularly suitable for 

collaborative problem-solving techniques and 

contributes to organisational team building 

[14]. The organizations that encourage staff 

development while also taking care to 

facilitate action learning get the rewards of a 

more competent and active staff. Numerous 

successful firms used action learning to 

enhance their personnel [15-16]. The founder 

of action learning theory, Professor Reginald 

Revans [17], discovered that allowing a small 

group of individuals to share their experiences 

and difficulties in order to find answers is an 

effective way to learn and solve problems. 

2.2 How Does Action Learning Work? 

The primary goal of action learning is to 

empower individuals and provide them with 

the opportunity to speak openly about the 

issues they face at their own level. The ideal 

method to continue this process is to gather a 

group of 6 to 8 like-minded people and set 

aside time for them to meet and discuss [18]. 

The working principle of action learning 

theory is shown in figure 2.  

 

Figure 2. Working Principal of Action Learning Theory 
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Action learning is a dynamic technique for 

resolving corporate problems, improving 

personal skills, forming teams, and developing 

leadership [19]. This is an efficient method for 

fostering mutual respect in a company as this 

technique guides people to keep asking 

questions and create developmental  

environment. It creates an environment in 

which a constant process of adaptability can 

take place [20]. 

2.3 Steps in Action Learning to Solve the 

Problem 

(i) Identification of Problem 

In around two minutes, the action learning 

coach will ask a participant to identify the 

concerns that the group should consider. The 

team members, as well as the ones who asked 

the questions, began to ask each other 

questions at this point. In addition, the 

moderator posed questions to the participants. 

When a question is posed, the seeds of a 

solution are sown, and the problem is then 

solved. In action learning, the team approaches 

the problem in a radically different way than 

the firm would normally approach the 

difficulty. Because they clearly identify the 

real problem before attempting to define the 

solution, action learning teams are able to 

come up with novel solutions [21-22]. 

(ii) Problem Solving 

Before moving on to the solution phases, 

coaches play a vital role in validating the 

group's consensus on what the problem is. 

When the conversation shifts from problem 

analysis to solution, the coach recognises it 

and takes action [23-24]. When a coach 

demonstrates that the group is making an early 

transition from problem analysis to solution 

decision, intervention is required. The coach 

invites each individual to write down their 

knowledge of the situation during this 

intervention. Members will read what they 

have written aloud once they have written 

down their ideas about the topic. Writing and 

reading questions challenges the team to 

explore the true nature of the situation at hand, 

contrary to what each member believes. 

Participants admitted to see aspects of the 

situation they had never observed before when 

they listened to what others thought was a 

problem. This procedure can be frustrating for 

first-time active learners who are used to 

entering into solution mode. They soon 

realized that as they were evaluating the 

troubling scenario, they were also sowing the 

seeds for the following step and formulating 

solutions. This activity allows participants to 

quickly identify additional possibilities, 

regardless of how confident they are about the 

nature of the problem before they attend the 

problem-solving session [25-26]. 

(iii) Time Management 

The intensity of action learning courses is 

high. When planning sessions, keep this in 

mind. Each lesson should not last more than 

four hours per day and the time between 

classes should not be more than four weeks. 

The meetings that have been going on for 

several days have produced shocking 

outcomes. Similar tendencies are frequently 

seen in action learning groups. The process 

began slowly, with participants having trouble 

asking inquiries [27]. The process began to 

quicken after the initial intervention; the coach 

drew all participants into the dialogue and 

assisted them in figuring out how to 

communicate more effectively. In addition to 

assisting them in determining how to ask 

better questions and collaborate more 

effectively, coaches also conduct research to 

ensure that members know why certain actions 

are most effective. A particularly exciting 

meeting took place when the party was 

reunited after a night's rest. Subconscious: 

Working all night on learning and problems, 

when the team meets again in the morning, it 

will produce a strong spark. This new 

relationship between group members 

permeates their daily activities from that 

moment; the dialogue changes from a 

statement to a problem, because the people 

involved in action learning realize that the real 

power lies in identifying the unknown, rather 

than showing the known [28-29]. 

(iv) Session of Questioning and their 

Answering 

The coach inquiries about learning 

possibilities during the question. They come in 

a variety of shapes and sizes. Early 

intervention, which occurs within the first 10 

minutes of the session, is the easiest 

opportunity. The goal is to ensure that the 

group starts with a team, but it's also critical 
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that everyone participates. Coaches are also 

looking for the following opportunities: 

• Reinforcing when all the things are 

going well 

• Helping teams achieve better 

results 

Each time the coach guides the test group to 

explore more deeply how the group feels. 

Through this process, the team discovers and 

visualizes problems lurking under the table. 

This will release the tension in the air, allow 

the group to become a better team and focus 

on solving the major problems in front of you. 

If the team coach does not identify an 

observed learning opportunity, the coach uses 

future positive questions to recognize it. The 

last question at the coach leads the team as 

they decide how to move forward [30].  

(v) Resolution 

For the course of the project, team members 

are urged to keep a learning journal. They 

don't expect you to share what they write with 

others. Rather, they are required to summarize 

their learning journey at the end of the 

endeavour. The team learning journey's 

composition should be provided at the start of 

the final presentation to the C suite (executive-

level managers within a company). A project's 

outcome can be dramatic. In an ideal scenario, 

having a team behind you allows you to 

implement a solution sooner rather than later. 

Unfortunately, in the actual world, it isn't 

trustworthy enough. C suite generally requires 

a presentation of the problem and solution. 

Therefore, the team will continue to work with 

the owner of the problem. The team will 

periodically notify the owner of the issue of 

progress. These meetings can review the 

scope, see if the path the team is taking is 

acceptable by C suite (management level 

manager within the company), and handle any 

issues that arise. When it comes to the date of 

the presentation, the owner or team in question 

should not be surprised. The expected 

response of the presentation was that all 

systems disappeared. The unimplemented 

solution often results in team atrophy, causing 

processes to fail, making sessions impossible 

to perform future actions [31].  

 
2.4 Integration of  Models in Action 

Learning 

(i) Action Learning Group Process 

Model 

Gregory's [32] Action Learning Group Process 

Model includes action learning and action 

research into the Talent Strategies Graduate 

Program's management development process. 

This paradigm contains four phases, which are 

followed by scientific investigations to keep 

looking at difficulties. Gregory's [32] concept 

was based on Lewin, [33] and Kolb's [34] 

experiential learning model. This is due to the 

fact that this model is built on the same 

assumptions as Revans' [17] theory of 

behavioural learning. Furthermore, the 

experiential learning paradigm was founded on 

research. Gregory, [32] believed that scientific 

research is the greatest research approach for 

graduate programmes and that taking 

responsibility for one's actions motivates 

human resource professionals to develop. It is 

shown in figure 3. 
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Figure 3. Schematic of Action Learning Group Process Model 

 

(

ii) Systemic Action Learning Cycle (SALC) 

Model 

The four phases of Paton's Systemic Action 

Learning Cycle cited by Paton [33], was based 

on Critical Systems Theory. The reiterative 

aspect of analyzing organisational issues as 

part of a behaviour learning cycle is 

emphasised by the theory of built-in key 

schemes. Because there is no meta-

methodological state bluff in the SALC model, 

it can be used with a variety of techniques 

[35]. The model is made up of the steps as (i) 

Alert (ii) Comprehend (iii) Consider (iv) 

Compare (v) Act. The learning process in 

Systemic Action Learning Cycle (SALC) 

model is shown in figure 4.  

 

 

Figure 4. Learning in Systemic Action Learning Cycle (SALC) Model  

(iii) Systemic Action Learning Spiral Model 
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This model was developed using critical systems theory, which integrates single, double and triple 

loop learning theories to determine the level of study that may occur when using action learning 

theory to investigate organizational difficulties and problems [33,36]. The schematic of systematic 

action learning spiral is shown in figure 5.  

Figure. 5: Schematic of Systematic Action Learning Spiral  

(iii) Systemic Action Learning Spiral 

Model 

This model was developed using critical 

systems theory, which integrates single, 

double and triple loop learning theories to 

determine the level of study that may occur 

when using action learning theory to 

investigate organizational difficulties and 

problems [33,36]. The schematic of systematic 

action learning spiral is shown in figure 5. 

(iv) Continuous Action Learning Model 

Argyris' theories of action learning are 

incorporated into Watkins & Marsick' [36] 

perspectives of organisational learning. Their 

unique concept of continuous learning is built 

on a practical, operational method for 

problem-solving in rea and day-to-day 

scenarios. Reflecting on the nature of the issue 

and applying the problem-solving method 

referred to by Argyris and Schon as single 

loop learning can lead to a level of learning 

[37]. The schematic diagram of  continuous 

action learning 

model is shown in figure 6. 

Figure 6. Schematic of Continuous Action Learning Model 
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Table.1: Action Learning Models, their Working Principles, Outcomes, Limitations and Strength 

Model Name Author Definition Working Principle  Expected 

Outcomes 

Strengths and Limitations 

 

Action Learning 

Group Process 

Model 

 

 

 

Gregory 

[32] 

Implements 

management 

development action 

learning and action 

research 

 

The key attention of the 

learning experience is to 

discover a solution to a 

problem in the real world. 

Learning is a volunteer 

process and the student must 

be ready to learn. 

Action Learning is a highly 

social process and activity that 

requires time to be completely 

efficient. 

The standard programme of 

action learning may span from 

four to nine months. 

The ability of 

staff to influence 

strategic decision 

making 

Women and men only learn 

when they desire to learn. 

One key motivation to desire 

to learn is to know that you 

are not able to accomplish 

your work well. 

Learning is a social process, 

as learners work together to 

help each other with certain 

challenges of mutual interest. 

 

 

Systemic Action 

Learning Cycle 

(SALC) 

 

 

 

 

 

 

Paton, 

[33] 

In most approaches an 

activity cycle has been 

encapsulated that leads 

from a first alarm event 

to a thought process. 

Alert: The act of initiating the 

inquiry.  

Comprehend: This is a set of 

activities, or more accurately, 

by which an analyst gains a 

knowledge of the issue. 

Consider: This is the act of 

planning the specific 

(systemic) modeling to be 

undertaken in this analysis.  

Compare: In this act the 

models created are compared 

with what is known about the 

situation in order to facilitate 

some end-activity to this cycle 

of analysis.  

Act: This culminates the cycle 

by carrying out the planned 

end-activity arising from the 

comparison.  

By guiding the 

decision-making 

process using the 

generic learning 

action phases, you 

can accomplish 

the intended 

results by taking 

suitable measures 

to address an 

issue. 

In contrast to similar form 

models that were intended 

for certain techniques, 

several methodologies could 

be used to this model. 

In relation to the use of 

relevant situational models 

together with the SALC 

model during analysis, Paton 

explained the flexibility of 

the SALC model. 

 

 

 

Systemic action 

learning spiral 

model 

 

 

 

 

 

 

 

Paton, 

[33] 

 

 

This model shows how a 

range of analytical 

cycles for systemic 

problem resolution 

might spiral over time. 

 

 

Cyclical approach of  learning 

Deepen every irregularity 

Learning via Previous 

Knowledge 

This model 

reflects the 

process of 

analyzing 

iteratively but the 

results of action 

learning are 

unspecified and 

predictable. 

One of its main features is 

that it is versatile and may be 

employed with a number of 

quantitative or qualitative 

research approaches or both 

in a variety of environments. 

A  first limitation is that “by 

focusing on methodologies, 

the approach preserves the 

need for the practitioner to 

have a command of a range 

of methodologies to be 

effective” 

Secondly, cyclic diagrams 

are misleading as 

diagrammatical captures 

cannot effectively represent 

the iterative, interrelated and 

holistic structure of systems 

of thinking. 

 

Continuous 

Learning Model 

 

 

 

Watkins 

& 

Marsick, 

[36] 

The inner circle is the 

simple steps in the 

solution cycle. 

The external circle of 

the model reflects the 

 

Leaders start to learn 

continuously 

 

Create a curriculum 

 

The resolution of 

everyday 

difficulties and 

the prevention of 

 

A focus on everyday 

difficulties and problem-

solving orientation are the 

obvious characteristics of 
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deeper level of 

knowledge that can be 

achieved by critically 

thinking on the 

underlying premises of 

understanding and 

conviction. 

 

Provide the materials and time 

to learn continuously 

future recurrence 

by critical 

reflection of these 

situations. 

this methodology. The model 

is an intrinsic practical 

model with these major 

qualities and results. 

The concept for practical 

managers and consultants 

can be used fast and easily. 

These strengths can also be 

seen as restrictions. 

 

Figure 7. Process for Organizational Support in Action Learning 

 

2.5 Action Learning Theory in 

Organizational Development 

Action learning (AL) is a method that allows 

individuals or groups to acquire while solving 

issues and carrying out actions. AL has 

increased in popularity as a result of its ability 

to link practical conclusions and relevance to 

real-world organizational difficulties. AL has 

proven to be very effective in developing 

problem-solving abilities, teamwork, 

leadership and organizational growth across a 

wide range of industries in various countries. 

Although AL is becoming more popular, there 

is little study on it, and there have been calls 

for empirical educations that look into it more 

thoroughly [38]. Around the world, the 

number of enterprises using AL is steadily 

expanding. Companies use action learning as a 

tool for management and organizational 

development to gain competitive advantages 

[39]. The process for organizational support in 

action learning is shown in figure 7.  

2.6 How Action Learning Promotes 

Organizational Development? 

 

Revans [17] was the first to advocate for the 

use of action learning to resolve organisational 

challenges, most notably by utilizing questions 

and inquiry with peers to advance coal mine 

productivity and safety, reduce nurse turnover 

and improve health recovery rates. Individual 

growth and professional practise have gotten a 

lot of attention in action learning over the last 

two decades. Here, the pendulum almost 

appears to swing the other way, with either 

little regard for overall organisation 

performance or an underlying belief that better 

service delivery will necessarily result from 

this individual improvement. Action learning 

has seen a revival in the field of learning and 

development in British public organizations 

this century [40]. With a few notable 

exceptions, investment has primarily 

concentrated on individual growth potential, 

particularly in the deployment of action 

learning for leadership and management 

development programmes.  It's difficult to 

argue that action learning has any value in the 

public sector, especially when public funds are 

being spent and no tangible effects can be seen 

in people's lives [41]. Individuals and groups 

can benefit greatly from action learning, which 

can also aid in the development of 
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organizational learning. Specifically, it can 

achieve the following: 

• Improve your teamwork and 

collaboration abilities. 

• Assist participants in developing 

mutually fruitful and respectful 

relationships with coworkers. 

• Improve your problem-solving and 

decision-making abilities. 

• Assist participants in applying 

research, theory, and management 

concepts to real-world organisational 

problems. 

• Improve your critical and analytical 

thinking skills. 

• Position investigation is at the heart of 

organisational behaviour. 

• Improve participants' capability to 

reproduce on and acquire from their 

personal and group experiences. 

• Develop individuals' knowledge of 

how their behaviour, attitude, and 

assumptions influence their decision-

making. 

• Create an immediate benefit solution 

to an organisational difficulty. 

• Increase participants' skill and 

confidence in discussing other 

organisational challenges in their day-

to-day working environments. 

• Contribute to talent development and 

succession planning by assisting in the 

preparation of high-potential 

applicants for promotion. 

• Give set participants the ability to 

apply action learning to other 

difficulties in their professional life. 

 

 

2.7 Case Studies of Action Learning Theory 

in Various Organizations 

1. Working as a Team and Building Trust 

Background of Case Study 

Trust between the top management team is 

critical in the ever-changing, highly 

competitive aerospace business. We used 

Action Learning (AL) to establish trust while 

working alongside an existing leadership 

programme. 

Approach 

The strategy began with a team-wide event 

aimed at fostering trust. The leadership was 

then divided into three AL Sets comprised of a 

diverse range of personalities. Before the Sets 

convened, the facilitator performed a coaching 

session with each participant to assist identify 

the important ‘trust' concerns for them to work 

on. Each Set then met three times over the 

course of nine months. Two persons presented 

in each short and concentrated session, which 

was tailored to accommodate the leaders' busy 

schedules. The intervention culminated with a 

one-on-one coaching session for each 

participant to reflect on their particular 

learning and next steps. 

Result  

Each participant got new insights, self-

awareness, and understanding of how to 

interact to others and develop trust in the 

context in which they work. The teams are 

now much more cohesive as a whole. They 

shifted away from their siloed approach to 

working and thinking, realized they were 

dealing with comparable difficulties, and were 

able to forge better bonds. There was a far 

higher desire to be vulnerable, which aided in 

better teamwork. The use of Action Learning 

was so beneficial that the majority of 

participants decided to form new AL groups. 

These were started with a single session and 

began self-facilitating after that. Working in 

this manner had the effect of making them 

want to do it again. The company's leadership 

development programmes now include Action 

Learning and Coaching as a mandatory 

component. 

2. Changing the Culture to Support 

Organizational Growth 

Background of Case Study 

The University of Salford implemented an 

organisational development programme 

engaging approximately 360 academic and 

professional service workers to increase 

performance and generate a culture shift. To 

transmit the learning from the workshops to 

the workplace, they used Action Learning 

(AL). 
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Approach 

We collaborated with the institution to include 

Action Learning into the leadership workshop 

programme. An internal group of 13 

facilitators was trained. We also offered 

suggestions on how to introduce and use AL. 

Following the leadership seminars, all 

participants were given internally-facilitated 

Action Learning Sets to help them address 

difficulties they encountered while working to 

establish a high-performance culture. We 

provided new facilitators with a series of CPD 

(Continuing Professional Development) 

courses after the Sets were up and running. 

Results 

Over 160 people offered to be a part of one of 

the 26 AL Sets. It served as a conduit for other 

leaders, forming internal networks, providing 

support, and assisting in the embedding of 

leadership material. Our customer experienced 

substantially stronger networks, with leaders 

realizing they shared a lot more in common 

than they thought. Each member acquired 

confidence and gained the ability to see 

challenges in a more educated and positive 

way. Furthermore, the teams became more 

proactive, energetic, and structured in their 

approach as a result of improved 

communication. 

3. Developing Leaders in the Social 

Enterprise Sector 

Background of Case Study 

The School for Social Entrepreneurs (SSE) 

offers year-long programmes and courses to 

aspiring and experienced social entrepreneurs. 

All of their programmes are built around 

Action Learning (AL), which allows 

entrepreneurs to learn by sharing issues that 

arise in running their businesses and listening 

to others address their challenges. 

Approach  

Students study the principles, process and 

skills of action learning in introductory 

sessions. Then, either electronically or in 

person, we facilitate full or half-day Sets. 

Result  

AL acts as a sounding board for entrepreneurs, 

allowing them to try out new ideas and 

communicate with others, thereby minimizing 

isolation. It assists them in bringing ideas to 

life, maintaining momentum, and getting to 

the heart of what's going on, as well as 

developing their confidence and networks – as 

well as the skills, mentality, and behaviours 

needed to expand their social enterprises. After 

completing their programmes, many people 

join our Open Learning Groups because they 

value the connections, challenges, and support 

they get. 

2.8 Action Learning and Organizational 

Development: Challenges and Threats 

 

Because the relationship between theory and 

practise in action learning is inverted when 

compared to more traditional learning 

techniques, it has the potential to be extremely 

challenging of the hierarchical assumptions 

that dominate most organizations mindsets. 

Rather than being taught before to experience, 

theory is produced via reflection and 

conversation to explain and illuminate 

experience in action learning. Even the 

problems that people bring to action learning 

groups may be presenting worries, implying 

deeper issues that will only be exposed as part 

of the ongoing conversation with other 

members of the set. Thus, the power 

relationship of the learning scenario 

fundamentally shifts [42]. None are fully 

responsible for the facilitator or the 

organisation of the set member. The 

responsibility for what is taught stays largely 

with the individual student compared with 

traditional and formal learning approaches. 

Therefore, not unexpectedly, Boshyk [43], 

said that action learning was a possible threat 

to the interests of power and endangered 

uncertainty by revealing the organization's 

weaknesses. 

Yet in practise this potential is limited by the 

continuous emphasis on individual personal 

and professional growth and on self-

employment difficulties. Why is that 

happening? In the atmosphere of intensive 

performance management, strict aims and 

continuous organisational and personal 

trouble, action learning experiences provide a 

place of relaxation in Pedler & Attwood, [44]  

noted on the need for self and survival.  Rigg, 
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[45] suggested that the efforts to deflect 

individual member objectives on an 

organisational level are not prevalent. 

Donnenberg & De Loo [46] proposed that 

many practitioners who find it too challenging 

just sidestep the question of the contribution of 

action learning to the organisational growth 

completely. De Loo, [47] taken up the 

framework of the organisation which had 

previously developed and which was assumed 

to have remained and necessary, claiming that 

action training concentrates far too much on 

required organizations in which everyone is 

assumed to inherently motivated for the 

achievement of organisational objectives – an 

overemphasis on how they are to behave and 

work [48]. As action learning therefore makes 

a difference, the result appeared solely to be a 

summation of the pieces or aggregation [49].  

Development of the organization is also at 

stake. Although it was recently sued that the 

United Kingdom public sector had 'completely 

embraced' organizational development, recent 

healthcare research suggests that it had been 

interpreted and used: quick, demonstrable 

short-term results as a set of apparatuses and 

methods for development and executing 

change. This goes back to earlier criticisms 

that organisational development has been 

sanitized, supporters of the status quo and the 

application of recipes, the guardian of weaker 

organisational ideals, the social organizer and 

the misery tale [50]. There is also the issue of 

how organisational development is positioned 

inside organizations. In many organizations, it 

appears as part of this representation function 

at board level that the Human Resource or 

Personal Management functions were 

colonized. It has long been recognized that 

human resources have chosen a conformist 

position in innovation, while organisational 

development originally reflected a more 

deviant role in innovation [51]. 

The objective posture and the positivist 

accounts that consider organizations as actual 

objects and practises may be easily defined 

and quantified at the base of these issues for 

both actions and organisational growth [52]. 

Specifically, those connected to emotion and 

politics, which may be 'complicated and often 

overpowering,' may not be taken into account 

by organisational growth and action learning. 

In this regard, emotional and cognitive 

organisational life is co-created and 

organisation is understood as a transient 

consequence of interaction [53]. The focus is 

more on the organisation process than on 

organizations. This social-constructivist 

perception discards the possibility of a large 

narrative for a socially constructed reality, 

with its context and culture influencing and 

influencing the actors on stage and in which 

coalitions and powerful players constantly 

reform and negotiate the global view [54]. The 

organizations are therefore, not only lucid, 

prearranged and constant. The organisational 

reality is influenced by and continually 

changing talks and dialogues among the 

people within it. From this point of view, 

organizations are communities of meaning, 

nourished and maintained by patterns of 

interaction and communication and influenced 

by strong relationships and feelings of 

individuals [55].  

3. Discussion 

Proven in a powerful and effective form of 

organizational management in research, action 

learning is based on the theory of real-world 

work environments, rather than the 

management's acquisition of knowledge to 

increase their influence as a transformative 

leader. It is based on the idea that you have to 

live and learn. After that, they struggle to help 

them get back to work. Action learning is a 

procedure in which contributors work and 

learn simultaneously by solving real-world 

problems and producing real-world results 

[56]. Managers not only acquire formal 

knowledge, but also improve their skills 

through behavioral, practical example 

reflection. Learners are faced with real-world 

situations that serve as a starting point for 

acquiring skills. Participants learn from 

experience and remain motivated because the 

learning process is related to real work [57]. 

Perceptive but fearful people may regard 

action learning as so potent that they will not 

allow its implementation in their companies 

due to anticipated hazards to the organisation 

and their careers. The fear is that exposing the 

organization's shortcomings and impediments 

to improvement will shake everyone's 

confidence. This is a normal aspect of the 

procedure. Action learning is concerned with 
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managing risk and uncertainty, but not with 

the negative features of harsh criticism and 

buck passing that are frequently connected 

with them. It focuses on managing risks and 

uncertainties, as well as learning from them 

for the benefit of the organization's 

stakeholders. Many people are learning that 

there are no risk-free treatments for their 

organisational ills as the West's recession 

deepens and the uncertainties and risks of 

simply living become painfully obvious [58]. 

As a result, they're looking for risky 

organisational learning and adaptation 

approaches that are also creative, motivating, 

and cost-effective. Action learning satisfies 

these criteria, but it will require significant 

organisational heft to get it off the ground and 

sustain itself as a management and thinking 

style appropriate for stormy times. One of the 

few positive aspects of the current economic 

and social downturn is that it is causing 

organisational upheavals. Because this is the 

only circumstance under which a truly radical 

rethinking of an organization's means and 

purposes can be conducted and the results 

applied systematically and quickly, it bodes 

well for action learning, which flourishes in 

crisis situations.  

4. Main Findings of the Study 

By reviewing the review of literature about the 

action learning and organizational 

development following important points have 

been revealed:  

(i) A Methodical Strategy to Solve 

Problems and Dealing with 

Business Encounters 

• By predicting change and building 

internal procedures, Action learning 

theory advances an organization's 

preparation by actively responding to 

revolution. 

• Action learning theory and models are 

extremely systematic and utilize a 

step-by-step methodology to support 

organisational development specialists 

in developing and implementing 

interventions aimed at improving a 

company's competitiveness and 

financial status. 

• Action learning theory contemplates 

all the problems holistically and it also 

confirms that the matters are 

addressed actively with effective 

resolutions. 
(ii) Assists in Investigation of Problems 

and Development of Appropriate 

Involvements 

• The goal of action earning is to turn 

information into action. 

• They help to identify the requirements 

of customers and current challenges, 

develop a contract to identify key 

performances and the work relation, 

collect data and identify gaps and 

causes, analyse data for priority 

setting and draught an action plan, 

decide on appropriate interventions 

and prepare an action plan. 

• Implementation of short- and long-

term change programmes that are 

successful. 
(iii) Promotes a Culture of Learning 

• Strategic planning, change 

management, decision-making and 

problem-solving, communication and 

organisational restructuring, 

leadership development, and the 

execution of process improvement 

projects may all benefit from the 

knowledge gained during the process. 

• Provides optimum strategic options 

for dealing with a problem at hand or 

numerous organisational concerns; 

fosters a greater awareness of 

organisational functioning and 

challenges. 
(iv) Senior Leaders and Stakeholders 

Play a Crucial Role 

• Change agents are who as process 

specialists, effectively take command 

of the entire process, provide 

feedback, and communicate 

effectively with key stakeholders at all 

levels throughout the action learning 

process. 

• Because change implementation goals 

cannot be reached without their 

approval and engagement, they 

include top management specialists as 

well as stakeholders in the process. 
(v) Easier Learning by Collaboration 

• The change agent collaborates with 

the client to identify issues, prioritize 

them, devise ways or procedures for 
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finding the true cause of the problems, 

and design successful strategies that 

provide realistic and practical 

solutions for dealing with the 

difficulties. 

• Aids in the development of mutual 

trust and reliance, both of which are 

essential for the success of any 

organisation. 

• Aids in the rebuilding of 

organisational culture and the 

inclusion of employees in the entire 

transformation process, which would 

not have been feasible if an 

authoritarian leadership style had been 

used. 
(vi) Efforts to improve performance in 

all areas 

• The action learning theory and models 

take holistic approaches to discovering 

areas for improvement in all parts of 

an organization's operation and long-

term performance. 

• The process contributes to long-term 

improvements in performance from all 

perspectives by building a learning 

environment, better enabling 

knowledge and skill transfer, and 

taking a methodical approach to 

organisational transformation. 

• Instead, than focusing on the separate 

subsystems of an organisation in 

isolation, Action Research takes a 

holistic approach to the organisation. 

This aids leaders in seeing the big 

picture and putting a roadmap of 

action or strategies in place to boost 

organisational performance and 

productivity. 

 
5. Limitations of Action Learning 

Theory 

(i) Inadequate Management 

Assistance 

The significant limitations of the action 

learning programme have been highlighted as 

the insufficient support or involvement of 

sponsors, top management or action learning 

managers participants. Jennings, [59] has 

found that managers are often not willing to 

provide information in the fields of action 

learning, arguing that they are too busy in the 

process in a comparative study of three 

approaches that include simulation, case 

studies and action learning. In their case study 

of Whitbread Restaurants' Beefeater locations, 

Hudspith & Ingram [60]suggested that future 

challenges include inspiring and engaging key 

people in the firm to promote this form of 

learning. Many managers in a case study of a 

Dutch municipality did not want to be 

bothered with implementation and seemed 

solely concerned with meeting production 

targets.  

(ii) Issues with Time Commitment 

The majority of the action learning 

programmes documented in the literature 

lasted for a long time. Action learning 

procedures were found to be time consuming 

in general in studies for a variety of reasons. 

According to Jennings [59], it took a long time 

to establish partner ties for consulting tasks. 

The action learning process is typically 

thought to be time demanding.  

(iii) Insufficient Learning Resources 

Materials 

Two case studies were done, one from the 

Korean government and the other from the 

Walt Disney company. There is insufficient 

learning or reference resources like textbooks 

or manuals in the Senior Service Candidate 

Development Program of the Korean Central 

Government. 

6. Conclusion 

Action learning is a process of continuous 

learning and reflection, with the purpose of 

doing things well. It is a process of 

organizational reform and the liberation of 

human vision within the organization. The 

process is based on addressing one or more 

key organizational problems and analyzing 

their dynamics in real time; implement 

suggestions and solutions from constructive 

criticism from colleagues; monitor the results; 

and take responsibility for these actions, learn 

from the results to improve the future. Solve 

problems and take advantage of opportunities. 

In theory, this hardly differs from the logical 

procedures of any rational person trying to 

solve organizational problems. But 

organizations rarely act rationally. Therefore, 

it is a very powerful organizational tool to 
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reform the work system and later reaffirm 

organizational objectives. This review study 

indicated that action learning theory improves 

the self-efficacy, cooperation between the 

organizational members and problem-solving 

abilities. The action learning models presented 

in this study are integration of action learning 

to improve the efficiency of the organizational 

system.   

Future Research 

More research should be done on the 

application of action learning theory for 

organizational development as very few 

studies have been found on the effectiveness 

of action learning theory on the organizational 

development in this literature review study.   
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