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ABSTRACT

This thesis addressed the training transfer problem contributing to knowledge by
introducing the concept of high transfer, proposing a new definition for high transfer
and presenting the High Transfer System. It enriched existing literature and explored
organisational factors and antecedents of transfer by embedding training in the technical
HR system and the social system in the organisation, which, if properly enacted, can
activate employee intrinsic job satisfaction, mutual gains and employee discretionary
effort for high transfer. Thus, it accounted for the ‘how’ and ‘why’ of high transfer on
the job in the dynamic organisational contexts in which people work. The High Transfer
System is aimed to build employee ability, increase their motivation and provide them
with opportunities to participate at work, leading to high transfer, if it is introduced in a
pre-existing favourable organisational context and is effectively enacted by the
manager.

Data were generated from 21 individuals in two companies through face-to-face
qualitative interviews. An interpretivist framework was used to capture the subjective
experience of individuals at work and the personal meanings they attach to the factors
affecting transfer and its antecedents. The recorded data were translated from Greek into
English, transcribed to text using Microsoft Word, coded and thematically analysed
producing six themes. The High Transfer System was built based on the principles of
Grounded Theory.

Participants’ responses stressed the value of on-the-job transfer for individual and
organisational performance in service organisations. They revealed that transfer is
affected by several technical and social factors which account not only for the use of
newly trained skills on the job but also for the transfer of an individual’s previous skills,
experience and tacit knowledge. Data showed that transfer is about individual change
which effectively takes place in a system of reciprocal social relationships and
interrelated factors affecting not only the skills but also the personalities and emotions
of employees who are trained, as well as their managers and peers.
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CHAPTER 1

INTRODUCTION: EXPLORING HIGH TRAINING TRANSFER IN
SERVICE ORGANISATIONS

1.1. Background to the research

This study explores on-the-job training transfer and addresses the ‘transfer problem’
identified in the literature (Grossman and Salas, 2011; Anguinis and Kraiger, 2009;
Baldwin et al., 2009). It is based on four main premises: first, given the importance of
employee skills for the service economy (Lloyd and Payne, 2008; Payne, 2000),
training transfer is fundamental so that training can improve individual performance
which precedes organisational outcomes and competitive advantage (Grossman and
Salas, 2011; Wright and Nishii, 2006; Bosalie et al., 2005; Paauwe and Bosalie, 2005;
Wright et al., 2003; Harley, 2002; Kozlowski et al., 2000; Barney, 1991); second, on-
the-job training transfer is a discretionary activity on employees’ part and so to occur
employees must expend discretionary effort (DE); third, to expend DE, employees must
have a share in organisational gains- mutual gains; and fourth, for mutual gains, apart
from receiving extrinsic rewards, employees must experience intrinsic job satisfaction
(Sparham and Sung, 2008). In this process, employee performance improves through
high training transfer. These four premises are met on condition that training is
embedded in the organisational HR system, in line with job design, and supported by
the social system. These premises and conditions constitute the core arguments of this
research while underpinning its theoretical and methodological approach.

Following from the above, this study addresses the transfer problem in an innovative
way, arguing that it exists for two main reasons: first, transfer research does not explore
training embedded in the organisational HR system. Rather, it adopts a subfunctional

approach towards training and transfer, assuming the organisational context as neutral
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and leaving the effect of other HR practices on on-the-job transfer unexplored
(Kontoghiorghes, 2004). This study addresses this gap by exploring this effect. The
second reason is that, although transfer research examines several factors which impact
on transfer, and mainly training design, trainee personal characteristics, and the work
environment or job design (Burke and Hutchins, 2007), it cannot account for how and
why transfer takes place by being mostly descriptive (Hawley and Barnard, 2005).
Despite the importance of these factors, transfer research does not explore variables
which mediate between training and transfer. This study argues that three of these
variables are intrinsic job satisfaction, mutual gains and employee DE and explores

how and why they drive high training transfer.

This chapter delineates the premises and arguments of this thesis by presenting its
underlying theoretical framework; the research problem; the purpose and research
questions; the justification for undertaking the research; the methodology adopted for

generating and analysing data; and last, an outline of the thesis.

1.2. Theoretical framework based on the four premises

The grounding of this thesis is the major role of employee skills for organisational
performance in the service economy (Payne, 2000). The performance of service
organisations in a global competitive environment is driven by unpredictable economic
and structural change, labour mobility across organisations, markets and countries, and
sophisticated technology (Field, 2000; Lau, 2000; Payne, 2000; Horwitz, 1999). In such
an uncertain and volatile context, organisations depend to a large extent on their
workforce to learn and keep in pace with technological advances, prevent problems,

offer quality services, and reduce error and cost (Martin, 2010; Bates and Khasawneh,



2005; Facteau et al., 1995; Kling, 1995). Quality customer service and competitive
advantage are achieved and sustained if employees possess more than just technical
skills (Lloyd and Payne, 2008; Lee and Bruvold, 2003; Wright and Boswell, 2002).
Service work depends on individuals with higher order skills (Payne, 2000). Such skills
are broad and diverse, unique and transferrable, tangible and intangible, technical and
social, intellectual and emotional at the same time. Most importantly, they must all be
combined for employees to make the right decisions, solve problems, communicate
effectively, cooperate in teams and perform in a proactive and innovative way (Lloyd
and Payne, 2008; Payne, 2000; Keep and Mayhew, 1999). The need for such skills
emerges in parallel with the changes and demands in the external environment. It is one
of the key drivers of organisational performance and the basis for any meaningful
discussion of how an organisation can gain sustainable competitive advantage through
people (Payne, 2000). For employee skills to contribute to individual and organisational
performance, training and development are not enough. Trained skills must effectively
transfer on the job, be generalised across tasks and novel situations and be maintained in
the long run (Baldwin et al., 2009; Burke and Hutchins, 2007; Holton and Baldwin,
2003; Holton et al., 2000; Ford and Weissbein, 1997). In fact, on-the-job training
transfer is the main process through which training and development contribute to
organisational performance through individual performance in a complex process

affected by several factors beyond training (Kozlowski et al., 2000).

Training transfer is a discretionary activity on employees’ part (van Emmerik et al.,
2010; Kelloway and Barling, 2000). It requires DE defined as “the voluntary effort
employees spend that lies above the minimum level of effort required in order to keep
the job and is directed toward organisational goals” (Lloyd, 2003:72 in Lloyd, 2008:

22). Expending DE depends on employee ability, motivation and the opportunities they



have at work to participate in decision making (Batt, 2002; Appelbaum et al., 2000;
Bailey, 1993). This makes the role of the HR system and job design fundamental for

transfer.

However, the question remains as to why employees contribute DE and transfer
training. This thesis argues that the answer lies in mutual gains. The concept of mutual
gains implies that employees have a share in organisational gains. In turn, they
contribute their DE reaching a ‘win-win’ situation for both themselves and the
organisation (Sparham and Sung, 2008; Kochan and Osterman, 1994). Mutual gains are
created by the technical HR system, bundles of HR practices, and job design. Also, they
are affected by the social processes at work making the proper enactment of the HR
system and job redesign by the manager essential so that employees experience intrinsic
job satisfaction (Sparham and Sung, 2008; Guest, 2002; Purcell, 1999). The role of the
manager is catalytic in this process both for the effective enactment of the espoused HR
system in the organisation and for job redesign after training so that employees can use
trained KSAs on the job (Keep et al., 2006). The managers’ role is further highlighted
by the fact that they must be the first to expend their DE and act as role models for
employees so that they activate intrinsic job satisfaction, mutual gains, and employee

DE for high training transfer (Purcell and Hutchinson, 2007; Hutchinson et al., 2002).

1.3. Research Problem

Training is not effective unless on-the-job transfer takes place (Grossman and Salas,
2011). For this to happen, employees must put effort to apply trained KSAs, generalise
them in novel tasks and situations, and maintain them in the long run (Cheng and Ho,
2001; Holton et al.,, 2000; Burke and Baldwin, 1999; Baldwin and Ford, 1988).
Transferring KSAs enables employees to make effective decisions and behave in ways

4



that accomplish desired organisational outcomes (Broad, 2005). Training design, trainee
characteristics, work environment elements and job design are all factors which affect
transfer (Burke and Hutchins, 2007; Baldwin and Ford, 1988).

Transfer research focuses on the above processes and factors and empirically explores
how they affect on-the-job transfer (Burke and Hutchins, 2007). However, the transfer
problem persists (Martin, 2010; Baldwin et al., 2009; Burke and Hutchins, 2008; Broad,
2005). Research shows that despite increasing expenditure on training, in most cases
40% of KSAs transfer immediately after training and only 10% are maintained in the
long run. This minimises the benefits of training for employees and the organisation
(Grossman and Salas, 2011; Martin, 2010; Anguinis and Kraiger, 2009; Baldwin et al.,
2009). Although research in training transfer is extensive, transfer is not completely
understood (Burke and Baldwin, 1999). One reason for this is the ‘lack of innovative
ideas of how we should proceed from our current state’ (Cheng and Hampson, 2008:
328).

Adopting an innovative stance, this study proceeds from the current state of transfer
research so as to gain insight into the transfer process and address the transfer problem.
It identifies two reasons why the transfer problem persists: first, transfer research does
not view training embedded in the organisational HR system in internal fit with bundles
of other HR practices, such as rewards or promotions, and so fails to explore the factors
affecting transfer at a macro level beyond training (Baldwin et al., 2009; Tharenou et
al., 2007; Kontoghiorghes, 2004; Kozlowski et al., 2000). On-the-job transfer neither
begins nor ends with training. It is a process that continuously develops at the
organisational level and is influenced by the interaction of training with several
organisational factors (Kozlowski and Klein, 2000). Transfer research acknowledges

that other HR policies and practices affect transfer (Grossman and Salas, 2011; Blume



et al., 2010; Anguinis and Kraiger, 2009; Baldwin et al., 2009; Burke and Hutchins,
2007). However, the way they impact on transfer remains largely underexplored.
Transfer research examines mostly training design, individual characteristics and the
immediate training and work environment without considering that training provides
solutions to performance problems arising only from the lack of KSAs (Goldstein, 1993
in Kozlowski et al., 2000). However, performance involves more than the application of
KSAs in a complex process (Kraiger et al., 2004). Missing this important point, transfer
research cannot account for the mediating variables that affect individuals to transfer
training and perform effectively.

In essence, this is the second reason why the transfer problem exists. Not exploring
training embedded in the organisational HR system (Tamkin, 2005) implemented in
bundles with other ‘mutually reinforcing practices’ and proper job design (Guest, 2002:
337) overestimates the contribution of training to transfer and performance while
neglecting mediating variables (Baldwin et al., 2009; Tharenou et al., 2007;
Kontoghiorghes, 2004; Wright and Boswell, 2002; Appelbaum et al., 2001 and 2002,;
Delery and Shaw, 2001; Kozlowski et al., 2000; Becker and Gerhart, 1996). In
particular, it misses the role of intrinsic job satisfaction, mutual gains and employee DE
which, as this study argues, are antecedents of training transfer. Training is essential but
alone it is inadequate to build employee ability, motivate employees and offer them
opportunities to participate in decision making, which are required for high performance
and organisational competitive advantage. These outcomes are achieved through the
interaction of training with recruitment and selection, rewards and promotions, and job
redesign, as well as the proper enactment of these practices by the manager (Purcell and

Hutchinson, 2007; Hutchinson, et al., 2002; Purcell, 1999). This process gives



employees a share in organisational gains and so elicits their DE for high transfer.
Failing to explore the above factors and processes perpetuates the transfer problem.
Thus, the research problem that forms the basis of this thesis is:

What factors in the technical HR system and social system in the

organisation affect individual performance, and how do these factors

impact on employee intrinsic job satisfaction, mutual gains and

employee DE so as to lead to high training transfer?

1.4. Purpose of the study

Considering the causes of the transfer problem, this study argues that to understand
transfer one need look beyond training, the immediate work environment and individual
factors. It addresses the research problem by expanding beyond the transfer literature
and examining several other research strands relating to people management, such as
HPWSs, mutual gains, DE, job design, skills and performance, arguing that they can
provide fresh insights for addressing the transfer problem. In a new perspective, this
study examines the macro organisational context and identifies factors of the technical
and social systems which can increase employee intrinsic job satisfaction, create mutual

gains and elicit DE for high training transfer.

To explicitly delineate the process through which high training transfer can be achieved,
the following can be highlighted. High training transfer requires that training be
embedded in a properly enacted HR system and be considered in light of job redesign
implying consistency between espoused, enacted and perceived practices (Wright and
Nishii, 2006; Kinnie et al., 2005). Proper enactment and consistency requires the
effective interaction of the technical and social systems in the organisation or, in other

words, the effective interaction between organisational structures and managerial
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agency. In this way, employee ability, motivation and opportunities to participate in
decision making and perform are created and intrinsic job satisfaction increases (Guest,
2002). Employee ability, motivation, and opportunity to participate and perform
supported by intrinsic job satisfaction can effectively contribute to mutual gains if the
organisation gives employees a share in the gains. These gains, in turn, elicit employee
DE and lead to high training transfer on an ongoing process (Sparham and Sung, 2008;
Levine, 1995).

This study argues that high training transfer is the outcome of this complex process
which is, however, obscured by the approach of transfer research to date. Given
organisational complexity and volatility, it is essential to capture how the above
mentioned factors and variables interact with training to increase the likelihood of
addressing the transfer problem (Tharenou et al., 2007; Lepak et al., 2006; Bowen and
Ostroff, 2004; Kozlowski et al., 2000).

To explore the process presented above, this study sets the following research questions
which aim to:

1. Examine the antecedents of training transfer;

2. Examine the theoretical underpinnings of existing approaches to transfer and
their strengths and weaknesses;

3. ldentify the technical elements of an HR-based transfer system and the ways in
which it can be properly enacted so as to provide mutual gains, elicit DE and
lead to high training transfer;

4. Explore the role of the manager in properly enacting the technical system and
job design so as to increase employee intrinsic job satisfaction, create mutual

gains, elicit DE and lead to high training transfer.



To answer these questions, this study argues that the following issues must be
considered: first, a paradox needs to be addressed. Although transfer is primarily about
skills, transfer research does not provide a clear definition of skill and its elements. The
relevant discourse mentions different kinds of skill such as cognitive, behavioural,
motor or interpersonal ones (Arthur et al., 2003). However, it does not specify the
elements of skill and the ways in which they affect on-the-job training transfer.

Second, the concept of employee performance must be revisited. This is essential to
identify the specific factors involved in employee performance such as knowledge and
skill, motivation and effort. There is need to explore how employees use knowledge and
skill and the reasons why they are motivated to contribute effort, the degree of this
effort and their persistence to achieve a goal (Lloyd, 2008; Campbell et al., 1993).

Next, the concepts of intrinsic job satisfaction, mutual gains and DE need to be explored
since they constitute the mediating variables between two distal processes- HR practices
and transfer (Wright and Nishii, 2006; Bosalie et al., 2005; Wright et al., 2003; Gardner
et al., 2001; Dyer and Reeves, 1995). Intrinsic job satisfaction can affect mutual gains
and mutual gains, in turn, can provide a justification as to why employees decide to
expend DE and transfer training.

Also, a new definition of high transfer is required including all the variables and agents
that affect transfer in context.

Finally, an HR-based transfer system must be developed bundling training with other
HR practices to increase intrinsic job satisfaction, create mutual gains and elicit
employee DE for high training transfer. The Ability-Motivation-Opportunity (AMO)
framework used in HPWSs research is also used as the basis of this HR-based transfer
system because: first, the transfer, mutual gains, DE, job design, skills and performance

strands examine the three variables of the AMO framework- employee ability,



motivation and opportunity- albeit in different perspectives (Baldwin et al., 2009;
Kontoghiorghes, 2004 and 2002; Appelbaum et al., 2001 and 2000; Batt, 2002; Kochan
and Osterman, 1994; Campbell et al., 1993); second, the AMO framework presents
bundles of HR practices which have been found in most studies to positively affect
intrinsic job satisfaction, mutual gains and DE (Appelbaum et al., 2000; MacDuffie,
1995; Kochan and Osterman, 1994; Bailey, 1993); and third, the AMO framework has
been used extensively in HPWSs research after 2000 as the theoretical basis of how an
organisation can elicit employee DE and achieve desired organisational outcomes

(Paauwe, 2009; Bosalie et al., 2005).

1.5. Justification for the research

This study identified several gaps in the transfer literature and addressed calls for an
innovative approach to transfer (Anguinis and Kraiger, 2009; Baldwin et al., 2009;
Cheng and Hampson, 2008; Kontoghiorghes, 2004). It is justified in meeting the need to
overcome the descriptive and subfunctional approach of transfer research and explore
how and why employees transfer training by expanding analysis beyond training to
organisational factors (Hawley and Barnard, 2005). To this aim, it synthesises findings
from transfer, HPWSs, mutual gains, DE, job design, skills and performance research to
provide a more meaningful discussion of all the factors and mediating variables in the
organisational context that affect the transfer process by embedding training in the
organisational HR system.

Further, this research is justified in exploring how and why transfer takes place rather
than simply describing the factors that affect it. Thus, it brings the concepts of mutual
gains and DE into the discourse of training transfer arguing that transfer is not a linear

process but rather one that is mediated by several variables. Employees transfer training
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by exercising DE if they perceive that they have a share in organisational gains and this

justifies the choice they make.

Identifying the inability of transfer models to address the transfer problem, it meets the
need for an HR-based transfer system, which embeds training in the organisational HR
system in a systemic way. Synthesising three common themes - employee ability,
motivation, and opportunity to participate and perform (Burke and Hutchins, 2007;
Lepak et al., 2006; Batt, 2002; Delery and Shaw, 2001; Facteau et al., 1995; Huselid,
1995; MacDuffie, 1995), this study recommends the High Transfer System (HTS)
bundling training with other HR practices and job redesign (Combs et al., 2006; Delery
and Shaw, 2001; Osterman, 2000). If properly implemented, this system can lead to
intrinsic job satisfaction, mutual gains, DE and training transfer (Sparham and Sung,
2008; Appelbaum et al., 2000; Purcell, 1999; Kochan and Osterman, 1994; Hackman
and Oldham, 1975). Thus, following calls in the literature, this study integrated the
micro and macro perspectives of HRM by examining how factors in the macro
organisational context affect individual processes at a micro level (see for example
Baldwin et al., 2009; Lepak et al., 2006; Kontoghiorghes, 2004; Wright and Boswell,

2002).

Justification is also provided by the need for a different type of research. This study
adopted a qualitative multilevel design generating data from managers and employees
through face-to-face interviews. So, it captured people’s subjective experience and the
variance between espoused, enacted and perceived HR practices (Baldwin et al., 2009;
Wright and Nishii, 2006; Chang, 2005). Also, it minimised the single rater bias (Wright
and Nishii, 2006) and revealed how managers and employees exercise their agency to

affect intrinsic job satisfaction, mutual gains, DE and training transfer.
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Overall, this study is justified since it broadens the scope of transfer research by
examining training and transfer embedded and developing in the complexity of the
macro organisational context in which individuals perform in social relationships with
others. It highlights factors beyond the training context that operate jointly and
interactively and increase intrinsic job satisfaction, create mutual gains and elicit

employee DE to achieve high transfer.

1.6. Methodology

The following methodology was used in this research: first, a review of the existing
literature was conducted in training transfer, HPWSs, mutual gains, DE, job design and
intrinsic job satisfaction, as well as skills and performance. This review led to the
development of the premises, research problem, research questions and the arguments

which further guided the research.

Second, following a qualitative multilevel design, interviews were designed and
conducted in two companies with participants at different levels of analysis including 9
managers and 12 employees to explore the effectiveness of the HTTS. The process

included:

designing the questions of the qualitative interviews for managers and
employees respectively based on the existing literature and the research
questions of the study;

e conducting pilot interviews to test the effectiveness of the research instruments;
e revising the interview questions;

e conducting face-to-face interviews in two companies.
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Third, following data generation, thematic analysis and Grounded Theory (GT) was

used in order to:

transcribe and code the data;

e develop theory and data driven themes;

¢ analyse the data based on the themes;

e update the HTTS;

e discuss findings and contributions of the research;

e provide recommendations for further research.

1.7. Outline of the thesis

This section provides an outline of the remaining chapters of the thesis. Chapter 2
presents and critically discusses the concepts of skills, employee performance, DE,
mutual gains and intrinsic job satisfaction and their importance for training transfer.
Chapter 3 presents the theoretical underpinnings of the existing approaches to transfer
research and their strengths and weaknesses in addressing the transfer problem by
discussing the transfer literature based on the AMO framework. Chapter 3 also presents
the High Training Transfer System by synthesising the transfer, HPWSs, mutual gains,
DE and job design literatures. This discussion is also based on the AMO framework as a
basis for comparison. Chapter 4 describes the methodology used in this study and how it
was chosen and developed to answer the research problem and research questions
through the generation of primary data. It describes and justifies the interpretive
qualitative methodology of the thesis, the multilevel approach, the organisational
settings, and participant samples; the design of the research instrument for data

generation; the process of piloting, updating and conducting the interviews; the stages
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of thematic analysis and GT; the ethical considerations of the research, my role as a
researcher and research limitations. Chapter 5 provides an overview of the data
generated in the study, the demographic profile of participants and the analysis of data
generated through an introductory question asked to participants. Chapter 6 includes the
thematic analysis of the data generated through qualitative interviews around six
themes. Also, it includes an updated definition of high transfer and the updates to the
HTTS which was renamed into High Transfer System (HTS). Chapter 7 concludes the

thesis by discussing findings, contributions and further research.

1.8. Conclusions

This chapter presented the background to the research and its theoretical framework, the
research problem, the purpose of the study and research questions, and set the
framework for the critical discussion and analysis of the issues discussed in the
literature review in Chapters 2 and 3. Further, it discussed the justification of this
research and delineated the methodology used for data generation and finally presented
the thesis outline.

Chapter 2 follows and includes the process of doing the literature review and then
presents the existing literature on skills, employee performance, DE, mutual gains, and

intrinsic job satisfaction as antecedents of high training transfer.
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CHAPTER 2

ANTECEDENTS OF HIGH TRAINING TRANSFER IN SERVICE
ORGANISATIONS

2.1. Introduction

This chapter first describes how the literature review was conducted and then examines
the antecedents of training transfer- the objective elements of skills; the concept of
performance; DE; mutual gains; and intrinsic job satisfaction- to support the critical
evaluation of the theoretical underpinnings to transfer and the recommendations of
transfer research for improving employee ability, increasing motivation and providing

opportunities to participate in decision making.

2.2. Doing the literature review

To explore high training transfer, technical and social factors in the organisational
context and mediating variables that drive transfer, it was essential to expand the review
to literatures beyond transfer. Thus, apart from the transfer literature, the literature
review in Chapters 2 and 3 is a synthesis of the skills, performance, HPWSs, mutual
gains, DE, and job design literatures. This broad review facilitated the exploration of the
issues at hand and the synthesis of existing knowledge in several areas of people
management deemed essential for providing innovative contributions to the transfer

literature and addressing the transfer problem.

The major volume of the transfer literature was about training design, trainee
characteristics and work environment factors. For this reason it did not offer theoretical
recommendations or empirical findings on the role of other factors beyond training, the
individual and the work context, for transfer. The main and most recent exceptions
include theoretical recommendations, but not empirical findings, by Grossman and
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Salas (2011) on the interplay between other HR practices, training and transfer as well
as recommendations by Anguinis and Kraiger (2009) and Baldwin et al. (2009) on the
same issues. An empirically tested systemic transfer model incorporating other HR
practices and considering their impact on training transfer was provided by
Kontoghiorghes (2004 and 2002) who stressed (2004:218-219):

In addition to a positive learning transfer climate and motivation to
transfer, successful training transfer was found to be significantly
predicted by such factors as organisational commitment, a high
performance team environment, job motivation and satisfaction,
awareness of how one’s job contributes to the organisation’s quality
mission, a risk taking and innovation driven culture, as well as a quality
driven culture. Collectively these factors characterize a high performance
work system and demonstrate that training transfer cannot be studied in
isolation. Since the desired ultimate outcome of any training intervention
is to improve performance, it can be expected that organisational factors
that impact individual or organisational performance will also have a
moderating effect on successful training transfer. Thus, exclusion of such
organisational factors from training transfer research designs may lead to
limited understanding of the training transfer phenomenon.

Indeed, Kontoghiorghes (2004) called for more research into the impact of other
organisational factors on training transfer. Thus, for the scope of this study, in order to
identify and explore other organisational factors beyond training design, employee
characteristics and work environment factors that impact on transfer, and the process
through which this happens, it was deemed essential to visit and use other literatures.
The skills literature set the background of this study by revealing the elements of skill
and the importance employee skills have in the service economy for organisational
competitive advantage (e.g. Payne, 2009; Lloyd and Payne, 2008; Keep et al., 2006;
Payne, 2000). The performance literature illuminated the interaction between
knowledge, skill and motivation to achieve desired goals and the element of discretion
required (Campbell et al., 1993). The HPWSs literature was used to explore the effects
of the HR system and HR practices on employee performance. Specifically, the AMO
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framework helped explore the role of technical factors to elicit employee DE (e.g. Batt,
2002; Appelbaum et al., 2000; McDuffie, 1995; Bailey, 1993). The literature on DE
revealed its importance for employee performance (e.g. Lloyd, 2008; Hutchinson et al.,
2002; Bailey, 1993) and strengthened the argument that transfer is achieved if
employees expend DE, a mediating variable between HR practices and transfer. The
mutual gains literature provided findings supporting the argument that the second
mediating variable that can affect transfer is the share employees have in organisational
gains which helps elicit DE (e.g. Guest and Peccei, 2001; Osterman, 2000; Kochan and
Osterman, 1994). Research on job design and job redesign helped illuminate their role
for employee intrinsic job satisfaction as an antecedent for mutual gains, DE and high
training transfer (e.g. Karasek, 1979; Lawler et al., 1973).

The literatures beyond transfer were selected based on whether they examined issues
relating to the premises, research problem and research questions of this thesis, and
specifically whether they examined: training embedded in the HR system in bundles
with other HR practices, the AMO framework, and the role of the HR system in
eliciting employee discretionary effort as the HPWS literature does and especially the
work of Appelbaum, Bailey, Berg and Kalleberg; MacDuffie; Hutchinson, Bailey and
Lloyd; Batt; the social organisational context and the importance of the individual as the
centre of analysis as in the writings of David Guest; mutual gains as the result of an
effectively enacted HR system as in the work of Kochan and Osterman; the elements of
skill including discretionary effort and employee power as in the work of Payne, Lloyd
and Bolton and Boyd; job design and intrinsic job satisfaction as an antecedent of
training transfer as in the texts by Karasek, Lawler, Hackman, and Kaufman. The HRM

literature was also visited and read but was not extensively used since it did not focus
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on how bundles of HR practices can elicit discretionary effort and produce mutual

gains, premises on which this thesis was based.

This research was conducted in Greece. However, empirical research about
organisations in Greece was scarce and in relation to on-the-job transfer, mutual gains
and DE, it was almost non-existent. For this reason, literature published in the US and
the UK was used. The difference between the literatures from these two countries was
that training transfer research was mostly of US origin including the work of major
transfer researchers such as Holton (2000), Holton and Baldwin (2003); Baldwin et al.
(2009); Baldwin and Ford (1988); Burke and Hutchins (2008 and 2007) and others. The
literature on skills came primarily from the UK as for example through the work of
Felstead et al. (2007); Lloyd and Payne (2008); Payne (2000); Keep et al. (2006).
Research on HPWSs and DE was also mostly of US origin with the research of
Appelbaum et al. (2001 and 2000) and MacDuffie (1995) being cited in most
subsequent literature. Also, work on HPWSs was mostly carried out in manufacture and
only limited research in service organisations (for example Batt, 2002). Qualitative
research in the issues under examination was also scarce since most research was based
on large scale surveys or public statistical data. The literature and research from the UK
relating to DE and mutual gains considered in this study came mostly from Sparham
and Sung (2008); Purcell and Hutchinson (2007); Kinnie et al. (2005); Guest (2002 and
1999); Hutchinson et al. (2002); Purcell (1999). What was noticed in this strand of
research in relation to the US literature was a trend to consider the social factors that
affect people at work and calls to bring the individual in the centre of analysis (Guest,
2002 and 1999; Guest and Peccei, 2001).

As a distant learner, | did not have access to a physical library except when | visited the

university. So, | made extensive use of the University of Leicester digital library which
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granted me access to electronic sources and the interlibrary loan department whose
employees assisted me by providing me with printed versions of material | could not
access online. Also, I made extensive use of googlescholar which, in many cases,
provided me with free access to electronic articles.

The academic journals | used mostly included Human Resource Management Journal,
Personnel Psychology, Human Resource Development Review, Performance
Improvement Quarterly, Human Resource Development Quarterly, Annual Review of
Psychology, International Journal of Training and Development, and Academy of

Management Journal.

2.3. Antecedents of high training transfer: concepts and meanings

2.3.1. SKills in service organisations

To identify and address the deeper causes of the transfer problem, it is important to
revisit the concept of skill in a broader perspective encompassing more than just
technical mastery (Payne, 2009). According to the skills, service work and emotional
labour literatures, the three main elements of skill employees combine to perform
effectively are complexity, power and discretion/control (Payne, 2009; Lloyd and
Payne, 2008). Complexity refers to whether a job is simple or complex (Korczynski,
2005) and to the multiple skills employees combine simultaneously to do this job
effectively (Lloyd and Payne, 2008). Power relates to employees’ agency and their
ability to choose their behaviour and performance at work (Lloyd and Payne, 2008).
Employees do not act in ways requested by the manager but ‘own the means of
production’ (Bolton and Boyd, 2003: 293). So, they have the power to choose how
much effort they devote to work (Lloyd and Payne, 2008). Although mostly related to

emotional work, Bolton and Boyd’s (2003) argument holds true for training transfer.
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Namely, although an organisation sets rules and expectations for efficient performance,
employees have the power to decide whether or not to transfer trained skills on the job,
creating the transfer problem. Discretion and control refer to the extent to which
employees can make several decisions about their job and performance (Korczynski,
2005). They include task and intellectual discretion which determine the degree of
influence employees have on how hard they work; the freedom to decide on what tasks
they do; how they do them and the quality standards to which they work (Felstead et al.,
2007). Discretion and control are demonstrated in multi-tasking, critical thinking,
emotional intelligence, stress management, or innovation (Lloyd and Payne, 2008).
Indeed, there are no jobs which do not require from employees to use some form of
discretion (Fox, 1974 in Hutchinson et al., 2002; Bailey, 1993). Arguing that all the
elements of skill are relevant to effectively addressing the transfer problem, this study
further stresses that one should examine them all in interaction to discern how and why
individuals make transfer decisions. Further, it argues that these elements, complexity,
power and discretion /control, are related to the antecedents of high transfer- intrinsic

job satisfaction, mutual gains and DE.

2.3.2. Employee performance

Transfer of training is performance and so it is important to revisit this concept.

Performance has been defined in transfer research by (Broad, 2005:26) as:
a combination of behaviors by individuals, groups and teams and the
accomplishments (products and services) that they produce. Thus,
performance is a combination of the behaviors (decisions and actions) of

those who do the work and the products and services that result from
those decisions and actions.
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A performer is the individual, who works alone, or in a group or team, for the
completion of tasks and whose performance is influenced by several stakeholders,
including managers, supervisors, peers and customers (Broad, 2005).

Although the above definition includes the concepts of behaviour, teamwork,
performance outcomes, decisions, actions, and the stakeholders involved, more
elaboration is needed to reveal the underlying processes and mechanisms that interact
and drive training transfer. Campbell et al. (1993) provide a more complete definition
than Broad (2005) emphasising specific interacting factors which result in performance-
declarative knowledge, procedural knowledge and skill, and motivation. Declarative
knowledge refers to the knowledge of facts and general principles encompassing
employee knowledge of task and job requirements. Procedural knowledge and skill
point to employee ability to use declarative knowledge to perform a task effectively.
Finally, motivation results from three types of choices employees make: the choice to
contribute effort, the degree of effort they choose to contribute and the choice to persist
and contribute the same level of effort until they achieve a goal. Indeed one of the eight
factors in Campbell et al.,’s (1993) model of performance is demonstrated effort
referring to the consistent and extra effort employees willingly contribute to achieve a
goal even in difficult situations ‘in which individuals commit themselves to all job
tasks, work at high levels of intensity, and keep working when it is cold, wet or late’
(p.47). Demonstrated effort is a component of performance of all jobs (Lloyd, 2008;
Campbell et al., 1993). The issues discussed above are important for transfer which is
employee performance. The discussion by Campbell et al. (1993) clearly highlights that
to perform employees must simultaneously synthesise knowledge, motivation, skills and
effort. This stresses the fact that training alone cannot activate this process since more

factors mediate training and performance. This also strengthens the arguments of this
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study that to activate performance, the organisation needs to have an HR system and job
design properly enacted by the manager to increase intrinsic job satisfaction, create

mutual gains, elicit employee DE and facilitate high training transfer.

2.3.3. Discretionary Effort (DE) as an antecedent of high training transfer

This section discusses the premise that high training transfer is a discretionary activity
by employees. To activate and synthesise various skills and perform effectively,
employees must expend DE and so it is necessary to examine its meaning. An
organisation’s workforce is not utilised to the maximum and employees have the
potential to contribute more (Bailey, 1993). There always remains a degree of effort that
employees provide at their discretion and its value is higher than the value of
organisational resources devoted to elicit it (Appelbaum et al., 2001 and 2000; Bailey,
1993). Lloyd (2003:72) defines DE as “the voluntary effort employees spend that lies
above the minimum level of effort required in order to keep the job and is directed
toward organisational goals” (in Lloyd, 2008: 22). When contributing DE, employees
perform beyond the duties defined in their job description or the employment contract.
DE is voluntary on-the-job behaviour maintained over time such as working more
intensely and persistently to achieve an outcome. Indeed, it is the voluntary aspect of
Campbell et al.,’s (1993) demonstrated effort essential in every job (Lloyd, 2008;
Gellatly et al., 2006). DE mediates HR practices and organisational performance
through individual performance and activates positive employees’ attitudes towards
their job and the organisation, such as job satisfaction and commitment (Lloyd, 2008;
Hutchinson et al., 2002; Bailey, 1993). This constitutes the linkage with organisational

performance outcomes and the organisational HR system should positively affect
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employee attitudes to elicit DE (Sparham and Sung, 2008; Gellatly et al., 2006;
Hutchinson et al., 2002). This justifies the need to embed training in the organisational
HR system and in line with job redesign since training alone cannot sufficiently affect
employees’ attitudes in a positive way (Kontoghiorghes, 2004).

Expending DE is a qualitative, rather than a quantitative, process. Employees do not
have to work harder but better, using more creativity and imagination, and applying
their tacit knowledge, experience and initiative on the job (Appelbaum et al., 2001 and
2000; Ramsay et al., 2000; Bailey, 1993). Doing an intrinsically satisfying and
challenging job, employees are more likely to contribute DE. Further, DE is extra role
behaviour resulting in performance and can be expressed in any role employees adopt
being exhibited because employees perform beyond formal responsibilities (Lloyd,
2008; Hutchinson et al.,, 2002). Because DE is behaviour it can be used as a
performance measure and although it might be unnoticed by managers, it contributes to

organisational competitive advantage (Dubinsky and Skinner, 2002).

The important question is how the organisation can elicit employee DE. The answer is
partly found in factors included in the organisational HR system. They are bundles of
HR practices and job design which impact on employee ability, motivation and
opportunity to participate and correspond to a High Performance Work System (HPWS)
(Batt, 2002; Dubinsky and Skinner, 2002; Hutchinson et al., 2002; Appelbaum et al.,
2001 and 2000; MacDuffie, 1995; Bailey, 1993). Employees contribute DE if they
possess the skills to do their job whereas in the opposite case DE may be considered a
replacement for the lack of skills (Lloyd, 2008; Appelbaum et al., 2001 and 2000;
Bailey, 1993). However, even if employees possess skills, they also need extrinsic and
intrinsic incentives to motivate them. Finally, they also need opportunities to participate

in decision making and problem solving, authority and autonomy to act as well as job
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security in the organisation (Lloyd, 2008; Appelbaum et al., 2001 and 2000; Kochan

and Osterman, 1994).

An HR system which builds ability, motivates and provides employees with
opportunities to participate can elicit DE and bring benefits to the organisation.
However, HPWSs aim to boost individual performance in a competitive environment
rather than positively affect employee attitudes and feelings per se (Kraiger et al.,
2004). In case this happens, it is an indirect effect (Appelbaum et al., 2001). As critics
argue, HPWSs have a negative impact on employees due to workload and high stress
(Sparham and Sung, 2008; Bosalie et al., 2005; White et al., 2003; Godard, 2001,
Ramsay et al., 2000; MacDuffie, 1995). Employees can have a negative experience due
to the implementation of a HPWS in relation to management relationships, job
discretion, salary satisfaction, job security and commitment, all of which reduce DE
(Ramsay et al., 2000). This is probably due to the emphasis of HPWSs on the technical
rather than the social system in the organisation (Guest, 2002). However, as Dubinsky
and Skinner (2002) argue, the antecedents of DE span a broad spectrum of factors
ranging from the organisational culture and structure, the manager’s attitude and style,
the relationship with peers, employees’ personality and expectations, customer
expectations, as well as economic and industry conditions in the external environment.
Namely, they are active both in the technical and the social organisational systems.
Thus, the other part of the answer is found in the social system and the way it interacts
with the technical one to activate variables leading to high training transfer.

All the points discussed above have important implications for training transfer. They
show that it is simplistic to assume that training alone can account for all the factors that
elicit DE or even that the technical HR system alone can lead to individual performance

or affect the way people do their jobs (Harley, 2002). Thus, the arguments of this thesis
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are strengthened. For high training transfer to take place, employees need to contribute
DE. To achieve this, the technical system, the HR system and job design, must be
supported by the social one, namely it must be properly enacted by managers. This
provides employees with more task and intellectual discretion, moderates job demands
and increases intrinsic job satisfaction (Sparham and Sung, 2008; Truss, 2001; Karasek,
1979). Such interaction can lead to mutual gains for both employees and the

organisation, prerequisites for DE and high transfer.

2.3.4. Mutual gains as a prerequisite of DE and high training transfer

The third premise in the thesis was that mutual gains are a prerequisite for employee DE
and high transfer. Mutual gains are created in an organisation in which there exists a
‘win-win’ situation for both employer and employees (Sparham and Sung, 2008;
Kochan and Osterman, 1994). In such an organisation, the technical and social systems
are mutually supportive and contribute to productivity and gains that are shared with
employees. This increases employee commitment, essential for DE, and their individual
performance contributes to organisational performance and mutual gains (Osterman,

2000).

The technical system, the HR system and job design, includes extrinsic and intrinsic
elements which impact on employee attitudes. Since single practices cannot achieve
positive performance outcomes, an HR system for mutual gains includes bundles of HR
practices that positively affect individual performance, such as high recruitment and
selection, high training, high involvement and high compensation (Combs et al., 2006;
Delery and Shaw, 2001; Osterman, 2000; Kochan and Osterman, 1994). The number

and type of HR practices depends on whether the organisation values employee well-
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being (Osterman, 1994). Through its technical system, the organisation builds employee
ability, increases motivation and provides opportunities for participation in decision
making and problem solving. So, it elicits DE by positively affecting employee attitudes
such as intrinsic job satisfaction (Sparham and Sung, 2008; Appelbaum et al., 2000;
MacDuffie, 1995; Kochan and Osterman, 1994). Employee ability is built through
investment in training and development, motivation increases through extrinsic rewards
such as financial incentives and job security, or intrinsic ones, such as an intrinsically
satisfying job which provides more task and intellectual discretion and moderates job
demands (Peccei, 2004; Osterman, 2000; Kochan and Osterman, 1994; Karasek, 1979).
Further, a mutual gains organisation provides stable employment and job security which
build employee trust (Osterman, 2000; Kochan and Osterman, 1994; Osterman, 1994).
Trust is fundamental for mutual gains and DE (Kochan and Osterman, 1994) and leads
to enhanced performance through more job satisfaction and less stress (Appelbaum et
al., 2000). Financial incentives for employees can minimise the differences with
management and create trust. They are more effective if they are supplemented with
other HR practices increasing employee trust (Hutchinson et al., 2002; Appelbaum et
al., 2001 and 2000). Training, for example, is a way to foster trust since employees
perceive that the organisation invests in them and provides them with more career
development opportunities (Appelbaum et al., 2000).

The social system, the way managers enact the HR system and job design, contributes
to mutual gains by providing mostly intrinsic gains for employee intrinsic job
satisfaction. This is essential to counter the critique that HR systems increase
performance but simultaneously increase job demands and job related stress (Guest,
2002; Godard, 2001; Ramsay et al., 2000). This thesis argues that if managers adopt a

‘high road’ to management, they enact the HR system and job design effectively
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creating a positive informal organisation which results in mutual gains and employee
intrinsic job satisfaction through task and intellectual discretion (Sparham and Sung,
2008; Guest, 2002; Truss, 2001; Karasek, 1979). This implies that employees are not
‘merely a necessary means to achieving performance’ (Sparham and Sung, 2008:6) but
are in the centre of analysis (Guest, 2002) since it is they who perform, not the
organisation (Kozlowski and Klein, 2000). Management style can decrease job demands
and job related stress by giving employees more control and facilitating the way they
work (Macky and Boxall, 2008; Felstead et al., 2007; Harley, 2002; Hackman and
Oldham, 1975; Lawler et al., 1973). Intrinsically satisfied employees experience
feelings of accomplishment, self-esteem and growth and so expend DE and transfer
training. So, they achieve goals desired by them and the organisation leading to a ‘win-
win’ situation (Sparham and Sung, 2008; Guest, 2002; Kochan and Osterman, 1994).
The social system also increases employee trust for the organisation through
organisational values, culture, leadership, management style and peer support (Kochan
and Osterman, 1994). The managers’ support, the way they enact HR practices and the
opportunities they offer to employees to express their views or experiment with new
work methods is vital for trust which must pre-exist in the organisation. The
implementation of an HR system will not lead to mutual gains and employee DE unless
it is introduced in a context characterised by trust (Sparham and Sung, 2008;
Hutchinson et al., 2002; Appelbaum et al., 2000; Kochan and Osterman, 1994). These
points stress the fact that training must be embedded in the organisational HR system so
as to lead to high transfer through the mediating drivers of intrinsic job satisfaction,

mutual gains and employee DE as this study argues.
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2.3.5. Intrinsic job satisfaction as a driver of mutual gains, discretionary effort and
high training transfer

The fourth premise of the thesis was that to achieve mutual gains and elicit employee
DE for transfer, more than financial or other material rewards are necessary (Godard,
2001). Indeed, employees must experience intrinsic job satisfaction which enhances

their experience at work (Sparham and Sung, 2008).

Job satisfaction is influenced by extrinsic and intrinsic factors, or otherwise is
dependent on the extrinsic-intrinsic dichotomy (Friedlander, 1963). Extrinsic factors
include variables of the technical HR system, such as HR policies and practices for
rewards and promotions, job design, working conditions, or technical resources
(Appelbaum et al., 2000; Kochan and Osterman, 1994; Wernimont, 1972). However,
these extrinsic factors are insufficient in creating mutual gains and eliciting employee
DE for high transfer since they do not consider the personal experience of individuals at
work (Harley, 2002). Thus, intrinsic factors inherent in the job itself must be considered
since they affect the experience employees have in their job (Friedlander, 1963). Also,
they stress the need for job redesign after training so that employees are given the

opportunity to use trained KSAs (Keep et al., 2006) and enhance training transfer.

Intrinsic factors are found at the job level and the relationship employees have with
their job (Hackman and Oldham, 1975). They are activated through flexible job design
combining several technical and social aspects which create intrinsic satisfaction with
the job in general or with its specific elements. Specific elements include job security,
acknowledgement, support and opportunities for personal and professional advancement
and development, challenge and creativity, task and intellectual discretion to apply
KSAs, undertake a variety of tasks across functions and perform to one’s potential,

responsibility for one’s job and constructive performance-related feedback (Felstead et
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al., 2007; Green, 2004; Appelbaum et al., 2000; Kochan and Osterman, 1994; Hackman
and Oldham, 1975; Friedlander, 1963). This is particularly important for high training
transfer and job redesign after training can provide employees with opportunities to
apply new KSAs on the job in a flexible manner overcoming rigidly defined tasks

(Baldwin et al., 2009; Osterman, 1994; Ford et al., 1992).

Employees experience intrinsic job satisfaction through “three critical psychological
states” created by respective job dimensions (Hackman and Oldham, 1975:160). The
first state is employee experience with a job that is personally meaningful and valuable.
This creates the feeling that also the outcomes of their efforts are valuable. However,
individuals differ and so they value different job characteristics (Hackman and Oldham,
1975; Hackman and Lawler, 1971). For employees with high expectations and high
need satisfaction, the job is valuable and meaningful if it involves: a variety of tasks and
skills and gives them the opportunity to use the KSAs and talents they value; task
identity or the whole process of performance through which employees do the job,
complete it and see its outcome which is personally valued; and task significance related
to the importance of the job for the organisation and its stakeholders. The second critical
state is the feeling of personal responsibility employees have for the outcomes of their
job and the fact that these outcomes, whether positive or negative, are the result of their
own efforts. Responsibility is created by the autonomy employees have to plan their
work, decide how to perform tasks and which resources to use. The third psychological
state is knowledge of the job’s outcomes gained through feedback. Feedback can come
either from the job itself when the employee successfully completes a given task or
from the manager, supervisor or peers. The second type of feedback is not an element of
the job itself but relates to the social support at work (Hackman and Oldham, 1975;

Lawler et al., 1973; Hackman and Lawler, 1971).

29



Intrinsic job satisfaction is related to commitment (Appelbaum et al., 2000; Lau, 2000).
Commitment is essential for mutual gains, DE and high transfer since committed
employees identify with the organisation, enjoy being its members and contribute with
high performance (Godard, 2001; Osterman, 2000; Allen and Meyer, 1990). For this
reason, they can contribute DE and transfer training. However, employees need to be
compensated for this commitment by the organisation with extrinsic and intrinsic gains
especially if they sacrifice better employment opportunities in other organisations
(Appelbaum et al., 2000; Osterman, 2000; Kochan and Osterman, 1994). All the
dimensions discussed above must be present for intrinsic job satisfaction (Hackman and

Lawler, 1971) whose contribution to high training transfer is explored in this study.

2.4. Conclusions

This chapter presented how the literature review was conducted. It discussed the
antecedents of high training transfer and specifically skills in service organisations,
employee performance, DE, mutual gains and intrinsic job satisfaction. Such a
discussion was essential to set the background for the critical analysis of the theoretical
underpinnings to transfer and their strengths and weaknesses in Chapter 3 based on the
AMO framework. It was also essential for the discussion of the High Training Transfer
System as an innovative HR-based transfer system which can be implemented to

address the transfer problem and lead to high transfer.
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CHAPTER 3

THEORETICAL UNDERPINNINGS TO ON-THE-JOB TRAINING TRANSFER
AND THE HIGH TRAINING TRANSFER SYSTEM

3.1. Introduction

This chapter critically discusses the theoretical underpinnings to transfer research and
their strengths and weaknesses in relation to resolving the transfer problem. This
discussion is structured around the Ability-Motivation-Opportunity (AMO) framework
used in HPWSs research. Also, this chapter presents the High Training Transfer System
(HTTS) based on the AMO framework too and so creates a meaningful basis for
comparison between the existing literature and the arguments of this study and a way to
provide recommendations to address the transfer problem.

The chapter first focuses on on-the-job training transfer and critically discusses
definitions, factors and dimensions of transfer as well as the recommendations made by
transfer research to build employee ability, increase motivation and provide
opportunities to perform. This discussion also includes inconsistent findings in transfer
research and the need for further research. Next, the chapter presents the HTTS and
recommends how to build employee ability, increase motivation and provide
opportunities to perform through the interaction between the technical and social
systems in the organisation as the process to activate intrinsic job satisfaction, mutual

gains and DE and lead to high training transfer.
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3.2. THEORETICAL UNDERPINNINGS TO ON-THE-JOB TRAINING
TRANSFER
3.2.1. Definitions of training transfer in the transfer literature
According to transfer research, transfer occurs when employees have the necessary
KSAs and the motivation to transfer them on the job and maintain them in the long run
(Kontoghiorghes, 2004 and 2002; Seyler et al., 1998). Transfer researchers have
provided a number of definitions, emphasising different aspects of transfer. For
example, Wexley and Latham (1981) define transfer as “the extent to which what is
learned in training is applied to the job and enhances job-related performance” (in
Laker, 1990: 209). Baldwin and Ford (1988: 63) emphasise effectiveness in saying that
transfer is “the degree to which trainees effectively apply the knowledge, skills, and
attitudes gained in a training context to the job.” Broad and Newstrom (1992:6) focus
on continuity in addition to effectiveness and define transfer as “the effective and
continuing application, by trainees to their jobs, of the knowledge and skills gained in
training- both on and off the job”. Furthermore, Ford and Weissbein (1997:34) are
concerned with generalisation and continuity in claiming that transfer is the “extent to
which knowledge and skills acquired in a training setting are generalised and
maintained over a period of time in the job setting”.
All the above definitions provided by transfer researchers are important. However, they
mostly describe the outcomes rather than the process of training transfer. This is a
weakness since they fail to explain ‘how’ and ‘why’ training transfers on the job.

Indeed, this weakness is addressed in this thesis and a new definition is provided below.
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3.2.2. A definition of high training transfer

Carefully considering the definitions of training transfer above and accepting the
importance of effectiveness, continuity and generalisation that they stress, this study
argues that they are inadequate since they focus on the outcomes rather than the process
and mediators of training transfer. To address their weaknesses, a new definition is
proposed which includes several factors that affect the transfer process beyond training:

Training transfer is a discretionary activity referring to changes in
employee performance which result from the effective and long term
application and generalisation of new KSAs on the job. These changes are
driven by the organisational HR system and job design and by their
proper enactment by the manager which increase employee intrinsic job
satisfaction, create mutual gains and elicit DE as antecedents to high
training transfer.

This definition of high training transfer is recommended as a more complete
representation of the outcomes of training transfer but more importantly of the factors
influencing the transfer process beyond training justifying the how and the why

employees transfer training on the job.

3.2.3. Factors affecting training transfer

The transfer literature considers several factors affecting on-the-job training transfer.
The factors most widely cited comprise training design including learning goals and
objectives, instructional methods, post-training techniques for relapse prevention or
error management (Grossman and Salas, 2011; Burke and Hutchins, 2007; Russ-Eft,
2002; Baldwin and Ford, 1988); trainee characteristics such as cognitive ability, self-
efficacy, motivation, personality, perceived relevance and utility of training, openness
to experience, or conscientiousness (Burke and Hutchins, 2007; Kontoghiorghes, 2004;

Ford and Weissbhein, 1997; Facteau et al., 1995; Tannenbaum, et al., 1991; Bandura,

33



1982); and the work environment which encompasses a transfer climate, social support,
feedback and follow up, as well as opportunities and autonomy to perform (Grossman
and Salas, 2011; Alvarez et al., 2004; Salas et al., 1999; Ford and Weissbein, 1997;
Baldwin and Ford, 1988). Although the importance of other HR practices and their
influence on transfer is acknowledged by transfer research (Grossman and Salas, 2011,
Anguinis and Kraiger, 2009; Baldwin et al., 2009), in essence it does not explore them.
Rather, it focuses mostly on training and on the micro level of employee performance.
The only experiential testing of the impact of other HR practices on training transfer
was provided by Kontoghiorghes (2004 and 2002) through the systemic model of
training transfer he recommended. This is a gap that this research bridges by exploring
in what ways training and other factors at the micro level are embedded in, and affected
by, technical and social factors at the macro level which impact on employee intrinsic

job satisfaction, mutual gains and DE for high training transfer.

3.2.4. Dimensions of training transfer

Training transfer comprises several dimensions (Klink et al., 2001; Salas and Cannon-
Bowers, 2001). The first is the direction of transfer which can be either positive leading
to desired performance or negative not affecting performance as expected (Klink et al.,
2001). Complexity includes lateral transfer when trainees perform tasks of equal
complexity as the ones trained and vertical transfer when they perform tasks similar but
more complex than those trained (Klink et al., 2001; Salas and Cannon-Bowers, 2001).
A temporal or generalisability dimension includes transfer initiation referring to trainee
effort to use new KSAs and transfer maintenance relating to continuous trainee effort to
use new KSAs in new settings (Chiaburu and Tekleab, 2005; Laker, 1990).

Adaptability, or the distance dimension, takes place when trainees realise that existing
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work methods are not appropriate and so they learn new KSAs and develop new
strategies to face more complex situations and adapt to changing contexts (Ford and
Weissbein, 1997). Adaptability includes near transfer which is the application of new
KSAs in situations similar to those of training and far transfer involving application of
KSAs in different situations (Klink et al., 2001; Broad and Newstrom, 1992; Laker,
1990). A taxonomy of near and far transfer includes the content and context dimensions
which influence what, when and where KSAs are transferred. The content dimension
defines the generalisability or specificity of new KSAs, desired performance changes
and the memory demanded for transfer. The transfer context refers to the physical
context, the time, functional and social context in which trainees transfer new KSAs.
This taxonomy further includes open and closed skills depending on whether the
transfer situation is routine or novel, the work and training contexts are similar, new
KSAs are learnt individually or in a team and whether they are transferred in the short
or long run (Barnett and Ceci, 2002). Given the complexity of jobs and the necessity to
solve problems and make effective decisions (Klink et al., 2001), these dimensions have
important implications for transfer and may differ both among trainees and for one
trainee at different times (Laker, 1990). These dimensions match to a large extent the
definitions of transfer presented above. They acknowledge genaralisability and
continuity as important for transfer and further stress task complexity and adaptability.
The dimension that is relevant to the scope of this research is the context dimension
which encompasses the functional, or technical context, and the social one influencing
transfer. Transfer research discusses the social context extensively and identifies how it
affects employees for effective on-the-job transfer. This is a point to be elaborated
below. However, the technical HR system which operates at a macro level is not

investigated in the transfer literature. Rather, transfer research is subfunctional
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examining only the effects of training on transfer (Baldwin et al., 2009;
Kontoghiorghes, 2004). This is the gap that this research seeks to bridge since it is a

reason for the transfer problem.

3.3. Transfer of training through the lens of the AMO framework

Using the AMO framework, this section presents how transfer research proposes to
build employee ability, increase motivation and provide opportunities to perform to
enhance training transfer.

This thesis argues that the way transfer research views these three processes leads to an
impasse. It examines training in isolation from other HR practices and focuses mostly
on instructional design, trainee characteristics, and the training and work environment
assuming the broader organisational context as neutral and so proves inadequate to

address the transfer problem by being subfunctional.

3.3.1. Building employee ability through training design

According to transfer research, the primary means through which an organisation can
build employee ability is training based on training design for the acquisition of new
KSAs and their transfer on the job. Training design is defined as “the degree to which
(1) training has been designed and delivered to give employees the ability to transfer
learning to the job, and (2) training instructions match job requirements” (Holton et al.,
2000:345). Effective design emerges from employee performance needs and goals,
principles of learning and instructional methods, relevant content reflecting job
requirements, and self-management techniques (Velada et al., 2007; Lim and Morris,

2006; Taylor, et al., 1998; Baldwin and Ford, 1988).
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3.3.1.1. Training Needs Analysis

Training Needs Analysis (TNA) identifies employee performance goals and defines
learning goals (Broad, 2005; Broad and Newstrom, 1992). Clear short and long-term
performance goals raise employee awareness of performance expectations and
behavioral objectives elicit desired behaviours (Brown, 2005; Richman-Hirsch, 2001;
Taylor et al., 1998; Mager, 1997 and 1962; Gagne, 1965) by focusing employee
attention during training, supporting learning, and increasing transfer motivation
(Brown, 2005; Locke and Latham, 2002). To increase transfer, employees must
perceive these goals and objectives as important and receive the manager’s support to
achieve them (Broad, 2005; Guadine and Saks, 2004; Kontoghiorghes, 2001; Kraiger et

al., 1995).

3.3.1.2. Instructional design

Training design also comprises instructional design. It includes first identical elements
theory and supports near transfer of KSAs between similar training and transfer
contexts (Yamnill and McLean, 2001; Laker, 1990; Thorndike and Woodworth, 1901).
Training goals and content reflecting jobs requirements positively influence employee
perceptions for transfer (Lim and Morris, 2006; Rodriguez and Gregory, 2005; Holton
et al.,, 2000; Yamnill and McLean, 2001; Baldwin and Ford, 1988). Second,
instructional design includes principles theory for far transfer through general principles
which employees can apply on the job in novel situations (Burke and Hutchins, 2007,
Alvarez et al., 2004; Lim, 2000; Laker, 1990). Principles are open skills which enable
employees to respond to any job situation freely (Yelon and Ford in Baldwin et al.,
2009). Third, it includes distributed practice of new KSAs in realistic tasks and timely

and specific feedback which facilitate transfer (Velada et al., 2007; Holladay and
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Quinones, 2003; Russ-Eft, 2002). Behavioral modeling is a transfer variable related to
self-efficacy which provides employees with behavioural rules to follow in different
circumstances (Bandura, 1997; Decker and Nathan, 1985). Employees transfer training
by generalising the model’s positive behaviours in new tasks or by rejecting negative

ones (Baldwin et al., 2009; Taylor et al., 1998).

Instructional techniques for far transfer foresee that employees are aware of the types of
KSAs they learn and practise them in different contexts, exposed to different stimuli
and situations. Feedback, autonomy and initiative contribute to far transfer (Laker,
1990).! Post-training self-management strategies which employees develop through
performance plans and goals regulate their behaviour and increase transfer (Burke and
Hutchins, 2007). Relapse prevention is an important post training strategy helping
employees sustain behaviour changes after training and transfer new KSAs (Baldwin et
al., 2009; Burke and Hutchins, 2007; Guadine and Saks, 2004; Burke and Baldwin,
1999).2 Goal setting and follow up sessions combined with self-management techniques
increase skill generalisation (Baldwin et al., 2009). Transfer is also affected by the
perceived relevance and value of training for the employee’s job covering immediate
performance needs (Burke and Hutchins, 2007; Lim and Morris, 2006; Yelon et al.,

2004; Ruona et al., 2003; Baldwin and Ford, 1988).

! Other instructional techniques include part versus whole-task training, lectures, role plays, group
exercises, or games, simulations or analogies, coaching for employee support after the training, advance
organisers, active learning, over-learning, error-based learning, guided discovery, action planning upon
completion of the training intervention (Burke and Hutchins, 2007; Lim and Morris, 2006; Alvarez et al.,
2004; Russ-Eft, 2002; Lim, 2000; Baldwin and Ford, 1988). They are not discussed in detail since they
are more technical and they fall beyond the scope of this thesis.

? RP has certain stages to be effective: set goals of how skills will be maintained, define what a slip could
be and the consequent relapse, consider the benefits or problems if skills are applied, define cognitive and
behavioural techniques for transfer, anticipate what a first slip could be, develop skills to cope with the
slip, and finally monitor performance at work (Marx, 1986 in Hutchins and Burke, 2006).
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3.3.1.3. Inconsistent findings and further research

Training design factors influence on-the-job training transfer through their effect on
employee ability (Burke and Hutchins, 2007; Yelon et al., 2004; Ruona et al., 2002;
Alliger et al., 1997). Due to inconsistent findings, however, further research is needed
for more solid findings on the link between these factors and transfer. More research
must prove the link between learning and performance goals and transfer as well as
between self-management strategies and relapse prevention techniques and transfer
(Burke and Hutchins, 2007). Although training design contributes to employee ability, it
is only part of the training process and there is no concrete evidence of how it leads to
training transfer and performance (Swanson, 2003; Rossett, 1999). Often performance
problems emerge not from the lack of KSAs but from poor management and unclear job
specifications, irrelevant feedback, insufficient resources, a negative work climate or
lack of social support (Rummler and Brache, 1995). The focus of transfer research on
training and training design, and its arguments that design can increase transfer, partly
account for the transfer problem. Transfer research assumes that training design can
lead to transfer by providing relevant content which is perceived by employees as
important and thus increases motivation to transfer. This, however, is an arbitrary
assumption since motivation is a process developing as a result of the individual’s
interaction with their work environment and so to elicit it requires more than training
design (Gegenfurtner et al., 2009; Chiaburu and Tekleab, 2005). This reveals the
subfunctional approach of transfer research towards training and transfer which assumes
the organisational context as neutral (Baldwin et al., 2009; Kontoghiorghes, 2004;
Baldwin and Magjuka, 1997).

This thesis argues that the elements of training design examined above are important but

not adequate to support training transfer. Although effective training design is essential
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to build employee ability, more is required to sustain it and enhance training transfer.
Training must be embedded in an organisational HR system bundled with other HR
practices, such as appropriate recruitment and selection, rewards and promotions, as
well as effective job design. Through this process mutual gains can be created and
employee DE can be elicited for high training transfer (Appelbaum et al., 2001 and

2000; Kochan and Osterman, 1994). These are all issues to be explored in this research.

3.3.2. Increasing employee transfer motivation

Motivation has an important effect on individual performance (Campbell et al., 1993).
The transfer literature considers employee motivation critical for transfer (Gegenfurtner
et al., 2009; Vermeulen and Admiraal, 2008; Alvarez et al., 2004; Kontoghiorghes,
2004 and 2002). Motivation emerges from the interaction of individuals with their work
environment and mediates training, learning and transfer (Gegenfurtner et al., 2009;
Chiaburu and Tekleab, 2005). Even if individuals acquire new KSAs, they do not
transfer them on the job unless they are motivated (Bailey, 1993; Baldwin and Magjuka,
1991). Motivation to transfer is defined as ‘the intended effort towards utilising the
skills and knowledge learned in a training atmosphere to the real work situation’ (Seyler
et al., 1998: 4). It is influenced by employee perceptions of the utility of new KSAs for
their job and by situational characteristics (Gegenfurtner et al., 2009; Chiaburu and
Marinova, 2005; Colquitt et al., 2000; Ford and Weissbein, 1997).

Transfer motivation is time bound affected before, during and after training. It is
affected by work environment factors, such as culture, climate, social support and
training design factors (Broad and Newstrom, 1992). Effective training design is
essential for learning and transfer, since without learning no new KSAs are transferred

(Gegenfurtner et al., 2009; Broad, 2005; Broad and Newstrom, 1992). Employees need
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to perceive training content as relevant and useful for their job to learn and apply it on
the job (Chiaburu and Marinova, 2005; Bates and Holton, 2004). However, even if
learning is assessed with tests, self or supervisory reports, caution is needed before
safely assuming that learning leads to transfer (Gegenfurtner et al., 2009).

Other important factors that affect transfer motivation and contribute to far transfer of
KSAs across different situations are related to employees’ job satisfaction and
commitment; expectations of the contribution of their effort to performance and the
resulting rewards; and the perception of themselves and others at work (Chiaburu and
Marinova, 2005; Bates and Holton, 2004; Holladay and Quinones, 2003; Ruona et al.,

2002; Bandura, 2001; Bates, 2001; Seyler et al., 1998; Tannenbaum et al., 1991).

3.3.2.1. Job satisfaction

Job satisfaction affects transfer motivation (Gilley and Hoekstra, 2003; Holton et al.,
1997). It includes affective employee reactions to the job resulting from the comparison
between their expectations and desired and actual outcomes. When expectations are not
met, employees are not satisfied and performance drops (Cheng and Hampson, 2008;
Lim and Morris, 2006). Intrinsic and extrinsic elements affect job satisfaction. The
former include job design characteristics such as autonomy, an interesting and
challenging job, and quality of work life. The latter include financial rewards, and
recognition or promotion opportunities. Further, employees’ career goals motivate them
to acquire and transfer new KSAs to achieve these goals (Egan et al., 2004;

Kontoghiorghes, 2002; Colquitt et al., 2000; Ford and Weissbein, 1997).
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3.3.2.2. Commitment

Job satisfaction moderates employee commitment, also necessary for transfer (Bartlett,
2001). Commitment is defined as “a function of career commitment, organisational
commitment (affective and continuance), job involvement and work ethic”
(Gegenfurtner et al., 2009: 408). It pre-exists training and affects employees’ reactions
to it and their transfer motivation (Seyler et al., 1998). Employee commitment is not
directly affected by training but influences learning and transfer indirectly through pre-
training motivation (Kontoghiorghes, 2004 and 2002; Seyler et al., 1998). Committed
employees learn and transfer KSAs and perform better by being motivated and engaged
in their job, caring about the organisation and having positive relationships with
managers, supervisors and peers (Kontoghiorghes, 2004 and 2002; Naquin and Holton,
2002; Mathieu et al., 1992). They believe in the organisational mission and values, wish
to stay in the organisation and put more effort on their job (Colquitt et al., 2000;
Tannenbaum et al., 1991). Commitment positively influences employee perception of
training especially if it meets their expectations because it is perceived as an investment

by the organisation (Facteau et al., 1995; Tannenbaum et al., 1991).

3.3.2.3. Perceptions of self and others

Employee perceptions of themselves, their job and the organisation influence transfer
through motivation (Baldwin and Ford, 1988). Perceptions create a subjective reality for
employees and influence the way they receive and understand training (Bowen and
Ostroff, 2004). Trainee perceptions should be taken into consideration during the
design, implementation and evaluation of training and expected training transfer
because of three issues emerging from trainee subjective reality: first, employees do not

perceive the implementation of training and the impact on their performance in the same
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way. Training is filtered through their perception of its value and relevance for their job,
as well as the reasons for its implementation (Nishii et al., 2008; Bowen and Ostroff,
2004). Second, trainee perceptions about training differ from those of managers and
supervisors. Thus, managers and supervisors need to know trainee perceptions so as to
maximise training effectiveness and transfer (Kehoe and Wright, 2010; Liao et al.,
2009; Takeuchi et al., 2009). Third, learning and transfer are not given outcomes of
training nor do they occur to the same extent for all trainees. Perception, as well as
ability, personality and motivation, mediate between training, learning and transfer

(Tharenou et al., 2007; Kozlowski et al., 2000; Rousseau, 2000).

3.3.2.4. Employee feelings, self-efficacy and cognitive ability

Employee feelings about the training programme and their perceived ability, or self-
efficacy, are also important (Facteau et al., 1995; Rossett, 1987). Anxiety or negative
feelings affect training transfer by their impact on motivation (Machin and Fogarty,
2004; Naquin and Holton, 2002; Colquitt et al., 2000). Trainees are more motivated if
they believe that they are able to learn and transfer new KSAs; that learning will
improve their performance; and that better performance will lead to desired outcomes
(Facteau et al., 1995). Self efficacy determines whether trainees perceive themselves as
competent to perform tasks effectively (Ford and Weissbein, 1997; Bandura, 1982).
High self-efficacy before training increases transfer since trainees are more confident
about their ability to perform and more engaged in training (Cheng, 2000; Holton et al.,
2000; Mathieu et al., 1992). Cognitive ability helps trainees retain complex skills and
improve performance. During training it determines the degree of receiving KSAs
effectively and after training it defines the degree of transferring KSAs on the job

(Burke and Hutchins, 2007).

43



3.3.2.5. Inconsistent findings and further research

Motivation affects transfer first through learning and to be motivated to transfer,
employees must first be motivated to learn (Burke and Hutchins, 2007; Naquin and
Holton, 2002; Seyler et al., 1998; Ford and Weissbein, 1997). However, even if
employees learn, it has not been evidenced that they also transfer new KSAs and further
research is needed to highlight the connection between motivation, learning and transfer
as well as the mediating variables in the process (Gegenfurtner et al., 2009; Noe and
Colquitt, 2002; Cheng, 2000). Transfer research does not account for other factors in the
organisational context which create or maintain transfer motivation over time. These
factors are external to the training programme and supersede training design and
learning (Baldwin et al., 2009; Kontoghiorghes, 2004 and 2002; Baldwin and Magjuka,
1997). Research findings are inconsistent in linking job satisfaction and organisational
commitment to transfer motivation. Some support a positive correlation between
organisational commitment and pre-training motivation (Facteau et al., 1995), whereas
others point towards a negative effect (Cheng and Hampson, 2008; Cheng, 2000).
Employees decide what to transfer, or not to transfer, according to their perceptions of
what is necessary on the job, the practical use of new KSAs and their expectations from
transferring new KSAs, such as rewards or career opportunities (Baldwin et al., 2009;
Cheng and Hampson, 2008; Yelon et al., 2004).

An issue worth mentioning at this point is that motivation is different from DE.
Motivation is the extent to which employees are willing to contribute effort on the job
(Dubinsky and Hartley, 1986) or the employee’s “intention to act” (Meyer et al., 2004:
995). DE, by contrast, is the energy required so that motivation results in action.
Employees may be motivated but not expend DE (Lloyd, 2008). This stresses the fact

that motivation is not enough for training transfer and that employees need to contribute
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DE which is elicited if training is embedded in the organisational HR system and in line

with an effective job design in a supportive social environment.

Further, transfer research considers the training context and the immediate work
environment to be primarily important for transfer motivation. Although it recognises
the contribution of financial benefits, promotions, or career development, it makes only
minimal and descriptive reference to how these factors, active in the broader
organisational context, increase transfer motivation. Further, it does not account for the
ways in which they foster job satisfaction and commitment, essential for transfer
motivation. Thus, it does not explain how and why employees are motivated to transfer
training on the job. Indeed, these are issues that this study explores arguing that
motivation can lead to action if employees expend DE and to do so their job must be
intrinsically satisfying and involve mutual gains (Sparham and Sung, 2008; Kochan and

Osterman, 1994).

3.3.3. Providing opportunities to perform trained KSAs on the job

The opportunities employees have for on-the-job transfer is another factor explored by
transfer research (Martin, 2010; Lim and Morris, 2006; Lim and Johnson, 2002). It is
defined as “the extent to which an employee is provided with, or actively obtains, work
experiences relevant to the tasks for which he or she was trained” (Ford et al., 1992:
512). Opportunity to apply trained KSAs after training involves breadth, or the number
of performed tasks; activity level or the repetition of trained tasks on the job; and simple
or complex tasks performed (Arthur et al., 2003; Tracey et al., 1995; Ford et al., 1992).
This process is affected by several factors including a continuous learning culture, a

transfer climate and job design (Thayer and Teachout, 1995).
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3.3.3.1. A continuous learning culture

A continuous learning culture fosters the belief that the acquisition and transfer of new
KSAs is a shared responsibility among organisational members (Gilley and Hoekstra,
2003). It frees the environment from fear and punishment, tolerating error and allowing
employees to experiment with new ways of working (Baldwin et al., 2009; Gilley and
Hoekstra, 2003; Kontoghiorghes, 2002; Baldwin and Magjuka, 1991). Its salient
elements include artifacts- physical and financial resources and management support
devoted to training; behavioural patterns- organisational policies and systems for career
development, rewards and praise for training (Ruona et al., 2003; Santos and Stuart,
2003; Rouiller and Goldstein, 1993); behavioural norms- the value of training and its
benefits for employees (Bunch, 2007; Tracey et al., 1995); work values- ambition,
teamwork, respect, obedience and quality over quantity (Bunch, 2007; Bennett et al.,
1999); and fundamental assumptions- unconscious values which affect employees’
attitudes, behavior and performance and solidify through employee organisational
experience (Schein, 1984). Employees might perform better because of new KSAs but
attribute this to other factors (Bates and Khasawneh, 2005; Tracey et al., 1995; Rouiller
and Goldstein, 1993).

A continuous learning culture fosters cooperation among organisational members who
exchange information and learn together on the job. Social support by the manager,
supervisor and peers mediates training and transfer by positively affecting employee
perception and transfer motivation (Martin, 2010; Baldwin et al., 2009; Velada et al.,
2007; Bates and Khasawneh, 2005; Broad, 2005; Chiaburu and Marinova, 2005;
Facteau et al., 1995).

Managers and supervisors affect development opportunities through co-operation and

the resources they allocate to enhance training transfer and improve employee
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prospects. In this way, they build a relationship of trust, and foster sincere
communication and mutual respect (Bates and Khasawneh, 2005; McLagan, 2003;
Tracey et al., 1995; Rouiller and Goldstein, 1993). They affect job design by setting
agreed goals and delegating responsibilities to peers so as to reduce workload and
facilitate employees to practise and integrate new KSAs in their job (Burke and
Hutchins, 2007; Broad, 2005; Clarke, 2002; Richman-Hirsch, 2001; Broad and
Newstrom, 1992). Flexible job procedures and challenging projects also facilitate far
transfer of new KSAs (Martin, 2010; Gegenfurtner et al., 2009; Taylor et al., 2005;
Holton et al., 2000; Seyler, et al., 1998; Facteau et al., 1995). They frame training and
communicate its importance to employees, define how new KSAs should be used and
how fast performance changes are expected (Cromwell and Kolb, 2004; Ford et al.,
1992). However, both managers and supervisors must have the KSAs to coach and give
feedback to employees and be role models by transferring their own KSAs (Martin,
2010; Gegenfurtner et al., 2009; Clarke, 2002; Klink et al., 2001). Managers and
supervisors motivate employees by communicating the strategic link of training with
performance, encouraging participation, providing feedback, and giving rewards (Burke
and Hutchins, 2007; Broad, 2005; Chiaburu and Marinova, 2005; Lim and Johnson,
2002). These opportunities sustain KSAs enhancing thus the importance of managerial
and supervisory support for transfer (Lim and Morris, 2006; Kontoghiorghes, 2002;
Ruona et al., 2002; Russ-Eft, 2002; Colquitt et al., 2000). Managerial and supervisory
support inhibits transfer if employees feel it constrains their autonomy. This might
happen because employees choose a social group as their referent in the workplace and,
if managers and supervisors do not belong to it, transfer becomes problematic (Cheng

and Hampson, 2008; Nijman et al., 2006).
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Peer support is another social aspect affecting transfer (Chiaburu and Marinova, 2005;
Hawley and Barnard, 2005; Cromwell and Kolb, 2004; Klink et al., 2001; Holton et al.,
1997). Peers can cooperate with the employee in defining learning goals, encourage
participation and provide assistance with problem-solving as well as discuss the use of
new KSAs (Hawley and Barnard, 2005; Facteau et al., 1995). Peers minimise resistance
to transfer emerging from employee perceptions that transferring new KSAs requires
them to put more effort to change the way they work (Bates et al., 2000; Holton et al.,
1997). Peer support also encourages transfer by changing the negative climate caused
by compulsory training (Cromwell and Kolb, 2004). Peer support further may replace
weak manager and supervisor support (Bates et al., 2000).

Third, a continuous learning culture rewards achievements and development through
transfer. It enables employees to change through critical reflection and self-
understanding and interact with their environment in new ways. It fosters individual
growth and development and helps employees be competitive by building on their
talents (Bates and Khasawneh, 2005; Gilley and Maycunich, 2000). Such a culture also
fosters competition in the market and expects employees to expend effort and be high
performers (Gilley and Hoekstra, 2003; Tracey et al., 1995). It supports and rewards
individual and group learning and opens the organisation to the external environment so
it can learn from customers, suppliers, and other stakeholders (Bates and Khasawneh,

2005; McLagan, 2003; Tracey et al., 1995; Rouiller and Goldstein, 1993).

3.3.3.2. The organisational transfer climate
The organisational transfer climate affects opportunity to perform trained KSAs on the
job (Thayer and Teachout, 1995; Tracey et al., 1995). It comprises “those situations and

consequences that either inhibit or help to facilitate the transfer of what has been
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learned in training into the job situation” (Rouiller and Goldstein, 1993:379). This
climate is shaped by the individual reference frame about formal training and
perceptions of the work environment (Gilley and Hoekstra, 2003; Tracey et al., 1995). It
mediates the work environment and employee attitudes and behavior which support
near and far transfer (Martin, 2010; Holton et al., 2000; Rouiller and Goldstein, 1993).
Even if learning takes place during training, a supportive transfer climate is required so
as to enhance transfer (Holton et al., 1997; Mathieu et al., 1992). The transfer climate is
affected by cultural salient features which shape individual perceptions of the value and
benefits of transfer for performance and career development (Velada et al., 2007; Bates
and Khasawneh, 2005; Gilley and Hoekstra, 2003; Tracey et al., 1995). Rouiller and
Goldstein (1993) distinguish the transfer climate elements in two categories: first,
situational cues including goals set by managers requiring the use of new KSAs; social
cues including supervisor and peer behaviours supporting employees to use new KSAs;
task cues involving the design of tasks so that KSAs are used; and, finally, self control
cues enabling employees to consciously decide which KSAs to apply. Second,
consequences include positive, negative or no feedback, positive or negative
reinforcement and punishment. The type of manager feedback employees receive,
workplace sanctions and the acceptance of transfer by experienced peers affect training
transfer (Colquitt et al., 2000; Thayer and Teachout, 1995; Tracey et al., 1995). The
transfer climate mediates employee differences and transfer since employees perceive it
differently in relation to their manager, peers and themselves and if their perceptions are
positive, then transfer is enhanced (Martin, 2010; Pervaiz et al., 2009; Lim and Morris,

2006; Kontoghiorghes, 2001; Holton et al., 1997).
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3.3.3.3 Time required to transfer training and job design

Opportunity to perform trained KSAs on the job has temporal and job design
dimensions (Martin, 2010; Baldwin et al., 2009; Burke and Hutchins, 2008). Transfer
usually takes place more in the long (one year) than in the short run (one or three
months) (Cromwell and Kolb, 2004). Employees have more opportunities to apply new
KSAs in the long run than immediately after training (Russ-Eft, 2002). This happens
due to workload, promotion opportunities or financial rewards (Cromwell and Kolb,
2004; Guadine and Saks, 2004).

Job design elements, such as job autonomy, challenging tasks, participative goal setting,
the pace of team work, and the importance of a job for the organisation affect
opportunity to transfer (Baldwin et al., 2009; Kontoghiorghes, 2002 and 2004; Ford et
al., 1992). Job autonomy and challenging tasks based on organisational and department
goals and the balance between goals and training, encourage employees to use new
KSAs and experiment with new ways of working (Kontoghiorghes, 2001). The pace of
teamwork defines the number of tasks to be performed at a certain time. A fast pace
does not give employees time to apply new KSAs or managers and supervisors to
provide feedback and so employees use existing KSAs. However, high work demands
might create a more challenging work context for transfer (Hawley and Barnard, 2005;
Rouiller and Goldstein, 1993; Ford et al., 1992). The importance of a job for the
organisation is reflected in employee development, favourable task components
including tools and equipment, or financial and material resources which increase

transfer motivation (Colquitt et al., 2000; Seyler et al., 1998; Facteau et al., 1995).

50



3.3.3.4. Inconsistent findings and further research

Opportunity to perform trained KSAs on the job is important for transfer to take place.
However, its elements remain underexplored in transfer research. Despite findings on
the value of a continuous learning culture, a transfer climate, social support and job
design for transfer, it is not clear how they are created and sustained leading to
inconsistent or inadequate findings and requiring further research. Although
organisational rewards and development opportunities are mentioned, the way these
variables contribute to transfer is not fully examined (Noe and Colquitt, 2002; Cheng,
2000; Colquitt et al., 2000; Holton et al., 2000; Facteau et al., 1995). Inadequate
findings exist for the impact of the transfer climate on transfer (Burke and Hutchins,
2007) such as attempts to measure its effect with the Learning Transfer System
Inventory (LTSI) developed by Holton et al. (2000).® Despite studies evidencing the
effect of social support on transfer (Holton et al., 2000; Seyler et al., 1998), others
report no relationship (van der Klink et al., 2001; Rouiller and Goldstein, 1993). The
organisational context, as for example organisational culture, can minimise or enhance
the effect of social support (Bates and Holton, 2004; Holton et al., 2003). Social support
enhances training transfer (Holton et al., 2000; Seyler et al., 1998) but insignificant or
negative correlations have been reported (Cheng and Hampson, 2008; van der Klink et
al., 2001; Rouiller and Goldstein, 1993). For peer support to be effective, managers and

supervisors must also contribute their own support and create a positive climate (Martin,

* The LTSI is a diagnostic tool used before training to evaluate the transfer system in the organisation and after
training to evaluate training results. The transfer system in an organisation includes all the influences on transfer
emerging from the individual, the training itself and the organisational environment and so includes is effective. It
incorporates ability (perceived content utility, transfer design, opportunities to use KSAs on the job, and capacity to
transfer); motivation (motivation to transfer KSAs, effort expended for transfer, and expectations of the outcomes of
improved performance); and the work environment (supervisor and peer support, feedback and coaching, openness to
change, and expected positive or negative outcomes from transferring KSAs). Employee perceptions and expectations
for the outcomes of training and social support in the organisation are influenced by the transfer climate (Burke and
Hutchins, 2007; Holton et al., 2000 and 2003). All these are variables that have an impact on transfer. It is important
to identify these factors since organisations differ in their unique culture and work environment and so the effects on
the transfer system cannot be generalised (Holton et al., 2003). There is scant evidence which links the application of
the LTSI with increased transfer and studies which applied it consider that the model does not capture organisational
complexity (Cheng and Hampson, 2008; Burke and Hutchins, 2007).
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2010; Klink et al., 2001). Peer support may affect transfer more than supervisory
support (Ruona et al., 2002) but despite the important role of peers for transfer, they are
not the only ones who affect the process (Martin, 2010; Colquitt et al., 2000). Other
studies show that supervisory support correlates with transfer more than peer support
(Blume et al., 2010).

This study explores how opportunities to apply new KSAs and perform are offered by
the broad organisational HR system and job redesign, not only training, so as to increase
intrinsic job satisfaction and provide mutual gains for employees to expend DE and lead
to high training transfer. Transfer research does not examine these issues and despite
recommendations by Rouiller and Goldstein (1993) for task and self control cues which
call for a redesign of tasks to incorporate new KSAs and employee discretion on how to
use them, no empirical findings exist. Concerning the social system, one point is
important: transfer is enhanced if training is embedded in the organisational HR system
in line with job design and properly enacted by managers (Purcell and Hutchinson,
2007; Purcell, 1999). Transfer research acknowledges the value of managerial support
but it mostly describes, rather than recommends or tests, how it can be effectively
enacted. This thesis explores the role of the manager in enabling employees to use their
discretion as to how they will do their job and use trained KSAs through the enactment
of HR practices and job design. Also, it explores how mutual gains, DE and transfer are
affected by job redesign which provides employees with opportunities to perform tasks
for which they were trained and increase intrinsic job satisfaction (Felstead et al., 2007;

Keep et al., 2006; Harley, 2002; Ford et al., 1992; Karasek, 1979).

Overall, despite the value of transfer research findings, they do not account for how and
why transfer takes place and so the transfer problem persists. To address this, it is

important that research identifies and accounts for the variables that mediate between
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training design, motivation, opportunities to use trained KSAs and training transfer.

This chapter continues and addresses this gap by presenting the HTTS and examining

how intrinsic job satisfaction, mutual gains and DE can increase through the interaction

of the organisational technical and social systems.

Before discussing the HTTS, Figure 1 is presented including the factors which affect

employee ability, motivation and opportunity to transfer trained KSAs according to

transfer research.
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Figure 1. Factors affecting on-the-job training transfer
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3.4. ADDRESSING THE TRANSFER PROBLEM THROUGH THE
HIGH TRAINING TRANSFER SYSTEM

3.4.1. Introduction

An HR-based transfer system based on the AMO framework, the High Training
Transfer System (HTTS), is presented here providing a systemic and systematic
approach to high training transfer. It discusses how the organisation can build employee
ability, motivation and opportunity to participate and perform as a way to positively
affect intrinsic job satisfaction, mutual gains, and DE- the antecedents and drivers of
high training transfer.

Synthesising the transfer, HPWSs, mutual gains, DE, job design, skills and performance
research, the HTTS first embeds training in the organisational HR system in bundles
with mutually reinforcing HR practices appearing in most studies on HPWSs, mutual
gains and DE: high recruitment and selection, high training, high rewards, and high
involvement (Boxall et al., 2007; Combs et al., 2006; Kontoghiorghes, 2004; Delery and
Shaw, 2001). Also, it foresees that job redesign can increase task and intellectual
discretion, employee power and intrinsic job satisfaction for high transfer (Lloyd and
Payne, 2008; Keep et al., 2006; Karasek, 1979).

Second, the HTTS stresses the role of the social system in the organisation foreseeing
that transfer can be achieved if the technical system is properly enacted by managers
who contribute their own DE in a favourable social environment (Sparham and Sung,
2008; Purcell and Hutchinson, 2007; Hutchinson et al., 2002). This approach brings
individuals in the centre of analysis (Guest, 2002) since it is they, and not organisations,
who perform (Kozlowski and Klein, 2000) and individual performance precedes
organisational outcomes (Wright and Nishii, 2006; Harley, 2002; Dyer and Reeves,

1995).
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3.4.2. The technical aspects of the High Training Transfer System

3.4.2.1. Building employee ability through high training, high recruitment and high
selection

To transfer training on the job, employees must have the ability to do so. They must
possess KSAs required for their job and the organisation, transferrable beyond their
narrow job domain, and KSAs that the manager does not possess (Appelbaum et al.,
2000; MacDuffie, 1995). Apart from basic and technical skills, employees need
problem solving, leadership and social skills- skills that are broad and diverse, unique
and transferrable, tangible and intangible, technical and social, intellectual and
emotional at the same time. Moreover, they must be able to combine these skills to
make the right decisions, solve problems, communicate effectively, cooperate in teams
and perform proactively and innovatively so as to support organisational processes and
activities (Lloyd and Payne, 2008; Appelbaum et al., 2000; Payne, 2000; Keep and
Mayhew, 1999).

Quality training design contributes to building and maintaining employee ability,
through near and far transfer. Focused and systematic TNA and effective instructional
design principles and techniques are used to develop and deliver training programmes
relevant to employees’ jobs, their development needs and organisational goals. These
include, for example, post training techniques for self-management and relapse
prevention, error management and follow up (Grossman and Salas, 2011; Baldwin et
al., 2009; Velada et al., 2007; Burke and Hutchins, 2007; Guadine and Saks, 2004;
Holladay and Quinones, 2003; Russ-Eft, 2002; Burke and Baldwin, 1999). This is an
essential contribution by transfer research and bridges a gap in the HPWSs literature
which stresses the need for high training but does not discuss how such training can be

designed.
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Although essential to build employee ability, training and training design are
insufficient: first, ability does not only refer to the short but also to the long term and,
second, ability is a characteristic of both individuals and the organisation. Transfer
research into how training builds employee ability does not account for how to sustain it
in the long term nor does it provide insights into how to build organisational ability. So,
it does not facilitate transfer. Arguing that training is not enough, the HTTS foresees
that to lead to high training transfer, training must be bundled with high recruitment and
high selection practices which can build and sustain individual and organisational
ability (Appelbaum et al., 2001 and 2000; Kochan and Osterman, 1994). Through high
recruitment and selection the organisation can hire educated and experienced
individuals and so attract essential KSAs from the market. Proper selection can replace
training if the organisation affords to attract and reward external candidates with
necessary KSAs. High recruitment and selection practices can attract individuals not
only based on their existing qualifications and KSAs but also on their potential and
eagerness to continue learning at work in cooperation with others (MacDuffie, 1995;
Kochan and Osterman, 1994). Individual attitudes towards learning and team working
are as important as qualifications and previous experience for mutual gains, DE and
high training transfer. To attract such individuals, the organisation must have the
appropriate systems to identify them in the labour market (Kochan and Osterman,
1994).

Training for organisational specific KSAs is also essential to enhance employee and
organisational ability. Such KSAs give employees a better insight into organisational
processes and goals, and prepare them to meet customer demands, make decisions and
solve problems more effectively. Such KSAs are a source of sustainable competitive

advantage since they are highly idiosyncratic and cannot be easily imitated by
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competitors or transferred to other organisations (Wood, 1999; Barney, 1995 and 1991).
However, employees must expend DE to acquire organisation specific KSAs which are
of little value in other organisations, and so they must have a share in organisational
gains (Appelbaum et al., 2001 and 2000; Osterman, 2000; Kochan and Osterman,
1994). The organisation must also equip employees with KSAs for undertaking on-the-
job responsibility and autonomy, as well as supervisory skills to manage teams and
delegate tasks and responsibilities (Batt, 2002; Hutchinson et al., 2002; Appelbaum et
al., 2001 and 2000; Bailey, 1993). Such skills are useful in the immediate job context
and the organisation as a whole contributing to organisational ability. Members of self-
directed teams also need higher KSAs to undertake responsibility, coordinate several
tasks and safeguard quality (Appelbaum et al., 2001 and 2000).

Bundling high training with high recruitment and high selection to build individual and
organisational ability creates mutual gains and so employees contribute DE and transfer
training. Employees gain through high training which facilitates personal and
professional development and prepares them for sustainable performance through near
and far transfer (Baldwin et al., 2009; Kochan and Osterman, 1994). High training is not
defined