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Abstract

The principal purpose of the present paper is to examine the effect of work environment (social support and job
characteristics) for the transfer of training. Although the transfer of training is a complex process highly affected by a
range of different factors, it is important to enhance attention to work environment; the effect of work environment
upon the benefits of training has not been extensively covered in research literature, however, it may have a
significant effect when building an efficient training system in the organisation. The authors of the studies have
demonstrated that social support (supervisor support and peer support) maintains the strongest links with the transfer
of training, and accounts for 31 per cent of the benefit of training, in the meantime autonomy and workload neither
correlates with the benefits of training, not predict them. Therefore, ensuring social support is a necessary
precondition for higher efficiency of training, and higher performance quality.

Keywords: performance quality, work environment, training transfer, supervisor support, workload, social support,

work characteristics.

1. Introduction

Training is not an end in itself. Just like any other activity,
training requires time, energy and investment (Topno, 2012),
therefore it is vital that the knowledge acquired within the
framework of training are appropriately used in professional
activities and would facilitate attaining the prescribed objectives.
Ordinarily organisations, on an annual basis, allocate conside-
rable amounts for the development of training programme (Kia
& Ismail, 2013), as part of our efficiency enhancement efforts
(Seyler et al, 1998). According to J. H. Park & T. Wentling
(2007), managers of organisations in all seek to ensure that all
investment allocated to the development of human capital yield
benefit. However, not infrequently, managers of organisations
are not entirely content with the level of training transfer
(Baldwin & Ford, 1988; Broad & Newstrom, 1992; Raksteliené at
al., 2017), and training does not benefit the organisations to the
extent initially expected (RuzeviCius & Serafinas, 2011). G. M.
Alliger et al. (1997) claimed that where the training transfer is
conducted in a systemically faulty manner, and employees fail to
adopt new knowledge in their work and constantly suffer failure,
the entire situation amounts to a problem to be addressed by the
organisations themselves. An analysis (Baldwin & Ford, 1998;
Broad, 1997; Facteau et al., 1995) showed that only about
10-15 per cent of the training knowledge is used in practice.
Therefore, the transfer of the knowledge acquired in the course
of training is increasingly becoming a leverage point with direct
impact upon the results of the organisational performance (Saks
& Belcourt, 2006).

The purpose of the present study is to assess the impact
of the working environment upon the training transfer.

Tasks of the study:

1. Examine the resolution of the factors in the working
environment and the training transfer;

2. Examine the link between the working environment and
the training transfer;

3. Examine the link between the supervisor support and the
training transfer;

4. Examine the link between the peer support and the trai-
ning transfer;

5. Examine the link between the workload and the training
transfer;

6. Examine the link between the autonomy at work and the
training transfer;

7. Identify the working environment factors forecasting the
extent of the training transfer;

8. Develop, on the basis of the study results, a model for
the training transfer;

9. Formulate the key conclusions and proposals regarding
any further studies.

2. Literature review

Description of the training transfer. J. H. Park & T. Wentling
(2007) define the training transfer as an ability of students to
generalise and apply the knowledge and skills at work.
According to D.J.J. Nijman, et al. (2006) training transfer should
be considered a necessary step in ensuring that the training
programmes are effective, and the planned investment return is
properly generated. A proper training transfer is referred to as
the efficiency of the employees in adapting their knowledge,
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skills and views acquired in the training context (Cromwell &
Kolb, 2004). Training transfer is ordinarily understood as a
generalisation of new knowledge, and application of such know-
ledge in the working environment when formulating new skills
(Baldwin & Ford, 1988). E. F. Holton Il et al. (2002) defined the
training transfer as the level of applying in workplace of the
knowledge, skills and views acquired by the trainees in training.
Training transfer is an effective and continuing application, by
trainees to their jobs, of the knowledge and skills gained in
training (Broad & Newstrom, 1992). M. L. Broad and J. W.
Newstrom (1992) claim that training may result in a relatively
low-level transfer, referred to as “voluntary” or “unsupported
transfer,” particularly if trainers focus only on developing and
delivering training programs that meet the learning needs. E. F.
Holton 111 et al. (2000) concluded that learning is of little value to
employees until it is transferred to performance.

According to J.Z. Rouiller & I. L. Goldstein (1993), studies on
training transfer are to a larger extent related to the applicability
of the knowledge acquired as part of formal education, as the
knowledge acquired within the framework of informal training,
having regard to its context and the content, are easier applied
in workplaces. Therefore, the applicability of the knowledge
acquired within the framework of informal training has been to a
much lesser extent covered in research literature, and fewer
studies have been dedicated to the subject. Nevertheless, in the
modern environment managers of organisations and human
resources specialists encounter numerous outstanding issues
related to the applicability of knowledge in workplaces (Rouiller
& Goldstein, 1993).

According to M. L. Broad & J. W. Newstrom (1992), J. D.
Daniels et al. in order to obtain the desirable degree of TT, it is
necessary that managers understand the factors determining
the efficiency of training transfer.

Effects of work environment on the transfer of training. In
research literature, work environment is often referred to as a
vital condition for training transfer because it may support the
transfer process, or, on the contrary, suppress it (Rouiller &
Goldstein, 1993; E. F. Holton Il et al., 2000). Although quite a
number of researchers have been highlighting the importance of
the work environment, and sometimes it is perceived to be of
equal importance to the studying (Rouiller & Goldstein, 1993),
there is still no clear understanding regarding the role of the
work environment to training transfer (Alliger et al., 1997). Work
environment acts as a ‘moderate’ between the training transfer
and other important factors, such as the context of the
organisation and the person’s stance towards work (Rouiller &
Goldstein, 1993). J. Xiao (1996) highlighted the role of the work
environment upon the person’s possibilities to transfer the
training outcomes and his motivation to do that.

T. T. Baldwin & J. K. Ford (1988) claim that the support of
immediate supervisor is of vital importance to the transfer of
training. The supervisor support may be expressed in a number
of ways: encouragement to participate in training events,
determination of operational objectives, behavioural modelling,
application of knowledge, drawing up of operational plans, initia-
tion of the discussions on the use of knowledge in operations,
involvement of employees in the development of training pro-
grammes, provision of assistance in studying and recognising
and awarding of the employees for the progress in the transfer
of training (Garavaglia,1993; Rouiller & Goldstein, 1993; Smith-
Jentsch et al., 2001; Xiao, 1996). According to E. F. Holton Il et
al. (2007), supervisory support is the assistance from the
superiors reinforcing the desire of the employees to use the
knowledge acquired in training.

Another important factor shaping the transfer of training is
peer support (Clarke, 2002), which, in respect of the transfer of
training, may be even more important than the support offered
by the immediate supervisor (Gilpin-Jackson & Bushe, 2007).
Peer support is ordinarily manifested through the encourage-
ment of the transfer of training, solution of problems and pro-

viding expert assistance (Martin, 2010). According to E. F. Holton
Il et al. (2007), peer support strengthens the motivation of the
employees to use at their workplace the knowledge acquired in
training.

J. Z. Rouiller & I. L. Goldstein (1993) specifically highlighted
the importance of characteristics of work and claimed that
employees may apply the knowledge acquired in training only
provided their workload is reduced. In the opinion of D. Russ-Eft
(2002), workload does affect the transfer of training. ‘It is
important that employees have sufficient time and energy, to
facilitate the transfer of training; a person’s workload may facili-
tate or impede learning or apply the knowledge in workplaces’.

Another important characteristic of a job is autonomy at
work, which, as claimed by J. R. Hackman & G. R. Oldham
(1974) involves the freedom of decisions on the employee part,
discretion of the employees in scheduling the work, and
selecting the procedures in carrying out the assignments.
Autonomy means an increasing responsibility of the employee
for his actions, activity, in passing the job-related decisions, and
enhanced manifestation of the employees’ autonomy. F. Coelho
& M. Augusto (2010) claimed that autonomy can motivate and
enable employee to try new ideas and learn from consequences
and expend their domain-relevant skills.

3. Study methodology
Based on the theoretical assumptions the authors of the

present paper developed a scheme for an empiric study that is
presented in Figure 1.

1. Training transfer

» Work is delivered better

+» Work is performed faster

* Enhanced performance quality
*» Fewer mistakes

* Team work result

Social support

2. Supervisor support

\
/

3. Peer support

6. Demographic information: 1:
education, experience '
1_in the organisation, positions

1
Job characteristics i
1

4. Workload

5. Autonomy

Figure 1. Theoretical scheme of a quantitative study
(compiled by the authors based on T.T. Baldwin & J.K. Ford,
1988)

Three study hypotheses were presented on the basis of the
scheme in Figure 1:

O First hypothesis 1 (H 1): Supervisor support is favourably
related to the transfer of training.

Second hypothesis (H 2): Peer support is favourably
related to the transfer of training.

Third hypothesis (H 3): Workload is adversely related to
the transfer of training.

Fourth hypothesis (H 4): Autonomy a work is favourably
related to the transfer of training.

Fifth hypothesis (H 5): Social support and job charac-
teristics forecast the use of the knowledge acquired
through training at workplaces.

O 0O 0 O

Sample. The organisation selected as the study object is a
public-sector institution that at the time of the study had 181
employees. A convenience sampling method was used for the
purpose of the study, total 135 responses were received from
the employees; the final sample consisted of 133 employees
having excluded 2 employees whose replies to the additional
question whether they use in their work the knowledge from
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training was negative. The 133 employees accounted for 73.5
per cent of the employees and reflect the opinion of the po-
pulation with a selected probability and the tolerance. On the
basis of the sample size formula with 95 per cent probability and
the 5 per cent tolerance, the resulting sample required for the
study consisted of 123 employees. Thus, the responses received
from the sample of 133 employees represent the opinion of the
entire organisation.

Study methods. The study employed a questionnaire survey
method with the questionnaires uploaded on the internet thus
ensuring the anonymity of the participants. The questionnaire is
made of six parts: questions on the demographic characteristics
of the participants, transfer of training, social support (supervisor
support and peer support), job characteristics (workload and
autonomy), in addition to the open questions on the experiences
of the employees in attending the training classes. The res-
ponses were assessed at a five-level Likert scale from ‘1’
(strongly disagree) to ‘5’ (‘Strongly agree’).

The analysis was carried out using a statistical package
SPSS statistic 23.0. The internal structure of the scales of
supervisor and peer support, workload, autonomy at work and
the transfer of training used for the purpose of the study applying
the key factor component analysis with a varimax rotation, and
the internal consistency of the scales was assessed in terms of
Cronbach a scores. The calculation of indicator variables was
followed by the assessment of the interrelation between the
variables using the Pearson correlation coefficient. The statis-
tical differences between the indicators in the analysed groups
were assessed by applying the Student to test according to the
significance coefficients: if p<0.05, the differences between the
indicators are considered statistically significant. The predicted
factors of the dependent variable — the training transfer were
assessed using the multidimensional linear regression. In regre-
ssion analysis the regression equation relates one variable Y,
the so-called dependent variable with the independent variables
X1, X2, ... XK. For the purpose of the present study the
dependent variable is the variable Y — Training transfer, and the
independent variables are: X1 — Supervisor support, X2 — Peer
support, X3 — Workload, X4 — Autonomy.

Demographic indicators. The participants of the study were
inquired about education, work experience in the organisation,
position. The questionnaire presented possible versions of res-
ponses.

The transfer of training was assessed in terms of statements
describing the significance of the acquired knowledge for the
performance of work (e.g. the tasks are completed faster) and
the quality of the work performed (e.g. improved quality, fewer
mistakes, etc.). The basis of the scale is the J. Xiao scale (1996)
consisting of six statements and called Output of transfer
behaviour. Examples of the statements: ‘when applying the
knowledge acquired through training | complete the work tasks
better, when applying the knowledge acquired through training |
complete the work tasks faster’. The scale was supplemented
by a statement designed by the authors of the paper drawn up
on the analysis of the relevant literature — ‘when applying the
knowledge acquired through training | attain better results’.

The Cronbach alfa score of the internal consistency of the
scale is 0.87. The findings of the factor analysis of the key
components with a varimax rotation showed that the data were
suitable for the analysis, and one factor was identified explaining
66.9 per cent of the dispersion.

The supervisor support was assessed on the basis of a scale
of eleven statements and designed on the basis of J. Xiao
(1996) scale Supervision, J. R. Kirby et al. (2003) Good super-
vision scale, and E. F. Holton IIl et al. (2007) scale Supervisor
support. The authors of the paper, included in the Supervisor
support scale eight statements on the basis of the analysis of
research literature, e.g. ‘interested what knowledge and skKills |
acquired through training, helps applying the knowledge
acquired through training’. The Cronbach alfa score of the

internal consistency of the supervisor support scale is 0.93. The
findings of the factor analysis of the key components with a
varimax rotation showed that the data were suitable for the
analysis, and one factor was identified explaining 58.7 per cent
of the dispersion.

The peer support was assessed on the basis of a scale of
eleven statements and designed on the basis of J. Xiao (1996)
scale Supervision, J. R. Kirby et al. (2003) Good supervision
scale, and E. F. Holton Il et al. (2007) scale Supervisor support.
The authors of the paper, included in the Peer support scale
seven statements on the basis of the analysis of research
literature, e.g. ‘take into account the ideas proposed regarding
the transfer of training, do not criticize when | apply the know-
ledge acquired through training at work’. The Cronbach alfa
score of the internal consistency of the entire scale is 0.93. The
findings of the factor analysis of the key components with a
varimax rotation showed that the data were suitable for the
analysis, and one factor was identified explaining 62.9 per cent
of the dispersion.

The workload was assessed on the basis of the scale of four
statements, on the basis of the Workload scale designed by J.R.
Kirby et al. (2003). The Workload scale was supplemented by a
statement designed by the authors of the paper — ‘My workload
is normal. Since the statement is formulated as negative, for the
purpose of computing the data, the responses were inverted,
i.e., 1 point is considered equal to 5 points, two points are
considered equal to four points, four points are considered equal
to two points, and five points — to one point). The Cronbach alfa
score of the internal consistency of the workload scale is 0.88.
The findings of the factor analysis of the key components with a
varimax rotation showed that the data were suitable for the
analysis, and one factor was identified explaining 74.7 per cent
of the dispersion.

The Autonomy scale consists of five statements selected on
the basis of the scale designed by M.K. Ahuja et al. (2007) (e.g.
‘at work | can independently plan the time allocated for the per-
formance of work’). The Cronbach alfa score of the internal
consistency of the supervisor support scale is 0.76. The findings
of the factor analysis of the key components with a varimax
rotation showed that the data were suitable for the analysis, and
one factor was identified explaining 52.5 per cent of the dis-
persion.

4. Results and discussion

When asked a question whether having returned to work the
employees use all the knowledge that they have acquired
through training programmes, most of the respondents (111)
replied that they apply some of the knowledge, 22 respondents
indicated they apply all the knowledge, and two respondents
indicated they do not use the knowledge in their work at all. The
present study analyses the data of the entire sample, because
the data analysis showed that the differences between the
averages of all analysed indicators of the groups according to
demographic characteristics (education, work experience and
position) are not statistically significant.

The first task of the study is to examine the resolution of the
factors in the working environment and the training transfer. The
obtained results demonstrated that all the statements referring
to the transfer of training scored higher than an average, and the
aggregate average score was as high as 3.88 of 5 possible. The
participants of the study claimed that the biggest benefit of the
transfer of training was a higher quality of completing the tasks.
Two statements, i.e. ‘when applying the knowledge acquired
through training | complete the work tasks better, ‘by applying
the knowledge acquired through knowledge the quality of my
work improves’ were scored four out of five possible. The lowest
score — 3.71 — was assigned to the statement ‘when applying
the knowledge acquired through training | complete the work
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tasks faster’, though the score significantly exceeds the average
score and in general the score is fairly high.

In terms of individual variables all the average values are
similar and are higher than the average (Table 1).

Table 1. Work environment factor averages (M),
standard deviations (SD)
(compiled by the authors on the basis of the study results)

YVo'rk environment Averages (M) Standard deviations
indicators (SD)
Supervisor support 3.62 0.64
Peer support 3.61 0.66
Workload 3.26 0.83
Autonomy 3.50 0.61

The data in Table 1 show the highest score assigned to
social support (supervisor support, M = 3.62, and peer support,
M = 3.61). The lowest score was assigned to the Workload
factor (M = 3.26). It may be concluded that all job characteristics,
except the workload factor, were scored sufficiently high.

Interrelation of the work environment factors with the
knowledge applicability at work

The second task of the study is to examine the interrelation
between the work environment factors and the training transfer.
The Pearson correlation coefficients estimated from among the
indicators being analysed are presented in Table 2.

Table 2. Coefficients of correlation of the knowledge acquired
through training and the work environment characteristics
(compiled by the authors on the basis of the study results)

Variables S BT [PEET Workload | Autonomy
support support

Application of the

knowledge acquired | 0.492** 0.476** |-0.095 0.114

through training

Supervisor support 1 0.523** |-0.299** |0.210**

Peer support 1 0.012 0.014

Workload 1 -0.305**

Autonomy 1

**p < 0.01;

*p <0.05

The data of Table 2 show that the supervisor support is most
closely related to the training transfer (r = 0.492, p < 0.01), and
correlate to the peer support (r = 0.476, p < 0.01). The analysis
of the interrelation between the different variables shows a
correlation link between the supervisor support and the peer
support (r = 0.523, p < 0.01), the employees that assigned high
score to the supervisor support, equally highly scored the
support provided by their colleagues. This shows that the social
environment in the organisation is assessed positively. It is also

important to note that a higher score of the supervisor support
negatively related to the workload (r = - 0.299, p < 0.01), i.e. in
case the supervisors provide more support, the employees
assess the workload to be lower. Although the workload indi-
cator average is not very high (3.26 points out of five possible),
it still is higher than the average 3-point indicators, which shows
that in order to reduce the workload it is important to increase
the support by the supervisors. The supervisor support is also
related to the assessment of autonomy at work (r = 0.210, p <
0.05): the employees who have assigned higher score to the
supervisor support, assigned similarly high score to the po-
ssibility to work independently (autonomy at work). The peer
support is not related to the workload, or the autonomy. The
results lead to a conclusion that within the social environment of
the organisation specifically important is the support on the part
of the supervisor because the study showed the significance of
the supervisor support to the workload and the autonomy at
work as assessed by the employees. Attention should be paid to
the link between the autonomy and the workload — the
employees who assigned higher score to the possibilities of
autonomy at work, considered the workload to be lower (r =
0.305, p = 0.01). Therefore, in order to reduce the workload, it is
important to ensure higher autonomy. Studies of employees of
different professions showed that the regulation of workload is a
very important factor for the purpose of organising the work,
because they are closely related to the performance and the
quality of work (e.g. Van Bogaert et al., 2013), satisfaction with
work (e.g. De Cuyper & De Witte, 2006), stress at work (e.g.
Greenglass et al., 2001), and such factors may have an impact
upon the employees’ health (e.g. Faragher et al., 2005), or even
trigger low motivation or an intention to quit the job (e.g. Houkes
et al., 2001).

Link between the supervisor support and the training
transfer

The verification of the first hypothesis required an estimation
of the link between the training of transfer and the supervisor
support. It should be noted that the supervisor support corre-
lates not only with the overall benefit from the transfer of trai-
ning, but also with the individual statements of training benefit
scale. The results received showed that the supervisor support
correlates with all the aspects of the transfer of training: the
strongest correlation was recorded between the supervisor su-
pport and the better fulfilment of tasks (r = 0.483, p < 0.01), and
the higher quality of work (r = 0.436, p < 0.01). The other
indicators also testify to a strong list with the supervisor support.
The aggregate training transfer indicator is also strongly related
to the assessment of the supervisor support (r = 0.492, p <
0.01). Therefore, it is important to examine which specific as-
pects of the support on the part of the immediate supervisor are
most strongly related to the transfer of knowledge. The esti-
mated Pearson correlation coefficients are presented in Table 3.

Table 3. Correlation links between the statements of the supervisor support scale and the benefit from training
(compiled by the authors on the basis of the study results)

Statements of the supervisor support scale

Training transfer

Explores the difficulties that | encounter when applying the knowledge | have received through training 0.227**
Discusses with me the possibilities of transfer of training 0.360**
Defines the objectives that encourage me to apply the knowledge acquired through training 0.437*

Always prepared to provide advice or recommendations so that | could apply the knowledge acquired through training at work |0.348**

Helps in the training transfer process 0.387*
Take into account the ideas proposed regarding the transfer of training 0.490**
Praise me if | apply the knowledge acquired through training at work 0.438**
Interested in what knowledge | acquired through training 0.390**
Does not criticise me when | apply the knowledge acquired through training at work 0.401**
Encourage me to apply in my work the knowledge acquired through training 0.336™*
Provides feedback on how well | perform using the knowledge acquired through training 0.343**
**p <0.01
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Table 3 shows that that the transfer of training is most
strongly related to the following aspects of the supervisor
support: ‘takes into account the ideas proposed regarding the
transfer of training’ (r = 0.490, p < 0.01), ‘commends me in front
of my peers when | apply the knowledge acquired through
training (r = 0.438, p < 0.01), and ‘defines the objectives that
promotes me to apply the knowledge acquired through training’
(r = 0.437, p £ 0.01). The links to the other aspects are signi-
ficant too, therefore in order to benefit more from the transfer of
training, the managers should consider the significance of the
support to employees and provide such support.

The results of the study allowed to confirm the first
hypothesis (H1) — supervisor support is positively related to the
transfer of training.

The interrelationship between the peer support and the
training transfer

The verification of the second hypothesis required an esti-
mation of the link between the training of transfer and the peer
support. Peer support is most strongly related to the attainment
of better results (r = 0.427, p < 0.01), better performance of the
tasks (r =0.424, p < 0.01), and a higher quality of work (r = 0.405,
p <0.01). The correlation between the latter indicators was also
clearly identified in relation to assessing the supervisor support,
therefore it may be concluded that social support is important in
seeking quality in work. Since the peer support is related to the
indicators defining the application of knowledge, it is important
to explore the links of the individual aspects of the support with
the transfer of training. The estimated Pearson correlation coe-
fficients are presented in Table 4.

Table 4. Correlation links between the statements of the peer
support scale and the training transfer
(compiled by the authors on the basis of the study results)

Statements of the peer support scale I;at::if:i;g
Explore the difficulties that | encounter when applying 0.390**
the knowledge | have received through training ’

Discuss with me the possibilities of the transfer of 0.321**

training
Always prepared to provide advice or recommendations

so that | could apply the knowledge acquired through 0.410**

training at work

Help in the training transfer process 0.370**

Take into account the ideas proposed regarding the ox
L 0.378

transfer of training

Praise me if | apply the knowledge acquired through 0.360**

training at work

Interested in what knowledge | acquired through training | 0.428**

Do not criticise me when | apply the knowledge acquired

through training at work 0.341

Encourage me to apply in my work the knowledge
acquired through training

**5 < 0.01

0.401*

Table 4 shows that that the transfer of training is most

Link between the workload and the transfer of training

For the purpose of examining the third hypothesis it should
be noted that the aggregate ratio of benefit from the application
of knowledge is not significantly related to the workload
(r = - 0.095). Although the workload and the individual state-
ments of the transfer of training scale and the overall indicator
correlate negatively, the resulting links are not statistically signi-
ficant. Thus, the third hypothesis (H3), claiming that the
workload is negatively related to the transfer of training was not
confirmed, as the link was not established. The resulting nega-
tive trend in the link may be related to the fact that the employee
workload in the organisation in question is not very high (3.26
points, Table 1). 28 employees (20.1 per cent of the respon-
dents) indicated that their workload is high (the workload
indicator is 4), and as few as 4 employees indicated that their
workload is very high (the workload indicator is 5 points).
Another possible reason is a relatively limited sample of the
study, possibly the trend would be more prominent, if all the
employees of the organisation participated in the study.

Link between autonomy and the transfer of training

The verification of the fourth hypothesis required the
identification of the link between autonomy and the indicator of
the transfer of training and the individual statements of the
transfer of training scale. The results of this exercise showed
that autonomy is related to two statements of the transfer of
training scale: ‘when applying the knowledge acquired through
knowledge the quality of my work improves’ (r = 0.183, p < 0.05),
‘when applying the knowledge acquired through training | attain
better results’ (r = 0.171, p < 0.05). However, contrary to what
was expected, autonomy does not correlate to the aggregate
knowledge application indicator (r = 0.114), therefore the fourth
(H4) hypothesis is not confirmed, i.e. autonomy at work is not
related to the transfer of training.

Nevertheless, autonomy is an important factor for the
employees in the organisation, because autonomy facilitates the
transfer of training, helps in improving the quality of the results,
and attaining better results. The overall trend of the identified
positive links could be more prominent had all the employees of
the Company participate in the study.

Predicted factors of the transfer of training

The fifth hypothesis claiming that social support and job
characteristics predict the transfer of training was verified by
way of a multidimensional regression analysis. Dependant
variable — the transfer of training indicator, and the independent
variables are the supervisor support, peer support, workload
and autonomy. The closer is the determination coefficient R2 to
one, the larger part of the dispersion of the dependent variable
is explained in terms of the linear regression, i.e. the better des-
cription of the dependent variable is produced by the regression
function (Cekanavi¢ius and Murauskas, 2004). Regression mo-
del is suitable for the analysis: the multicollinearity indicator for
each independent variable (VIF) is less than 4, and the model
materiality p = 0.001. The obtained results of the regre-ssion
analysis are presented in Table 5.

Table 5. Results of regressive analysis
(compiled by the authors on the basis of the study results)

strongly related to the following aspects of the peer support: Dependent variable
‘Interested in what knowledge | acquired through training’ Application of the knowledge acquired
(r = 0.428, p < 0.01), ‘always prepared to provide advice or ) through training
recommendations so that | could apply the knowledge acquired Independent variables Standardised B (Beta)
through training at work’ (r = 0.410, p < 0.01), and ‘encourage coefficients of predicted | VIF
me to apply in my work the knowledge acquired through training’ variables
(r = 0.401, p < 0.01). An important observation is that there is |Supervisor support 0.328* 1.615
also a link with the remaining aspects, therefore in the |Peer support 0.304* 1.446
organisation it is useful to use the peer support in the same way | Workload 0.013 1.220
as the supervisor support, in order to obtain more benefit from | Autonomy 0.45 1.126
the transfer of training. ) Determination coefficient R2 |0.310
The results of the study allowed to confirm the second ¢ 14.586

hypothesis (H2) — peer support is positively related to the
transfer of training. **p <0.01
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The results of the regression analysis showed that both
indicators of social support accounts for 31 per cent of the vari-
ation in the training benefit indicator (R2 = 0.310). That means
that with respect to up to 69 per cent of the transfer of training
phenomenon significant may be some other factors not covered
by the study, and which may account for the remaining 69 per
cent of the variation in the dependent variable.

The analysis included the calculation of point estimates of
the coefficients of the multidimensional linear regression equa-
tion (Table 6).

Table 6. Coefficients of regressive analysis
(compiled by the authors on the basis of the study results)

Unstandardized
Model coefflclgnts of Coefficients | Significant
regression Std. Error | (p)
analysis
(Unstandardized B)
(Constant) |1.598 0.463 0.001
Supervisor |4 305 0.860 0.001
support
1 Peer support |0.276 0.080 0.001
Workload 0.010 0.058 0.870
Autonomy 0.044 0.075 0.561

Table 6 shows the point estimates of the coefficients of the
multidimensional linear regression (coefficients of the sample re-
gression equation): b0=1.598, b1=0.305, b2=0.276, b3=0.010,
b4 = 0.044.

The standardised regression equation coefficients BETA]
serve as a basis to identify the variable Xj that exercise the
largest impact Y on the forecast, j=1,2,...4. Table 5 shows that
the largest coefficient is BETA; = 0.328. That means that the
supervisor support to a largest extent predicts the transfer of
training. It may also be at 99 per cent guarantee that all
coefficients of the regression equation of the social support
(supervisor support and peer support) (Table 6) are significant
(p = 0.01). However, the workload (p = 0.870) or autonomy
(p = 0.561) do not predict the transfer of training.

The results of the regression analysis allow a conclusion that
the fifth hypothesis of the study was confirmed in part — out of all
factors of the work environment only social support predicts the
transfer of training.

5. Training transfer model

Having carried out an analysis of the research literature, and
summarised the results of the study, also referring to the cycle
of continuous improvement by E. Deming, the authors of the
present paper have developed a transfer of training model,
reflecting the key stages in the operations; the implementation
of the stages could contribute to the building of an efficient
training system in the organisation (Figure 2).

Additionally, the model integrates a sub-system of the
Deming continuous improvement cycle consisting of a logical
four-steps sequence (Pan-Do-Study-Act), because in order to
ensure a maximum efficiency of the training system the training
system must be continuously improved. The model shows that
the efficiency of training in the organisation depends on a num-
ber of balanced actions within the system ranging from planning
to the performance of completing actions. In the planning stage,
based on the information obtained through an analysis of the
research literature, special attention to the identification of the
training needs, and the reconciling of the training with the
objectives of the organisation. The authors of the paper also
recommend providing for a ratio for measuring the efficiency of
training, and to be used by unit managers in relation to an
annual evaluation. This would ensure a more extensive inclu-
sion of the employees and a more responsible planning of
training needs. Unit managers would be more interested in

appointing the employees to the specific training only, the
employees would be given certain objectives, and receive
feedback.

The stage the execution of training and the transfer of
training should specifically take into account the following
aspects: organisation of quality training (proper infrastructure,
qualified lecturers, implementation of the training programme
reconciled with the content of work), and the application of the
knowledge acquired through training in workplaces. It is
important to note that the stage does not end with quality trai-
ning exercise, because such training does not have any purpose
unless it is transferred to the professional activity. For the
knowledge to be applied in work, it is necessary to ensure both
the supervisor support and the peer support (based on the
survey carried out by the authors), because the two dimensions
correlate with the indicators of the benefits of training: faster
execution of tasks, better quality and attaining better perfor-
mance results. Managers of companies must bear in mind that
they not only have to define certain targets for their employees
before training, but also constantly inquire the practical appli-
cability of the knowledge, take into account the ideas proposed
by the employees, commend the employees and refrain from
criticising in case they fail. The prevailing environment among
the peers must be motivating — all employees must feel that their
peers will be always prepared to help them in case there are any
difficulties in applying the knowledge acquired in training, that
the peers will in all cases sincerely explore any problems, if they
occur in forming new skills, and shall be always interested in
new knowledge and new experiences, will duly consider any
new proposed ideas.

In the evaluation stage, the authors of the paper recommend
using the D.L. Kirkpatrick (2009) model that encompasses the
four levels of training evaluation:

U To what degree participants react favourably to the

learning event;

To what degree participants acquire the intended

knowledge, skills, and attitudes;

U To what degree the participants’ behaviour change as a
result of training;

O The impact of the changed behaviour upon the orga-
nisation.

O

Each evaluation level is important and affects the other level,
therefore all the levels have to be evaluated in a systemic
manner. In the evaluation stage it is important to evaluate the
quality of the completed training, the compliance of the training
to the content of the work, the objectives of the organisation
(questionnaires after the training), the change in the level of
training after the training (e.g. test of the change in the level of
knowledge), the progress in the application of the knowledge
acquired in training in workplaces (for instance, a 360 eva-
luation, where inquiries on the change in behaviour are placed
to subordinates, peers and managers). Systemic discussions
could be held and decisions regarding improvement could be
passed at the Management evaluation analysis meetings
(MEA).

The implementation of the MEA decisions, while prescribing
for new objectives takes place in the fourth — the improvement —
stage of the cycle. By continuously improving the training
system, learning from mistakes and exchanging good practice,
the organisation gradually builds a culture of continuously
learning organisations; maintaining such organisation is vital in
building a vital organisation able to properly manage changes.

6. Conclusions

Since training is not an end in itself, and the activity also
requires time, energy and investment, the transfer of training is
a mandatory condition in ensuring an efficient corporate gover-
nance of the organisation. In research literature the applicability
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Supervisor support (r=0.492%%): N
e Considering the ideas proposed [
e  Attention to | by the employees (r=0.490**); |
identification of training | e Setting up the targets
needs; (r=0.437**) I
o  Determination of the |e Commending (r=0.438); |
intensity indicator for Planning e Refraining from criticizing |
the transfer of training. [~  Selection of suitable (=0.401%%). Y
employees; | T /T Ty 0=
e Implementation e Development of a clear-
of the MEA cut training strategy;
decisions; : Dl-[:w;:;g,;f ofafraining Suitable work environment
« Formafiorofy e i is ensured by focusing on
cultlfre - ‘ social support.
continuously
learning L
organisation. Benefit of the training to the organisation
N e The work is performed to higher standards v p—— A —
Im provement VP (1=0.483*%*), KP (r=0.424**) | Peer su.p!mrt (r=0476%%): |
¢ Implementation of the MEA e The work is performed faster Execution e Providing assistance |
decisions; VP (r=0.300%*), KP (r=0.334**) e Conducting | |~ (=0410%)
e Setting forth of new targets = e Better quality of the work <@ of training |® Interest in the tmi‘ifer of |
for the employees in the VP (1=0.455%*), KP (r=0.405**) e Transfer of | training (r=0.428**); |
course of annual and interim e Fewer mistakes training. . Seel:‘r;% to lllpdexstand |
evaluation conversations. VP (1=0.340%*), KP (r=0.351*%) I ?rn=yO ;9(‘)‘)’“ ues
1 e Higher performance indicators | ” Cons.ider;;tion of the I
VP (r=0.436**), KP (r=0.427**) | ideas offered by the |
t \ peers (1=0.378*%). )
— — — — — — —

upon the organisation.

Evaluation e Periodic analysis of the quality of training
e To what degree participants react (surveys, post-training test);
favourably to the learning event; e Collecting the information on the knowledge

e To what degree participants acquire the
intended knowledge, skills, and attitudes;

e To what degree the participants’
behaviour change as a result of training; ®

e The impact of the changed behaviour

acquired in training and used in workplaces,
= formation of new skills and changed
performance indicators (e.g. 360 evaluation);
Periodic monitoring, sharing of best practices
(MAE);

e Discussions in relation to annual or interim

= *p<0.01
are completely dependent;
=SS - supervisor support

= PS - peer support
=  MEA - management evaluation analysis

in blue boxes;

the wok environment;

= r— strength of correlation, i.e.., if r = 0, there is no dependence between the variables, and if r =1 or -1, the variables

= the information provided in the boxes in blue means the stages of the E. Deming cycle, connected by thin arrows, and

the thick arrows relate the stages with the result of the transfer of training — the benefit of training for the organisation;
= the information presented in the boxes in orange and marked in a continuous line specifies the information presented
= the information presented in orange and marked in a broken line specifies the key social support elements affecting

= the arrows in orange shows the link between supervisor support and peer support with the work environment.

Figure 2. Model of the training transfer
(compiled by the authors based on the information from the research literature and the study results)

interviews with the employees.

of knowledge acquired through training can be defined in a
number of ways. Frequently, such applicability is defined as the
degree of ability of students to generalise and apply knowledge,
and the formation of new skill in the work environment. Work
environment is often referred to as a vital condition for training
transfer because it may support the transfer process, or, on the
contrary, suppress it. The relevant literature specifically high-
lights social support because social relations (establishing of
objectives, timely feedback, offering of assistance, etc.) have
direct impact upon the motivation of employees to apply the
knowledge in their activities. In the meanwhile, job characte-
ristics were allocated only some limited attention, although, in
the opinion of the authors, the workload context and autonomy
(the independence of the employee) are undoubtedly important
factors, which have to be responsibly managed by the managers
of the company in order to ensure efficiency of training.

The original study conducted concluded that social support
is an important factor when seeking quality in work, because

both the supervisor support and the peer support are related to
attainment of better performance, and the higher quality of work.
The supervisor support in general, and the individual aspects of
the supervisor support (considering the ideas proposed by em-
ployees, commending in front of the peers, defining the targets,
etc.) are to the strongest extent related to the transfer of training,
and predicts the result. The supervisor support is important also
in the context of the evaluation of the workload, because where
the supervisors grant more support, the employees assess the
workload as lower. The supervisor support is also related to the
assessment of autonomy at work: the employees who have
assigned higher score to the supervisor support, assigned
similarly high score to the possibility to work independently
(autonomy at work). The peer support is not related to the
workload, or the autonomy. The results lead to a conclusion that
within the social environment of the organisation specifically
important is the support on the part of the supervisor, and that
such support must be granted on a timely basis. The peer
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support in general and the individual aspects of peer support
(interest in the knowledge acquired by the peers, preparedness
to offer assistance and advice, encouragement to apply the
acquired knowledge at the workplace) are also related to the
transfer of knowledge, therefore in order to maximize the benefit
from training, it is reasonable to make use of peer support too.

Job characteristics (workload and autonomy at work) are not
related to transfer of training, and do not predict the results.
Nevertheless, autonomy is an important factor for the em-
ployees in the organisation, because autonomy facilitates the
transfer of training, helps in improving the quality of the results,
and attaining better results. In summary, it may be concluded
that the results of the multidimensional regression analysis in
fact replicate the correlation links: only the social support factors
(supervisory support and peer support) are related to the
transfer of training, also it is those factors that predict the benefit
of the training. The present study has not revealed the role of job
characteristics and their impact on the transfer of trainings. The
model prepared by the authors shows that the efficiency of
training in the organisation depends on a number of balanced
actions within the system of well-balanced actions and factors
ranging from planning to the performance of completing actions.
It is important to ensure the implementation of each and all
stages presented in the model, as the procedure to build an
efficient training system within the organisation and its
continuously learning culture.

Performance quality studies further development in-
sights. Since workload and autonomy neither correlate with the
benefits of training, nor predict it, it would be useful to identify
under what conditions such job characteristics would be
meaningful. Considering that from among all the factors
predicting the transfer of training, the social support factors
account for 31 per cent of the benefit of training, it is highly
beneficial to analyse also other factors that would be relevant in
the transfer of training (such as satisfaction with work,
engagement in work, work motivation, matching of the training
content with expectations, etc.).

References

[1] Ahuja, M.K., Chudoba, K.M., Kacmar, C.J., McKnight, D.H., &
George, J.F. (2007). IT road war-riors: Balancing work-family
conflict, job autonomy, and work overload to mitigate turnover
intentions. Mis Quarterly, 1-17.

[2] Alliger, G.M., Tannenbaum, S.I., Bennett, W., Traver, H., &
Shotland, A. (1997). A meta-analysis of the relations among
training criteria. Personnel psychology, 50(2), 341-358.

[3] Baldwin, T.T., & Ford, J.K. (1988). Transfer of training: A review and
directions for future research. Personnel Psychology, 41, 63-105.

[4] Broad, M.L. (1997). Transferring learning to the workplace:
Seventeen case studies from the real world of training (Vol. 5).
Alexandria, VA: American Society for Training and Development.

[5] Broad, M.L., & Newstrom, J.W. (1992). Transfer of Training: Action-
Packed Strategies to Ensure High Payoff from Training
Investments. Corporate and Professional Publishing Group,
Addison-Wesley Publishing Co., One Jacob Way, Reading, MA
01867 (discount on quantity orders).

[6] Clarke, N. (2002). Job/work environment factors influencing
training transfer within a human service agency: Some indicative
support for Baldwin and Ford’s transfer climate construct.
International journal of training and development, 6(3), 146-162.

[7] Coelho, F., & Augusto, M. (2010). Job characteristics and the
creativity of frontline service employees. Journal of Service
Research, 13(4), 426-438.

[8] Cromwell, S.E., & Kolb, J.A. (2004). An examination of work-
environment support factors affecting transfer of supervisory skills
training to the workplace. Human resource development quarterly,
15(4), 449-471.

[9] Cekanavigius V., Murauskas G. (2004). Statistika ir jos taikymai.
D.2-Vilnius: TEV.

[12]

[13]

[14]

[19]

[16]

(171

(18]

[19]

[20]

[21]

[22]

[23]

[24]

[25]

[26]

[27]

[28]

[29]

[30]

[31]

[32]

[33]

nizational commitment, life satisfaction, and self-rated perfor-
mance. International Journal of Stress Management, 13(4), 441.
Facteau, J.D., Dobbins, G.H., Russell, J.E., Ladd, R.T., & Kudisch,
J.D. (1995). The influence of general perceptions of the training
environment on pretraining motivation and perceived training
transfer. Journal of management, 21(1), 1-25.

Faragher, E.B., Cass, M., & Cooper, C.L. (2005). The relationship
between job satisfaction and health: a meta-analysis. Occupatio-
nal and environmental medicine, 62(2), 105-112.

Garavaglia, P.L. (1993). How to ensure transfer of training.
Training and Development, 47(1), 63-68.

Gilpin-Jackson, Y., & Bushe, G.R. (2007). Leadership develop-
ment training transfer: A case study of post-training determinants.
Journal of Management Development, 26, 980-1004.

Greenglass, E.R., Burke, R.J., & Fiksenbaum, L. (2001). Workload
and burnout in nurses. Journal of community & applied social
psychology, 11(3), 211-215.

Hackman, J.R. & Oldham, G.R. (1974). The job diagnostic survey:
An instrument for the diagnosis of jobs and the evaluation of job
redesign projects. Department of Administrative Sciences: Yale
University.

Holton Ill, E.F., Bates, R.A., & Ruona, W.E. (2000). Development
of a generalized learning transfer system inventory. Human
resource development quarterly, 11(4), 333.

Holton lll, E.F., Bates, R.A., Bookter, A.l.,, & Yamkovenko, V.B.
(2007). Convergent and divergent validity of the learning transfer
system inventory. Human Resource Development Quarterly, 18(3),
385-419.

Houkes, ., Janssen, P.P., de Jonge, J., & Nijhuis, F.J. (2001).
Specific relationships between work characteristics and intrinsic
work motivation, burnout and turnover intention: A multi-sample
analysis. European Journal of Work and Organizational Psycho-
logy, 10(1), 1-23.

Kia, N., & Ismail, 1.B. (2013). The relationship between Environ-
mental Characteristics and Training Transfer. International Journal
of Business and Social Science, 4(12).

Kirby, J.R., Knapper, C.K., Evans, C.J., Carty, A.E., & Gadula, C.
(2003). Approaches to learning at work and workplace climate.
International Journal of Training and Development, 7(1), 31-52.
Kirkpatrick, D.L. (2009). Implementing the Four Levels: A Practical
Guide for Effective Evaluation of Training Programs: Easyread
Super Large 24pt Edition. ReadHowYouWant. com.

Martin, H. J. (2010). Workplace climate and peer support as
determinants of training transfer. Human Resource Development
Quarterly, 21(1), 87-104.

Nijman, D.J.J., Nijhof, W.J., Wognum, A.A.M., & Veldkamp, B.P.
(2006). Exploring differential effects of supervisor support on trans-
fer of training. Journal of European industrial training, 30(7), 529-
549.

Park, J. H., & Wentling, T. (2007). Factors associated with transfer
of training in workplace e-learning. Journal of Workplace Learning,
19(5), 311-329.

Raksteliene, A., Serafinas, D., & Sepetiené, R. (2017). Sistematic
evaluation of nonformal training effectiveness. International
Business: Innovations, Psychology, Economics. Research Paper,
8 (13), 58-75.

Ruzevi€ius, J., & Serafinas, D. (2011). Quality management inno-
vations in higher education institutions. International Business:
Innovations, Psychology, Economics. Research Paper, 2 (1), 7-33.
Rouiller, J.Z., &Goldstein, I.L. (1993). The relationship between
organizational transfer climate and positive transfer of training.
Human Resource Development Quarterly, 4, 377-390.

Saks, A.M., & Belcourt, M. (2006). An investigation of training
activities and transfer of training in organizations. Human resource
management, 45 (4), 629-648.

Seyler, D.L., Holton Ill, E.F., Bates, R.A., Burnett, M.F., & Carvalho,
M.A. (1998). Factors affecting motivation to transfer training.
International Journal of Training and development, 2(1), 16-16.
Topno, H. (2012). Evaluation of training and development: An
analysis of various models. Journal of Business and Management,
5(2), 16-22.

Van Bogaert, P., Kowalski, C., Weeks, S.M., & Clarke, S.P. (2013).
The relationship between nurse practice environment, nurse work
characteristics, burnout and job outcome and quality of nursing
care: a cross-sectional survey. International journal of nursing

[10] Daniels, J.D., Radebaugh, L.H., & Sullivan, D.P. (2002). studies, 50(12), 1667-1677.
Globalization and business. Prentice Hall. [34] Xiao, J. (1996). The relationship between organizational factors
[11] De Cuyper, N., & De Witte, H. (2006). Autonomy and workload and the transfer of training in the electronics industry in Shenzhen,
among temporary workers: Their effects on job satisfaction, orga- China. Human Resource Development Quarterly, 7(1), 55-73.
QUALITY

Vol. 19, No. 165/August 2018

Access to Success

121



