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Yi-Chang Chen'

THE EFFECTS OF TRANSFER OF TRAINING AND
ORGANIZATIONAL CULTURE ON JOB SATISFACTION

Employee trainings at enterprises have become important with the rapid changes and accu-
mulation of enterprises’ operational knowledge, technologies and skills. Research on employee
trainings at enterprises therefore has been increased. Meanwhile, when organizational culture
could support transfer of training for systematic design and strict training plans, employee train-
ings at enterprises could be effectively transferred, promote competence, and further enhance the
Jjob satisfaction for sustainable management and continuous development. Supervisors and staff in
top 10 tourist hotels ranked by Tourism Bureau, Taiwan, are selected as the research subjects. With
SEM analysis, it is found that: 1) transfer of training shows significant direct effects on employee
satisfaction; 2) organizational culture presents remarkable direct effects on transfer of training;
and 3) organizational culture reveals notable direct effects on employee satisfaction.
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I-9an Yensn

BILINB IEPEHECEHHA JOCBIAY HABYAHHA
TA OPTAHI3AIIMHOI KYJIBTYPU HA PIBEHD
3AJOBOJIEHOCTI POBOTOIO

Y cmammi o6epynmosano, wo mpenineu 041 nepcoHaiy cmaiu 8aA}CAUGON UACHUHOIO
pobomu nionpuemcmea ¢ ymogax weuokoi 3MiHu | HAKONUYEHHA 3HAHb, MeXH0A02ill | HABUKI6.
Y 36 'a3ky 3 yum nideuwguecs naykosuil inmepec 00 6ueueHH mpenineie 0aa nepconany. Sxuo
opeanizayilina Kyavmypa nepeobauac npoeedeHHs MmpeHiHeié Ha peeyaapHiil ocHogi, modi
mpeHineu npogoodsmocs epexmueniuie i nioGUULYrOMb KOMNEMEHMHICMb, NPOOYKMUGHICMb |
3adosoaenicmo cniepobimuukie pobomoro i 6 yiaomy 3abe3neuyromov cmiikuil po3eumox i
eghexmuenicmov pobomu nionpuemcmea. 06 'ckmu docaioncenns — nepconaa 10 naiikpawux,
3a eepciero kumaiicvkozo bropo mypusmy, mypucmuunux comeaie na Taiieani. Anaaiz noxasas,
wo 1) npoeedenns mpeninzie be3nocepednHbo 6nauUac Ha 3a0060.1eHiCMb NEPCOHALY POOOMOIO;
2) opeanizayitina kyavmypa npamo enaueac Ha sakicmov mpenineie i 3) opeanizauiiina
Kyabmypa icmomHuo 6naueac Ha mipy 3a00804eHocmi pobomoro.

Karouosi caosa: nepenecenns odocgidy 3 mpenineie, 3adogonenicmb pobomor, opeanizayilina
Kyasmypa.

N-Yan Yosup

BJIMAHUE ITEPEHOCA OIIBITA OBYYEHUA "
OPTAHU3ALIMOHHOM KYJIETYPbI HA YPOBEHD
VIOBJIETBOPEHHOCTHU PABOTOM

B cmamve ymeepiycoaemcs, umo mpeHunzu 045 NEPCOHAAA CHAAU 6ANCHOU HACHBIO
pabomvt npednpusmus 8 ycao6usix ObiCIPbIX UMEHEeHUN U HAKONAeHUs 3HAHUL, MeXHOA02UT U
Ha6bIK08. B céa3u ¢ smum nosvicuacs HayuHvli UHMepec K U3YHEeHUI0 MPEHUH208 NepCoHald.
Ecau opeanusauuonnas Kyasmypa npedycmampueaen npogedeHue mpeHuH208 Ha pe2yasipHol
OCHO6e, mo2da MmpeHUH2U NP06OOsIMCcs IPeKkmusHee U NOGLIUAION KOMNEMEHMHOCb,
npou3600UMEAbHOCHIb U Y00BACIMEOPEHHOCING COMPYOHUK08 PAbomoil u 6 ueiom obecnewusarom
ycmoituugoe pazeumue u 3pghexmuenocms pabomot npeonpuamus. Q6seKmot uccae006anus —
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nepconaa 10 aywmux, no eepcuu Kumaiickoeo bropo mypusma, mypucmuueckux 20CmuHuy Ha
Taiieane. Anaaus noxazaa, wmo 1) npoeedenue mpenunz08 HenocpeoCcmEeHHO eausem Ha
Y0064€m80peHHOCIb NepcoHala padomoii; 2) opeanu3auUOHHAS Kyabmypa npsmo 6iusem Ha
Kauecmeo mpenunz08 u 3) OpeAHU3AUUOHHAS KYAbMYPA CYWLECIMGEHHO @Ausiem Ha CMmenenb
YyOosaemeopennocmu padomoil.

Karouesvie caosa: nepenoc oneima ¢ MpeHUH208, Y0081eMEOPEeHHOCMb pabomoil,
0P2AHU3AUUOHHAS KYAbMYPA.

Introduction. Under the economic globalization wave, promoting employees'
knowledge, skills and abilities (KSAs) to maintain an organization's competitive
advantages has been a critical strategic issue for organizations (Arguinis & Kraiger,
2009; Salas et al., 2006). To compensate the insufficient competence of employees
and enhance competitive advantages, human resource should be constantly
improved and the cultivation of manpower should be reinforced, as the contribu-
tions of human capitals, like human wisdom, creation and management compe-
tence, have surpassed tangible capitals (Pfeffer, 1995). Moreover, the industrial
structure in Taiwan has moved toward service economy, and promoting the quality
of service personnel becomes the base for competitiveness in service industry in
Taiwan (Tseng, 2012).

One of the most concerned issues is to enhance the educational training out-
comes and transfer them to actual work performance (Cromwell & Kolb, 2004). For
this reason, enhancing the transfer of training intention through organizational cul-
ture to reinforce training outcomes is one of the objectives of human resource (Tracey
et al., 1995). From the aspect of performance management, both organizational cul-
ture and transfer of training are expected to effectively transfer organizational train-
ings and enhance competence so that employees present sufficient capability for
working to enhance job satisfaction and continuously promote job performance
(Bowling, 2007).

Literature review.

1. Transfer of Training. Expanding from transfer of learning, which refers to
the expansion of learning outcomes, i.e. a type of learning presents helpful or
harmful effects on another type of learning, transfer of training focuses on the job
performance of trainees, who are expected to generalize new knowledge and skills
obtained during trainings for applying them to various working situations so as to
enhance organizational competitiveness and individual performance (Baldwin &
Ford,1998). As a result, empirical research in various countries has measured dis-
tinct work performance to prove the reliability and validity of the transfer of train-
ing effectiveness (Palo & Padhi, 2003; Galanou & Priporas, 2009).

In spite that various evaluation dimensions have been proposed (Galanou &
Priporas, 2009), a lot of researchers still proposed a summative evaluation, referring
to Kirkpatrick (1998), and classified transfer of training into the dimensions of reac-
tion, learning, behavior, and result.

(1) Reaction evaluates the preference degree of members for training plans,
including training topics, instructional skills and competence, software and hard-
ware. In other words, it tends to understand the satisfaction of members.
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(2) Learning refers to the process of attitude change and the acquisition of
knowledge and skills. The evaluated items in this phase do not cover the applications
of attitude, knowledge, and capability to a position.

(3) Behavior, preceded after trainings, evaluates the work behaviors of members
in the actual work environment, aiming to prove that the members apply what they
learn to the work.

(4) Result evaluates the specific effect of improving the quality of training by
reducing the costs. Most training focus on reducing turnover and complaints,
improving efficiency and morale, and increasing products.

In terms of the transfer of training outcomes, most researchers paid attention to job
performance; while some researchers concerned about the effects of job satisfaction and
considered the effects of trainings on job satisfaction (Schmidt, 2007). Moreover, the
transfer of training effectiveness is a transferring process that Baldwin and Ford (1988)
proposed the factors of training design, trainee characteristics, and work environment in
the transfer of training process. Support in work environment could be further studied as
supervisor support and organizational support. Organizational culture is often consid-
ered as the primary factor in organizational support (Tracey et al., 1995) and job satis-
faction and organizational culture are further discussed in this study.

I1. Job Satisfaction. Job satisfaction refers to employees' feelings of a job and the
attitudes toward the dimensions in the work, i.e. whether a person likes (satisfied) or
dislikes (dissatisfied) the current job, the situational subjective reaction of a worker to
work (Hoppock, 1935). A lot of research has proved the importance of job satisfac-
tion positively affecting employees' attitudes, such as organizational commitment, job
investment, intention to retain (Deshpande & Satish, 1996; Rosser, 2004), or specif-
ic job performance (Bowling, 2007).

However, researchers proposed various opinions for the contents and effects of
job satisfaction, according to distinct concerns (Robbins and Judge, 2012). In this
case, the measurements of job satisfaction were likely to show differences because of
various industries or cultures (Fu et al., 2011; Shaikh et al., 2012). For instance,
Rogelberg et al. (2010) divided job satisfaction into 5 facets of work, pay, promotion,
supervisor, and coworker. This study utilizes 4 dimensions proposed by Chang (2009)
for employee satisfaction, including: 1) work environment, covering work conditions,
material condictions, and social environments; 2) work reward, such as salary, pro-
motion, and praise from supervisors; 3) work itself, containing work value and
achievement, and 4) colleague relationship, referring to the relationship between a
person and others within and outside an organization.

I11. Organizational Culture. Schein (1989) considered organizational culture as
basic hypotheses developed by a group learning to cope with external adaptation
(such as objectives, strategies, measurement of performance, tactic and amendment
to complete objectives) and internal integration (like power levels, languages, close-
ness, punishment, reward, ideology); such hypotheses presented validity, as they were
well operated, that they could be delivered to new organizational members for think-
ing, sensing, and perceiving the above problems. Schein (2004) further divided cul-
ture into human affairs, common belief and value, and hidden hypotheses. With the
profound effects of organizational culture on organizations, a lot of research were
done (Marcoulides and Heck, 1993; Rashid et al., 2003) but did not reach consistent
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opinions. Smirich (1983) regarded the inconsistency of organizational culture as the
differences of cultures in organizational applications that different points of view pre-
sented distinct opinions.

Regarding the measurement of organizational culture, bureaucratic culture,
innovative culture, and supportive culture, proposed by Wallach (1983), have been
largely cited. Nevertheless, some research pointed out the positive effects of orga-
nizational culture, which supported innovation, on trainings (Lau & Ngo, 2004).
This study applies Frohman's (1998) classification to measuring organizational cul-
ture: 1) paternalistic culture, in which high-level supervisors made decisions, oth-
ers did not take responsibilities, and the basic-level staff simply implemented the
decisions without giving any new ideas; 2) individualistic culture in which members
merely focus on their job without sharing and communicating ideas or helping each
other that it could not develop into team-cooperated innovation, owing to the lack
of norms; 3) based-on-teams culture in which a team shows authority in an organ-
ization, and the organization conducted the objectives by teams, and team objec-
tives and organizational objectives are connected; 4) culture for innovation at all
levels where, under the organizational objective, individual power and ideas could
be developed through a team.

IV. Relations between Transfer of Training, Organizational Culture, and Job
Satisfaction. In the research on organizational culture and transfer of training,
researchers regarded the close relations between them. Some qualitative research dis-
covered that the change of organizational culture affected the orientation of transfer
of training (Conceicao and Altman, 2011). Other quantitative research also founded
the effects of organizational culture or organizational climate on training design for
transfer of training (Tracey et al., 1995; Gregoire et al., 1998; Wang, 2011).
Organizational culture therefore reveals significantly positive effects on transfer of
training. From the relations between transfer of training and job satisfaction, it was
found that different training outcomes could enhance job satisfaction, such as men-
toring program or train-the-trainer program. Domestic research also indicated that
employees would apply learning actions based on individual benefits. When there
were options, time and energy were likely to be spent on the activities for achieve-
ments, but not the ones without good results (Hsiao & Shen, 2010). In this case,
transfer of training presents remarkably positive effects on employee satisfaction
(Rogelberg et al, 2010). Regarding the relations between organizational culture and
job satisfaction, research proves the significant effects of organizational culture (Lau
et al., 2002). When a company presented sufficient learning culture, job satisfaction
would be positively affected (Dirani, 2009; Egan et al., 2004). Chung (2011) indicat-
ed that employees' transfer of training could affect employee satisfaction, and organi-
zational culture showed notable correlations with transfer of training and employee
satisfaction. The following hypotheses are therefore proposed.

H1: Transfer of training demonstrates significantly direct effects on employee
satisfaction.

H2: Organizational culture presents remarkably direct effects on transfer of
training.

H3: Organizational culture reveals notably direct effects on employee satisfac-
tion.
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Research method.
1. Research framework.

H1

Transfer of
Training

Employee
Satisfaction

Organizational
Culture

Figure 1. Research framework

11. The sample. The supervisors and staff in top tourist hotels, which were ranked
by Bureau of Tourism, were selected as the research subjects, including Grand Hyatt
Taipei, Sheraton Taipei Hotel, Howard Taipei, The Splendor Kaohsiung, Regent
Taipei, The Grand Hotel, Grand i-Lai Hotel, Ambassador Hotel, Far Eastern Plaza
Hotel Taipei and The Westin Taipei. Total 500 questionnaires were distributed.
Having deducted 22 invalid ones, total 276 valid copies were retrieved, with the
retrieval rate 55%. 276 samples were further proceeded for SEM analysis.

II1. Test of reliability and validity analyses. The reliability of the dimensions
reached 0.7 and above, showing its high level. Regarding the construct validity, the
confirmatory factor analysis was utilized for the analyses. Table 1 displays the favor-
able convergent validity and construct validity of the scales.

Table 1. Confirmatory Factor Analysis

Dimension Overall fitness Analysis

Transfer of X2=0(P<0.001); DF=0; GFI=1.00; CFI=1.00 | Excellent overall fitness
Training

Employee X2=0(P<0.001); DF=0; GFI=1.00; CFI=1.00 | Excellent overall fitness
Satisfaction

Organizational X2=0(P<0.001); DF=0; GF1=1.00; CFI=1.00 | Excellent overall fitness
Culture

Analysis results.

1. Correlation Analysis. Table 2 presents the notable correlations between transfer
of training, employee satisfaction, and organizational culture, where organizational
culture shows the highest correlation. The results showed the possibility of multi-
collinearity among dimensions, which could be solved with nested model, according
to Niehoff and Moorman (1993). The remarkable correlations among dimensions
also revealed the coincidence with the hypotheses.

11I. Theoretical model. The research outcomes are shown in Figure 2. In this
study, the path coefficients reaching significance were marked with solid lines, while
the ones not reaching significance were marked with dotted lines. In Figure 2, all path
coefficients reached significance that they achieved the convergent validity, corre-
sponding to the requirements of the analysis model. From the fitness of the theoreti-
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cal model, GFI=0.917, AGFI=0.906, RMSEA=0.06, CF1=0.922, the model fitness
was verified in this study, i.e. this research model corresponded to the theory and pre-
sented validity.

Table 2. Correlation Analysis

Dimension Mean Cronbach’s o | Transfer of | Employee Organizational
Training Satisfaction Culture
Transfer of 4.12 0.76
Training
Employee 4.38 0.82 0.18*
Satisfaction
Organizational 5.07 0.94 0.26** 0.20**
Culture
Reaction Work
0.643%** environment
Learning Transfer Employee Work
of Satisfaction reward
Training
Behavior 0.375* Work itself
Organizational
Culture
| Colleague
Result 0.658** relationship
0.533***
Chi-Square=386.24
P<0.000
GFI =0917
7 AGFI = 0.906
& g g e RMSEA = 0.06
E z E& = CFI = 0.922
= 3 g
2. = =} ¢
23 = z g
8 z g z
E S
&8
=
&
g

Figure 2. The research outcomes

II1. Research hypotheses. With the 3 hypotheses in this study, 3 nested models
were established. Furthermore, Chi-square difference test was utilized, as each nest-
ed model merely showed one degree of freedom. Therefore, when the difference
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between the Chi-square of the nested model and it of the theoretical model achieved the
significance, the setting of path coefficient=0 was remarkable. The research outcomes
showed that Models 1, 2, and 3 achieved the significance. The analyses of the nested
model are in Table 3, and the verification of the hypotheses is shown in Table 4.

Table 3. Analysis of Nested Models

Model X2 Aye GFI CFI RMSEA
Theoretical model 386.24 0917 0.922 0.06
Model 1: Verification of | 391.36 5.12* 0.917 0.922 0.06
Hypothesis 1
Model 2: Verification of 390.97 4.73% 0917 0.922 0.06
Hypothesis 2 )
Model 3: Verification of | 391.30 5.06* 0.917 0.922 0.06
Hypothesis 3

Table 4. Test of hypotheses
Hypothesis Correlation Empirical result | P Result
Hypothesis 1 + 0.422 0.00 Agreed
Hypothesis 2 + 0.406 0.00 Agreed
Hypothesis 3 + 0.375 0.00 Agreed

Conclusion. Transfer of training could directly affect employee satisfaction. For
this reason, this study proposes the following strategies for effectively applying trans-
fer of training to enhance employee satisfaction.

1. With well-designed reward management system and training plans to reinforce
learning motivation.

The research outcomes show notable direct effects of transfer of training on
employee satisfaction. It is suggested that an immediate reward and tactful encour-
agement system should be established, passive punishment and force should be
replaced for active encouragement, as well as employees should be encouraged to
improve their learning attitudes and behavior motivation, definitely noticed the train-
ing plans and the assistance in career development, and allowed to develop their
advantages and constantly challenge themselves in order to have transfer of training
achieve the effectiveness. The transfer after training therefore could be successfully
applied to the tasks.

2. To focus on employees' demands and actively invest in training plans.

The research outcomes show high weights of reaction and behavior in transfer of
training so that an enterprise should understand employees' insufficient capability
and further plan entire education. Such trainings would not only satisfy employees,
but could also have them transfer certain degrees of training contents to work. In this
case, employees would be keen on such trainings and cultivate the constant learning
attitude and culture.

3. To develop an overall learning organizational culture.

The statistic results show more direct effects of organizational culture on
employee satisfaction than indirect effects, and based-on-teams culture and culture
for innovation at all the levels appear to have relatively higher weights. It is therefore
suggested that an enterprise could reinforce organizational culture between groups
and the organization, and establish a good interactive system and individual learning
tools from the aspect of the entire organization to enhance the learning culture.
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Moreover, support on systems and management should be promoted to soundly
emphasize, support, and assist employees in difficulties, to ensure the capability
development and welfare of each employee, and to reinforce the learning intention
and motivation of employees with organizational culture.

In terms of the research limitations, tourist hotels in Taiwan, which present com-
plete educational trainings and emphasize such trainings, are selected as the research
samples in this study. Small-scale hotels could also be studied in the future. Besides,
SEM is utilized for analyses in this study. However, organizational culture is a variable
at the level of organizations, while transfer of training and job satisfaction are at indi-
vidual level. Hierarchical linear modeling (HLM) therefore could be applied to
explore the relation between the levels.
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