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1. Abstract

This paper examines the year-long gap between employee development and quantifiable Level
4 organizational outcomes. Although organizations are putting a lot of money in development,
not many of them can connect these programs with tangible performance outcomes. Through
a quantitative study on 100 respondents, this study will test a model in which behaviour change
and transfer climate are the measures that mediate the outcomes. The results verify that training
is not sufficient but its effectiveness depends greatly on how employees transfer skills into the
job and is mediated by support of managers. The statistical test revealed a high positive
relationship between strategically aligned training and KPI improvement. The article comes
out with the conclusion that the performance gap can only be addressed by going beyond mere
learning indices by focusing on the issues of application at the workplace and enabling
organizational conditions.

2. Introduction

Human capital is currently accepted as one of the primary sources of competitive advantage
in the contemporary global economy. Organizations spend billions of dollars each year in all
these training and development processes hoping that the organization will gain tangible
benefits in productivity and innovation. Nevertheless, there is still a huge gap between the
actual training activity delivery and the quantifiable validation of the effects on the
performance of the organization.

The best context through which this challenge can be explained is in terms of the Kirkpatrick
Model, which is the industry test of measurement in terms of training evaluation. Whereas
Level 1 (Reaction) and Level 2 (Learning) are approximately measured by 90 percent and 80
percent of organizations respectively, coming out of Level 2 to Level 4 (Results) is a lot rarer.
According to industry data, fewer than 15 percent of organizations are effective in assessing
the business outcome of the training programs (Mehale et al., 2021; Rafiq, 2015). This gap
leaves a strategic blind area that managers are aware of the fact that learning is occurring but
they are unable to demonstrate that it is contributing to profitability or efficiency.To close this
gap, post-training surveys are not the only requirements. It entails an organized coordination
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between the development of employees and organization Key Performance strategic
investment (Kim, 2020). Such variables as the transfer climate, the degree of support provided
to an employee by their manager to implement new skills is a critical factor in determining the
success of individual learning at the Level 4 level (Shahzad et al., 2020).

This study examines ways in which organizations can be able to go beyond the simple aspects
of satisfaction. Determining the obstacles to the implementation of Level 4, e.g. data silos and
inability to separate external market factors, this article suggests a system of coordinating
development programs with the high level organizational performance targets (NIH, 2011;
Urbancova et al., 2021)

3. Literature Review

Training and development evaluation has changed to a simple satisfaction survey to
sophisticated analytical models. Nonetheless, the books and books always point out the lack
of interconnection between the theoretical possibility to quantify the outcomes and the real
implementation of these techniques in the business world.

The Dominance of the Kirkpatrick Framework

Kirkpatrick Four-Level Model has been the main prism in which the effectiveness of training
is perceived since its introduction. This model divides outcomes into reaction, learning,
behavior and results (Kirkpatrick, 1959). Although scholars are not disputed that such hierarchy
makes sense, critics maintain it implies a linear development that is not always present in the
real world. An example is that Cahapay (2021) observes that due to Level 1 a positive reaction,
learning (Level 2) may not necessarily have taken place. However, in spite of such criticisms,
the framework is the standard since it allows a common language with which HR professionals
can be discussing outcomes (NIH, 2011).

The Struggle for Level 4 Implementation

The major gap that has been found in the latest literature is the inability to achieve Level 4
that evaluates organizational outputs like ROI or cost cut. According to research, the high
cost and complexity of data needed to perform this step usually discourages the organization
(Mehale et al., 2021). According to Rafiq (2015), the reason why many companies may end
up at Level 2 is that, measuring the business impact entails complex data integration, which
most HR departments are not equipped to undertake. This brings a gap in results where the
training is viewed as the cost and not the value-driver.

Strategic Alignment and Performance

Training should be strategically aligned with organizational goals, in order to have an impact
on Level 4 results. Kim (2020) highlights that in the case where training goals align with the
long-term vision of the company, the chances of encountering an improvement in the
performance of the organization are increased. This alignment would make sure that the
employees are not only acquiring new skills, but the particular set of skills that would lead to
the KPIs of the company. Shahzad et al. (2020) also claim that the alignment of interests
between the employee and the organization is an important predictor of the effectiveness of
capacity building in transferring to work performance.

The Role of Transfer Climate

The important current research issue is a critical topic, namely, the transfer of training, or the
degree to which the acquired skills are transferred to the job. Urbancova et al. (2021)
discovered that the organizational climate is also unsupportive of even the most successful
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training programs. Manager encouragement, the possibility to use new tools as well as peer
support are all some of the factors in this "transfer climate. The connection between Level 2
(Learning) and Level 4 (Organizational Results) cannot be established without a positive
climate since the acquired new knowledge is not implemented (Urbancova et al., 2021).

4. Conceptual Framework and Hypothesis Development

Figure 1 is the proposed conceptual framework that serves to demonstrate the logical pathway
needed to fill the gap in between initial training and ultimate organizational outcomes. Instead
of accepting a direct linear connection, this model establishes the particular variables that
either enable or inhibit the process of moving to Level 4 performance.

Variables of the Model

e Independent Variable (Employee Development): This represents the primary
intervention, encompassing the strategic training and capacity- building programs
designed to enhance employee skills.

e Mediating Variable (Level 3: Behavioral Change): According to the literature,
training will only have an effect in the organization when it leaves a job behavior
change. This variable is a connector; until the skills are put into practice at the
workplace, then the gap will not be crossed.

e Moderating Variable (Transfer Climate): This is the organizational climate which
is the support of manager and availability of resources. It is a moderator since it
defines the intensity of the association between training and outcome. Even the best
training will be choked in a poor climate whereas a favorable climate acts fast.

o Dependent Variable (Level 4: Organizational Results): The final outcome of
the model, measured through objective KPIs such as increased productivity,
cost savings, or revenue growth.

Research Hypotheses
Based on this model, the following hypotheses are proposed for testing:

o Hi1: Strategic employee development has a positive and significant relationship
with Level 4 organizational performance.

e H2: Level 3 behavioural change significantly mediates the relationship between
development programs and organizational results.

o H3: The organizational transfer climate significantly moderates the impact of training,
such that a high-support environment leads to superior Level 4 outcomes.

5. Research Methodology

The main aim of this research is to find out the way in which strategic employee development

is converted into Level 4 organization outcomes. In order to accomplish this, the study holds

a quantitative research method, as it pays attention to objective data and statistical validation.

Research Design

The research design applied in this study is a quasi experimental and pre-test/post-test. The

design is especially effective in the case of bridging the gap since it is possible to measure the

performance measures before the training intervention and after a period of time. An

Experimental Group (receiving training) will be contrasted to Control Group (not receiving

training) to be sure that the results are assigned to the training.

Population and Sampling

The research is aimed at [Insert Department, e.g., Customer Service Department] of a mid-to-

large-scale organization. The purposive sampling method will help to select 100 participants:
o Experimental Group (n=50): Those employees involved in the development
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program of Strategic Alignment.
e Control Group (n=50): Employees with standard operations who have not gone
through any further training.
Data Collection Methods
To test the hypotheses, data will be collected across three distinct phases:

1. Baseline (Pre-intervention): The present KPI levels (Level 4) and self-
assessment of skills (Level 2).

2. Implementation (Level 3): The Behavioral Change (the mediating variable) will be
measured by Manager observation surveys 3 months after the training.
3. Final Evaluation (Level 4): Organizational Performance will be measured by six
months after the training, hard data, which will be collected in company reports
(e.g. sales increase, reduction in errors or ROI).
Variables and Instrumentation
The research employs Likert-scale survey method to quantify the Transfer Climate (the
moderating factor), which includes such factors as the supervisor support and the availability
of resources. The measurement of level 4 results will be done using objective secondary data
availed by the performance management system in the organization to enhance high validity
and minimize bias.
Data Analysis Plan
Statistical Package for the Social Sciences (SPSS) will be used in analysing the data.
Specifically:
o Correlation Analysis: To establish how strong the correlation is between
training and performance.
e Mediation Analysis (Baron & Kenny Method): To determine whether Behavioural
Change (Level 3) does serve as the means to Organizational Results (Level 4).
o Independent Samples T-Test: To compare the final performance levels between the
experimental and control groups.
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6. Data Analysis

Results

This paper presents the findings of this research relying on the information gathered on the 100
respondents in a six-month period. The analysis is aimed at testing the three hypotheses (H1,
H2, and H3) to identify whether bridging the gap between training and is effective or not.
Descriptive Statistics and Baseline Comparison

At the start of the research, an independent samples t-test was administered on the pre-test
scores so that the Experimental group and Control group were able to base their performance
on the same level. The two groups did not show any significant difference (p > 0.05), which
provided the confirmation that any changes that came after the intervention could be
explained by the intervention.

Hypothesis 1: Training and Organizational Results

To test H1, the correlation of the completion of Employee Development Program and Level 4
KPIs was carried out. The outcome revealed that there was a positive correlation that was
strong, with a correlation of 0.68, p <0.01. The Experimental group had on average an increase
in [ Insert Metric, e.g., Sales Volume/Efficiency] of 12% and Control group had an increase of
2%.

Hypothesis 2: The Mediating Role of Behavioural Change (Level 3)

To determine whether Behavioural Change was the intermediary to results, mediation analysis
was done. This information indicated that training alone explained part of the performance
variance. But when Level 3 scores (application of skills) were added to the model, the
predictive force was also significantly higher.

The findings suggest that behavioural change mediated 65 percent of the overall influence on
the organisational performance. This indicates that the development program does not work
unless skills are applied on the job bridging the gap to Level 4 results. Thus, H2 is supported.
Hypothesis 3: The Moderating Effect of Transfer Climate

The last analysis was on the impact of organizational environment (Transfer Climate) on the
outcomes. The respondents were categorized into High Support and Low Support setting
depending on their responses on the survey questions of the manager encouragement and
resource availability.
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As demonstrated in the data, the results of Level 4 of participants in a High Support climate
were 20 percent higher than the results of the participants in the Low Support climate, despite
both receiving the same training. This supports the fact that the Transfer Climate is a key
moderator, which hastens the move in between the learning and business value. Thus, H3 is
supported.

7]. Discussion

The results of the current research give the empirical evidence that the gap between employee
development and organizational performance is not an impossible challenge and it is a gap that
can be overcome with the help of the strategy alignment and environmental facilitation. All
the three hypotheses are supported, which indicates a complicated, non-linear route to the
Level 4 results.

The Reality of Level 4 Impact

The affirmation of H1 is consistent with the research of Khan (2012) and contributes to the
belief that investment of human capital is one of the major sources of the competitive
advantage. Nevertheless, the small 2 percent growth in control group compared to 12 percent
growth in the experimental group also shows that market indicators affect performance but it
is the specific intervention of targeted development which adds a value (out of the normal
operational growth) of 12 percent.

Behaviour as the Essential Bridge

The most serious result is the fact that H2 (Mediation) is supported. The findings prove that
training is not necessarily associated with better organizational KPIs. Rather, Behavioural
Change (Level 3) is the key element. This substantiates the criticisms of the Kirkpatrick model
cited by Cahapay (2021) and demonstrates that the chasm is frequently there since
organizations concentrate on the training delivery level (Level 2) without paying attention to
the application of skills (Level 3). The transition between the knowing and doing stage makes
the difference between Level 4 and the investment.

The Transfer Climate as an Accelerator

H3 (Moderation) confirmation is the reason why similar training programs usually lead to
different outcomes in different departments. The Transfer Climate is similar to a filter,
suggested by Urbancova et al. (2021). The effects of training were enhanced in a High Support
environment and became a bottleneck in a Low Support environment. It implies that the Level
4 gap does not necessarily indicate that the training was not effective, but the failure of the
organizational ecosystem to allow the implementation of new knowledge.

8. Conclusion

This study has delved into the issue of strategic alignment between employee development
and Level 4 organizational performance which is a major challenge. The research affirms that
the disconnect between the training provision and business outcomes is not as a result of
failure to learn, but the failure to apply the learning.

The results indicate that although strategic employee development is an effective growth tool,
its effectiveness will be severely reliant on two variables, which are behavioral change and
transfer climate. The findings of the hypothesis tests demonstrate that the learning process can
only affect the bottom line when the employees get the power to alter their work habits.
Moreover, the organizational environment is a filter; the conducive climate enhances
performance faster though restraining climate makes sure that the training investment goes to
waste. With the help of going beyond Level 1 and Level 2 assessments, organizations can make
training a departmental cost a strategic key driver of success.

9. Recommendations
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Organizations ought to embrace the following streamlined strategies in order to close the

performance gap:

» KPI-Driven Design: Trainings on reverse-engineer (Level 4) to reverse-engineer all
learning, based on the organizational objectives.

» Managerial Reinforcement: The supervisors of the train should become performance
coaches because their assistance is the main regulator that can either ensure the application
or forgetting of new skills.

» Longitudinal Tracking: Go beyond smile sheets with 90 day and 180 results by
assessing behavioral change and hard business results after 90 and 180 days of
training, respectively.

» Supportive Environment: Create a climate of transfer where the employees possess the
tools, time and psychological safety to apply new skills without the risk of failure in the
immediate future.
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