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Abstract 

Human resource is considered as the one of the most valuable and scare resource in an 

organization. Hence acquiring, developing and retaining most appropriate and competent 

workforce within the organization have become one of the most sought-after topics in 

contemporary organizations. As there is a scarcity of right talent, organizations are investing 

large sum of money on employee development. For the purpose organizations are conducting 

training and development initiatives. Yet, the success of this training and development 

initiatives are questionable. According to scholars, one of the main reasons behind this is the 

issue related to transfer of training. Hence, the paper aims at reviewing the existing literature 

on transfer of training to get an insight about the impact of transfer of training on the success 

of employee development. 

Keywords: Training, Training Transfer, Trainee Characteristics, Training Design, Work 

Environment 

 

Introduction 

Training can be simply defined as organized activity aimed at imparting information 

and instructions to improve the recipient's performance or to help him or her attain a 

required level of knowledge or skill. Training has specific goals of improving one's 

capability, capacity, productivity and performance. 

Systematic training process can be elaborate as follows. 

 

One main aspect under training is transfer of training. Transfer of training can be 

defined as the degree to which trainees successfully apply in their jobs the skills gained 

in training situations. 

Types of Transfer of Training 

 Positive Transfer 

This is when prior learning or training facilitates acquiring a new skill or reaching the 

solution to a new problem. In this situation the individual performs better than he would 

have without the prior training. 

 Negative Transfer 

This is when prior learning or training hinders acquiring a new skill or reaching the 

solution to a new problem. In this situation the individual performs worse than he would 

have without the prior training. 

 

 

Need 
Assessment

Design Implementation Evaluation
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 Zero Transfer 

In this situation, past experience or training neither enhances nor hinders acquiring a 

new skill or reaching the solution of a new problem. 

Transfer process 

 

 

 

 

 

 

 

Source: Baldwin and Ford ‘s Transfer of Training Model, 1998 

Theories Supporting Transfer of Training  

Today organizations are in a dynamic and a rapid changing competitive environment. 

To face this competition organizations, need better trained workforce to achieve their 

goals and objectives. Organizations believed training programs are better method to 

train their employees to perform effectively and efficiently. Companies spend millions 

and dollars to organize this kind of training programs. In 1997 organizations with more 

than one hundred employees were estimated to have spent $ 58.6 billion in direct costs 

on formal training. According to Holton, Ruona, Leimbach (1998) total training 

expenditures could easily reach $200 billion or more annually. However unsetting 

questions continue to be raised about the return on this investment. Training is useless 

if it cannot be applied into performance. Therefore, if we believe that training truly 

makes a difference in organizational and individual performance, we must understand 

how to support transfer of training in organizations. 

Holton (1996) provided a conceptual evaluation model of training focused on individual 

performance. This model process three primary outcomes of training intervention: and 

learning, individual performance and organizational results. These outcomes are 

defined, respectively, as achievement of the learning outcome desired in an HRD 

intervention, change in individual performance as a result of learning being applied on 

the job, and results at the organizational level as a consequence of change in individual 

performance.  
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Source: Holton (1996) 

Theories on Motivation of Transfer 

Motivation to transfer was hypothesized in Holton’s (1996) model to connect learning 

with individual performance change. Motivation to transfer can be described as 

trainees’ desire to use the knowledge and skills mastered in the training program on the 

job (Noe and Schmitt, 1986). Therefore, organizations need to understand the ways that 

they can use to motivate their employees to apply what they have gained through the 

training program to the job. Several theories of human behavior help us to understand 

and predict behaviors that contribute to performance at work. Expectancy, equity and 

goal setting are major theories we can use to predict behaviors of the employees. 

Expectancy Theory - Vroom (1964) defied expectancy as “a momentary belief 

concerning the likelihood that a particular act will precede a particular outcome” His 

formulation suggested that job performance (P) is the result of the interaction of two 

components, force (F) and ability (A). 

                                  P= (F*A) 

Equity Theory - This theory is based on the simple premise that people want to be 

treated fairly (Adams 1963). The theory defines equity as the belief that the employees 

are being treated unfairly in relation to others. 

Goal setting Theory - A goal is that level of performance the individual is trying to 

accomplish; it is the object or aim of behavior. According to Locke (1968), goals direct 

attention and action. In addition, they mobilize effort in proportion to perceived 

requirements of the goal or task. Therefore, goal setting, like expectancy theory may 

explain how and why behavior is facilitated or restrained in the pre training, training, 

and post training processes 

Theories for Training Transfer Design 

According to Holton (1996) one cause of failure to transfer is that training design rarely 

provides for transfer of learning. That is cognitive learning may well occur, but program 

participants may not have an opportunity to practice the training in a job context or may 

not be taught how to apply their knowledge on the job. Hence, the training itself can 

have a direct influence on transfer of training. It is important to understand the theories 

that provide information about the conditions necessary to achieve positive transfer. 

Learning Individual 

Performance 

Organizational 

Results 

Motivation to 

Transfer 

Transfer 
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Identical Element Theory - According to the theory, transfer is improved by increasing 

the degree of correspondence among the training setting stimuli, responses, and 

conditions and those related factors operative in the performance setting. 

Principles Theory -  The principles theory suggests that training should focus on the 

general principals necessary to learn a task so that the learner can apply them to solve 

problems in the transfer environment (Goldstein 1986). 

Theories supporting Transfer Climate 

Transfer Climate arises from a person’s perception of his or her work environment. It 

influences the extent to which that person can use learned skills on the job. Transfer 

climate is seen as a mediating variable in the relationship between the organizational 

context and an individual’s job attitudes and work behavior (Holton, Ruona, and 

Leimbach 1998) 

Strategies to improve transfer of training 

 Collaborating with key stakeholders in the organization at each step of the 

process to provide links to strategic goals. 

 Encourage managers to provide relevant information's and feedback. 

 Organization must identify the barriers that trainees face in applying learning in 

the workplace. 

 An examination system wide component that determines whether a training 

program can yield meaningful change. 

 Organization must give priority to employees as well as to organizational 

strategies when designing training programs. 

The transfer of training: what really matters 

Factors influencing transfer of training 

Baldwin and Ford (1988) presented a model of the transfer process which includes 

training inputs, training outputs and conditions of transfer. Training inputs are thought 

to influence conditions of transfer both directly and indirectly, thorough their impact 

on training outputs. Training inputs are crucial for learning, retention, generalization 

and maintenance of targeted skills and will organize them into 3 main categories. 

 Trainee characteristics     

 cognitive ability 

 self-efficacy 

 motivation 

 perceived utility of training 

 Training design   

 behavioral modeling 

 error management 

 realistic training environment 

 Work environment  

 transfer climate 

 support 

 opportunity to perform 

 follow up 
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1. Trainee characteristics 

According to Burke and Hutchins, 2007 trainee characteristics play a powerful role in 

the transfer of training. Such characteristics account for bulk of variability in training 

outcomes. Trainee characteristics include cognitive ability, self-efficacy, motivation 

and perceived utility of training. 

Cognitive ability 

Cognitive abilities are brain-based skills we need to carry out any task from the simplest 

to the most complex. Trainees’ ability, particularly, is a strong predictor of transfer 

outcomes. Kantier and Ackerman’s (1989) research suggests that cognitive ability 

affects trainee performance, through its influence on additional resource capacity. 

Strong evidence of the role of cognitive ability was found in an extensive meta-analysis 

based on two decades of training research. Individuals with high cognitive ability may 

be better equipped to process and retain information provided during training. 

Cognitive ability emerged as a single strongest predictor, and it is crucial for the transfer 

of training. Those who are higher in cognitive ability are more likely to successfully 

acquire, utilize and maintain trained competencies. 

Self-efficacy 

This can be defined as a judgment an individual makes about his or her ability to 

perform a given task. (Bandura, 1982) 

 

 

 

 

 

Self-efficacy has a positive relationship with transfer of training either directly or 

indirectly through trainee motivation. 

However, high self-efficacy might not unconditionally result in positive transfer 

outcomes. 

In a Meta analytic review, self-efficacy predicted performance in job or tasks of low 

complexity, but not those of medium/ high complexity. 

 A study by Vancouver and Kendall (2006) found that self-efficacy actually negatively 

related to motivation and performance when it was examined at the individual level. 

Motivation 

Refers to the process that account for an individual’s intensity, direction and persistence 

of effort toward attaining a goal (Robbins and Judge, 2009) For transfer to occur, 

trainees must believe that they are capable of learning that a change in their performance 

and that a change in their performance will lead to valued outcomes. (Facteau et al 

1995) in relation to transfer, motivation has been conceptualized and studies and 

various ways.  Specially, pre-training motivation, motivation to learn and motivation to 

transfer have all exhibited important relationship with training outcomes (Burke and 

Trainees’ self-efficacy Confidence they have in their ability to successfully 

acquire targeted skills and perform trained tasks. 

Trainees’ self-efficacy 

 

Discontinue their effort in order 

to meet the challenge. 
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Hutchins 2007). In an investigation of effects of trainee characteristics on training 

effectiveness, Tziner 2007 found that motivation to learn was the strongest contributor 

to training outcomes. Motivation to transfer may play a significant role. Chiaburu and 

Lindsay (2008) examined both motivation to learn and motivation to transfer and found 

that motivation to transfer exhibited a markedly stronger relationship with transfer 

(0.43) than did motivation to learn (0.07) However, they also found a positive 

relationship between motivation to learn and motivation to transfer (0.26) Motivation 

to learn might influence trainees’ performance in the instructional environment. Yet 

motivation to transfer is more likely to trigger the proactive behaviors necessary for 

actual transfer. 

Perceived Utility/Instrumentality 

According to Burke and Hutchins 2007 transfer can also be influenced by the perceived 

utility or value associated with participating in training. Also they summarized factors 

that influence perceptions of training utility. 

There include trainees’ evaluation of the credibility of the new skills for improving 

performance, their recognition of a need to improve job performance, their belief that 

applying new learning will improve performance and their perception of the practicality 

of the new skills for ease of transfer. Chiaburu and Lindsay (2008) surveyed employees 

from a large service organization in the United States and found a strong relationship 

between training instrumentality and transfer. Instrumentality was also related to 

motivation to transfer, the primary predictor of training transfer in this study. 

Organization would be well advised to devote a portion of their training programs to 

communicate the necessity and utility of their training efforts. 

2. Training Design 

The design and the delivery of training programs significantly impact learning and 

ultimately transfer outcomes. Learning principles have been used to facilitate learning, 

retention, and generalization of targeted skills. Behavioral modeling, Error 

Management and realistic training environment have shown strong relationships with 

transfer of training. 

Behavior modeling 

Behavior modeling has emerged as an effective training strategy, perhaps because it 

incorporates several different learning principles. Based on Bandura’s (1977) several 

learning theory includes clearly defined explanations of behavior to be learned, models 

displaying the effective use of these behaviors, opportunities for trainees to practice 

learned skill and the provision of feedback and social reinforcement following practice. 

In a Meta analytic review, Taylor et al (2005) concluded that behavioral modeling 

facilitated transfer the most when mixed (both positive and negative) models. 

Behavioral modeling thus appears to be an effective strategy for promoting the transfer 

of training. Providing opportunities for trainees to observe and practice targeted 

behaviors enhances their ability to learn and retain new information. 

Error Management 

Allowing trainees to make errors and providing error management instructions have 

emerged as effective ways to facilitate the proper use of targeted knowledge and skills 

in the workplace. Error based training allows trainees to anticipate what can go wrong, 

and equips them with the knowledge of how to handle potential problems. Furthermore, 
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such training can enhance the perceived utility of training by exemplifying negative 

outcomes that can occur without the acquisition of trained skills. In a recent meta-

analysis in which error management training yielded greater transfer outcomes than 

error-avoidant training methods. Error management training was especially effective 

for post training, rather than within training performance and rather than similar tasks 

two critical components of training transfer 

Realistic Training Environment 

Many organizations go as far as conducting on the job training, which takes place in 

the actual physical and social environment where the tasks being trained will be 

performed. Trained skills are more likely to transfer to the job following training in this 

case because they were learned and practiced in the work environment. Many training 

programs now incorporate the use of stimulations. Interestingly, both low-fidelity (ex: 

role playing) and high- fidelity (ex: full motion stimulators) simulations have shown to 

be equally effective training strategies. Realistic practice scenarios also help promote 

active learning, a technique thought to maintain trainees’ attention and contribute to 

transfer. Conducting training and practice in environments that resemble the workplace 

increases the likelihood that trained competencies will transfer. 

3. Work environment 

The effectiveness of a training program is largely dependent on the trainees’ ability to 

use their newly acquired competencies on the job. (Salas et al; 2006) Environmental 

factors help determine whether or not trainees exhibit learned behaviors once they 

return to the work setting. Even programs that are designed and delivered effectively 

will fail to yield positive transfer outcomes when the subsequent work environment 

does not encourage the use of targeted behaviors. The most critical components of the 

work environment include transfer climate, support, opportunity and follow-up. 

Transfer climate 

When trainees perceive a positive transfer climate, they tend to apply learned 

competencies more readily on the job ( salas et.al,2006).Characteristics of a positive 

transfer climate include cues that prompt trainees to use new skills and remediation for 

the incorrect or lack of use and social support from supervisors and peers through the 

use of incentives and feedback. 

Rouiller and Goldstein (1993) classify these characteristics into two categories; 

situational cues include things such as manager goals, peer support, equipment 

availability and opportunity into practice trained skills. Consequences consist of 

punishment and positive and negative feedback following the application of trained 

skills. The combination of such characteristics and significantly influence the degree to 

which trained skills are transferred to the workplace. 

Colquitt et al. (2000) reported a corrected correlation coefficient of 0.37 between 

climate and transfer. A recent meta-analysis showed similar results, with transfer as 

compared to other components of the work environment (Blume et.al, 2010). In a 

qualitative exploratory study, trainees identified an unsupportive transfer of training 

(Gilpin- Jackson and Bushe, 2007). Trainees were reportedly hesitant to apply new 

skills to the workplace when they feared breaking organizational norms  

Support 
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Supervisors and peer support significantly influence the propensity for trainees to 

utilize trained competencies in the workplace. Supervisors can provide support in 

various ways and at multiple stages in the training process. Prior to training supervisors 

should communicate goals, regarding the desired performance, the conditions under 

which the performance will be expected to occur on the job and the criterion of 

acceptable performance. (Burke and Hutchins, 2007) 

Importantly goal setting can facilitate transfer by directing attention, simulating action, 

increasing persistence and prompting trainees to utilize newly acquired knowledge and 

abilities.( Locke and Lathan, 2002). Supervisors can also support trainees by providing 

by providing recognition, encouragement and rewards, and modeling trained 

behaviours. Furthermore (Lim and Jhonson2002) identified supervisor’s participation 

in discussions of new learning in training and provision of positive feedback as forms 

of support most recognized by trainees as positively influencing their transfer. ( 

Cromwell and Kolb, 2004) showed the trainees who received high levels of supervisor 

support transferred more knowledge and skills 1 year after participating in training 

program than those who reported lower levels of support. 

Supervisory support in the form of encouragement for the application of new skills 

(Kontoghiorghes, 2002) information sharing, direct feedback and the provision of 

resources (Park & Kim, 2018) has also shown strong relationships with the transfer of 

training. 

Support from peers has also shown consistent relationships with transfer. (Chiaburu 

and Mahinoa, 2005) , for instance , reported that peer support showed a strong , direct 

relationship with transfer.  

A meta- analysis review of the transfer literature also established a positive relationship 

between peer support and the transfer of training (Blume et.al,2010) 

A recent study found no difference when feedback, a form support, was provided by 

peers versus when it was provided by supervisors (Ven den  Bossche et.al, 2010). 

Results of the before mentioned meta-analysis (Blumeetal, 2010), however, do indicate 

a stronger relationship between peer support and transfer (0.14) 

 

Opportunity to perform 

Lack of opportunities can seriously inhibit the use of trained competencies on the job. 

A study by Lim and Johnson (2002) demonstrated that provision of opportunities can 

also be conceptualized as a form of support. Trainees rated opportunity to use trained 

skills as the highest form of support, and conversely the lack of opportunity to use 

training as the biggest obstacle to transfer. 

Delay between training opportunities for trainees to use their learned skills should be 

minimized for optimal transfer outcomes. (Salas et.al, 2006). 

Follow up 

Trainees should reflect on their training experience and follow up with practice and 

discussion. Training instructors and supervisors should also provide post-training 

follow up and feedback (Baldwin et.al, 2009). 
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Furthermore, Salaset.al (2006) emphasizes the use of job aids, tools that are designed 

to assist with job performance and further facilitate the transfer training. 

There are various job aids that can be utilized including informational aids, procedural 

aids and design- making and coaching aids. In an updated review of the transfer 

literature (Baldwin et. Al, 2009) concluded the post-training interventions such as goal 

setting, training in self-management goal setting , training in self-talk and post –training 

instructor follow-up generally show positive effects on the transfer of training. 

In summary, 

Trainee characteristics 

Cognitive ability Trainees higher in cognitive ability have more 

success in processing, retaining, and generalizing 

trained skills. 

Self-efficacy  Trainees higher in self-efficacy have more 

confidence in their ability to learn and apply 

trained competencies. 

Motivation  Transfer is facilitated when trainees are 

motivated to learn and transfer throughout the 

training process. 

Training design 

Behavioral modeling  Behavioral modeling facilitates transfer when 

both positive and negative models are used, and 

when opportunities to practice are provided. 

Error management  Error management promotes the transfer of 

training by allowing trainees to anticipate 

potential issues, providing them with knowledge 

of how to handle such problems, and highlighting 

the negative outcomes that can occur if training is 

not transferred 

 

Realistic training environment Conducting training and practice in environments 

that resemble the work place increases the 

likelihood that trained competencies will transfer. 

Work environment Transfer climate Situational cues and 

consequences largely determine whether or not 

learned competencies are applied in the 

workplace. 

Support Both supervisor and peer support is critical for the 

transfer of training. 

Opportunity to perform For training to be successful trainees need the 

resources and opportunities to apply their new 

skills and abilities to the workplace. 

Follow-up  To facilitate transfer, the formal training period 

should be followed by additional learning 

opportunities 

Conclusion 

Transfer training can be defined as the generalization of the skills acquired during the 

training to the work environment and the maintenance of these acquired skills overtime 
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(Baldwin and Ford, 1988). There are 3 types of transfer training. Such as positive, 

negative and zero. To have a broader knowledge of transfer of training conceptual 

evaluation model of training focused on individual performance by Holton was 

discussed. Strategies to improve transfer of training were also discussed. Then the 

author focused on factors affecting transfer of training. Baldwin and Ford (1998) 

presented a model of transfer process which includes training inputs, training outputs 

and conditions of transfer. It’s the framework for describing transfer process which 

author has broadly described. Training outputs and training input factors have both 

direct and indirect effects on conditions of transfer. Organizations that seek guidance 

when developing training programs and promoting the transfer of training can rely on 

a vast database of information that has resulted decades of research. This review 

revealed and identified variables related to trainees, training design and the work 

environment that have shown the strongest relationship with transfer. 
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