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Abstract
This dissertation critically analysed the role of training and development of employees in effective Human Capital Management (HCM) with specific focus on the development of capabilities, transfer of learning, employee engagement, retention and organisational performance. The research question of the study was: what is the role of employee training and development in effective Human Capital Management? The systematic literature review was conducted based on peer-reviewed academic materials published mainly in 2016-2026. Literature was located using various academic databases, filtered using PRISMA-type procedure, quality filtered, and analysed thematically. The final base of evidence was 50 studies. The results revealed that training and development generated strategic human-capital value where learning was pertinent, carried into practice at the workplace and facilitated by the right organisational environment. Transfer of learning became the key that bridged the gap between investment in training and the long-term employee and organisational performance. The review also established that engagement, satisfaction, commitment and retention could be enhanced in cases where the employees perceived organisational support and meaningful career opportunities. Nonetheless, employee motivation, programme design, managerial and peer support, learning climate and the opportunities to apply the acquired knowledge affected the training outcomes. The dissertation advanced a Strategic Training-to-Human-Capital Framework value of capability and relational pathways in which training created HCM results. In general, the research arrived at the conclusion that the effective HCM demanded the organisations to go beyond the provision of the training to the strategic management, the utilisation, sharing and continual renewal of the capabilities of the employees.
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[bookmark: _Toc239530774]Chapter 1: Introduction
[bookmark: _Toc239530775]1.1 Background of the Research Topic
Human capital is now a fundamental competitive advantage in modern organisations as organisations rely on employee knowledge, skills, creativity and flexibility to attain strategic goals. Human Capital Management (HCM) is a paradigm of the time-honoured human resource administration to a strategic management approach that aims at developing, administering and capitalising on employee abilities to generate organisational worth. In this school of thought, employees are not considered as resources or tools of operation but as knowledge-based assets whose skills lead to innovation, productivity and long-term organisational performance. This has led to the importance of training and development of employees as strategic tools by which organisations develop workforce capability and remain competitive in volatile business conditions.
Training and development of employees is more than imparting temporary skills to employees. Training is mainly aimed at enhancing the existing job-related skills of the employees whilst development is aimed at growth in the long term by means of continuous learning, job growth, and leadership skills and flexibility. According to recent studies, the successful implementation of learning systems necessitates the correspondence between the opportunities of employee development, organisational goals and work environment since the results of the learning process do not rely solely on the acquisition of knowledge but also on the transfer and use of knowledge in organisational settings (Jiang et al., 2026). Thus, to comprehend the role of training and development in HCM, it is important to consider how learning investment is converted into employee and organisational functions that are valuable.
The topicality of the given topic has only increased as a result of the accelerated technological progress, the introduction of artificial intelligence and the evolution of workforce skills demands. According to the World Economic Forum Future of Jobs Report 2025, skill gaps are the most significant obstacle to business transformation, and insufficient workforce capabilities were among the top challenges that employers believe they will face from 2025 to 2030. Moreover, 85 % of the organisations surveyed indicated that workforce upskilling would be a major approach of meeting future business needs (World Economic Forum, 2025). According to the same report, it is estimated that 39 % of current skills of the workers will be altered or become obsolete by 2030, which evidences the necessity of continuous learning and development of the employees (World Economic Forum, 2025). Academically, employee training and development are still important as they resonate with the key theoretical approaches, such as the Human Capital Theory and the Resource-Based View, which describe how the capabilities possessed by employees can create organisational value and long-term benefit. Recent work has broadened this debate by exploring the effectiveness of training in terms of learning transfer, developing employee abilities and organisational learning approaches, pointing out that the results of the training are related to the specifics of learners, work conditions, and the utilisation of the gained knowledge (Kraiger and Ford, 2021). Nevertheless, the current studies are still disjointed in terms of the role of training investments in the overall Human Capital Management results as opposed to the single-facet results like performance or satisfaction. In terms of industry, this relationship is becoming more and more significant as organisations need to create flexible, talented and robust employees to adjust to technological upheaval and changing markets. Thus, the critical look at the training and development of employees in the HCM would be useful in understanding how organisations can manage the capability of the workforce strategically in the future of work.
[bookmark: _Toc239530776]1.2 Research Problem or Gap in the Literature
Despite the fact that current studies have developed the importance of employee training and development, there are still considerable conceptual and methodological shortcomings. In general, the current research tends to look at the individual results such as performance, engagement or satisfaction independently, which gives minimal insight into the overall contribution of training to the overall outcomes of Human Capital Management. Moreover, the processes by which acquired knowledge and skills are translated into organisational value have not been adequately articulated by research, especially the aspects of learning transfer and workplace support (Kauffeld et al., 2025). The literature also depends on cross-sectional research on a particular organisational setting, and it is difficult to determine the generalisability. Training transfer research suggests that employee attributes and training design and organisational support affect the transfer of learning into practice, but these variables are not adequately incorporated into the HCM research (Bhat et al., 2022). Thus, critical literature review is needed to bring together the evidence pieces, assess theoretical explanations and explain how employee training and development generates sustainable human capital value.
[bookmark: _Toc239530777]1.3 Urgency or Timeliness of the Topic
The recent high rate of technological change, changing job descriptions, and the need to have flexibility in the workforce has also prompted the significance of employee training and development. The digital transformation demands the employees to acquire new sets of technical, analytical and behavioural capabilities, thus constant learning is the key condition to organisational survival and competitiveness. Recent studies point to the fact that organisations struggle to identify and train the skills necessary to achieve successful digital transformation, which is why they should have systematic reskilling and upskilling processes (Bouwmans et al., 2024). Moreover, the use of AI and restructuring of workplaces are transforming the task requirements, making it more important that the organisations should prepare their employees to work in the technology-enabled working conditions. Good workforce development thus carries significant management implications in the sense that it helps organisations to adapt to the changing environment by ensuring that capability gaps are minimised and organisations are able to perform sustainably using the human capital developed through strategic means (Mhaske et al., 2025).
[bookmark: _Toc239530778]1.4 Research Aim and Objectives
Research Aim: To critically examine the role of employee training and development in Human Capital Management.
Research Objectives:
· To examine the theoretical bases of the connection between employee training and development and Human Capital Management.
· To determine how employee training and development affects employee competencies, performance, engagement, satisfaction and retention.
· To analyse the organisational and individual factors that determine the effectiveness of training and development initiatives.
· To identify methodological and theoretical gaps within existing research on employee training, development and Human Capital Management. 
· To explore the implications of existing literature for Human Capital Management practice and future research.
[bookmark: _Toc239530779]1.5 Research Question
How do employee training and development contribute to effective Human Capital Management?
[bookmark: _Toc239530780]1.6 Scope of the Review
This review analyses the literature on employee training, development and Human Capital Management in organisational contexts. It is concentrated on learning transfer, ability development and employee results. The articles published in peer-reviewed journals between 2016 to 2026 are taken into consideration as well as the theoretical foundations, such as the Human Capital Theory, Resource-Based View, Training Transfer Theory and Social Exchange Theory. There are no learning contexts of non-organisational and primary data collection.
[bookmark: _Toc239530781]1.7 Structure of the Dissertation
This dissertation has six chapters. Chapter 1 provides the research background, problem, aim, objectives, research question and scope. Chapter 2 will describe the methodology, search strategy and selection criteria. Chapter 3 will bring about the thematic literature review and theoretical discussions. The discussion and synthesis of findings are given in Chapter 4. Implications are described in Chapter 5 and limitations and future research directions are described in Chapter 6.

[bookmark: _Toc239530782]Chapter 2: Methodology
[bookmark: _Toc239530783]2.1 Search strategy
Overall Approach
The strategy chosen was a systematic literature review as the dissertation was completely grounded on secondary evidence and needed to be identified and selected transparently to the literature on employee training, development and Human Capital Management. According to Sauer and Seuring (2023), systematic reviews enhanced replicability by systematising literature retrieval and selection by a well-defined sequence. Thus, a systematic approach was deemed to be suitable to answer the research question that was set to determine the role of training and development in effective HCM.
Rationale for the Strategy
The strategy was chosen as the focus of the literature was on interrelated aspects such as employee competencies, performance, engagement, satisfaction, retention and learning transfer. Instead of examining these areas in isolation, the systematic approach allowed the evidence to be found and then synthesised in regard to the research objectives. According to Fan et al. (2022), rigour, scope and transparency are a list of desirable features of a high-quality literature-review methodology. Therefore, the search was systematic, which minimised the chances of biased selection of studies that would back up a-priori conclusions.
Application of Boolean Operators
The search was balanced by the use of the Boolean operators. Gusenbauer and Gauster (2025) described that systematic searches had the advantage of synonym combination using OR and different conceptual group ties using AND, whereas NOT had to be carefully employed due to the possible unintentional elimination of relevant literature. As such, OR was expanded to searches of alternative terminology, AND was used to relate training to HCM-related concepts, and NOT was utilised in cases where the completely irrelevant educational literature had to be filtered out.

	Boolean operator
	Example search

	AND
	“employee training” AND “human capital management”

	OR
	“employee training” OR “employee development” OR “workplace learning”

	AND + OR
	(“employee training” OR “employee development”) AND (“human capital management” OR “human capital”)

	NOT
	“employee training” AND “human capital” NOT “school education”


[bookmark: _Toc238681795][bookmark: _Toc239530675]Table 1:Boolean Operator Usage in the Literature Search
[bookmark: _Toc239530784]2.2 Databases and sources
Scopus, Web of Science, Business Source Premier, ScienceDirect and Emerald Insight databases, along with the use of Google Scholar (as a supplementary source of search results) were used to conduct the literature search. Several databases were employed to enhance coverage and minimise chances of missing pertinent studies. Phillips and Barker (2021) have highlighted that systematic reviews were also useful due to the possibility of searching multiple relevant databases as opposed to just one source.
Scopus and Web of Science were chosen due to their capability to offer multidisciplinary coverage and wide indexing of peer-reviewed management and organisational research. Visser, van Eck and Waltman (2021) showed that these databases provided extensive scholarly coverage but varied in the coverage of indexing. Business Source Premier was also utilised due to its particularity to business, management and Human Resource Management studies.
The availability of literature on employee development, organisational behaviour and HCM was facilitated by ScienceDirect and Emerald Insight. Pranckutė (2021) emphasized the importance of known bibliographic databases in finding good scholarly evidence. Supplementary search was conducted in Google Scholar to locate potentially relevant studies that were not found in database searches.
[bookmark: _Toc239530785]2.3 Keywords and search terms
The search terms were created based on the research topic, research question and objectives. Core keywords included “employee training,” “employee development,” “Human Capital Management,” “human capital,” “training effectiveness,” “learning transfer,” “employee performance,” “employee engagement,” “job satisfaction” and “employee retention.” Related synonyms such as “workplace learning,” “staff development,” “skills development” and “workforce development” were included to enhance retrieval. Gusenbauer and Gauster (2025) highlighted that core concepts must be used with appropriate synonyms in systematic searches to enhance a comprehensive search.
Concept-based terminology was narrowed down following initial searches. Sauer and Seuring (2023) suggested the use of iterative refinement in order to enhance search relevance. The search string used was representative: (“employee training” OR “employee development”) AND (“Human Capital Management” OR “human capital”) AND (“performance” OR “engagement” OR “retention”).
[bookmark: _Toc239530786]2.4 Time frame for included publications
The studies that were mainly reviewed were published within 2016-2026, and this is because the evidence was up to date with the developments in employee training, workplace learning and Human Capital Management. The timing was right as the digitalisation that was taking place rapidly, shifting the skills demands and the technology empowered work had significantly altered the organisational learning behaviours. Barry, Merkebu and Varpio (2022) underscored that literature reviews ought to encompass how knowledge builds with time and define the present state of research. Previous seminal works were thus selectively incorporated as they were containing necessary theoretical underpinnings especially to the Human Capital Theory, Resource-Based View, Training Transfer Theory and Social Exchange Theory.
[bookmark: _Toc239530787]2.5 Inclusion and exclusion criteria
Prior to screening, clear inclusion and exclusion criteria were set up to make the study selection consistent, relevant and transparent.

	Criterion
	Inclusion criteria
	Exclusion criteria

	Publication type
	High-quality academic books or book chapters, as well as peer-reviewed journal articles, were included.
	Non-academic content such as opinion pieces, blogs, commercial websites, and so on were not included.

	Publication period
	Publications between 2016 and 2025 were utilised, and previous seminal theoretical works were maintained where they were important.
	Articles published prior to 2016 were not included unless they offered sufficient theoretical premises.

	Topic relevance
	The literature that explicitly looked at the issue of employee training, development, workplace learning, human capital or HCM outcomes was considered.
	Articles that were not related to employee development or Human Capital Management were left out.

	Research context
	Research carried out in organisational and work environments was incorporated.
	Other non-organisational learning studies (school-based, general education) were not included.

	Accessibility
	Academic publications in the form of full-text were stored to be assessed in detail.
	Sources that lacked enough full-text information were also filtered out because they were abstracts of conferences.

	Language
	English publications were used to maintain a consistent interpretation.
	Publications that were not in English were excluded.


[bookmark: _Toc238681796][bookmark: _Toc239530676]Table 2:Inclusion and exclusion criteria


Justification of the Criteria
These criteria also made sure that the decisions made in terms of selection were not taken subjectively but were applicable to the research question. Hiebl (2023) suggested that inclusion and exclusion criteria that were pre-established and reported enhanced transparency in literature reviews in management. Close screening was also needed as the wrong exclusions might exclude useful evidence (Affengruber et al., 2022)
[bookmark: _Toc239530788]2.6 Screening process (PRISMA-style)
Identification
The initial search of the database has found 438 records in Scopus, Web of science, Business source premier, science direct, and emerald insight and additional Google Scholar searching. According to Page et al. (2021), the identification stage was a process where all the retrieved references were recorded and then screened to ensure transparency and allow the process of search to be replicated.
Screening
When 76 duplicate records were eliminated, 362 studies were left to be screened in terms of titles and abstracts. At this level, 242 records were filtered out since they did not adequately cover employee training, development, workplace learning or Human Capital Management. Natukunda and Muchene (2023) emphasized that title and abstract screening should be done in a systematic manner to select potentially relevant research among irrelevant literature (Refer to Appendix 1).
Eligibility
The rest of the articles 120 articles were assessed at full-text against the pre-established inclusion and exclusion criteria. In line with PRISMA principles, Page et al. (2021) allowed open reporting of exclusion reasons. Seventy studies were filtered out due to lack of relevance in topics, inappropriate settings, methodological drawbacks or lack of comprehensive textual support (Refer to Appendix 1).
Included Studies
Lastly, a total of 50 peer-reviewed articles met all the eligibility criteria and were included in the thematic analysis. These are the studies which constituted the ultimate evidence base to be used in addressing the research objectives and research question (Referred to Appendix 01).
[bookmark: _Toc239530789]2.7 Quality assessment of included studies
Journal Quality and Relevance
The quality evaluation initially looked at the academic credibility and relevance of each source. Peer-reviewed journals published in recognised ABS/Academic Journal Guide or ABDC rankings, in the management, HRM and organisational-behaviour journals, were given preference. Muchadeyi et al. (2024) highlighted the importance of appraisal of whether evidence was suitable to the purpose of review. The relevance of each article to the objectives of the research, direct relevance to employee training and development as well as Human Capital Management was thus evaluated.
Methodological Robustness
A methodological quality was evaluated by the relevance of research design, adequacy of data collection and analysis, the adequacy of the sample, reliability, validity and clear reporting of limitations. Harrison et al. (2021) proved that quality appraisal must be able to fit the various research designs and methodological and reporting quality should be assessed. As a result, the studies were not evaluated based on the size of the sample; the suitability of the sample to the study objectives was also taken into account.
Scoring and Theoretical Contribution
A 10-point appraisal methodology was used based on five criteria; journal quality, methodological soundness, appropriateness of the research question, contribution of the study and Relevance to the research objectives. All criteria were rated on 0-2 points, and studies that scored 6 or higher were regarded to be robust enough. As Barker et al. (2024) emphasized, critical appraisal aided in identifying possible bias and enhancing the interpretation of review evidence.
[bookmark: _Toc239530790]2.8 Analytical method: how the literature was examined
Thematic Analysis
Thematic analysis was used to analyse the remaining 50 studies since it allowed the identification of recurring patterns, relationships and differences in the literature in a systematic manner. Byrne (2022) showed that thematic analysis offered a flexible means of grouping complex evidence into significant themes. The analysis was then centred on the training outcomes, learning transfer, employee development and effectiveness in Human Capital Management.
Theme Identification and Refinement
Coded findings of each study were relevant and compared with the evidence base. Braun and Clarke (2021) have stated that themes are expected to be meaningful patterns and not a mere summarisation of topics. The first codes were then clustered into larger themes, checked against the goals of the research, filtered to eliminate conceptual redundancy and later on evolved into the final themes that were used in the synthesis.


[bookmark: _Toc239530791]Chapter 3: Thematic Review 
[bookmark: _Toc239530792]3.1 Chapter Introduction
This chapter is a critical review of the importance of employee training and development in effective Human Capital Management by categorising the literature on the subject under four common substantive themes. Instead of writing about individual authors individually or addressing the theoretical underpinnings as discrete topics, the empirical finding and research gaps are instead incorporated into each of the themes as they integrate the relevant theories, evidence, contradictions, methodological limitations and emerging debates. This method enables the links between investment in training, transfer of learning, employee performance and organisational worth to be assessed in a systematic manner.
The former theme explores training and development as a strategic human capital investment with specific focus on Human Capital Theory and the Resource-Based View. The second theme explores the conversion of acquired learning to workplace competence and performance. It takes into account Training Transfer Theory and personal preparedness, design of programmes and organisational support since Kauffeld, Decius and Graßmann (2025) define a workplace application as a critical state of training effectiveness. The third theme determines the impact of access to development to engagement, satisfaction, organisational commitment and employee retention in light of the Social Exchange Theory. The fourth theme takes into account the digital transformation, artificial intelligence, reskilling and lifelong learning as the new demands towards creating future-ready human capital.
In each theme, the results of multiple studies are integrated to determine areas of consensus, conflicting and ambiguous results. There are methodological differences that concern research design, measurement, sample characteristics and organisational context that are critically assessed to interpret differences in reported findings. At the end of each of the themes, each of them relates its findings to the research question: How do employee training and development contribute to effective Human Capital Management? An ultimate synthesis of cross-themes reveals the major gaps in theory, methodological and contextual and sets the groundwork on which to proceed with the discussion.

[bookmark: _Toc239530793]3.2 Thematic Coding
	Final theme
	Central organising concept
	Initial codes for the 50 articles
	Relevant theoretical foundation

	Theme 1: Strategic Human Capital Formation through Training and Development
	Training and development build employees’ knowledge, skills and capabilities, transforming employees into strategically valuable human capital.
	Training investment, knowledge development, technical skills, soft skills, employee competency, leadership development, career development, adaptability, human-capital value, strategic alignment, competitive advantage
	Human Capital Theory and Resource-Based View

	Theme 2: Learning Transfer and Human Capital Performance
	Training contributes to HCM when employees retain and apply acquired learning, producing improvements in behaviour, competence and performance.
	Learning acquisition, knowledge retention, training transfer, skills application, behavioural change, job competence, employee performance, productivity, innovation, service quality, organisational performance, training evaluation, return on investment
	Training Transfer Theory and Human Capital Theory

	Theme 3: Developmental Investment, Employee Engagement and Human Capital Retention
	Development opportunities communicate organisational support, encouraging employee motivation, satisfaction, commitment and retention.
	Perceived organisational support, reciprocity, motivation, employee engagement, job satisfaction, organisational commitment, loyalty, career progression, intention to stay, turnover intention, employee retention, employability
	Social Exchange Theory

	Theme 4: Individual and Organisational Conditions of Training Effectiveness
	The contribution of training to HCM depends on the characteristics of learners, programme design and the organisational environment.
	Learning motivation, self-efficacy, readiness to learn, previous experience, training relevance, instructional design, training method, feedback, supervisor support, peer support, learning culture, organisational resources, transfer climate, opportunity to apply learning, equality of access
	Training Transfer Theory, Organisational Support Theory and Social Learning Theory


[bookmark: _Toc238681797][bookmark: _Toc239530677]Table 3:Thematic Coding Table
[bookmark: _Toc239530794]3.3 Thematic Analysis  
Theme 1: Training and development of Strategic Human capital.
Training and development develop strategic human capital by developing capabilities that employees can use to organisational goals. Human Capital Management (HCM) is not just limited to administration of the workforce, but development, deployment and retention of knowledge, skills and experience of employees. Training deals with current job capability, and development with expansion in the long term, flexibility and responsibilities. Sartori et al. (2018) relate development with competence, innovation and organisational change, and Boon et al. (2018) differentiate individual knowledge and collective human capital. When they are put together and utilised within an organisation, employee attributes yield strategic value. Attendance at training is thus not necessarily the formation of human capital since learning needs to be applied to practice in the workplace.
[image: ]
[bookmark: _Toc239514358][bookmark: _Toc239514372][bookmark: _Toc239530678]Figure 1:Filling Gaps and Developing Approaches to Training
Source: (Sartori et al.,2018) 
Investment in employee capability is explained in Human Capital Theory and Resource-Based View. Human Capital Theory considers learning expenditure as an investment that is likely to enhance productivity and returns in the future. Resource-Based View further contends that benefit lies in combinations of resources of valuable capability which are scarce and difficult to replicate. Boon et al. (2018) describe the way HR practices relate individual features to the value in the group. Nevertheless, Garavan et al. (2021a) state that based on their review of 207 quantitative studies, training expenditure does not directly translate into skills and performance. Their open systems approach reveals that performance is influenced by inputs into training, design, organisational support and processes in the workplace. The same is also shown by Sartori et al. (2018) who state that development allows adapting and being innovative rather than just closing the skills gap.
Empirical data show that training investment is related to better organisational performance, however, on a conditional basis. Meta-analysis of 119 studies revealed that there was a positive training performance relationship that increased over time and was dependent on national performance orientation and labour costs (Garavan et al., 2021). Uslu et al. (2022) analysed 79 articles that included 107 independent outcomes and achieved motivation, job satisfaction, self-confidence and engagement outcomes. Some attitudes especially benefited with shorter programmes but other objectives demanded alternative methods of delivery. However, Uslu et al. (2022) warn that these differences make training not be considered a uniform intervention. The fact thus questions the supposition that more training will give proportionate human-capital returns.
[image: ]
[bookmark: _Toc239514359][bookmark: _Toc239514373][bookmark: _Toc239530679]Figure 2:Structural Path Model
Source: (Isah Leontes and Hoole,2024)
Human capital, knowledge management and social capital were empowered through development practices among 464 employees in the information and communication technology sector (Al-Tit et al., 2022). Knowledge management describes human-capital development and not social-capital development, which suggests that increased knowledge may not always be useful in strengthening workplace relationships. The data on 362 employees of hotels indicated that organisational commitment related training and career development to performance (Hosen et al., 2024). A similar mechanism was also found by Keltu (2024) who indicated that job satisfaction connected HRD and academic performance. Nevertheless, Isah Leontes and Hoole (2024) stress the importance of engagement, implying that the value of capability can be created only when employees are interested in its use.
One of the main contradictions is whether learning created by training results to be long-lasting workplace behaviour. Garavan et al. (2021b) did not report any significant difference in the relationship between training-quality and training-quantity measures and organisational performance. On the other hand, the results of Uslu et al. (2022) demonstrated that programme characteristics affected results. Learning was enhanced by creativity training, and perceived creative capability was enhanced (McKay et al., 2024). Nevertheless, McKay et al. (2024) found less strong advances in observable behaviour, and delayed benefits were less than immediate outcomes. The completion of successful programmes hence needs to be differentiated with the learning transfer. When organisations evaluate human capital development using attendance, satisfaction or immediate tests and not retained competence and job behaviour, organisations may overestimate human capital development.
The strategic value created depends on the training content and organisational environment. Sheehan et al. (2025) used two-wave evidence such as 816 knowledge intensive firms in four countries in Europe to determine that firm specific training enhanced incremental innovation whereas general training enhanced incremental and radical innovation. These advantages were reinforced through knowledge sharing, which illustrates that transferability of skills can facilitate value even though the skills are not specific to the organisation. Bouwmans et al. (2024) have reviewed 36 studies and created a digital-transformation framework that comprises six skillsets and 44 skills, such as digital working, evidence-based working, entrepreneurship, collaboration, communication and adaptation. Bouwmans et al. (2024) however, based the framework on literature as opposed to causal testing, which constrained certainty on the performance contribution of these skills.
The seemingly unanimous view on training and human capital formation is undermined by methodological shortcomings. Meta-analyses are general evidence but pooling of studies with inconsistent definitions and performance measures. Garavan et al. (2021a) identify threats related to internal and external validity, measurement and statistical inferences of constructs in 207 studies. Al-Tit et al. (2022), Hosen et al. (2024), Keltu (2024) and Isah Leontes and Hoole (2024) use cross-sectional studies, which do not require establishing chronology. Nevertheless, Sheehan et al. (2025) minimise common-method and timing bias due to two-wave, multi-respondent evidence but their sample of European knowledge-intensive limits generalisation. There is also a lack of research to explain how individual learning gets to be collective ability.
The current studies do not provide a complete picture of strategic human capital formation. Not very many studies determine whether learning is retained, transferred, shared and converted into the collective capability. The areas of training investment, learning transfer, knowledge sharing, engagement and performance are rarely combined into a multilevel study. Small businesses, public organisations, less skilled occupations and various institutional settings have limited evidence. The longitudinal evidence is especially needed since the instant learning results will not be able to reveal the possibilities that the capabilities will be useful in the case of the change in the technologies, rights and duties, and the organisational priorities in the workplaces over the course of time. Boon et al. (2018) prove, however, that it is crucial to draw the line between individual and collective human capital. The mobility of employees, lack of equal access to development, informal learning and benefits allocation need additional investigation. Training and development are effective HCM contributors as they develop and refresh strategically valuable capabilities, contingent on the relevance of the programme, engagement, learning transfer, knowledge sharing conditions, and the organisations capacity to implement the acquired skills, in response to the research question.
On the whole, the evidence indicates that training and development will lead to successful HCM through the development of strategically valuable employee capabilities. Their organisational worth, however, is determined by the success of the transfer of learning to workplace performance.


Theme 2: Learning Transfer and Human Capital Performance 
The process by which employee development is made usable human capital is referred to as learning transfer. According to Ford et al. (2018), transfer is defined as the generalisation of knowledge and skills to work and their continuation, whereas, according to Tonhäuser and Büker (2016), it is described as how the employees interact with each other, the design of training and work conditions. Both demonstrate that sustained application is different to programme learning. But Ford et al. (2018) synthesise heterogeneous measures of transfer, whereas Tonhhauser and Bueker (2016) report more evidence about individual rather than organisational ones, which restrict causal inferences. Attendance is therefore not a good indicator as compared to generalisation, maintenance and adaptation. This answers the research question by demonstrating that training can bring about effective HCM in cases where learning is turning out to be continuing workplace capability.
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Source: (Yang and Watson,2022)
In accordance with the personal readiness, the topical design and organisational opportunity are combined to ensure transfer effectiveness. Tonhäuser and Büker (2016) identify motivation and self-efficacy, job-related content and practice, and support, feedback and opportunities to perform. This framework is strengthened by Hakvoort et al. (2025) who combined these attributes in a single transfer instrument. The two studies argue in favour of complementarity: motivation will not be able to overcome the lack of opportunity, and organisational support will not be able to render the irrelevant learning usable. Nevertheless, Hakvoort et al. (2025) tested the instrument on more than 1,500 nurses in Dutch teaching hospitals, providing a considerable amount of evidence but restricting the applicability to other professions and nations. In the case of HCM, training value thus needs to be handled as a system that relates learners, programme design and post-training working conditions.
Transfer is triggered by motivation and attitudes but intention is not performance. Yang and Watson (2022) relate transfer to the tripartite attitude model of affective satisfaction, cognitive usefulness and self-efficacy, and behavioural readiness. In 37 studies, these relationships were mediated by motivation. Based on the Theory of Planned Behaviour, Gegenfurtner and Testers (2022) determined among 182 learners that intention and application a year later were predicted by attitudes and self-efficacy but not by social norms. Nevertheless, their longitudinal nature enhances temporal interpretation, but self-reported transfer between non-traditional students constrains generalisation; Yang and Watson (2022) also used inconsistent measures. HCM ought to build confidence and perceived value and check the intention whether it results in observable behaviour.
The intention to transfer is transformed into application opportunities with the help of the support provided to employees at the workplace. Synthesising 32 studies and 5,487 participants, Reinhold et al. (2018) found that peer support had the greatest effect on motivation and feedback or coaching on transfer. Among 263 managers, Yaghi and Bates (2020) highlighted the importance of peers, but in their case; organisational support was more important in employee evaluation and supervisor support was significant in manager evaluation. Martins et al. (2019) observed that organisational support was more significant in employee evaluation and supervisor support was more important in manager evaluation. Such differences indicate that support functions by encouraging, providing resources and feedback.However, the synthesis of Reinhold et al. (2018) is more diverse, the sample of Yaghi and Bates (2020) is limited to the university, and the evidence presented by Martins et al. (2019) is more multi-source. HCM needs thus to harmonise the support of peers, managers and organisations.
Transferred learning creates human-capital value by enhancing performance and spreading it outside the trainee. Martins et al. (2019) relate behavioural transfer and job performance to application, training reactions and workplace support. Mehner et al. (2025) perpetuate this connection by connecting transfer to knowledge sharing, implying the possibility of collective knowledge being developed out of capability. Ford et al. (2018) conceptualise transfer as a dynamic trajectory and not an outcome. Nonetheless, the six-month employee-and-supervisor evidence by Martins et al. (2019) supports this relationship but is limited to one bank whereas Mehner et al. (2025) time-lagged design expands evidence but is self-reported. This supports the research question by demonstrating that training assists HCM by providing application and capability diffusion among teams.
The problem of transfer interventions is still controversial since the establishment of goals does not guarantee workplace implementation. Greenan (2023) uses implementation intentions: specifying when, where and how learning will be applied is more actionable than goals; they prompted transfer among 67 per cent of 15 individuals. On the other hand, de Jong et al. (2025) reported in 615 participants and 64 programmes that goal-setting did not alter intention or transfer, but rather motivational attributes that had been altered in six weeks. This means that goals need to be practiced, given a chance and encouragement. Nevertheless, the small uncontrolled sample of interviews used by Greenan (2023) does not allow one to make causal conclusions, and the more rigorous comparison carried out by de Jong et al. (2025) only included 233 participants. Application planning is only one aspect of a larger transfer system that should be approached by HCM.
Digital learning develops a new controversy regarding the understanding and assessment of the success of transfer. In a meta-analysis of 31 e-learning studies, O’Neill (2025) discovered that transfer was not frameworked or scaled, and was based on self-report. Martins et al. (2019) demonstrate that application and support in conjunction with delivery can impact job behaviour in online learning, whereas de Jong et al. (2025) found that effects of interventions varied between online and face-to-face learning. Hakvoort et al. (2025) provide multidimensional measurement, but in the context of specialised nursing practice. But, the systematic breadth of O’Neill (2025) reveals inconsistency throughout the field, and sector studies offer detail lacking this ability to generalise. A differentiation between near, far and adaptive transfer assists in answering the research question because it evaluates whether training can facilitate the use of capabilities in varying work situations.
Individual transfer is more explained through literature as opposed to collective human-capital performance. Ford et al. (2018) require transfer paths, O’Neill (2025) points out the fragmentation of subjective measures, and Mehner et al. (2025) relate application to knowledge sharing. Collectively, they demonstrate loopholes in regard to objective productivity, innovation and service results, and transfer of learning between individuals and teams. But the focus of evidence is on banking, universities, healthcare and the judiciary, and even longitudinal studies are seldom tracked on organisational consequences over time. It is necessary to incorporate the employee, supervisor, and objective evidence at time points and levels in future studies. In general, the literature provides an answer to the research question demonstrating that training and development can be helpful in effective HCM provided that learning is generalised, sustained, supported, applied to performance and shared on an organisational level.
Theme 3: Developmental Investment, Employee Engagement and Human Capital Retention 
Developmental investment is the most effective way of enhancing Human Capital Management when the employees perceive training as organisational support and not as a tool of refining the job skills. This developing view changes the HCM to stop looking at employees as mere productive resources and to interpret development as a component of the employment relationship. The Social Exchange Theory (SET) comes in handy in explaining this change since employees with the feeling of favourable organisational treatment can pay back with increased engagement, commitment and willingness to stay. Xuecheng, Iqbal and Saina (2022) discovered that training, job satisfaction and enabling working conditions were linked to a stronger employee retention, and that development has a greater impact when entrenched in a favorable employment experience. Similar findings were made by Mampuru, Mokoena and Isabirye (2024) who found out relationships between training and development, job satisfaction, loyalty and retention among academics. Taken together, these results contribute to the thesis that development value goes beyond acquisition of skills in employees to their perception that their organisation is willing to invest on them. Both studies, however, heavily use self-reported survey data, which introduces the possibility of a common-method bias, and does not allow making strong causal inferences. Moreover, the findings based on specific workplace environments might not be relevant to the other types of employees. The new argument is thus not that development is important, but that the employees feel that the investment is worthwhile that they can pay back. In relation to the research question, this implies that effective HCM must measure perceived developmental support in comparison to traditional training measures.
Training and development do not seem to have a direct effect on employee retention; it is often mediated by engagement, morale and other psychological reactions. This questions the notion that more training will necessarily decrease turnover. Salunkhe et al. (2024) discovered that work engagement had a positive correlation with both satisfaction with training and access to developmental opportunities, whereas better engagement led to the minimisation of turnover intention. This means that training can work on the experience of employees working first before making a decision on organisational membership. The same study by Obeng et al. (2021) also revealed that high-performance work practices affected turnover intentions via employee morale, revealing that employee attitudes are a significant route between HR investment and retention. The results in general supplement SET since workers are able to reciprocate perceived organisational investment by psychological attachment and increased workplace involvement. However, there are still methodological tensions. Salunkhe et al. used convenience sampling and cross-sectional data, which imply that it is not possible to prove the direction of the relationship between engagement and development. Obeng et al. assessed training as part of a broader set of HR practices, and it becomes hard to determine the independent contribution of training. Thus, there is a growing literature on the existence of an indirect but not a deterministic relationship between development and retention. When answering the research question, organisations, in turn, need to consider whether training enhances engagement and morale instead of presupposing that the course completion, in its turn, is the evidence of effective HCM.
Participative and employee-centered development can create more significant engagement than top-down training since worker control can enhance the perceived pertinence and worth of learning chances. This is a new significant point of view in HCM whereby customary development has often been developed by managers or HR departments. In a systematic review and meta-analysis, Bjork, Bolander and Forsman (2021) discovered that bottom-up interventions have the potential to enhance work engagement by allowing employees to marshal their strengths and psychological resources. This evidence hence explains that development can be more efficient when the employees are made active participants in how their capabilities are improved. Hizam et al. (2025) apply this view to the online workplaces and find connections between training and knowledge sharing, empowerment and engagement. The combination of these studies suggests that development is more and more conceptualised as an interactive process, as opposed to merely organisational provision of formal training. The systematic-review approach that Bjork, Bolander and Forsman employ offers fairly good evidence in terms of integrating the results of different studies, but the heterogeneity between interventions does not allow to find one universally applicable approach. Hizam et al., in turn, offer more context-based evidence, restricting the generalisation. The pattern can be explained with the help of SET since even participation and empowerment may be the signs of organisational trust and respect. Therefore, as far as the research question is concerned, effective HCM can be the need to involve the employees in making developmental decisions instead of using standardised training that is solely based on organisational priorities.
Career-growth opportunities can be more important drivers of engagement and retention than the monetary one since employees are increasingly considering development as a factor in future career development. This is a growing controversy to purely economic explanations of staff motivation. Huo (2021) discovered that career-growth opportunities facilitated employee prosperity by boosting learning and vitality, which, in turn, had a role in career outcomes. A two-wave nature of the study also enhances the methodological strength of the study since it minimises certain constraints related to single-time-point surveys, but it is limited by its hospitality setting and cannot be generalised. The perspective presented by Zhu and Song (2022) is complementary yet more challenging. They found that knowledge workers engaged by the development of professional-ability and career goal advancement led to engagement via perceived organisational support and affective commitment, but reward growth did not exhibit a similar impact. Collectively, the results suggest that employees are able to appreciate the chances to grow professionally outside short-term financial gains. The explanation of SET is useful since organisational support may be of a type other than financial, such as career advice, mentoring and exposure to significant development. Nevertheless, occupational differences cannot be ignored: professionals with high levels of knowledge might value professional development more than those who are placed in jobs with a low degree of progression. Hence, the discussion cannot back a blanket denial of monetary compensation. Rather, it suggests that effective HCM must strike the right balance between rewarding and visible career ladders, where the cultivated employees can see an internal future that reflects their expanding skills.
The practicality and applicability of growth also seem to be of more importance in employee commitment than the mere access or amount of training. This is a change of the measurement of developmental investment by hours spent in training, rates of participation or number of programmes to analysing quality of the experience that the employees go through. Wu, Li and Zhang (2025) concluded that training relevance, the ability to use the knowledge learned, career prospects and knowledge sharing had an impact on satisfaction, engagement and organisational commitment. Their results indicate that development has low strategic value in cases where learning is not related to the role or career of the employees. This argument is supported by Ndlela, Tebele and Siwela (2026) through a qualitative approach that demonstrates that engineers may be aware of the presence of organisational retention initiatives, but still indicate flaws in mentorship, career development and communication. The contrast is especially significant as it shows a potential difference between what organisations think they are offering and what employees are experiencing. Quantitatively, the more extensive methodology is capable of detecting more extensive associations but qualitative interviews are more in-depth in relation to employee perceptions. The latter is limited to transferability by the small single-company sample, however. SET provides more insight into this argument: organisational investment will only produce reciprocity when employees feel that investment to be meaningful and fair. The implication is that effective HCM must assess the applicability, accessibility and utilisation of the development as opposed to believing that wide-ranging training provision will automatically generate engagement.
Even positive intentions to stay should not be equated to employee retention as such, which poses one of the biggest methodological challenges in the existing research in HCM. A large proportion of literature assesses the retention indirectly, via turnover intention, intention to stay or job-search behaviour. In a systematic review of 27 studies, Shiri et al. (2023) identified positive associations between continuing professional development and intention to remain, less intention to leave and less job-search behaviour. The review has a more extensive empirical basis than the separate organisational studies and suggests a fairly stable developmental-retention relationship. However, most of the studies underlying the research were cross-sectional and focused within healthcare settings, whereas behavioural retention was less commonly measured as compared to intent. Saad et al. (2021) also showed that HRM practices were able to facilitate cognitive, emotional and behavioural engagement, but the application of the strategy did not reinforce these relationships as intended. This observation brings out a difference between what organisations want their HCM systems to accomplish and the actual response of employees. Having demonstrated their commitment at some point, employees might switch due to external opportunities, personal circumstances or changes in working conditions. Thus, the benefits of development on long-term retention may be overestimated by evidence based mainly on attitudes. To provide a more effective answer to the research question, actual turnover, tenure, internal promotion and post-training mobility, as well as attitudinal measures, should be used to evaluate effective HCM.
The development paradoxes strategic retention since the investment that drives organisational capability may also be the source of enhancing the external employability of employees. This is a growing tension that undermines the fact that investment in human capital has to lead to organisational ownership of such capital. The SET angle is that employees who have been awarded with meaningful developmental assistance will pay back by being more committed and staying a member, but it is not a prerequisite. Development can also boost competencies, confidence and labour-market value of employees that could lead to opportunities with competing employers. In situations where newly developed employees are faced with low internal mobility, poor recognition or lack of opportunity to apply their gained skills, the perceived exchange can be unbalanced although the organisation has made an initial investment. This discussion unites the evidence throughout the theme: engagement has the potential to mediate retention, career development can have greater impact than individual rewards, participative development can enhance perceived value, and training relevance has an impact on whether employees feel positively supported by an organisation. This has resulted in organisations having a two-fold task of ensuring that employees are developed to a level that they enhance human capital and at the same time provide an environment that motivates the increased capacity to stay within the organisation. The new view hence re-defines retention as a product of the general developmental association and not an automatic effect of training (Nabi et al, 2025).
On the whole, the new discussions indicate that the modern concept of training and development has gone beyond the simple argument that training enhances the skills and consequently retention. The conceptual landscape rather shows conflicts among direct and mediated impacts, top-down and staff-led growth, career advancement and monetary compensation, quantity and developmental significance of training, retention intention and real behaviour, and skill formation and outward employability. The social Exchange Theory is a significant interpretive approach in these debates since it gives an understanding of why employees might be prepared to reciprocate the purposeful organisational investment by engaging and committing themselves, and also understanding that the reciprocity can be determined by the manner in which the employment relationship is viewed (Tamayo-Verleene et al.2024). The use of cross-sectional designs, self-reported measurements and industry-specific samples preclude causal inferences regarding long-term retention. Theme 3 directly related to the research question confirms that when training and development are relevant, participative developmental investment is transformed into engagement, career opportunity and reciprocal commitment, the training leads to effective HCM; however, training is not effective when training is viewed as a standalone HR activity. These unresolved tensions are also the basis of providing a logical ground to the Theme 4 which points out the definite gaps that cannot be filled by the evidence that exists.


Theme 4: Individual and Organisational Conditions of Training Effectiveness
The effectiveness of training is not just based on the quality of the programme, but also the personal and organisational environment that determines the transfer of learning into workplace behaviour. Training Transfer Theory gives an account of how knowledge and skills gained in training will be generalised towards the job. Dixit (2022) demonstrates that transfer-support tools can reinforce application in the workplace and Gautam, Gautam and Basnet (2023) consider training design, transfer motivation, supervisory support and peer support to be significant factors. These results imply that acquisition of learning is not enough proof of a successful Human Capital Management (HCM). Nevertheless, these two studies are based on self-reported evidence as well as cross-sectional evidence; hence, restricting confidence on the lasting behaviour change. In the case of the research question, training can only help in effective HCM when capabilities obtained are put into practice at the workplace.
One of the conditions is individual motivation as employees can get the same training, but perform differently depending on the level of readiness and desire to use learning. As Blume et al. (2023) prove, individual traits do not interact with supervisor support to influence training activity and transfer, and these aspects cannot be disentangled. Nielsen et al. (2023) also established that training outcomes did not consistently deliver positive results across the competencies to imply that employee reactions are complex instead of automatic. Training Transfer Theory thus implies that transfer is based on the ability and motivation following the learning process. Even though before-and-after designs are more convincing than one-time surveys, it is hard to determine whether the improvements would continue to happen as short evaluation periods are used. Effective HCM must consequently evaluate the learner preparedness and transfer motivation and attendance.
The importance of organisational support is also vital since employees would not maintain developed capabilities in the workplaces that have minimal encouragement, resources or opportunities to exercise the capabilities. According to the Organisational Support Theory, the employees will evaluate whether their organisation appreciates their input and growth. Mehner et al. (2025) discovered that training transfer and sharing of knowledge take place through the support at the workplace, and that knowledge can be propagated beyond the initial trainee by the provision of these favorable conditions. Similarly, Shukla et al. (2024) name organisational conditions as some of the determinants of online-training transfer. A lot of this evidence however is perceived and not objectively observed support. Training is thus more beneficial to HCM when the employees undergo after-training support as opposed to just being provided with formal development.
The training effectiveness depends on the managerial and peer support since the social environment defines whether employees are able to practise, reinforce and share skills or not. Gautam et al. (2023) focus on supervisory and colleague support, and Mehner et al. (2025) relate the supportive conditions in the workplace with sharing knowledge post-training. These results suggest that transfer is not an individual phenomenon but a social one. This is supported by the Organisational Support Theory, in which the supportive managers communicate that development is important. However, support may change as workload changes, depending on the quality of leadership and the priorities in an organisation, creating varying climates of transfer. Good HCM thus involves the managers reinforcing the learning with feedback, coaching and application opportunities.
The effectiveness is also dictated by training design since the less the content has to do with the job requirements, the less the likelihood of a transfer to occur. Shukla et al. (2024) find design of training to be a factor that affects online transfer, and Langendorf and Khalid (2025) report that studies of digital-training are usually characterized by inconsistent evaluation, small sample size and lack of format comparisons. Online and blended education can raise the accessibility but not guarantee better transfer. The theory of Training Transfer thus ends up drawing the focus of delivery format to the relevance of the job, practice and reinforcement. The lack of methodological consistency does not allow making concrete conclusions about the best mode, and thus HCM should choose training based on its ability to help it to be put into practice.
The issue of the climate of workplace learning expands the discussion since human-capital development can also be accomplished through informal learning not in organized courses. According to Wijga, Beausaert and Kyndt (2025), motivation, self-efficacy, learning climate and job demands are the factors that impact workplace learning. Barbosa and Borges-Andrade (2025) also show that formal training and informal learning behaviours are to be regarded as one. This questions methods of measuring development primarily by course participation since the employees can strengthen capabilities by providing feedback, collaborating and problem solving. The Organisational Support Theory is applicable as the presence of a good learning climate sends the message that development is supported. Nonetheless, the cross-national evidence can blur the occupational and organisational differences. Good HCM must thus be formal training with the constant learning in the workplace.
The effectiveness of training among employee groups might not be the same since not all employees will have equal access and opportunities to put the development into practice. Hwang and Yoon (2023) emphasize fewer and less-educated workers having weaker workplace-learning opportunities, whereas Kroese (2022) demonstrates that training research has typically assumed that gender is a gender-neutral factor in training experiences and outcomes. These results dispute the assumptions that development systems do not influence all workers in the same way. The Organisational Support Theory proposes that the perception of fairness and support may be diminished because of unequal access. Nonetheless, the literature review-based studies reveal the lack of longitudinal research studies that study various employee attributes. The effectiveness of HCM should thus be measured in the workforce groups, as opposed to the organisational averages.
The Organisational Support Theory and Training Transfer Theory are complementary theories that explain training effectiveness. The former would be used to explain how learning transfers into job behaviour and the latter explain how support at the workplace promotes or limits the same. Islam and Amin (2022) demonstrate that human capital is the process of acquisition, development and utilisation as opposed to mere accumulation of skills. Poor support leads to employees learning but failing to transfer, and good workplaces are unable to offset low-quality training. In sum, successful HCM needs the presence of agreement among the readiness of employees, corresponding training design, managerial and peer support, learning climate and application opportunities. Causal inferences are limited by methodological weaknesses such as cross-sectional designs, self-reported measures. Directly relating to the research question, training and development will help in bringing about effective HCM where employees are able to transfer learning and organisational conditions translate the learning into long term workplace performance.
[bookmark: _Toc239530795]3.4 Chapter Conclusion 
This chapter critically examined the literature on training and development of employees and its role in the management of human capital (HCM). In all four themes, it was proven that training cannot be interpreted as a temporary task that can be performed to enhance the skills of employees. Rather, its worth will be determined by the effectiveness of organisations to develop, transfer, apply and retain employee capabilities in the work place.
The theoretical underpinnings were that the Human Capital Theory, Resource-Based Theory, Training Transfer Theory, Social Exchange Theory and Organisational Support Theory are complementary explanations of why organisations invest in employee development and how this investment can yield individual and organisational value. The empirical literature indicated a general consensus that training and development has the potential to enhance employee capability, performance, engagement and organisational outcomes, but these associations are seldom automatic nor homogenous. The transfer of learning was found to be of the utmost importance since training produces little HCM value when the learning is not translated to real work.
The new debates also showed that development can enhance engagement and retention as long as employees see organisational investment in a positive way, can have meaningful career opportunities and are actively involved in their development. Training can however also have an external employability effect and there is a tension between developing and retaining good employees. Lastly, there was evidence that the individual and organisational conditions determine the effectiveness of training. The interaction of employee motivation, readiness and self-efficacy with the design of training, managerial support, peer support, learning climate and application opportunities.
In general, the literature suggests that employee training and development have a role in effective HCM when learning is relevant, transferred to workplace practice and facilitated by the organisation and related to broader career and performance outcomes. However, the limitations of methods such as cross-sectional designs, self-reported and inconsistent definitions of effectiveness limit the ability to draw conclusive causal findings. The results give the conceptual and empirical rationale to study how organisations can transform developmental investment into a long-term human-capital value.


[bookmark: _Toc239530796]Chapter 4: Discussion
[bookmark: _Toc239530797]4.1 Integration of Findings
[bookmark: _Toc239530798]4.1.1 From Training Investment to Usable Human Capital
The most consistent finding throughout the evidence base is that training must be viewed as a starting point of a capability-development process and not its end result. The Human Capital Theory justifies investing in employees since learning enhances knowledge and productive capacity; the review however indicates that spending and participation or course completion cannot solely result into effective Human Capital Management (HCM). Garavan et al. (2021b) discovered that there was a positive, on the whole, training-performance relationship, yet they also revealed that the strength of the relationship depends on the organisational and contextual conditions. This is supported by the study by Schwarz et al. (2026), which examined 19,289 UK firm-years wherein they concluded that investment in managerial and staff training was related to productivity, and that the combination of managerial and staff training produced extra returns. Noteworthy, it was training intensity that mattered more than extensive coverage. This indicates that HCM generates value with the quality, positioning and complementarity of development investment as opposed to training volume.
This understanding also explains why competence ought to be considered as an intermediate resource as opposed to a conclusive HCM outcome. Al-Tit et al. (2022), Hosen et al. (2024) and Keltu (2024) relate development to human capital, performance and satisfaction, but their mostly cross-sectional data cannot definitively determine the chronological order, in which training is converted into organisational value. Recent evidence reinforces knowledge on this mechanism. Otoo (2024) discovered that HRD practices were associated with employee competencies via organisational learning culture, whereas Serenko, Abubakar and Bontis (2024) connected training and development opportunities to job satisfaction, lower turnover intention and human-capital outflow. All of these studies suggest that efficient HCM is not merely a matter of talented people but a system of an organisation that can mobilise, retain and assimilate such talent.
[bookmark: _Toc239530799]4.1.2 Learning Transfer as the Conversion Mechanism
The synthesis recognises the learning transfer as the key conversion process between expenditure in development and the HCM outcomes. The conceptualisation of transfer proposed by Ford et al. (2018) was based on the generalisation and maintenance of learning at work, whereas the evidence synthesised earlier demonstrated that the readiness of learners, the relevance of training, and social support and a chance to use learning repeatedly decide whether such conversion takes place or not. This meaning is reinforced by Chen, Lin and Liu (2024), who discovered that social interaction, trust and shared vision had indirect influences on occupational commitment by transferring training, which varied depending on the presence of soft or hard skills during training. de Jong, Jansen in de Wal and Cornelissen (2025) also found that voluntary participation tended to increase transfer motivation, and the influence of mandatory participation varied depending on the presence of soft or hard skills during the training. Transfer cannot thus be seen as a homogenous post-training phase; it is a contextual process that is influenced at the same time by the employee, programme and workplace.
The same finds a conclusion when formal and informal learning are viewed as one. Gemmano, Manuti and Gonzalez-Romana (2026) discovered that the relationship between HRD exposure and training transfer was mediated by formal training evaluation, and that informal learning behaviours reinforced the relationship between formal training evaluation and transfer. This builds on the previous observation by Mehner, Rothenbusch and Kauffeld (2025) that learning can be transferred past the trainee through social support and sharing of knowledge. The successful HCM then must be comprehended as a capability-circulation system: workers learn, use it, are reinforced, share it with other workers and increasingly instantiate learning in shared practices. Training strategic contribution is therefore not in what the employees learn but rather what the organisation is able to allow them to do with what they have learned.
[bookmark: _Toc239530800]4.1.3 Engagement, Career Value and Retention
The third finding, which is integrated, is that development produces both relational and productive value. According to Xuecheng, Iqbal and Saina (2022), Mampuru, Mokoena and Isabirye (2024) and Shiri et al. (2023), development is capable of reinforcing the satisfaction, commitment and intention to remain. Nonetheless, a development paradox is also apparent in Chapter 3: as the capabilities of employees grow, they might also become more appealing in the external labour market. Oh et al. (2025) have more solid evidence that can be used to assess this tension. On the basis of longitudinal data 408 firms, they discovered that training investment minimised voluntary turnover by enhancing employee commitment and that the hypothesized competence-mediated pathway to higher turnover was not statistically significant. This gives the relational explanation a greater foundation to stand than most cross-sectional studies, but which cannot prove the disappearance of the employability paradox in all occupations and labour markets.
The synthesis hence implies that an attractive internal employment proposition is correlated with retention when there is development. The career development, purposeful work, and rewards and a chance to apply the newly gained skills determine whether employees view development as an important organisational investment. Training also helps HCM to retain workers, as the workers are allowed to translate enhanced ability into internal promotion. On the other hand, when there is a restriction in internal mobility or skill-utilisation, organisations can fund human-capital formation without necessarily being in a position to retain the resulting capability.
[bookmark: _Toc239530801]4.1.4 Future-Ready Human Capital
The last integration deals with technological change. The above review confirmed that digital transformation drives the need to engage in the continuous reskilling of the workforce, but recent data show that technology also alters the beneficiary of development, as well as the mixes of capabilities that generate value. Muehlemann (2025) established that the adoption of AI corresponded with more apprenticeships in firms that already offer training and that the resources that continue training became more concentrated among the higher-skilled employees. Another argument that is being put forward by Tambe (2025) is that the organisational value of AI lies in the fact that it depends on a combination of domain knowledge and algorithmic literacy. Shatila (2026) also discovered that the relationship between digital reskilling and job performance was mediated by learning agility and perceived skill utilisation.
These findings take the research question further than how training builds human capital to the extent that HCM can keep on building and reusing human capital. They also disclose an equality issue which has been comparatively lacked in attention. When the development of AI starts to be disproportionately distributed among already highly skilled, then training can raise aggregate organisational capability at the same time as it raises developmental opportunity inequalities. Good HCM thus involves sustained reskilling, as well as access to said reskilling.
[bookmark: _Toc239530802]4.2 Comparison Between Studies
[bookmark: _Toc239530803]4.2.1 Training and Performance: Direct Effect or Conditional Relationship
The most solid consensus among studies is that training is capable of improving performance, with disagreements over whether it is a direct relationship or not. Garavan et al. (2021a) reveal general meta-analytic evidence of a positive correlation, and Uslu, Marcus and Kisbu-Sakarya (2022) prove that programme characteristics yield different attitudinal and behavioural results. McKay et al. (2024) also discovered that creativity training yielded greater effects on perceived creative capability compared to visible behaviour. Schwarz et al. (2026) give more powerful firm-level data based on a much larger multi-year UK dataset that expenditure intensity and manager staff complementarity are consequential.
The apparent conflict is thus, in part, methodological, as opposed to a substantive one. Meta-analyses are as thorough as possible at the cost of combining studies with non-homogenous definitions of training and performance. Learning can be measured at a programme-level but might be limited to immediate effects, and firm-level productivity data is more powerful organisational evidence but less about psychological and behavioural mechanisms. These strategies thus signify various levels in the same motion instead of necessarily yielding incompatible findings.
Another qualification is provided by Capatina et al. (2024), who demonstrate that gamified corporate training is able to reinforce knowledge retention, knowledge sharing and job performance. Nonetheless, their mixed-method research included 110 participants, which was significantly less than the number of firms that were represented in Schwarz et al. (2026). The comparison warns of the interpretation of a successful delivery method as a universal method of transfer. Gamification can enhance interest in learning. However, the organisational value is reliant on the relevance of skills, transfer and match-up between programme material and organisational capability needs.
[bookmark: _Toc239530804]4.2.2 Transfer: Individual Motivation or Organisational Environment
There is a consensus among transfer studies that motivation is important, but there is disagreement on the degree of explanatory power to be attributed to the individual employee. Gegenfurtner and Testers (2022) related attitudes and self-efficacy to further application, but Reinhold, Gegenfurtner and Lewalter (2018) found significant contributions of peer support, feedback and coaching. Hakvoort et al. (2025) combine multiple dimensions into their transfer measurement but test the measure in the context of nursing, which is a specialised area. Chen, Lin and Liu (2024), in contrast, pay more attention to the social capital and indicate that interaction, trust and shared vision have an impact on the results due to transfer.
Gemmano, Manuti and Gonzalo (2026) confirm that formal evaluation and informal learning work together and de Jong, Jansen in de Wal and Cornelissen (2025) show that conditions of participation and training content can change transfer motivation. These results disrupt the individualistic explanations of transfer failure. Employee who is highly motivated may lack time, management support or practice; on the other hand, an abundance of organisational support will never be able to offset irrelevant or ineffective learning.
Context also assists in the explanation of divergent findings. The autonomy, regulations, complexity of tasks and the possibility of direct application of skills vary in nursing, higher education, banking and high-technology jobs. Thus, effectiveness cannot be explained by any single learner or organisational variable. The more robust conclusion is configurational: The higher the likelihood of transfer is the more the readiness of the learner, the design of the programme and the workplace environment work in harmony.
[bookmark: _Toc239530805]4.2.3 Development and Retention: Commitment or Increased Mobility
Retention brings on a more substantive disagreement. According to Xuecheng, Iqbal and Saina (2022) and Mampuru, Mokoena and Isabirye (2024), there are positive relationships between development and retention related attitudes, whereby Shiri et al. (2023) indicate that continuing professional development is positively associated with higher intentions to stay. However, intentionality cannot be conflated with turnover which is observed. This is a significant measurement limitation of previous evidence.
Oh et al. (2025) enhance it with a longitudinal study with 1,037 observations of 408 companies. Their results confirm the role played by employee commitment as an avenue in which training investment lowers voluntary turnover, but the role played by increased competence was not significant in increasing voluntary turnover. This disparity can be partially due to level of analysis and measurement: the surveys of employees focus on perceived development and intentions, and the longitudinal organisational evidence can help to determine the temporal orders and the observable mobility of workforce better.
However, the results are not sufficient to make a general conclusion that training helps to retain employees. The previous evidence of Zhu and Song (2022) shows that the engagement is stimulated by the professional-ability development and career advancement through the perceived organisational support and influence by affective commitment. Training would thus be most apt in promoting retention in case there is improved ability with viable internal career prospects. This clears up a lot of the seemingly conflicting situation: development raises the value of employees, and the organisational environment is what defines where that greater value is then used.
[bookmark: _Toc239530806]4.3 Theoretical Implications
The results are conducive to Human Capital Theory, although they render the logic of its investment a lot more conditional. Training can enhance productive capability as shown by Garavan et al. (2021b) and more so at firm level by Schwarz et al. (2026). The synthesis however demonstrates that acquired knowledge is simply potential human capital, before it is utilised productively. The interpretation of Human Capital Theory needs to be in terms of an investment-transfer-utilisation-return chain and not a direct investment-return correlation. This extension explains the fact that similar amounts of training expenditure can have dramatically different organisational outcomes.
The Resource-Based View (RBV) is also supported but improved. Boon et al. (2018) stress the significance of converting personal knowledge into a strategically valuable group human capital. The current synthesis shows that the skill rarity/quality does not necessarily be strategic. Whether capability is embedded in an organisation or not is determined by knowledge sharing, the development of social relationships and complementary development across levels of organisations. The evidence of a complementary effect of managerial and staff development can be found by Schwarz et al. (2026), whereas Chen, Lin and Liu (2024) prove the role of social capital in transfer. As a result, the ability to mobilise, integrate and store knowledge developed is as a result not the capability of an employee but the strategic resource that is the employee who has undergone training.
The main theoretical linkage between the Human Capital Theory and the RBV is found in Training Transfer Theory. Ford et al. (2018) clarify the reasons why learning should be generalised and persistent, whereas de Jong, Jansen in de Wal and Cornelissen (2025) and Gemmano, Manuti and González-Romá (2026) demonstrate that the transfer is dependent on the participation conditions, evaluation and informal learning at the workplace. The theory thus is expanded by viewing transfer as a process but not an outcome as a single post-course outcome.
A different, but complementary pathway is explicated by the Social Exchange Theory and Organisational Support Theory. Development translates organisational investment in employees and thus can stimulate the mutual engagement and commitment. However, the concept of reciprocity varies with the perceived relevance, usefulness and fairness of developmental opportunities. Oh et al. (2025) offer more longitudinal evidence to commitment as a retention mechanism. The general theoretical implication is thus that successful HCM works via two interlocking pathways: a capability pathway, where development becomes performance via transfer and utilisation, and a relational pathway, where development creates engagement and retention via perceived support and reciprocity. The complete evidence cannot be attributed to either of the theoretical pathways separately.
[bookmark: _Toc239530807]4.4 Identification of gaps
The first gap is significant and is causal and temporal. To a large extent the literature is cross-sectional and relies on self-reported measures to measure competence, satisfaction, engagement or transfer. This is despite the fact that even in situations where positive relationships seem to be consistent, reverse causality can still be a possibility since it is also possible that high-performing or highly-engaged employees are also more likely to get development. Longitudinal designs like Oh et al. (2025) and large multi-year firm designs like Schwarz et al. (2026) have stronger designs, but are relatively rare. The research in the future ought to relate the pre-trainings conditions, learning acquisition, transfer, goal performance and real retention with time in a series of time periods.
The second gap is related to levels of analysis. The current literature often halts at competence of employees, attitudes or self-reported performance despite the fact that HCM is, after all, about the overall organisational ability. The sharing of knowledge is becoming more appreciated, yet there is limited research to examine the way that knowledge gained by a single employee can be translated into team practices, process enhancement, innovations or long-term organisational efficiency. The existing dissertation fills this conceptual gap by incorporating the individual learning, transfer, knowledge sharing and organisational outcomes in a single explanatory chain. This, however, is a contribution to synthesis as opposed to empirical evidence and the proposed relations are yet to be tested at multilevel longitudinally.
Third, there is still a fragmented measurement. Hours of training, spending, desire to leave, self-reported transfer and firm productivity are often used as a measure of training effectiveness, despite being used to measure different phases. Schwarz et al. (2026) differentiate between training coverage and investment intensity and Gemmano, Manuti and González-Romá (2026) differentiate between HRD exposure, formal evaluation and transfer. Future research needs to involve unity of learning measures, behavioural measures, career measures and organisational measures as opposed to choosing a single proxy and using it as an indicator of overall HCM efficacy.
Lastly, there is still significant contextual, technological and equality discrepancies. Current evidence is focused on specific jobs, organisations and country contexts, which restricts its use to SMEs, governmental organisations, less skilled work and other institutional contexts. This gap is boosted by AI. Muehlemann (2025) shows that the continuing-training materials might shift to the already more skilled employees after the adoption of AI. Future studies on HCM must thus look at the beneficiaries of reskilling, rather than the issue of whether reskilling increases aggregate performance. This dissertation is a significant synthesis gap, as it links the above concepts of capability formation, transfer, engagement, retention and continuous skill renewal, but empirical studies are needed to determine how these processes vary between groups of employees and organisational settings.
[bookmark: _Toc239530808]4.5 Conceptual Framework
This dissertation offers a Strategic Training-to-Human-Capital Value Framework based on the above synthesis. The framework starts with strategic training and development investment which is influenced in collaboration with the organisational capability requirements and the requirement of employee’s development. Learning and acquisition of capability is brought about by the investment, but the transfer conditions, such as employee motivation and self-efficacy, relevance of the programme, managerial and peer support, training evaluation, and the possibility to put learning into practice and facilitating learning culture are all needed to progress to HCM value. Effective transfer then leads to skill-utilisation and sharing of knowledge and two parallel routes are formed.
[image: ]
[bookmark: _Toc239514375][bookmark: _Toc239530681]Figure 4: Conceptual Framework 
Source: Created by the author
The former is a capability pathway and results in employee competence, performance, innovation and organisational productivity, the latter is a relational pathway and results in engagement, satisfaction, commitment and retention. These channels lead to a sustainable human-capital value in the end. Career opportunities, employment context, equality of developmental access and technological change are moderating conditions and organisational outcomes provide a feedback mechanism to guide further training priorities. The framework thus builds on the current Human Capital, Resource-Based, Training Transfer and Social Exchange explanations, by theorising the effectiveness of training as a multi-stage, two-way and organisationally internalised process, not an immediate linkage between training delivery and HCM performance.


[bookmark: _Toc239530809]Chapter 5: Implications
[bookmark: _Toc239530810]5.1 Theoretical Implications
[bookmark: _Toc239530811]5.1.1 Refining Existing Theories
The results indicate that researchers need to end the inclination of viewing training as a direct input that automatically leads to performance. Human Capital Theory is not obsolete since the productive knowledge and skills are developed through training. However, the synthesis shows that only potential value is brought about by investment until the transfer, utilisation and sharing of learning takes place. The way Human Capital Theory should be applied in the future ought to have a series of investment, so as to acquire capability, transfer, utilisation and organisational return. This polishing is aligned with Beier et al. (2025), stating that the alteration of work conditions presupposes the necessity of ongoing learning in the workplace and the empowered person-centred stance towards the skill development. The Resource-Based View ought to also go beyond the ownership of talented workers to how the organisation can integrate, store and spread their talents. The framework that emerged in Chapter 4 thus defines transfer, knowledge sharing and learning climate, as channels whereby individual capability is transformed into a resource that is strategically embedded in an organisation.
Transfer Theory of training should be extended as well. Instead of only theorising transfer in terms of a directional flow between a training course and a job, the given framework views it as a two-way flow that never ends and is embedded within a social context. Wahl and Hybertsen (2025) illustrate how workplace experience may be the source of the feedback on further training episodes, whereas Hirv-Biene et al. (2025) focus on personal learning patterns and context-specific assistance. Transfer is not an event that takes place after training, but as a continuous interaction between the learners, the training design and the conditions at the workplace, and scholars ought to analyse it as such. Social Exchange Theory and Organisational Support Theory are useful in explaining the relationship course identified in Chapter 4 but this paper proposes that perceived organisational investment results in engagement and commitment especially when development is applicable, available and utilised. The theories are thus substantiated, but their limits of explanation are narrowed down.
[bookmark: _Toc239530812]5.1.2 Academic Contribution of the Proposed Framework
Strategic Training-to-Human-Capital Value Framework is an integrative lens that links the formation of capabilities and relational outcomes into one process. The current literature often separates out performance, transfer, engagement or retention, but the framework suggests that they are interdependent steps and similar routes. The scholars ought to thus examine capability and relational implications jointly and not repeatedly test discrete training-outcome associations. Mitschelen and Kauffeld (2025) show that workplace development is increasingly integrating formal, informal and self-regulated learning, which facilitates a more inclusive perspective of the ways of developing capability beyond formal courses. The framework also presents the HCM outcomes to future development priorities feedback, thus, conceptualising HCM as a recursive learning system, instead of the linear intervention. Its input is purely conceptual and not empirically causal in that it should be applied by researchers as a model to develop hypotheses and test them empirically.
[bookmark: _Toc239530813]5.2 Practical & Managerial Implications
[bookmark: _Toc239530814]5.2.1 Strategic Training and Transfer Management
The completion of courses should not be the priority of managers over transfer. The training needs must be first associated with the role requirement, the gaps in the organisational capability, which is followed by the programmes to offer realistic practice, allowance to practise in the workplace, post training coaching and explicit transfer expectations. As illustrated by Koch and Wisshak (2025), learning characteristics of the learners, programme design and working environment help the trainers to enhance the transfer. HR departments should not be held responsible as line managers and trainers should be held in charge of the application of training post training. This suggestion clearly indicates what Chapter 4 concluded, which is the creation of organisational value once acquired capability is practicable workplace behaviour.
Assessment must hence cease to be in terms of attendance, satisfaction questionnaires and post-assessment quizzes. The organisations ought to gauge the retention, application and sharing of competencies and whether they produce behavioural, service or performance results. Ardondi et al. (2026) find that there is a significant lack of cohesiveness in the current training-transfer evaluation tools, which supports the necessity to have a more standardised method of measurement. Such a process of needs diagnosis, programme design, transfer planning, workplace reinforcement, outcome evaluation and redesign should therefore be a recurring process that managers should set. This operationalises the feedback process that is part of the conceptual framework and transforms training evaluation into a strategic HCM activity and not an administrative process.
[bookmark: _Toc239530815]5.2.2 Employee Support, Retention and Inclusive Development
Managers must also consider development as a component of employment relationship and not just a productivity mechanism. These newly acquired capabilities would have to be matched by positive possibilities of skill application, in-house growth and reward or the organisations might end up creating employees without necessarily enhancing their loyalty to the organisation. There should also be increased participation in development. Schettino et al. (2024) also discovered that perceived behavioural control and continuous-learning culture had an impact on digital learning transfer intentions. Managers are hence advised to engage employees in setting the development objectives and to proactively eliminate barriers to transfer like overworking of employees, ineffective supervisory-motivation or lack of a chance to utilise new skills.
Development should be an equal opportunity HCM responsibility. Beier et al. (2025) urge organisational strategies of learning that accommodate the growth of people, as well as employees who might have lesser access to organisational learning opportunities. Instead of believing that aggregate training expenditure is fair development, organisations ought to consider development participation and career progression over occupational levels and employment arrangements. This is becoming more critical in the context of digitalisation as future employability will be based on lifelong learning, and disparities in access to development could further increase the existing gap in capabilities in organisations.
[bookmark: _Toc239530816]5.2.3 Policy, Industry and Action Implications
Instead of using the number of training hours or spending as the primary measure of workforce development, policy makers and industry bodies are advised to ensure organisations exhibit quality of development and transfer of capabilities. Regulated or safety-critical activities should also have periodic retraining that includes structured reflection on workplace experience since Wahl and Hybertsen (2025) indicate that transfer can be reciprocally between work and formal training. Guidance that is provided to the industry should thus focus more on sustained competence, employment prospects, feedback and ongoing learning. The strategic change at organisational level which is required is the shift form just offering training to the circulation of capability. Zahrani (2026) also correlates integrated training and employee development with employee performance and organisational sustainability, which supports the strategic, but not administrative, purpose of development.
[bookmark: _Toc239530817]5.3 Research Implications (Future Directions)
[bookmark: _Toc239530818]5.3.1 Boundaries of the Study
These implications are to be interpreted within the confines of this dissertation. The review was based solely on secondary evidence and focused mostly on English language organisational literature released in the identified 2016-2026 timeframe. The evidence was quite different based on the industry, geography, measurement and methodology, and most of the studies relied on cross-sectional surveys and self-reported results. The conceptual framework, therefore, incorporates the recurrent relationships that have been found throughout the literature but fails to prove the causality on its own. It might also be less applicable to micro-enterprises, informal and institutional employment, which were underrepresented in the examined studies. Future researchers are thus advised not to assume the framework to be universally tested till these contextual limits are established to be tested.
[bookmark: _Toc239530819]5.3.2 Future Research Agenda
Future scholars ought to empirically validate the proposed framework by conducting longitudinal and multilevel studies that track the employees under pre-training conditions up to their learning acquisition, transfer, knowledge sharing, performance and actual retention. Employee and supervisor measurements should be supplemented by objective indicators since Ardondi et al. (2026) show that there is still a fragmentation of how transfer in the workplace is measured. Alternative transfer-support practices should be compared using experimental and quasi-experimental designs and cross-sector and cross-country studies should determine whether the proposed relationships are different in organisational and institutional settings. It should also be investigated whether formal, informal and self-regulated learning support each other in the long term, and in this way, the patterns of workplace-learning that are integrated, as identified by Mitschelen and Kauffeld (2025). Lastly, researchers ought to explore the question of whether disparities in access to digital reskilling increase human-capital disparities and whether the suggested capability pathway and relational pathway work independently, sequentially or in a reinforcing manner.


[bookmark: _Toc239530820]Chapter 6: Conclusion
[bookmark: _Toc239530821]6.1 Answering the research question
[bookmark: _Toc239530822]6.1.1 Final Answer to the Research Question
The aim of this dissertation was to respond to the following research question: How do training and development of employees help in effective Human Capital Management? The critical review finds that training and development lead to effective HCM when it is employed as an integrated process where employee knowledge and capabilities are built, transferred to workplace practice, used productively and retained in the organisation. Provision of training itself does not bring about sustainable human-capital value. Its contribution hinges on whether or not acquired learning turns into meaningful workplace capability and whether or not organisational circumstances permit employees to apply, share and further develop that capability.
There were four noteworthy conclusions. To begin with, training and development is a strategic human-capital investment since it enhances the knowledge, competence, flexibility and ability of employees, to cope with evolving organisational needs. But this investment is not a value that is automatic. Second, learning transfer became the primary process that links training and performance of employees and organisations. The conversion of development into sustained workplace behaviour is influenced by motivation, relevance of the programme, managerial and peer support, learning climate and opportunities to apply the knowledge gained.
Third, development also brings about relational and capability-based results. When employees are able to view training as an organisational investment that is meaningful, as well as opportunities to grow their careers and apply their skills, engagement, satisfaction, organisational commitment and retention can be enhanced. Nevertheless, development is not always associated with retention as external employability can also improve with increased capabilities. Fourth, a change in technology has raised the value of continuous reskilling and at the same time, it has brought issues of unequal access to developmental opportunities into the limelight. Good HCM thus demands sustained, participative and workforce development that is strategically aligned as opposed to individual training initiatives.
[bookmark: _Toc239530823]6.2 Contributions
[bookmark: _Toc239530824]6.2.1 Academic Contribution
The dissertation is scholarly in that it combines the spheres that have often been looked at independently. The current studies usually explore the performance of training, learning transfer, employee engagement or retention separately. This review united these relations and showed them to be interrelated steps and directions of the broader process of human-capital development.
One of the significant contributions was the Strategic Training to Human Capability Value Framework. The framework also conceptualises the training effectiveness as a process that starts with investment in the development and then advances to the acquisition and transfer of capabilities and then breaks down into two processes namely; the capability and relational paths. The capability pathway articulates how the utilisation of skills, sharing of knowledge, performance and innovation are being built as part of organisational human capital whereas the relational pathway articulates how development could actually impact engagement, satisfaction, commitment and retention. This process is further impacted by contextual conditions and continuous feedback.
The framework thus fills a perceived gap in the existing theoretical literature by incorporating into a more unified account of training effectiveness the Human Capital Theory, the Resource-Based View, the Training transfer Theory, the Social Exchange Theory and the Organisational Support Theory. The dissertation does not substitute these theories but proves the possibility of relating their areas of explanation.
[bookmark: _Toc239530825]6.2.2 Practitioner Contribution
To practitioners, the research redefines the focus of providing training to address the management of capability development and utilisation. Participation, hours of training and immediate satisfaction should not be the main criteria used by organisations to assess the success of training. Having an effective HCM means that managers must pay attention to whether the learning is retained, transferred, used, shared and connected to organisational priorities.
The dissertation also shows that the effectiveness of training should not be left to the HR departments alone. The overall impact of managers, supervisors, employees and organisational systems on whether learning will be usable human capital. Therefore, the workforce development must be tied to performance management, career development, managerial support, knowledge sharing and future workforce planning.
[bookmark: _Toc239530826]6.3 Limitations 
[bookmark: _Toc239530827]6.3.1 Boundaries of the Review
These conclusions have a number of limitations which should be taken into consideration when interpreting them. The dissertation relied purely on secondary research and thus, was subject to the quality, scope and methodological decisions of earlier published research. It was able to synthesise relationships and determine patterns but not determine causality on its own.
The review mostly incorporated English-language publications that were published between 2016 and 2026 and some previous theoretical literature. The outside boundaries of these boundaries may have resulted in the exclusion of relevant evidence. Moreover, the literature involved various industries, jobs and national settings and this restricted the uniformity of one conclusion to all organisations.
Another weakness is related to the evidence itself. Numerous studies reviewed were based on cross-sectional surveys, self-reported transfer, employee attitudes and intentions instead of objective performance or actual retention. There was also a great diversity of definitions and measurements of training effectiveness. Such differences in methodology imply that the conceptual framework constructed in this dissertation can be seen as a theoretically based synthesis that needs additional empirical support instead of a causal model that has been proved universally.
[bookmark: _Toc239530828]6.4 Final recommendations and future research
[bookmark: _Toc239530829]6.4.1 Recommendations for Scholarship and Practice
The Strategic Training-to-Human-Capital Value Framework has to be first empirically tested in future research with longitudinal and multilevel designs. The acquisition, transfer, knowledge sharing, performance and retention of employees should be tracked since pre-training conditions to learning transfer is still fragmented in existing transfer measurement (Ardondi et al., 2026). The research ought to involve employee reports as well as manager evaluations as well as objective organisational measures as opposed to single-source evidence.
Second, scholars need to explore the longitudinal relationship between formal, informal and self-regulated workplace learning. This is especially relevant as modern workforce development is becoming more and more a part of non-traditional training programmes and lifelong learning in the workplace (Mitschelen and Kauffeld, 2025).
Third, the focus should be directed towards inclusive reskilling and the contextual differences. Future researchers need to contrast lower and higher skilled workers, SMEs and larger organisations, public and privately-owned organisations and in various national contexts. Organisations also need to check on those who are given the development opportunity and the possibility of use of the new capabilities. The workplace learning should be able to be adaptive to the changing needs of the workforce, as well as acknowledge the distinctions between workers and the workplace conditions (Beier et al., 2025).
In the end, this dissertation finds that training inherently gains strategic significance not when employees simply undergo training but when organisations are able to convert the training into practised, distributed, stored and ever-renewed human capital.
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	Ford et al. (2018)
	Review what is known about transfer and maintenance of training
	International
	Review/conceptual paper
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	Tonhäuser & Büker (2016)
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	Netherlands
	Instrument-development empirical study
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	Investigate whether implementation intentions improve transfer
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	Empirical intervention study
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	Small sample of 15 participants; specifying when, where and how learning would be applied encouraged transfer.
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	de Jong et al. (2025)
	Examine goal-setting and motivational changes in training transfer
	Not specified in chapter
	Quantitative comparative study
	T2
	Evidence across 615 participants and 64 programmes showed goal setting alone did not significantly change transfer.

	25
	O’Neill (2025)
	Evaluate how transfer is conceptualised and measured in workplace e-learning research
	International
	Systematic literature review
	T2, T4
	Review of 31 e-learning studies identified inconsistent frameworks, measures and heavy reliance on self-reporting.
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	Xuecheng, Iqbal & Saina (2022)
	Examine training, job satisfaction, working conditions and employee retention
	Asian organisational context
	Quantitative empirical
	T3
	Training and supportive working conditions were associated with greater satisfaction and retention.

	27
	Mampuru, Mokoena & Isabirye (2024)
	Examine training/development, satisfaction, loyalty and retention among academics
	South Africa
	Quantitative empirical
	T3
	Training and development showed positive relationships with job satisfaction, loyalty and employee retention.

	28
	Salunkhe et al. (2024)
	Examine development opportunities, training satisfaction, engagement and turnover intentions
	IT-sector context
	Quantitative empirical
	T3
	Greater training satisfaction and developmental opportunities increased engagement and reduced turnover intention.

	29
	Obeng et al. (2021)
	Test how high-performance work practices influence turnover intentions
	Ghana/hospitality context
	Quantitative empirical
	T3
	Employee morale mediated the relationship between broader HR practices and turnover intentions.

	30
	Björk, Bolander & Forsman (2021)
	Evaluate employee-led or bottom-up interventions for improving engagement
	International
	Systematic review and meta-analysis
	T3
	Bottom-up interventions can strengthen engagement by allowing employees to mobilise personal and workplace resources.

	31
	Hizam et al. (2025)
	Examine training and talent practices in digital workplaces
	Malaysia/digital-workplace context
	Quantitative empirical
	T3
	Links training, knowledge sharing, empowerment and employee engagement.

	32
	Huo (2021)
	Examine career-growth opportunities and employee thriving
	Hospitality/restaurant context
	Two-wave quantitative study
	T3
	Career-growth opportunities enhanced learning and vitality and contributed to favourable career outcomes.

	33
	Zhu & Song (2022)
	Examine career growth, perceived organisational support, commitment and engagement
	China
	Quantitative empirical
	T3
	Professional-ability and career-goal development contributed to engagement through organisational support and affective commitment.

	34
	Wu, Li & Zhang (2025)
	Examine how training experiences contribute to satisfaction, engagement and commitment
	China
	Qualitative empirical
	T3
	Training relevance, application opportunities, career prospects and knowledge sharing influence commitment.

	35
	Ndlela, Tebele & Siwela (2026)
	Explore organisational retention initiatives and employees' experiences of development
	South Africa
	Qualitative case study
	T3
	Identifies weaknesses in mentorship, career development and communication despite formal retention initiatives.

	36
	Shiri et al. (2023)
	Examine whether continuing professional development supports employee retention
	International; strong healthcare representation
	Systematic review
	T3
	27 studies generally associated professional development with intention to remain and reduced intention to leave.

	37
	Saad, Gaber & Labib (2021)
	Examine HRM practices and different dimensions of employee engagement
	Egypt
	Quantitative empirical
	T3
	HRM practices supported cognitive, emotional and behavioural engagement, although strategy implementation did not strengthen all relationships.

	38
	Dixit (2022)
	Examine whether transfer-support tools encourage application of acquired learning
	Multi-sector context
	Quantitative empirical
	T4
	Transfer tools were associated with greater workplace application of training.

	39
	Gautam, Gautam & Basnet (2023)
	Examine training design, motivation and social support as transfer determinants
	Nepal/emerging-market context
	Quantitative empirical
	T4
	Supervisor and peer support, transfer motivation and training design influence transfer.

	40
	Blume et al. (2023)
	Examine interactions between individual characteristics and supervisor support
	USA/management-training context
	Quantitative field study
	T4
	Shows that employee characteristics and supervisory conditions jointly affect training activity and subsequent transfer.

	41
	Nielsen et al. (2023)
	Examine training transfer and outcomes across different competencies
	Construction-sector context
	Mixed-method empirical study
	T4
	Training effects differed across competencies, challenging assumptions that all training outcomes improve uniformly.

	42
	Shukla et al. (2024)
	Identify determinants of transfer from online training
	International
	Systematic literature review
	T4
	Learner characteristics, training design, digital conditions and organisational environment influence online-training transfer.

	43
	Langendorf and  Khalid (2025)
	Review digital-training approaches and their evaluation
	International/industrial contexts
	Systematic literature review
	T4
	Found inconsistent evaluation approaches, small samples and insufficient comparisons between digital-training formats.

	44
	Wijga, Beausaert and  Kyndt (2025)
	Identify individual and contextual antecedents of workplace learning
	International
	Systematic literature review
	T4
	Motivation, self-efficacy, learning climate and job demands influence continuous workplace learning.

	45
	Barbosa & Borges-Andrade (2025)
	Examine formal training together with informal workplace-learning behaviours
	34 countries
	Cross-national quantitative study
	T4
	Demonstrates that employee capability development includes both formal training and informal learning behaviour.

	46
	Hwang & Yoon (2023)
	Examine inequalities in workplace learning opportunities
	International
	Review/conceptual paper
	T4
	Lower-skilled and less-educated workers can experience weaker access to learning and development opportunities.

	47
	Kroese (2022)
	Examine gender considerations within workplace training research
	International
	Integrative literature review
	T4
	Review shows that employee characteristics and gender-related factors can influence training experiences and outcomes.

	48
	Islam & Amin (2022)
	Synthesise how human capital is conceptualised and linked with organisational/employee outcomes
	International
	Systematic literature review
	T1, T4
	Human capital involves acquisition, development and utilisation, not merely accumulation of employee skills.

	49
	Tamayo-Verleene et al. (2024) 
	Examine how T&D perceptions influence individual performance through self-efficacy and engagement
	Philippines
	Quantitative empirical study
	T2, T3
	421 agents in 17 call-centre companies. Organisational T&D investment affected role performance through self-efficacy and engagement. 

	50
	Nabi et al. (2025) 
	Examine the effect of training satisfaction on organisational performance through engagement and job satisfaction
	Bangladesh
	Quantitative survey; PLS-SEM/IPMA
	T1, T3
	282 textile/apparel respondents. Training satisfaction positively influenced performance; engagement and job satisfaction acted as mediators. 
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