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Chapter

Job Training Satisfaction, Job 
Satisfaction, and Job Performance
Wen-Rou Huang

Abstract

Training is an important ongoing investment in human assets to assist employ-
ees in learning skills and acquiring knowledge to achieve organizational goals. 
To maximize training effectiveness, three major activities of needs assessment, 
program design and delivery, and training evaluation need to be well-prepared to 
make trainees be satisfied with the training. Job training satisfaction proposed by 
Schmidt in 2007 was defined as how people feel about the aspects of the job training 
they receive in the workplace. Research has shown that well-designed and prepared 
training activities in a training program will result in job training satisfaction (JTS), 
which then influences employee’s work-related attitudes such as job satisfaction 
(JS). This will further affect their intentions of turnover and job performance. 
Thus, in this chapter, the fundamental concepts of training, job satisfaction, and 
job training satisfaction will be introduced. The key factors and models to develop 
successful training programs will be presented. The relationships between training, 
job training satisfaction, job satisfaction, and job performance will be elaborated. 
The purpose of this chapter elucidates the importance of JTS, which human 
resource practitioners should always bear in mind when designing and delivering a 
training program.

Keywords: training, training effectiveness, job training satisfaction, job satisfaction, 
job performance

1. Introduction

Nowadays, organizations are facing a lot of challenges when competing in vari-
ous sectors of the global market such as economics, technology, and labor. One of 
the crucial strategies for an organization to gain competitive advantage is exploita-
tion of training. In particular, training is an important function for an organization 
to cultivate employees’ explicit and implicit knowledge, skills, and abilities and 
transfer employees into the valuable resources of an organization. This function 
is not only linked to improvement of business performance but also an effective 
determinant in shaping employee attitudes, which are critical variables to influence 
job performance [1]. According to the literature, job satisfaction is defined as “a 
pleasurable emotional state resulting from the appraisal of one’s job or job experi-
ences” ([2], p. 94). It is one of the major job attitudes to affect employees’ behaviors 
and shows a strong relationship with other affective outcomes such as learning 
motivation, turnover rate, and firm performance [3].
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Since training and job satisfaction are two important variables which individu-
ally produces impacts on firm performance, this chapter aims to elaborate training 
in organization toward job satisfaction. This chapter is organized in four sections. 
The first section describes how to plan and carry out an effective training program. 
It begins by discussing the definition of training and the meaning of learning. Next, 
a training effectiveness model is constructed to present a whole picture about the 
factors which influence the training outcomes. Elucidation will be provided for each 
part of the model which includes individual characteristics, organizational charac-
teristics, and task characteristics, followed by needs assessment, training design, 
and training evaluation. The second section focuses on job satisfaction in which the 
fundamental concepts are introduced. This is followed by discussion of the impacts 
of job satisfaction on job performance. The third section describes job training 
satisfaction and how it contributes to job satisfaction, job performance, and other 
work-related attitudes. The final section is Conclusions.

2. Training

2.1 Training and learning

What is training? Training refers to “a planned effort by a company to facilitate 
employees’ learning of job-related competencies” ([4], p. 5). It is also defined as “a 
planned and systematic effort to modify or develop knowledge, skills and attitudes 
through learning experiences to achieve effective performance in an activity or a 
range of activities” ([5], p. 41). Training is the major means to be used by organiza-
tions to cultivate employee competence to reach the appropriate required levels. It is 
also an important business strategy for organizations to cope with a variety of forces 
affecting the workplace [6, 7]. It is stated that training is organized and used by an 
organization as a business strategy to help employees develop and acquire compe-
tence, which includes knowledge, skills, behaviors, and attitudes that are critical for 
successful job performance. Typically, training can be distinguished by two basic 
types of locations where it is conducted, i.e., off-the-job and on-the-job. Off-the-job 
training provides learning opportunities on a variety of topics at a site other than 
where the work is actually done, whereas on-the-job training (OJT) occurs in the 
work setting itself [6]. With the assistance of modern technology, online training 
can be realized as well [8]. No matter which sites or ways the training is conducted, 
the key to effective training is to activate learning to occur.

In most of the textbooks, learning is defined as an effect of experience on 
behavior [9]. It is related to a process of change in behavior that is due to experience. 
Actually, all learning involves two processes: one is an external interaction process 
between the learner and his or her social, cultural, and material environment, 
and the other is an internal psychological process of elaboration and acquisition in 
which new impulses are connected with the results of prior learning [10]. However, 
if the outputs of learning process (either through external or internal) only produce 
change in people’s behavior, such a definition cannot be satisfied by many research-
ers [9]. Therefore, learning has also been defined as “a relatively permanent change 
in human capabilities that is not a result of growth processes” ([4], p. 140). Based 
on this definition, learning can bring out three different outcomes. The first one is 
the content dimension, which refers to knowledge, understanding, skills, abilities, 
and attitudes. The second one is the incentive dimension which includes emotion, 
feelings, motivation, and volition. The final one is the social dimension, which 
involves interaction, communication, and cooperation [10]. Learning, thus, can be 
further referred to as a process that is “seen” through changes in knowledge, skills, 
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attitudes, behaviors, emotion managing ability, communication style, and more 
during training and generalization to the transfer context.

Traditionally, in the workplace, learning occurs through formal training and 
development. All formal learning activities are designed with specific learning 
objectives to cultivate employees in lifelong processes for ongoing development 
and acquisition of competencies to meet the challenges that the organization 
faces from its internal and external environment [8]. Typically, such learning is 
activated through direct instruction, which engage learners in lectures, discus-
sions, simulations, role-plays, and other structured activities [11]. With tech-
nological advancement and intense competition, training scholars have claimed 
that employees must extend their learning outside the formal classroom or work 
settings to ensure competencies are maximized [12]. Thus, informal learning 
becomes important because it represents the most part of learning occurring in 
organizations. Watkins and Marsick characterized informal learning as a process 
“based on learning from experience, embedded in the organizational context, 
oriented to a focus on action; governed by non-routine conditions; concerned 
with tacit dimensions that must be made explicit; delimited by the nature of the 
task, the way in which the problems are framed, and the work capacity of the 
individual underlying the task; and enhanced by proactivity, critical reflectivity, 
and creativity” ([13], p. 287). It is unstructured and occurs outside a learning 
institution [11].

Figure 1 shows the relationships between training and learning. Training, either 
off-the-job, on-the-job, or online, involves transferring expertise and knowledge 
from experts who have it to novices who need it [14]. Both training and learn-
ing activities consist of a process of knowledge sharing, which is an element of 
reciprocity and is a giving-taking exchange process of information or assistance 
to others [15]. Knowledge sharing between employees and across teams allows an 
organization to exploit existing knowledge-based resources and has been identified 
as a positive force in creating innovative organizations [15–17].

2.2 Model of training effectiveness

In a competitive environment, while employee training and learning have 
become an increasingly important strategic issue for organizations [8], the core 
concern is how to help the company and trainees receive benefits from the train-
ing activities? The related questions include “what kind of factors that may affect 
the success and effectiveness of training” and “what/how trainers can do to make 
training program effective?” Training effectiveness, according to Noe ([4], p. 216), 
refers to “the benefits that the company and trainees receive from training.” It 
focuses on understanding the whole learning system to determine why learners 
learn or do not. It also explains why the learning results happen and assists training 

Figure 1. 
The relationships between training and learning.
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designers to make troubleshooting to improve training [18]. Thus, theoretically, 
training effectiveness is the study of the individual, training, and organizational 
characteristics that influence the training process before, during, and after training 
[18]. Training effectiveness differs from the training evaluation. Training effective-
ness is a theoretical approach to understand learning outcomes, whereas training 
evaluation is a methodological approach to measure these learning outcomes [18]. A 
summarized model of training effectiveness is presented in Figure 2 [19]. Figure 2 
shows the factors that impact the training outcomes and job performance and the 
relationships between them. Three major topics will be discussed, that is, needs 
assessment before training (shaded with gray color), program design and delivery 
during training (shaded with orange color), and training evaluation after training 
(shaded with pink color).

2.2.1 Before the training: needs assessment

Effective training practices involving the use of a training design process begin 
with a needs assessment [4, 8, 18]. A need is a measureable gap between two 
conditions—what currently is and what should be [20]. In order to define the gap of 
need in training, a complete assessment process should be conducted to figure out 
problem areas, issues, or difficulties that should be resolved [20]. Thus, a train-
ing needs assessment refers to the process used to determine whether training is 
necessary and why specific training activities are required [4, 8]. In most contexts, 
a needs assessment focuses on gaps rather than solutions [20]. Theoretically, it 
involves three levels of analysis: organizational analysis, person analysis, and task 
analysis. Organizational characteristics, individual characteristics, and task char-
acteristics are factors to be considered for three levels of analysis in the beginning 
of training design. The purpose of these levels of analysis is to realize the gaps in 
current training programs and further to collect information for program design 
and problem-solving [4, 8].

In Figure 2, the first factor is organizational characteristics. Organizational 
characteristics include organizational structure, business strategies, support of 

Figure 2. 
The comprehensive model of training effectiveness.
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managers for training activities, training resources, organizational procedures, 
reward systems, culture, and climate [4, 8, 18, 21]. Each variable plays a very 
critical role to impact training effectiveness. For example, Facteau et al. [22] 
found that intrinsic and compliance incentives, organizational commitment, and 
social support for training are able to predict trainees’ pretraining motivation. 
Motivation is the key determinant of the choices individuals make to engage in, 
attend to, and persist in learning activities, which will affect learning perfor-
mance [3]. Because organizational analysis is concerned with identifying whether 
(1) training fits the company’s strategic objectives; (2) training supports the 
company’s culture, climate, and policies; and (3) the company has the budget, 
time, and expertise to carry out training, this analysis is usually conducted in the 
first place [4]. Several major questions will be assessed in this analysis: “How does 
the training relate to business objectives?” “How does training support business 
strategy?” “What are the threats to the talent base?” “How does the training 
impact day-to-day workplace dynamics?” “What are the costs and expected 
benefits of the training?” [4, 8].

Another factor, individual characteristics, includes cognitive ability, attitudes, 
locus of control, personality, anxiety, age, self-efficacy, expectations, job involve-
ment, pretraining motivation, need for achievement, independence, and more 
[18, 19, 23]. A large number of studies have been demonstrating how individual 
differences influence transfer of learning and learning performance, which further 
impacts on training effectiveness [7, 24]. For example, Noe showed that individu-
als with an internal locus of control had more positive attitudes toward training 
since they viewed training as a means to help them receive tangible benefits [25]. 
Mathieu et al. proposed that trainees with high achievement motivation were more 
motivated to learn and perform well in the training program [26]. Klein et al. found 
that the learners with high learning goal orientation (LGO) would be significantly 
related to the factor of motivation to learn [27]. Macey and Schneider claimed that 
four individual characteristics like positive affectivity, proactive personality, consci-
entiousness, and autotelic personality were more likely to have greater psychological 
availability to learn and also perceived learning activities being more meaningful 
such that they are likely to participate actively in the training activities [28]. In addi-
tion, many researches have suggested that learning is negatively related to aging 
[24]. Also, three of the big five factors—conscientiousness, neuroticism (emotional 
stability), and openness to experience—significantly impact learning, training, 
and transfer outcomes [29]. Since employees’ individual characteristics make huge 
impacts on learning performance, personal analysis helps to identify employees’ 
characteristics and readiness for training and recognize who needs training and 
who will perform well in the training program.

The third factor, task characteristics, consists of the knowledge, skills, and 
abilities required to complete the tasks, the equipment, and environment that the 
employee works in, time constraints for a task, safety considerations, or perfor-
mance standards [4]. Thus, for task-level assessment, it involves checking specific 
duties and responsibilities assigned to various jobs and the types of skills and 
knowledge needed to perform each task [8]. In other words, the major purpose 
of task analysis is to collect job-related information to identify the task and the 
training that employees will require in terms knowledge, skills, and abilities. This 
analysis should be conducted only after the organizational analysis because it is a 
time-consuming process to gather and summarize data from persons in different 
layers of the company [4]. Several questions will be addressed in this analysis. For 
example, what kinds of responsibilities are to be assigned to the job? What are the 
skills or knowledge needed for successful performance? What are the implications 
of mistakes? What tasks should employees be trained [4, 8]?
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2.2.2 During the training: training design and delivery

After identifying the gaps and training objectives through the needs assess-
ment, the next step is the design and delivery of the training itself [8]. Program 
design is rooted in learning theories and refers to “the organization and coordina-
tion of the training program” ([4], p. 172). More specifically, “it is a process for 
helping to create effective training in an efficient manner. It is a system that helps 
designers ask the right questions, make the right decision, and produce a useful 
and useable product as the situation requires and allows” [30]. Thus, the purpose 
of a program design is to make learning occur and training effective. Research has 
indicated that each element of training design process is related to the quality of 
training. Researchers such as Baldwin et al. and Klein et al. presented that training 
design with organizational characteristics and individual characteristics together 
influences trainees’ motivation to learn and, motivation to transfer, and real train-
ing transfer [27, 31]. Latif presented a model of training effectiveness which points 
out that training satisfaction comes from trainees’ feeling of satisfaction with 
training session, training content, trainers, and learning transfer [1]. Noe et al. also 
showed that technology-based and face-to-face learning methods and contextual 
factors such as organizational climate, interpersonal dynamics, and individual 
differences are able to promote psychological engagement in learning, which is a 
crucial factor to enhance the effectiveness of training, development, and related 
learning activities [7].

Training methodology was also found to be an important factor in the equation 
of job training satisfaction [32]. Compared to other training methods, on-the-job 
training is one of the oldest, most widely used training methods in the workplace. 
It can be useful for training newly hired employees, orienting promoted or trans-
ferred employees to the new job positions, upgrading employees’ competencies 
when new technology is used, and delivering cross-culture training to employees 
who are assigned to work overseas [4]. Since OJT occurs at or near the workplace 
using actual equipment and tools, most of the time, trainees are highly motivated 
to learn and can be customized to the experiences and abilities [4]. Although there 
are many advantages, OJT is informal or unstructured in nature and has received 
serious criticism such as incomplete and unpredictable [33]. Thus, structured 
on-the-job training (S-OJT) was proposed by Jacobs and McGiffin [34]. In contrast 
to informal and unstructured OJT, structured OJT adopts a planned approach to 
train and develop employees’ competencies [33]. Many research results indicated 
that S-OJT is superior to unstructured on-the-job training in terms of having lower 
training cost, enhancing skills acquisition, and removing learning anxieties [6].

In the past, a large portion of the research in program design has paid great 
attention to traditional instructional design (ISD) model, which includes conduct-
ing a needs assessment, setting the objectives of training, identifying evaluation 
criteria, selecting appropriate trainers and training methods, making meaningful 
materials, and properly coordinating and arranging training delivery. In addition, 
it involves ensuring training transfer, offering a good training site, and providing 
opportunities for practice and feedback [4, 7]. Although the traditional instruc-
tional design brings a lot of benefits to enhance training effectiveness, it is more 
instructor-oriented where lecture proceeds with adding sophisticated elements 
and feedback loop with interaction and communication [35]. Some scholars have 
recently claimed that instructor-oriented design is deemed to be disadvantageous 
for effective learning. They argued that the learners in instructor-centered program 
may be passive in learning activities and seldom grasp the significance or realize 
the intricacies of the model from the instructors during the training [16, 35]. Thus, 
it has been claimed that the instructional design model needs to be modified or 
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adapted to better fit the learner-centered learning, particularly technology-based 
learning [16, 36].

What is learner-centered learning? Learner-centered learning involves the 
balance between instructor and learner shifting the roles, so that the learners take 
on the responsibility to learn and the instructor becomes more of a facilitator 
[37, 38]. In this learning paradigm, instead of transferring factual knowledge to 
the learners, the instructor focuses more on creating a learning environment and 
providing learning opportunities that empower learners to construct knowledge for 
themselves [39]. Attention, in this paradigm, is given not only to what the learners 
learn but also to how they learn and whether they are able to retain and apply the 
knowledge or not [36]. More specifically, the instructor with the role of facilitator 
utilizes multiple teaching methods beyond traditional lecturing to help the learners 
actively participate in learning [35].

Thus, several tips for delivering the training with the learner-centered approach 
are described as follows [36]. First, at the beginning of the training, the trainer 
involves learners into decision-making process for choosing the course textbook. 
Second, after choosing the textbooks, the trainer invites learners to pick up the top-
ics which they are interested in and also fit personal needs. In this way, the learners 
would take responsibility for learning by themselves. Third, the class will be run like 
a discussion session. The trainer gives training materials before the class and asks 
them to read in advance. Following the Shor’s suggestion that the trainer controls 
his/her “authoritative academic voice” [40], the trainer says as little as necessary 
and focuses on determining what they are interested in, what they have troubles 
with and what they want to talk about. The trainer offers questions, comments, 
structures, and academic knowledge while patiently listening to trainees’ thoughts 
and ideas. The trainer and the learners learn from each other through interac-
tion. Fourth, Weimer suggested that the careful design of assignments which help 
students effectively use the power they are given is the key component of sharing 
power to the learners [41]. Thus, the trainer needs to structure the assignments well 
and allows the trainees to make choices about the ways to complete the projects, for 
example, by conducting interview or submitting a real lesson activity.

Three critical issues must be considered in the designing and delivering stage 
[8]. The first one is interference. Interference occurs “when prior training, learning, 
or established habits act as block or obstacle in the learning process” ([8], p. 391). 
That is, someone who has more experience in behaving in a certain way will have 
more difficulties in changing the way he/she responds when encountering a situa-
tion. Therefore, when designing the training, the trainers need to be aware of this 
issue. The second one is transfer design [8]. Transfer refers to whether the trainee 
or learner can actually perform the new skills or use the new knowledge on the job 
[4]. Transfer design, thus, is defined as the ability to transfer learning to the job 
and to which the training instruction matches the job requirements [42]. In order 
to ensure that the organizations are able to receive benefit from training, Lim and 
Johnson suggested that training design, content, and instructional strategies must 
be related to the objective of transfer, whether near or far transfer [43]. In other 
words, transfer mechanisms such as climate for transfer, management and peer 
support, opportunity to perform, training awareness, and using self-management 
strategies need to be included in the design of a training program for maximizing 
transfer [4, 21, 44]. The third one is the needs of adult learners. It is said that the 
ways of children’s learning are different from those of adults. Several assumptions 
were proposed by Malcolm Knowles [45]: (1) adults have the need to know why they 
learn, (2) adults have the need to be self-managed, (3) adults bring more work-
related experiences into the learning context than children or teenagers, (4) adults 
learn with a problem-centered approach, and (5) adults are motivated to learn by 
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getting both extrinsic and intrinsic motivators. Since most of the job-related train-
ing is targeted for employees whose age is over 18, the training program must meet 
the needs of these adult learners in order to enhance training effectiveness.

2.2.3 After the training: training evaluation

Evaluation is an integral part and the final stage of most instructional design 
(ID) models [46]. Theoretically, it is a systematic process of collecting data in 
an effort to measure and determine success or failure of a training program with 
regard to content and design [18, 47]. Two questions intend to be answered in 
the evaluation process, that is, whether (1) training objectives are achieved in the 
learning process and (2) accomplishment of those objectives results in enhanced 
job performance [48]. Thus, evaluation can be divided into two categories, forma-
tive evaluation and summative evaluation [46, 49, 50]. Formative evaluation is an 
evaluation with the purpose to improve design and development to enhance learn-
ing, whereas summative evaluation is intended to determine whether the training 
program is worthy or effective [51, 52]. Besides, Campbell stressed that the most 
important and fundamental thing is whether trainees have learned the materials 
covered in training or not [53].

Traditionally, Kirkpatrick’s model was one of the first efforts to create a 
framework for training evaluation. It is also the simplest method to understand 
training effectiveness [18, 54]. According to Kirkpatrick, training can be evalu-
ated at four levels. Level 1 is the “reactions” criteria, which evaluates trainees’ 
affective and attitudinal perceptions to a training program, including facilities, 
trainers, and content. For the “reactions” criteria, evaluation is performed via 
a questionnaire completed by trainees or self-reported regarding perceived 
learning gains [55]. Level 2 is the “learning” criteria, which evaluates the extent 
to which trainees have learned the training materials covered in training and 
acquired knowledge, skills, attitudes, and behavior from a training program. 
Learning outcomes are typically measured by using various forms of knowledge 
tests such as pencil-and-paper test or by immediate post-training measures of 
performance and skill demonstration in the training context [56]. Level 3 is the 
“behavior” criteria. It refers to as transfer criteria and evaluates the extent to 
which trainees have applied the learned competencies on the job. For behavioral 
criteria, evaluation is assessed by self-ratings, supervisor ratings, or objective 
performance indicators [56–58]. Level 4 is the “results” criteria, which evaluates 
the extent to which the training program has improved business outcomes and 
to increase organizational-level profits [47]. Although this kind of assessment 
is the most difficult to be obtained, it is highly desirable for the organizations. 
Most of the time, “results” are operationalized by productivity gains, reduced 
costs related to employee turnover, increased customer satisfaction, enhancing 
employee commitment, or increase in profitability [57, 58].

Although Kirkpatrick’s framework is the most accepted approach for training 
evaluation, it has been criticized by many scholars. One of the criticisms is that the 
criteria used for evaluation in Kirkpatrick’s framework do not relate to the training 
needs, the learning objectives, and strategic goals of the organizations [4]. The 
second one is the lack of relationship between reaction, learning, behavior, and 
results’ criteria [55]. As a result, both training practitioners and academic research-
ers have developed a more comprehensive model for training criteria. For example, 
Kraiger et al. attempted to expand the original Kirkpatrick model by linking the 
learning outcomes with training evaluation [48]. Based on Kraiger et al.’s proposi-
tion, three categories of learning outcomes, that is, cognitive, skill-based, and 
affective outcomes, should be included in evaluation [48, 59]. Specifically, cognitive 
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outcomes are used to determine the degree to which trainees are familiar with 
principles, facts, techniques, procedures, or processes emphasized in the training 
program. It includes verbal knowledge, knowledge organization, and cognitive 
strategies. Skill-based outcomes, including skill learning and skill transfer, are used 
to assess the level of technical or motor skills and behaviors. Affective outcomes 
include both attitudinal and motivational change, which also involves disposition, 
motivation to learn, self-efficacy, tolerance for diversity, safety attitudes, customer 
service orientation, and goal setting [4, 48].

Among three categories of learning outcomes, affective outcomes have attracted 
a lot of attentions in different research areas such as education, psychology, and 
organizational behavior. The scholars are particularly interested in the issue regard-
ing whether self-efficacy or motivation to learn can be changed through training 
and how different training methods impact self-efficacy and motivation to learn. 
For example, Gist found that a training method comprising cognitive model-
ing with practice and reinforcement generated significantly higher participant 
self-efficacy than a method involving only lecture and practice [60]. Torkzadeh 
and Dyke suggested that training significantly improved Internet self-efficacy for 
trainees, both males and females [61]. Combs and Luthans stated that the diversity 
training enhanced trainees’ diversity self-efficacy [62]. Huang and Jacobs claimed 
that structured on-the-job training could generate higher self-efficacy to achieve 
training outcomes than classroom training with lecture only, especially for trainees 
with lower general self-efficacy (GSE) [63]. Huang and Jao reported that structured 
on-the-job training could generate higher trainees’ motivation to learn than class-
room training [64].

3. Job satisfaction and job training satisfaction

3.1 The definition of job satisfaction

Among thousands of attitudes, job satisfaction is one of important work-
related attitudes in the work environment [3]. Specifically, job satisfaction refers 
to the degree to which the feeling of satisfaction is derived from the employees’ 
perceptions toward different facets of their tasks or jobs [65, 66]. In other words, 
job satisfaction is a pleasurable or positive emotional state emerging as the result 
of appraising one’s job or job experiences and as the fulfillment or gratification 
of certain needs that are associated with one’s work [3, 67, 68]. Simply put, job 
satisfaction is the combination of feelings, beliefs, and behavioral intentions that 
workers hold a relation to their current jobs [3, 69]. The employees’ job satisfaction 
is measurable and can be changed [3]. A popular way to explain job satisfaction has 
been the person-environment fit paradigm, which suggests that the more a person’s 
work environment is fulfilling one’s needs, personality, values, or personal charac-
teristics, the greater the degree of job satisfaction is [70].

3.2 Factors to influence job satisfaction

While tackling the issue of job satisfaction, some typical questions were raised 
by researchers. For example, why are some employees more satisfied than oth-
ers? What kinds of work tasks are especially satisfying? How to design a task to 
make employees feel satisfied? Colquitt et al. claimed that values play a key role in 
explaining job satisfaction [2]. What is value? Values are “the things that people 
consciously or unconsciously want to seek or attain” ([2], p. 94). Thus, value-per-
cept theory argues that “job satisfaction depends on whether the employee perceives 
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that his or her job supplies the things that he or she values” ([2], p. 94). Based on the 
value-percept theory, the dissatisfaction of employees can be expressed as follows:

  𝖽𝗂𝗌𝗌𝖺𝗍𝗂𝗌𝖿𝖺𝖼𝗍𝗂𝗈𝗇 =  ( 𝖵  𝗐𝖺𝗇𝗍   −  𝖵  𝗁𝖺𝗏𝖾  )  ×  ( 𝖵  𝗂𝗆𝗉𝗈𝗋𝗍𝖺𝗇𝖼𝖾  )   (1)

where Vwant refers to how much of a value an employee wants, Vhave is the value 
the job supplies, and Vimportance reflects the importance of the value to the employee. 
It can be seen that, although the difference between Vwant and Vhave causes the 
dissatisfaction, it is the importance of the value that will either magnify or mini-
mize the dissatisfaction [2]. In the value-percept theory, five specific facets of 
satisfaction, i.e., pay satisfaction, promotion satisfaction, supervision satisfaction, 
coworker satisfaction, and satisfaction with the work itself, must be met in order to 
achieve overall job satisfaction.

While explaining job satisfaction from the perspective of value-percept theory, 
personal characteristics make the issue of “the things that each employee wants to 
pursue and feels important in the workplace” complicated. Personal characteristics 
include personality disposition, attitudes, self-efficacy, self-esteem, motivation, 
gender, communication style, emotions, and more [3, 71]. Since each employee is 
independent and unique, the value of things an employee wants and their impor-
tance differ from one to another. Such differences cause the variance in dissatisfac-
tion. Personal characteristics offer the explanation to the question of why some 
employees are more satisfied than others. Take personality as an example. If the 
employees’ score is high on the neuroticism scale in a personality measurement, 
they are likely to carry a rather negative view toward the world. This makes them 
more likely be nervous, anxious, depressed, and insecure in general, especially in 
the workplace. Conversely, the employees who have higher scores on the consci-
entiousness and extraversion scales tend to be responsible, organized, gregarious, 
and sociable, and it is more likely they will be satisfied with their work [3]. Hence, 
personality traits of neuroticism, extraversion, and conscientiousness displayed 
appreciable correlations with the employees’ job satisfaction [72].

Besides personal characteristics, situational characteristics also influence job 
satisfaction, which can explain what kinds of work tasks are especially satisfying. 
The situational factors include pay, opportunities for promotion, administration 
style, coworker, and working conditions [73]. For employees, a job is not “just a 
job.” Instead, it is a collection of tasks, relationships, and rewards. Any job-related 
conditions happened in the workplace may influence their emotion, which further 
impacts how they judge and perceive toward their job [3]. Therefore, in order for 
employees to have job satisfaction, the situational factors need to be carefully 
considered. For example, is the pay commensurate with the job duties? Is the pay 
secure? Are the promotions frequent, fair, and based on ability? Is the supervisor 
competent, polite, and a good communicator? Are the coworkers responsible, help-
ful, and interesting? Is the work challenging, interesting, respected? If it is yes to 
all the above questions, then it is highly possible that employees would be satisfied 
with their job [2].

The needs of employees toward the work itself can be further realized through 
job characteristic theory. In other words, this theory helps to answer the question 
of how to design a task to make employees feel satisfied. Job characteristic theory 
suggested that job dimensions such as task identify, task significance, skill variety, 
autonomy, and feedback impact employees’ satisfaction with the work itself [3, 
74]. Among these dimensions, skill variety, task identities, and task significance 
together produce a sense of meaningfulness of work, which reflects the extent the 
work tasks fit in the employees’ value and beliefs. The dimension of autonomy 
allows employees to experience the responsibility for outcomes of the work. 
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Responsibility for outcomes refers to the extent the employees feel that they are 
responsible for the quality of the work. Providing either positive or negative feed-
back to employees make them have the opportunities to know the actual results of 
the work activities. Knowledge of results means that employees know how well or 
poorly they are doing. Thus, research suggests that the higher the three psychologi-
cal states, the higher the working motivation, which leads to higher job satisfaction. 
An employee who has a high level of job satisfaction holds positive feelings toward 
his or her job, while he/she may hold negative feelings if he/she has a low level of job 
satisfaction [3].

3.3 How important is job satisfaction?

The next question to be answered is “does job satisfaction really matter?” This 
question can be answered through elaborating the relationship between job satisfac-
tion and job performance, job commitment, organizational citizenship behavior 
(OCB), absenteeism, and turnover.

First, a number of researchers have been curious about the relationships between 
job satisfaction and job performance. For this question, many people may intui-
tively believe that job satisfaction is an important factor to impact job performance. 
Their presumption is that happy workers are more likely to be productive workers. 
However, at the early stage, the results indicated that job satisfaction was not mean-
ingfully associated with job performance [75]. Till recently, studies showed that job 
satisfaction was moderately correlated with task performance. In other words, job 
satisfaction did predict job performance [2]. The satisfied employees who held posi-
tive feelings toward their work did a better job to fulfill the duties [76], to increase 
creativity in job [77], to enhance decision-making and problem-solving ability [78], 
and furthermore, to strengthen the memory and recall ability [79].

Second, job satisfaction is interrelated to job commitment. Commitment is 
defined as that an employee identifies with a particular organization and its goals 
and wishes to remain as a member [3]. Commitment can be divided into three 
types, i.e., affective commitment, continuance commitment, and normative com-
mitment, which are emotional-based, cost-based, and obligation-based, respec-
tively [2]. Research found that job satisfaction was strongly correlated with affective 
and normative commitment but not correlated with continuance commitment [80]. 
Thus, the employees who have positively affective reaction to their jobs will be com-
mitted to their job and feel an obligation to remain in the organization [80–84].

Third, job satisfaction is moderately positive related to organizational citizen-
ship behavior [2, 85]. OCB has been defined as “individual behavior that is discre-
tionary, not directly or explicitly recognized by the formal reward system, and that 
in the aggregate promotes the effective functioning of the organization” ([86, 87], 
p. 4). Williams and Anderson found that the cognitive component of job satisfac-
tion predicted the emergence of OCB [88], which was also supported by Moorman’s 
study [89]. Therefore, the satisfied employees would like to engage in more work-
related behaviors to offer help to coworkers and increase desire to interact with 
others. OCB is extremely important for the employees to contact with the customers 
since it leads to improved customer evaluation of service quality [90].

Finally, job satisfaction reduces job turnover and absenteeism [91, 92]. Turnover 
refers to “…the voluntary and involuntary permanent withdrawal from an organiza-
tion” ([93], p. 72). Since actual turnover behavior is difficult to measure, Lingard 
suggested using turnover intention as a predictor of actual turnover behavior [94]. 
Karatepe et al. found that job satisfaction was a negative association with turnover 
intention [95]. As to absenteeism, it refers to “unscheduled employee absences 
from the workplace” ([96], p. 144). Vroom found that low levels of job satisfaction 
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contributed to higher absenteeism rates [97], and such a finding was confirmed 
by Clegg [98]. In addition, Drago and Wooden conducted a survey of 601 workers 
from Australia, New Zealand, Canada, and the USA and found that absentee-
ism was lower while employees’ job satisfaction was high [99]. The relationship 
between job satisfaction and turnover was stronger than between satisfaction and 
absenteeism [3].

4. Job training satisfaction

4.1 The definition of job training satisfaction

The concept of job training satisfaction was proposed by Schmidt [32]. He 
combined the definitions of job training and job satisfaction into one of the affec-
tive outcomes, called job training satisfaction (JTS). As mentioned above, training 
involves employees acquiring knowledge and learning skills that they will be able 
to apply on the job immediately [8]. Job satisfaction involves how an employee feels 
and what he/she thinks about the job [2]. Job training satisfaction, thus, is defined 
as “…how people feel about aspects of the job training they receive. Job training 
satisfaction is the extent to which people like or dislike the set of planned activities 
or dislike the set of planned activities organized to develop the knowledge, skills, 
and attitudes required to effectively a given tasks or job” ([32], p. 483). According 
to Schmidt, the definition of job training satisfaction has several key components 
[100]. First, the focus of evaluation is on-the-job training as a whole, rather than 
on a single part of training activities such as a training course, trainers, facilities, 
or training content. Second, it refers to a pleasurable or positive emotional state 
resulting from each element and the whole process before and after the job training, 
such as fulfillment of needs, enhancing motivation to learn, or satisfied with the 
transferring the learned competencies to the job. Third, the subjects of evaluation 
target on the trainees where formal or planned training activities are offered by the 
organization rather than the informal learning effort endeavors by the employees 
themselves. When measuring job training satisfaction, not only the employees’ 
feelings about the job training are measured but also the training activities offered 
by the organization are examined [32, 101].

4.2 The relationship between job training satisfaction, job satisfaction, and 
other work-related attitudes

In the past, the impact of training on job satisfaction was not emphasized until 
it was found that job satisfaction tended to be higher where workplace training was 
held in organizations [102]. In order to explore the relationships between these two 
variables, Schmidt conducted a survey of job training and satisfaction for employ-
ees in customer and technical service department in nine major organizations in the 
USA and Canada to address how job training satisfaction impacts on job satisfaction 
[32]. According to his findings, job training satisfaction was not only highly corre-
lated with job satisfaction but also significantly related to the time spent in training, 
training methodology, and content. However, it was not related to age, gender, and 
race/ethnicity. Extended researches have been carried out to explore the impact of 
job training satisfaction on other work attitudes. Huang and Su found that there is 
a negative relationship between job training satisfaction and turnover intentions 
[103]. It is stated that, when employees are satisfied with job training, they are more 
likely to stay in the organization and have lower turnover intentions. The research 
results have also indicated that the relationship between job training satisfaction 
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and turnover intentions can be mediated by job satisfaction. Mansour et al. showed 
that there is a positive relation between job training satisfaction and normative 
commitment [100]. Moreover, job training satisfaction was found to be positively 
related to organizational citizenship behavior [104, 105], organizational commit-
ment (OC), and job involvement (JI) [105]. The relationship between JTS and OCB 
can also be partially mediated by OC and JI [105]. From these research results, job 
training satisfaction is found to be able to enhance employees’ work attitudes such 
as job satisfaction, commitment, job involvement, and organizational citizenship 
behavior, which leads to the increase of job performance.

Based on the above discussion, a revised comprehensive model of training effec-
tiveness is proposed and shown in Figure 3. According to Schmidt’s definition, job 
training satisfaction measures the employees’ feelings about the whole job training 
activities such as identifying the training needs, designing the training program, 
delivering training contents, activating learning occurring, and assessing training 
evaluation. Thus, different from the original model shown in Figure 2, the variable 
of job training satisfaction was inserted after the variable of training transfer to 
influence job satisfaction and job performance. That is, if the learners are able to 
perceive positively toward training program, to learn the job required knowledge, 
skill, abilities, and attitudes through training, and to succeed in transferring the 
learned competencies to real workplace, their satisfaction level toward training 
program must be high. For instance, on-the-job training, especially structured OJT, 
has been perceived as an effective training approach to achieve transfer of training 
owing to its occurrence at or near the workplace using actual facilities, enhancing 
skills acquisition, and removing learning anxieties [6, 33]. This allows the employ-
ees to be able to perform the job well and, in turn, feel satisfied with the training. 
Such high satisfaction toward job training leads to high level of job satisfaction and 
further results in high job performance but low turnover intention. These findings 
are interesting and valuable. Jones et al. ever mentioned that training can have an 
indirect effect on performance if it increases job satisfaction by making it easier for 
employees to perform the job or feel more valued [96]. From a series of studies, the 

Figure 3. 
The revised comprehensive model of training effectiveness with insertion of job training satisfaction and job 
satisfaction.
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impact of training on job satisfaction, job performance, and turnover intention has 
been confirmed. The variable of job training satisfaction can serve as a predictor to 
the employees’ job satisfaction, job performance, and turnover intentions.

5. Conclusions

The central thesis of this chapter is to present how job training plays a role 
in influencing the employees’ job training satisfaction, which then impacts job 
satisfaction and subsequently affects job performance and turnover intentions. 
Although training is a critical strategy to help organizations gain competitive 
advantages and its purpose is to help employees learn job-related competencies, 
job training satisfaction cannot be achieved without a well-prepared and designed 
training program. That is, at the beginning of the training program design, it is nec-
essary to carry out a needs assessment to make the learning occur, which consists of 
organizational analysis, person analysis, and task analysis. While conducting train-
ing design and delivery during training, the learner-centered learning paradigm 
which has been emphasized recently may be considered as a preferred approach 
owing to its increasing learners’ learning motivation and learning engagement. 
After training, the training effectiveness is evaluated by assessing not only learn-
ing performance of knowledge, skills, and job-related behaviors but also affective 
outcomes such as self-efficacy, attitude, and motivation. Research has indicated 
that possessing a pleasurable or positive emotional state with the whole job training 
program, employees will have higher job satisfaction and job performance. Other 
job attitudes such as organizational citizenship behavior, affective commitment, 
and normative commitment will increase, while turnover intention and absentee-
ism will decrease. In this chapter, the comprehensive model of training effective-
ness was modified by inserting the job training satisfaction after training transfer. 
This not only better elaborate the relationship among training, job satisfaction, and 
job performance but also serves as a reminder for the human resource practitioners 
who should always bear in mind how to make the trainees satisfied with the training 
when designing and delivering a training program.
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