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Abstract 
The effect of goal orientation on training motivation and training outcomes is measured from a 
sample of 216 employees. The empirical evidence confirms that state goal orientation is a three 
dimensional construct (performance, learning and refusal) and it predicts training motivation and 
training outcomes. It establishes that training programs in organizations have learning and less 
explored “non-learning” outcomes. And training motivation mediates the relationship between 
goal orientation and both outcomes. Implications of these new insights for academicians and prac-
titioners are discussed. 
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1. Introduction 
It is an avenue of critical importance for academicians and practitioners to understand the phenomenon of train-
ing effectiveness and to identify factors that affect the outcomes of a training program. From organizational 
perspective, training programs are expected to reap different benefits like employee development and improved 
employee performance [1] that in return pave way to greater organizational effectiveness and performance. This 
value does not come free for organizations rather huge tangible and intangible costs are associated with training 
endeavors. It is believed that organizational performance discrepancies (OPD) can be overcome with the help of 
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effective training programs [2]. Organizations tend to be very considerate and sensitive in pursuing training in-
itiatives but give lesser attention to gauge the effect of training program on employees beyond the conventional 
skill, knowledge and ability (SKAs).  

For organizations, training is a systematic process of providing an opportunity to learn SKAs for current or fu-
ture jobs. But from a trainee’s perspective, a training program is much more than the acquisition of job related 
skills and knowledge [3] and effectiveness of a training program should not be restricted to the acquisition of skills 
and knowledge [4]. The gap between organizations and their employee’s perception of training program affect the 
evaluation of training program by each. We believe that unless organizations understand the way employees perce-
ive and act towards a training program and the consequent holistic outcomes, effectiveness of training programs may 
be partially judged. And any decision made on the conventional evaluations may not be beneficial for organizations. 
It is important for organizations to understand the factors that affect goal setting (reason of a set goal) of trainees 
and how these set goals affect their willingness to participate (training motivation) and all possible outcomes. 

This study, from a trainee’s perspective, explains the motivation and outcomes (non-learning) beyond the tra-
ditional SKAs (learning) of a training program. Drawing on the goal orientation theory, it explains the factors 
that affect the development of goal orientation in training contexts. Furthermore, it explains that how motivation 
and outcomes of training programs are affected by these goal orientations. And finally it discusses the implica-
tions of these new insights for practitioners and academic researchers.  

2. Conceptual Framework 
The conceptual framework for this study, shown in Figure 1, based on social exchange and goal setting theory 
to propose three dimensional goal orientations, augment training motivation theory, which is based on [5] and 
[6], with learning and non-learning outcomes. Previous research has not specifically studied the impact of goal 
orientation on training motivation and outcomes or for the purpose of determining the relationship among three 
dimensional goal orientation, training motivation and non-learning outcomes. See Figure 1 below. 

3. Literature Review 
3.1. Perception and Goal Orientation 
Goal orientation explains the way individuals seek the fulfillment of their goals. Role of goal orientation is studied 
with respect to many organizational phenomena including training [7] [8]. Goal orientation is one the key internal 
factor that determines trainee’s willingness to exert energy in a training program. Trainees join a training program 
with not only different goals but with different goal orientations [9]. Goal orientation forms a framework of indi-
vidual’s reaction to and interpretation of an event [10]-[13]. Goal orientation explains the way individuals seek the 
fulfillment of their goals. Role of goal orientation is studied with respect to many organizational phenomena in-
cluding training [7] [8], feedback [14] [15]; organizational and individual learning [16], and effectiveness [9]. 

Dweck [10] identified two goal orientations and were termed as mastery (learning) and performance. Mastery 
refers to a training reaction when an individual focus on acquisition of KSAs while performance goal orientation 
refers to a reaction when an individual focus on the improvement of one’s performance out of a training endea-
vor. These goal orientations were further divided into two categories as approach and avoid. Individual with an 
approach orientation seeks to maximize learning or performance and individuals with avoid goal orientations 
tends to counter intrapersonal incompetence or strive to avoid the tag of a worst performer. Elliot & McGregor, 
[13] reclassified goal orientation as competence and competence evaluation whereby competence goal orientation 
includes performance and mastery while competence evaluation goal orientation includes avoid and approach.  
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Figure 1. Conceptual framework: goal orientation and training outcomes.                
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Explanation provided by Dweck [10] (see [17] for a review) suggested that individuals held either mastery or 
performance goals, more recent conceptualizations (e.g. [13]) have suggested that avoid and approach mastery 
and performance goals reveal four separate, but interrelated dimensions, such that being higher on one dimen-
sion does not mean that the individual is evenly lower on another dimension. Furthermore both competence and 
competence evaluation goal orientations cumulatively form the overall goal orientation of an individual.  

For the purpose of this study, we believe that earlier conceptions do not represent, at least in training contexts, 
the true picture of goal orientation because goal orientation in earlier studies is always assumed as a training 
reaction in “achievement” situations. We believe that being sent to a training program is not always perceived as 
an achievement situation by the employees. And earlier conceptions of avoid or competence evaluation dimen-
sions of goal orientation are limited in understanding the overall goal orientation. We, in this study, do not limit 
our analysis to some given “achievement” reaction. We have studied a reaction that is perceived by the trainee 
itself to form a three dimensional construct of goal orientation. Furthermore this study also takes into account 
the factors that may develop such reactions that cannot be limited to competence and competence evaluation. 
These are circumstances whereby individuals may also refuse any performance or learning criteria in determin-
ing their goals by focusing on seeking leisure and time out of work. This reveals a third dimension of goal 
orientation that is beyond learning and performance and may be termed as “refusal goal” orientation. 

Antecedent of goal orientation is a widely researched area. Cognitive ability, implicit theory of intelligence, 
need for achievement, the Big Five personality characteristics, self-esteem, and general self efficacy are identi-
fied as determinants of goal orientation [18]. Beyond these given antecedents, perception about organization and 
environment is another important determinant of goal orientation [19]. 

For many years, social exchange theory [20] is applied to investigate and explain a variety of work attitudes, 
and behavioral outcomes [21]. The employment relationship allows the employee to develop a perception about 
the system of the organization [22] and this perception govern the subsequent reaction of individuals. It is as-
sumed that these perceptions along with different dispositional factors determine the overall goal orientation of 
individuals.  

Perceived environmental (contextual) factors (e.g. organizational systems, growth opportunities) that are be-
lieved to exist or be encountered [23] develop goal orientation for an individual.  

For the purpose of this study, drawing from social exchange theory it is assumed that interaction of employees 
with their surroundings develop a perception about organizational systems and the overall environment and this 
“state” ultimately give shape to different goal orientations. Specifically two factors are taken into consideration 
i.e. perception about performance appraisal systems and perception about growth opportunities. Individuals who 
perceive that performance appraisal systems are not in place will feel no threat of evaluations. Similarly indi-
viduals, who perceive no growth opportunities, will react in ways where learning new things is not a major con-
cern. Such as when they are exposed to a training program, will develop an orientation that neither ensures per-
formance and nor learning and will tend to develop another type of orientation say “refusal”. On the other hand 
if individuals perceive that there are growth opportunities and performance appraisal system is in place, they 
will tend to develop learning and performance goal orientations. More specifically, individual who perceives 
that there are growth opportunities, will tend to develop greater learning orientation and individuals who perce-
ive that performance appraisal systems are in place will tend to develop greater performance orientation.  

Performance goal orientation is characterized by an individual perception whereby one perceives that perfor-
mance evaluation system is in place and there are favorable opportunities in the environment. Individuals high 
on performance goal orientation tend to reap favorable judgments or avoid negative judgments of performance.  

Learning goal orientation is characterized by an individual perception whereby one perceives that perfor-
mance evaluation system is in place and there are favorable opportunities in the environment. Individuals high 
on learning goal orientation tend to master a new competency or avoid intrapersonal incompetence. 

Refusal goal orientation is characterized by an individual perception whereby one perceives that performance 
evaluation system is not efficient and there are no significant opportunities in the environment. Individuals high 
on refusal goal orientation tend to neither reap favorable judgments nor avoid negative judgments of perfor-
mance. Furthermore they neither strive to master new competency nor try to avoid interpersonal incompetence. 
This competence refusal goal orientation will prevail in circumstances whereby training is perceived as neither a 
facilitator nor an impeder for career growth and performance improvement. 

H1a. A significant and positive relationship exists between perceived growth opportunities and learning goal 
orientation. 
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H1b. A significant and positive relationship exists between perceived effectiveness of performance evaluation 
system and learning goal orientation. 

H2a. A significant and positive relationship exists between perceived growth opportunities and performance 
goal orientation. 

H2b. A significant and positive relationship exists between perceived effectiveness of performance evaluation 
system and performance goal orientation. 

H3a. A negative and significant relationship exists between perceived growth opportunities and refusal goal 
orientation. 

H3b. A negative and significant relationship exists between perceived effectiveness of performance evaluation 
system and refusal goal orientation.  

Keeping in view [13] conceptualization, the proposed three dimensions of goal orientation will commutative-
ly form the overall goal orientation of an individual and is termed as “goal orientation composite” in this paper. 
Such as being high on one dimension may not necessary mean low on other dimension.  

H4a. Perception of performance evaluation system is related to composite goal orientation. 
H4b. Perception of growth opportunities is related to composite goal orientation. 

3.2. Goal Orientation and Training Motivation 
In a training context motivation is a goal directed inspiration and derives from trainee’s personal needs and the 
decision processes they use to satisfy those needs. [2]. A number of predictive variables have been identified 
that affect the motivation towards a training program. External factors like work environment. (e.g. [24] [25], 
organizational climate (e.g. [5] [26], transformational leadership [27], overall organizational commitment and 
career planning [5], supervisory support, work policies, organizational environment (e.g. [28] and training de-
sign [24] have each been identified as factors that influence employee’s motivation towards a training program. 

Besides these external factors, individual factors are critical in the determination of training motivation and 
training outcomes [5]. A number of studies have been conducted to test the effect of personal mental ability (e.g. 
[5] [29]), self efficacy and personality (e.g. [5] [28] [30] and goal orientation (e.g. [31]). 

Farr [32] and Payne [18] have suggested that performance goal orientation might be negatively related to 
training motivation if individuals infer that being sent to training reflects management’s negative evaluation of 
their performance. 

H5a. Performance goal orientation has a significant and negative relationship with training motivation. 
Research has indicated that goal orientations affect learning outcomes and motivation in learning contexts 

with stronger effects for learning goal orientations (e.g. [10]) such as training. Much of this research has ex-
amined these effects for children and adolescents in academic and sports settings. However, research has dem-
onstrated similar effects for goal orientations for adults in work settings (e.g. [33] [34]. 

H5b. Learning goal orientation has a significant and positive relationship with training motivation. 
Perceived environmental (contextual) factors (e.g. organizational systems, growth opportunities) that are be-

lieved to exist or be encountered [23] develop refusal goal orientation of an individual. Refusal goal orientation 
is characterized by an individual’s perception whereby one perceives that joining a training program neither reap 
favorable judgments nor avoid negative judgments of performance. And similarly a training program does not 
offer mastering of a new competency or a leverage to avoid interpersonal incompetence. This competence refus-
al goal orientation will prevail in circumstances whereby training is perceived as neither a facilitator nor an im-
peder for growth and performance improvement.  

These Individual’s perceptions regarding environmental factors also affect their motivation towards a training 
program [19]. Individuals with competence refusal goal orientation may still be motivated to join a training pro-
gram as they seek time out of work pressure or change or to fulfill similar needs. Research has shown that job 
related stress and leisure seeking behavior has a positive relationship with absenteeism [35]. Individuals that 
seek time out of work are more prone to competence refusal goal orientation as they see training program as an 
opportunity to have a day off from job. In such cases training serves as a buffer to reduce work fatigue.  

H5c. Refusal goal orientation has a significant and positive relationship with training motivation. 

3.3. Goal Orientation and Training Outcomes 
In general, beneficial effects have been observed for learning goal orientations on various training outcomes (e.g. 
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[16] [36]. 
Individuals with learning orientation will tend to focus on the learning aspects of the training. These individu-

als perceive training as a learning opportunity and will be open to new experiences without pressure. They will 
get the benefit of socialization and ultimately will be fresher at the conclusion of the training. So training pro-
gram will be beneficial experience for them and they will reap learning and non-learning benefits. 

H6a. A positive and significant relationship exists between learning goal orientation and outcomes (learning 
and non-learning). 

Individuals with performance goal orientation may perceive that being sent to a training program is a negative 
evaluation of one’s performance. Furthermore they also believe that time spend on training will further increase 
their burden of work and they will be having limited time to execute the lag work because of time spent on 
training. These individuals tend to avoid any leisure at training neither look for socialization and are conti-
nuously burdened with the thoughts of work they left back in office. However they may be motivated to learn 
new things if they perceive that doing so will increase their performance evaluation.  

H6b1. A positive and significant relationship exists between performance goal orientation and learning out-
comes.  

H6b2. A negative and significant relationship exists between refusal goal orientation and non-learning out-
comes of a training program. 

Cohen [37] found that trainees’ training motivation will be enhanced if they feel that the training programs are 
beneficial. These benefits are translated on the basis of goal orientation. Individuals with refusal orientation seek 
non-learning benefits and training is perceived as a great opportunity to earn these benefits leading towards a 
greater motivation. 

H6c1. A positive and significant relationship exists between refusal goal orientation and non-learning out-
comes.  

H6c2. A negative and significant relationship exists between refusal goal orientation and learning outcomes 
of a training program. 

3.4. Training Motivation and Training Outcomes 
A number of studies have sought the antecedents to and the mediatory effect of training motivation on training 
effectiveness (e.g. [5] [38] [39]. In training context, motivation influences the willingness of an employee to attend 
training [40] [41]. It can also affect a trainee’s decision to exert energy toward the training program [42]. Further-
more it influences trainees’ training performance and transfer outcomes [43] The important role of training motiva-
tion in training effectiveness has also been confirmed by several empirical studies (e.g. [27] [39] [43] [44]).  

Outcomes of a training program is an avenue that is highly researched but to our knowledge, very few if no, 
studies consider the outcomes other than (SKAs) learning. 

One critical determinant of training effectiveness is the trainees’ level of training motivation [28] [30] [45]. 
Noe [46] suggested that characteristics such as motivation and attitudes are malleable individual difference fac-
tors that play a critical role in achieving training effectiveness. Even if trainees possess the ability to learn the 
content of a course, they may fail to benefit from training because of low motivation. From a trainee’s perspec-
tive, a training activity is much more than the acquisition of job related skills and knowledge and it has certain 
non-learning outcomes [47]. Training professionals also believe that understanding of a training program should 
not be restricted to the acquisition of skills and knowledge [48].  

These non-learning training outcomes combined with learning outcomes define the overall effectiveness of a 
training initiative. The beneficial effects of training are expected in terms of SKAs (learning outcomes), cultural 
and role changes, homogenization, and decrease of tensions and insecurities, motivation, commitment and con-
flict resolution in workplace (Non-learning outcomes) [49]-[52]. 

Learning is defined as a permanent change in one’s behavior due to a given experience. We have used the 
term “Non-Learning” outcomes because we feel that the beneficial effects of training other than learning, do not 
bring in a permanent change in one’s behavior. These effects are somewhat similar to the relaxation effect or 
absenteeism effects whereby an individual feels fresh and able to energize due to having a time out of work.  

Training motivation has a significant and positive relationship with learning outcomes (e.g., [30] [38] [53]- 
[56]). However research has largely focused on the learning outcomes and other training outcomes (non-learning) 
like behavior change, motivation and attitudinal outcomes are rarely researched [5].  
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H7a. Training motivation has a positive and significant relationship with learning outcomes of a training 
program. 

H7b. Training motivation has a positive and significant relationship with non-learning outcomes of a training 
program. 

H8a. Training Motivation will mediate the relationship between composite goal orientation and learning 
outcomes.  

H8b. Training Motivation will mediate the relationship between composite goal orientation and Non-Lear- 
ning outcomes. 

4. Methods 
4.1. Selection of Sample 
Because of the very nature of the study, we believed that to tap such insights we need to focus on off the job 
trainings conducted at remote locations from the offices. We contacted about sixty organizations on convenience 
basis that include textile, financial, telecom and governmental organizations. Respective HR or Admin depart-
ment was requested to give us a list of such trainings and their participants. Based on the title of the training, 
common trainings were identified and a pool of study participants was organized. Out of this pool, we selected 
candidates on the basis of their availability and access. Thus a convenience sample of 300 individuals was con-
tacted in person for data collection through a structured questionnaire. 216 questionnaires were successfully ad-
ministrated with a response rate of 0.75. 

4.2. Instruments 
4.2.1. Trainee’s Perception 
Perception about performance appraisal systems was measured through William and levy questionnaire [59]. 
This describes the extent to which employees perceive they understand the important aspects of performance 
appraisal systems related to their job. Modifications were made to collect information about employee’s percep-
tions regarding the effectiveness of performance appraisal systems. The internal consistency reliability of this 3 
item 7 point measure in the present sample was 0.92. While perception about growth opportunities was meas-
ured through a four item 7 point scale and was internally reliable at 0.93. 

4.2.2. Goal Orientation 
Goal orientation was measured through a 29 item measure. 16-item measure developed by Button [58] was used 
to access performance and learning goal orientation. An additional 13 item measure was used to access the re-
fusal goal orientation. 

Participants in the current study responded on a 7-point likert rating scale with values ranging from 1 (strong-
ly disagree) to 7 (strongly agree). The internal consistency reliabilities of this measure in the present sample 
were 0.84 where separate internal reliabilities of performance, learning and refusal goal orientation were 0.95, 
0.94 and 0.95 respectively.  

4.2.3. Training Motivation 
A six item reduced form of sixteen items measure developed by Noe & Wilk [41] was used to measure trainee’s 
training motivation. The internal consistency reliability of this measure in the present sample was 0.95.  

4.2.4. Training Outcomes 
Thirteen item 7 point likert scale measure was developed to access learning and non-learning outcomes. The in-
ternal consistency reliabilities of this measure in the present sample were 0.87. Description of items for all 
measures is given in Appendix. 

4.3. Data Collection and Analysis 
Participation was voluntary and no incentives were offered in return for participation. The study was presented 
to employees as part of a program evaluation and continuous improvement effort. Participants to the training 
program were asked to complete 3 different questionnaires. First questionnaire assessed experience, tenure, de-
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signation, gender and Goal orientation. Second questionnaire measured the perceptions about organizational per-
formance management systems and perception about growth opportunities and training motivation. The third ques-
tionnaire assessed the learning and non-learning outcomes of a training program. Three separate questionnaires 
were used to ensure that response may not be affected by the magnitude of the questionnaire.  

Factor Analysis 
All three questionnaires were input to evaluate that they represent separate entities. Varimax rotation was used 
to identify differences among factors. Few items loaded on different measures. These were removed from the 
questionnaire. Items that loaded with .48 or greater and are loaded on a single factor were short listed. 

Finally it was confirmed that goal orientation dimensions are correlated but represent three distinct constructs. 
Similarly training outcomes i-e learning and non-learning are correlated but represent two distinct constructs. 

5. Results 
All respondents had attended at least three training prior to the study. Majority (80%) of participants in this 
study were male while 20% were female.13% of all participants were having less than four years of experience 
with the organization while respondents with 4 - 6 years were 60% and respondents with more than 15 years 
were 5.6%. 44% respondents were having experience of 3 - 4 years while 40% were having experience of 5 - 14 
years and 11% were having experience of more than 15 years.  

8% of the respondents work with private limited companies while 39% with public limited companies and 
52% were government employees. 4% were low level managers while 57% were middle level and 39% were 
high level managers.  

It is evident from the correlation results (see Table 1) that perceived growth opportunities and perceived ef-
fectiveness of performance evaluation system is related to learning, performance and refusal goal orientation. 
Growth opportunities and effectiveness of performance evaluation system are positively related with learning 
and performance and are negatively related with refusal goal orientation.  

5.1. Main Effects 
Regression results in Table 2 confirm the impact of perception on performance, learning and refusal goal orien-
tation. Goal orientation predicts the training motivation. Results also confirm the effect of training motivation on 
learning and non-learning outcomes. 

Specifically, performance goal orientation has a significant and negative relationship with training motivation. 
Learning goal orientation has a significant and positive relationship with training motivation. Refusal goal 
orientation has a significant and positive relationship with training motivation. A positive and significant rela-
tionship exists between performance goal orientation and learning outcomes while a negative and significant re-
lationship exists with non-learning outcomes. A positive and significant relationship exists between learning 
goal orientation and learning and non-learning outcomes. A positive and significant relationship exists between  

 
Table 1. Mean, S.D. and correlations  

 MEAN S.D. GRO PPS PGO LGO RGO TM LRO NLRO 

GRO 3.8600 1.24350 1        

PPS 3.8264 1.38917 0.517** 1       

PGO 4.1325 1.34819 0.427** 0.426** 1      

LGO 4.3553 1.16940 0.260** 0.148* 0.001 1     

RGO 4.9879 1.18959 −0.382** −0.513** −0.412** 0.123 1    

TM 5.0934 1.75485 0.121 −0.180** −0.299** 0.474** 0.505** 1   

LRO 4.5417 1.46072 0.562** 0.526** 0.405** 0.420** −0.156* 0.334** 1  

NLRO 4.6111 1.53534 −0.326** −0.431** −0.232** 0.395** 0.358** 0.280** −0.178** 1 
*Correlation is significant at the 0.05 level (2-tailed). **Correlation is significant at the 0.01 level (2-tailed). GRO = Growth Opportunities, PPS = 
Perception about performance appraisal, PGO = Performance goal orientation, LGO = Learning goal orientation, RGO = Refusal goal orientation, TM 
= Training Motivation, LRO = Learning Outcomes, NLRO = Non-learning outcomes. 
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Table 2. Testing main effect hypothesis. 

Variables Adjusted R 
Square 

Std. Error of  
the Estimate Predictors 

Performance  
Goal orientation 0.409 1.03667 Perception of Growth opportunity (B = 0.25, t = −4.94, Sig., 0.000)., Per-

ception of Performance System (B = −0.18, t = 4.96, Sig., 0.000). 

Learning  
Goal Orientation 0.071 1.12699 Perception of Growth opportunity (B = 0.41, t = −5.94, Sig., 0.000)., Per-

ception of Performance System (B = −0.12, t = −3.14, Sig., 0.05). 

Refusal  
Goal Orientation 0.260 1.02312 Perception of Growth opportunity (B = −0.51, t = −5.94, Sig., 0.000). 

Perception of Performance System (B = 0.10, t = 2.02, Sig., 0.05) 

Training Motivation 0.435 1.31955 
Refusal Goal Orientation (B = −0.39, t = 6.97, Sig., 0.000) Learning Goal 
Orientation (B = 0.42, t = 8.22, Sig., 0.000) , Performance Goal Orienta-
tion (B = −0.13, t = −2.42, Sig., 0.016)  

Learning Outcomes 0.107 1.38017 Training Motivation (B = 0.278, t = 5.18, Sig, 0.000) 

Non-Learning  
Outcomes 0.074 1.47723 Training Motivation (B = 0.245, t = 4.272, Sig, 0.000) 

 
Table 3. Mediating role of training motivation. 

Training Motivation as Mediator M effect SE Effect CI 95% Z p 

Goal Orientation & Learning Outcomes 0.07 0.04 0.13, 0.02 3.12 <0.001 

Goal orientation & Non-Learning Outcomes −0.10 0.05 −0.16, −0.05 −3.34 <0.001 

 
refusal goal orientation and non-learning outcomes while a negative and significant relationship exists with 
learning outcomes. Training motivation has significant relationship with learning and non-learning outcomes of 
a training program. 

5.2. Mediation Analysis 
We employed bootstrap analysis developed by [57] and estimated 10,000 bootstrap samples. For testing media-
tion, 95% confidence intervals were computed to identify whether the indirect effect is significantly different 
from zero at 0.5 significance. In cases where confidence interval is not zero, meditation effect is suggested. 
Preacher and Hayes’s and Sobel test values and significance levels were as under 

It was hypothesized (H8a) that training motivation will mediate the relationship between goal orientation and 
learning outcomes. Table 3 indicates the mediating role of training motivation in the relationship of goal orien-
tation and learning and non-learning outcomes. It shows that the relation between Goal Orientation and learning 
outcomes is mediated by training motivation. Furthermore, H8b was also validated as relation between goal 
orientation and non-learning outcomes is also mediated by training motivation. 

6. Discussion 
Keeping in view the results of this research it can be safely inferred that goal orientation construct should in-
clude refusal goal orientation as a third dimension of goal orientation. Refusal goal orientation has a unique rela-
tionship with training motivation. It has strong positive relationship with training motivation yet it reaps signifi-
cant non-learning outcomes. These results are partially consistent with [19] this explains that trainees join a 
training program with different intensions. Individuals with refusal goal orientation join a training program as 
they seek time out of work pressure or change or with a belief that training neither offers growth nor it im-
proves/hinders one’s performance. And high non-learning outcomes explain the beneficial effect of such goal 
orientation in training contexts. Refusal goal orientation may provide a new dimension to academic researchers 
and HRD practitioners to evaluate the effectiveness of training program in a better manner i-e it opens the door 
to evaluate the effectiveness of training programs in terms of non-learning outcomes. 

Learning goal orientation has significant positive relation with training motivation and it reaps significant 
learning outcomes. These results are consistent with [33] and [34]. Performance goal orientation has a negative 
and significant relationship with training motivation. These results are consistent with [32]. Farr [32] suggested 
that performance goal orientations might be negatively related to training motivation if individuals infer that be-
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ing sent to training reflects management’s negative evaluation of their performance. However performance goal 
orientation reaps significant learning outcomes. This may be due to the fact that trainees perceive that if they do 
not acquire the desired SKAs in a given training they may be negatively evaluated by their organization. So be-
sides low motivation towards a training program they are able to focus on the learning content of a training pro-
gram. 

6.1. Contributions to New Knowledge of HRM 
This study strives to open a discussion on third dimension of goal orientation that has a strong relationship with 
training motivation and training outcomes. Furthermore it is an initial effort to disclose the existence of non- 
learning outcomes of a training program. These non-learning outcomes offer different implications for the de-
sign of effective training programs.  

6.2. Limitations of the Research 
The biggest limitation of this study is the extensive nature of the study that may have breached the exhaustive 
analysis of individual variables. Initially we felt that we have to make a choice between breadth and depth of the 
study, we focused more on breadth issues.  

Furthermore sample size is insufficient to validate the ontology of two new concepts i-e refusal goal orienta-
tion and non-learning outcomes.  

6.3. Future Research 
This study introduces two new concepts to academic literature i-e Refusal goal orientation and non-learning 
outcomes of a training program. Existence of refusal goal orientation is studied from the perspective of one’s 
perception i-e perception about growth opportunities and perception about the effectiveness of performance 
evaluation system. Other internal factors like personality traits and external factors like organizational culture, 
type of organization etc. should be studied to better understand the construct of refusal goal orientation. Longi-
tudinal investigations should be made to understand whether refusal goal orientation is a static construct or 
change over time. Future studies should focus on identifying the relationship of non-learning outcomes of train-
ing program with employee commitment and organizational performance. It seems highly desirable to study re-
fusal goal orientation in different organizational activities other than training. Cross cultural studies on refusal 
goal orientation may provide interesting insights to this concept. Besides all an explicit study on refusal goal 
orientation is needed.  

Though the study is extensive yet limited numbers of antecedent variables were introduced at different levels 
of the proposed framework. It seems appropriate that the three levels of the framework should be studied inde-
pendently while introducing extensive antecedent variables at each level to fulfill the “exhaustiveness” require-
ments. To start with, it would be appropriate to introduce job stress as another antecedent variable in the deter-
mination of goal orientation.  

6.4. Conclusions 
Goal orientation has three dimensions that include performance, learning and refusal. Perception about envi-
ronmental factors like the effectiveness of performance evaluation system and growth opportunities are two an-
tecedent factors that explain the three dimensions of goal orientation.  

Unlike other personality traits, goal orientation is not a strong dispositional factor and is being affected sig-
nificantly by contingencies. Performance goal orientation has a negative relationship with training motivation as 
individuals perceive that being sent to a training program is a sign of negative evaluation of one’s performance. 
Learning goal orientation has a positive relationship with training motivation as individuals perceive training as 
a great opportunity for learning new things. Refusal goal orientation has positive relationship with training mo-
tivation because individuals perceive training as an opportunity to have time out of work and routine. Further-
more training program is seen as an opportunity to meet new people and visit new places. 

Training motivation has a positive relationship with learning and non-learning outcomes of a training program. 
Learning goal orientation reaps significant learning and non-learning benefits. Performance goal orientation has 
significant learning outcomes while refusal goal orientation has significant non-learning outcomes. 
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This study suggests that the evaluation of training programs should not be restricted to the SKAs and we must 
look into the other invisible effects of training programs on employees. It seems important to understand the ef-
fect of training programs on trainees, especially in the organizational context. 

The findings of this study offer useful insights for academicians and practitioners. For academic researchers, 
identification of refusal goal orientation is an opportunity to explore the goal orientation construct in a more 
comprehensive way. So far research conducted on the construct offers classification of existing dimensions [10] 
[13] [58]. This study offers goal orientation as a state variable and studies it from the context of perception about 
organizational system. To fully understand the dynamics of it, it seems important to study it with other organiza-
tional variables like structure and culture. It may be interesting to study it with other individual variables like 
personality and self efficacy. Effect of demographical variables on refusal goal orientation may give better in-
sight of the construct. Effect of refusal goal orientation on other individual level outcomes like OCB and deviant 
behavior is another avenue for research. Similarly non-learning outcomes of training program offer that re-
searchers must understand that effectiveness studies in training require going beyond the evaluation of training 
on SKAs and must incorporate studies that tend to gauge effectiveness holistically. For researcher, experimental 
designs would be appropriate to study the learning and non-learning effects of a training program. Finally, it is 
important to explore that whether these non-learning outcomes are beneficial for organizations, especially taking 
into consideration the high cost of training.  

This study proposes that practitioners must understand the relationship among goal orientation, training moti-
vation and outcomes. The conventional need-analysis, at individual level, largely focuses on the identification of 
SKA deficiencies and thus helps mainly in selection of candidates for a given training. The findings of the study 
suggest that if evaluation of goal orientation and training motivation is augmented with the need analysis, it may 
be helpful to decision makers to identify an appropriate selection of candidate, training design, implementation 
and evaluation of training. So far it seems that refusal goal orientation has weak relationship with learning out-
comes. To enhance learning for such candidates OD interventions may be identified based on the goal orienta-
tion information. For trainers, in the endeavor of a training design, goal orientation information may be helpful 
in identifying group profiles and making necessary augmentations in the training program. 
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Appendix: Questionnaire Items 
Note: Responses range from 1 (strongly disagree) to 7 (strongly agree). 
Goal Orientation 
Performance Goal Orientation (PGO) 

1) I prefer to do things that I can do well rather than things that I do poorly.  
2) I.am happiest at work when I perform tasks on which I know that I won’t make any errors.  
3) The things I enjoy the most are the things I do the best. 
4) The opinions others have about how well I can do certain things are important to me.  
5) I feel smart when I can do something without making any mistakes.  
6) I like to be fairly confident that I can successfully perform a task before I attempt it.  
7) I like to work on tasks that I have done well on in the past.  
8) I feel smart when I can do something better than most people. 

Learning Goal Orientation (LGO) 
1) The opportunity to do challenging work is important to me.  
2) When I fail to complete a difficult task, I plan to try harder the next time I work on it.  
3) I prefer to work on tasks that force me to learn new things.  
4) The opportunity to learn new things is important to me.  
5) I do my best when I am working on a fairly difficult task.  
6) I try hard to improve my past performance.  
7) The opportunity to extend the range of my abilities is important to me.  
8) When I have difficulty solving a problem, I enjoy trying different approaches to see which one will work. 

Refusal Goal Orientation (RGO) 
1) I would be happy to have some free time during job for non-job activities.  
2) I make other people realize that I am performing better than others.  
3) I believe that challenging work does not offer any opportunity for development.  
4) The way people evaluate my performance is not important to me. 
5) I would be happy if I am allowed to leave work for few days without any penalty.  
6) I believe that performing worse does not offer any threat to me.  
7) I continue doing my job without considering how people perceive it.  
8) I feel that learning new things will help perform my job in a better manner.  
9) I am excited to meet new people. 
10) I like to travel and visit new places. 
11) I involve myself in assignments that develop my work abilities.  
12) I look for activities that may give me escape from routine work.  
13) I take on new assignments that may be irrelevant to my work requirements. 

 
Training Motivation (TM) 

1) I consider training program as a superior activity.  
2) I am always willing to attend a training program.  
3) I am disappointed if I loose an opportunity to attend a training program. 
4) I prefer trainings programs over office work.  
5) Being nominated for a training program is always good news for me.  
6) I am excited when I plan for attending a training program.  

 
Training Program Outcomes 
Learning Outcomes 

1) Training program was helpful in learning new skills.  
2) Training program increased my knowledge that would be helpful in performing my job.  
3) Training program has increased my work abilities.  
4) Training program was helpful in developing managerial competencies.  
5) I have learned many job related things from this training program. 

Non-Learning Outcomes  
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1) I feel fresh to take on job challenges after the training program.  
2) Training program has increased my motivation towards work. 
3) Training program provided time out of work that would be helpful in reducing job stress.  
4) I am thankful to my company for providing training opportunity.  
5) Training programs like this one would increase my respect towards my organization.  
6) Training would be helpful for my colleagues to develop a positive attitude towards work. 
7) Training program has boosted my confidence.  
8) I would feel more comfortable with my organization after the training program.  
9) Training program was a waste of time for me.  

 
Perception about performance evaluation system  

1) Performance evaluation system is able to identify performers and non-performers.  
2) Based on performance evaluation, employees are either penalized or rewarded. 
3) In my organization, performance evaluation system poses challenge for employees to perform better.  

 
Perception about growth opportunities 

1) There are various opportunities for development in the environment. . 
2) If I would be able to secure new skills I would be able to excel in my career.  
3) More learned employees are always preferred over less learned employees. 
4) Employees should focus on learning new skills. 
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