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Abstract 

Modern day’s organizations are facing fierce competitions and are in need of high-quality employees 
with high competencies. This has become a greater challenge for organizations. Recruitment and 
selection of a right talent is getting tougher, and tougher even there are many qualified. High 
performance work practices bring competitive advantage to such organizations. Extensive training is one 
such high performance work practice. This study aims to provide a working definition for extensive 
training. Extensive training is endowed with knowledge, skills and attitudes of employee continuously 
with the intention of covering a boarder scope without restricting to a one particular job. A scale to 
measure the construct of extensive training through conceptualization and operationalization is also 
provided as a part of the study. As a part of the study examples from the military context were also 
provided.  
 
Keywords: high performance work practices; competitive advantage; extensive training; military 
context. 
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Introduction 

High performance work practices are the practices of human resource management (HRM) that 
aimed at enhancing employee performance and organizational performance (Iddagoda & 
Opatha, 2017; Kroon, Voorde & Timmers, 2013). According to Ashton & Sung (2002), HPWPs 
have been mingled in order to create a working environment that fosters the development of the 
personality of the employee and the productivity of the organization. Arachchige & Robertson 
(2015) have also expressed similar view. They pointed out that the organizations that practice 
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HPWPs achieve the results such as increase in productivity and profits resulting in a competitive 
advantage for the organization. Iddagoda & Opatha (2018) and Pfeffer & Veiga (1999) 
identified extensive training as a high-performance work practice. According to Pfeffer & Veiga 
(1999), extensive training involves training the employees with broad perspective, with the 
intention of enhancing a wide range of skills, rather than training them simply to complete a 
specific job. The objectives of this study are: 

(1) Providing a working definition for extensive training; 
(2) Providing a scale to measure the construct of extensive training through 

conceptualization and operationalization. 

Method 

Literature was reviewed based on the archival method. This method was recommended by 
Tranfield, Denyer & Smart (2003). Articles from the reputed databases such as Emerald, Sage, 
Taylor and Francis Online etc. and several books were studied to be rich literature sources.  

High Performance Work Practices  

HPWPs target employee stimulation and organizational performance is the view of Iddagoda & 
Opatha (2020). Different labels have been used to describe HPWPs. They are specifically, High-
Commitment Employment Practices (HCEPs), High�Performance Work Systems (HPWSs), 
Alternative Work Practices (AWPs), High�Performance Work Practices (HPWPs), High 
Performance Human Resource Management (HPHRM) and High Involvement Work Practices 
(HIWPs). The researchers of this study agree to the view of Iddagoda & Opatha (2018),  
Armstrong (2009), Ferreira, Porto & Portela (2010) believe that there is a common thread 
between all these labels. The researcher also agrees with them, because there is a common 
ground between all these practices. 

Armstrong (2009) states about the unavailability of the generally accepted definition on 
HPWPs. Therefore, Iddagoda & Opatha (2018) in their scholarly work present a definition of 
HPWPs. Iddagoda & Opatha (2018) defined HPWPs as a “bundle of certain human resources 
practices which give relatively a higher impact on organizational effectiveness”.  

Iddagoda & Opatha (2018) state that it is evident that HR practices, which are grouped in an 
effective way, are known as a “bundle”. Iddagoda & Opatha (2018) further state that HPWPs 
are, also, beneficial when they are used in bundles because the correct bundle of HPWPs 
facilitates the employee to be engaged. According to Armstrong (2009), there is no specific 
standard list of the features or components for the “bundle of High Performance Work Practices 
(HPWPs)”. Dessler (2009) also has a similar view that is there is no hard and fast rule about 
what should comprise in the “HPWPs bundle”. Many researchers present bundles of high 
performance work practices. Guest (2000), Huselid (1995), Dessler (2009) and Iddagoda & 
Opatha (2018) identified extensive training as a high performance work practice in their HPWPs 
bundles. Refer to Table 1. 

Table 1. High performance working practices 

Author Year High performance working practices 

Guest 2000 

1. Well-developed induction training 
2. Realistic job previews 
3. Psychometric tests for selection 
4. Provision of extensive training for experienced employees 
5. Regular appraisals 
6. Regular feedback on performance from many sources 
7. Individual performance-related pay 
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Table 1 (cont.)

Guest 2000 

8. Flexible job descriptions 
9. Profit-related bonuses 
10. Multi-skilling 
11. Information provided on the firm's business plan 
12. Presence of work improvement teams 
13. Presence of problem-solving groups 
14. No compulsory redundancies 
15. Avoidance of voluntary redundancies 
16. Information provided on the firm's performance targets 
17. Commitment to single status 
18. Harmonized holiday entitlement 

Dessler 2009 

1. Self-managed teams  
2. Information sharing  
3. Employment security 
4. Selective hiring 
5. Extensive training  
6. Decentralized decision making  
7. Contingent (pay-for-performance) rewards  
8. Transformational leadership (for instance, in terms of 

inspirational motivation)  

Iddagoda and 
Opatha 

2018 

1. Pay for performance 
2. Staff attitude surveys 
3. Realistic job preview 
4. Regular appraisals 
5. Extensive training 
6. Symbolic egalitarianism 
7. Self-directed teams  

Source: Constructed by authors. 

Extensive Training 

Pocket Oxford English Dictionary (2007) provides meanings for the term “extensive” as 
“covering a large area and large in amount or scale”. Sendawula et al. (2018) point out that 
training is one way of growing an individual’s productivity. Dessler (2009) mentions that both 
new and present employees need to be trained as and when it is required. Dessler (2009) also 
states that training is the process of teaching the new employee the basic skills that he/she needs 
to perform his/her job.  According to Opatha (2012), training should provide knowledge, skills 
and attitudes to the relevant employees as and when it is needed. The ultimate result is a high 
level of organizational performance from employee job performance. Elnaga & Imran (2013) 
point out that training not only develops the capabilities of the employee but sharpen their 
thinking ability and creativity in order to take better decision in time and in more productive 
manner. According to Armstrong (2009) training involves the application of formal processes to 
impart knowledge and help people to acquire the skills necessary for them to perform their jobs 
satisfactorily. Training is a feature of capacity building in any organization that is carried out to 
advance staff performance and to enable an organization meet her objectives (Tahir, et al., 
2014). Training causes benefits for the employee, as well as for the organization by positively 
influencing employee performance through the development of employee skills, knowledge and 
attitude is the view of Sendawula et al. (2018). Magagula (2019) states that in order for these 
responsibilities to be met successfully, armed forces have to be trained and equipped with the 
requisite skills and resources to discharge their duties effectively. Magagula (2019) further 
states that the victory of military forces in executing their mandate primarily be determined by 
on proper training.  Military officers and service men are of the view that their main duty is 
safeguarding sovereignty of a country or state (Iddagoda, Dewasiri & Keppetipola, 2021). It is 
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evident, especially during peacetime as military organizations are focused on training and 
development which takes place at military compounds or bases, where officers live on-site, 
ships or camps, and on a long term basis is the view of Iddagoda, Bulińska-Stangrecka & 
Abesinghe (2020). Prasanga (2014) highlighted the fact that especially the Sri Lanka Navy 
consider potential specific force structure capabilities and training standards for conducting 
missions arising from, or affected by climate change, particularly in humanitarian assistance and 
disaster response and relief operations. 

Pfeffer & Veiga (1999) reveals that extensive training is training the employee with broad 
perspective, with the intention of enhancing a wide range of skills, rather than training them 
simply to complete a restricted job. Birdi et al. (2008) point out that extensive training, which 
means investment in training and education beyond the requirements of the immediate task. 
Birdi et al. (2008) suggest that the adoption of extensive training will enhance the organizational 
performance. The view of Pfeffer & Veiga (1999), Birdi et al. (2008), Iddagoda & Opatha 
(2018) is that extensive training means providing regular training to the employee that covers a 
broad area including knowledge, skills and attitudes. Meanwhile, Iddagoda & Opatha (2018) 
suggest that the organizations should give more priority on extensive training. The idea is that 
extensive and continuous training is a key tool, first, to nurture employees’ learning capabilities, 
both their competencies to learn and their motivation and attitude stolen (Aragón, Jiménez & 
Valle, 2014).  

Table 2. Characteristics of extensive training 

Author Characteristic 

Pfeffer & Veiga, 1999; Birdi et al., 2008; 
Iddagoda & Opatha, 2018 

Covers a broad area including knowledge, 
skills and attitudes 

Aragón, Jiménez & Valle, 2014 Continuous training 

Source: Constructed by authors. 

Working definition is developed by considering the characteristics of extensive training in the 
Table 2. 

Working Definition - Extensive Training 

Extensive training is endowed with knowledge, skills and attitudes of employee 
continuously with the intention of covering a boarder scope without restricting to a one 
particular job. 

Operationalization of the Construct of Extensive Training  

The researchers have identified two dimensions for the construct of extensive training. They are 
namely “widespread” and “Continuous training”. 

Pfeffer & Veiga (1999) reveals that extensive training is training the employee with broad 
perspective, with the intention of enhancing a wide range of skills, rather than training them 
simply to complete a restricted job. Birdi et al. (2008) point out that extensive training, which 
means investment in training and education beyond the requirements of the immediate task.  
Birdi et al. (2008) suggest that the adoption of extensive training will enhance the organizational 
performance. The view of Pfeffer & Veiga (1999), Birdi et al. (2008), Iddagoda & Opatha 
(2018) is that extensive training means providing regular training to the employee that covers a 
broad area including knowledge, skills and attitudes. Meanwhile, Iddagoda & Opatha (2018) 
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suggest that the organizations should give more priority on extensive training. In their study 
they present two question statements to measure extensive training namely (1) We give a more 
priority to train our employees (2) Year by year there has been a continuous increase in the 
number of hours of training for our employees. According to Opatha (2012) the ultimate result 
is a high level of organizational performance from employee job performance. Armstrong 
(2009) mentions that training involves the application of formal processes to impart knowledge 
and help people to acquire the skills necessary for them to perform their jobs satisfactorily. In 
the process of training, employees obtain technical skills, interpersonal skills and solid 
knowledge in order to accomplish their jobs efficiently and effectively at the workplace and lack 
of ongoing training programs leads to lower performance of employees (Nawaz, Masoodul & 
Saad, 2014). 

By considering this view researchers of this study have identified elements for the two 
dimensions, namely 1)“wide spread” and 2)“Continuous training”. Refer to Table 3 and Table 4. 

Table 3. Elements and statements of the dimension called widespread 

Element Statement 

Covers a broad area of 
knowledge, skills and 
attitudes 

Employee covers a broad area including knowledge, skills and attitudes 
through training 

Not to complete a restricted 
job 

We train employees simply not only to complete a restricted job 

Source: constructed by authors. 

Table 4. Elements and statements of the dimension called continuous training 

Element Statement 

Employees get trained 
continuously 

Employees get trained continuously throughout the year 

Perform job satisfactorily 
We train employees through formal processes to impart knowledge 
and help people to acquire the skills necessary for them to perform 
their jobs satisfactorily 

Give a more priority for 
training (Iddagoda & 
Opatha, 2018) 

We give a more priority to train our employees (Iddagoda & Opatha, 
2018). 

Continuous increase of no of 
hours of training (Iddagoda 
& Opatha, 2018) 

Year by year there has been a continuous increase of number of hours 
of training for our employees (Iddagoda & Opatha, 2018). 

Source: adapted from Iddagoda & Opatha, 2018. 

Figure 1 diagrams the dimensions and elements of the variable of extensive training. In the 
Figure (D) stands for a dimension and (E) stands for an element of the variable of extensive 
training. 
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Fig.1. Dimensions and elements of the variable of extensive training 

Source: constructed by authors. 

Examples from Sri Lankan Context related to Dimensions 

Sri Lankan history runs back to late Quaternary period or more than 30,000 years. This country 
has a written history of 2500 years. This written history is full of conflicts and wars. Sri Lanka 
was colonized by Portuguese, Dutch and English since 1505 and these colonial powers have 
greatly influenced the military organizations, their culture and their structures. After the 
independence in 1948, Sri Lanka formed its own military arms, namely Ceylon Army, Royal 
Ceylon Navy and Royal Ceylon Air Force. The country became a republic in 1972 and all the 
organizations were renamed and transformed as Sri Lanka Army, Sri Lanka Air Force and Sri 
Lanka Navy. Even the Sri Lankan Military Forces are quite smaller in numbers, in comparison 
to many other Nations, other militaries, it comprises of Tri-service elements as mentioned 
before and they were into a conflict of 30 years long. The old heritage of being fighters from the 
period of history, influence by the colonial forces and their own flourishing as different military 
arms, the Sri Lankan military forces inherit a wonderful and study worthy Military culture. The 
researchers of the study would attempt to relate the rich organizational culture of Sri Lankan 
military with the stock of current knowledge, while meeting the objectives spelled out in the 
preceding chapters of this paper. Further the discussion would be focused to Air Force since the 
nature and culture of three armed forces are inherently different according to the dimension of 
operation, land, sea and air.  

Dimension 1: Wide-Spread. Under the context of widespread, there are two elements 
discussed (Figure 1). They are, 1) Not to Complete a Restricted Job and 2) Covers a broad area 
of Knowledge, Skills and Attitudes. To elaborate on “Not to Complete a Restricted Job”, in the 
military domain, there is a dire need of “Jack of all trades” or to be a multitasking person. This 
is a challenge for a technical organization such as Air Force. There is a trade structure according 
to the different branch requirements. For example, these trades are multifaceted as air 
operations, ground operations and runway security, aeronautical engineering, electronic 
engineering, general engineering, information technology/information communication 
technology engineering, civil engineering, supply chain management and logistics, human 

Extensive training 
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(D) 
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resources management and finance management, medical and dental. In each larger segment 
mentioned above there are many sub-trade groups. Even the roles are not interchangeable 
between the larger trade groups, or even sub trade groups, the training is formulated in such a 
way that the collaboration and coordination between main trade groups and sub trade groups are 
being maintained. Such interdependence is much needed in all operational aspects. This helps to 
be interdependent between the trades and tradesmen. Further all the airmen other than the 
medical and dental, are considered to be combatants. This being such, all of them are to be 
combat ready, conversant with handling and safety of arms. Moreover, every military person 
should be aware of military drill and parade procedures, be physically fit to undertake heavy 
physical activities etc.  These aspects assure the “Military outlook” of any military person.  

The second dimension is “Covers a broad area of Knowledge, Skills and Attitudes”, Even the 
Training is mostly aimed to master the men for the current job, development is future oriented. 
Training and development consist of basic ground and combat training, basic trade training, 
advanced trade training, continuous training, training at local professional institutes and training 
at foreign professional/military institutes. In the basic ground and combat training, the 
technicians are getting the military orientation, drill and parade procedures and a general 
orientation to become a good military man being transformed from civilian outfit. This part of 
training is common to all tradesmen, and all become servicemen in the same way. Once the 
basic training is done, they will start their basic trade training. This training will transform the 
basic military man to be a basic technician. They will understand the basics of their trades and 
be ready to undertake the tasks pertaining to their respective trades. The tradesmen will 
undertake their jobs once the basic trade training is completed. At this juncture, the basic 
tradesmen get the taste of working experience. They understand the application of the basic 
trade knowledge that they already have acquired. Moreover, this exposure will make them to 
synthesize the explicit knowledge they gained with the tacit knowledge of the senior technicians 
whom they are exposed to and working with. Likewise, the training and development is 
covering a gamut of knowledge and skills pertaining to the respective trade of the branch. Once 
these technicians get their working exposure, the basic understanding on application of the basic 
trade knowledge with the real work, with completion of a mandatory period which may differ 
from trade to trade, will be directed to the next level of training. That is advanced trade training. 
This training may differ in the aspects such as duration, location or training institute where some 
may even proceed overseas, and the depth and the breadth that the training covers etc. Some 
aircraft technicians get their training in overseas training institutes, according to the platform 
that they are dealing with.  Medical and Dental trades would qualify as nurses, pharmacists, 
laboratory technicians, x-ray technicians, dental technicians, same as their civilian counterparts 
do and qualify to the same level. The advanced trade training turns the tradesmen into 
professional tradesmen. These tradesmen will return to the work floor with more competence 
and more confidence to undertake more responsibilities. They are solid in the theoretical aspect 
where they can apply the same to practice and transform and internalize the explicit knowledge 
to tacit. At the same time the attitudes play a greater role of the quality of the outcome. Hence, 
training on attitude will complement other two domains.      

Dimension 2: Continuous training: Under the context of widespread, there are four elements 
discussed as per Figure 1. They are, 1) Employees Get Trained Continuously, 2) Continuous 
Increase of Number of Hours of Training, 3) Give More priority for Training and 4) Perform 
Job Excellently. All these elements are interrelated and interconnected. The first element under 
the dimension two, is ‘Employees Get Trained Continuously’. Continuous training is in many-
fold. Every time a servicing is done, the juniors are being supervised by the senior technicians. 
This is the best form of continuous training.  Further the continuous training is conducted “on 
the job” and “off the job”. In furtherance, this is conducted in the local professional institutes 
and training at foreign professional/military institutes. Continuous training keeps the tradesmen 
updated every time for each and every eventuality. The second element of Continuous Training 
is, ‘Continuous Increase of Number of Hours of Training’. The ‘ask’ of a trade is not a simple 
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short coverage. As such the tradesmen needs to the kept-on training and the number of hours 
needs to be increased to cater for the demanding ‘ask’. As such, especially the continuous 
training is conducted on the job which covers the facets of training and development while the 
job is catered for at the same go. The third element of ‘Continuous Training’ is Give More 
priority for Training.  There is a saying “Sweat during training will prevent blood during war”. 
This is applicable for any military arm, whether they are operating in land, sea or air. Going by 
the same slogan, in any military the training is of the highest priority. Sri Lankan military are no 
exempted from this and training is considered as of prime importance. The fourth and last 
element of dimension two is, Perform Job Excellently. In the war, there is no runners up, only a 
winner. As such any military cannot just demand a job, but an excellent job. Is this context, the 
extensive training caters for the excellence in the output and the outcome of any trade in any 
branch.  

Conclusion 

Training and development are an integral part of human resource management in any of the 
modern days’ organizations. Extensive training which is a high-performance work practice 
helps to mold the employee to be competitive advantages to the organization. Not only in the 
bushiness context but also in the military context extensive training is very much essential. An 
instrument or a scale was developed in-order to measure the construct of extensive training.  
Identified two dimensions are widespread and continuous training. Elements and question 
statements for each and every dimension are also provided. The instrument for the construct of 
extensive training was created through a thorough conceptualization and operationalization. 
This ensures the face validity of the instrument/questionnaire as well. Further the elements of 
each dimension were enhanced through the practical aspects of the business and military 
context.  
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Appendix A 

The instrument/questionnaire for extensive training 
 
1. Employee covers a broad area including knowledge, skills and attitudes through training. 
2. We train employees simply not only to complete a restricted job. 
3. Employees get trained continuously throughout the year. 
4. We train employees through formal processes to impart knowledge and help people to 

acquire the skills necessary for them to perform their jobs satisfactorily. 
5. We give a more priority to train our employees. 
6. Year by year there has been a continuous increase of number of hours of training for our 

employees. 
 


