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Executive
Summary

LearningPlanet

Organisations invest heavily in training, yet many struggle to demonstrate measurable
improvements in workplace performance. Employees complete courses, acquire
knowledge, and pass assessments, but operational outcomes do not always change. This
gap is rarely caused by a lack of learning activity. More often, it reflects a
misunderstanding of how learning translates into performance.

Research across education, workforce development, and organisational psychology
consistently shows that learning effectiveness depends on a progression:
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Knowledge provides Skill enables Competence ensures Outcomes represent
understanding. performance. reliable application in the measurable results
real contexts. that organisations seek.

Training that stops at knowledge acquisition rarely delivers sustained performance
improvement. Effective learning systems intentionally support the full progression from
understanding to capability to results.

This white paper examines the evidence behind this progression, explains why many
training programmes stall before delivering outcomes, and presents a practical
framework for designing learning that produces measurable workplace impact.
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Part | - The EVidence LearningPlanet

1. The Learning-Performance Gap

Organisations are responding to faster skills cycles by shifting from “big course launches”
to continuous learning ecosystems with shorter content, quicker updates, and easier
internal mobility pathways.

Why Training Does Not Always Translate into Results

Organisations across sectors invest billions of dollars annually in employee training. Yet
research consistently shows that the transfer of learning into workplace performance
remains inconsistent.

Studies on training effectiveness indicate that:

e Employees often demonstrate improved knowledge immediately after training

e Behaviour change in the workplace is less consistent

e Measurable organisational outcomes occur only when new behaviours are applied
consistently over time

This phenomenon is commonly referred to as the learning-performance gap.

The U.S. Centers for Disease Control and Prevention (CDC) emphasises that training
effectiveness should be evaluated not only by learning outcomes but also by behavioural
change and organisational results. Training programmes that focus solely on knowledge
acquisition may show short-term success without producing meaningful operational
improvement.

Similarly, the well-established Kirkpatrick Model of Training Evaluation distinguishes
between four levels:

1.Reaction
2.Learning
3.Behaviour
4.Results

The model reinforces a critical insight:
Learning alone does not guarantee performance improvement.
Performance change occurs only when learning is transferred into workplace behaviour

and sustained over time.
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2. Understanding the Four Stages
of Learning Impact

The relationship between training and performance can be understood as a structured
progression.

Stage 1 - Knowledge

Understanding Concepts and Principles

Knowledge refers to information, concepts, rules, and procedures that individuals
understand intellectually.

Examples:
¢ Knowing company policies
¢ Understanding customer service principles
¢ Learning communication frameworks
¢ Understanding compliance requirements
¢ Knowing the steps of a process

Knowledge is essential. It forms the foundation for performance.
However, knowledge alone does not produce results.

Research in education and workforce development consistently distinguishes between
knowledge acquisition and performance capability. Bloom’s taxonomy and related learning
models identify knowledge as the lowest level of cognitive development, while application
and performance represent higher levels.

In workplace environments, employees frequently know what to do but struggle to
execute effectively.

Stage 2 - Skill
Performing a Task
Skill refers to the ability to perform a task or behaviour.

Examples:

¢ Using questioning techniques
Handling customer complaints
Conducting performance reviews
Writing professional emails
Applying safety procedures
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Skills develop through practice, repetition, and feedback.

Research shows that skill development requires:
e Active participation

Guided practice

Realistic scenarios

Feedback and correction

Reinforcement over time

Without practice, knowledge remains theoretical.

Stage 3 - Competence

Applying Skills Reliably in Real Contexts

Competence represents the consistent application of knowledge and skills in real-world
situations to an acceptable standard.

66

The Organisation for Economic
I(nowladge
Co-operation and Development (OECD)
defines competence as:
111 . .

The ability to meet complex demands ~ values R Skills

by mobilising knowledge, skills,
attitudes, and values in context. ”’ @

Attitudes

Competence differs from skill in one critical way:
Reliability.

A competent employee can perform effectively:
e under pressure
¢ in unfamiliar situations
e with different stakeholders
e with limited supervision
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Competence requires:

e judgement

e confidence

¢ adaptability

¢ professional behaviour

Research shows that competence develops through repeated application and reflection,
not through one-time instruction.

This principle is reflected in workforce readiness research, which demonstrates that
graduates often possess knowledge but struggle to apply it in workplace contexts.

Early-career challenges are frequently linked to adaptation and behavioural capability
rather than technical knowledge gaps.

Stage 4 - Outcome

Measurable Results

Outcomes represent the organisational results produced when competence is applied
consistently.

Examples:
¢ Improved customer satisfaction
¢ Reduced error rates
e Faster service delivery
¢ Increased sales performance
e Stronger compliance
¢ Higher employee confidence
e Reduced turnover
¢ Improved productivity

Outcomes provide the most meaningful measure of training effectiveness.
They answer the fundamental question:

Did the training make a difference?

3. Why Many Training Programmes
Stall Before Outcomes

Many learning initiatives fail to deliver measurable results because they stop too early in
the progression.
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Common causes include: LearningPlanet
Overemphasis on Knowledge

Training programmes frequently focus on:
e content delivery
¢ information transfer
e compliance requirements
e course completion

Completion metrics are easy to measure, but do not indicate performance capability.
Limited Practice Opportunities

Skill development requires:
¢ repetition
e feedback
¢ reflection
e application

Without structured practice, learning remains theoretical.
Lack of Reinforcement

Research on learning transfer consistently shows that behaviour change depends on
reinforcement in the workplace.

Key factors influencing transfer include:
* manager support
e opportunities to apply learning
e feedback and coaching
e organisational culture

Without reinforcement, new behaviours fade quickly.
Misalignment with Real Work
Training is most effective when it reflects real workplace challenges.
Learning that is:
e too abstract
e too theoretical
¢ too generic
¢ disconnected from daily tasks

is less likely to produce performance change.

Why Many Training Programmes Stall Before Outcomes

Overemphasis Limited Practice Lack of Misalignment
on Knowledge Opportunities Reinforcement with Real Work
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4. The Science of Learning Transfer

Learning transfer refers to the application of knowledge and skills in the workplace.
Research consistently identifies three conditions required for successful transfer:

Relevance
Learners must see a clear connection between training and their work.

Practice
Skills must be applied repeatedly.

Reinforcement
Behaviour must be supported over time.

Studies show that training programmes that incorporate these elements are significantly
more likely to produce measurable performance improvement.

This finding aligns with employability research demonstrating that workplace skills require
repetition, reflection, and real-world application rather than one-time exposure.

Part Il - A Framework for Turning Learning into Results

The Knowledge-Skill-Competence-Outcome Model

Effective training programmes intentionally support progression through four stages.

@ Key Question Ewclence of Success

I];_ ;[I Undesstand Do learners s Tests, quizzes,
—= G know what to do? explanations
Knowledge
ﬁ'{ o Can learners i P aieadbili
erformance perform the task? ractice, simulations
Skill
Can learners perform
Reliability consistently in real * Observation, feedback
Competence situations?
/J1 Did performance o {EPtapail
_D_Dﬂ Results improve d t:’ PEonTance
Outcome organisational results? o
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Designing Learning for Each Stage
Designing for Knowledge

Effective approaches:
¢ Short, focused learning modules
¢ Clear explanations
e Visual examples
¢ Structured frameworks

Designing for Skill

Effective approaches:
¢ Role plays
¢ Simulations
¢ Practice scenarios
¢ Guided exercises

Designing for Competence

Effective approaches:
¢ Real-world application
¢ Coaching and feedback
e Reflection
¢ Ongoing reinforcement

Designing for Outcomes
Effective approaches:
¢ Performance measurement
e Behaviour observation
¢ Continuous improvement cycles
e Data-driven evaluation
The Role of Repetition and Reinforcement
One of the most consistent findings in learning science is the importance of repetition.
Skills become reliable only when they are:
e practised repeatedly
e applied in real situations
¢ reinforced over time

Workplace capability develops gradually.

It does not emerge from a single training event.
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From Learning Activity to Performance Impact malint iy

Organisations that successfully translate training into outcomes typically share five
characteristics:

1.Learning is practical
2.Learning is repeated
3.Learning is reinforced

4. Learning is measured
5.Learning is aligned to work

These characteristics create the conditions required for competence and performance.

Part Ill - Implications for Organisations
Training Must Be Designed for Performance

The purpose of training is not content delivery.

The purpose of training is performance improvement.

This shift requires organisations to:
¢ design learning for application
e provide opportunities for practice
¢ reinforce behaviour over time
* measure outcomes

Competence Is a Strategic Capability

Competence drives:
e productivity

e service quality
e safety
compliance
engagement
retention

Organisations that invest in competence development strengthen their workforce
capability and operational performance.

Measuring the Right Outcomes

Effective organisations evaluate training using performance indicators such as:
e productivity improvement

customer satisfaction

error reduction

sales growth

employee engagement

time to competence

retention rates

These measures provide meaningful evidence of training impact.
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Conclusion

Training creates value only when knowledge becomes skill, skill becomes competence, and
competence produces measurable outcomes.

Knowledge is the foundation.
Skill enables performance.
Competence ensures reliability.
Outcomes demonstrate impact.

Organisations that design learning around this progression are more likely to achieve
sustained performance improvement.

The challenge is not delivering more training.

The challenge is ensuring that learning translates into results.
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Appendix A: How LearningPlanet
Supports the Knowledge-Skill-
Competence-Outcome Model

LearningPlanet is designed to support the full progression from learning to performance.

The platform focuses on practical, workplace-relevant learning delivered in short,

structured modules that can be applied immediately.

Supporting Supporting Supporting
Supporting Knowledge
ePOEy S Skill Development Competence Outcomes

0060 @@@ @@9 ©0006

Implementation Model
—(@8)— (%
\=/ L 4
Short Learning Regular Manager-led
Modules Reinforcement Discussions
Supporting Knowledge

LearningPlanet provides:
¢ short, focused learning modules
¢ clear explanations of workplace concepts
¢ practical frameworks
e accessible content

These features support rapid knowledge acquisition.
Supporting Skill Development
LearningPlanet enables:

e scenario-based learning

e behavioural modelling

e structured practice

e guided application

These features support skill development.

) —(0)

—( Jo)—

Structured Ongoing
Learning Pathways Performance Support
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Supporting Competence

LearningPlanet reinforces learning through:
¢ repeated exposure to key behaviours
e practical workplace examples
¢ reflection and discussion
e structured learning pathways

These features support consistent performance.
Supporting Outcomes

LearningPlanet supports organisational performance through:
e scalable delivery
e consistent capability development
¢ alignment to workplace needs
* measurable learning engagement

These features help organisations translate learning into results.

Implementation Model

A typical implementation includes:

¢ Short learning modules

¢ Regular reinforcement

e Manager-led discussions
Structured learning pathways
Ongoing performance support

e

LearningPlanet

This approach enables organisations to embed learning into daily work without disrupting

operations.
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Contact us for further
Information

If you would like to learn more or explore implementation
options, visit learningplanet.tv
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