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Abstract

Although many organizations recognize the importance of training and
development, this is not always reflected in practice, especially in nonprofit sport
organizations. This study focuses on the tension between organizational goals and
actual practices, which is explored through one nonprofit sport organization in the
Helsinki Metropolitan Area.

The research is a development-oriented case study that aims to examine how training
and development practices serve both the needs of employees and the objectives of
the organization. Based on my experience working in the case organization, |
identified a need to improve training and development practices, which motivated
the study.

The study applied qualitative methods: the data consisted of semi-structured
interviews and an analysis of organizational documents. The study was also guided
by existing Human Resource Management (HRM) literature, which formed the
theoretical framework. The approaches of soft and hard HRM are used to examine
how employee needs and organizational goals are reconciled in training and
development practices.

The results highlighted both strengths and areas in need of improvement. The study
concludes that improving training and development practices requires
organizational solutions that balance the training and development needs of
employees with the operational priorities and resource constraints of the
organization. While the study focuses on a single organization, its findings may offer
useful insights for other nonprofit sport organizations as well.

Keywords Training and Development, Human Resource Management, Soft and
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Tiivistelma

Vaikka monet organisaatiot tunnistavat koulutuksen ja kehittimisen merkityksen,
tdma ei aina heijastu kdytdnnon toimintaan, erityisesti voittoa tavoittelemattomissa
urheiluorganisaatioissa. Tadmé tutkimus tarkastelee organisaation tavoitteiden ja
kdytinnon  vilistd  jénnitettd  yhden  padkaupunkiseudulla  toimivan
urheiluorganisaation kautta.

Tutkimus on kehittdmisldhtdinen tapaustutkimus, jonka tavoitteena on selvittia,
miten koulutus- ja kehittdmiskdytdnnot palvelevat sekid tyontekijoiden tarpeita etté
organisaation tavoitteita. Organisaatiossa tydskentelyni aikana esiin nousseet
havainnot koulutuksen ja kehittdmisen tarpeista motivoivat tutkimuksen
kdynnistdmista.

Tutkimuksessa  hyOddynnettiin ~ laadullisia ~ menetelmid: aineisto  koostui
puolistrukturoiduista haastatteluista ja organisaation dokumenttien analyysista.
Viitekehys perustui henkilostohallinnon (HRM) kirjallisuuteen, ja analyysissd
hyddynnettiin pehmeén ja kovan HRM:n nékodkulmia tydntekijoiden tarpeiden ja
organisaation tavoitteiden yhteensovittamisessa.

Tuloksissa tunnistetaan sekd vahvuuksia ettd kehittdmiskohteita. Johtopdédtoksena
todetaan, ettd koulutus- ja kehittdmiskdytdntdjen parantaminen edellyttdd ratkaisuja,
jotka tasapainottavat tyontekijoiden kehitystarpeet organisaation toiminnallisten
painopisteiden ja resurssirajoitteiden kanssa. Vaikka tutkimus keskittyy yhteen
organisaatioon, sen havainnot voivat tarjota hyodyllisid oivalluksia my6s muille
voittoa tavoittelemattomille urheiluorganisaatioille.

Avainsanat Koulutus ja kehittdminen, Henkilostohallinto, Pehmed ja kova
henkildstohallinto, Tyontekijakokemukset, Voittoa tavoittelemattomat
urheiluorganisaatiot, Laadullinen tapaustutkimus

4



Table of contents

List of tables and fIGUIesS .....cccceiiiieieiiiieteiiietetincesesscecesscsssssecsssssscsssssssssssssses 7
ADDTrevIiations ...cceceeiecieererreceeiasresressecassessessesssssssssssssssssssssessssssssssssssssssasssssssss 8
1 INEFOAUCHON o ueeninininincncncecececececececececececececececesesssesesssssssssssssssssssesssasasnse 9
1.1 Background and MOBTUALION ...........cceeeecveereereeeectesseeseeeessesseeseessessessesssessessessesnes 10
1.2 Research problem and research QUESHIONS...........cueceeceeeeereeecreeeeeeeeseeseesaeenes 12
1.3 SCOPE Of TRE STUAY «..eveveeeveevereereeeecteeteeeetecteeeeeestestesseeaessessassasssessessasssessensassansens 13
1.4 SHPUCLUTE Of TR THESIS ....uvceveeveteeeeeteeteeeeteteeee e te e teeraestesses e et essassasssesesassansean 14

2 Literatlure FeVIEW..ccciireiereirererecreresacrecesasssessssssesassssessssssessssssessssssesssssse 16
2.1 Human resource ManagermeNt...........eeeeeeeeeeereeeenessveesseseeessssseessssssessssssssssssssassssns 16
2.1.1  Soft and hard HRM .....cc..ociieiieiieieeieeieeeee e ieeteete e e s sveesveesssesssesae e s e e sneens 18

2.1.2  The key functions of HRM .......cccceverirnienenrinnienienenienienieneestensensesesssessesseseenees 21

2.2 Training and DevelOPIMENL...........ccueeeeerceereenierieeniesesiesssessesessesssessessasssessessassanns 23
2.2.1  Overview of training and development ..........cccceceeveevieneniennienenienreenenenreeneenns 23
2.2.2 Training and development methods........ccccecveververrerrieneniennienenenienreenieneneenes 24
2.2.3 Therole of feedback in training and development .........cc.ccccevvererververruerenenne 30
2.2.4 Training and development: Hard HRM........cccceoverviriiinienennienenennennienieneseenee 31
2.2.5 Training and development: Soft HRM .......cccceoerererrienenienniinieniesseeneenenesseens 32

2.3 Training and development in nonprofit Sport Organizations..............ceceeceecene 34
2.3.1  Nonprofit and Sport OrganiZations .......c..ceccevererreereerierierresreesiesiessesssessessesseenne 35
2.3.2 Therole of training and development in nonprofit sport organizations........ 38

2.4 Summary of the Hterature TEUIEI .........cvevveeerietecreneetesieseseestestesseseessessesseeses 40

3  MethodolOZy..ccceiurriiniuiniieieniieiasrerecesserecessesesessssesessssessssssessssssesassssesass 45
3.1 ESPOOT TElMELATIUTTE T «eeuveeveeeerrenrenerestessesesseessessessesssessessessesssessessasssessessassasses 45
3.1.1  The Finnish Gymnastics Federation........c..cocceveeverreerienenienreinienienseeneesesiesseens 47

3.2 RESCATCR AESIGN ..ottt ctestesee st e st e sseste st sssessas e e s esaesaassssssessassaens 48
3.3 SeleCtion Of PATLICIPANLS.....cc.eevevverrenereritentesestestessesestessessessesssessessasssessessassasses 50
3.4 SeleCtiON Of QUESTIONS .....cecveevererienrenenesitesiesestessessessessessessessesssessessasssessessassasses 52
3.5 DALA COURCLION ....eveeveveeeeteereeieetectesee e stestes e st estessesse et essessassesssessassassssssessassasses 53
3.6 DALA ANALYSIS «..veevereeeeeercireieeeeeesteses e stestessee e essessesse st assessassesssessassassssssessassasses 55
3.7 Validity Of the TeSEATCH ......cueeueeeeeeeieeietecteeee ettt sae et sae s eesaesaessnens 56
3.8 Limitations Of the STUAY ......c.coeeveeveeerierieisieeestestesteseestessessesesstessessesssessessassnenes 58
3.8.1  Scope Of the STUAY .....cceeeeeriiierieeeeteeeee ettt a e s s saens 59
3.8.2  Selection Of PArtiCiPANTS......cccceeveeverrtinienenierieneeeeeerteseseeseeseesresaeessesaesraesnenns 59
3.8.3  R0le Of the IeSEATCRET........coveieieeieeeeeeeeeeceecee e 60

4 RESULILS ceuiuiiiiiiiiiniiininieieieietetetetecetetecetecocececacssssssssssssssssssssssssssssssssssssnne 62
4.1 Organizational dOCUITIENLS .........c.ceueeueeireeueeeesteiineeeeseeteeeeseeste st sesaeste e e seneen 62
4.2 INUE@TUICIUS. ...veeeeeeeeeeeereeeeeeteeeeeecteeeceeteeeceeseaeeeesteeeeesaseeessssseeesssasesesssssesssesesenssnes 64
4.2.1  Key skills and qualities for competitive coaching...........ccceeevevvererceervenervennns 64
4.2.2  Current strengths in training and development opportunities....................... 67



4.2.3 Employee perspectives on areas for improvement in training and

AEVEIOPIMENL ...ttt ettt ettt ettt e e st e e e e s s s b et e e e e ssessesseneenesnan 70

4.2.4 Employee-driven suggestions for improving training and development....... 73

5 DISCUSSION cuceininrncererececececececececocececececocesscscecssssssesssssssssssssssssssasasssasasase 76
5.1 HRM and SHRM approaches in practice: soft and hard HRM.......................... 76
5.2 Challenges and opportunities in nonprofit sport organizations ....................... 79

LI 0731 T¢) 113 To )+ N 82
6.1 Main findings and theoretical CONITIDULION ..........ccueeeeecveeueereeeeireseeeeeresresennens 82
6.2 Practical TMPLCATIONS ........c.eeeeeeeeeeeeerieeieceeeeeceeseeseesseessesseesssesssesssessssssssssenns 84
6.3 SUGGESHIONS fOT fULUTE TESCATCH ....cveeeveevereereeeiereeteeeeceeetesreeseesae e eseessessessasssenes 86
20 153 0 1 1N 88
Appendix A: INnterview qUESTIONS . ..ccciuveireierrerecesserecesscrecesssresessssesessssesesssseses 98
Appendix B: Using of ALin the Thesis ...cccccervieieirierecriececreresacrcesasrecesscseces 100



List of tables and figures

Tables

Table 1: Soft and hard HRM

Table 2: On-the-job training methods

Table 3: Off-the-job training methods

Table 4: Key findings from the literature review

Table 5: Overview of strengths and improvement areas in the training and

development practices of Espoon Telinetaiturit ry

Figures

Figure 1: Results of the job satisfaction survey (December 2023) in Espoon

Telinetaiturit ry

Figure 2: Organizational structure of Espoon Telinetaiturit ry



Abbreviations

HR Human Resources
HRM Human Resource Management

SHRM Strategic Human Resource Management



1 Introduction

While many organizations recognize the value of training and development,
turning these ideas into practice is not always straightforward, particularly
in nonprofit sport organizations. The gap between rhetoric and reality is a
central theme in this study, which explores how the tension between stated
intentions and actual implementation manifests in the case organization,

Espoon Telinetaiturit ry.

I work as a coach in the organization and have also been involved in designing
and analyzing job satisfaction surveys. These surveys have identified areas
for improvement in employee training and development, which motivated
me to initiate this research project focusing specifically on the organization’s
training and development practices. This highlighted the need to better
understand how these practices serve both the needs of employees and the
objectives of the organization. In this study, I use the approaches of soft and
hard HRM to analyze how these two perspectives are balanced. By combining
insights from the academic HRM literature with empirical data, the study
seeks to support the improvement of training and development practices

tailored to this nonprofit sport context.

The purpose of the study is to identify the strengths and weaknesses of
current training and development practices from the employees' perspective
and to produce concrete improvement proposals that reconcile both the
needs of the employees and the objectives of the organization. While the
focus is on a single organization, the findings may offer useful perspectives

for other nonprofit sport organizations as well.

The following section introduces the background and motivation for the
study, followed by the research problem and research questions. Lastly, the
scope and structure of the study are presented. Before moving to the
background and motivation, it is important to note that this study was

conducted with the permission of Espoon Telinetaiturit ry, allowing the



organization's name to be mentioned openly. Espoon Telinetaiturit ry wishes
to promote transparency and contribute to the improvement of training and

development practices across the nonprofit sport sector.

1.1  Background and motivation

To be effective, an organization needs a well-functioning human resource
system (Khasawneh, 2011). Employees are one of the most important
resources for an organization, as they contribute to its success (Amin et al.,
2014; Lekavicius, 2020). In essence, an organization’s strength lies in its
people (Fitzergald, 1992), making it important for human resource managers

to take care of their employees (Lekavicius, 2020).

One of the most important ways Human Resource Management (HRM) can
support employees is through training and development, which has become
a core human resource function (Marsikova & Slaichov4, 2015). Training and
development refer to the process to obtain or transfer knowledge, skills and
abilities needed to carry out a specific activity or task (Niazi, 2011). HRM is
all about balancing the organization’s people and processes to best achieve
the goals and the strategies of the organization, as well as the goals and the
needs of workforces (Ashar et al.,, 2013). Training and development can
therefore be either a benefit for the employees themselves or an important
factor that affects an organization’s productivity and success (Marsikova &

Slaichova, 2015).

Training and development have a significant impact on employee job
satisfaction (Wajidi et al., 2023). From the employee's perspective,
opportunities for training are valuable, as they lead to greater motivation,
loyalty, and overall job satisfaction (Marsikova & Slaichov4, 2015). When
employees receive enough training, they feel an emotional attachment and
commitment to the organization and therefore are less likely to leave (Ashar

et al., 2013).
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My interest in the topic of the study stems from my close involvement with
job satisfaction surveys in the organization, which revealed areas for
improvement in training and development practices. Based on these
findings, I seek to better understand how employees perceive the current HR
practices within the organization. My goal is to identify what is already
working and, in turn, the key challenges in improving current training and
development practices. This thesis aims to produce concrete suggestions for
enhancing training and development practices from the employees'
perspective. While the study centers on employee experiences, it also
recognizes that training and development take place within a broader

organizational framework.

The aim of the Espoon Telinetaiturit ry is to promote gymnastics among
people of all ages, to raise competitive gymnasts and to organize other
recreational activities. The organization is a nonprofit sport organization,
which means that it does not in principle aim for profit or success. In
nonprofit sport organizations like Espoon Telinetaiturit ry, employee
engagement and satisfaction are particularly crucial, as the organization
relies heavily on the commitment and motivation of its staff, who often work
with limited resources compared to for-profit organizations. Addressing
employee needs through training and development is essential for

supporting employee well-being and achieving organizational objectives.

The results of the job satisfaction survey conducted in December 2023 within
Espoon Telinetaiturit ry are presented in Figure 1. The survey included 11
questions, which were answered on a scale of 1 to 5. Figure 1 highlights two
key questions relevant to this thesis, alongside the overall job satisfaction
score. These questions were selected because training and development
received lower ratings, making it interesting to explore how improving these
practices could impact employee satisfaction. The other questions in the
survey were not specifically related to training and development and are

therefore excluded from this study.
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The main survey question that highlighted the need for this study was “T am
encouraged to develop in my work”. Additionally, the question "I get enough
feedback on my work" has been included in Figure 1 as it shows that
somewhat lower ratings also appear in other areas related to training and
development. The first bar represents all employees of Espoon Telinetaiturit
ry, the second bar represents full-time employees and coordinators, and the

third bar represents other employees in the organization.

Figure 1: Results of the job satisfaction survey (December 2023) in Espoon
Telinetaiturit ry
I am encouraged to develop in my work

3,58
2,72
3,79

I get enough feedback on my work

3,19
2,50
3,35

Overall job satisfaction
3,95

3.31
4,11

1.2 Research problem and research questions

This research seeks to answer the following research questions:

RQ1: How do employees at Espoon Telinetaiturit ry perceive the current

training and development opportunities within the organization?

RQ2: How could Espoon Telinetaiturit ry's training and development

opportunities better meet the needs of its employees?
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To address these questions in a comprehensive way, I will look for answers
both in the literature and through existing documents of the organization and
interviews. The literature review examines HRM with a particular focus on
training and development within the context of a nonprofit sport
organization. The literature review sets out a theoretical framework by
presenting the concepts, perspectives and approaches that are central to the
topic of the study and serve as a basis for interpreting the empirical results.
In addition, the literature review presents empirical cases that are most
closely related to the topic of this study. Although no directly comparable
studies were found, the topic can still be meaningfully explored by referring
to similar cases and existing research within the field of nonprofit sport
organizations. Based on the existing literature, it aims to identify best
practices and common challenges that can serve as a basis for evaluating the

current training and development practices of Espoon Telinetaiturit ry.

The empirical part includes data collection through analysis of organizational
documents, including the Action Plan 2024 and Strategic Plan 2023-2025,
and employee interviews. This part aims to identify which areas of training
and development at Espoon Telinetaiturit ry work in practice and which
things could be improved to better meet employees’ needs. Finally, the
insights from the literature review and the empirical findings will be
synthesized to best support training and development practices within the
organization. By combining theoretical insights with practical observations,
the aim is to promote the improvement of training and development

practices that align employee needs with organizational goals.

1.3  Scope of the study

This thesis is a qualitative case study and development project carried out in
Espoon Telinetaiturit ry, a nonprofit sport organization. It examines the
organization’s current training and development practices by recognizing

both strengths and areas where improvements are needed, based on
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challenges identified in the organization’s job satisfaction survey. The aim is
to generate improvement ideas based on both academic HRM literature and

the practical needs of the employees.

To structure the analysis, the study distinguishes between soft and hard
HRM, two approaches widely recognized in HRM theory. The distinction
between soft and hard HRM offers a valuable framework for analyzing and
balancing two key priorities of this study, employee needs and organizational
goals, within a practical development context. Soft HRM emphasizes
employee well-being, motivation and development, viewing employees as the
key assets to the organization (Legge, 1995). In contrast, hard HRM
prioritizes performance, efficiency and the alignment of HR with
organizational goals (Legge, 1995). These two are distinct but
complementary models which are particularly relevant in the nonprofit sport
organization context, where organizations must balance employee needs

with organizational objectives.

Although the study refers to HRM in general, it specifically focuses on the
training and development aspect. This delimitation is based on the results of
a job satisfaction survey carried out in the organization, which identified
areas for improvement in employee experiences. It would also be valuable to
explore other HRM functions, such as recruitment and selection or
compensation and benefits, but these fall outside the scope of this study. This
decision was made to gain a deeper and more detailed understanding of
training and development, which was recognized as a critical area for

improvement in Espoon Telinetaiturit ry.

14 Structure of the thesis

This thesis continues after the introduction as follows. Section 2 reviews the
literature and introduces the key concepts, perspectives and approaches that

underpin the analysis and provide the basis for interpreting the results.
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Section 3 first presents the case organization, Espoon Telinetaiturit ry, and
then outlines the chosen methodology for the study. Section 4 presents the
results of the study by analyzing the data collected from organizational
documents and interviews. Finally, section 5 discusses the findings of the
study and section 6 concludes the thesis by summarizing the main findings

and suggesting directions for future research.
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2 Literature review

One of the key concerns in HRM is the gap that often exists between how
HRM is presented in organizational rhetoric and how it is implemented in
practice. Organizations may emphasize employee satisfaction in their
strategy, but in reality, they focus more on the efficiency of the organization’s
operations. This tension is often visible in nonprofit sport organizations,
where limited resources and volunteer-based work can make balancing these
priorities even more challenging. The literature review aims to better
understand this gap by discovering key principles and background of HRM,
as well as the possible challenges of aligning employee needs with

organizational goals.

One HRM function through which the tension between employee needs and
organizational goals can be explored in more depth is training and
development, which is also the focus of this review. This emphasis is based
on the context of the case organization, where training and development has
emerged as a key area for improvement. To structure the study, the literature
review highlights soft and hard HRM as useful approaches for analyzing how
HRM is implemented in nonprofit sport organizations. The framework of soft
and hard HRM is useful in understanding how organizations seek to balance
employee needs and operational demands, revealing a gap between

intentions and practice (Legge, 1995).

21 Human resource management

To gain a comprehensive understanding of training and development within
HRM, it is essential to first outline the fundamental principles and historical
development of HRM. This provides the necessary basis for analyzing how
HRM systems shape training and development practices and why tensions

can arise between employee needs and organizational objectives.

16



Human resource management (HRM) refers to the policies, practices,
procedures, and systems that influence the behavior, attitudes, values, and
performance of employees within the organization (Taylor et al., 2008).
HRM can be broadly described as the integration of people, resources, and
management, where effective management harnesses individuals' skills,
knowledge, and capabilities to achieve both personal and organizational
goals (Rotich, 2015). According to Rotich (2015), the purpose of HRM is to
attract the best talent to an organization, assign them to appropriate roles
based on their skills and attitudes, manage them to maximize their
contribution, and retain them for an appropriate period to maximize the
value of resources. He further explains that HRM systems within an
organization can be shaped by many factors depending on the type of
organization, the external environment where the organization operates, and
the organization’s choices about how work is organized. As a result, there will

be different human resource layouts within different organizations.

In the early 1900s, HRM focused mainly on transactional work, such as
payroll and benefits administration (Rotich, 2015). After the 1980s, the focus
of HRM shifted towards more strategic and effective overall management of
an organization’s workforce, contributing to the achievement of desired
objectives and improving organizational efficiency (Rotich, 2015). HRM
cannot be a separate actor, but it must be linked to the other practices and
strategy of the organization (Lekavicius, 2020). Strategic Human Resource
Management (SHRM) integrates HRM practices with the strategic goals of
the organization (Guo et al., 2011). In contrast to the strategic approach, the
emphasis in the human resource-based approach is on the value and

development of human resources (Ridder & McCandless, 2010).

HRM is a complex and rapidly changing field of practice in both industry and
academia (Rotich, 2015). However, it also faces multiple challenges, which
require a critical perspective. One of the challenges is the mismatch between

rhetoric and reality (Goyal & Patwardhan, 2020). Organizations often claim
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to put the well-being of their employees first, but in practice their actions may
serve primarily the efficiency of the organization (Goyal & Patwardhan,
2020). In some cases, this mismatch may be unintentional and reflect a
misguided belief in supporting employees’ well-being and needs, while in
other cases it may reflect a deliberate prioritization of results over employees
(Goyal & Patwardhan, 2020). This highlights the need to examine not only
how HRM is implemented, but also the intentions behind these practices and

how they are perceived by employees.

A second, closely related challenge is balancing employee needs with
organizational goals (Baluch & Ridder, 2020). These two priorities can
sometimes be in conflict, as a strong emphasis on efficiency can sometimes
overshadow employee satisfaction. There may be different requirements
within an organization and therefore it is important to consider how HRM
should be examined and built. A useful framework for analyzing these
tensions is provided by the soft and hard HRM, which represent distinct but
complementary perspectives on HRM priorities (Guest, 1987; Storey, 1992;
Truss et., 1997). Soft and hard HRM help assess whether HRM practices
primarily serve employee satisfaction or organizational efficiency (Legge,
1995). These approaches are particularly relevant to this study because they
provide a conceptual lens through which to assess whether the training and
development practices of Espoon Telinetaiturit ry primarily support
employee well-being, organizational effectiveness, or both. The next section
delves deeper into soft and hard HRM, exploring their theoretical principles
and implications for HRM.

2.1.1 Soft and hard HRM

Building on the previous section, this part will focus on two widely recognized
and conceptual approaches that help to frame the improvement of training
and development practices in Espoon Telinetaiturit ry. These two approaches
are soft and hard HRM (Truss et al., 1997). Soft and hard HRM are based on

opposing views of employee commitment, motivation and development
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versus efficiency outcomes. The key difference between soft and hard HRM
is whether the focus is on employees or resources (Guest, 1987; Storey, 1992).
Storey (1992) has stated that "It is striking that the same term, HRM, can

thus imply completely opposite assumptions.”

In soft HRM, the focus is on fostering employee commitment, motivation and
development with employees seen as a valuable asset (Legge, 1995). This
approach recognizes the importance of HRM to the goals of the organization
and takes into account management's efforts to create a work environment
that emphasizes employee development through training, participation and
communication (Guest, 1987). Soft HRM is also associated with objectives
such as flexibility and adaptability (Storey & Sisson, 1993). A key element of

this approach is aligning HR policies with broader business objectives

(Legge, 1995).

In turn, hard HRM reflects many of the same principles as SHRM,
particularly the emphasis on aligning HR practices with organizational
strategy (Legge, 1995). This approach puts the main emphasis on strategic
business objectives and treats human resources like any other factor of
production, without giving them an inherently central role in achieving
competitive advantage (Druker et al., 1996). Hard HRM stresses HRM's
focus on the crucial importance of the close integration of human resource
policies, systems, and activities with business strategy (Gill, 1999). In this
approach employees are seen as a resource to be used dispassionately and
formally rationally (Storey, 1992). Hard HRM focuses on the quantitative,
calculative, and strategic dimensions of HRM (Gill, 1999).

Truss et al. (1997) have examined the factors to determine whether
organizations were using soft or hard HRM. According to Truss et al. (1997),
soft HRM includes training employees and employees' perception of training
and promotion opportunities, as well as communication and trust between
management and staff. In turn, they describe that hard HRM includes

integration of HR management and business strategy, including
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performance management methods such as appraisal and monitoring the
setting of work objectives. Sometimes it seems that there is a mismatch
between what the research literature says companies should do with HRM
and what companies actually do with HRM (Becker & Gehart, 1996). At a
rhetorical level, many organizations advocate soft HRM, but the reality of the

organization may look rather hard HRM (Gill, 1999).

Although organizations are examined according to which approach they
emphasize, elements of both soft and hard HRM exist in any organization
(Beardwell ja Claydon, 2007). Hard HRM may contain some elements of the
soft HRM, and soft one could equally well produce hard one's results with a
closed mindset within an organizational strategy. For example, Guest (1987)
and Storey (1992), who clearly acknowledge the dichotomy between soft and
hard HRM, use both approaches in constructing their own understanding of
HRM.

Table 1: Soft and hard HRM

Soft HRM Hard HRM
Focuses on people/employees e Treats employees as
Emphasizes employee resources, like any other
commitment, motivation and factor of production
development, through e Focuses on the quantitative,
training, calculative, and strategic
participation and dimensions of HRM
communication e Prioritizes cost-efficiency and
e Employees are seen as productivity
valuable assets e HR practices are closely
e Includes flexibility and aligned with business
adaptability strategy

Soft and hard HRM can also be viewed from a training and development
perspective. In soft HRM individuals are seen as a valuable resource whose

professional growth should be supported by training and development (Gill,
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1999). In contrast, according to Gill (1999), hard HRM views employees
primarily as a resource to be optimized. On this basis, one would therefore
expect that training would be low in those organizations that adopt hard
HRM, while training would be more prominent in those that focus on soft
HRM (Truss et al., 1997).

Gill (1999) has suggested that training based on soft HRM is associated with
the organization's ability to thrive because of the continuous development of
employees. In other words, the organization is committed to providing
employees with an environment that values continuous learning and offers
opportunities for development. In soft HRM, training and development are
personalized and tailored to each employee's career path (Gill, 1999). Hard
HRM, on the other hand, does not focus on individual development, but on
ensuring that individuals have the necessary skills to perform their tasks to

improve the performance of the organization (Gill, 1999).

2.1.2 The key functions of HRM

While the primary focus of this study is on training and development, a brief
overview of other HRM functions helps to position this focus within the
broader HRM framework. HRM includes different steps, such as planning,
recruitment, selection, retention, orientation, training and development and

appraisal and rewards (Hoye et al., 2013; Paauwe & Boon, 2018).

Human resource planning is a dynamic process which includes analyzing an
organization’s human resource requirements to achieve its mission,
strategies, goals, and objectives (Taylor et al., 2008). Selection methods
include for example assessment tests, cognitive ability tests, aptitude sample
tests, behaviorally based interviews and standard interviews (Taylor et al.,
2008). Recruitment’s purpose is to generate a pool of qualified candidates
in the right areas, sufficient for the organization (Taylor et al., 2008).
Orientation is the last part of the recruitment process, it helps newcomers

quickly integrate into the organization, perform their expected roles, and stay
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with the organization (Taylor et al., 2008). Training means enhancement of
technical job-related skills and abilities and development is more concerned
with changing attitudes and behaviors, skill building and goals to improve
person’s interpersonal capabilities (Taylor et al., 2008). Performance
management is a holistic approach to performance that spans numerous

performance dimensions (O’Boyle & Hassan, 2014).

According to Philip and Arrowsmith (2020), foundational elements such as
recruitment, selection, training and development, rewards and performance
management must be established before advancing more specialized aspects
of employee development through human resource practices. Effective HRM
requires that each strand of the suite of HRM policies and practices work
together in an integrative form and to complement and reinforce one another

(Taylor et al., 2008).

Even though each HRM function is relevant, training and development is
explored further in the following section because of its central role in the
context of this research. Employee training and development is recognized
as one of the core components of human resource activities (Marsikova &
Slaichova, 2015). From an HRM perspective, organizations must embrace
continuous learning (Akingbola, 2006). Well-trained employees with
adequate knowledge and skills enhance organizations’ higher value of their
intellectual capital and competitive advantage (Marsikova & Slaichova,
2015). To sustain valuable human resources, organizations are required to be
conscious about the job satisfaction and retention of employees (Jehanzeb &
Beshir, 2013). Training can also be seen as one of the most common
employee benefits (Jehanzeb & Beshir, 2013). Millar and Stevens (2012) have
conducted a study on Canadian national sports organizations and this study
has shown that human resource training improves learning capacity and

performance at both the individual and organizational levels.
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2.2 Training and Development

As this study examines only the training and development function of HRM,
the following section will examine this area in more detail. A broader
understanding of the elements that support training and development is
necessary to identify what is needed within an organization. In addition, case
studies of organizations with a similar context are valuable for the effective
improvement of training and development practices. This section discusses

findings from such studies and relevant literature.

2.2.1 Overview of training and development

Training and development are important ingredients of HRM (Taylor et al.,
2008). Training means the acquisition of knowledge and skills for present
tasks, which help individuals contribute to the organization in their current
or near-future positions (Fitzgerald 1992; Sonnentag et al., 2004). Training
must result in a change in behavior such as the use of new knowledge and
skills on-the-job to be successful (Fitzgerald, 1992). In turn, development
means the acquisition of knowledge and skills that may be used in future jobs
and tasks (Fitzgerald, 1992; Sonnentag et al., 2004). It involves the
preparation of individuals to enrich the organization in the future and the act
of being involved in many different types of training activities (Fitzgerald,
1992). Development is necessary so employees can meet new challenges and
ensure long-term vitality of an organization (Fitzgerald, 1992). It is
important to distinguish conceptually between training and development,
although these terms can often overlap, making it challenging to classify

certain research outcomes as one or another (Jehanzeb & Beshir, 2013).

In the organizational context, both training and development are a form of
learning and there is a strong link between learning and working (Taylor et
al., 2008). Learning is viewed as an expected activity that should be
integrated into the day-to-day operations in the organization (Bratton &

Gold, 2007). It is a process through which individuals acquire new
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knowledge, skills, and abilities, thereby enhancing their capacity to function
effectively (Kim, 1997). Learning occurs through practical application and
feedback components (Salas et al., 2012). However, not all practice is created
equal because unstructured practice without objectives, appropriate
stimulation, and meaningful feedback can lead to ineffective learning
(Cannon-Bowers et al., 1998). Some individuals learn better when the
learning takes place within a certain environment, while others prefer being
mentally activated to make connections between the new and existing
knowledge (Taylor et al., 2008). Still others learn best when working
collaboratively in groups and others when given the opportunity to critically

think about their actions and outcomes (Taylor et al., 2008).

The larger the organization is, the greater the need for training is in general
(Betcherman et al., 1997; McMullen & Schellenberg, 2003). It is also possible
that employees in larger organizations are more likely to have received
training than those in smaller ones (Betcherman et al., 1997; McMullen &
Schellenberg, 2003). In addition, people in managerial positions are more
likely to receive training than other employees in the organization (McMullen
& Schellenberg, 2003). McMullen & Schellenberg (2003) also pointed out
that specific organizational situations and needs will differ, meaning that
assessments of the adequacy of training must be made at the level of

individual organizations or within specific fields.

2.2.2 Training and development methods

Training and development methods are an essential part of HRM as they
provide the structure through which organizations develop employee skills
and improve performance. Understanding and selecting the right methods
for the organization, it is important to ensure that they meet the specific
needs and goals. This section looks at different training and development
methods to gain insight into how they can contribute to employee needs and

organizational goals and form the basis for practical recommendations.
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Training methods can be defined as a set of systematic procedures, activities
or techniques designed to equip participants with competencies and skills
that are useful in improving their job performance (Martin et al., 2014). A
variety of methods can be used to deliver the required outcomes of skill,
knowledge, attitudinal or task development (Taylor et al., 2008). The method

is chosen to match the skill or task required (Taylor et al., 2008).

With the ever-changing technological advances of our time and the continual
development of learning theories, more options than ever are now available
in terms of how people are trained (Martin et al., 2014). Some training
methods can also utilize instruction through sources other than a person
(Martin et al., 2014). Sometimes training methods can be challenging to
manage because they could be difficult to define, there is no one
comprehensive list of types and they change rapidly to keep pace with current

technological developments, making classification difficult.

However, training methods can be broadly classified into on-the-job training
and off-the-job training (Wexley & Latham, 1991). Various suggestions have
been made regarding which methods are classified as on-the-job and off-the-
job training methods. In this research, an effort has been made to provide as
many options as possible for categorizing methods into on-the-job and off-
the-job training. This classification is particularly relevant to this study, as it
examines how training methods can meet the specific needs of the
organization. By looking at different training options, the study aims to
provide practical insights into how these methods can be optimized to

support employee training and development.

On-the-job can include mentoring, coaching, job rotation, job instructional
training, job shadowing, and apprenticeship (Taylor et al., 2008). Sometimes
the terms coach and mentor are used interchangeably, but there are
differences between these two terms which are shown in table 2. On-the-job

training does not need expensive off-site facilities such as classrooms or
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simulators nor is there any need for outside trainers (Marsikova & Slaichova,
2015; Raheja, 2015). The learning and actual job situations are usually very
similar, as the training is given on the same machines, and the experience
aligns with already approved standards (Marsikovd & Slaichovi, 2015;
Raheja, 2015). From the HRM point of view, on-the job training is the most
important form of training and development (Marsikova & Slaichova, 2015).
On-the-job training is wusually important especially in nonprofit
organizations (Taylor et al., 2008) as it is often more cost-effective and
practical for nonprofit sport organizations than off-the-job training

(Mar$ikova & Slaichova, 2015; Raheja, 2015).

Table 2: On-the-job training methods

e More experienced person serves as a role model and
provides guidance and support (Weaver &
Chelladurai, 1999).

e Typically, the mentor is someone in a higher
position within the organization, although a less
senior person with significant expertise can also be
an effective mentor (Chelladurai, 2014).

Mentoring e Managers could encourage such mentoring
relationships also among employees (Chelladurai,
2014).

e The mentor should share wisdom and experience,
provide support, advice, and counsel to enable the
mentee to grow and develop (Taylor et al., 2008).

e The focus is usually on the individual and the role
of the mentor is to be a facilitator with no specific
agenda (Taylor, et al., 2008).

e Focuses on supporting and directing an individual
through encouragement, questioning, and support
(Taylor et al., 2008).

Coaching e Coachingis different from mentoring as a coach will
seldom offer advice (Taylor et al., 2008).

e The focus is usually on enhanced performance and
the role of the coach is on the specific area (Taylor
et al.,, 2008).
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Job rotation

Involves training for a job by working in the job for
a limited duration, while still maintaining the
original job (Martin et al., 2014).

Job rotation not only makes a person well
acquainted with different jobs, but it also alleviates
boredom and allows them to develop rapport with
several people (Raheja, 2015).

Job
Instructional

training

A step-by-step instruction will be given by the
trainer to the learner (Vasanthi & Basariya, 2019).
It prepares a trainee with an overview of the job, its
purpose, and the results desired, demonstrates the
task or the skill to the trainee, allows the trainee to
show the demonstration on his or her own, and
follows up to provide feedback and help (Raheja,
2015).

Job Shadowing

Involves a trainee closely observing someone
perform a specific job in the natural job
environment for the purpose of witnessing first-
hand the details of the job (Martin et al., 2014).
Requires more than just following a colleague
around all day (Tyler, 2008).

Shadowers view the company from a different
perspective and learn firsthand about the
challenges facing employees in other departments.
This perspective helps employees realize the impact
their decisions have on other groups (Tyler, 2008).

Apprenticeship

Formalized method of training and development
that will comprise of both classroom education and
formalized on-the-job training under close
supervision (Vasanthi & Basariya, 2019).

The trainees serve as apprentices to experts for long
periods (Raheja, 2015).

The apprentices are paid remuneration according
to the apprenticeship agreements (Raheja, 2015).

Off-the-job training allows the trainee to learn skills and knowledge away
from the day-to-day job pressures in another environment (Wexley &
Latham, 1991). It often involves someone from outside the organization
(Wexley & Latham, 1991). Usually then, trainees are thus exposed to
individuals who not only have expertise in subject-matter areas, but who also
are expert teachers (Wexley & Latham, 1991). Different off-the-job methods

are for example lectures, group discussions, case studies, simulations, role
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playing, e-learning and panels (Marsikova & Slaichov4, 2015; Taylor et al.,

2008; Wexley & Latham, 1991).

Table 3: Off-the-job training methods

e Mostly an oral presentation, but these may be
supplemented with visual aids or handouts (Taylor
et al., 2008).

Lectures e Often used because they are easier to organize, and
a great deal of information can be presented in a
short period of time (Taylor et al., 2008).

e Useful method when there is a large group of
trainees (Taylor et al., 2008).

Group e A trainer leads the trainees as a group through a

discussion discussion of a given topic (Taylor et al., 2008).

e The information is given to the trainees detailing a
. specific situation or problem and the trainees are
Case studies assigned the task of making recommendations for
the best action to solve the problem (Martin et al.,
2014; Taylor et al., 2008).

e Ranges from simple individual or small group

problem-solving experiential exercises.
Simulations Simulations allow the participant to observe the
impact of their choices without the outcomes
having any impact on the real organization (Taylor
et al., 2008).

e Each trainee takes the role of a person affected by
an issue and studies the impacts of the issues on
human life and/or the effects of human activities on
the world around us from the perspective of that
person (Raheja, 2015).

Role playing e Deal with complex problems with no single “right”
answer (Raheja, 2015).

e The steps involved in role playing include defining
objectives, choosing context & roles, introducing
the exercise, trainee preparation/research, the role-
play, concluding discussion, and assessment
(Raheja, 2015).

) e The participants can interact with each other but,
E-learning usually for a low-cost solution, they usually learn by
themselves (Arraya & Porfirio, 2017).
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e E-Learningis an umbrella term describing any type
of learning that depends on or is enhanced by
online communication using the latest information
and communication technologies (Nagy et al.,
2005).

e Rather than having to wait due to making up a class
of students, E-Learning allows training to be
conducted for individuals at their own convenience
(Nagy et al., 2005).

e The task of E-Learning is to bring a wide range of
resources together (Nagy et al., 2005).

Panels e Dialogues among several experts sitting in front of
the room (Taylor et al., 2008).

Beyond the classification of training methods, several additional aspects are
worth considering when evaluating training and development practices.
Employees are often under pressure to convert vast amounts of knowledge
into practical skills (Bodescu, 2016). Therefore, one thing to consider,
especially in the case of off-the-job training, is the transfer of learning from
the classroom to the actual job (Wexley & Latham, 1991). Training transfer
means whether employees apply and maintain what they have learned during
the training once they are back in their jobs (Sonnentag et al., 2004). Once
trainees have completed the training, managers should support the training
process by removing barriers and ensuring that trainees have sufficient
opportunities to apply their new skills and receive feedback (Salas et al.,
2012). The effective transfer of learning to the job depends on various
contextual factors (Salas et al., 2012). These factors are performance
opportunities, social support from peers and managers, and organizational

policies.

There are also skills that are particularly important for the managers of the
organization, who must develop capabilities to understand the external
environment, design organizational strategies, provide feedback, and coach
their staff (Pynes, 2013). Leadership development usually differs from

employee training in that its learning objectives are often knowledge, skills
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and competencies for higher level positions in the organization (Salas et al.,
2012). In addition, Salas et al. (2012) pointed out that trainees usually have
more discretion in personalizing the training content when moving from

employee training to leadership development.

2.2.3 The role of feedback in training and development

Feedback can be related to both on-the-job training and off-the-job training,
and it can be either intrinsic or extrinsic. Intrinsic feedback is obtained
directly from the work itself, whereas extrinsic feedback comes from a
manager or trainer (Wexley & Latham, 1991). Employees should be informed
when they have performed tasks correctly or when there are areas for
improvement, as feedback enhances their willingness to learn and makes the
learning process more engaging (Wexley & Latham, 1991). Feedback has a

significant impact on learning outcomes (Hattie et al., 2017).

Feedback can be given during, immediately after, or before the next task
(Jiang et al., 2022). To be effective feedback should be provided as soon as
possible after the employee’s action (Wexley & Latham, 1991). Too much
feedback at one time or too early in the learning process could be confusing
for the employee and lead to poorer performance outcomes (Wexley &
Latham, 1991). Therefore, for each employee and at each stage of training

and development, there is an optimum level of feedback.

Feedback can be positive or negative and it is important to give and receive
both types of feedback (Wexley & Latham, 1991). According to Wexley &
Latham (1991), positive feedback is perceived and recalled more accurately
and accepted more readily than negative feedback. In turn, they noted that
negative feedback is often denied, especially by employees with low self-
esteem. It is easier to accept negative feedback when you have friendly and
close relationships with supervisors or colleagues (Arvey & Ivanevich, 1980).

Praise can also be a powerful source of positive feedback (Wexley & Latham,
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1991). According to Goller and Spath (2024), one important goal of feedback
is to create an emotional reaction. At best, positive and negative feedback can
motivate employees, while at worst, it can leave them frustrated. They also

highlight that providing the right feedback requires making truthful and

reliable observations in real situations.

2.2.4 Training and development: Hard HRM

While this study focuses on the employee perspective and how training and
development practices can improve employees' job satisfaction, it is
important to recognize that these practices must also be aligned with the
strategic objectives of the organization. Integrating hard HRM principles
ensures that training and development are not only designed to meet

individual needs but also to support wider organizational goals.

Training and development can be more specifically linked to HRM or SHRM
(Ruta & Sala, 2018; Taylor et al., 2008). As mentioned earlier, these two
cannot be completely separated and that is why training and development
must also be part of the organization’s strategy. This perspective supports the

hard HRM by prioritizing organizational goals and efficiency.

Effective training is one element of broader business strategy that is designed
to achieve the goal of excellence (Betcherman et al., 1997). It should be the
responsibility of the organization to ensure that employees' current skills,
abilities, and training needs are aligned with the requirements of their
positions (Jehanzeb & Beshir, 2013). According to Jehanzeb & Beshir (2013),
it is important to communicate business strategy, goals for individual
employees, and employees' current skills and abilities and training
needs. Furthermore, when employees need required skills and knowledge, it
should be provided to them at the right time without any delay (Jehanzeb &
Beshir, 2013).
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Departments need to make sure that they have employees who can pick up
the knowledge and skills that might be lost after some employee leaves the
organization (Pynes, 2013). Strategies and planning are needed to keep and
share this knowledge (Pynes, 2013). In general, there is no single factor that
prevents some form of training or development from being offered to
employees, but the decision to offer training and development is usually a

matter for the senior management (Betcherman et al., 1997).

According to Wexley and Latham (1991), an organization’s strategy must take
account of money and resources. To avoid wasting money, organizations will
use training and development interventions for the people and the situations
where needed. Even if an organization cannot afford financially to carry out
each step of the intervention, it should attempt to do whatever it can to
approach the ideal. Training and development needs should be identified,
planned, and budgeted for from the outset of any change. In all types of
organizations, training and development tend to be very much a top-down
decision, with strategies and funding levels being determined by

management (Betcherman et al., 1997).

2.2.5 Training and development: Soft HRM

The following section will focus more on how soft HRM is reflected in
training and development. Looking at soft HRM helps to understand how
training and development measures can support employee well-being,
motivation and commitment to the organization. In this study, it is important
to explore how training not only improves employees' skills but also
contributes to their personal development and job satisfaction. Soft HRM
therefore not only seeks to meet the needs of the organization but also puts

employees at the center and considers their individual development needs.

Training and development refer to a planned effort by an organization to
facilitate the learning of job-related behaviors on the part of its employees

(Wexley & Latham, 1991). Employers provide training to meet different skills
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needs (Betcherman et al., 1997). It is critical that organizations implement
training and development practices to ensure that their employees have the
requisite knowledge, skills, abilities, and other characteristics to confront
their current work and new challenges (Pynes, 2013; Taylor, et al., 2008). In
addition, organizations use training and development to improve employees’
skills and develop their ability to cope with the changing demands of the work
environment (Wexley & Latham, 1991). Training can be targeted to help
employees learn new job-specific skills, improve their performance, or adjust
their attitudes and behaviors (Pynes, 2013). Moreover, training and
development can focus on improving an individual's level of self-esteem,
increasing competence in one or more skill areas, or enhancing motivation

to perform well in their job.

From the employees’ perspective, additional training leads to better
motivation and loyalty within the organization (Marsikova & Slaichova,
2015). Effective training and development can strengthen employees'
commitment and increase their willingness to perform their job well (Wexley
& Latham, 1991). Retaining employees is a challenging task and there is no
single method to achieve it (Logan, 2000). Despite this, several organizations
have revealed that one characteristic that helps retain employees is providing
them with opportunities to improve their learning (Logan, 2000). While pay
and benefits play an important role in employee selection and retention,
employees also value opportunities to acquire new skills, gain experience in

different roles, and pursue personal and professional growth (Wagner 2000).

Training is essential for employees to meet expectations, contribute to their
organizations and achieve a high degree of success (Fitzgerald, 1992).
Providing training opportunities can significantly improve employee
performance (Jehanzeb & Beshir, 2013). In turn, this leads to increasing job
satisfaction among employees (Fitzgerald, 1992; Taylor et al., 2008).
Additionally, training has a positive impact on the relationship between

management and the other employees (Kalleberg & Moody, 1994).
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Employers must recognize that employees are faced with new skill demands
and that they are committed to their employees, which are key factors
affecting the quality of the employment relationship and ultimately
productivity, morale, recruitment, and retention (McMullen & Schellenberg,
2003). Employee training and development are designed to promote the

person-task fit as well as person-organization fit (Chelladurai, 2014).

Despite these benefits, even when training is provided, it can be challenging
to meet the demands of the job (McMullen & Schellenberg, 2003). Not all
training is necessarily effective or ultimately relevant to a person's job
(McMullen & Schellenberg, 2003). But even in cases where learning does
take place and the skills and knowledge acquired by an individual is relevant
to the job, learning may not be fully realized (McMullen & Schellenberg,
2003). For example, the employee may have no time to apply the new skill
in the workplace or there may be no change in job design that allows these
new skills to be used (McMullen & Schellenberg, 2003). Therefore, the aim
of training should be to ensure that employees learn new skills that are
relevant to their work, that changes are made to work design to support this
learning, and that employees are given sufficient time to apply and use these

new skills.

2.3 Training and development in nonprofit sport organizations

The next step in the literature review is to investigate nonprofit sport
organizations in more detail, as this study focuses on one such organization,
Espoon Telinetaiturit ry. It is important to understand the specific
characteristics of a nonprofit and sport organizations for developing practical
recommendations to improve training and development practices. This
section aims to identify the unique challenges and opportunities that shape
training and development in nonprofit sport organizations, using practical

case study examples from existing literature.
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While there is literature on HRM in nonprofit sport organizations, research
specifically focused on Finnish nonprofit sport organizations is limited. For
example, many studies have been conducted in a different country and
culture than Finland or have focused on HRM in a broader sense, where
training and development has been only one part of the study, but not the
focus. In addition, while many of these studies have emphasized the
organizational benefits of training and development, fewer have focused on
the employee perspective. As there is no direct literature on the subject in the
exact context of this study, this section will focus on cases that are most
similar to the study's context. This understanding will provide a basis for
developing realistic suggestions to improve training and development

practices in Espoon Telinetaiturit ry.

2.3.1 Nonprofit and sport organizations

There are different types of nonprofit organizations, for example in terms of
size, activities, and structure (Salamon & Anheier, 1992). Nonprofit
organizations are defined as formally constituted, private, nonprofit-
distributing, self-governing and voluntary-based entities (Salamon &
Anheier, 1992). The nonprofit sector refers to organizations that are neither
government nor private for-profit organizations (Pynes, 2013). Similarly,
sport organizations, which provide sporting services from local to global
levels, often rely on volunteers and endorse positive values, fair play and
mutual respect (Slack & Parent, 2006). Both organization types are mission-
driven entities, in which people are attracted by their passion for the mission

and remain there to accomplish it (Kim & Lee, 2007).

Based on research related to nonprofit sport organizations one of the most
persistent challenges is the lack of financial and human resources (Dajnoki
et al., 2018; Lekavicius, 2020; Philip & Arrowsmith, 2020; Taylor & McGraw,
2006). Among these challenges, Guo et al. (2011) emphasize the effect of low
and unpredictable funding on the integration of HRM in organizational

practices. Salary levels are often relatively low, which requires forms of HRM
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that emphasize non-financial means to motivate and engage the employees
(Alatrista and Arrowsmith, 2004). Problems with economic impacts could
lead to a situation where paid staff can operate at a minimum level and
training cannot be properly invested (Guo et al., 2011). This, in turn, can
increase the workload of staff and increase stress levels, which may prevent

in-house or even regular external human resource support.

Another challenge relates to the fact that human resource planning is not
always easy in nonprofit and sport organizations, as jobs are often not full-
time and turnover in such organizations can be high (Dajnoki et al., 2018).
Turnover refers to the process where other employees leave the organization
and other ones are replaced by new hires. The challenges of HRM in
nonprofit sport organizations are not only due to poor planning or lack of
awareness but are often strongly linked to the structural realities of the sector
(Dajnoki et al., 2018). Practical training and development practices therefore
need to take these contextual constraints into account, particularly when
considering how to sustain employee satisfaction and commitment within
organizations. Such structural models make it even more difficult to build
long-term and consistent HRM practices, including training and

development.

The specific characteristic of sport organizations is that they often rely on a
combination of paid employees and volunteer-based work (Taylor &
McGraw, 2006). The HRM challenge is to build a steady participation for
paid employees and volunteers that reward, recognize, and empower
individuals while meeting the rapidly changing needs and requirements of
the sport organization (Taylor & McGraw, 2006). Taylor and McGraw's
(2006) study was conducted in the context of Australian sport organizations.
They found that HRM in sports organizations is often limited, with most
practices focusing more on recruiting paid staff than developing employees.
They also found that nonprofit sport organizations are not always able to

transfer HRM practices familiar from business to their own contexts, as
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nonprofit sport organizations have their own specific characteristics and
resource constraints that make implementing formal HRM practices

challenging.

People who have been involved in sport themselves and have a passion for
the sport often end up as leaders of sports organizations (Taylor & McGraw,
2006). This can sometimes lead to a focus on the number of participants
rather than, for example, the effectiveness of the organization. In their study
conducted in Hungary, Dajnoki et al. (2018) found that in a sports
organization operations are more like a family than a workplace, which
contributes to the fact that the work and the atmosphere are not like any
other company. In line with this, Philip and Arrowsmith (2020), in their UK-
based study, found that HR structures are not always necessary when the
organizational climate is respectful and employees feel motivated, fostering

a positive and effective working environment.

Akingbola's (2006) study examines SHRM in nonprofit organizations in
Canada and its results indicate that it would be important to incorporate
strategy into HRM within the nonprofit sector. One problem is that nonprofit
organizations often refer to HRM as part of their strategy, primarily in a
strategic sense that aligns with the principles of the hard HRM focusing on
organizational goals and efficiency (Akingbola, 2006). However, usually
these organizations do not have the capacity to support its implementation.
The fact that HRM cannot be adequately supported contributes to HRM not
having a proper voice or role in the strategy process (Akingbola, 2006). This
highlights how, in the day-to-day life of an organization, intentions to
improve do not always lead to concrete action, especially when limited
resources lead to a focus on maintaining operations. In nonprofit sport
organizations, this can mean that areas such as HRM are neglected, even

when there is a desire to improve.

In recent years, the role of HRM within nonprofit sport organizations and its

potential to positively contribute to the well-being of employees and build
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healthy communities has become a topical issue for governments, managers,
researchers, and communities in various national settings (Bartram et al.,
2017). HRM plays an important role in providing and developing better
management for nonprofit sport organizations (Ridder & McCandless,
2010). It also increasingly affects the effectiveness of these organizations

(Bastida et al., 2017).

Complex business organization human resource practices do not transfer
easily to nonprofit and sport organizations (Taylor & McGraw, 2006). This
is because, these organizations also have volunteer-based work, they operate
with limited resources compared to for-profit organizations, they have
different hierarchies and decision-making processes, and they usually
emphasize the satisfaction of employees rather than the maximization of

organizational success.

2.3.2 The role of training and development in nonprofit sport
organizations

Training is essential to the effectiveness and survival of nonprofit sport
organizations (Akingbola, 2006). In these organizations, training and
development contributes to reduced turnover of employees, increased
motivation and improved efficiencies in processes and procedures (Arthur,
1994; Taylor et al., 2008). In addition, effective training and development are
essential for nonprofit sport organizations, as they influence the
commitment of employees and volunteers and to ensure that they have all
the necessary knowledge to achieve the organization’s objectives (Ruta &
Sala, 2018). Training thus impacts the link between employee aspirations
and the mission of nonprofit sport organizations (Pynes, 2013). Some of
these organizations include employee training and knowledge development
in their mission statements (Akingbola, 2006). For most nonprofit sport
organizations, training is engrained in the process of actualizing the values

and mission they set out to achieve (Akingbola, 2006).
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A study by McMullen and Schellenberg (2003) has shown that employees in
nonprofit organizations have experienced less training than employees in
for-profit organizations. The study, conducted in Canada, focused on training
and development within these organizations. Training seems to make a
difference for employees in nonprofit organizations, as those who received
training were more likely than others to feel prepared to do their job. Feeling
unprepared to do their job properly can affect job satisfaction, motivation
and commitment, according to research. This can also have an impact on
organizational effectiveness. This underlines how adequate training and
development have a crucial impact on how employees feel about their work.
As job satisfaction is linked to the experience of being competent and
supported, these findings provide an important context for this study, which

highlighted dissatisfaction with training and development opportunities.

Several studies (Dajnoki, 2018; Lekavicius, 2020; Millar & Stevens, 2012)
have found that HRM should be developed with both employees and the
organization in mind. These studies have stated that the focus of research is
on employees, but that this was based on the idea that this would also enable
the organization to function effectively. The studies have emphasized that
HRM in general, but also more specifically training and development, should
be developed in nonprofit sport organizations to improve the performance of
employees and the effectiveness of organizations. Although there is research
and findings that these practices should be strengthened in such
organizations, also from an employee perspective, more specific interviews
on the subject are lacking. Many of the interviews have focused more on
statistics and data. Combining these studies, which emphasize the role of the
employee in HRM provides a better understanding of how developing HRM
practices in sport organizations is not only about improving organizational
performance, but also about creating practices that support employee well-

being and motivation.

Training and development in HR are essential for the sustainability of

nonprofit sports organizations (Ruta & Sala, 2018). This is why the
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competencies that represent the core of training and development must
support the strategic objectives set by these organizations. Furthermore, the
skills required for adapting to change have increased the importance of
training and learning in nonprofit sport organizations (McMull