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1.1. Research Background  

 

 

In an increasingly competitive and dynamic global environment, organizations are required to 

continuously adapt to technological advancements, market fluctuations, and evolving customer 

expectations. One of the most critical strategic resources enabling such adaptation is human 

capital. Employee development encompassing training programs, mentoring, coaching, career 

development initiatives, and continuous learning opportunities have emerged as a central 

component of organizational strategy. 

Scholars such as Gary Becker, through Human Capital Theory, argue that investment in 

employees’ skills and knowledge enhances productivity and organizational value. Similarly, the 
Resource-Based View (RBV), advanced by Jay Barney, emphasizes that unique, valuable, and 

inimitable resources such as well-developed employees create sustainable competitive 

advantage. Organizations such as Google and Toyota are often cited as examples of firms that 

prioritize employee learning and development as a pathway to innovation, efficiency, and long-

term success. 

Despite widespread recognition of the importance of employee development, questions remain 

regarding the direct and indirect effects of such initiatives on organizational success. While many 

organizations invest heavily in development programs, the extent to which these investments 

translate into measurable performance outcomes such as profitability, productivity, employee 

engagement, innovation, and competitive positioning requires further academic exploration. 

This research seeks to examine the impact of employee development on organizational success, 

identifying the mechanisms through which development initiatives influence performance 

outcomes and exploring the contextual factors that may moderate this relationship. 
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1.2. Research Problem 
 

Although organizations increasingly allocate substantial budgets to employee development 

programs, many struggle to demonstrate a clear and measurable return on investment (ROI). 

There is often ambiguity regarding how development initiatives translate into improved 

organizational performance. In some cases, training programs are implemented without 

strategic alignment to organizational goals, leading to limited impact. 

The central research problem, therefore, is the lack of clear empirical evidence and 

conceptual clarity regarding the causal relationship between employee development practices 

and organizational success. Specifically, organizations face uncertainty about: 

Which types of development initiatives most effectively enhance performance. 

How employee development contributes to both short-term operational results and long-term 

strategic outcomes. 

Whether contextual factors (industry, organizational culture, leadership style) influence the 

effectiveness of development programs. 

Addressing this problem is essential for guiding managerial decisions and ensuring that 

investments in employee development produce sustainable organizational benefits. 

1.2.1. Theoretical Gaps 
 

While numerous studies have examined training effectiveness and human resource development, 

several theoretical gaps remain: 

Fragmented Theoretical Integration: 

Research often draws separately from Human Capital Theory, Social Exchange Theory, or the 

Resource-Based View without integrating these frameworks into a comprehensive model 

explaining how employee development leads to organizational success. 

Limited Examination of Mediating Mechanisms: 

Many studies focus on direct relationships between development and performance, neglecting 

potential mediators such as employee engagement, job satisfaction, organizational commitment, 

and innovative behavior. 

 

 

Insufficient Longitudinal Perspectives: 

A significant portion of existing research is cross-sectional, limiting understanding of the long-

term effects of employee development investments. 
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Contextual Variability: 

There is limited theoretical exploration of how organizational culture, leadership style, or 

industry characteristics moderate the relationship between development and success. 

Thus, the theoretical gap lies in the need for a more integrative and empirically tested framework 

that explains not only whether employee development influences organizational success, but how 

and under what conditions this influence occurs. 

 

 

1.2.2. Practical Gaps 
 

From a practical perspective, organizations frequently encounter challenges in designing, 

implementing, and evaluating development programs: 

Measurement Challenges: Many organizations lack robust metrics to assess the impact of 

employee development on organizational performance indicators. 

Strategic Misalignment: Development initiatives are sometimes disconnected from 

organizational strategy and performance objectives. 

Resource Allocation Concerns: Managers may hesitate to invest in development due to 

uncertainty about returns and fear of employee turnover after training. 

Customization Limitations: Programs may not address diverse employee needs or align with 

evolving technological and market demands. 

As a result, there is a gap between the theoretical recognition of employee development as a 

strategic asset and the practical ability of organizations to leverage it effectively for measurable 

success. 

 

1.3. Research Significance  
 

This study is significant at theoretical, practical, and societal levels. 

 

1.3.1. At the theoretical level 
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First, this research contributes to the advancement of Human Capital Theory as proposed by 

Gary Becker by empirically examining how investments in employee development translate into 

measurable organizational outcomes. While Human Capital Theory suggests that investment in 

knowledge and skills enhances productivity, this study extends the theory by exploring the 

mediating and moderating variables that explain how such investments influence organizational 

success. 

Second, the study strengthens the Resource-Based View (RBV) developed by Jay Barney by 

demonstrating how employee development can transform human resources into valuable, rare, 

inimitable, and non-substitutable (VRIN) assets that generate sustainable competitive advantage. 

 

 

1.3.2. At the practical level 
 

From a managerial perspective, this research provides: 

Strategic Guidance, It helps managers align employee development initiatives with 

organizational goals and long-term strategies. 

Improved Resource Allocation By identifying which development practices yield the greatest 

performance impact, organizations can allocate training budgets more effectively. 

Performance Measurement Framework – The study proposes measurable indicators linking 

development initiatives to productivity, innovation, employee retention, and profitability. 

Enhanced Decision-Making – Managers and executives can make evidence-based decisions 

regarding training, mentoring, coaching, and career development programs. 

Organizations that strategically invest in employee development such as Google and Toyota 

demonstrate how continuous learning cultures contribute to innovation and operational 

excellence. This research provides practical insight for other organizations seeking similar 

outcomes. 

1.3.3.  Societal Significance 
 

At a broader level, employee development enhances workforce employability, promotes lifelong learning, 

and contributes to economic growth. Organizations that invest in employee skills not only improve their own 

performance but also strengthen national competitiveness and labor market resilience. 

1.1. Research Questions 
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Based on the identified research problem and gaps, the primary research question guiding this 

study is: 

What is the impact of employee development initiatives on organizational success? 

 

 

1.3 Research Questions 

RQ1: To what extent do Human Capital Development practices — to cover areas such as employee 

training, career pathing, mentoring arrangements, and the cultivation of a continuous learning culture — 

influence the organization Success within commercial banking institutions in the GCC region? 

RQ2: Does employee engagement mediate the relationship between Human Capital Development and 

Organizational Success in the GCC banking sector, and if so, to what degree does its influence reach? 

RQ3: How does the leadership style of senior management moderate the effect of Human Capital 

Development initiatives on Organizational Success? 

RQ4: To what extent does organizational culture moderate the relationship between Human Capital 

Development practices and Organizational Success within GCC banking institutions? 

 

1.4 Research Objectives 

Objective 1: To examine the relationship between Human Capital Development practices . To examine 

Organizational Success within commercial banking institutions operating across the GCC region. 

Objective 2: To determine which components of Human Capital Development — which can be formal 

training programs, coaching and mentoring, structured career development, or an embedded learning 

culture — have the most significant influence on organizational performance outcomes in the banking 

sector. 

Objective 3: To test the mediating role of employee engagement in the relationship between Human 

Capital Development and Organizational Success. 

Objective 4: To analyze how leadership style and organizational culture moderate the relationship 

between Human Capital Development and Organizational Success in the GCC banking context. 

Objective 5: To offer practical, evidence-based recommendations for bank managers and HR 

professionals in the GCC region who are looking to strengthen the return on their investment in employee 

development. 
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1.5 Research Hypotheses 

These hypotheses below are based on two theoretical frameworks that were introduced in Chapter 1. The 

first is Becker's (1964) Human Capital Theory, which holds that deliberate investment in employee 

knowledge and skills generates measurable returns at both the individual and organizational levels. The 

second is Barney's (1991) Resource-Based View, which argues that a well-developed workforce 

constitutes a source of competitive advantage precisely because the knowledge, skills, and organizational 

experience embedded in employees are difficult for rivals to replicate. Together, these two frameworks 

provide a coherent theoretical basis for expecting a positive relationship between Human Capital 

Development and Organizational Success — and for expecting that relationship to be shaped by internal 

organizational factors like culture and leadership. 

H1: Human Capital Development practices have a statistically significant positive effect on 

Organizational Success within GCC banking institutions. 

H2: Training and development programs have a statistically significant positive effect on employee 

productivity and organizational profitability in the GCC banking sector. 

H3: Mentoring and coaching initiatives have a statistically significant positive effect on employee 

innovation capacity and the competitive positioning of the organization. 

H4: Employee engagement mediates the relationship between Human Capital Development and 

Organizational Success, such that organizations whose development programs produce higher 

engagement levels will demonstrate stronger overall performance outcomes. 

H5: Organizational culture moderates the relationship between Human Capital Development and 

Organizational Success, with learning-oriented cultures generating significantly stronger performance 

returns from development investments than bureaucratic or hierarchical ones. 

H6: Leadership style moderates the relationship between Human Capital Development and 

Organizational Success, with transformational leadership amplifying the positive effect of development 

practices on organizational performance compared to transactional leadership. 

 

 

1.6 Research Model 
Independent Variable: Human Capital Development 
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Human Capital Development serves as the independent variable, and it is understood here as a multi-

dimensional construct. In the GCC banking context specifically, this takes on a distinctive character. 

Banks in Saudi Arabia, the UAE, and across the wider region have come under growing pressure to 

develop local talent as part of nationalization agendas — Saudization under Vision 2030, Emiratization 

targets enforced through government quotas, and similar policies in Bahrain and Oman. This has pushed 

HR departments in the sector to move beyond generic training modules toward more structured 

development ecosystems that include mentoring programs pairing junior nationals with experienced 

professionals, coaching for leadership readiness, and deliberate career planning frameworks. For the 

purposes of this study, Human Capital Development is measured across five dimensions: training and 

development programs, mentoring, coaching, career development initiatives, and continuous learning 

culture. 

Mediating Variable: Employee Engagement 

Employee engagement is positioned as the mediating variable between Human Capital Development and 

Organizational Success. The reasoning is straightforward: development activities do not improve 

organizational performance in a vacuum. They work by changing how employees relate to their work. 

When employees have access to genuine growth opportunities — a mentor who invests in them, a career 

path they can actually see, learning experiences that feel relevant — they tend to become more engaged. 

That engagement, characterized by vigor, dedication, and absorption in one's work (Schaufeli & Bakker, 

2004), is what translates individual development into collective organizational performance. The 

mediation pathway proposed is: Human Capital Development → Employee Engagement → 
Organizational Success. 

Moderating Variables 

There is two metrics we will measure the efficacy witj which is: 

Leadership Style is the first. GCC banks vary considerably in how they are led — some are run by 

executives who champion talent development as a strategic priority, others by managers whose focus 

remains on short-term performance metrics and compliance. This variation matters. A transformational 

leader who actively promotes learning, rewards knowledge sharing, and creates space for employees to 

apply new skills will naturally strengthen the link between development investment and organizational 

outcomes. A transactional leader operating through targets and controls is unlikely to create that same 

environment (Bass & Riggio, 2006). 

 

Organizational Culture is the second moderator. The GCC banking sector includes institutions with 

very different internal cultures. Which can differ from agile, innovation-driven fintech-adjacent banks 

responding to the digital transformation wave sweeping the region, to large, established state-owned 

banks with deeply hierarchical structures. These cultural differences are expected to significantly 

influence whether employees can apply and build on what they learn through development programs, and 

therefore how strongly Human Capital Development translates into organizational success. 

Dependent Variable: Organizational Success 
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Organizational Success is the dependent variable and is measured across five dimensions: employee 

productivity, profitability, employee retention rates, innovation capability, and competitive advantage. 

These dimensions were selected because they capture both the financial and strategic dimensions of 

performance that are most relevant to banking institutions in a region undergoing the kind of structural 

transformation currently taking place across the GCC. 

Summary of Model Relationships 

Human Capital Development has a direct positive effect on Organizational Success. This relationship is 

partially mediated by employee engagement which means that development initiatives also improve 

performance indirectly, by first raising employee engagement levels. Both the direct and indirect 

relationships are moderated by leadership style and organizational culture, which either strengthen or 

weaken the overall effect depending on the prevailing managerial and cultural conditions within the 

institution. 

 

 

1.7 Research Methodology 

1.7.1 Research Philosophy 

This study is grounded in a optimistic research philosophy. The variables under examination — Human 

Capital Development practices, employee engagement, and organizational performance outcomes — are 

treated as objective realities that can be observed and measured. A positivist stance is appropriate here 

given that the study is designed to test specific, theoretically derived hypotheses through quantitative 

analysis rather than to explore subjective organizational experiences. 
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1.7.2 Research Approach 

A deductive approach is adopted. The theoretical frameworks discussed in Chapter 1 which is the  Human 

Capital Theory and the Resource-Based View which generate the hypotheses that are then tested against 

empirical data collected from the field. This approach is consistent with the positivist philosophy and 

appropriate for a study of this design. 

1.7.3 Research Design 

The study follows a descriptive-correlational design. The descriptive component establishes the levels and 

characteristics of Human Capital Development practices and Organizational Success indicators among the 

target respondents. The correlational component then examines the statistical relationships between these 

variables to determine whether the hypothesized patterns hold in the data. 

1.7.4 Data Collection 

Primary data will be collected through a structured self-administered questionnaire. The measurement 

items will be drawn from validated scales used in prior academic studies on Human Capital Development, 

employee engagement, and organizational performance. The questionnaire will be distributed 

electronically to respondents across GCC banking institutions. All items will be scored on a five-point 

Likert scale, from 1 (Strongly Disagree) to 5 (Strongly Agree). 

1.7.5 Population and Sampling 

The study targets employees, supervisors, and HR professionals working in commercial banking 

institutions across the GCC region, with Yemen included given the researcher's familiarity with the 

broader regional context. A simple random sampling technique will be applied, and the target sample size 

is between 150 and 200 respondents. This range is adequate for the regression-based analyses required to 

test the proposed hypotheses, and is consistent with the minimum sample size recommended by Yamane's 

(1967) formula for studies of this type. 

1.7.6 Data Analysis 

Collected data will be analyzed using SPSS. The analysis will proceed through the following stages: 

descriptive statistics to profile the sample, reliability analysis using Cronbach's Alpha to confirm scale 

consistency, Pearson correlation analysis to examine bivariate relationships, and multiple regression 

analysis to test the hypothesized direct, mediated, and moderated relationships between the study 

variables. 

 

1.8 Scope of the Study 
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This is a study that focuses on the commercial banking sector across the GCC region, with Yemen 

included as an additional context. The core variables under examination are Human Capital Development 

as the independent variable, Organizational Success as the dependent variable, employee engagement as 

the mediator, and leadership style and organizational culture as moderators. External factors — 

macroeconomic shifts, interest rate environments, regional geopolitical dynamics — are acknowledged as 

potential influences on bank performance but fall outside the boundaries of what this study attempts to 

measure or explain. 

The research is cross-sectional, meaning data is collected at a single point in time. This is a practical 

constraint of the project timeline and implies that causal claims should be interpreted with appropriate 

caution. Longitudinal follow-up studies would be needed to track how the relationships between these 

variables evolve over time, particularly given the pace of change currently reshaping banking institutions 

across the GCC. 

 

 

 

 

 

 

 

 

 

 

 

 

 

Chapter 2: Literature Review 

 

2.1 Introduction 

This chapter reviews the existing academic literature on the two main variables of this study — Human 

Capital Development and Organizational Success as well as the mediating and moderating variables that 

are expected to shape the relationship between them. The chapter is organized into four parts. It starts by 
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examining what Human Capital Development means, where the concept comes from theoretically, and 

what its main components are. It then looks at Organizational Success in how it is defined and measured 

in literature. After that, it brings the two variables together and reviews what researchers have found when 

they studied the link between them, including the roles of employee engagement, leadership style, and 

organizational culture. The chapter closes with a summary of the main gaps in the existing research that 

this study is trying to fill. 

 

2.2 The Independent Variable: Human Capital Development 

2.2.1 Definition and Conceptualization 

Human Capital Development refers to the deliberate organizational effort to build and improve the 

knowledge, skills, and capabilities of employees in ways that benefit both the individual and the 

organization (Swanson & Holton, 2001). The underlying idea — that people are an asset worth investing 

in — goes back at least to Becker's (1964) foundational work, which made the case that spending on 

employee education and training is not a cost but an investment that generates returns over time, much 

like investing in equipment or technology. 

What makes Human Capital Development slightly different from just "training" is its scope. Garavan et 

al. (2004) point out that genuine development goes well beyond sending employees to occasional 

workshops. It includes mentoring relationships, coaching, career planning support, and building an 

organizational environment where learning is embedded into how people work day to day. Noe (2017) 

similarly describes it as a set of planned activities that help employees grow into not only their current 

roles but also the roles the organization will need them to play in the future. 

Wright and McMahan (2011) add an important strategic dimension to this — they argue that human 

capital, when properly developed, becomes one of the hardest things for competitors to copy, which is 

precisely why it matters so much for long-term organizational performance. 

 

 

 

2.2.2 Theoretical Foundations 

Human Capital Theory 

The theoretical starting point for this research is Becker's (1964) Human Capital Theory. Becker's central 

argument was that investing in people — through education, training, and skill-building — produces 

measurable economic returns, in the same way that investing in physical capital does. This was not an 

obvious claim at the time, and it shifted how economists and managers thought about the role of people in 

organizational performance. 
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One distinction Becker made that is still relevant today is between general training — which improves an 

employee's value across many employers — and firm-specific training, which builds skills that are most 

useful within the organization that provided the training. From a management perspective, firm-specific 

development is particularly valuable because it ties employee capability more closely to the organization's 

own processes and ways of working, making that capability harder for rivals to simply hire away. 

Crook et al. (2011) later confirmed through a large-scale meta-analysis that human capital investments do 

in fact show up in firm performance, especially in industries where knowledge and expertise matter most 

— which is very much the case in banking. 

Resource-Based View 

The second theoretical framework underpinning this study is Barney's (1991) Resource-Based View. 

Where Human Capital Theory focuses on the economic returns to individual skill investment, the RBV 

asks a broader question: what makes some organizations consistently outperform others? Barney's answer 

is that sustained competitive advantage comes from resources that are valuable, rare, difficult to imitate, 

and not easily substituted — the VRIN criteria. 

Human capital fits this description well. A well-trained, experienced, and engaged workforce is not 

something a competitor can replicate overnight. Wright, Dunford, and Snell (2001) applied this logic 

specifically to human resource management and argued that deliberate investment in employee 

development is one of the most effective ways organizations can build the kind of resource base that 

sustains competitive performance over time. 

In the context of this study, the development practices examined — training programs, mentoring, 

coaching, career development initiatives, and continuous learning culture — are understood as the 

mechanisms through which organizations build a workforce that meets the VRIN criteria (Barney & 

Clark, 2007). 

 

 

 

2.2.3 Dimensions of Human Capital Development 

Training and Development Programs 

Training is the most studied dimension of Human Capital Development and the one most organizations 

think of first when they consider investing in their people. Salas et al. (2012) define it as a planned, 

systematic effort to improve employee knowledge and skill in ways that transfer to actual job 

performance. The key word there is "transfer" — research has consistently shown that training only 

produces organizational returns when employees actually apply what they learn, which depends heavily 

on the quality of training design, learner motivation, and whether the workplace environment supports the 

application of new skills (Salas et al., 2012; Noe, 2017). 

Mentoring 
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Mentoring involves a more experienced employee which is the mentor which provides guidance, support, 

and career advice to a less experienced colleague (Kram, 1985). It is less structured than training but often 

more personally meaningful to the employee receiving it. Allen et al. (2004) reviewed a large body of 

research on mentoring and found consistent evidence that employees in mentoring relationships report 

higher career satisfaction, stronger organizational commitment, and better promotion outcomes than those 

without mentors. For organizations, mentoring also plays an important role in knowledge transfer and 

succession planning — keeping institutional knowledge from walking out the door when senior 

employees leave. 

Coaching 

Coaching is more targeted and exclusive than mentoring. It tends to focus on specific performance 

challenges or development goals, usually through structured one-on-one sessions between an employee 

and a trained coach (Whitmore, 2017). Grant (2014) found that coaching positively affects employee self-

confidence, problem-solving ability, and overall wellbeing — all of which contribute to better job 

performance. It has become an increasingly common tool in organizations that take leadership 

development seriously, partly because it can produce noticeable results relatively quickly. 

Career Development Initiatives 

Career development refers to the organizational support structures that help employees plan and progress 

in their careers — things like individual development plans, internal job rotation, succession planning, 

and career counseling (Greenhaus et al., 2010). London (2014) found that employees who feel their 

organization is actively invested in their career growth tend to be more committed and less likely to leave. 

This is particularly relevant in the GCC banking sector, where nationalization policies like Saudi Arabia's 

Vision 2030 Saudization targets and the UAE's Emiratization quotas have pushed banks to invest more 

deliberately in developing local talent through structured career pathways, rather than relying on 

expatriate hiring as the default strategy. Banks that have built genuine internal career development 

systems are finding it easier to retain the local staff they have worked hard to recruit and train. 

 

 

Continuous Learning Culture 

This dimension is perhaps the hardest to build and the hardest to measure, but also arguably the most 

important for long-term organizational performance. A continuous learning culture is one where learning 

is not just something that happens in training rooms — it is embedded in how teams work, how mistakes 

are handled, and how knowledge is shared across the organization (Senge, 1990). Watkins and Marsick 

(1993) identified several characteristics of learning organizations and found that institutions with stronger 

learning cultures consistently outperformed others on innovation and productivity measures. In GCC 

banks undergoing rapid digital transformation — moving toward mobile banking, AI-driven services, and 

fintech competition — the ability to learn and adapt continuously is becoming less of a nice-to-have and 

more of a basic requirement for staying relevant. 

 

2.3 The Dependent Variable: Organizational Success 
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2.3.1 Definition and Conceptualization 

Organizational Success is not a straightforward concept to define, which is part of why there is so much 

variation in how researchers measure it. Richard et al. (2009) describe it as the extent to which an 

organization achieves its strategic objectives and delivers value to its stakeholders — a definition broad 

enough to capture both financial and non-financial outcomes. Venkatraman and Ramanujam (1986) made 

an early and still useful distinction between financial performance measures like profitability and 

productivity and broader operational performance measures that capture things like customer satisfaction, 

innovation, and competitive positioning. 

For this study, Organizational Success is understood as a composite of both types of outcomes. This 

matters because the influence of development practices on organizational performance does not always 

show up immediately in financial statements — it often works through intermediate outcomes like 

employee capability, engagement, and retention that eventually translate into financial results. 

2.3.2 Dimensions of Organizational Success 

Employee Productivity 

Productivity is probably the most direct link between staff development and organizational outcomes. 

Employees who have been trained well, mentored, and supported in their careers simply tend to do their 

jobs better and more efficiently (Becker, 1964; Noe, 2017). In a banking context, this shows up in things 

like faster transaction processing, fewer errors, better customer service, and higher output per employee. 

 

 

Profitability 

Financial performance is what most senior managers ultimately care about, and it is measured here 

through indicators like return on assets and return on equity such as standard metrics in the banking 

industry. The argument is that better-developed employees contribute to profitability by reducing costly 

errors, improving service quality, and helping the bank innovate all of which eventually feed into the 

bottom line (Crook et al., 2011). 

Employee Retention 

Retention is included as a dimension of organizational success because of a lot of reasons. Which is 

losing good employees is expensive both in direct costs like recruiting and retraining, and in indirect costs 

like lost knowledge and disrupted team performance (Allen et al., 2004). Organizations that invest in 

developing their people tend to retain them longer, partly because employees feel valued and partly 

because internal career opportunities reduce the incentive to look elsewhere. 

Innovation Capability 

The ability to develop and implement new ideas is increasingly important in banking, where digital 

disruption is changing customer expectations faster than many institutions can keep up. Development 
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practices contribute to innovation by building the knowledge base and problem-solving confidence that 

employees need to generate and act on new ideas (Garavan et al., 2004). 

Competitive Advantage 

This dimension ties back directly to the Resource-Based View. Banks that develop their people more 

effectively build capabilities that are difficult for competitors to replicate, which translate into a more 

durable competitive position over time (Barney, 1991). 

 

2.4 The Relationship Between Human Capital Development 

and Organizational Success 

2.4.1 Empirical Evidence 

The relationship between Human Capital Development and Organizational Success has been studied 

extensively, and the general finding across this body of research is positive organizations that invest more 

in developing their people tend to perform better. Crook et al. (2011) confirmed this through a meta-

analysis of 66 studies, finding a consistent positive relationship between human capital investment and 

firm performance, with the effect being especially strong in knowledge-intensive industries. 

Salas et al. (2012) focused specifically on training and found that structured, strategically aligned training 

programs are reliably associated with better performance on productivity, quality, and customer 

satisfaction measures which if the training is well designed and the workplace supports skill transfer. Noe 

(2017) pointed to well-known examples like Google, IBM, and Toyota as organizations where serious 

investment in employee development correlates with consistently strong business performance. 

Garavan et al. (2004) found that the strategic integration of development practices matters — 

organizations that treat development as something connected to their business strategy get better results 

than those that approach it as a standalone HR activity. This is an important detail that the present study 

takes a note of. 

Al-Ajmi (2006) examined the banking sector in Bahrain specifically and found a significant positive 

relationship between training investment and performance outcomes including customer satisfaction and 

service quality — making this one of the few studies directly relevant to the GCC banking context that 

this research is examining. 

2.4.2 Mediating Role of Employee Engagement 

The direct relationship between development and performance is important, but it probably does not tell 

the whole story. A number of researchers have argued that employee engagement is the mechanism 

through which development practices actually produce organizational results — meaning that 

development works, at least in part, by making employees more engaged, and engaged employees are the 

ones who drive performance. 

Schaufeli and Bakker (2004) define engagement as a state of vigor, dedication, and absorption in one's 

work — and their Job Demands-Resources model explains why development matters for engagement: 
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when employees have access to meaningful growth opportunities, those opportunities function as job 

resources that burnout and increase motivation. Eisenberger et al. (1986) made a related point through 

their concept of Perceived Organizational Support — when employees feel that the organization 

genuinely cares about their development and wellbeing, they tend to reciprocate with higher effort and 

commitment. Mentoring, coaching, and career development programs are visible, tangible signals of that 

organizational investment. 

Saks (2006) provided direct empirical evidence that engagement mediates the relationship between 

organizational support and outcomes like job satisfaction and intention to stay. Albrecht et al. (2015), 

looking specifically at GCC organizations, found that learning and development opportunities were 

among the strongest predictors of employee engagement in the region, which in turn predicted 

organizational performance. This makes engagement a particularly important variable to include in a 

study conducted in this context. 

2.4.3 Moderating Role of Leadership Style and Organizational Culture 

Not all organizations get the same return from the same development investment, and that variation needs 

to be explained somehow. Two factors that the literature consistently points to are leadership style and 

organizational culture. 

On leadership Bass and Riggio (2006) make the case that transformational leaders, who actively support 

learning, communicate a clear vision, and create psychologically safe environments, tend to get more out 

of their development programs than transactional leaders whose primary tool is performance monitoring 

and incentives. The basic logic is that development programs need leadership support to be taken 

seriously and applied effectively by employees. Without that support, even well-designed programs can 

produce limited results. 

Organizational culture works similarly. Schein (2010) describes culture as the deep-seated assumptions 

that shape how people in an organization think and behave, and Watkins and Marsick (1993) showed that 

organizations with strong learning cultures — where knowledge sharing is encouraged, mistakes are 

treated as learning opportunities, and continuous improvement is a real norm rather than a poster on the 

wall gets significant more out of their development investments than those with rigid, hierarchical 

cultures. Senge (1990) made a similar argument about learning organizations more broadly. In the GCC 

banking sector, this distinction matters quite a bit — the sector includes both relatively agile, innovation-

oriented banks and large, bureaucratic state-owned institutions, and the difference in culture between 

them is likely to produce meaningful differences in how effective development practices translate into 

organizational success. 

 
 

2.5 Conclusion and Research Gap 

The literature reviewed in this chapter builds a reasonably strong case for the relationship between 

Human Capital Development and Organizational Success. Both Human Capital Theory (Becker, 1964) 

and the Resource-Based View (Barney, 1991) provide theoretical reasons to expect this relationship, and 

the empirical evidence reviewed largely supports it across different industries and contexts. 
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That said, there are some clear gaps that this study is positioned to address. Most of the research in this 

area has been done in Western organizational settings in North America, Europe, and to some extent East 

Asia. The GCC banking sector, which has its own distinctive characteristics in terms of nationalization 

pressures, rapid digitalization, and the unique cultural dynamics of the region, has received relatively 

limited attention. Al-Ajmi (2006) is one of the few studies that addresses this context directly, but it is 

now nearly two decades old and focused on a single country. 

Beyond the geographic gap, most existing studies look at individual development practices in isolation 

which can be training, or mentoring, or coaching. Rather than examining how the full range of 

development activities works together. And while some studies have looked at either engagement as a 

mediator or leadership and culture as moderators, very few have examined all of these variables together 

in a single integrated model. This study attempts to do that, and to do it in a regional context where the 

findings are likely to be both practically useful and theoretically novel. 
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