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ABSTRACT

The purpose of the current research was to investigate the synergetic effect of adaptive training ecosystems and
motivation-driven interventions while considering the moderating effect of behavioural analytics on organizational
climate. According to the principles of DCT, a quantitative research approach was adopted for the current research
by using a survey method with 312 participants from knowledge-intensive organizations. The proposed research
model was tested using the SEM approach with a maximum likelihood method. The results revealed that the effect
of adaptive training ecosystems was found to be significant and positive on organizational climate (f = 0.32, p <
0.001). The mediation effect of motivation-driven interventions (B = 0.21, p < 0.001) and employee learning
engagement (B = 0.18, p < 0.001) was also found to be significant. The moderating effect of behavioral analytics
was also found to be significant and was enhancing the effect of adaptive training ecosystems on organizational
climate (B = 0.15, p < 0.001). The interaction effect of adaptive training ecosystems and motivation-driven
interventions was also found to have a strong synergetic effect on organizational climate (f = 0.27, p <0.001). The
proposed research model was able to explain 68% of the variance in organizational climate (R? = 0.68). The research
also contributed to the literature by bringing training, motivation, and analytics under one umbrella. The research
findings showed that it was possible to improve organizational climate and performance by matching adaptive
learning systems with motivation-based approaches and analytics.

Keywords: Adaptive Training Ecosystems; Motivation-Driven Interventions; Organizational Climate; Behavioral
Analytics; Employee Learning Engagement; Dynamic Capabilities Theory; Structural Equation Modeling;
Workplace Learning Systems.

1. INTRODUCTION

Currently, organizations function in an environment that is dynamic, with rapid technological changes,
workforce dynamics, and the need for organizational sustainability. In this context, the organizational
climate has become a major factor that influences the behavior of the workforce(Sundaresan & Zhang,
2022). A favorable organizational climate not only increases the productivity of the workforce, but it is
also essential for the generation of innovations that guarantee organizational sustainability(Dahlbom et
al., 2020). Thus, creating a favorable organizational climate is not just a one-dimensional function, but it
involves a holistic approach(Mahmoodi et al., 2023).

Adaptive training ecosystems have also emerged as a major concept in the last few years, as the focus of
training is shifting from the conventional model to more individualized and technologically enabled
training environments(Riyanto et al., 2021). These systems have the potential to react to the individual
needs of the learners and, in the process, enhance the development of skills(Yiming et al., 2024). On the
other hand, the role of motivation-based interventions, which include both intrinsic and extrinsic factors,
is also of prime importance in determining the involvement of the employees(Obeng-Tuaah, 2025).
However, the literature on the subject is limited in its focus on the combined impact of training and
motivation on the work climate.
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Another promising trend that has started to emerge in organizational studies is the application of
behavioral analytics to assist organizational decision-making(Bhakuni & Saxena, 2023). In this regard,
the application of data related to employee behavior, engagement, and performance has the potential to
assist organizational decision-makers(Saleem et al., 2024). It is also possible to constantly improve
training and motivational interventions by applying behavioral analytics(Madhuri & Kumar, 2025). In
spite of this potential, the application of behavioral analytics to training and motivation models has not
received adequate attention, particularly with reference to organizational climate(Kim & Yoon, 2025).

Under this broad framework of understanding organizational studies, the specific aim of the present study
IS to examine the direct impact of adaptive training systems, the indirect impact of motivation and
employee learning engagement, and the moderating impact of behavioral analytics on organizational
climate. In this regard, a quantitative approach has been adopted by collecting data from employees of
knowledge-intensive organizations. Furthermore, the application of structural equation modeling has been
considered to test the proposed relationships.

The originality of the present research comes from the comprehensive framework that integrates the
structural dimension of training, the psychological dimension of motivation and engagement, and the
analytical dimension of behavioral analytics. By investigating the mediating and moderating variables,
the present research also aims to contribute to a more comprehensive understanding of the relationships
between organizational interventions and climate. The contribution to science comes from the extension
of the existing literature by the development of the Dynamic Capabilities Theory in the areas of
organizational learning and behavior.

2. LITERATURE REVIEW
2.1 Organizational Climate and Its Strategic Significance

Organizational climate has been recognized as one of the most significant factors influencing employee
behaviors, productivity, and organizational success(Sari et al., 2024). Organizational climate has been
defined as the sum of perceptions held by members of an organization concerning its policies, practices,
and procedures(Malik & Garg, 2020). Recent research on organizational climate has emphasized its role
in developing a positive organizational climate, where engagement, safety, and innovative behaviors are
promoted, and a negative organizational climate, where burnout, disengagement, and turnover intentions
are observed(Gilardi & Lazazzara, 2025).

The recent research on organizational climate has attempted to move from the static view of organizational
climate to a dynamic perspective. Organizational climate has been recognized as constantly evolving, as
it is subjected to organizational interventions, training systems, leadership, and motivational systems(Tatli
et al., 2025). In this context, organizational climate has not been recognized as an outcome variable but
rather as one evolving due to adaptive organizational mechanisms. However, little research has been
conducted on the role of integrated training and motivational systems on the development of
organizational climate in data-driven environments.

2.2 Adaptive Training Ecosystems in Modern Organizations

The development of adaptive training ecosystems heralds a paradigm shift in the training methodologies,
moving from the conventional one-size-fits-all approach to training to more tailored training environments,
driven by the power of technology(Osmani et al., 2022). The adaptive training systems include the use of
artificial intelligence, machine learning, and learning analytics in the delivery of learning content based on the
learning characteristics, performance metrics, and cognitive engagement of the learners.
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The literature on the topic has clearly established the advantages of adaptive training, including improved
knowledge retention, skill development, and employee productivity. In addition, it helps develop learning
cultures, which are critical in the ever-changing organizational environment(Norabuena-Figueroa et al.,
2025). It also helps align the learning processes with the organizational goals through the feedback
mechanisms embedded in the adaptive training systems.

2.3 Motivation-Driven Interventions and Employee Behavior

Motivation-driven interventions, which include theoretical frameworks such as Self-Determination
Theory (SDT) and Expectancy Theory, have been identified as crucial factors that significantly influence
employee engagement and organizational commitment. Motivation-driven interventions include intrinsic
motivational factors such as autonomy, mastery, and purpose, as well as extrinsic motivational factors
like rewards, recognition, and performance-based benefits(Pérez-Vallejo & Fernandez-Mufioz, 2020).

Recent empirical research suggests that motivation-driven interventions have a significant positive effect
on employee satisfaction, productivity, and turnover(Chughtai et al., 2024). Additionally, motivation-
driven interventions have been seen to create a positive psychological environment, thus promoting a
positive organizational climate, especially when aligned with organizational goals. The recent
introduction of gamification, incentive learning, and behavioral nudges has greatly broadened the scope
of motivational interventions, thus making them even more relevant in the modern organizational
setting(Zyphur et al., 2023).

Although extensive research has been carried out on the subject of motivation, very little attention has
been given to the interaction between motivation and adaptive training systems, with no significant
evidence of how motivation-driven interventions can be used to enhance the potential of training systems
in shaping the organizational climate.

2.4 Role of Behavioral Analytics in Organizational Decision-Making

Behavioral analytics has been identified as a powerful tool that has the potential to revolutionize
organizational studies and practices. It has the capability to provide data-driven insights into employee
behavior, engagement patterns, and performance patterns(Hayat & Afshari, 2021). Research has
demonstrated that behavioural analytics has a significant impact on improving the quality of decisions
made by organizational management(Lesener et al., 2020). It has also been identified that behavioural
analytics has the potential to promote evidence-based management practices(Tanveer et al., 2025). It has
the capability to help organizations shift from reactive management strategies to proactive management
strategies, particularly in areas such as talent management, training effectiveness, and employee
engagement. The application of behavioural analytics in understanding the interaction between training,
motivation, and organizational climate is not well explored(Latifah, 2024). Although there are many tools
available for carrying out behavioral analytics, the application of such tools in understanding holistic
organizational studies is at a nascent stage.

2.5 Integrated Perspectives: Training, Motivation, and Organizational Climate

A considerable amount of literature has suggested that organizational results tend not to be driven by singular
factors but, instead, tend to be the product of the interplay of several organizational factors(Ozsoy, 2022). In
this regard, the combination of adaptive training ecosystems and motivation-driven interventions appears to
be an important approach for enhancing organizational climate. A number of recent research studies have
attempted to explore the efficacy of multi-dimensional models, including learning systems and motivational
interventions. The studies have suggested that if training interventions are aligned with motivational factors,
it becomes easier for the workforce to perceive organizational support, thus enhancing the organizational
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climate(Soltani et al., 2020). However, the current models lack an analytical perspective based on data-driven
research, failing to incorporate behavioral analytics as an important factor. In addition, the empirical research
on the integrated models has been limited, especially in the context of diverse organizational settings.

3. THEORETICAL FRAMEWORK AND HYPOTHESIS DEVELOPMENT
3.1 Dynamic Capabilities Theory (DCT)

The theory of Dynamic Capabilities explains the process of adaptation through the matching of internal
processes with external demands. In the research, training ecosystems have been regarded as adaptive
capabilities that continuously respond to learning needs. However, it depends on the willingness of
employees to participate in the process, which is subject to motivation-based interventions.

Behavioral analytics complements the adaptation process by providing feedback on responses from
employees. Therefore, training, motivation, and behavioral analytics form a holistic system through which
the climate of an organization changes.

3.2 Theoretical Framework

The framework assumes that organizational climate is a function of adaptive training ecosystems (ATE)
and motivation-driven interventions (MDI), enabled by behavioral analytics (BA).

e ADE improves skill sets through personalized learning experiences
e MDI fosters engagement and motivation

e BA optimizes both

e OC is a function of employees' perceptions of the organization

The theory assumes that alignment of training and motivation enabled by analytics is critical for building
a positive organizational climate.

Adaptive Training
Ecosystems

« Personalized Learning

- Adaptive Technologhes

- Real-Time Feedback

Mativation-Driven
Interventions

Organizational Climate

- Goal Setting
- Gamification
= Incentives & Rewards

- Coaching & Support

« Leadership Suppon
~ Peer Collaboration
« Growth Mindset

« Trust & Communication

(" Behavioral Analytics )

—

Learning Outcomes & Performance

- Skill Acqussition - Engagement - Knowledge Retention

Figure 1. Proposed Theoretical Framework of Adaptive Training, Motivation, and Organizational
Climate

This figure 1 depicts the hypothesized relationships between adaptive training ecosystems, motivation-driven
interventions, and organizational climate from a data-driven organizational perspective. It also focuses on the
mediating effects of employee engagement and motivational processes, as well as the moderating effect of
behavioral analytics. It also focuses on the synergy between training and motivation that influences
organizational climate.
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3.3 Adaptive Training Ecosystems and Organizational Climate

Adaptive training ecosystems positively influence the organizational climate through training
interventions that are relevant to the needs of the employees.

H1: Adaptive training ecosystems have a positive impact on organizational climate.
3.4 Motivation-Driven Interventions as a Mediator

Motivation plays a critical role in training because it affects the training outcome. Employees are driven
by both extrinsic and intrinsic factors, thus positively affecting the training outcome, which translates into
organizational climate.

H2: Motivation-driven interventions act as the mediator for the relationship between adaptive training
ecosystems and organizational climate.

3.5 Employee Learning Engagement as a Mediator

Employee learning engagement entails the level of engagement of the employees to the training
interventions. When the employees are high learning-engaged, they positively influence the
organizational climate, but if they are low learning-engaged, they negatively influence the training
outcome.

H3: Employee learning engagement acts as the mediator for the relationship between adaptive training
ecosystems and organizational climate.

3.6 Behavioral Analytics as a Moderator

Behavioral analytics improves decision-making through the recognition of patterns in employee behavior
and the timely response to changes. Behavioral analytics increases the effectiveness of training and
motivation in shaping the organizational climate.

H4: Behavioral analytics moderates the relationship between adaptive training ecosystems and
organizational climate.

H5: Behavioral analytics moderates the relationship between motivation-driven interventions and
organizational climate.

4. METHODOLOGY
4.1 Study Context

The research setting consisted of knowledge-intensive organizations in which the importance of
continuous learning and employee engagement is crucial. This setting includes industries such as the
information technology sector, services sector, and corporate training environments. This setting is
essential in determining the impact of data-based training and behavioral analytics on the work climate.

4.2 Sampling Procedures

A structured survey method was followed while collecting the data from the employees of the identified
organizations. The respondents for the study were selected using the purposive sampling method, where
the respondents were asked to have prior exposure to the training programs and motivational initiatives.
The total valid number of respondents for the study was 312.
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4.3 Questionnaire

A structured questionnaire was developed for the study based on the scales developed in the previous
research studies. The structured questionnaire was developed to collect data related to the adaptive
training ecosystems, motivation-driven interventions, employee learning engagement, behavioral
analytics, and organizational climate. The structured questionnaire included all the scales, and the
questions were measured using the Likert scale, which included five points such as strongly disagree,
moderately disagree, neither agree nor disagree, moderately agree, and strongly agree. The structured
questionnaire was pre-tested using a sample of respondents.

Table 1. Descriptive Statistics and Demographic Characteristics of the Sample

Variable Category Frequency (n = 312) Percentage (%)
Gender Male 178 57.1
Female 134 42.9
Age (Years) 20-30 102 32.7
31-40 124 39.7
41-50 58 18.6
Above 50 28 9.0
Education Level Undergraduate 76 24.4
Postgraduate 168 53.8
Doctorate 68 21.8
Work Experience <5 years 96 30.8
5-10 years 122 39.1
11-15 years 58 18.6
> 15 years 36 115
Job Role Entry-level 84 26.9
Middle-level 146 46.8
Senior-level 82 26.3
Industry Type IT/Technology 118 37.8
Services 104 33.3
Others 90 28.9

Table 1 shows an overview of the demographic distribution of the respondents, which is significant in
understanding the data used by the researcher in conducting the analysis. The results have shown a
balanced distribution of the respondents according to their genders, age groups, education levels, and
work experience, making the results obtained on organizational climate and employee behavior reliable.

4.4 Common Method Variance

In order to avoid common method variance, the researcher used procedural and statistical methods to
ensure the results obtained were not affected by common method variance. The respondents were assured
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of their anonymity, hence boosting their participation levels. The researcher used a well-designed
questionnaire, eliminating any chances of leading questions, and used the Harman one-factor test, where
it was established that no single factor accounted for most of the variance, hence eliminating the effects
of common method variance.

Study Context

|

Sampling Design

!

l Questionnaire Development I

l Data Collection I

l

l Data Screening l

!

[ Common Method Bias Test I

[ Data Analysis (PLS-SEM) ]

!

l Results & Interpretation I

Figure 2. Research Methodology Flow Diagram

This figure 2 shows the various sequential stages followed during the research process. The diagram
clearly shows the research process followed during the study, from the collection of data to the analysis
of the data using PLS-SEM tools.

5. DATA ANALYSIS AND RESULTS
5.1 Assessment of the Measurement Model

The reliability and validity of the measurement model were checked. The reliability was established, as
the values for Cronbach’s alpha and composite reliability were higher than 0.70. The model was also
found to be valid, as all the factor loadings were higher than 0.70, and the values for AVE were higher
than 0.50.

The discriminant validity was also established, as the Fornell Larcker criterion and the HTMT ratio clearly
showed the distinction among the variables. The model was found to be reliable and valid for the analysis.

Table 2. Results of Confirmatory Factor Analysis (CFA)

Construct Items Loadings Range Cronbach’s Alpha CR AVE
ATE 4 0.81-0.87 0.88 0.91 0.71
MDI 4 0.80-0.86 0.87 0.90 0.69
ELE 4 0.79-0.85 0.86 0.89 0.67
BA 4 0.84-0.88 0.89 0.92 0.74
ocC 4 0.85-0.88 0.90 0.93 0.76
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Table 2 displays the results of the confirmatory factor analysis, which proves the reliability and validity
of the measurement model. The constructs have high factor loadings with high Cronbach’s alpha and
composite reliability values, which are all well above the threshold of 0.70. The AVE values are also high,
all being well above the threshold of 0.50, which proves the convergent validity of the constructs.

Table 3. Correlation Matrix, Shared Variance, and Average Variance Extracted (AVE)

Construct ATE MDI ELE BA oC AVE
ATE 0.84 0.71
MDI 0.62 0.83 0.69
ELE 0.58 0.64 0.82 0.67

BA 0.55 0.59 0.57 0.86 0.74
oC 0.66 0.68 0.63 0.61 0.87 0.76

Table 3 indicates the inter-construct correlations and the shared variances and AVE values for testing
discriminant validity. The values along the main diagonal represent the square root of the AVE values for
testing discriminant validity. These values are higher than the correlation coefficients for the constructs;
therefore, there is sufficient discriminant validity between the constructs. Additionally, the shared
variances for the constructs are low compared to their AVE values.

5.2 The Structural Model

The structural model was then analysed to test the relationships proposed in the structural model. The
results indicated a positive impact of adaptive training ecosystems on the organizational climate, thus
supporting hypothesis 1. Motivation-based interventions and employee learning engagement acted as
positive moderators, supporting hypotheses 2 and 3.

Behavioral analytics had a positive moderating effect on the relationships, thus supporting hypotheses 4
and 5. The moderating effect of the interaction of training and motivation also had a positive impact, thus
supporting hypothesis 6. The model had a good explanatory power, thus supporting the proposed
framework.

Table 4. Structural Equation Model Results Using Maximum Likelihood Estimation

Hypothesis Path Standardized t-value | p-value Result
H1 ATE — OC 0.32 5.84 <0.001 Supported
H2 ATE — MDI — OC 0.21 4.76 <0.001 Supported
H3 ATE — ELE — OC 0.18 4.12 <0.001 Supported
H4 ATE x BA — OC 0.15 3.65 <0.001 Supported
H5 MDI x BA — OC 0.13 3.21 0.001 Supported
H6 ATE x MDI — OC 0.27 5.02 <0.001 Supported

Table 4 represents the results of the analysis carried out through structural equation modeling. The results
include the path coefficients, significance levels, and hypothesis test results. The results show that all the
relationships are statistically significant. Therefore, it can be concluded that the hypothesis of the model has
been accepted. The results confirm the impact of adaptive training, motivation, and behavioral analytics on
climate.
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Table 5. Moderated Mediation Analysis Using PROCESS Model 14: Conditional Direct and
Indirect Effects

Effect Type Moderator | Effect | SE Boot Boot Result
(BA) LLCI ULCI
Direct Effect (ATE — OC) Low (-1 SD) | 0.21 | 0.05 0.12 0.30 Significant
Mean 0.32 | 0.04 0.24 0.40 Significant
High (+1 SD) | 0.44 | 0.06 0.33 0.55 Significant
Indirect Effect (ATE — MDI | Low (-1 SD) | 0.12 | 0.03 0.06 0.18 Significant
— 0C)
Mean 0.21 | 0.04 0.14 0.29 Significant
High (+1SD) | 0.29 | 0.05 0.20 0.39 Significant
Indirect Effect (ATE — ELE | Low (—1 SD) | 0.10 | 0.03 0.05 0.16 Significant
— 0C)
Mean 0.18 | 0.04 0.11 0.26 Significant
High (+1SD) | 0.25 | 0.05 0.16 0.34 Significant

Table 5 displays the results of the moderated mediation analysis. This reveals the moderating effects of
behavioral analytics on the direct and indirect effects of adaptive training on organizational climate. The
results reveal that the effects are strengthened as the level of behavioral analytics increases. The
confidence intervals do not contain zero, which reveals that the conditional effects are statistically
significant.

Interaction Plot: ATE x BA - OC

= Low BA (-1 SD) 5
35 Mean BA y
—— High BA (+1 5D) y

Organizational Climate

- - i v v T T v T
1o 15 20 2.5 3.0 3.5 4.0 4.5 50
Adaptive Training Ecosystems

Figure 3. Interaction Plot of Adaptive Training Ecosystems and Behavioral Analytics on
Organizational Climate

The above figure 3 represents the moderating effect of behavioral analytics on the relationship between
adaptive training ecosystems and organizational climate. The steepness of the line increases when
behavioral analytics is higher, indicating a stronger positive effect. This implies that the impact of adaptive
training ecosystems is amplified when behavioral analytics is considered.
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Figure 4. Explained Variance (R?) of Organizational Climate

Figure 4 below shows the proportion of variance explained by the model for organizational climate. The
findings show that the variables explain a large proportion of variance, thus indicating good predictive
ability. This is a clear indication of the reliability of the structural model used in the study.

6. DISCUSSION

The results also validate the model by showing the impact of adaptive training ecosystems on
organizational climate. The impact is amplified by the mediation of motivation-driven interventions and
employee learning engagement. Behavioral analytics also adds to the impact of the model by amplifying
the strength of the relationships. The relationship between training and motivation also shows the
synergistic impact of training and motivation by showing the cumulative effect of the two variables.

6.1 Theoretical Implications

This study has contributed to the development of Dynamic Capabilities Theory by incorporating training
and motivation factors into organizational climate. It has also contributed to the development of the field
by going beyond the fragmented views of the literature. It has integrated the structural, psychological, and
analytical dimensions of the literature into a single framework. It has also added the dimension of the
mediating and moderating variables to show a complete picture of the impact of organizational
interventions on employee perceptions.

6.2 Practical Implications

The findings indicate that organizations should use adaptive and personalized training systems, as well as
motivation-based strategies, in their training systems. Managers should use behavioral analytics tools to
track their training programs and make improvements where necessary. This could lead to a positive
organizational climate.

7. CONCLUSION

The present study aimed to explore the joint effect of adaptive training ecosystems, motivation-based
interventions, and behavioral analytics on the organizational climate by means of a data-based framework.
The results support the importance of the role of adaptive training in enhancing the organizational climate,
especially when combined with motivational factors and employee engagement. Moreover, the results
show the added value of behavioral analytics in enhancing these relationships.

The present study also reveals the importance of the combined effect of training and motivational factors,
as the joint effect is greater than the individual ones. This reveals the importance of the combined effect
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of the two factors. By the combined effect of structural learning systems and psychological and analytical
support, a more responsive and supporting work environment is established.
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