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Abstract 
 

Since the concept was popularized by McKinsey & Company in the late 1990s, talent 

management initiatives have been pushed with urgency to the forefront of organizational 

priorities, and businesses have exerted considerable effort in locating and developing the upper 

echelon talent pools. Much emphasis has been put on the need to identify and attract top talent, 

focus has shifted away from developing ordinary talent into extra-ordinary talent through broad 

human resource development initiatives. This research examines a global training initiative 

implemented in a multi-national corporation, and sets out to identify the primary impediments to 

its effectiveness. After a literature review, and a focus group, six factors were identified as 

crucial to this situation: accuracy, communication, feedback, motivation, organizational support, 

and time. A survey was then disseminated to the relevant organizational members to identify 

which of these six issues was the most pressing. Based on the results, the author concludes by 

extrapolating the potential organizational implications, as well as providing some 

accommodating solutions. 

 

Keywords: Communication, motivation, human resource development, training, 

organizational support, talent management. 
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Introduction 
 

“The war for talent is over, and talent has won.” (Bersin, 2014, p. 5). This quote by Josh 

Bersin, a human resources trend analyst and consultant, is a frequently used quote in the talent 

management literature. It embraces the idea that companies are clamouring to attain the rare, 

highest potential employees. The statistics seem to support this claim; according to research 

conducted by PricewaterhouseCoopers, leadership and talent development is a key priority for 

66% of CEOs (PWC, 2012). And for good reason, a study by Ernst & Young found that superior 

talent management correlates strongly with enhanced business performance, yielding a return on 

investment 38% higher than that of rivalling companies (Collings, 2015). The evidence strongly 

suggests that focus on talent management initiatives yields a significant competitive advantage 

(Schuler, 2011).  

This paradigm about talent is predicated on the philosophy that talent is an innate 

characteristic of only a small percentage of the population (Meyers & van Woerkom, 2014), and 

with this philosophy as a cornerstone in their Human Resources (HR) strategy, organizations 

proceed to shape their HR practices around attracting, hiring, and retaining top talent. It is worth 

noting, however, that there are indeed alternative philosophies concerning talent, and that these 

philosophes are key determinants of the shaping of alternative HR practices (Meyers & van 

Woerkom, 2014). To illustrate the polarity, consider the juxtaposition of the stable/ exclusive 

perspective, with that of the developable/ inclusive perspective. First, however, in the interest of 

clarity, definition of terms is in order. Talent has many definitions but for the purposes of this 

paper it shall be defined as the sum of a person’s abilities, his or her intrinsic gifts, skills, 

knowledge, experience, intelligence, judgment, attitude, character and drive (Schiemann, 2014). 

With that in mind, talent management in the HR context refers to an organization’s efforts to 



5 
 

attain, develop, motivate, evaluate, and retain talented individuals in accordance with the 

organization’s business strategy, and can broadly be defined as the attempt to ensure that 

everyone at all levels works to the top of their potential (Lewis & Heckman, 2006).  

The stable/ exclusive talent philosophy, currently the more prevalent assumption, implies 

that talent is a scarce, and genetically determined construct by which the talent pool can be 

categorized as either “having it” or “not having it” (Meyers & van Woerkom, 2014.) According 

to proponents of this philosophy, disproportional amounts of resources should be focused on 

attracting, identifying, and retaining talented incumbents of key organizational positions. 

Although this makes for intriguing dialogue, such practices abandon the larger group of 

employees who have been deemed “not talented”, which may result in their demotivation and all 

the issues consequent of a demotivated workforce (McDonnell, 2011). Therefore, in the interest 

of balance, it is important to also consider an opposing talent philosophy, that being the 

developable/ inclusive perspective. From this philosophy is birthed the ambition to transform 

average employees into extraordinary performers based on the understanding that each 

individual has the potential to develop excellence in a particular domain depending on his or her 

specific aptitudes or strengths (Biswas-Diener et al., 2011). This perspective builds on the 

assumption that individuals have an inner need for growth and self-development (Maslow, 

1954), and that the capacity for excellence can be enhanced through accessibility, awareness, and 

effort (Biswas-Diener et al., 2011). The practical implications of adapting this philosophy, within 

the scope of talent management, include fostering a growth mind-set in the organizational 

culture, and empowering employees to become top performers in their domain by providing 

adequate training and developmental opportunities (Meyers & van Woerkom, 2014.) 
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It is through the lens of the latter described philosophy which this paper seeks to explore 

the application of talent management principles in practical organizational settings. However, it 

should be noted that “talent management” is an umbrella term which encompasses several 

specific HR practices, including, among others, recruitment and selection, performance 

management, and human resource development (HRD). This paper will focus on the HRD 

component of talent management, the former being defined as “all qualification, training, and 

organizational development activities that are planned, conducted, and evaluated purposefully, 

and methodically” (Meifert, 2013, p.4). When embraced with the developable/ inclusive 

philosophical underpinning, these HRD initiatives are aimed at developing the “middle class” of 

the talent pool; that is to say, the large body of average skilled employees in a company. 

However, although a talent philosophy may have been embraced, and requisite HR processes and 

systems established, effectiveness of HRD initiatives is far from certain. There is often a 

disconnect between what is learned in training, and performance on the job (Schmitt, 2013), 

indicating that the effectiveness of HRD initiatives is contingent upon a multitude of variables. 

This paper aims to explore these variables in the context of a specific organizational setting. 

 

Background 
 

Daimler Financial Services, (DFS), subsidiary of the Daimler Group, is a captive finance 

company which provides financing options for clients all over the world. As an example, they 

could finance a fleet of Mercedes-Benz cars to a taxi company which does not have the liquid 

money to pay upfront. DFS is organizationally broken into four geographical regions, Europe, 

The Americas, Asian Pacific, and China, and each region is slightly nuanced in their business 

operations. In 2014 it was decided that their credit approval decision procedure should be 
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globally standardized and executed through a single methodology. This led to the birth of Credit 

Risk Connect! (CRC!).  

CRC! is a web-based IT tool which assists credit analysts in making sound lending 

decisions based on the information gathered from credit applicants. The tool has been under 

development for two years, and the latest update went live on the 25th of February, 2017.  

In October 2016, this author was hired by the project leader to design and develop 

technical training material for the latest version of the program. Over the course of three months, 

the author, along with a fellow working-student, delivered 18 instructional tutorials with the 

objective of teaching the users how to operate this complex online tool. It was not within the 

scope of the training, nor this research, to address the vast body of knowledge which a credit 

analyst needs to do their job, such as general finance theory, credit rules and procedures, 

calculation methodology, etc. The scope was confined specifically to technical instructions to 

operate the online tool, CRC!. 

 

Purpose 
 

Within the scope of the CRC! project, this research is the pioneer effort to explore the 

user’s perspectives related to the training they receive, and identify any possible areas for 

improvement to increase training effectiveness. The purpose of this research is to probe the 

user’s opinions in a systematic way, examine the feedback to identify trends, and then use the 

insights to improve future training initiatives related to CRC!. This research is meant to 

strengthen the final link of the overall project; there has been a useful tool developed, and large 

efforts have gone into developing the related training material, but if these are implemented 

without connection to the user’s needs, the project’s impact may be compromised. In order to 
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mitigate this risk, efforts were mobilized towards surveying user opinions, and utilizing the 

feedback to improve the training and its surrounding processes. 

 

Research Question 
 

What are the most important factors which are affecting the effectiveness of this HRD 

initiative? 

 

Literature Review 
 

The initial steps of this research project included combing through the extant HRD 

literature to identify impediments to training effectiveness in organizations. This included 

searching through scholarly articles via the databases PsycInfo and PsycARTICLES using 

keywords such as: training, implementation, human resource development, effectiveness, 

vocation education training, challenges, and transfer. Also acquired were a number of textbooks 

on various topics such as industrial/ organizational psychology, the psychology of training and 

development, strategic human resource development, talent management, and organizational 

behaviour. From these literary resources, the top ten most common impediments to training 

effectiveness were identified and extracted: 

1. Time (Meifert, 2013). Are employees given enough time to complete the training 

amongst their daily tasks? 

2. Sufficient resources (Meifert, 2013). Is there appropriate and adequate equipment being 

allocated to the training task? 
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3. Motivation (Schmitt, 2013, Noe & Wilk, 1993). Are the trainees aware of the utility of 

the program and how its completion would benefit them in a way which motivates them 

to engage in the material? 

4. Organizational Support (Zumrah & Boyle, 2015, Noe & Wilk, 1993). To what degree 

do the employees perceive the organization as valuing their workplace contributions and 

caring about their well-being? 

5. Appropriate training methodology (Schmitt, 2013, Swanson, 2008). Given the wide 

variety of available mediums through which to transfer information, has the most 

appropriate method been selected? 

6. Accurate skills being taught (Meifert, 2013, Schmitt, 2013). Is the content meaningful 

and relevant in a way which will teach the correct skills needed by employees to 

complete their daily tasks? 

7. Individual Differences (Meifert, 2013, Noe & Wilk, 1993). Are the individual 

differences (age, race, gender, geographic region, tenure) between training participants 

being considered and addressed when designing the training? 

8. Communication (George, 2012, Schmitt, 2013, Swanson, 2008). Are the employees 

aware of the training, and is its value being effectively communicated to them? 

9. Feedback (Schmitt, 2013). Do the employees know where to give feedback related to 

their learning needs, or where to gather further information? 

10. High-quality (Swanson, 2008). Is the training material high-quality and engaging? 
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Psychological Literature Supporting HRD 
 

Many of these factors are of direct relevance to the field of industrial/ organizational 

psychology, as they tie into topics of interest for workplace psychologists and business 

managers. For example, organizational communication is related to perceived organizational 

justice (distributive and procedural), which in turn is related to job satisfaction (Aggarwal-Gupta 

& Kumar, 2010). Being allocated enough time to complete a task affects work-related stress 

(Schmitt, 2013). Motivation is of particularly high interest to workplace psychologists, and 

others, because it is directly linked to personnel performance, as well positive work attitudes 

(Katzell, 1980). Studies show that organizational support, across all sectors, reduces turnover 

intentions (Ahmed & Nawaz, 2015), and increases organizational commitment (Eisenberger, 

Huntington, Hutchison & Sowa, 1986). This relates to the present research in that if the credit 

analysts do not feel supported in their work (through training and development opportunities) 

they may be more inclined to leave the company, and thereby DFS loses talent. 

HRD as a whole can draw strength from psychological principles such as social exchange 

theory, Abraham Maslow’s hierarchy of needs, and learning theories. Social exchange involves 

unspecific obligations; when one person does another a favour, there is expectation of some 

future return (Gouldner, 1960). Employees who have received developmental opportunities from 

their management and organizations return the favour with positive attitudes and workplace 

behaviours (Wayne, 1997). Abraham Maslow, in his famous work Motivation and Personality, 

wrote about how people in our society have a need for firmly based self-respect, self-esteem, and 

the esteem of others (Maslow, 1954, p. 45). He goes on to discuss how these desires are fulfilled 

through mastery and competence, and developing capability and adequacy to the tasks of life. It 
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is through these means which one earns warranted respect from others, and builds deserved self-

confidence, leading to a healthy and stable self-esteem (Maslow, 1954).  

HRD as a whole stands upon a foundation of diverse learning theories addressing how 

knowledge is acquired. For example, employee on-boarding (the process of acclimating new 

employees to a company culture) is heavily predicated on Albert Bandura’s theories on social 

learning, shaping new employee behaviour through modelling and cultural socialization 

(Swanson, 2001). Behaviourists such as Ivan Pavlov, John Watson, and B.F. Skinner maintain 

that environmental stimuli can be arranged to elicit desired behaviour and facilitate skill 

acquisition (Swanson, 2001). Trainings, as specific events, are the manifestation of the 

behaviourist’s orientation to learning. Finally, supported by Jean Piaget’s pioneer work in 

cognitive development and genetic epistemology, it is understood that learning is contextual, and 

that new information must be related to existing information in order for it to be retained and 

utilized (Swanson, 2001). Depending on the unique needs of an organizational situation, 

different combinations of learning facilitation methods can be employed. 

 

Literature Supporting Research Hypotheses 
 

After conducting a focus group (described in the Empirical Investigation section) it 

became clear that communication was likely the most salient issue related to this training 

initiative; many of the focus group participants speculated that there was a significant portion of 

the CRC! users who were not aware of the existence of a training program. Therefore, the first 

hypothesis to test is: 

H1: Communication is the greatest global issue related to CRC! training. 
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Considering the fact that DFS is a global firm with varying levels of English proficiency, 

it is easy to see how communication would be a top issue. Sharing knowledge is challenging in 

multicultural organizations due to cultural and linguistic differences which create barriers to 

communication and understanding (Lauring & Selmer, 2011), and language differences are 

known to negatively impact communication within and between organizations (Klitmøller, 

Schneider, & Jonsen, 2015). According to the English Proficiency Index (Tran & Burman, 

2016), the world’s largest ranking of countries by English skills, Europe remains the strongest 

region in the world by a wide margin, (aside from North America), with Asia lagging behind. 

Given the barriers that language differences present to an organization’s communication, and the 

fact that Asia has a lower proficiency in English, it seems reasonable to conclude that those from 

the Asian region may not be learning all the skills they need for their daily tasks. As such, the 

second hypothesis is:  

H2: The Asian Pacific region and China will feel less prepared for their daily tasks after 

completing the training program, compared to those in Europe and the Americas. 

Communication also has also been found to be an important antecedent to perceived 

organizational support (Neves & Eisenberger, 2012), therefore, it stands to reason that if there 

are employees who were not aware of the existence of a training program, these employees 

would report lower levels of perceived organizational support than others. Hence, the third 

hypothesis is: 

H3:Employees who identified as being unaware as to the existence of training material 

will have lower levels of perceived organizational support than those employees who were 

aware. 
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Finally, psychologist Raymond Noe (1993, Colquitt, LePine, & Noe, 2000) has written 

extensively on factors which influence employee’s participation in developmental activities. His 

research has consistently found participant motivation as having a significant, positive impact on 

the degree to which employees participate in developmental activities. According to this 

research, it is logical to expect that participants who have higher levels of motivation will engage 

in the training program to a greater degree. Therefore, the fourth hypothesis is: 

H4: Those who report higher levels of motivation will have viewed a greater number of 

tutorials. 

 

Methodology  
 

Literature Review or Secondary Data Collection  
 

A literature review entails exploring prior research and text related to the current topic of 

interest, the main goal being to appreciate the major ideas related to the topic (Bryman & Bell, 

2012). The purpose is to understand the current state of knowledge in this area, what research 

methods have been used to build this knowledge, and grasp how the present research would 

relate. Synthesizing the background knowledge into a supporting foundation will give the present 

research credibility, as well as orient the reader as to how the present research fits into the overall 

picture. 

 

Focus Group 
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A focus group is essentially a group interview held by a researcher in order to facilitate 

an open discussion about a specific topic of interest (Greener, 2008). Focus groups typically 

consist of six to twelve people. Focus groups are one of the most commonnly used qualitative 

methods of data collection because they allow for gathering in-depth information from several 

individuals, simultaneously. Thus, richer knowledge may be attained as topics and opinions 

unfold in the focus group's conversation (Hyden, 2003). Another point of strength for focus 

groups is that they bring together a diverse sample of participants who are each uniquely 

connected to the discussion topic, thereby enabling varied insights to be garnered (Bryman, 

2012). In this case the focus group was used to help specify which aspects the research should 

focus on, relevant to the current context. 

 

Survey  
 

Surveys are a flexible tool for collecting primary data, and in many ways is quite similar 

to a structured interview (Bryman & Bell, 2012). They allow for precise selection of samples, 

and measure variables using self-reports of respondent’s thoughts, feelings, and behaviours 

(Price, 2012). The survey is a widely used tool in social research, and has the advantages of 

being cheap to administer, relatively easy to construct, and quickly spread to a large, 

geographically dispersed population (Bryman & Bell, 2012). 

 

Empirical Investigation 
 

A mixed method approach to discovering the main factors which are affecting the 

effectiveness of this HRD initiative at DFS was used. A mixed method approach is defined as 
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research which incorporates both qualitative and quantitative methods in a single project, the 

idea being to gain a more comprehensive understanding of a topic by employing varied means of 

examination (Bryman, 2012). The first step was to comb through the HRD literature to identify 

the most common previously identified impediments to training effectiveness, and the top ten 

factors were compiled into a list (APPENDIX, Table 8). 

Then, a focus group was convened to discuss the barriers to training effectiveness in the 

context of the CRC! project. Five members of the project team were invited, each with a specific 

expertise related to the project. The participants were selected based on the degree to which their 

current role might allow them to contribute to the focus group discussion. Included in the 

conversation were: 

 The lead project coordinator; who has both business and IT related oversight, and has 

seen the development of the project since its inception. 

 The lead IT project developer; who is responsible for translating the needs of the business 

into an IT tool structure. 

 The IT ticket manager, who processes all of the help requests from the users. 

 Training developer, who helped in the conceptualization and design of the relevant 

training material. 

 A former credit analyst, who has insight into the daily operations and needs of the users. 

The discussion opened by the positing of four open-ended discussion questions, designed 

to elicit feedback from the experts about their perceptions of the most critical impeding factors. 

(APPENDIX, Table 7) Their verbal responses were noted and explored during discussion 

facilitation, and notes were taken by the facilitator as the conversation flowed. These notes were 

later used to help identify which were the most salient issues to this situation. The participants 
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were then shown the list of the top ten factors extracted from the literature, and asked to rank (on 

a personal sheet of paper), as they perceive, the three most critical factors related to this project. 

Following the focus group, the responses were weighted, and scored, to produce a ranked 

list of the most important factors directly affecting the CRC! project. (APPENDIX, Table 8)  

From this list, the top six items were chosen, (where there was a tie, the notes from the focus 

group were used to identify which factors were discussed as important, thereby deciding which 

should be included) and survey questions were designed to measure them. Only six items were 

chosen to minimize the length of the survey in an effort to increase response rates (Bryman, 

2012). Each factor was measured by two oppositely framed questions, often referred to as 

reverse coded items, and for these questions the participants were presented with a Likert scale 

of 1(Strongly Disagree), to 5(Strongly Agree). Included in the survey was one question asking 

the participant to identify which geographical region he or she was from, and another question 

asking the participant how many of the tutorials he or she had viewed. (APPENDIX, Table 9)  

Once the survey had been formulated, it was pre-tested in a pilot study where it was sent to seven 

people who were asked to look over the survey and evaluate its clarity and coherence.  

The target sample for survey participants was the daily users of CRC!, those within the 

organization who are titled “credit analysts”. This delimitation was made because these users are 

the employees whose daily tasks are most impacted by the program updates, and so for them 

training material is most relevant. Planned was to disseminate the survey via email, as this is the 

most effective method to reach credit analysts from all around the world. To acquire a list of 

users emails, the IT department delivered a list of all the CRC! users registered within the 

program. This list was delivered in an Excel sheet which was then filtered for users with the 

same “user access rights” which a credit analyst would have. This yielded the sample of 301 
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credit analysts from 30 different countries. On March the 13th, 2017, an email was sent to the 

regional managers alerting them of the research project, and asking for their support in 

encouraging their credit analysts to complete the survey. This was done for two reasons; to 

ensure transparency within the organization, and to hopefully increase the rate of response. On 

the 21
st
 of March, 2017, the survey was sent out to the 301 credit analysts via email. The 

deadline to complete the survey was short, only 72 hours. This was done in order to increase the  

urgency, and not let the survey sink to the bottom of their to-do list only to be forgotten. Quite 

quickly it became clear that an error had been made; as the survey was designed via Google 

Forms, the Chinese users were not able to partake in the survey due to governmental censorship. 

To accommodate this demographic, a different platform was used and the survey was sent out 

again to 61 credit analysis in China. Great care was taken to ensure that both surveys contained 

identical questions, in the same order, and even that the page break in the survey occurred at the 

same place. The Chinese users were also given 72 hours to complete the survey. Fortunately, 

merging the two data sets into an excel sheet was seamless, and so this oversight had a minimal 

effect on the research outcome. At its conclusion, 125 responses were collected, a response rate 

of 42%. All survey information was treated with confidentiality and anonymity, as the aggregate 

information is of greater interest than individual responses. 

 

Results 
 

Testing H1 

 

H1: Communication is the greatest global issue related to CRC! training. 
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To test the first hypothesis, initially the mean scores of survey items measuring the same 

construct (defined above in Literature Review section) were combined using Statistical Package 

for Social Sciences (SPSS) software, (APPENDIX, Table 9). The means of following items were 

combined, their respective construct in parenthesis: 

1. 1 & 9 (Accuracy) 

2. 2 & 5 (Organizational Support) 

3. 3 & 7 (Motivation) 

4. 4 & 6 (Communication) 

5. 8 & 11 (Time) 

6. 10 & 12 (Feedback) 

Descriptive statistics show Communication with an average score of 2.72, is the most 

salient issue of the constructs measured: 
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A series of paired-samples t-tests indicated that scores were significantly lower for the 

Communication construct (M = 2.72, SD = 1.01) than for each other construct; Accuracy, d = 

0.38. Support, d = 0.28. Time, d = 0.55. Feedback, d = 0.5. Motivation, d = 0.84. 
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Therefore the author can reject the null hypothesis, communication is the greatest global 

issue. 

 

Testing H2 

 

H2: The Asian Pacific region and China will feel less prepared for their daily tasks after 

completing the training program, compared to those in Europe and The Americas. 

To test the second hypothesis the region variable was transformed from having four 

groups to two groups: Asia, and Rest. Initially an Indepentent Samples t-test was to be 

conducted, however The Shapiro-Wilk test for normality had significant p values for both Asia 

and Rest (p < .05) and so a non-parametric Mann-Whitney U test was run to analyse the 

differences between medians of these two groups. This test indicated that Accuracy scores were 

significantly lower for Asia (Mdn = 52.42) than for the Rest (Mdn = 70.55), U = 1329.5, Z, = -

2.89, p = .004.  

As such, the author can reject the null hypothesis, the Asian Pacific region and China feel 

less prepared for their daily tasks after completing the training program, compared to those in 

Europe and Americas. 

 

Testing H3 

 

H3:Employees who identified as being unaware as to the existence of training material 

will have lower levels of perceived organizational support than those employees who were 

aware. 
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First, the variable of number of tutorials viewed were combined and reduced into the 

following five categories: 

 0 

 0 (I had other materials provided for me) 

 1-9 Tutorials Viewed 

 10-18 Tutorials Viewed 

 I was not aware there were tutorials 

 

Next, a Levene’s test verified the equality of variences in the samples (homogeniety of 

varience) (p > .05). Also, a check for normality revealed that all data was normally distributed. 

Then a one-way between subjects ANOVA was conducted to compare the effect of the number 

of tutorials watched on Organizational Support in the five different conditions. 
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There was an overall significant effect of the number of tutorials watched on 

Organisational Support at the p<.05 level for the five conditions [F(4, 113) = 4.049, p = .004]. 

Posthoc analyses using Tukey’s HSD indicated that Organisational Support scores differed 

significantly between participants who had viewed 1-9 tutorials (M = 3.13, SD = .887) and those 

who were not aware that tutorials existed (M = 2.52, SD = .877), (p = .021), but Organizational 

Support scores did not differ significantly between any other conditions. As those who were not 

aware of the tutorials scored significantly lower on Organizational Support than those who had 

seen 1-9 tutorials, but not significantly different than any other condition, the author can partially 

reject this hypothesis.  

 

Testing H4 

 

H4: Those who report higher levels of motivation will have viewed a greater number of 

tutorials 

To test hypothesis 4, a Levene’s test verified the equality of variences in the samples 

(homogeniety of varience) (p < .05). Also, a check for normality revealed that all data was 

normally distributed. Next, a One Way Anova was conducted with Motivation as the dependant 
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variable, and number of tutorials watched as the independant variable. There was an overall 

significant effect of the number of tutorials watched on the level of motivation at the p < .05 

level for the five conditions [F(4, 112) = 3.357, p = .012]. 

 

 

Post hoc comparisons using the Tukey HSD test indicated that the mean score for the 

Was Not Aware condition (M = 3.02, SD = .729) was significantly lower than the 1-9 tutorials 

viewed condition (M = 3.55, SD = .099), (p = .04). However, no other conditions differed 

significantly from each other. As those who were not aware of the tutorials scored significantly 

lower on Motivation than those who had seen 1-9 tutorials, but not significantly different than 

any other condition, the author can partially reject this hypothesis. 
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Discussion 
 

The results of the survey seem to fall right in line with what one could expect based on 

the extant literature and theory. This is good news in that it signifies that there is nothing 

particularly unusual occuring in this scenario, and so less is the need for incredibly creative and 

innovative solutions. There was a strong, statistically significant correlation between 

Communication and Organizational Support, (r = .64; p = .001) which supports the findings of 

Robert Eisenberger (1986). Perceived organizational support, as his research shows, is strongly 

linked to many other work attitudes (e.g. job satisfaction, organizational commitment), which in 

turn are directly affecting personal and organizational performance. Therefore, it is certainly 

worthwhile to unkink the communication breakdown.  

Also, the data indicate a positive relationship between those who are aware of the 

benefits of the training, and the number of tutorials viewed. This, again, is something one would 

expect to find based on the literature; making the utility of training material known to the 

participants has been identified as a key characteristic of effective training programs (Schmitt, 

2013). As it relates to the present training initiative, when communicating to the stakeholders 

citing insights garnered by this research about the utility of the training could be efficacious in 

motivating employees to engage with the material. Points to highlight include the fact that when 

investigating the degree to which employees felt prepared for their daily tasks, those who had 

engaged with the training material to any degree scored significantly higher (M = 3.14) when 

compared to those who had not engaged at all (M = 2.84), (p = .03). This seems to indicate that 

the training is effective in teaching the employees the tasks they need to know, and provides 

evidence as to the benefits of making the effort to engage.  
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When addressing upper management concerning justification for allocating resources to 

this training initiative, or other future initiatives, it could be helpful to cite the statistics which 

show that not only do they feel better prepared for their tasks, but employees who engaged with 

the material to any degree scored significantly higher on the Organizational Support, (M = 3.16), 

Motivation, (M = 3.61), and Communication (M = 2.99) constructs, when compared to those who 

have not engaged at all; Organizational Support (M = 2.51), (p = .001), Motivation (M = 3.15), 

(p = .006), Communication (M = 2.04), (p = .001). All of this evidence seems to indicate that 

engaging in the training material has many positive effects on several dimension which are of 

interest to managers. This, again, puts emphasis on the importance of effectively communicating 

with the employees about the existence of the training material. 

As indicated by the data, Asia seems to be an area of peculiar concern. The Asia Pacific 

region scored the lowest on Communication scores (M = 2.61), which was mirrored by the fact 

that they had the highest percentage of participants unaware of the existence of tutorials, 29%. 

This being the case, it should come as no surprise to learn that the region also scored lowest on 

perceived Organizational Support (M = 2.91). On the degree to which they felt prepared by the 

material, the region scored second lowest (M = 3.03), yet 62% of the Asian Pacific participants 

have engaged with the material to some degree. The region of China scored second highest in 

Communication (M = 2.78), an average higher than that of Europe, and 90% of the Chinese 

participants are aware of the existence of training. This is complemented by the fact that 85% of 

the Chinese participants have watched between 1-3 tutorials. It is then interesting to learn that 

China scored lowest in the degree to which they felt prepared by the material (M = 2.6). These 

figures hint at a more complex issue than just kinked communication, the major takeaway being 

that although communication may be an issue, there is little evidence showing that simply 
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streamlining the communication to this region will make the training more effective. A possible 

explanation for this could be a language barrier impeding skill acquisition such that those in Asia 

may be aware of and engage with the material, but because the material is presented in English, 

bits of necessary information may be lost in translation and thereby deprive the knowledge 

pyramid of key bricks. This also could have a negative impact on user’s willingness to engage in 

the material again in the future. Other explanations could include cultural factors which impact 

communication such as power distance, individualistic vs collectivist mind-sets, or long vs short-

term goal orientation, but further research is needed to explore these ideas. 

In summary, the evidence is clear that, overall, communication is the greatest global issue 

to the CRC! training. Not only was it statistically the most salient issue as indicated by the 

survey, but nearly a quarter of the global participants were not even aware that tutorials existed. 

Encouragingly, there seems to be a positive relationship between engaging in the training 

material and scoring high on many other important constructs. This information is beneficial to 

the CRC! project managers in that they now have a better idea of where to allocate their 

resources; rather than investing in creating new training material, they should focus on increasing 

awareness and accessibility of the existing training material. After the successful implementation 

of a communication plan, to re-survey the users could yield more insightful data. 

To conclude, this talent management initiative is aimed at fostering performance 

enhancement at many levels of the organization, and builds on the idea that everyone can 

become a top performer in a domain through adequate training, the embodiment of the 

developable/ inclusive talent philosophy. As indicated by the research, this initiative needs but a 

few minor adjustments to increase its effectiveness, and is well on the way to delivering a 

powerful, positive victory in the war for talent facing Daimler Financial Services.  
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Suggestions for Management 
 

Managers could help to tackle some of these challenges through several means: 

1. A comprehensive communication plan. 

Commission a well-supported project to develop an elaborate communication plan 

regarding CRC! training which combines current best-practices and theoretical research. This 

plan should designate relevant roles and responsibilities, include a project-plan, and define 

subsequent milestones. This plan should also communicate the utility of the training material 

to the users, so as to increase the level of engagement. 

2. One-Stop-Shop for all CRC! related material. 

Create a SharePoint for CRC! users which hosts all tutorials, update bulletins, an 

FAQ section, the CRC! user manual, contact information, and perhaps a discussion board 

through which users can communicate with each other. A link to this SharePoint can be then 

embedded into the CRC! program itself, thereby bypassing any potential communication 

breakdowns between upper management and credit analysts. 

3. A regular CRC! Newsletter. 

Send out a bi-weekly email citing new updates to the program, updates that are under 

development, and their expected release date, reasons for these changes, dates of training 

sessions, and any other CRC! related news. 

4. Bi-Weekly live training sessions. 

Host live training sessions via Skype or Lync, and invite all users. Each session can 

cover a specific topic, and then include a Q&A session at the end. Collect feedback from 

users via the SharePoint as to what topics are troubling them the most, and then tailor the 

training sessions accordingly. Afterwards, upload these to an archive on the SharePoint to be 
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referenced and viewed later. This could also be pitched as a train-the-trainer strategy; host 

thorough CRC! training sessions with the local Credit Risk Managers, in the local language, 

so that the users have a much closer authority on the program to reach out to with questions. 

5. Motivate through competition with a CRC! quiz. 

Since cooperation and competition increase motivation (Tauer & Harackiewicz, 

2004), encourage light-hearted regional competition by sending out a CRC! quiz. The quiz 

should be challenging, and tailored from the most frequently cited user issues, so as to be 

also informative. Incentivize by offering a prize to the region with the highest score average. 

6. Continue to develop current training methods 

Allow for user practice by providing several case studies, and accompanying videos 

and supplemental material, walking through the entire procedural life-cycle. This will allow 

users to practice the skills in an environment where it is safe to make errors, and it will also 

allow for immediate performance feedback. 

 

Generalizability 
 

To discuss generalizability related to this research is difficult due to the fact that the 

research was designed around a very specific organizational context. The simple answer is that 

the external validity is quite weak due to the particular circumstances; random selection of 

participants was impossible because the demographic of interest was very precise, the survey 

was designed relating to a certain software relevant only to a small group within a large 

corporation, and this was not an experimental design, thus no causal conclusions can be drawn. 

Although the results of the hypothesis testing are, for the most part, in line with what can be 

expected based on the literature, these findings are difficult to generalize beyond the scope of 
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this project because there is no causal link established between the independent and dependent 

variables.  

Take, for example, hypothesis 3 which examined Organizational Support scores between 

groups identified by how many tutorials they had viewed; although the data supported the 

hypothesis, it is impossible to know if it was indeed the awareness of tutorials which caused the 

Organizational Support scores to change. There could be other factors influencing the scores 

which were not taken into consideration, for example different management styles in regional 

teams, or different policies across regions related to required working hours, time off, and other 

employee benefits. The same principle applies to hypothesis 4. Instead, the causal conclusions 

established by previous research with strong external validity were used to formulate the 

theoretical underpinnings supporting the hypotheses of this research. It should be noted that the 

purpose of this research was not to identify causes, but examine to what degree causes identified 

elsewhere were relevant to this specific situation.  

Notwithstanding these shortcomings, this study elucidates the interwoven nature of 

constructs such as communication, motivation, and organizational support. Although not through 

experimental testing, the general theme made clearer by this research is that indeed these 

constructs depend on and influence one another to varying degrees. This theme is universally 

generalizable to organizations, however the specific nature of their interaction in separate 

circumstances needs to be examined through methodology uniquely tailored to each context. To 

that end, as the general approach to conducting this research is methodologically sound, it could 

be used in other similar situations to contextually tailor research aimed at determining issues 

affecting initiative effectiveness. 
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Limitations 
 

For the focus group, two other individuals from the team whose specific duty is 

delivering training material were also invited, however they were unable to attend on that 

specific day. Their expertise in training and the CRC! project could have been insightful. Also, 

the focus group consisted of primarily developers and project leads. Perhaps the outcomes would 

have been different if it was a focus group consisting of only CRC! users. This was done at the 

behest of the project lead due to expeidiency, as most of the users are in other nations. 

The rather even disbursement of scores on the survey could indicate poorly designed 

survey questions, lacking in construct validity. This threat to construct validity is certainly the 

greatest limitation of the research, as it affects the overall generalizability of the research. To 

psychometrically validate the survey items would have helped ensure that the research is indeed 

measuring what was set out to measure.  

Another potential weakness could come from the survey participants not being entirely 

clear on what was meant by “CRC! Training Evaluation”, as the survey was titled. As the users 

also receive general credit related knowledge training, they might have conflated this with the 

technical user training related specifically to CRC!. Although it was mentioned in the description 

of the survey, it is not certain that this was understood. 

Having to re-release the survey in another platform to accommodate the Chinese was a 

blunder which could have been avoided, but it doesn’t seem to have interfered with the data in a 

negative way. 

 

Future Research 
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Further research related to this project could be taken a number of different ways. As 

mentioned earlier, Asia seems to be a region where the issue is more complex than simply 

ineffective communication. Future research could investigate cultural factors influencing 

communication and examine how these factors affect training effectiveness. Based on these 

results, a solution specifically tailored to Asia could be developed. 

It would also be interesting to disseminate the same survey after an effective 

communication plan to see what the data would yield after more participants have engaged with 

the training material. Then, perhaps, researchers could further hone in on methods to increase 

training effectiveness. Another approach could be to look at key performance indicators (KPI) 

for credit analysts and see how engagement in training material affects these figures. A follow-

up research project could involve collecting pre-test KPI data along with disseminating a similar 

survey, and then implement a communication plan regarding the existence of training as an 

intervention, and then disseminate the same survey while collecting KPI post-test data. 

Hopefully this would alert more people to the existence of training, and encourage them to 

engage in it. The KPI data could help establish the effectiveness of the program, and the post-test 

survey could help identify areas of further concern. 

  



32 
 

References 
 

Aggarwal-Gupta, M., & Kumar, R. (2010). Look Who's Talking! Impact of Communication 

Relationship Satisfaction on Justice Perceptions. Vikalpa: The Journal For Decision 

Makers, 35(3), 55-65. 

Ahmed, I., & Nawaz, M. M. (2015). Antecedents and outcomes of perceived organizational 

support: a literature survey approach. Journal Of Management Development, 34(7) 

Bersin, J. (2014). Predictions for 2015. London: Deloitte Development.  

Biswas-Diener, R., Kashdan, T. B., & Minhas, G. (2011). A dynamic approach to psychological 

strength development and intervention. The Journal of Positive Psychology. 

Bryman, A. & Bell, E., 2012. Social Research Methods, 4th edition, Oxford: Oxford University 

Press. 

Collings, D. G. (2015). The contribution of talent management to organization success. In K. 

Kraiger, J. Passmore, N. R. dos Santos & S. Malvezzi (Eds.), The Wiley-Blackwell 

handbook of the psychology of training, development, and performance improvement; the 

wiley blackwell handbook of the psychology of training, development, and performance 

improvement (pp. 247-260). 

Colquitt, J. A., LePine, J. A., & Noe, R. A. (2000). Toward an integrative theory of training 

motivation: A meta-analytic path analysis of 20 years of research. Journal of Applied 

Psychology, 85(5), 678-707. 

Eisenberger, R., Huntington, R., Hutchison, S., & Sowa, D. (1986). Perceived organizational 

support. Journal of Applied Psychology, 71(3), 500-507.  

George, Jennifer M., and Gareth R. Jones. (2012) Understanding and Managing Organizational 

Behavior. London: Pearson Education. 

Gouldner, A. (1960). The Norm of Reciprocity: A Preliminary Statement. American Sociological 

Review, 25(2), 161-178.  

Greener, S. (2008) Business Research Methods. Copenhagen: Ventus Publishing ApS 

Hydén, L. & Bülow, P. H. (2003). Who's talking: Drawing conclusions from focus groups--some 

methodological considerations. International Journal of Social Research Methodology: 

Theory & Practice, 6(4), 305-321. 

Kameda, N. (2005). A research paradigm for international business communication. Corporate 

Communications, 10(2), 168-182.  



33 
 

Katzell, R. A. (1980). Work attitudes, motivation, and performance. Professional 

Psychology, 11(3), 409-420. 

Klitmøller, A., Schneider, S. C., & Jonsen, K. (2015). Speaking of global virtual teams: 

Language differences, social categorization and media choice. Personnel Review, 44(2), 

270-285 

Lauring, J., & Selmer, J. (2011). Multicultural organizations: common language, knowledge 

sharing and performance. Personnel Review, 40(3), 324-343.  

Lewis, R. E., & Heckman, R. J. (2006). Talent management: A critical review. Human Resource 

Management Review, 16(2), 139-154.  

Macdonald, S., & Headlam, N. (2009) Research Methods Handbook: Introductory Guide to 

Research Methods for Social Research. Manchester, UK: Centre for Local Economic 

Strategies. 

Maslow, A. H. (1954). Motivation and Personality (3rd ed. ed.) New York: Harper & Row 

Publishers. 

McDonnell, A. (2011). Still fighting the “war for talent”? bridging the science versus practice 

gap. Journal of Business and Psychology, 26(2), 169-173.  

Meifert, M. (2013). Strategic human resource development: A journey in eight stages. New 

York: Springer-Verlag Publishing. 

Michaels, E., Handfield-Jones, H., & Axelrod, B. (2001). The war for talent. Boston, Mass: 

Harvard Business School Press. 

Meyers, M. C., & van Woerkom, M. (2014). The influence of underlying philosophies on talent 

management: Theory, implications for practice, and research agenda. Journal of World 

Business, 49(2). 

Neves, P., & Eisenberger, R. (2012). Management Communication and Employee Performance: 

The Contribution of Perceived Organizational Support. Human Performance, 25(5), 452-

464. 

Noe, R. A., & Wilk, S. L. (1993). Investigation of the factors that influence employees' 

participation in development activities. Journal of Applied Psychology, 78(2), 291-302.  

PricewaterhouseCoopers (2012). 15th Annual Global CEO Survey. Belfast: PWC 

Schiemann, W. A. (2014). From talent management to talent optimization. Journal of World 

Business, 49(2), 281-288.  

Schmitt, N. (2013) Handbook of psychology: Industrial and organizational psychology. (2nd ed. 

ed.) , Hoboken, NJ: John Wiley & Sons Inc. 



34 
 

Schuler, R. S., Jackson, S. E., & Tarique, I. (2011). Global talent management and global talent 

challenges: Strategic opportunities for IHRM. Journal Of World Business, 46(4), 506-

516. 

Swanson, R. A., & Holton, E. F. (2001). Foundations of human resource development. San 

Fransisco: Berrett-Koehler Publishers. 

Tauer, J. M., & Harackiewicz, J. M. (2004). The effects of cooperation and competition on 

intrinsic motivation and performance. Journal of Personality and Social Psychology: 

Interpersonal Relations and Group Processes, 86(6), 849-861. 

Tran, M., & Burman, P. (2016). Rating the English Proficiency of Countries and Industries 

Around the World. Harvard Business Review Digital Articles. Retreived from 

https://hbr.org/2016/11/research-companies-and-industries-lack-english-skills 

Wayne, S. J., Shore, L. M., & Liden, R. C. (1997). Perceived Organizational Support and 

Leader-Member Exchange: a Social Exchange Perspective. Academy Of Management 

Journal, 40(1). 

Yuen, W. (2006). Intercultural communication and conflict between American and Chinese 

colleagues in China -based multinational organizations. Retreived from ProQuest 

Dissertations & Theses A&I: Business 

Zumrah, A. R., & Boyle, S. (2015). The effects of perceived organizational support and job 

satisfaction on transfer of training. Personnel Review, 44(2), 236-54. 

  



35 
 

Appendix 
 

Table 7 

Questions Posed to Focus Group Members 

-General feedback to training, what have you heard? 

-What are the primary inquiries you receive from users? 

-Based on your experience and opinions, what are the issues with the training as it 

stands? 

-In an ideal world, what would you like to see happen in regard to training? 

 

 

Table 8 

    Scoring of Constructs from Focus 

Group 

    

Issue Primary Secondary Tertiary  

Final 

Score 

Communication 2 

 

1 7 

Motivation 1 2 

 

7 

Org Support 1 

 

2 5 

Time 1 

  

3 

Correct medium 

 

1 

 

2 

Accurately preparing 

 

1 

 

2 

Feedback 

 

1 

 

2 

Sufficient resources 

  

2 2 

High-Quality 

   

0 

Individual differences 

   

0 

 

Regarding Table 8, the number of people who rated each construct as the primary, 

secondary, or tertiary concern is noted in the corresponding columns. To calculate the final 

weighted score for each construct, each primary vote was weighted with three points, the 

secondary votes with two points, and the tertiary votes with one point. So, for example, the final 

score for Communication was calculated as follows: 

(2 x 3) + (1 x 1) = 7 
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Table 9 

Survey Sent to CRC! Credit Analysts 

1. The CRC! Training leaves me well prepared for my daily tasks 

2. DFS is willing to extend itself in order to help me perform my job to the best of my 

ability 

3. The benefits of completing the CRC! Training are clear to me 

4. I am often unaware when new training material is released 

5. I am not sure who is responsible for providing me with training material 

6. I receive regular updates regarding training material 

7. I am willing to exert considerable effort in the training program in order to improve my 

skills 

8. Completing the CRC! Training does not fit into my daily schedule 

9. The CRC! Training does not address all the skills I need to do my job well 

10. I know whom to contact if I have further questions related to the CRC! tool 

11. I am constantly busy with other things, so CRC! Training is of low priority 

12. My feedback is not being taken into consideration after I express my learning needs 

13. I currently work in this region: 

EUR 

China 

AMS 

AAP 

14. I have watched this many tutorials: 

0 

0 (I have other materials provided for me 

1-3 

4-6 

7-9 

10-12 

13-15 

16-18 

I was not aware there were tutorials 

 

 


