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Abstract 

Investing in people today is an investment for the organisation’s future success and can create 

the most enduring competitive advantages. The imperative to effectively manage talent is more 

urgent than ever since there is a shortage of top talent as well as tough competition for talent. 

This study offers an understanding of the suitability of Return on Investment as an evaluation 

method for the evaluation of Training, Learning and Development initiatives for Talent 

Management and aims to gather information about whether ROI provides an overall measure of 

the output of the Training Learning and Development initiatives. It also aims to understand why 

only the financials are given the kind of importance they are given in the business world and the 

intangibles are not given due importance. The research revolves around the important factors like 

motivation, morale, employee engagement and job satisfaction and training and development 

investment for managing talent. Managing talent is difficult and time consuming yet rewarding. 

Organisations which focus on growth and achievement by attracting and retaining the best talent 

can sustain in the industry. By failing to do so the organisations will not be able to acquire and 

retain talent thereby risking their existing. This study thus aims to understand the motivating 

factors for the employees in the retail sector and what would make them stay in the organisation 

and lead the company towards success.  
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CHAPTER 1: Introduction and Research Focus 

1.0 Introduction 

Abraham Maslow said, “If the only tool you have is a hammer, you tend to see every problem as 

a nail.” Has Return on Investment (ROI) become that hammer in search of a nail? ROI has its 

place in Talent Management; it is often argued that conducting ROI studies for certain programs 

isn’t required if the program being evaluated is appropriately selected, positioned, and 

implemented. Then there is a need to understand whether the calculation of the intangible 

benefits is necessary and if there is a need for them to be quantified. Bernthal (2010) The 

situation around two decades ago was pretty different when there was an enormous downsizing 

of organisations, redundancies and the removal of layers of management as organisations 

endeavoured to increase their efficiency.  Again there was a shift in the psychological contract 

from the idea of job security and employee-employer relationship to maintaining employability, 

which saw the employees gaining particular skills to be more employable and making an effort 

to develop a career. The labour market in the near future is likely to support the employee in the 

employment relationship. Being appreciative about effective talent management and managing 

the psychological contract will help organisations flourish. This is possible only when there is a 

clear agreement on the contributions that the workers will make to the organisation and vice 

versa. (Rousseau, 2004) Prospects and promises for career development and how talent is 

managed will be more rather than less important in the future. Thus, the significance of training 

and development initiatives comes into play. And the related question which arises in the mind is 

– ‘why do we bother about ROI for the investment on Training, Learning and Development (T, 

L&D) initiatives?’  

This study will be focussing on an organisation operating in the Indian retail sector. The boom in 

the Indian retail sector has resulted in a high demand for talented workforce, especially for the 

ones in a customer facing role. Managing talent is a crucial factor in the retail industry. Another 

industry trend which is apparent is the high attrition rates. Newer policies and favourable 

demographics make more industry players enter the market and the workforce has a greater 

choice of employers. Deloitte (2013)  

Thus, there arises the need for managing talent in the retail sector. In fact, ‘Talent Management’ 

seems to be the key subject which is motivating Strategic Human Resource Management 

(SHRM) throughout organisations across the globe. HR critical issues survey for 2006 identified 
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talent management as the top issue for 75% of respondents. (Sandler, 2006) The demographic 

shift is contributing to the change in the psychological contract wherein the workers are more 

able to pick and choose between employers considering the issues like work –life-balance, 

diversity policy, and the way in which it would have a larger impact. (Berger, 2004) 

Due to the case study organisation’s concern about growing competition in the Indian retail 

sector as a result of the entry of new competitors, it has chosen to be provided full confidentiality 

and anonymity for the purpose of this research study; thus, it will be referred to as the case study 

organisation throughout this study. 

 It is a family-run business and is an employee-centric organisation which believes that employee 

satisfaction and development is the key to the organisation’s success. In line with this belief, the 

organisation invests regularly in various training and development initiatives for the purpose of 

enhancing employee skills and behavioural aspects. In the organisations view, happy employees 

lead to happy customers; which leads to profits and organisational growth thus, allowing the 

organisation to pass-on some of the benefits back to the employees while continuing this cycle. 

Though the return/output of the training, learning and development initiatives is crucial, many 

outcomes cannot be measured based on the investment made for developing talent. The case 

study organisation has a major focus on training, learning and development initiatives in order to 

manage its talent and wants to figure out if it ROI will be a suitable evaluation method for them 

to use in order to evaluate the impact of the training programs on aspects like employee 

motivation and morale, employee engagement and job satisfaction and employee turnover rates. 

1.1 Background 

In the business world, there is a tremendous focus and importance given to the return on 

investment for talent management. Businesses are asking for more from every employee in their 

organisation. There is a great deal of effort made in order to find newer and smarter solutions to 

increase revenue and productivity. The key factors which are considered are the need to reduce 

costs and provide value to the shareholders while expecting that the employees will be 

accountable to decisions, will give great customer service and can adapt to change. HR plays a 

major role in the overall rounding of employees and helps the employees to hone their skill sets 

so that they can lead the business towards success. Thus, it is important for the HR function to 

have an in-depth understanding of how to manage talent to attain business goals. This is where 

the investment made in employee training and development comes into play. In times of 
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economic downturn, when there is a need for organisations to be dependent on their employees, 

the first and the foremost thing which is targeted is the budget for training and development. 

Although it is a known fact that investment made in training and development is important, it is 

not backed with enough proof of the return on investment. Having the right people, at the right 

place, at the right time makes employee retention, engagement and job satisfaction key business 

results. There is a scope to demonstrate that training and development can be directly related to 

achieving business results. 

1.2 Research Problem 

Despite the strong linkage between talent management, training and development, the 

importance of evaluation in the training process and the importance given to ROI as a training 

evaluation method, the linkage between ROI and aspects like employee engagement, job 

satisfaction, motivation and morale, and employee turnover has not been evident. This is the area 

that this study proposes to focus on. There will be an attempt to explore the extent to which ROI 

can impact all these aspects and thereby in the process attempt to find out if ROI as an evaluation 

method should be attributed the kind of sole importance that it is given in the business world. 

1.3 Purpose of the Research and the Research Question 

The primary purpose of the research is to assess whether ROI provides an overall measure of the 

output of Training, Learning and Development investment for Talent Management and its 

significance when it comes to intangibles like employee engagement, motivation, morale, job 

satisfaction and employee turnover. 

The primary research question has been identified as follows: 

“Does ROI provide an overall measure of the output of Training, Learning and Development 

investment for Talent Management?” 

The sub-questions for the research are as follows: 

1 What significance does ROI have in terms of employee motivation and morale? 

2 What is the impact of ROI on employee turnover rate? 

3 How does ROI impact employee engagement and job satisfaction levels? 

1.4 Research Objectives  

1.4.1 Secondary Research 
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 To review academic and other secondary resources and prepare a critical analysis of 

Talent Management and training evaluation methods with significance to ROI and intangibles. 

● To analyse if ROI provides an overall measure of the output of Training, Learning and 

Development investment for Talent management after reviewing secondary information. 

● To understand the significance of ROI and the extent to which it has an impact on 

employee motivation and morale, employee turnover rate, employee engagement and job 

satisfaction levels. 

1.4.2 Primary Research 

 To collect primary data by using a questionnaire survey and interviews to determine if 

ROI is a suitable evaluation method for evaluating the overall output of training and 

development investment for the purpose of talent management, with consideration of intangibles. 

 To explore if ROI as an evaluation method should be attributed the kind of sole 

importance that it is given in the business world. 

 

The research would involve a mixed methodology, which includes a combination of qualitative 

and quantitative study, and will be able to gather both secondary as well as primary information.  

  



P a g e  | 6 

 

Warning: This paper is already submitted. If you copy it, it will be caught as plagiarised. 
 

CHAPTER 2: Literature Review 

2.0 Introduction 

The World is at War! 

This is not a reference to the various ongoing global political conflicts, the most recent addition 

to which has been the Arab-spring uprising. This is a war with a difference; it has been going on 

for years in a rather slick manner; the Cold War between the U.S and the erstwhile U.S.S.R can 

be used as an apt metaphor for it in many ways. This war and the political conflicts are alike in 

their objective to attain supremacy and be the leaders; nonetheless, unlike the political wars, the 

reward being strived for is not territorial ownership or destruction of opponents or political 

control and power; it is in fact ‘people’ and the ones with the desired set of ‘talents’. Yes! This is 

the ‘War for Talent’. 

The term was originally used by McKinsey and Company in 1997 as the title of their research on 

talent management and has been resounding ever since across the world of business as a reality 

of the business world. (McKinsey and Company, Inc., 2001) ‘People’ have been increasingly 

acknowledged as the most important asset to any organisation providing it the competitive edge 

(Fitz-enz, 2000; Hughes and Rog, 2008; McKinsey and Company, Inc., 2001; Paradise, 2009; 

Petersen, 2008; Phillips and Edwards, 2009); people’s skill sets and talents are what make them 

desirable. This has translated into a huge demand by companies for people possessing the desired 

talent; nevertheless, the availability of such talented people has always been in short supply and 

getting tougher (Durett, 2006; Heinen and O’Neill, 2004; Hughes and Rog, 2008; Human 

Resource Management International Digest, 2007; Ketter, 2008; McKinsey and Company, Inc., 

2001) thereby providing the stimulus for the war for talent.  

This constant ongoing war to tap into the best talent pool to the organisation’s advantage has led 

to the widely popular phenomenon of talent management. So, let us start by first attempting to 

understand what talent management entails. 

2.1 Talent Management 

Capelli (2008:1) opines, “At its heart, talent management is simply a matter of anticipating the 

need for human capital and then setting out a plan to meet it.”  

Heinen and O’Neill (2004:68) further elaborate, “Talent management encompasses a set of 

interrelated workforce-management activities concerned with identifying attracting, integrating, 

developing, motivating, and retaining people.”  



P a g e  | 7 

 

Warning: This paper is already submitted. If you copy it, it will be caught as plagiarised. 
 

Ketter (2008:8) agrees, “that the practice of talent management can encompass attracting, 

recruiting, managing, training, retaining, promoting, and transitioning talent in organizations.”  

In the view of Farley (2005:55), “Talent management includes all talent processes needed to 

optimize people within an organisation: performance management, succession planning/decision 

analytics, targeted selection/talent reviews, development planning and support, career 

development, workforce planning, and recruiting.” 

All these definitions tend to describe the activities that talent management consists of however 

none of them appears to give a specific categorical definition of talent management. Ketter’s and 

Farley’s definitions touch upon aspects that make up the human resource management function, 

which makes it difficult to distinguish between the two. A further review of the HR literature on 

talent management brings to the fore the existence of a reasonable amount of confusion on the 

topic which has also been acknowledged by Ketter (2008) as she raises concern over the 

Wikipedia definition of talent management.  

This dilemma about the lack of a proper definition of talent management has also been 

resounded by Ashton and Morton (2005) as well as by Lewis and Heckman (2006) in their 

critical review of both the professional and academic literature on talent management and has 

been supported by Hughes and Rog (2008). Both Lewis and Heckman (2006) and Hughes and 

Rog (2008) however agree that aspects typical to human resource management do comprise 

talent management. In fact, Hughes and Rog (2008) have opined that talent management 

provides a strategic extension to the human resource management function and so have Ashton 

and Morton (2005) acknowledged the strategic significance of it while Phillips and Edwards 

(2009) also agree to its strategic objective. This strategic side to talent management enables it to 

provide a competitive advantage to organisations that implement it. (Green, 2011; Heinen and 

O’Neill, 2004; Hughes and Rog, 2008) 

Furthermore, the breadth of HR literature is full of various perspectives about talent management 

with some viewing it as an attitude (Creelman, 2004; Hughes and Rog, 2008), others as a 

systematic approach (Lewis and Heckman, 2006; Phillips and Edwards, 2009) and on yet other 

instances it is being considered as both a philosophy and a practice. (Hughes and Rog, 2008) 

At last, after much deliberation and review by expert panel, the American Society for Training 

and Development (ASTD) was able to come up with a definition for talent management which 

featured in an article by Andrew Paradise, a senior research analyst for ASTD, in 2009. It defines 
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talent management as, “a holistic approach to optimizing human capital, which enables an 

organization to drive short- and long-term results by building culture, engagement, capability, 

and capacity through integrated talent acquisition, development, and deployment processes that 

are aligned to business goals.” (Paradise, 2009: 68-69, 8) 

A scrutiny of the literature reveals talent management to be certainly loosely defined which 

leaves scope for contradictory implications as also highlighted by Lewis and Heckman (2006) 

and Hughes and Rog (2008); however, the theme that emerges unanimously is that talent 

management is a strategic approach that enables organisations to attain competitive advantage by 

harnessing the potential of its human capital by integrating human resource management 

practices like recruitment, performance management, career planning, succession planning, 

training and development and employee retention. 

Now that we are armed with a better insight into talent management, let us focus our attention to 

the connection between training and development and talent management in line with the 

purpose of this research. 

2.2 Training - A Tool for Talent Management 

As emerged from a discussion of the literature on talent management in section 2.1, training and 

development is one of the human resources aspects that comprises talent management. In other 

words, it acts as a tool for talent management.  

As Reid and Barrington (2007:1) aptly remark, “Training interventions are the means whereby 

employee development is designed and implemented.”   

The Manpower Services Commission’s Glossary of Training Terms (1981) as cited in Reid and 

Barrington (2007:7) defines training as, “a planned process to modify attitude, knowledge or skill 

behaviour through learning experience to achieve effective performance in an activity or range 

of activities. Its purpose, in the work situation, is to develop the abilities of the individual and to 

satisfy the current and future needs of the organisation.” 

The Training and Development Lead Body (1986:28) as cited in Reid and Barrington (2007:183) 

opines that the main purpose of training is, “To develop human potential to assist organisations 

and individuals to achieve their objectives.” 

A closer look at these definitions of training and development echoes the fact that talent 

development is at the very heart of training, making these two very inter-twined. This 
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interlinking between training and development and talent management means that training and 

development plays a critical role in talent management.   

Even Cairns (2012:23) agrees that, “Training and developing employees are considered 

important components in attracting talent, increasing productivity, and improving employee 

satisfaction and retention.” A Healthcare Registration journal (2010) article titled ‘Training Is 

Tool To Retaining Talent’ also opines that training helps to make employees feel valued and 

reflects an organisational commitment to the growth of employees and their development which 

can have a positive impact on employee loyalty and retention thereby reducing employee 

turnover. 

Thus, a clear and strong connection exists between training and development and talent 

management; one that can help attain the strategic objective of talent management. In fact, this 

connection was exploited by Somerfield Stores, one of U.K.’s erstwhile leading supermarket 

chain, which even led them into winning the National Training Award for the south-west region. 

(Human Resource Management International Digest, 2006) 

2.3 Impact of Training on Talent Management 

Training is an area where companies are now applying metrics to assess the impact of training 

programs on corporate performance. It was an area which was previously difficult to quantify.  

As a result, it has been a challenge for the training professionals to lay down their budget needs 

for effectively managing talent especially in times of tight budget allocation. This has led to an 

increased awareness and need for developing programs to drive revenue, improve quality, and 

enhance performance and productivity. (Thoughtleaderpedia 2013) (online) Rucci et al. (1998) 

argue that investments made in HR practices will definitely increase employee commitment 

which is a lead indicator of customer commitment; increased customer commitment leads to 

profitability.  

The argument for a need for the allocation of budget and its implications on developing a 

training initiative is quite evidently understood in terms of performance and productivity. Both 

Thoughtleaderpedia (2013) and Rucci et al (1998) reiterate the same thought that investments 

made in such programs lead to profitability; hence the need to validate the importance of training 

programs. 
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Nevertheless, no discussion about training and development goes without touching upon training 

evaluation; it is like a necessary evil that accompanies the subject area. So, let us now shift our 

attention to understanding the concepts of training evaluation. 

2.4 Training Evaluation 

Training and development practice attracts much negative publicity due to the large amounts of 

money spent on it. The cost intensive aspect of training and development has been widely 

acknowledged. (Barrett, 1969; Healthcare Registration journal, 2010; Reid and Barrington, 2007) 

This prompts the need for evaluation of the training and development effort’s outcomes. “A 

training evaluation provides evidence of (a) how well training succeeds in achieving its 

objective, (b) whether and how training can be improved, and (c) whether and to what degree 

training is cost-effective.” (Basarab, 1990:177) 

Although various models of training evaluation exist, Kirkpatrick’s 4 level evaluation model is 

the most popular and widely used. (Stewart and Rigg, 2011; Zara, 2005) Further, Stewart and 

Rigg (2011:245) cite Kaplan and Norton’s (1996) balanced scorecard as having been “developed 

for wider HR evaluation, but has useful application for learning and talent development 

evaluation.”  Another evaluation model by Phillips (1995) acts as the bridge between these two. 

(Phillips and Edwards, 2011) 

Let’s take a quick look at these three models. 

2.4.1  Kirkpatrick’s Evaluation Model 

As described by Basarab (1990); Stewart and Rigg (2011) and Zara (2005), the four levels of this 

model of evaluation are as follows: 

Level 1: This captures the initial reaction or response of the learners to the training program; it 

merely captures how they feel in general about the aspects of the program. 

Level 2: This level actually attempts to capture the extent of the participants’ learning in terms of 

how much have they managed to absorb from what was imparted in the training program. 

Level 3: This level aims to measure any behavioural changes in the performance of the 

participants’ jobs; it attempts to gauge the extent to which they have been able to transfer the 

skills acquired during training to their job role. 

Level 4: This level attempts to gauge the organisational impact of the training effort in terms of 

how it has helped in the attainment of the organisational objectives. 
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2.4.2 Phillips’ Evaluation Model 

This model consists of 5 levels and is similar to the Kirkpatrick’s model up till Level 4 

evaluation; it goes a step further than the Kirkpatrick’s model in that it attempts to gauge the 

relative monetary benefit of the training effort as compared to the costs involved in that training 

intervention. (Cairns, 2012; Phillips and Edwards, 2011; Wiltsher, 2005) Thus, there is an 

attempt here to place a monetary value on the organisational impact of the training effort as 

ascertained in Level 4 evaluation. Phillips calls this 5th level of evaluation Return on Investment 

(ROI).  

2.4.2.1 Level 5: ROI 

Simply put in the words of Cairns (2012:25), “An ROI consists of two elements – benefit and cost 

– and is expressed as a percentage or ratio: benefit minus cost divided by cost equals ROI. The 

formula is simple; however, an ROI is influenced by the interpretation of what the organization 

considers to be the benefits and the costs connected with training and development.” 

This evaluation method receives a lot of focus in the business world; this stems from the business 

reality that “business is all about numbers” (Cairns, 2012:23) and senior management mostly 

view training as an expense. (Basarab, 1990; Healthcare Registration journal, 2010) The 

importance this evaluation method is given can be further explained with a statement cited in 

(Thoughtleaderpedia, 2013) which was coined by Peter Drucker several years ago to reinforce 

the value of metrics in developing and executing business strategies and improving business 

processes, “If you can’t measure it, you can’t manage it”. The concept is simple: understand the 

numbers, and you understand your business; understand your business, and you can manage it 

for performance, profitability and growth. (Thoughtleaderpedia, 2013) (online) 

According to Blass and Eddie (2007) in a Chartered Management Institute article, many 

organisations are concerned with some measure of return on investment (ROI) with regard to 

talent management, but not many are maintaining records or IT systems that would give them 

data to measure any returns. This also impacts on how dynamic or static the application of talent 

management systems can be. If no measures of success are in place, then organisations will not 

know how to improve their talent management system, develop it further or extend its 

application. Also, the measures of ROI should be designed and implemented in the talent 

management system itself, so that it can help in meeting the organisational goals. This is further 

explained by Ashridge Consulting (2007), while Blass and Eddie (2007) question the 
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effectiveness of the application of the talent management systems and the importance in 

maintaining records. 

Measures of return on investment (ROI) should be appropriate, measurable and economical. 

There is no point collecting costly data that is not feeding back in the right areas. Equally, failing 

to collect data leaves organisations with a blind spot and they will not be able to tell if their talent 

management system is meeting its strategic objectives or not. Measures of ROI are best 

considered when the system is being designed, so that the evaluation process is designed into the 

system itself. Ashridge Consulting (2007) 

ROI has been traditionally regarded as a financial construct; leaders and managers involved in 

ROI in leadership development have always shared this view. Like any investment, the 

development of leaders is anticipated to have a positive economic output directly relating it to 

effective organisational performance. Baum et al. (2011)  The inability to establish a direct cause 

and effect relationship between development activities and economic outcomes makes the logic 

of economic ROI irrational in practice. But that doesn’t mean we should not be interested in the 

economic indicators of ROI. Dan Tobin as cited in Forbes (2013) writes, “If you start and end all 

of your learning efforts by focusing on your organization’s goals, you will never be asked to do 

an ROI analysis to justify your budget.” In this perplexing economy, enterprises and small 

businesses need to take extra efforts in order to keep employee morale, motivation, initiative, 

productivity and retention high.  According to a survey by Deloitte on what talent expects and 

how leaders are responding Forbes (2013), it was found that only 35 percent of the employees 

were expected to remain with their current employer, whereas 45 percent predicted an increase in 

employee turnover from 2011 to 2012.  According to World at Work, the use of recognition 

programs to motivate specific employee behaviours has increased from 9% to 34% between 

2008 and 2011. This suggests that companies, small, medium and large must focus on 

recognition and not rewards as the means of reinforcing a positive behavioural change 

contributing to positive and enhanced business results. (Forbes, 2013) Thus, only the use of 

financial constructs does not prove to be logical, as studied by Blass and Eddie (2007); the use of 

recognition programs to change behavioural aspects for achieving business goals is considered 

logical as per Forbes (2013). This questions the use of metrics which only determine the 

economic ROI, but do not measure the intangibles which are not given the kind of importance 

they should be given in the business world. 
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2.4.2.2 HR Professionals Have A New ROI  

Return on intangibles: It is not the Holy Grail, but it offers a different path and approach. Too 

often, HR professionals are not sure how to make this connection, and their fear of financials 

keeps them from being fully engaged. It is time to put away these fears and connect HR work to 

investor value. The emerging focus on intangibles opens the way for HR professionals to more 

readily link their work to shareholder value. Smallwood and Ulrich (2005)  This suggests that 

importance of intangibles is now emerging and in order to be sustainable and competitive in the 

business world it is important to focus on the intangibles, so that in the long run they become 

tangible and help in delivering the results which are expected out of the organisation and 

employees. 

 

Smallwood and Ulrich (2005) debate that leaders focus on what is easy to measure, such as 

investments in research and development (R&D), technology, or brand, more than on 

investments in organisation and people. Leadership, also, can erode intangible value when 

investors lose confidence in leaders. Organisation and people become intangible assets when 

they give investors confidence in future earnings and when they can be made tangible. HR 

professionals who link their work to capabilities and who then find ways to communicate those 

capabilities to investors deliver shareholder value. A typical list of capabilities includes: talent, 

speed of change, shared mind-set, accountability, collaboration, learning, and leadership. 

Clearly, these are not the only capabilities that may be required of an organisation. But they are 

indicative of the types of capabilities that make intangibles tangible. They delight customers, 

they engage employees, they establish reputations among investors, and they provide long-term 

sustainable value. HR professionals should be architects and thought leaders in defining and 

creating capabilities. 

2.4.2.3 Intangibles:  

 

 

 

 

 

 

Percent of Market Value 
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By definition, from the guiding principles of the ROI methodology, an intangible benefit is a 

measure that is purposely not converted to money (i.e., if a conversion cannot be accomplished 

with minimum resources and with credibility, it is left as an intangible). Although they are not 

converted to monetary values, they are still an important part of the success profile. Table 1 lists 

common examples of these measures. Some measures make the list because of the difficulty in 

measuring them; others because of the difficulty in converting them to money. In the Table 1 

below, a list of common intangibles by Phillips and Phillips (2009) has been enlisted.  
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Source: Phillips and Phillips (2009) (online) 

 

It has been difficult in the past to identify and assess critical business metrics for many corporate 

functions that measure their success by seemingly intangible, qualitative benefits like customer 

satisfaction, employee morale or engagement. The growing need for organisations to assess ROI 

for any significant investment or expense has motivated business leaders to use surveys and other 

tools to gather information that can be measured – the first step toward developing sound 

business metrics. The key point which comes across in the literature, as per Smallwood and 

Ulrich (2005) and Phillips and Phillips (2009) is that it is imperative to focus on the business 

metrics which are intangible, so that it validates the need for training and development 

investment, as the intangibles become tangible and help in delivering the results which are 

expected out of the organisation and employees. 
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2.4.2.4 Measuring the Intangibles:  

According to Phillips and Phillips (2009), some of the intangibles can be measured, as most of 

them are based on the attitudes and perceptions of human beings and have been measured in 

different ways, one method is to list the intangible item and get the respondents to agree or 

disagree on a five point scale which could start from the worst case to best case. The mid-point is 

considered to be neutral. The data received can be measured and this usually reflects 

improvement. However, the improvement is not quantifiable, nor is the improvement directly 

related to a particular program identified. The value of such data is not usually included in the 

ROI calculation; intangible measures are not used to justify an existing program. A detailed 

analysis is not usually  done as the intangible benefits are often seen as additional evidence to the 

program’s success and presented as supportive qualitative information. The call for quantifying 

the improvements in intangibles and justifying the existing training programs does not emerge 

throughout the literature very strongly; ROI aspects of intangibles need to be considered. 

2.4.3 Balanced Scorecard 

The principle behind the Balanced Scorecard developed by Kaplan and Norton (1996) says that, 

“organizations should develop objectives and performance measures in a range of areas which 

reflect the full scope of the business rather than purely financial aspects.” (Balderson, 2005:96)  

In line with this principle this evaluation method has a 6th level of evaluation in addition to the 5 

levels of Phillips ROI evaluation method. This level deals with measures that are intangible; i.e., 

the ones that have not been assigned a monetary value however are significant to the business 

impact of the training intervention like job satisfaction, employee engagement, etc. (Phillips and 

Edwards, 2011) In fact, these relate to the ‘softer’ people side of things and putting a value to 

such aspects is not always easy. 

There is a great amount of importance given to ROI of a training initiative (Cairns, 2012; Stewart 

and Rigg, 2011). However, it is not always feasible to calculate ROI (Basarab, 1990) and 

“should be used when the program benefits can be clearly documented and substantiated.” 

(Basarab, 1990:183)  

Cairns (2012:24) also echoes “the degree of difficulty in determining the business results 

achieved as a result of training and development efforts. The direct and indirect benefits of 

training and development are identifiable. However, linking them to business results is 
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inconclusive.” Farley (2005:56) also agrees that it is challenging to demonstrate “the tangible 

linkage between people and profit.”  

Peters, Baum and Stephens (2011:105) also acknowledge that, “there are many occasions where 

companies cannot assess ROI precisely...” Phillips and Edwards (2011:201) opine that, “only 5 

to 10 percent of programs should be measured at this level.”  Parry and Tyson (2007) as cited in 

Xancam Consulting Limited (2007) also found in their research for the Cranfield school of 

management that only 15% of the organisations actually measure ROI. 

Thus, despite the hype about ROI, it can be seen that it may not be the most significant and 

effective measure of the outcomes of a training intervention; the balanced scorecard approach 

brings to the fore the fact that there are other aspects that cannot seem to get measured by ROI 

and that there’s more to training evaluation than ROI. 

Since there has been a constant mention about motivation and morale, employee engagement and 

job satisfaction, and employee turnover, let us have a brief look at these concepts. 

2.5 Motivation and Morale 

According to Kreitner (1995) motivation has been defined as the psychological process that 

gives behaviour purpose and direction. Buford, Bedeian & Lindner (1995) consider it to be a 

predisposition to behave in a purposive manner to achieve specific, unmet needs, whereas 

Higgins (1994), considers it as an internal drive to satisfy an unsatisfied need; and the will to 

achieve (Bedeian,1993). CIPD’s recent survey in 2012 demonstrated that 41 per cent of the firms 

sampled were running staff recognition schemes and 31 per cent were offering employees non-

cash rewards.  Full Circle Motivation’s Victor Tardieu argues that even non-monetary schemes 

have financial implications else firms wouldn’t bother to run them; this thus indicates how 

important it is to consider the non-monetary aspects. PR Web (2013) 

2.6 Employee Engagement and Job Satisfaction: 

In a research conducted by Marketing Innovators it was found that there was “an indirect and 

unquestionable correlation between employee satisfaction and financial performance”. It was 

seen that companies which invested in recognition and reward schemes showed a great deal of 

employee motivation and job satisfaction. These are undoubtedly attributes which can improve 

performance leading to better customer service and hence employee job satisfaction. PR Web 

(2013) 
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2.7 Employee Retention: 

In a study conducted by SYSCO, it was revealed that companies with highly satisfied employees 

have higher revenues and lower costs. This leads to increased customer loyalty and retention. 

The improvement in employee satisfaction leads to significant reduction in the costs that comes 

with high levels of employee turnover. Craig et al. (2012) 

2.8 Summary 

This literature review has highlighted some key concepts like talent management, the 

relationship between talent management and training and development, and the role of 

evaluation in training and development. It has helped establish the fact that talented workers are 

in short supply which has fuelled the war for talent and thus led to the inception of the concept of 

talent management. Further, the importance of training and development as an enabler for talent 

management and the positive impact of talent management on employee retention, satisfaction 

and engagement were also established. 

However, despite the strong linkage between talent management and training and development, 

the importance of evaluation in the training process and the importance given to ROI as a 

training evaluation method, no evident theme arose about the linkage between ROI and aspects 

like employee engagement, job satisfaction, motivation and morale, and employee turnover rates. 

This is the area that this study proposes to focus on. There will be an attempt to explore the 

extent to which ROI can impact all these aspects and thereby in the process attempt to find out if 

ROI as an evaluation method should be attributed the kind of sole importance that it is given in 

the business world. 



P a g e  | 19 

 

Warning: This paper is already submitted. If you copy it, it will be caught as plagiarised. 
 

CHAPTER 3: Research Methodology 

3.0 Research Paradigm 

Research paradigm can be defined as follows: “It is the way of examining social phenomena 

from which particular understandings of these phenomena can be gained and explanations 

attempted.” Saunders et al. (2012: 141) 

The research onion model, depicted in figure 3.1, will be guiding the choice of philosophy, 

approach, strategy, data collection methods and data analysis for the purpose of this research 

study. The nature of the study thus laid down, issues of philosophical stance taken and 

approaches and design adopted will be discussed below.

 

Figure 3.1: The Research onion 

(Source: Saunders M., Lewis P. and Thornhill A., 2012:128) 

3.1 Research Philosophy 

 

A research philosophy revolves around the belief of the way to collect and analyse data about a 

certain phenomenon. Levin (1988)  Natural scientists find it problematic to interpret an event 

using different philosophical perspectives. May (1997)  It is crucial to understand and interpret 
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the ways of viewing and the ways of interpreting in the world we are living. In the social world 

these can be interpreted and understood with the help of various schools of thought. A suitable 

relationship between the statements made, the methods and the philosophical approach installed 

have to be established. Abbott (1998) 

3.1.1 Epistemological Consideration 

Epistemology is concerned with the acceptable knowledge in the field of the related study. The 

question in epistemology revolves around the approach of studying the social world versus the 

approach used in the natural sciences. Saunders et al. (2007)  Epistemology helps in bringing 

credibility in creating a demanding methodology by making use of the knowledge and building 

the framework. The research study undertaken is related to social research. The epistemological 

position adopted within the undertaken study, the justifications for the choice made with regards 

to the limitations and weaknesses are being argued in this section. The epistemological position 

which is of significance here is Interpretivism. Saunders et al. (2007) argue that in interpretivism 

it is necessary to understand the differences between humans in our roles as social actors. This 

position was found to be appropriate for the undertaken research as the study involves the 

investigation of people and their attitudes and behaviour. Interpretivism needs a focused 

approach as it entails the involvement of the researcher to get into the depth of the research area. 

Since, parallel research continues in the subject area world-wide, the research and results cannot 

be standardised as the complexity of the social situations is considered here. 

The interpretive paradigm is, “a direction in social science that focuses on human beings and 

their way of interpreting and making sense of reality.” (Holloway, 1997:93) Depending on the 

particular philosophical inclination of the researcher (Klein and Myers, 2001), qualitative 

research can be either positivist, interpretive or critical. It has been observed that most qualitative 

researchers use the interpretive perspective. (Holloway, 1997)  

In a highly influential study, Burrell and Morgan (1979) identified the interpretivist as one of the 

four key sociological paradigms, which are defined according to two dimensions. They label the 

first dimension as ‘subjective-objective’. A subjectivist approach to social science is 

ontologically nominalist and epistemologically anti-positivist. The model of man in this 

approach represents a voluntary view, arguing that man is completely autonomous and free-

willed. Based on the idea that one can understand the world only by obtaining first-hand 

knowledge of the subject under investigation, its methodology is ideographic. Conversely, an 
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objectivist approach to social science represents determinism, realism and positivism and a 

homothetic methodology which looks for natural laws and regulations. Burrell and Morgan 

(1979)   

The positivist and realist epistemological positions were rejected for this study and the 

justifications for the use of the aforesaid research position come into picture. Positivists prefer 

working with an observable social reality and that the end product of such research can be law-

like generalisations similar to those produced by the physical and natural scientists and that only 

legitimate knowledge can be found from experience. Saunders et al. (2007)  This position was 

not considered suitable for this study as attitude and behavioral aspects are being considered. The 

realist approach was not considered in this study as realists believe that there is another reality 

existing free from our description of reality. Bryman et al. (2003) Apart from this aspect, realists 

believe that there also exists a social world that is being constructed, shaped and influenced by 

our life experiences, knowledge, and desire. 

3.2 Research Approach  

For the longest time there have been debates about what is the ‘correct’ research method for the 

social sciences; whether qualitative or quantitative methods or both of them should be used. 

Indeed, according to Flick (2002),  there is good and bad research on both sides of the 

quantitative and qualitative  research domains,  so this debate  about the ‘right’ understanding of 

science will not be easily settled.  

3.2.1 Inductive Reasoning  

Induction and deduction are the two alternative ways used traditionally for defining the 

relationship between data and theory. Holloway (1997) opines that when researchers move from 

the general to the specific, that is, when they start with a general theory from which a conclusion 

is deduced, it is called as deduction. In this there is a search for empirical evidence by testing a 

hypothesis through collecting data from observation and analysing them.  

Different researchers have their different personal preferences for either a deductive or inductive 

approach; for example, Holloway (1997) notes that qualitative researchers start with inductive 

strategies whereas deductive reasoning is often used in the natural sciences.   

Thus, a hypothetic-deductive approach confines the role of research to the testing of existing 

ideas. (Coffey & Atkinson, 1996)  On the contrary, induction starts with the observation or the 

study of different individuals, cases and incidents and helps in establishing generalities which 



P a g e  | 22 

 

Warning: This paper is already submitted. If you copy it, it will be caught as plagiarised. 
 

help them link with each other, which means it goes from the specific to the general. Holloway 

(1997)  In this sense, the inductive approach is a research process where researchers initially 

collect data (without making prior assumptions), and then analyse the data and generate theories. 

Generalisations are developed on the accumulation of observations and cases. This approach is 

suitable for the study in question as the researcher has collected data without making any prior 

assumptions and being judgemental. In inductive approach, the data is collected to explore a 

phenomenon, identify and gather themes and patterns and create a conceptual framework. This is 

quite relevant to the case study conducted as the observations of the proposed expansion plans 

are being made and the repercussions on talent investment will be considered. Saunders et al. 

(2012) 

3.2.2 Secondary Research 

The secondary research was mainly qualitative in the way it was analysed. Secondary data was 

from academic textbooks and articles, mainly from online resources. The latter was used to 

construct the grounded theory within the literature review and also to support academic views 

within the secondary research. Texts from academic books and articles were critically analysed 

in that different theories, approaches and views were compared and grouped. Furthermore, they 

were also compared to the primary data gathered. Therefore it can be said that the analysis of the 

secondary data was mainly done in a critical and analytical manner. The academic textbooks and 

articles used were mainly related to Human Resource Management, Talent Management, ROI 

and Intangibles and Talent Investment. 

3.2.3 Primary Research 

The primary research consisted of self-administered questionnaires posted on the internet as well 

as semi structured interviews for the line/junior managers. For the questionnaires, the 

respondents only had to click on the web link provided, for accessing the survey in order for the 

respondents to complete it and the answers would be automatically recorded through survey 

software (Survey Monkey). The internet was chosen as it is the fastest, hassle free medium and 

does not take a lot of effort and time of the researcher. Also, there is a lesser risk of 

contamination or distortion of the respondent’s answers, the size of the sample could be large 

and it would not involve any high costs. Saunders (2007) 

The questionnaire itself consisted of 16 questions, some of which included basic and 

demographic information such as age and job role. The questions were designed according to the 
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needs of the research, and care was taken to reduce the risk of contamination. An online survey 

was adopted to gather primary data for the frontline staff as the time was limited and also a 

comparatively big number of respondents were desirable for a realistic assessment of the 

opinions of the employees. Additionally, closed and multiple choice questions were used so as to 

confirm greater response from people who commonly would prefer a survey which is not time 

consuming. 

Apart from the questionnaire for the frontline staff, a semi-structured interview was conducted in 

order to understand the employer-employee viewpoints. The interview was conducted for 21 line 

managers, after the initial sample of 30 was selected. The interview consisted of 12 questions 

which were of semi structured nature. The interviews were conducted face to face with the line 

managers.  

3.3 Pre-understanding 

Vaughan (1992:199) believes that it is impossible that a researcher has no personal background 

before research is conducted and hence he argues that “a researcher never begins with a clean 

head.”  

It is possible that a researcher comes to a project with certain biases and preconceptions in the 

form of knowledge, beliefs, values, experiences, and prior assumptions. Thus, the researcher 

always brings some of his experience to data collection, analysis and report writing. (Agar, 1986; 

Bochner and Ellis, 1996; Darke and Shanks, 2000) 

3.4 Research Strategy and Design 

Qualitative research is associated with different types of strategies. These share ontological and 

epistemological roots; they also have some common characteristics. Each strategy has scope and 

specific emphasis and it can be selected accordingly. The strategy chosen for this research study 

is discussed below. 

3.4.1 Case Study Research  

An in depth study of a case/s is known as case study research. Case study research results in the 

identification of themes and a detailed description of the case. (Creswell, 1998) It is valuable in 

putting “flesh on the bones” of the research (Hall and Hall, 1997:196). The term ‘case study’ is 

used for a variety of research approaches (Yin, 1993), both qualitative and quantitative.  We can 

consider case study research as an exploratory device and it can work as a pilot study for a larger 

project in the future. The case can be illuminated from as many aspects as possible as the 
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researchers make use of number of sources in their data collection. Thus, given the explanatory 

and exploratory nature of this study for determining the significance of ROI in the evaluation of 

training, learning and development investment in retail industry, case study method gains 

preference in collecting data.  

3.4.2 Data Collection Techniques 

For the purpose of data collection for primary research several methods were available to the 

researcher including in-depth interviews, semi-structured face-to-face interviews, observations 

and questionnaire survey. The researcher opted for the semi-structured face-to-face interviews 

and questionnaire survey methods, which have been discussed below. 

3.4.2.1 Questionnaire Survey 

Questionnaires are popular data collection techniques in the survey strategy. Though other 

survey strategies could be used like structured observation or structured interview, the 

questionnaire survey was selected for this particular study. The positive aspects of the 

questionnaire surveys are that they allow the collection of the standardised data from a sizeable 

population in a highly economical way, allowing easy comparison of the data and ease of 

understanding.  An online questionnaire survey was used so as to gather data from a relatively 

big number of respondents in a comparatively shorter span of time.  

3.4.2.2 Interviews  

Interviews are used by the majority of published qualitative research articles. (Silverman, 2005) 

The more common form of qualitative data for HR researchers comes from interviews. 

(Anderson, 2004) The use of this technique of interviewing to acquire information is so widely 

used today that it is said people live in an “interview society.” (Fontana & Frey, 2000:646) 

According to Fontana and Frey (2000), the most common form of interviewing is the one which 

involves individual, face-to-face verbal interchange, but it can also take the form of mailed or 

self-administered questionnaires, telephone surveys or face-to-face group interchange. This 

particular study conducted face-to-face interviews; semi-structured face-to-face interviews with 

line managers were conducted as one of the data collection methods which formed part of the 

case study undertaken. Observation, on the other hand, was not chosen as it involves only 

observing people and no questions are asked of them. 

 It is reasonable to believe that the researcher can obtain information, not possibly gathered by 

some of the other methods, such as body language, or follow-up questions to erase potential 
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misunderstandings even though this kind of interview is more time and resource consuming. As 

Kvale (1996) says, the face-to-face interview, with the interviewee’s voice and facial and bodily 

expressions accompanying the statements, provides a richer access to the informant’s meanings.  

3.4.3 Reliability and Validity of Data  

In order to achieve a high degree of reliability and validity it is necessary to enhance quality and 

seek trustworthy results in research. (Hall and Hall, 1997; Silverman, 2006) In the past reliability 

and validity were most closely identified with ‘scientific’ research. (Hall and Hall, 1996) 

Nowadays, this idea is widely challenged by writers on the methodology of social research.  

Even though qualitative researchers adopt different procedures to establish reliability and 

validity, both quantitative and qualitative researchers should be concerned with validity and 

reliability. Maxwell (1996) 

3.4.3.1 Reliability   

The consistency with which instances are assigned by different observers to a category or by the 

same observer on different occasions is known as reliability. Hammersley (1992) It usually refers 

to the extent to which a technique or procedure will generate the same results in terms of how, 

when and where the research is carried out, or the extent to which the instrument is consistent. 

Hence we can say that this term cannot be used in an absolute sense when the researcher is the 

main research instrument, especially in qualitative research. (Holloway, 1997)  

3.4.3.2 Validity 

The credibility of qualitative research studies rests on the validity of their findings and not just 

on the reliability of the data and methods. (Silverman, 2006) Together with reliability, validity is 

an important element that establishes the truth and authenticity of a piece of research. A variety 

of definitions of validity from different sources could be found for this purpose. The extent to 

which the findings of the study are accurate and true, that is, the extent to which the researcher’s 

findings reflect the purpose of the study accurately and represent it perfectly is known as validity 

in qualitative research. Holloway (1997)  

Triangulation is the major way to validate qualitative research and it has the ability to overcome 

the biases which could be inherent in a single perspective. (Denzin, 1970; Hall and Hall, 1996; 

Holloway, 1997; Silverman, 2006) According to Silverman (2006), triangulation refers to the 

combination of multiple observers, theories, empirical materials and methods to produce a more 

accurate, comprehensive and objective representation of the object of study. In addition, the 
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researcher also occasionally asked the same questions in different ways to the same person. This 

was done to compare different versions of an answer to the same question, reveal hidden facts, if 

any, and greatly eliminate deceptions and suspected lies.  

3.5 Limitations, Issues and Considerations 

The researcher argues that the time frame for the proposed research is insufficient as the amount 

and the depth of work conducted is quite huge. It is a bit tedious to gather both primary and 

secondary data which is backed with strong academic literature. The difficulty of bringing in two 

vast subject areas; Talent Management and Training and Development and its impact on 

investment is quite difficult and exhaustive. The researcher is writing a dissertation for the first 

time, it is a bit difficult to understand the exact expectations of the research as subjectivity 

cannot be excluded to some extent. The researcher has considered the privacy of the respondents 

of the survey and the respondents of the interviews and the confidentiality of the case study 

organisation. The names of the respondents and the organisation have been kept confidential and 

the respondents had the liberty to withdraw from the proposed research at any given time. 

Considering that the major part of the research was conducted in India, the practical limitations 

of not being physically present to discuss the issues, arising during the course of the research, 

with the dissertation supervisor face-to-face was a major hindrance.  

Since qualitative research is often very specific to a particular location and place (Holloway, 

1997), the question of generalisability is more problematic as far as external validity is 

concerned. Because they produce only a slice of the social situation rather than the whole, 

qualitative researchers do not usually claim generalisability of their findings. In extreme 

situations, if they come across and examine a single case or a unique phenomenon, the concept 

of generalisability becomes irrelevant. (Holloway, 1997) Generalisability is not possible in 

qualitative study is what many qualitative researchers are not willing to accept. 

3.6 Research Ethics 

As per Sheffield Hallam University’s guidelines of data protection, the researcher has taken care 

of the anonymity and confidentiality of the respondents of the questionnaire survey, the 

respondents who took part in the interviews and the case study organisation in question, in view 

of the ethical concerns related to planning this research study. Hence, ‘case study organisation’ is 

used throughout the document instead of the name of the organisation as the organisation did not 
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approve to provide their details in the dissertation report and the identities of the survey and 

interview respondents have been kept confidential.  
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CHAPTER 4: Findings and Analysis 

4.0 Findings 

4.0.1 Findings: Survey of Frontline Employees 

A Survey of the 270 Frontline employees was undertaken; out of the 270 employees to whom the 

survey was sent out, 211 employees responded. The frontline employees who were part of the 

survey are: Customer Service Assistants, Stockroom Assistants, Senior Stockroom Assistants, 

Retail Assistants and Senior Retail Assistants. The survey was sent to the frontline employees 

after consent was taken from the employer as well as the employees. The survey was distributed 

using online survey website, Survey Monkey. The data was gathered and collated using the same 

website. 

Q.1 Please state your current job role. 

Job Title Response percent Response count 

Customer Service Assistants 

 

28% 59 

Stockroom Assistants 

 
29% 61 

Senior Stockroom Assistants 

 
11% 23 

Retail Assistants 

 
22% 47 

Senior Retail Assistants 

 

10% 21 

 

A sample of 270 front-line staff was selected, but only 211 respondents actively participated in 

the survey. The question of job role was asked of the respondents in the survey; 61 respondents 

are Stockroom Assistants which is the largest group contributing 29% of the total respondents, 

while 59 respondents are Customer Service Assistants, which is the next major group of 

respondents in the survey comprising 28% of the respondents. It is followed by 22% of Retail 

Assistants, 11% of Senior Stockroom Assistants and 10% of Senior Retail Assistants. It can be 

seen that the Customer Service Assistants and Stockroom Assistants contribute to more than 

50% of the total respondents.  
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Q.2 Which age group do you fall under? 

Age 

Response 

count 

15-20 22 

20-30 66 

30-40 54 

40-50 49 

50+ 20 

 

 

Customer 
Service 

Assistants
28%

Stockroom 
Assistants

29%

Senior 
Stockroom 
Assistants

11%

Retail 
Assistants

22%

Senior Retail 
Assistants

10%

Job Role  - Frontline Employees

15-20
10%

20-30
31%

30-40
26%

40-50
23%

50+
10%

Age Group
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Amongst the respondents, majority of the respondents fall in the age group of 20-40. It can be 

seen that the maximum number of respondents comprising 31% of the respondent population are 

in the age group of 20-30 with a response count of 66, while the number of respondents in the 

age group of 30-40 is 26% with a count of 54.   

Q.3 How long have you been working with your current organisation? 

 

 

 

 

 

 

 

It has been seen that the maximum number of respondents had an experience of 24+months with 

65 respondents contributing to 31% of the respondents while employees with 12-24months of 

experience contribute to 27% with 56 respondents. 6-12 months of experience was seen in 49 

respondents comprising 23% of the respondent population and respondents who have an 

experience of 0-6 months were 41 in number contributing to 19% of the respondents. 

Q.4 What is your overall work experience in the retail sector? 

 

Work 

Experience 

Response 

count 

Tenure With The Organisation

Work 

Duration 

Response 

count 

0-6 

months 

41 

6-12 

months 

49 

12-24 

months 

56 

24+ 

months 

65 
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0-3 years 67 

3-6 years 63 

6-9 years 52 

9-12 years 17 

12+ years 12 

 

 

The overall experience of the respondents in the retail sector was compared, with the experience 

ranging from 0-12+ years among the respondents. It is seen from the results of the survey that 

6% of the respondents have an experience of 12+ years with just 12 respondents falling in this 

group. Respondents with 9-12 years’ experience form 8% of the responses with 17 respondents. 

The highest group of respondents has an experience of 0-3 years followed by 3-6 years and 6-9 

years comprising 32%, 30% and 24% of the respondent population respectively. 

Q.5 Do you get constant feedback about your goals from your manager and is your performance 

reviewed at regular intervals? 

 

 

0-3 years
32%

3-6 years
30%

6-9 years
24%

9-12 years
8%

12+ years
6%

Work-Exprerience In Retail

Yes 149 

No 62 
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A total of 149 respondents comprising 71% of the respondents said that they received constant 

feedback about their goals from their managers and their performance is reviewed at regular 

intervals. 62 respondents constituting 29% of the respondents said they did not receive constant 

feedback and their performance is not reviewed at regular intervals.  

Q.6 Would you be happy to have review cycles frequently?  

Yes 137 

No 74 

 

 

 

Out of the 211 respondents, 137 respondents i.e. 65% of the respondents said that they were 

happy to have the review cycles frequently, while 35% respondents i.e. 74 respondents were not 

happy to have the review cycles frequently. 

Q.7 Would you be happy if your organisation has an employee development plan?  

71%

29%

Feedback

Yes No

65%

35%

Review Cycles

Yes No
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Out of the 211 respondents, 160 respondents 'i.e. 76% were happy that their company has an 

employee development plan while 51 respondents i.e. 24% were not happy with their company’s 

employee development plan. 

Q.8 Has your line manager/immediate supervisor spoken to you about your career path and 

progression within the organisation? 

 

 

 

 

Employee Development Plan

69%

31%

Career Path and Progression

Yes No

Yes 160 

No 51 

Yes 145 

No 66 
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145 respondents i.e. 69% said that they have been told about the career path and progression 

within the organisation and 66 respondents i.e. 31% said that they have not been told about the 

career path and progression within the organisation.  

Q.9 Have you been taken through any skill/career development training programs? 

Yes 154 

No 57 

 

 

 

73 % of the respondent population i.e. 154 respondents have been taken through a skill/career 

development training program while the remaining 57 respondents constituting 23% of the 

respondents have not been put through a skill/development training program. 

 

Q.10 If Yes, How did it make you feel? (Continuation of Q.9) 

That I am a valued employee and my employer is concerned about my 

development  

57 

Increased my confidence about my abilities and made me feel happy 

about my work.  

35 

Encouraged me to perform better and be more dedicated to my job and 33 

73%

27%

Development Program

Yes No
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employer  

Helped me gain clarity about my employment status in the company and 

my career progression 

29 

Felt like a wastage of time and effort and did not have any positive 

impact on either my job performance, satisfaction levels at work, 

confidence and motivation levels for performing my job or my 

dedication to my job and employer 

0 

 

Out of the 154 respondents who were taken through a skill/career development programme, 21% 

were encouraged to perform better and have been more dedicated towards the job and the 

employer signifying increased employee engagement, motivation and reduced employee 

turnover. 19% said that it helped them gain clarity about the employment status and career 

progression in the company which is an indicator of employee engagement and retention. 37% of 

the respondents positively agreed that they are valued as an employee and that their employer is 

concerned about their development indicating increased employee engagement. 23% said that it 

helped in increasing their confidence levels about their abilities, ultimately leaving them happy 

about their work which is a clear indicator of increased morale and job satisfaction. 

37%

23%
21%

19%

0%

Impact Of Undergoing Development Program

That I am a valued employee and my employer is concerned about my development

Increased my confidence about my abilities and made me feel happy about my work.

Encouraged me to perform better and be more dedicated to my job and employer

Helped me gain clarity about my employment status in the company and my career
progression
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Q.11If No, How would you feel if you were taken through any such program? 

That I am a valued employee and my employer is concerned about my 

development  

14 

Increased my confidence about my abilities and made me feel happy 

about my work.  

9 

Encouraged me to perform better and be more dedicated to my job and 

employer  

19 

Helped me gain clarity about my employment status in the company and 

my career progression  

15 

Felt like a wastage of time and effort and did not have any positive impact 

on either my job performance, satisfaction levels at work, confidence and 

motivation levels for performing my job or my dedication to my job and 

employer 

0 

 

Out the 57 respondents who were not taken through a career/skill development program, 33% 

said that in case they were taken through any such program, they would be encouraged to 

perform better and be more dedicated to the job and the employer indicating that there could be 

an increase in the employee engagement, motivation and employee retention. 26% said that it 

would help them gain clarity about their employment status and career progression in the 

company, indicating the possibility of improved employee engagement and retention, whereas 

25% said that it would make them feel that they are valued as an employee and that their 

employer is concerned about their development thereby positively impacting employee 

engagement. 16% said that it could help in increasing their confidence levels about their abilities 

and could end up making them happier about their work which indicates the scope for improved 

morale and job satisfaction. 
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Q. 12 Do you feel motivated to perform better at work? 

 

 

 

25%

16%33%

26%

0%

Impact Of Undergoing Development Program

That I am a valued employee and my employer is concerned about my development

Increased my confidence about my abilities and made me feel happy about my work.

Encouraged me to perform better and be more dedicated to my job and employer

Helped me gain clarity about my employment status in the company and my career
progression

Yes 153 

No 58 
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153 respondents constituting 73% of the respondents said that they were motivated to perform 

better at work, while the remaining 58 respondents i.e. 27% of the respondents were not 

motivated to work. 

Q. 13 If Yes, What motivates you to perform better? 

Recognition and performance reward 51 

Career progression  road map 36 

Career development training programs 39 

Fun at work initiatives 27 

 

 

The 153 respondents who were motivated to perform better at work further confirmed the reason 

for their motivation. ‘Recognition and performance’ is the major area which acts as a motivator 

as it has 33% of the respondents in its favour. Further, adding to it is the ‘clear progression road 

map’ with 24% respondents and ‘career development programs’ was chosen by 25% of the 

respondents. 18% of the respondents think that ‘fun at work initiatives’ would help them perform 

better. 

Q.14 If No, Which of the following would motivate you to perform better? 

Recognition and performance reward 22 

Career progression  road map 17 

Career development training programs 15 

Recognition and 
performance 

reward
38%

Career 
progression  
road map

29%

Career 
development 

training 
programs

26%

Fun at work 
initiatives

7%

Motivation
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Fun at work initiatives 4 

 

 

The 58 respondents who were not motivated to perform better showed a similar trend, with 

‘recognition and performance reward’ having 38% respondents, ‘career progression and road 

map’ amounting to 29% and ‘career development training programs’ constituting 26% 

respondents; the respondents agreed that it would motivate them when such activities/programs 

were included. ‘Fun at work initiatives’ seem to contribute to a small chunk i.e. 7% of the 

respondents who are motivated by such measures taken by the organisation. 

Q.15 Which of the following would act as a reason for you to continue working with your 

employer for a longer duration? 

Regular pay revisions and incentive plans 63 

Performance recognition and growth 

opportunities 49 

Training programs for career progression 67 

All of the above 32 
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The reason to keep working for the employer seems to show a trend of giving importance to 

‘training programs for career progression’, which is seen by a 47% of the respondents 

cumulatively opting for it, while ‘regular pay and incentive plans’ have 45% of the respondents 

cumulatively going in its favour. ‘Performance recognition and growth opportunities’ are equally 

important as a cumulative 38% of the respondents are happy to work for the company for a 

longer duration if they are given growth opportunities. 

Q. 16 Which of the following would make you feel more engaged at work thus giving you 

greater job satisfaction? 

Regular feedback, 

appreciation 54 

Informal work 

environment 34 

Regular reward 

programs 56 

Career development 

programs 67 

 

Regular pay 
revisions and 

incentive plans
30%

Performance 
recognition and 

growth 
opportunities

23%

Training 
programs for 

career 
progression

32%

All of the above
15%

Employment with the Organisation
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32% of the respondents agreed that ‘career development programs’ would lead to more 

engagement at work and thus increased job satisfaction. ‘Regular feedback and appreciation’ 

along with ‘regular reward programs’ would definitely make the employees feel more engaged 

and satisfied with their jobs as both the options showed a similar trend with 26% of the 

respondents agreeing to each parameter. ‘Informal work environment’ seems to be least 

important when it comes to increase in job satisfaction and engagement since only 16% of the 

respondents opted for it. 

4.0.2 Findings: Interview - Junior Managers 

As part of the case study research conducted within a retail organisation in India which has an 

overall employee base of 750 people and pan India operations in metro and A class cities of 

India, 30 Junior Managers/ Line Managers were selected for the semi structured face to face 

interviews, out of which 21 Managers responded positively to be a part of the interview. Since 

the frontline employees report directly to these Managers, it is important to understand the 

employee – employer views using the interviews and questionnaire survey methods.  

Q.1 What is your current job role? 

All the respondents are line Managers; 30 Line Managers were approached for an interview, out 

of which 21 responded positively.  

Q.2 Do you have people reporting into you? 

Yes 21 

No 0 

Regular 
feedback, 

appreciation
26%

Informal work 
environment

16%Regular reward 
programs

26%

Career 
development 

programs
32%

Engagement and Satisfaction
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As all the respondents have frontline employees reporting to them, the total number of 

respondents i.e. 21 respondents were positive for this question. 

 

Q.3 . How long have you been working in a people management role? 

Work 

Duration 

Response 

count 

0-6 

months 

2 

6-12 

months 

4 

12-24 

months 

5 

24+ 

months 

10 

 

Yes

No
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48% of the line managers have been working in a people management role for over 2 years, 

while 24% of the respondents have been managing people for the duration of between 1-2 years. 

Thus, the organisation has a good proportion of experienced people managers. Line managers 

possessing between 6-12 months of people management experience are 19% and 9% of the 

respondents have people management experience of less than 6 months. Thus, it can be seen that 

there is a good mix of experienced and less experienced line managers and an indication exists 

about the regular growth opportunities existing within the organisation. 

Q 4. How often do you review your reportees’ performance and provide them feedback? 

Out of the 21 interviewees, most maintained a regular performance report and gave their 

reportees timely feedback. All the 21 interviewees gave their reportees a formal feedback every 

quarter which is in line with the organisational requirement. In addition, each line manager gave 

informal feedback from time to time. Out of those line managers, it was seen that most gave 

informal feedback bi-weekly and some gave informal feedback every week. 

Respondent 1: “It is important to have a regular performance check and give the necessary 

feedback to the employee as it helps in keeping a tab on the performance every month”. 

Respondent 2: “Since I was a frontline employee at one point in my life, I understand the 

importance of giving feedback regularly. This helps me as a line manager to understand the 

needs of my juniors and understanding where they can improve and how that can be done.” 

Respondent 3: “I believe that feedback is an important aspect in an employee’s work-life as it 

helps them to understand the areas where they need to improve and also as a manager I am able 

0-6 months
9%

6-12 months
19%

12-24 months
24%

24+ months
48%

People Management Tenure
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to understand the areas where training programs can help to achieve desirable improvements so 

that both the company and the employee are benefited.” 

5. What are you doing to optimise the talents you already have within your organisation? 

The interviewees agreed that it is important to develop the talent within the organisation using 

various training and development programs and honing the skills of the employees, including the 

frontline employees as they work in a customer facing environment in the retail industry. Some 

of the respondents agreed with the need to have such initiatives. 

Respondent 1: “Once an employee is recruited, s/he becomes an important aspect of the daily 

operations of the organisation. It is essential that the talent a company recruits is optimised in 

the best possible way and the company gets the best from the employee in order to meet its 

objectives. It is a prerogative to develop the talent a company possesses as it can be crucial in 

determining the success of our organisation and regular inclusion into various training and 

development programs is an effective way of achieving this.” 

Respondent 2: “We are an employee driven company, we take care to make our employees 

happy. It is important to retain our talented employees as they are crucial for our success in the 

near future. We have expansion plans, so the majority of our focus is and always will be 

Training and development to hone the talent within our organisation.” 

Respondent 3: “We employ various Training and development initiatives for our frontline staff. 

The major focus is on skills development. The frontline staff is the face of our organisation and 

hence they need to be equipped with the skills which are majorly customer focussed. By 

providing such training and development programs, it becomes an important tool for optimising 

the talent we have recruited.” 

Q 6. Have your reportees undergone any skill/career development training programs? 

Yes 18 

No 3 
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Out of the 21 interviewees, 18 said that their subordinates have undergone a career development 

program; whereas 3 said that their reportees haven’t undergone any career development program 

as yet. This means that a whopping 86% respondents responded positively to this question. 

Q 7 If yes, what has been your observation in terms of any resultant improvement in their 

performance/ behaviour? 

The 18 interviewees said that the implementation of the career development programs have 

resulted in increased motivation and acquisition of new skills by the employees. Some of them 

also found an improvement in the job satisfaction levels and dedication levels of their reportees 

while others have even found it to have impacted their reportees’ attitude towards switching jobs. 

Thus, the overall performance/behavioural impact has been positive for the employees who have 

undergone a career development program. Some of the respondent accounts are as follows: 

Respondent 1: “The career development program which we have implemented for our frontline 

employees has resulted in increased levels of motivation and development of new skill sets like 

improved sales and customer service attributes. The employees seem happier and keener 

performing their job roles and this shows in the customer satisfaction that we are able to 

deliver.” 

Respondent 2: “Regular feedback and implementing career development programs has led to 

increased motivation and morale, leading to increased productivity. I believe having such 

programs in place helps in motivating the employees and keeping them aligned with the business 

goals of the organisation. In fact, there are other additional benefits to reap like overall a 

86%

14%

Career Development Program

Yes No



P a g e  | 46 

 

Warning: This paper is already submitted. If you copy it, it will be caught as plagiarised. 
 

happier and more committed workforce and reduced employee turnover which is a quite noted 

human resource management problem in the retail industry.” 

Respondent 3: “I faced a typical situation in my team wherein there were a few dissatisfied 

employees who had been identified as a high risk for attritition. Their dissatisfaction and 

demotivated attitude towards work soon started to spread across the entire team leading to 

reduced performance. There was a decision to make these employees undergo various skill/ 

career development plans and the results were very encouraging. Over time there was an 

improvement seen in their job satisfaction and motivation levels. Also, most of those employees 

have since continued with the organisation and view to progress their career within the 

organisation.” 

Q.8 If no, what resultant improvement in their performance/ behaviour do you think could be 

observed if they are taken through any skill/career development training programs? 

Career Development programs are quite important for an organisation and its growth. Out of the 

21 interviewees, 3 said that their reportees were not taken through a career development 

program. The need for a career development program is being attempted to be validated in this 

research and the interviewees’ responses suggests that it helps in improving employee morale 

and motivation, which impacts the job satisfaction positively and thus can result in the reduction 

of the employee turnover rates. Some of the notable responses are mentioned below: 

Respondent 1: “Some of the frontline employees have not been taken through any career 

development programs yet. If they are taken through such programs it would help in motivating 

the employees to perform better and they would feel that as an employee they are being valued 

by the organisation. Also, the employees could get some understanding about their career path 

within the company which could improve their dedication towards their job and the company 

which can ensure that they stay with the organisation for longer.” 

Respondent 2: “Taking an employee through a career development program would definitely 

make him/her happy that s/he is being considered for such a program thus, enhancing their job 

satisfaction and commitment. This would help in tapping the talent the employee possesses and 

the organisation can make the best use of their talent in this way by engaging with the employee 

through such initiatives.” 

Q.9 Does your organisation have any business expansion plans in the near future? 

Yes 21 
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No 0 

 

 

As the company has expansion plans, it can be seen that all the respondents have responded 

positively to this question. All the 21 respondents agreed that the company has expansion plans. 

Q. 10 If YES, How will the organisation fulfil such new talent requirements? 

 

The organisation has expansion plans in the near future; this means there will be a need for new 

talent to cope up with the new operational requirements of the organisation. The junior managers 

agree that certain aspects have to be considered to cater to such new requirements. Some of the 

suggested approaches are: 

 

Respondent 1: “The Company has expansion plans, which means we will have to recruit new 

employees in line with the company’s long term plans. The major initiative will be to recruit new 

talent and subject them to training and development programs so that they become market ready 

with all the required skill sets. Apart from the recruitment drive, it is essential to retain the talent 

we already have developed within the organisation by providing them growth opportunities 

arising out of the planned expansion.” 

 

Respondent 2: “Aligning talent strategies with business strategies is pretty crucial and should be 

done from time to time so that the organisation’s workforce has the skills and behaviours needed 

to implement and sustain the business strategy. Thus, acquiring talent with job specific skills is 

as important as retaining the talented employees to derive a high performance. Thus, the focus 

Yes
100%

No
0%

Expansion Plans
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should be  firstly on retaining the existing talent by honing it and providing them opportunities 

for growth and career advancement and then hiring new employees to fill the remaining talent 

gaps.” 

Q.11 Which of the following in your opinion is a Training and Development intervention able to 

facilitate? 

 

Indicators Response 

Enhance the employees’ skill set/ desirable behaviours thus 

resulting in increased employee morale and motivation 

levels.  4 

Performance improvement leading to performance 

recognition and reward 5 

Employees feel more engaged at work and derive greater job 

satisfaction. 5 

Provides opportunities for growth and career progression 

which could help retain talented employees. 6 

None of the above 1 
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The 21 respondents agreed that training and development initiatives are of great significance. 

24% of the respondents think that they lead to performance improvement which leads to 

performance recognition and reward. Similarly, 24% of the interviewees said that with such 

initiatives, employees feel more engaged at work and because of this they are satisfied with their 

jobs. 28% of the interviewees believe that the major role of training and development initiatives 

is in helping to retain the employees by providing opportunities for career growth and 

progression.  

Q12. Do you think effective training and development initiatives can result in lower turnover 

rates thus justifying the returns on such investment? 

All the 21 respondents discussed about the impact of training and development initiatives on 

employee turnover rates and it showed a positive co-relation between investing in such initiatives 

and lowering of the employee turnover rates. 

Respondent 1: “Training and Development initiatives do result in increased engagement and 

work for the employees as an encouragement tool to perform better and be more dedicated to 

their job and employer thus reducing employee turnover. It is also true that running such 

initiatives is considered a heavy investment by the company. Thus, I agree that the reduction in 

19%

24%

24%

28%

5%

Training Development Intervention

Enhance the employees’ skill set/ 
desirable behaviours thus resulting 
in increased employee morale and 
motivation levels. 

Performance improvement leading
to performance recognition and
reward

Employees feel more engaged at
work and derive greater job
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Provides opportunities for growth
and career progression which could
help retain talented employees.

None of the above
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employee attrition as a result of running such initiatives does justify such an investment and also 

provides an incentive to the organisation to continue investing in such initiatives.” 

Respondent 2: “As the company focuses on being employee driven, it is of great importance to 

have training and development initiatives within the company to make sure that the employees 

remain motivated and perform better. This leads to making the customers happy too. Motivated 

and happy employees means they will put in their best to make the customers happy, which 

ultimately leads to meeting the employee and employer objectives, thus having a significant 

impact on the turnover rates since a happy customer will lead to a happy employer which in turn 

will lead to happy employees and a happy employee would wish to continue working for the 

employer for longer .Therefore, the investment in training and development initiatives is valid.” 

4.1 Analysis 

In context of the case study organisation, the frontline employees are the face of the organisation. 

A survey was conducted on the frontline employees and semi-structured interviews were 

conducted across the line/junior managers. It is important to understand the perspective of the 

line managers apart from the frontline staff as it would give an in depth understanding of the 

employer-employee relationship. The majority of the respondents in the questionnaire have been 

customer service assistants and sales assistants, which signifies the importance of the customer 

facing roles of the frontline staff. In the organisation in question, 60% of the respondents are 

employed in the customer facing role, which means that the company has to focus more on these 

employees so that they are motivated to perform better.  

As the majority of the frontline staff is pretty new in the organisation and the industry, the 

experience of the line managers and their approach in honing the skills of the staff is crucial. 

From the questionnaire survey and interview, it is evident that the line managers give importance 

to review cycles and feedback every quarter apart from the regular informal feedback. Such 

feedback directly impacts the decisions to make amendments in the training and development 

initiatives, which are crucial for the success of the company.  

Skills/career development programs are being developed and implemented to a great extent and 

it is seen that as a result of it the employee engagement is the highest, followed by motivation 

and morale. This result is for the career development programs undertaken for the majority of the 

employees, which has been proven by the response from the line managers that increased 



P a g e  | 51 

 

Warning: This paper is already submitted. If you copy it, it will be caught as plagiarised. 
 

motivation is an indicator of increased job satisfaction and retention, eventually making 

employees committed to the organisation and the customers happy.  

A similar trend was seen in the employees who have not yet gone through a career development 

program, in case they were taken through any such program; thus, reconfirming the positive 

impact of the training initiatives leading to a greater commitment from the employees and 

retention in the organisation. Majority of the respondents are motivated to work in the 

organisation with the major reason for this being the recognition and performance reward at 

work, followed by career progression opportunities within the organisation and the training 

initiatives being run to help in attaining growth. A similar trend suggests that the respondents 

who were not motivated to work would be motivated if such programs/activities were included.  

In view of the proposed expansion plans as found in the interviews, the organisation is bound to 

have new talent needs, it is crucial for the organisation to optimise the talents and it would 

determine the success of the organisation. As evident from the literature (please refer section 

2.2), training and developing employees are considered important components in attracting 

talent, increasing productivity, and improving employee satisfaction and retention. 

 A direct correlation can be seen here from the findings of the research - if the employee 

undergoes a training program, s/he is motivated to work and stay for longer duration in the 

organisation by acquiring new skills, thus impacting the commitment to the organisation. This 

leads to an increased employee satisfaction, thus increased productivity leading to happy 

employees and happy customers and meeting the goals of the organisation.  

The findings suggest that an employee looks for factors like career progression and career 

development opportunities within the organisation when considering working for the 

organisation for a longer duration, followed by regular pay revisions and incentives, performance 

recognition and growth opportunities.  

When there is a reduction in employee attrition as a result of running such initiatives, the 

justification of an investment in training and development initiatives can be proven as it provides 

an incentive to the organisation to continue investing in such initiatives. From the literature 

(please refer section 1.0), it is obvious that managing talent is crucial in the retail industry and 

with the trend of a high demand for talented workforce and higher attrition rates, there is an 

increased requirement for the staff with job specific skills which can be met using the training 

and development initiatives.  
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The case study organisation in question has not yet implemented ROI as the method of 

evaluation, however in view of the expansion plans of the organisation which came across 

evidently from the findings, the organisation plans to invest considerably in training and 

development programs and wanted to ascertain if it should be focusing on ROI as an evaluation 

method to measure the impact of those training and development initiatives. The study is, 

therefore, apt and can be used to understand ROI’s suitability as an evaluation method in the case 

of the case study organisation. The desired outcomes like motivation, morale, engagement and 

job satisfaction being behavioural attributes are intangibles and thus are difficult to quantify, 

whereas turnover can be quantified to some extent. Moreover, since it is proven that ROI cannot 

be measured when it comes to intangibles (please refer section 2.4.2.2), it is not suitable as an 

evaluation method for evaluating the desired behavioural attributes which form a part of the 

output of training and development initiatives; thus ROI does not provide an overall measure of 

the output of the investment in training and development initiatives for talent management.  

In this study, there has been evidence of a direct cause and effect relationship between training 

and development activities and aspects like motivation, morale, employee engagement, job 

satisfaction and employee turnover. However, the significance of ROI in terms of these aspects 

could not be established. Thus, the researcher suggests a need for further research to study 

correlation of these parameters with ROI, which was not possible to derive from this research.  
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CHAPTER 5: Conclusion and Recommendations 

5.0 Conclusion and Recommendations 

Although it is a known fact that investment made in training and development is important, it is 

not backed with enough proof of the return on investment and the intangibles are not considered 

to be as important as the financial construct in the business world. The linkage between ROI and 

aspects like employee engagement, job satisfaction, motivation and morale, and employee 

turnover has not been evident to a much great extent, though its importance is now emerging. 

This study was conducted in order to focus on these parameters and the study attempted to find 

out if ROI as an evaluation method should be attributed the kind of sole importance that it is 

given in the business world.  

 

The primary research question:  

“Does ROI provide an overall measure of the output of Training Learning and Development 

investment for Talent Management?” was answered. It is evident from the research that the 

intangibles like employee engagement, motivation and morale, job satisfaction and engagement 

play a crucial role and they can contribute to the success of the organisation on a much bigger 

scale if training and development programs are designed considering all these aspects. It is also 

evident that just ROI does not provide an overall measure of the output of the Training, Learning 

and Development investment. The organisation in which the research was conducted has no such 

measure to determine the return on training and development investment; it is crucial to 

understand the overall output. Since a considerable amount of investment is made in training and 

development initiatives for talent management, it is observed that increased focus on training and 

development with a due importance being given to intangibles like motivation, morale, 

engagement and job satisfaction is crucial for the organisation’s success.  

When such training and development initiatives are given importance, optimum use of the 

available talent can be made and the link between the organisational goals and the workforce’s 

needs could be established. Despite the high attrition rate in the retail industry in India, once 

there is an importance given to developing the organisational talent with a focus on intangibles, it 

is bound to give high dividends as the employees will be motivated to perform better and they 

will be more satisfied with their jobs; thus, leading to enhanced employee engagement and 

retention as well as happy customers as a result of it. In view of the proposed expansion plans, 
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the success of the case study organisation would lie in remembering to focus on optimising its 

people’s potential, as it is known that HR factors in retail management in India have been 

ignored to a large extent. Offering organised training programs to maintain and hone the 

employees’ skills and knowledge levels are crucial as this would create a culture in which the 

organisation is committed to its employees and the employees feel valued and entrusted with the 

organisation’s success.  

 

Finally, it is important to understand that training is an investment and not an expense. It is a 

long term investment in the growth and development of the employees and in turn, the 

organisation’s success. Though ROI is important as a financial measure, it does not provide an 

overall measure of the output of the training and development investment as it is not suitable for 

measuring the intangible attributes like motivation and morale, employee engagement and job 

satisfaction; the intangibles are as crucial as the financial attributes.  

5.1 Recommendations 

It is evident from the research that ROI does not provide an overall measure of the output of 

Training, Learning and Development initiatives and it is also important to consider the intangible 

aspects to meet the business goals of the organisation. Given the emphasis laid by the case study 

organisation on the intangible outputs of the training and development initiatives like motivation, 

morale, employee engagement and job satisfaction, Balance Scorecard (please refer section 

2.4.3) could be a suitable evaluation method to be considered by the organisation in order to 

arrive at a more rounded evaluation of their investment in training, learning and development 

programs. Some of the other recommendations for the organisation are: 

1. Determine that training is an investment and can lead to long term growth plans of the 

organisation. 

2. Identifying the skills and education most pertinent to the industry so that it can focus on 

training efforts in line with the industry demands. 

3. Communicating about the training and development needs to the top management from 

time to time so as to secure time and resources required for training initiatives. 

4. Communicating to the frontline employees from time to time about their performance, 

skill requirements and new training plans and programs being planned accordingly.  
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5. Informal feedback/ evaluation methods can be used to help reveal weaknesses and areas 

of improvement for the employees; this information can be utilised for identifying the 

skill gaps for the further training initiatives to be planned. 

6. Choosing quality instructors and trainers to ensure a positive learning environment, 

speedy acquisition of skills and transfer of the newly acquired skills to the job. 

7. Determining the expected result of the training program is important so that the 

investment can be tracked considering both tangibles and intangibles. 

8. Have ongoing training programs and not just restrict those to new hires but also extend 

them to the existing employees as this would ensure greater returns on the training 

investment in the long run. 

9. It is important to align the training programs to the real world so that the employees will 

not view training as a waste of time but will value the training program as an investment 

in their career progression within the organisation and thus, feel being valued as an 

employee by the organisation. 

 

5.2 Further research 

The organisation under question has not yet implemented ROI to evaluate the return/output of 

the training and development initiatives being run, so it has been difficult to correlate ROI to 

aspects like motivation and morale, job satisfaction, employee engagement and employee 

turnover. Hence, a further study is suggested to analyse the linkage of ROI with these aspects, 

which could preferably be based in a setting where ROI method has been used to evaluate the 

output of training, learning and development initiatives. Given the nature of the ROI evaluation 

method, an attempt will have to be made to attach some sort of quantification to the intangible 

aspects in particular, in order to be able to explore the correlation of ROI with aspects like 

motivation and morale, job satisfaction and employee engagement so that the manner in which 

ROI impacts all these could be studied.  
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Personal Reflection 

It is said that hindsight is always better; I reckon the experience of working on a research study 

could be an exception to this. When I look back at the time I was considering the various ideas to 

decide upon a topic for undertaking my dissertation research study, I realise that since I was not 

equipped with the practical experience of working on a research study, not much would have 

changed about the way I went about considering the various topic areas and the specific research 

question ideas. However, having worked on this dissertation has left me enriched with the 

practical knowledge along with a better understanding of the concepts of research 

methods/methodology which, I am confident, will prove invaluable in case I decide to undertake 

any research study in future.  

The mistakes I made and the road blocks that I had to overcome while working on this 

dissertation helped me develop an insight into the dos and don’ts for planning and working on a 

research study. I feel confident that I will be able to approach any future research initiatives in a 

more structured and organised manner. Thus, I feel that through the process of working on this 

dissertation, I have evolved as an independent researcher. 

Since I have worked in the past as a Training, Learning and Development (T, L &D) 

professional, it formed my broad interest area for the dissertation. During my professional tenure, 

I had come across a constant demand for justification of the investment in training and 

development initiatives and that many organisations considered it as an expense. I realised that 

Return On Investment (ROI) was a concept much talked about in an attempt to seek this desired 

justification.  

Thus, building on these observations and experiences over my professional tenure, I decided to 

base my research study about the suitability of ROI as an evaluation method for the investment 

made in training and development initiatives. The learning process has not only made me more 

informed about the specific area of training evaluation and equipped me with the knowledge and 

insights which I can transfer to my future job roles as a T, L & D professional, but it has also 

been an eye opener of sorts for me; for example, contrary to the hype about ROI that I have come 

across in the past, I learnt while reviewing the literature that only 10% - 15% of the 

organisations, in fact, end up measuring ROI. Thus, my learning over the course of working on 

this dissertation has provided me both a broader as well as a deeper perspective on the topic area 

which I am confident to be able to utilise in future in my professional realm. 
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Moreover, in the opinion of my case study organisation, my learning about the research topic 

area has helped me provide valuable information and insights to them in context of their 

approach to T, L & D investment and the evaluation methods used for evaluating the output of 

training and development initiatives. Based on my case study findings, they feel that ROI is not 

much suitable for them to evaluate the impact of training initiatives on intangible attributes like 

motivation, job satisfaction, etc., which is their main organisational focus for running the various 

training programs. They responded very positively to my recommendation of considering the 

Balanced Scorecard, instead, in order to arrive at a more rounded evaluation of their investment 

in training, learning and development programs, considering their emphasis on the intangible 

outputs of a training intervention. 

Further, the experience of working on this dissertation along with the overall experience of 

pursuing this masters degree in human resource management has led to the learning and honing 

of various skills like time management skills, negotiation skills, academic writing skills, critical 

review and analysis skills, communication skills, cross-cultural interaction skills, project 

management skills, etc.  

Also, I have been able to learn to manage a personal trait which despite my best intentions could 

lead me to be stuck in a difficult situation at times. I have this personal trait that whenever I 

would be surrounded by any sort of challenges, I would try my utmost to work out a solution to it 

myself; the more serious the problem would get, the more desperately I would try to solve it by 

myself rather than considering the option of seeking some external support.  

This trait caused me a lot of problem in the wake of the several complex challenges and difficult 

circumstances, including the ones on the personal front, that I was faced with over the course of 

pursuing this masters degree. However I, with the help and guidance of my Ex-Course Leader, , 

have learnt to decide a personal milestone, marking the extent to which I would attempt to solve 

the problem by myself and if it goes beyond that mark then to seek help and support from others. 

Thus, I have learnt to manage situations, problems and crisis in a much better way. 

Thus, I can say that my learning has been a well-rounded one and has led to me improving both 

as a person and a professional. There are various aspects which will stay with me forever as these 

have been learnings for life. I appreciate the guidance and support of my various tutors especially 

my dissertation supervisor, , for his guidance that facilitated a lot of this learning. It was a very 
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exciting, interesting, insightful and enriching experience to work on this dissertation and I 

enjoyed it thoroughly. 
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Appendix 1: 

Frontline Employee Questionnaire 

 

1. Please state your current job role: 

________________________________________________________________ 

2. Which age group do you fall under?  

□ Below 20    □ 21- 30    □ 31-40    □ 41-50    □ 51-60  

3. How long have you been working with your current organisation? 

□ 0 - 6 months    □ 6 - 12 months    □ 12 – 24 months    □ 24 months +  

4. What is your overall work experience in the retail sector? 

________________________________________________________________ 

5. Do you get constant feedback about your goals from your manager and is your performance 

reviewed at regular intervals? 

 □ Yes   □ No 

6. Would you be happy to have review cycles frequently?  

  □ Yes   □ No 

7. Would you be happy if your organisation has an employee development plan?  

  □ Yes   □ No 

8. Has your line manager/immediate supervisor spoken to you about your career path and 

progression within the organisation? 

□ Yes   □ No 

9. Have you been taken through any skill/career development training programs? 

□ Yes (Please go to Q.10)  □ No (Please go to Q.11) 

10. If Yes, How did it make you feel? (Can choose more than one option) 

□ That I am a valued employee and my employer is concerned about my development  

□ Increased my confidence about my abilities and made me feel happy about my work.  

□ Encouraged me to perform better and be more dedicated to my job and employer  

□ Helped me gain clarity about my employment status in the company and my career 

progression  
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□ Felt like a wastage of time and effort and did not have any positive impact on either my 

job performance, satisfaction levels at work, confidence and motivation levels for 

performing my job or my dedication to my job and employer  

11. If No, How would you feel if you were taken through any such program? (Can choose more 

than one option) 

□ That I am a valued employee and my employer is concerned about my development  

□ Could boost my confidence about my abilities and make me feel happy about my work.  

□ Act as encouragment to perform better and be more dedicated to my job and employer  

□ Can help me in gaining clarity about my employment status in the company and my 

career progression  

□ Be a wastage of time and effort and will not have any positive impact on either my job 

performance, satisfaction levels at work, confidence and motivation levels for performing 

my job or my dedication to my job and employer  

12. Do you feel motivated to perform better at work? 

□ Yes (Please go to Q.13)  □ No (Please go to Q.14) 

13. If Yes, What motivates you to perform better? (Can choose more than one option) 

 □ Recognition and performance reward 

 □ A clearly laid out career progression road map 

□ Career development training programs run by the employer to assist you in realising 

your career goals and growth plans within the organisation 

 □ Fun at work initiatives run by the employer 

□ Fear of being reprimanded or scolded 

14. If No, Which of the following would motivate you to perform better? (Can choose more than 

one option) 

 □ Recognition and performance reward 

 □ A clearly laid out career progression road map 

□ Career development training programs run by the employer to assist you in realising 

your career goals and growth plans within the organisation 

 □ Fun at work initiatives run by the employer 

□ Fear of being reprimanded or scolded 
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15. Which of the following would act as a reason for you to continue working with your 

employer for a longer duration? (Can choose more than one option) 

□ Regular pay revisions and incentive plans 

□ Performance recognition and growth opportunities 

□ Regular inclusion into skill/career development training programs thus providing 

opportunities for career progression within the organisation 

□ All of the above 

16. Which of the following would make you feel more engaged at work thus giving you greater 

job satisfaction? (Can choose more than one option) 

□ Regular feedback about performance along with acknowledgement and appreciation 

(where applicable) 

□ More informal work environment with fun at work activities organised regularly 

□ Regular reward and recognition programs providing opportunity to highlight employee 

performance 

□ Being enrolled into various skill/career development training programs thus providing 

career progression opportunities within the organisation 
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Appendix 2: 

 

Junior Management Interview Questionnaire 

 

1. What is your current job role: 

________________________________________________________________ 

2. Do you have people reporting into you?  

□ Yes   □ No 

3. How long have you been working in a people management role? 

□ 0 - 6 months    □ 6 - 12 months    □ 12 – 24 months    □ 24 months +  

 

4. How often do you review your reportees’ performance and provide them feedback? 

________________________________________________________________ 

 

5. What are you doing to optimise the talents you already have within your organization? 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

________ 

6. Have your reportees undergone any skill/career development training programs? 

□ Yes (Please go to Q.7)  □ No (Please go to Q.8) 

 

7. What has been you observation in terms of any resultant improvement in their performance/ 

behaviour? 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

________ 
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8. What resultant improvement in their performance/ behaviour do you think could be observed 

if they are taken through any skill/career development training programs? 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

________ 

9. Does your organisation have any business expansion plans in the near future? 

□ Yes   □ No 

10. If YES, How will the organization fulfil such new talent requirements? 

 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

________ 

11. Which of the following in your opinion is a Training and Development intervention able to 

facilitate? (Can choose multiple options) 

□ Enhance the employees’ skill set/ desirable behaviours thus resulting in increased 

employee morale and motivation levels.  

□ Performance improvement leading to performance recognition and reward 

□ Employees feel more engaged at work and derive greater job satisfaction. 

□ Provides opportunities for growth and career progression which could help retain 

talented employees. 

□ None of the above 

 

12. Do you think effective training and development initiatives can result in lower turnover rates 

thus justifying the returns on such investment? 

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________
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______________________________________________________________________________

________ 
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Appendix 3: 

MSC HRM/D RESEARCH SUPERVISION RECORD  

 MEETING 1 

 

Name of student:  

Date of Meeting:  

Supervisor present:  

Duration of meeting 30 mins 

Subjects Discussed:  

Overall idea and the research question along with the process of research was discussed. 

 

 

 

Recommendations made: 

Supervisor recommended me to read more literature in order to be able to narrow down the 

research questions as they seemed quite broad to him. He also advised that I read some more on 

research methods to be able to make a more informed choice about methodology to be used for 

my research. 

 

 

Targets set: 

Read more literature and narrow down the research question. 

 

 

 

Is this a true record? (to be completed by the supervisor ) Yes ◇ No ◇ (& comments if 

NO): 
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Further supervisor comments (if appropriate): 
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MEETING 2 

 

 

Name of student:  

Date of Meeting:  

Supervisor present:  

Duration of meeting 60 mins 

Subjects Discussed:  

Overall idea and the research question along with the process of research was discussed again 

but in a lot more detail since I had been struggling with understanding the research 

methodology concepts and the requirements to work on a masters dissertation. Supervisor also 

informed me that my research question was still not narrowed down and helped me understand 

how it could be narrowed down further with the help of some examples. 

 

 

 

Recommendations made: 

Supervisor recommended me to read more literature in order to be able to narrow down the 

research questions as they still seemed quite broad to him.  

Targets set: 

Read more literature and narrow down the research question.  

 

 

 

Is this a true record? (to be completed by the supervisor ) Yes ◇ No ◇ (& comments if 

NO): 

 

 

 

Further supervisor comments (if appropriate): 
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MEETING 3 

 

 

Name of student:  

Date of Meeting:  

Supervisor present:  

Duration of meeting 30 mins 

Subjects Discussed:  

I had already emailed the supervisor the narrowed down research question and sub questions 

and the discussion was centred round this.  

 

Recommendations made: 

Supervisor shared his reservations and suggestions about them and the ideas that I had in my 

head around the research question. He suggested me a bit of rephrasing of the question and sub 

question however, he was overall fine with them and advised me to start writing the literature 

review. 

 

Targets set: 

Start writing the literature review and send it to Supervisor  for feedback. 

 

 

 

Is this a true record? (to be completed by the supervisor ) Yes ◇ No ◇ (& comments if 

NO): 

 

 

 

Further supervisor comments (if appropriate): 
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