[image: ]
A study of launching the new training strategy for ensuring all staff adapting the company culture in the largest brokerage firm of Hong Kong







                                 By Natural Kan
                                
  University of Wales Trinity Saint David
Jul 2019













Content

Background and Aims
· Area of interest 

[bookmark: _Hlk14524202]Evidence supports
· Objectives
· Significance of issues 
· Research questions (Experienced – Failure or Success)

Analysis (Causes of Failure or Success)
· Case body (3-H Framework)
· Theory/Model
· I) Motivational positive or negative powers
· II) Key strength or weaknesses of the organization or planning 
· III) Competences of those responsible for execution 
· IV) Other factors

Conclusion
· Key findings
· New insights
· Methodology

[bookmark: _Hlk15257975]Reference List


Background and Aims

Establishing the good company culture is the top priority thing for every senior company management of their task list. However, there is a Chinese proverb which is “Easier said than done” for deriving we cannot make it easily. In this study, we explore one of the largest brokerage company in Hong Kong which has experienced the senior management swapping and facing with company revolution internally. Afterwards, the company of senior managemen studied all the company structure and manpower radically. They found out that one of the key projects will be revamping the training materials for anchoring the company culture with all corporate staff and frontlines as unified way.

I have been joining this company as the Head of professional development for a year. My priority task is to make sure for all our staff to be the professional practitioners no matter in term of image or in front of customer’s eye that we can be providing the excellent services for the public.
  
Our company was set up in 90’s century, has been registered in the Hong Kong stock Exchange for 10 years ago. It is the leading financial advisory firm in Hong Kong with thousands of professional financial consultants and several hundreds of corporate staff in greater bay area. Previously, our company provides the full portfolio of financial solutions of customers including insurance, pensions, asset management, properties, retail brokerage and lending services. After the company of revolution experienced of ups and downs for last few years. Now, the Company focuses on three core businesses: financial advisory, financial product manufacturing and FinTech. There is the necessity to do the repositioning for accelerating the business growth. Therefore, our company CEO instructs the human resource and training department for forming the function group to revamp the training curriculum and strengthens all staff of their “can do” mindset should be the top priority task. Everyone has entrepreneurship spirit and building the company culture will be our company direction in long run.

Area of interest:

It seems to be an easy task for revamping the training curriculum because launching the program is my routine task from the training department. However, my senior management reviewed our company structure and internal communication channel in 2019. We found that the company did not create our company culture properly for the last couple of years. Therefore, the senior management cannot build a trust and well develop a communication bridge between each other. Also, there are so many internal conflicts has been generated and some projects were also dragged it down eventually. These situations were happened frequently because the internal staff and sales staff are facing the completely opposite sides. The training department is deliberating how to make the training curriculum can take care all level of staff including frontlines, corporate staff and senior management. Fulfilling all staff of their training needs would be the key requirement for this project. In this study, we explore how to integrate the “Gamification” element for ensuring the training be funnier and motivating the teammate to keep learning continuously through the E-learning platform.









Evidence supports

Objective:

We know that “Silo effect” can jeopardize the profit potential of the company because each business unit of “Silo culture” is maintained to separate from one another. In the long run, if most of departments cannot have good communication with others, then leading to a dysfunctional organization which is not we want to get this result finally. (Ezezika, 2015)

As many of the large corporations are unifying their company value for forming the culture to make sure all staff that no matter the corporate teammates and sales frontlines. All staff are toward the same common value in the same way.

Therefore, our company target to apply CSR (Corporation Social Responsibility) as the main framework to link up all staff toward the company direction and maximize the company core value for showing how we are passion, professionalism and integrity for all our clients.  

Significance of the issues:

After we were experiencing disturbances in 2017, there were some staff chose to leave our company because of some rumors were derived by the senior management of their power struggle. Somehow these incidents may affect the trust between the management and staff of their correlation. Some employees decided to leave the company and some loyal teammates devoted to stay at the company. However, some stayed teammates also doubted that did they make a good choice during this period up till now. Therefore. the company decided to unify all frontlines and corporate staff to strike for one common core value in future. Building the value in company it really depends on the culture background. During this study, we explore how to make training as an effective tool to refresh their mind and the most important thing is aligning all staff toward in one company direction. The goal is to minimize the turnover rate by developing a good company culture and formulating the clear training direction.

Research questions (Experienced – Failure or Success):

As you know that once we setup the framework for implementing the project from the senior management prospective, some issues may come up immediately which are the conflict of interest and resources allocation between different stakeholders in the company. We can try to divide into two parts as (External and Internal) for analyzing this question,

For external issue, we can demonstrate it in RACI model. It is an acronym derived from the four key responsibilities most typically used: Responsible, Accountable, Consulted, and Informed. These four items cannot be easily arranged the job scope by different parties without the project lead. From the company level project’s prospective, each business unit reckon that their main task is only to complete their department’s task should be 1st mission. In general, our new training project is advocated by senior management. They expect the middle management would assist and follow up the project properly with their team after each meeting. They do not have the sensitivity to dedicating a function leader for completing the task consciously by themselves. Somehow, our senior management may review it by monthly basis. The project of quality control would be relied on how frequent to review it by the project manager. In fact, the RACI cannot be defined because the senior management may not have enough time to monitor it continuously or they thought the project manager would be managed themselves by self-discipline. However, all the stakeholders did not know what the role they need to play for this project in the early stage. That is why the company project cannot be run it out smoothly. 

[bookmark: _Hlk15333325]Figure 1. RACI definition
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For internal issue, as I mentioned that the stakeholders must maintain their own tasks of quality control. They do not reserve the time for doing out of their scope of the additional task. The time management is key successful factor to deliver the co-project output. Basically, they do not have the motivation to kick off the project because of insufficient time. Also, they cannot foresee what is benefit after completing the project. Even some cooperative staff proactively participate the project, they may also argue of some issues because different departments have different ideas as well. (Cara, 2009)

In summary, there are so many problems may come up with various departments and the main problem is lack of communication to establish the trust each other.

In return, they are many successful cases of handling the big company projects with different departments. There are some key elements to make it happen of the projects and the following items are the necessity (Costello, 2012): 

· Senior management lead and support the project publicly 
· State the common vision and mission of the benefit before starting the project by all leaders 
· Middle management involve the project of implementation and participation 
· Allocate the job role in detail and eliminate all the chaotic messages in the workgroup 
· Fact finding all the user needs and the stakeholders of their obstacles
· Monitor the progress of the task and check the fairness of job allocation with all teammates timely 

If the project owner collaborates with different stakeholder’s power to do the project together, the best way must consolidate all parties of their consensus before proceeding each step, 

As I mentioned before, our company has been listed on Hong Kong stock exchange in 2010. We can observe that there are many evidences to support why we can become as the 1st listed IFA company in Hong Kong. Around 25 years ago, the management team were young but energetic. They tried to make their belief converting to the positive motivation and set up the passionate, unique, caring, creative and adventurous company. In the very beginning stage, our company of business mainly served the expatriate managerial staff for handling their financial needs. Occasionally, the team found out that there was a prime opportunity to develop the local market for serving Hong Kong people too. Therefore, they started this business since that time until now. For the past twenty years, the management team focused on cultivating their talents, creating the systematic training, collaborating with teamwork and building the unique energetic culture. There are so many young and passionate fresh graduate students had been attracting to join with this family for the past decades. 

This story was fully to support this company can do the project successfully even we all know that making a SME company to be the listed company in Hong Kong is not an easy thing. Indeed, our company have been establishing the successful culture and we can find their competitive advantage as well previously.

This study is going to explore how to coordinate with top management and middle management and employees in terms of Heart, Head, and Hand (Motivation, Strategic planning and Implementation) of the 3-H framework together in a centrical way with one culture through the training to rebuild our reputation in the financial industry. 

















Analysis (Causes of Failure or Success)

· Case body (3-H Framework)

Every company wants to run their business smoothly and successfully. They find a specific method for managing organizational problems and hopes to solve in a holistic way. We are trying to see whether 3-H framework to (Heart. Head and Hand) represent the vital dimensions of people, organization and competence. To amplify the congruence of the motivation from top management, strategic management by middle office and competence of general staff respectively.

· Theory/Model

For H1 Heart, we are trying to apply Herzberg’s motivation hygiene factors and McGregor’s Theory X and Y in my company of senior management level to study the motivational power for what they did before and how they can do it better in future.

For H2 Head, the strategic management from the middle office staff is a key part in our project, we will divide into three steps to study whether we can launch this training curriculum revamp and culture change as below:

Step 1: Environmental analysis will be applied by STEEP (Social, Technological, Economical, Environmental, and Political)

Step 2: Company analysis will be applied by RBV (Resource based view)

Step 3: Implementation process will be measured by VRIO (Value, Rarity, Imitability and Organization)

For H3 Hand, the competence of subordinate should be the essential part for our project whether can implement smoothly in the end. We will use SWOT analysis to study my company of this situation 

· I) Motivational positive or negative powers

A clear vision and mission to run the business for their employees are very important especially for the listed company in Hong Kong. As you all know the richest man in China, Jack Ma. He is the founder of Ailbaba which is an e-commerce giant in the world. He likes to motivate his employees to do handstands during their office hours which makes a joyful environment in his team. He acts to simulate the teammates commitment rather than telling them to do their job well. For example, he has shared many equities to retain teammates to acquire the rewards of company’s success. Even the company launches a new product for customer in the early stage. He stays close to customer with his team and listens to them. He usually asks for their ideas and suggestions. You can see the great entrepreneur, he communicates his vision and mission with the passionate determination. He really plays a great leader role to run his business successfully and revealing the how the motivational positive powers influence the team as well. Now, he devotes to develop not only the sense of culture for his corporate firm but also reviving China’s culture. 

Applying the 3-H framework of motivational part for this study, H1 heart is the most essential session for contributing the success of the project. My company experienced the senior management changing last year. The leaders need to inject new spirit and vitality to the whole company for inspiring all employees soon. When the company set up at the early stage, the previous management used the simple and direct communication to link up all the frontlines and corporate staff together. They also tried to hold different kind of sport competitions to converge all staff to fight for one common goal such as marathon and hiking together. When the team were centralized to the same direction and lead by the management in the right direction, then the synergy can be amplified and extended.    
[bookmark: _Hlk15330902]Our company situation can be applied by Herzberg’s motivation hygiene theory. As I said that most of our staff were passionate teammates. Most of them are talented and they had been found the job satisfaction to work in the company. Once they can gain the achievement again, they will stay at company instead of emerging to quit the job’s thought. Moreover, I found that one of the key motivation factors must be the recognition because there are 1200 sales staff in our company, and they are concerning the status and vanity at their first rank. (Cellar, 1988).

[bookmark: _Hlk15331631]Figure 2. Herzberg’s motivation hygiene theory

	Factors for Satisfaction
	Factors for Dissatisfaction

	Achievement
Recognition
The work itself
Responsibility
Advancement
Growth
	Company policies
Supervision
Relationship with supervisor and peers
Work conditions
Salary
Status
Security



Regarding our company was suffering the rumors and perplexing us to cause major motivational negative power hanging over the working environment for the past two years. It is the time to make a significant change for rousing our successful of beginner’s mind again. In the early of 2019, my management team and I consolidated all staff of their feedback and hold a slogan competition for brain-storming how can we repackage our positioning in the market. There were so many positive powers can be created by this competition. Finally, a new slogan had been created which is “all round money management platform”. It can match with our company direction and maximize our company’s competitive advantage of helping customer makes their financial choices easier and achieve the financial goals through professional of end to end advisory services. The most important thing is collaborating with CSR (Corporation Social Responsibility) to help the public knowing how to manage their portfolio appropriately and getting all Hong Kong citizens recognition our company again. (Edinger, 2018)

On the other hand, based on McGregor’s Theory X and Y. We can identify two styles of management. After some actions we have made it this year. We believe that most of our teammates already changed their mindset from dislike to a little bit to take pride in our working environment again. Our management would be more likely to adapt a Theory Y and trust our staff to take ownership of their work. We encourage all the staff should learn more knowledges and motivate them to know more different departments situation for working closely because we had some conflicts before since the deficiency of trust each other. (Wilson, 2012)
  
Therefore, we create more opportunities for collaborating the senior corporate staff with the sales management together, we lined up with The Chinese University of Hong Kong to coordinating the mini MBA program for them. The purpose of the program was aiming at the senior staff to have the chance for acquiring the latest knowledge in the campus. Also, we target to build up a potential leader team through this program for observing who can outperform and stand out from the group. For the registration of mechanism, we took the competition approach to make them treasure the chance joining the course instead of pushing them attending lesson. The effect of our expected outcome had been created and there were a lot of positive feedback we have received. We have already taken up for arranging the 2nd batch of enrollment now. At the same time, we are preparing to connect the different of big corporations to grouping an alliance for joining our mini MBA program together. Eventually, we hope that we can build an alumni platform to let our staff can have more chance to understand more about different kind of senior management, learning another company’s culture and broaden their vision. Indeed, human resources department and I conceived that if we can sustain this program continuously and promote it to various companies. It may be possible to make the job rotation in between different companies as same as management trainee program within our alumni’ s group. This direction can help our company to let more people knowing us again and if this program can be made it successfully, it means our training can activate our Hong Kong’s company lining up closely. As H1 Heart is our management team aiming at the goal for helping not only for our company of transmitting cross culture but also making Hong Kong to releasing the positive powers and becoming better as well in future.

· II) Key strength or weaknesses of the organization or planning 

Once we set up a vision to affirming the company direction, then H2 Head, the middle management need to formulate the strategy map for planning how to make the organization leading the success of the project. 

For step 1: We are going to use STEEP analysis to conduct a detailed overview on what external factors determine our company directions. This analysis stands for Socio-cultural, Technological, Economical, Environmental, and Political. We do all agree that the Social and Economic parts are under the good conditions to avail our company for doing the business well. Hong Kong and even the China’s market of the customers, they have good financial concept and most of them are looking different kind of financial products for planning future. Our company is the best financial platform to exploring the best fit solution for them. And the Environmental part, we are also planning to create the better ecosystem for our teammates as well and we understand that some positive staff may want to take the new challenge in future.

After a series of motivational program by the leaders, those employees also anticipate any new policy will be implemented by the company. We hope to break the preset framework and think out of the box. Management team endorse us to imagine running our company as like as a startup company. Everything can go for innovative mode. Honestly, there were many companies that wish to succeed in the world by going innovation this golden rule as well. For the training sessions, we can also make it innovatively because our key strength of the organization is “we can have no burden and let’s get started again”. To align with company’s direction, I am trying to cooperate with Human resources department and linking all business units to hold up a “Job rotation program” for some potential teammates. There are few purposes we would like to achieve by this program. (Guimarães, 2018)

1. Assist company to cultivate more potential talents for building stronger team as the 2nd layer of management team 
2. Establish the bonding between different departments and understand what the dilemma of each other  
3. Minimize the attrition rate that some employees find it out if they would like to extend their calibers in other departments within our company group 
4. Training department can extend our scope throughout this project for maximizing our network within the company. 
All these of above items will enhance every department of our collaboration levels, it can help us to promote our other training programs effectively.   

For the Technological part, we are now living in technology generation. In financial industry is now all taking about the Fintech. Therefore, in training side, we also need to enhance both sales and corporate staff for their knowledge of prospective. 

Hence our corporate staff can fill up their lunch time be more fruitful and keep them up with the market pace. We launched two programs which named as “Thirsty Thursday” and “Happy Friday” for inviting all corporate staff to join it biweekly. We connect different department heads to share their expertise and sometimes we invite some other company’s founders to share their latest market development such as Fintech or Virtual reality of application for our industry. In addition, the wellbeing is also the hot topic in our lifestyle now. We arranged some yoga tutors to guide the participates knowing how to relax during our daily grind. The purpose of these programs is hoping for all participants can relax and know the each other teammates closely beside the job, Indeed, the “Thirsty Thursday” session, it is the best chance for the department heads for sharing all their thoughts and reveals their coming up planning for contributing our company. (Roupas, 2008).

Finally, the Political development, it can highly influence the staff and company positively if we handle it in tactful way. Since we have done some standardization actions for our sales staff this year. We can see that the loyal employees would stay at company they are waiting for the political stability in long run.

As we all know that there is an honorable membership association which is called MDRT (Million dollar round table) for the outstanding performers in our insurance industry. We did not join this international membership club before because they were some argument for joining this association. But now if we want to connect with the worldwide in future. Therefore, we convinced our senior management to join it since this year. This club is deserved to join it because uplifting our company reputation and let our frontlines have more exposures should be one of our planning this year. 

For Step 2 and Step 3: We should plan these two steps together because the resource-based view (RBV) is going to review our company resources as key to lead each department performance. If our resource shows VRIO attributes, the resource enables us to gain and sustain competitive advantage.

In RBV, I can belief our company have enough tangible and intangible assets to support all our project in long run. No matter in capital and manpower support, we will be arranged to move in bigger office and more teammates can be added in 2020 manpower resource plan. For the intangible part, we knew our brand had been affected last year, but we have made many marketing promotions to build our brand again. For heterogeneous part, we can be differentiated in the financial industry because only IFA or broker can sell the full range of financial product. Regarding on rebuilding our brand now, we have conveyed the message to the public that we are not only the financial company but also the helping people handling the financial planning platform as well. Therefore, we can be more assertive to express that resources are immobile and do not move from company.  











Figure 3. RBV and VRIO theory
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Despite our company has established over 25 years, there is no an official training program for our senior sales management for past decades. This year, I have led in a famous international sales managerial program which is called “Professional patterns of management” from Kinder brothers international in United States. We liaised with this association and will buy this license for adopting this program to make it to become as our framing of sales managerial program and combine with our in-house training elements. The new managerial program will be emerging in end of this year.     

To fulfilling this training gap for the rest of year, we have identified the sales managerial needs are highly demanding in our company. Especially for some new recruiters who are targeting to recruit the IANG (Immigration arrangement for non-local graduates) of new teammates. We have planned to hold some adventure training activity with China training association to train up our newly promoted recruiters knowing more the China’s custom and networking skill for facilitating the recruitment in mainland. 

We use VRIO (Value, Rarity, Imitability and Organization) analysis to evaluate that whether to launch our revamping training program radically in 2019.
For Value, if we revamp our training program, it will benefit for all staff, and it is also the good chance to build our own culture now. Also, there are some IFA culture of concepts will be added our mentioned training program and I can ensure that other financial institutes are hard to replicate it for applying any company. Then it will enhance the Rarity and Imitability for implementing our project. At I mentioned that after the disturbance issue, the decided staying at company management staff and subordinates who are devoted to rebuild the company again. This group will be the chosen one to help us to leveraging our culture in future, the Organization will be an essential part for maximizing our competitive advantage. 

On the other hand, we almost have 30 group of sales teams and each sales head provides the different of training for their subordinates in different of level. In fact, this is the positive thing that our sales team offer the training for frontlines but if we use another angle to review this aspect, it reflects our company cannot provide the enough and official training for them. Therefore, they need to arrange their team resource to create some unofficial training material and circulate it sneakily. The company have hundreds of training formats but there is no focus or structural training criteria to the rookies or experience sales staff. Is that appropriate for our staff? All we know that Steve Jobs quitted Apple in 1985 but returned it again in 1997, it was close to winding up. Their situation was like us that they had 100 products but no focus to the product offering. He decided in 1998 that he had trimmed down the number of products to 10 only. At last, the fact proved that his strategic management was successful. Therefore, our training team have consolidated all sales team of their training materials and revamped it all as the official one in 2019 first half. (Mirmajlesi, 2016)

After the personnel changes in 2018, we believe that most of the remaining staff are loyal in our company and we assume that they can stay with company growth for the next few years. I have suggested to provide a training system course for frontline and corporate staff to understand their dilemmas each side. We anticipate this training model can synchronize our job rotation program and compensate our weaknesses of key element – deficiency of trust and communication. It helps for creating the culture coalition with frontline and corporate together. 

· III) Competences of those responsible for execution

When all management levels compromised the directions and realized the strategy map. H3 Hand is the key part for implementation all the projects. Obviously, we need to do some preparations before the execution for ensuring the teammate has the competence to complete the task such as: 

For H2 to H3 reminder 
· Select the right person to do the right task at the right time
· Guide and train the selected person before to execute the project  
· Liaise with the stakeholders properly if the project involves with cross functional group collaboratively 

For H3 skillset 
· Cultivate the subordinate to take their own responsibility reviewing their progress of each task 
· Create their awareness of sensitivity to know when and how to escalate and report the status  
· Train up the teammate how to liaise and compromise with different department of stakeholders 
 
For this subordinate group, we take the SWOT analysis to evaluate our teammates whether they can manage the project properly. It is the great opportunity for them to perform themselves in front of different stakeholders and supervisors. Also, the can liberate their talent if they are ready to go.
Our Strengths must be people in our company. Most of our staff are young and energic, if we provide continual guardian for them. It will be our valuable company asset in long run. However, people are also will be our Weaknesses in another way. As you know, there are so negative people who experienced some changes of dynasties. They may think that the changes may not be suitable for them and some people are also reluctant to change. Therefore, it could be emerged the Threat for us. Fortunately, training department is 1st gate for welcoming for the new comers in our company. There is an adage in English which is “Out with the old, in with the new”. We have some many Opportunities to build our new teammates and the only thing is we have this positive belief in our mind. (Brooks, 2014)

Firstly, our top management is dedicated to minimizing our turnover rate in 2019. Especially for the frontline staff, we had suffered the rumor in 2018 and there were many people faltering to join our company even worst they quitted because of lacking the confidence. Therefore, we have devoted to revamp our rookies training for strengthening our curriculum practically. As we all know that the competitive advantage of our brokerage platform is, we can help the customer choosing the full range of financial product no matter is the stock, mutual fund or insurance even the oversea property as well. Therefore, we maximize this focal point and assemble all business units of 2nd in charge to make a conference meeting for studying the possibility if we are forming cross functional group to provide the training by different business units but standardizing the training format by training department. I have delegated one of my training managers to take in charge to liaise with different business units. After 1 month later, I found that this project seems getting the consensus with most of department heads, and I also felt my subordinate was capable to take this responsibility holding the project by herself. Then I tried to raise this project to the board level for further discussion what is our next action and what I can my team contribute for this project. This was a one of good experience that we had made a “Bottom up” revolution successfully instead of “Top down” instruction by senior management. This act was not only aligned with company direction but also, this was the good chance I can cross check with my teammate of their competences and cooperative ability with others. Moreover, As I mentioned that we need to launch the MDRT program for helping our frontlines to connecting with the international standard next year. Since this project was confirmed by the management recently, my department can add the extra headcount for supporting it under my scope.

Secondly, taking care of sales staff is the pilot program. For 2nd half of 2019, we expect the above of cross department training program would gain the remarkable result. Therefore, we have planned to invite our business vendor such as fund house, insurance company and security brokerage firm to deploy their star trainer for joining our program to enrich the whole of the content. Eventually, this curriculum is not only suitable for sales person but also filling up the general staff of their knowledge enhancement.      

In the past, our company cannot launch the project efficiently especially the training program. I do not believe that we have no talent to hold the project. The main obstacle should be own a trigger point to integrate all the training materials reviewing it seriously. Now, there is a prime opportunity because of the company struggling moment. We need to envisage our problem and one of the key tasks should be congruence all layers including top management, middle office and junior staff. Moreover, we will integrate the corporate and frontline staff of culture should be the essential part for my department this year of delivery. For my team, there are some talents who energetic, creative and skillful in information technology. I hope to leverage their competence for enhancing our E-learning platform to becoming our funny communication during their learning path. Nowadays, this is technology generation, I believe the H3 of the competence can be classified as training delivery basis but how to combine the tech with the training will be next chapter and key successful element in future. (Yu, 2013)

· IV) Other factors

For the past decades, our company history was never mixing two types of people, frontline staff and corporate staff deeming as same category to provide the training together. Because they thought that these two group of people are totally different style and they should not put into same classroom for training. For me, I partially agree this concept because apparently sales and internal staff that their mindset of thinking process, skillset of knowledge and characteristic of personality are totally in different type. Usually, we should not hold the training session for them in the same occasion. However, we have experienced the company low tide last year. Senior management and I recognized that training is not limited the job of skillset training. It can be focused on motivational of mindset training for enlarging the congruence of area for opening all level of seniority teammates should be delivered the same cultural of value in the group. Then it will avoid the previous situation that frontline and corporate staff that they were no communication, no trust, and interaction each other in the company. That is why we had a power of conflict between the different group for protecting their benefit of entity to making the disturbance for last few years.  

Establishing the common platform can be through our E-learning platform to disseminate our common core value as usual. In frontline aspect, we are trying to develop the Virtual reality (VR) of selling cycle test for sales staff to attack them for using online practicing their selling skills anytime. For corporate staff, they are concerning how to sharpen their clerical job of competences. We upload different of video for enhancing their Microsoft office of computer skillset frequently and timely. Meanwhile, we embed some core of company value in the training platform. Also, the frontline and corporate staff can browse their different training each other. We set the competition to encourage them to do the online training alternatively. There is an online forum platform leaving them for exchanging their thought and idea. Eventually, we wish these two different of species can share more and know more their situation. Somehow, as I mentioned that this program can maximize my teammates hold and maintain an area which is in charge by their supervision. It can also uplift their self-esteem in the company. (Weltman, 2010)



















Conclusion

· Key findings

For this project, I have learned a valuable experience which I think these are the key successful factors for ensuring that I believe my company of culture can be changed and all staff training will be converged for rebuilding the brand together. As we all know that the dragon boat racing team has different members including H1 Heart, Helmsman, H2 Head, Drummer, and H3 Hand, Paddler. They play the different role, and all members are indispensable during the competition. It is alike our project that we aim at revamping the training program and the rationale behind is hoping the company can make the change especially the culture as well. 

Rule No.1: If we want to launch the program to tackle the controversial issues but you think this is the right thing and deserved to devote on it. Please acquire the senior management recognition to stand behind for and supporting your idea will make your half work with double results.     (Shen, 2008)

I believe everyone has their thought individually also a company has their own culture is reasonable. But problem is how to make all the staff toward the same company direction. We conclude use culture to centralize it will be best tool. H1 Heart seems like a helmsman, they motivate the team and lead the boat run in the same direction. As same as our management team kick off this act. It must set role model for all employees to follow. This motivation behavior will help to influence all other parties to pay attention for company’s movement by this chain reaction. All people may share our value by heart to heart now because they know this is the company new culture and direction.

Role No.2: Heart and Head are the key factor of designing an organization wide performance management in our project. To maximize the congruent area, we should get involve all middle management to join the program. 

H2 Head plays as a drummer role to observe all teammates are synchronizing in right pedal. If they are not pairing the pace with helmsman. Drummer adjusts the paddling rhythm again. One of our projects for the key successful element is using (RBV) resource-based view, we are carrying through all the department unit heads to particulate it and we organize the meeting for reviewing the task progress every week to ensure all the synthesis of resources and capabilities to create distinctive competence. (Arend, 2010)

Role No.3.: For the execution part, all subordinates should understand and align with the company’s core value. At this stage, Head and Hand are also closely communicating each other. Because we need to let all heads know that no matter how great the strategy but the workforce to have them implemented eventually. As the project lead, we have the responsibility to ensure all parties including our H3 Hand know our state of mind entirely. 

Each dragon boat team usually has a team of 20 paddlers, and it is occupied the largest number in the team. In the racing, if they do not understand the helmsman and the drummer of their target and direction initially. It is a really a dangerous thing not only the victory or defeat but also the self-security during the competition. Back to our real situation, our project is to make sure to launching it successfully. I must request all department heads help me to cascade the message is all directions were approved by the senior management already. They also need to know what the teammates play the role in the project and how it impacts to the whole of company. For example, I ensure all my training materials can be provided by each department for their support. I have given all the briefing for each participated department of the teammates in the early stage. Indeed, I stated what I want to gain their support and let them know how the project benefit them finally. Also, I have sent an appreciation email to all participants and copy all their department heads and my bosses such as CEO and president to let them know that all the company members are ready to help involving this company projects together.  






















· New insights

After this project, I have gained a lot of valuable experience working with different parties in my company. I believe that this training project can be success even some of revamping programs are still in the progress. This is a good chance for me for implementing some huge campaigns and now I am confident to take in charge of different programs later. Honestly, I will not be self-contented because of this lesson. To secure my project can run it out entirely and continuously. I tried to research and applied the renowned training evaluation model which is called Kirkpatrick model during the exercise. There are four levels of the model. It comprises four levels are Reaction, Learning, Behavior and Results. In fact, these four levels can be summarized as below: 
(Aryadoust, 2016).

Level 1: Reaction
We always want participants to feel our training is valuable

Level 2: Learning
We focus on measuring what our participants have and have not learned 

Level 3: Behavior 
We need to understand how well our participants apply the training

Level 4: Results 

We must analyze the results of the training  


As I understood that we must do the above action items after launched the training but this time I have set all levels of the KPI (Key performance indicator) by this research and collaborate with the following actions: 

Step 1: Brand awareness creates all staff’s interest and linkage up themselves closely
Marketing department will make a video to promote our rebranded of core company value and broadcast it in our different company floor. We will measure the viewer rate everyday by interviewing our staff.

Step 2: Education tests all people understanding our new direction
My team will provide the briefing for sales teams and internal departments for ensuring all staff understand our purpose of the culture change. To make sure their learning is effective and accurate. We have prepared the online quiz to secure all staff will be 100 % participation and the test score must be 100 marks as well. 

Step 3: Implement to change by the behavioral act in the video 
Internal corporate communication department will launch the program which is called “How to make your counterparts will be more convenient and easier when working with you?” We encourage all departments involve and make a video to express their views for showing how to work with your partners in future.
    
Step 4: Business result reflection 
Finally, we need to make a survey for consolidating all departments and measure their improvement of collaboration level and make the reports to monitor all sales teams of their performance after our training.

· Methodology

As I mentioned that we need to ensure our employees can be fully engaged the training and they should demonstrate what they have learned through the daily life. Even I have used the Kirkpatrick model for measuring my training program effectiveness. However, I know that all my tasks should have the rooms for improvement. Therefore, I have prepared the survey for interviewing some of the participants who are the pilot group in our training. Also, I have set the benchmark for my team to evaluate how of our new revamped training of the effectiveness and the influence power for creating the positive culture in our company. We expect all their feedbacks will be consolidated and we will do the focus group to envisage the employee’s request quarterly. The finalized report will also deliver to senior management for their review and I will establish the mechanism for both management and subordinate side for two ways communicating regularly. (Klein, 1971)
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Figure 4. Survey for All Staff

	Candidate Information
	
	
	
	
	
	

	Name: 
	
	
	
	
	
	

	Staff ID:
	
	
	
	
	
	

	Mobile:
	
	
	
	
	
	

	
	
	
	
	
	
	

	　
	Strongly disagree
	Disagree
	Somewhat disagree
	Somewhat agree
	Agree
	Strongly agree

	1. Course Content
	　
	　
	　
	　
	　
	　

	a) Effectively achieve the course objectives
	　
	　
	　
	　
	　
	　

	b) Systematic and well-organized
	　
	　
	　
	　
	　
	　

	c) Practical and helpful for work
	　
	　
	　
	　
	　
	　

	　
	　
	　
	　
	　
	　
	　

	2. Trainer Performance
	　
	　
	　
	　
	　
	　

	a) The trainer is well-prepared and familiar with the content
	　
	　
	　
	　
	　
	　

	b) The trainer explained the content clearly and students could understand it easily
	　
	　
	　
	　
	　
	　

	c) The trainer is objective, willing to listen to the participants and encourage interaction
	　
	　
	　
	　
	　
	　

	　
	　
	　
	　
	　
	　
	　

	3. Training content and notes are helpful for my learning
	　
	　
	　
	　
	　
	　

	　
	　
	　
	　
	　
	　
	　

	4. The training venue and the equipment are working well
	　
	　
	　
	　
	　
	　

	　
	　
	　
	　
	　
	　
	　

	5. Overall, the course is successful.
	　
	　
	　
	　
	　
	　

	　
	　
	　
	　
	　
	　
	　

	6. Regarding the whole training course, I have the following suggestion / appreciation / achievement:
	　
	　
	　
	　
	　
	　

	
	　
	　
	　
	　
	　
	　





















Figure 5. Benchmark for my team

	Category
	Details
	Standard

	Selling Skill for Frontline Sales
	Questioning, Objection handling, Closing 
	Evaluation method: 
By role-play 

Measurement: 
Number of successful case ratio

	Communication Skill for Corporate Staff   
	Proactiveness, Collaboration, Implementation    
	Evaluation method: 
By new project cooperation 

Measurement: 
Number of project delivery ratio

	Personal branding
	Multi-media – Facebook, Instagram, WeChat, WhatsApp
Networking – Join the different industrial association
	Build the personal profile positively 

	Professionalism and Personal development 
	Preparation for 
Awards: HKIB-OFMP, HKMA-DSA, LUAHK-BFPA
Professional Qualification: AFP, CFP, CFA, CFFL, PSA
Academic Qualification: Master/Doctoral degree 
	Beautify the personal profile proactively 

	Management evaluation
	Comment from sales leader or managerial staff
	Positive feedback 

	Peer evaluation
	Comment from teammate or stakeholder
	Positive feedback



            


In conclusion, if we implement the project or training in an unilateral way would not make it efficiently. Therefore, I found that there are 3 more ways to run it out smoothly. 

Firstly, we have held the communication meeting which is called “Mission update” for linking up frontlines and internal staff as a bridge bi-weekly basis. This is a good chance to update the projects progression from different entity respectively and convey team’s culture spirit together. Moreover, I have created the following training model for making both sales and internal sides can understand more about their tasks and what is the problems with each other. The consultants can have the chance to learn what the corporate staff’s daily work such as the operation flow or they concern with ethical conduct in back end office. However, internal staff may not understand why they are always rushing on pushing them the operation procedure quickly because consultants need to keep monitoring their business performance and recruitment result. This training can let them know themselves more each other. Eventually, the purpose is all staff can help to establish our company in the same vision and mission with the same core value in the same culture. (Bertlett, 2012)

Figure 6. New two-way communication model
[image: Image]

Secondly, once management team set up a project’s direction, each department can promote the project no longer using to send email traditionally. However, we can create the new behavioral mode in an electronic way to pressurize our staff forming the culture to read our company e-information corner frequently and timely. Training team will upload the useful information and latest company direction on this corner regularly. Then the new behavior mode can be formed by both sales staff and corporate staff simultaneously.  

Finally, communication is the essential part of the factors of success and failure in the project because if each entity does not communicate each other and they all have the “Silo” concept between the stakeholders. Each group only focuses on who can contribute the merit with any rewards eventually and count the effort everything. No matter how great of the project substantially, it will be spoiled if we cannot launch it in the end. Therefore, each Heart, Head and Hand, please reserve the time to contribute your team, department and company all the time and train up the “Can Do” mindset by yourself. (Kinjerski, 2006).

Combining two difference culture in one axis must be my target in year of delivery in 2019. Wish we can maximize our congruent area between “Heart, Head and Hand” through our revamped training in future.
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