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Abstract 
The luxury brand industry is one of the fastest-growing markets, with overall growing 

by 42 per cent since 2017(Handley, 2018) among the retail industries and yet it is very 

sensitive to service quality(Brands, 2019). In spite of being the most developed industry in 

different academic areas, study on how they effectively train staff when they first join the 

company is limited. This research will fill the gap with an in-depth interview with two market 

leader human resource department managers, by investigating the overview of how these two 

companies structure their training and some recommendation to help them improve their 

training measurement tools. 
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Literature review 

Different research and journal concluded on evaluate training result. Industry like 

nursing (Campbell & Mather, 2018), education (Edinger, 2017) and hotel industry on e-

learning (Mathai, 2017). All suggested that a better evaluation can increase the return on 

investment (ROI) in the training department. 

Kirkpatrick Model (Kirkpatrick, 1975) is the most-used training evaluation model in the 

world (Kirkpatrick, 2016). The model provides methods to increase the effectiveness of 

training, provides a comprehensive, simple and practical approach for use in different training 

situations. Kirkpatrick defined evaluation as determining the effectiveness of a training 

programme. The model divides the process into four levels. At first level, the satisfaction of 

the students with the training programme will be measured. At the second level, the learning 

outcomes of the learner in the training are evaluated. At the third level (transfer), learners’ 

behavioural changes are assessed, and at the last level (results), learners’ abilities and their 

performance, as well as the impact of their improvement on the workplace, are assessed 

(Durning & Hemmer, 2010; Kirkpatrick, 2006; Kirkpatrick & Kirkpatrick, 2006). 

For the luxury brand industry, (Attia, Jantan & Atteya, 2014) recommend sales training 

should have a justification for training.   
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Background of the companies 

This report analysis results obtained from two luxury brand company interviews about 

their internal training. Two companies have more than eight retails stores in Hong Kong and 

over a hundred shops worldwide.  

Table 1: Training Framework of Company A 

As table 1 showed company A has 4 levels of training which targeted different goals and 

objective. For Global group level, their training is mainly for executive level and the main 

content area management skills. For global brand level, the target group is the top salesman 

from different local areas and the primary purpose is to provide opportunities for exchanging 

culture knowledge. For example, a Hong Kong shop manager would be invited to share 

experience on how to handle China customers. In the local level, they target specify 

department staff to deliver product knowledge. In the shop level, they target all new 

employees and focusing on developing their selling skills. Each new team member will be 

required to take a 2 days knowledge base training on brand history, founder story and the 

development of product line. There will be an exam after the 2-day training. They will start 

job shadowing provided by shop for a month after they pass the exam in order to assist them 

serving a customer with the professional standard. 

Global group Global Brand Local Shop 

Frequency Yearly Quarterly Monthly Daily

Traget Executive Top sales By nomination All staff

Method Conference Exchange Workshop Job Shadowing

Content Mangement skill Culture knowledge Product knowledge Sale skills

Goal Effective 
management

Leverage resource. 
provide exposures 

for staff

Professional in 
different products 

area

Boost sales

Related to job 
promotion

No No No No
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Table 2: Training Framework of Company B 

According to table 2, company B has 3 levels of training. For the global level, as same 

as company A, they target executive-level staff yet the content is mainly about company news 

update. For the local level, the main training is generally for all local employees. They 

provide bi-weekly trend and social media skill workshops, which are helping them to be the 

Key Opinion Leader (KOL). The training usually schedules at 8:45 in the morning, after the 

workshop, the shop manager will hold a briefing session to all staff to receive the update. For 

the shop level, the target group is newcomers and the content is more about customer service 

and the shop daily operation route, for example, the cash machine and how to greet 

customers. They also provide job shadowing as skilling method but it only lasts for about one 

week. 

4

Global Hong Kong Shop 

Frequency Yearly Monthly Daily

Traget Executive By nomination All staff

Method Conference Workshop Job Shadowing 

Content Company News Update Product knowledge 
Fashion Trend 

Social Media skill

Customer handling 
Shop Logistics

Goal Keep all regional  
office update 

Keep staff  knowledge  
update

Day operation

Related to job promotion No No No
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Challenge  
With economic growth and technology development, there are varieties of challenges 

that the luxury brand industry is facing. Yet, training is how to equip their team member to 

take up the challenges. There are two specific areas in training, how to increase the 

willingness of attending training and the effective measurement of training outcomes would 

be two of the major concerns according to the in-depth interviews.  

Scope  
According to the interviews, how to increase employees’ willingness to attend training 

is one of the major issues for both company A and company B. It is because of the training 

content is not related to their income and the training schedule. The interviewee of company 

A point out that the reasons of their staff have not interested to attending training is they 

believe that the more they attend training the less time they could make sales which means 

their income will be affected. For company B, their training schedules are always in the 

morning and happened in their head office. The interviewee mentioned that some of the store 

locations are relatively remote and the training schedule is too early. Of which in some extent 

that influences the willingness to participate in training.  

Both companies found that it is difficult to effectively measure the training result. 

Company A and company B’s interviewees said there is no measuring method to evaluate the 

training outcome. For example, some training aims to deliver new product knowledge to local 

staff. One of the nominated staff from local shop attended the training and later shared the 

training content with the local shop manager and other shop employees. However, the human 

resource department can not ensure how many of the information was delivered by the 
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nominated staff and how other staff understand the knowledge. The poor delivery and 

incomplete information deliver would lead to problems of expansion.  

Both companies find it difficult to measure the result of training, on two reasons, by 

nature of the business, the performance of the employee is usually mainly based on their 

actual sales amount, so their standard apparel will not link training to the promotion of an 

employee. Another reason is they find it hard to relate staff performance during training and 

actual performance in the shop, as the shop manager didn’t have the knowledge and tools to 

provide such information to the training department. There are several examples that the new 

product information is not well delivered to shop.  
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Analysis 
According to the interviews, both training departments didn’t have overall planning on 

their company training. The approach they are using to conduct training is relatively direct. 

For example, when the new season’s product launch, training staff will arrange courses 

accordingly. With no long term planning, the result is hard to define. And also affect 

employee engagement and measure the result of each training topic. 

A full-scale training evaluation model is suggested to apply as both companies face the 

same challenge to measure the result of training.   

 Figure 1: Kirkpatrick model  

According to the Kirkpatrick Model shown in figure 1, it is suggested to evaluate all 4 

levels of training. For companies wants to provide an even more accurate measurement of the 

usefulness of the training course they have to start from level 1 to level 4. 

The evaluation method they are now using is limited to level 1, reaction. After each 

training courses, staff need to fill in a feedback form to comment on the training itself. No 

knowledge tested requested and no online channel to write their comment after the workshop 

when they are off-site. As there will be 6-8 training monthly, training department team 

member don’t have enough time to custom made forms for all training. The reason behind 
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why they do not have an online channel is they do not have enough resources to build. For 

company B, they had tried to use level 3 of the model. That invites staff to share learning 

with other team members during the morning meeting. Without exam or assessments after the 

training, the staff might find it hard to conclude what they have learned and share it with 

others. As level 2 of the model is missing.  

Without any focus group and interview with their supervisor, there are no effective tools 

for training departments to collect the effectiveness of individual training. As a result, the 

training department does not have enough statistic or feedback to develop plans for a 

different employee. And at the appeal stage, there is a small linkage between courses attended 

and the annual appeal, that will mislead the employee that training is not important in their 

work life.  
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Recommendation and limitation 

Employee training is the major element of every companies success (Hafeez & Akbar, 

2015). To develop an effective method to measure training, companies should extend their 

measurement tools with all 4 levels of Kirkpatrick Model, reaction, learning, behavioural 

change and organisational performance.  

Kirkpatrick model is the most recognised method of evaluating the effectiveness of 

training programs (Kirkpatrick, 2016). 

As shown in table 3, Level 1 of the model encourages the company to understand the 

reaction of an employee after training in various angles and methods. Companies should 

extend them after the lesson questionnaire. The questionnaire should have a training 

department to understand participants on how they feel and encourage them to take what they 

have learnt into action. Questions like how would they plan to apply the knowledge in their 

working environment should be included in the questionnaire.  

For the training department to quickly respond to feedback, the questionnaire should be 

in web format. Their manager can review the answers easily and follow the result. This will 

be a short terms improvement that can execute in 4-6 weeks. To speed up the process, online 

template questionnaire tools, for example, Google Form, should take into consideration. 

Training department can further improve the questionnaire by doing A|B test. The test can 

Level Action Time

4 Establish policy 3-5 years

3 Employee performance tracking 1 Year 

2 Knowledge Test 3-6 Months

1 Extend questionnaire angles 4-6 Weeks
Table 3: Recommendation overview
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help training department to improve their questionnaire. The quality of the questionnaire will 

be a limitation (Curado & Susana, 2014). Also, all students should fill in the questionnaire 

after the sessions (Phillips & Phillips, 2009). 

Level 2 of the model is to understand what employee learn in the training. First, the 

company need to set a sample group for the benchmark. After training, an employee should 

take a knowledge test. By comparing the sample group, the training department will 

understand what content employee learnt. For some soft skill training, different training 

methods should apply, like role-playing and real case sharing will help the employee to 

consolidate what they have learned in training. In the case of company B, notes and PPT 

should be sent to the employee, that can help when they need to present what they have leant 

in the training. The company can consider using third party online learning tools, like Moodle 

to send out the notes. For company A, after international training, the company should 

arrange an individual sharing session for them to share what they experienced. With the help 

of information technology, the company can set up a webinar for sharing sessions for staff in 

deferent location. This might take up to 6 months for different training team to draft the 

knowledge test and collect sample group. The limitation is some staff are not willing to join 

the courses because of the tests. 

Level 3 is about the behavioural change of the employee, companies should work with 

the shop manager. Together they should have a regular review on the individual employee 

and their improvement after different pieces of training. The review should involve a 360-

degree peer review, include their colleges. They can create a WhatApp group to discuss and 

monitor employee performance. During the 3-6 months behavioural change period, the shop 

manager should continue regular communication with the training department to give some 

further advice. This level will take up to 1 year before a suitable communication methods 
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fully development. Time is a variable to consider, with limited time, not all staff will be 

monitored for their behavioural change. 

Level 4 is organisational performance, management should design an overall training 

policy. That can help training department to allocate resources on training evaluation. To 

make good use of the feedback and statics collect in Level 1, 2 and 3 management should be 

able to form a performance chart on each shop. Base on the chart, the training department can 

design new courses. Courses meet the specific need of the employee will empower staff to 

learn more. With the help of A.I. company can focus on more specific training topic by 

analysis the collected data. For the annual appeal, the review department can set up a new 

question on how employee benefits from the training. The appeal result will motivate staff to 

attend more different lessons. A comprehensive policy might take up to 5 years to establish. 

In a fast-changing business, for a world-wide company to commit to starting a 5-year plan of 

training requires training department lots of convincing work to the shareholders. 

Summary 
This consultancy report provided an overview structure of two markets leading 

international luxury brand. The challenge they are facing is hard to encourage an employee to 

attend training and hard to evaluate the results. This report brings up some suggestion base on 

the Kirkpatrick model for short terms and long terms. With the help of information 

technology, companies should be able to motivate all stakeholder to tackle the challenge.  
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