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Abstract

Although companies around the world have made talesmnagement a top priority, most human resource
professionals and senior executives believe thgjarisations have not fully resolved the talent aggment
puzzle. The paper investigates if there are anycators that suggest that talent management iszalqu
Applying mainly review of academic and popularritire, the assessment is done under five headimysine
propositions are developed that suggest varioestahanagement perceptions, difficulties and appbaos. It is
found that albeit being differentiator between migations that succeed and those that do not, ttalen
management is saddled with uncertainties, lackasftg, and misunderstanding, hurdles that neebeteleared

to pave way for more effective talent programmesovercome these, organisations should avoid onmermm
blueprint to all talent situations, but develop eg@zhes that suit individual talent requirements.
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1. Introduction

Talent shortage is looming and this will impactverganisation without regard to industry, and tihés stems
from the fact that the skills set possessed byla@ai workers may not match the advanced, more ogkills
required by businesses (Buhler, 2008). Buhler (2008n advises that organisations should take Bpeci
initiatives now to better position themselves tcetrtbe challenges of the talent shortage. Busingait (2005)
also reveal that at the very least companies cart steating a culture as an employer of choice by
accommodating individual differences through flélifip, being proactive in approaching the talenbghge,
and continually identifying and offering developrhepportunities as talented individuals will moikely
gravitate towards those organisations that inwe#teir employees.

According to a research by the Human Capital Rraatif Deloitte (see Deloitte, 2005), the impendBapy
Boomer retirements, widening skills gap driven leglething educational standards and outdated arfteotve
approaches to talent management are combiningsdocg@roduce a ‘perfect storm’ that threatens tlubaj
business economy. Citing a survey involving 123 éXRcutives the research reveals that incoming wenkéh
inadequate skills (70%); Baby Boomer retirements4B and inability to retain key talent (51%) comdbito
pose the greatest threats to business performaiiedent management is however plagued with
misunderstandings, uncertainties and lack of glagtiggesting that the area is not grounded intisea@nd
therefore highlighting why it is seen by many expas a puzzle (Stahl et al., 2012). The paper isviestigate

if there are any elements that suggest that tatemagement is a puzzle. Using predominantly popaar
academic literature, the assessment is made umgerhadings including talent and talent management
definitions; the need for talent management; tret of talent management; talent management stestegid
processes, and talent management-diversity iniegradnd nine propositions developed that relatgaioous
perspectives on, expectations of, and approachagetat management.

2. Talent and Talent M anagement Definitions

Many authors/researchers such as Cappelli (2008)rid;l Craig & Light (2011); Caravan, Barbery & Roc
(2012) have written on talent management. Howewerdefinition of talent has been unclear (Barl@@06), if
not difficult. In this regard, as admitted by Rdisen & Abbey (2003), there is a fundamental laclclafity
about what is meant by talent. For instance, But@@08) admits that organisations cannot competeessfully
without talented people; but does not clarify whese talented people are. It is cited by Barlowd@Chat
some organisations do forced ranking of people iAtp‘B’ and ‘C’ as categories of talent but onthe few
rated ‘A’ grade are prioritised, while other orgsations tend to concentrate on all those in leaiferm®les or
who have the potential to be in such roles. Inrthist of talent definition uncertainties, Michaetsandfield-
Jones & Axelrod (2001) categorise talent as vakiatare and hard-to-imitate. They however findificult to
prescribe who talented employees are.
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Managers generally find it easier to say who thaiented employees are than to explain what thegnniey
talent. When managers were asked why someone a&gpeartheir talent list the commonest answer was th
they were good performers (Robertson & Abbey, 20B8)bably due to the difficulty in pinpointing whalent

is, many authors and managers attempt to desciilwetalented individuals are rather than what isrtal For
instance, Zingheim & Schuster (1999) compare taleskills and competencies; Paprock (2006) conpirie
skills, knowledge and capabilities; Fleming & Aspil(2008) compare talent to skills; while Ambro2Q3)
compares it to capabilities. Regardless of theaalifies, these descriptions offer some levels mdarstanding
when considered individually but could be confusimgen they are compared. For instance, Fleming an&d
Asplund (2008) distinguish between what is inngde(t) in individuals from what can be change&oguired
(knowledge, skills); while Gagné (2007) disting@shbetween natural abilities (gifts, potentialspnir
systematically developed skills (talent). Thesetimisions suggest that while Fleming & Asplund see
innate/natural abilities as talent as distinguisfiedh what could be acquired or developed (skiBagné sees
these differently — natural abilities are ratheftsgpotentials as distinguished from developedisKialent).
Paprock’s (2006) findings add to the confusion wis&ills, knowledge and talent are identified adedént
individual characteristics of people, the undeigdiion of which causes human resource developifhtiRD)
problems.

The differences and confusion are of worry to Ug2007) who wonders if organisations are able tantifle
their talented employees if they don’t know whad¢nais because, “being asked to identify talertetividuals
from within your team without a clear definition ekactly what it means to be ‘talented’ is the nugmal
equivalence of being asked to hit a hole-in-ond&evit knowing where the green is” (p.34).

Proposition 1:Indicators of talent are unclear and contradictory

Despite the confusions and lack of clarity abodtdators of talent, few definitions of talent ademtified. CIPD
(2006) define talent as a complex amalgam of engasyskills, knowledge, cognitive ability and pdteh
According to Fleming & Asplund (2008) when we talkout talent we mean those tendencies that exégi de
within us, these are the aspects of personalityebaviour most resistant to change. They concloaethis is a
much more precise meaning of the word ‘talent’ tligrgenerally meant in common parlance where one’s
natural abilities and traits are considered togettith acquired skills, experience and attitudagp@rting with
an example, they explain that if a role is a gabthfent-wise, then any deficits in performance bkely results

of lack of skills, knowledge, or experience, allvaiich can be changed with relative ease. On therdtand, if

a role is poor fit, then deficits in performanceyntge difficult to overcome. This implies that knaabe, skills
and experience (acquired) are just used to pddigmt (innate, natural abilities) to perform bublutedge, skills
and experience will not mean much without talertisTdefinition of talent adds another dimensiortai@nt
management thus; talents are born but not madenfTa natural and polished for improved perforneabat
cannot be created.

Deloitte (2005) defines talent from ‘critical’ paiof view. Deloitte define critical talent as thedividuals and
groups who drive a disproportionate share of theinpany’s business performance and generate gitbater
average value for customers and shareholdersic@8riialent’ goes beyond performance as criticiriadoes
not necessarily refer to high performers but regmesthose individuals who possess highly develggéls and
deep knowledge of not only the work itself but hmamake things happen within the organisation. Ghieis
achieved, attraction and retention largely take cdthemselves.

These reveal the lack of clarity and uncertaintgualihe definition of talent. Thus, CIPD’s (200&fidition is

in a way refuted by Flaming & Asplund (2008) asamplete because skills, knowledge and potentigds ar
required to polish talent which is rather natutziliges. On the other hand, though Deloitte (2086pport skills
and knowledge they cannot be used to define talemhey are just the means to achievement of high
organisational performance, which talents do. Téndions and descriptions of talent identifiedpapr to be
confusing and lack commonality. Thus, while Delo{P005) consider talent from the perspective oétvthe
person can do, CIPD (2006) and Fleming & Asplur@d@ consider it from perspective of what the persas
which is subject to further distinction; what onashto be a talent as against what one has as asnoéan
becoming a talent.
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Proposition 2:Talent definition is saddled with uncertainties and lack of clarity

As with ‘talent’, the term talent management ha® ddeen admitted by many authors as difficult tinde CIPD
(2006) admits that in the Institute’s 2006 learnamgd development survey, only 20% of respondents éha
formal definition of talent management although 5a%respondents said they undertake talent manageme
activities. Even with the 20% there is generalliaek of consistency in defining talent managem@aiis is
supported by Hughes & Rog (2008) that despite Whygufarity in recent years, a precise definitiontalent
management remains somewhat elusive. Lewis & Haok{®@06) raise significant concern about both #uk |

of common definition and the lack of evidence upd®ring its practice. Taylor (2008) is not surpdsa the
lack of definition and believes that this justifit®e common problems associated with talent managem
Identifying, nurturing and growing the talent yoavie as critical part of talent management, howtaémt be
effectively managed if it is difficult to define \ahshould be identified, nurtured and grown?

Lewis & Hackman (2006) identify three primary pgrtiens of talent management which they describe as
disturbing lack of clarity. The first perception is that talent managemembisiprised of a collection of typical
human resource department practices such as maentit career development, and succession management
This is criticised as superfluous or a little mtran the rebranding of human resource managem@&WjHThe
second perception is that talent management foousgwedicting or modelling the role of human rases
throughout the organisation based on such facteraiakforce skills, supply and demand, and growtd a
attrition. This perception sees talent managemeneror less synonymous with human resource or workf
planning.

The third perception focuses on resourcing, dewetpand rewarding employee talent. Lewis & Hackman
(2006) consider this observation as the most prostie, given the contradictory positions that arespnted i.e.

the focus on a select few versus all employeesnRieir findings, Lewis & Hackman (2006) concludeitt
“talent management is not well grounded in reseamnch distinct from traditional HR practices or ddines,

and is supported mainly by anecdote” (p.143). HegkeRog (2008) add to the lack of clarity of talent
management definition that many of the policies prattices underlying talent management are synoogm
with the various components of HRM (e.g. recruitteselection, compensation, performance management,
development, succession planning). This makedfitdit to distinguish talent management from HRM.

Leisy & Pyron (2009), on their part, define talananagement as managing human capital, an intangible
resource comprised of people’s knowledge, skilld experience, which Morton (2005) believes is rifiecent

from HRM. To depart from the rebranding of HRM tefide talent management therefore, Morton (2005)
describes talent management as a multi-facetedepoticat has been championed by HR practitionerdled

by the war for talent and built on the foundatiafistrategic HRM. Even with Morton’s definition efmgsis is

on whose responsibility it is to manage talent; thevers of talent management; and the role ofntale
management in organisations without actually remgalvhat talent management is. All these paintpgioture

that the definitions lack commonality, thereforelfing the definition battle.

Proposition 3:Thereis a struggle for a common talent management definition

3. TheNeed for Talent M anagement

Considering the lack of certainty about talent salént management, is there any need for the pmogein
organisations? Despite the uncertainty, lack ofitglaand misunderstanding, many studies supporntal
management programmes in organisations. For insta@iearan (2010) writes that in the fast-changiludpa
marketplace, where familiar competitive advantagigsh as market shares, brands and patents araciysit
risk, talent is the differentiator between compartieat succeed and those that do not. Accordingry “if
businesses manage their finances as loosely asrthagge their talent development, most would gdiogat”
(Charan, 2010: 24). Charan implies that busineskesot attach the needed seriousness to theirttalen
management as they do to their finances and/or agpects of business that they believe give themmpetitive
advantage. However, developing people’s talentIshioel seen as the whole of a company since prodwetall
time-perishable but the only thing that stays & dlevelopment of skills and capabilities in ourgleqCharan,
2010). Therefore, as revealed by Ashton & Mortd@05), getting the right people in pivotal rolegta right
time should be nothing new to HR professionals,darte differently, talent management can creatg-term
organisational success and this is very importagteating talent mindset in organisations. Capg2i08)
affirms that talent management exists to supperbtiganisation’s overall objectives.
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Which area of human resources risk has the greiatesict on your organisation? And in your judgmevttjch
area of HR risk is most likely to occur at your amgsation? These were two questions asked more1tb@n
global executives from Fortune 1000 companies cssedin Earnest & Young's 2000 Global HR Risk Surve
In response to both questions and in both casesigk area cited most often with substantial nreggias talent
management (see Leisy & Pyron, 2009). What theeefoe the forces that bring talent management éo th
forefront of today’s HR risk concern focus? Somehefse forces cited by authors and researchergli@egeing
workforce and globalisation. Ageing workforce ragsi organisations to simultaneously manage oldekevs
while attracting Generation Y talent as the babgrbaeneration is entering retirement (Leisy & Pyr2d09).
Highlighting the contribution of aging workforcen@ their increasing retirements) to talent short&jémico
(2008) reveals that unless this mass exodus is geangroperly and companies find the right young
replacements, there is the risk of a massive ldssolbective skills and experience. This is empbkadi by
Cappelli (2008) that ageing population and inadegsupply of young talents have created a suppty ga
(between required and available talents) in mabgua markets. Globalisation is making ‘talentediiinduals

no longer limited to marketing their skills withione country or region, but they can sell themselees
organisations across the world. In view of thestoi@ contributing to a significant shift, expenterry over the
likelihood of intense global competition for taler&nd therefore generate attention over how tadergcruited,
retained, developed and managed (Cappelli, 2008). .

However, Uren (2007) intimates that it is not talshortage that prompts talent management in asgtans
and requires greater attention, but of prime imgrme is a business process that is not dependemtyoexternal
factors. It is explained that:

The logic behind talent management is straightfodweéBusinesses are run by people.
Processes, technology and capital are importantt Bipeople who make the decisions. It's
people who create value by using these corporatetsaso create products and services that
people want. This must mean that the better th@lpean organisation has, the better it will
perform. This is the rationale behind talent managya — attract, develop and utilise the best
brains to get superior business results.

(Uren, 2007: 32)

Nyambegera (2002) is of the same view and states ghrformance is seen to depend more on effective
utilisation of human capital rather than on physicapital. This is because technological and othaterial
resources, in spite of their importance, are geedrhy the industrious and creative efforts of peoand it is
their ingenuity that ensures that these resourcesetiectively deployed. Thus, without the exterfedtors
looming, organisations should still strive for effige management of their employees. Hills (2008)dves that
effective talent management process helps peoptleinvan organisation cross-skills so that therewvell-
equipped pool of suitably experienced talent fderinal recruitment. The main idea of talent manag@m
therefore is the focus on ensuring the organisaidature-proofed — to have the right skills imag to be able

to grow and perform in the future that is incregiirunpredictable, but not to wait for future clealjes before
attempting to mitigate them through talent programamAs opposed to buying-in talent, managing your
organisation’s talent means there will be no nedéarn how to do things in the organisation —eadtthey can
focus on what they need to do to be successfiigin tole.

Farndale, Scullion & Sparrow (2010) also deparnirthe external factors. It is explained that theremt
economic climate makes it less feasible to talkualar for talent (among organisations). For examtiere is
unemployment in the Far East (including China); anfiast Asia (including India). Especially in Afd, and as
termed by Farazmand (2000), there is productiodaafe industrial ‘reserve armies’ due to foreigmedt
investments (FDIs) and redundancy exercises wihilt@nt unemployment. Therefore the world is gréglua
being filled by employable people. However, as olee by Farndale, Scullion & Sparrow (2010), moeepe
on the labour market does not guarantee emplohersi¢eded talent. So, although the war for talem¢ no
more be appropriate talent jargon, there is séithend for talent in practice (Lane & Pollner, 20@8jich puts
burden on organisations to develop in-company. Budp the internal factor perspective, Stahl et(2012)
criticise the external factors. They believe evéttthe changing demographics tighter labour maikebssible
to be compensated for through productivity increasbich are achieved through internal talent carsitions.
Also, the ageing population and effect on talemipby seems to be just projections and not sometinapgcting
on talent management today. For instance, it ieaked that by 2025 those aged 15 — 65 is projeoctéall by
7% in Germany; by 9% in Italy; and by 14% in Jag&tahl et al., 2012). Dr. Jacquelyn Robinson, comitgu
workforce development specialist (see Robinson,12Gums it up that organisations need to provide th
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specialised, job-specific training necessary foplaiyees to cope with the company or industry, dad # take
up challenging positions.

Proposition 4: There is the need for talent management in organisations but there is war over external versus
internal factors as key drivers

4. The Root of Talent M anagement

It is identified that the need to develop and manadent is because organisations face skills idefes. What
are these deficiencies? Defining ‘skills’ as a comabon of abilities and capabilities developedaasesult of
training and experience, Werner & DeSimone (200&5cdbe deficiencies that initiate talent managenasn
skills gap; a situation where those entering thekfeoce are unable to meet current job requireméltiss, they
fall short of skills required to perform in thewles. Werner & DeSimone (2006) give an example blefitveen
25% and 40% of hourly paid employees in the USAkakBkills gap. This is more of individual skiltgap. An
example of organisational skills gap was describgdMichael Mussallem, CEO and Chairman of Edward
Lifesciences, a heart valve company based in th& &Squoted below.

We are evolving into a company that is going tov&lrmore innovation and apply more

technology to unmet patient needs. And that is ggéinrequire us to do more clinical studies
than in the past to be able to demonstrate theevaiwur products. So as we increase the
importance of clinical studies, we see that we tlbave a strong enough clinical research
function. We need more and better talent in thagaso we have made that a strategic
priority.

(Bingham & Galagan, 2007: 33)

Skills gap therefore is the difference betweenlskiéquired and (lower) skills available. The skitequired
usually go with what the organisation or individwednts to achieve. The difference between thesskifleded
on the job and those possessed by applicants ggeaft concern to human resource managers and bssine
owners looking to hire competent employees. Whifpleyers would prefer to hire people who are trdined
ready to go to work, finding such people does mbtesthe skills gap problem entirely. Bloom et @&004)
emphasise the root of talent management as shidlenge, which they note to include skills gapillsk
shortage, and latent skills shortage. They expskilis gap as referring to skills deficiencies ahmoyees,
internal to a firm, hence working within the worlpk. Skills shortage is defined as a shortageitatdy skilled
people available in the labour market. While skijp refers to skills people need to be able tfopar skills
shortage refers to the people who require thedis.skhe most significant problem associated witills is
caused by latent skills shortage, which is skiltalenge that goes unrecognised because the oatjanis
concerned has adapted to cope without these negeskils (and potentially trapped itself in low ik&
equilibrium). This is similar to the outcome of @h& Cooper’s (2006) study that much research ungogehe
skills gap however concentrates mainly on genekiitsswithout much consideration for latent skisortage.
Talent however should be quality talent (Q-Talemidhin any organisation as this has always beenkthe
competitive differentiator (Stringer & Rueff, 2008hd puts companies on competitive edge (Chan &€go
2006).

There are varied skills some of which are subsétstlters. While Werner & DeSemone (2006) emphasises
skills gap as the basis for talent management nieealganisations, Bloom et al. (2004) considasitsubset of
skills challenge and less important skills consatien for talent management programmes. Out oftlinee
skills types mentioned by Bloom et al. (2004) imthg Werner and DeSemone’s (2006) skills gap, tadkitis
shortage is the most significant. Surprisingly, Weerand DeSemone admit that these skills go unresed
without identifying what these skills are. SimilgriChan & Cooper (2006) emphasise the importandateht
skills shortage without identifying what they a@han and Cooper paint more uncertain picture whewy t
discover skills gap as the parent skills which mighlude generic skills and latent skills shortage

Proposition 5: The root of talent management is skills deficiency but the type of skills to be developed is
uncertain

5. Talent Management Strategies and Processes

In their research on talent management the CIPD&R&sk who should be the focus of talent managemen
process. Should development be focused solely oslisnsubgroup of future leaders, or on those lokepaf
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progressing through a number of levels on the asgéinnal ladder? The question relates to the sik@umodel
of talent management (Delbridge, Gratton & John2®®6) which is characterised by a concentratiothose
one or two segments (or talent pool) of the workdowho are either at the top or identified as hgtime
potential to get to the top by exhibiting high lsvef potential or performance. When this is chosga mode of
managing talent there should be clarity about whakes an ‘exceptional employee’. There is however
different mode of talent management, a more ‘irfekisapproach as opposed to the exclusive approBicé.
inclusive approach which is described by Warred@@s “a competitive necessity” (p.25) recogntbas there
are various key positions to fill in any organisatias well as a future pipeline of the appropr&kils required
to fill these positions, whatever the level. In thest of the struggle over where the focus sho@dtbere have
been a range of conceptualisations. Most of theseaptualisations of talent fall into one of thédwing four
perspectives (lles et al., 2010).

5.1. Exclusive-people perspective

This is about key people with high potentials angderformance. This perspective does not take actmunt
positions or titles but a few talented individualko are viewed as having outstanding competenceahititly

and are therefore able to enhance the company’peiitive advantage. This talent management perispetas
it that not everyone in the company can be coneities talent because of differences in such cleistats as
performance, competence, potential that distingtakinted from other employees. A striking featueee is the
segmentation of the workforce into talents in whitie company invests scarce resources.

5.2. Exclusive-position perspective

This perspective focuses on the identification keéy’ positions in the organisation, usually referr® ‘A
positions’ — only the ‘right’ staff occupying thepesitions are deemed talents. As revealed by ktl)&atty &
Becker (2005) these ‘A positions’ do not necesgdollow hierarchical titles or positions difficutb fill but
positions that are of strategic importance andrapra wide variation in work quality.

5.3. Inclusive-peopl e perspective

Contrary to the first two that focus on a few (pleopr positions), this perspective is formed onpghemise that
everyone in the organisation has talent as thelyaalé roles to play to contribute to organisaticnaicess. The
belief is that every employee has the abilities] entherefore required to be given the chanceetmahstrate
and use such abilities in the workplace. Learning a@evelopmental opportunities are to be givenlto a
employees to fulfil their potentials.

5.4. Social capital perspective

The first three perspectives explained above cdratenon individual talent and ignoring the (comple
organisational structures within which individualerk. Those who hold the social capital perspecingtie that
the three perspectives downplay the social andnisgtonal structures such as teams, roles, nefvenlkure
and leadership. The perspective therefore draeatain of talent management experts to socialtahpi

These four perspectives show how organisationggieuo choose an approach, or how experts finficdify
recommending what should be the focus of talentagament programmes. This indecision should be aywor
because if organisations and experts can identiéy rteed for talent management but fail to decidehen
direction where resources should be channellectihiege the purpose of the talent process, themwés chot
worth initiating because resources could be waatebthe purpose defeated.

Proposition 6: Focus of talent management programmes has been varied and undecided

Despite the varied perspectives, it is believedl tia exclusive person option is the most apprépiaa selecting
a few potentials and developing them to drive tigapisation is the essence of talent managemerth(Q2007);
other than that it just becomes synonymous with HRMwever, the task of evaluating employees foirthe
skills development is riddled with dilemmas and &wedecisions that can never be fully reflected irational
business process. This dilemma arises from the toegifferentiate employees in terms of their parfance and
other characteristics in order to make investmestisions; versus the need to treat employees gqtall
promote solidarity. Similarly, lles, Preece & Ch{2010) recognise that the downside of selectigd lpiotential
employees for accelerated development and caréeigtnat the non-selected may feel that theyles® valued
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and have less access to development opporturit@sd (2009) identifies two dilemmas in talent ngeraent
which compliment views expressed by Uren (2007) l&eglet al. (2010).

The first dilemma is how to achieve a balance betwie motivational impact of letting people kndwattthey
have been identified as having the potential antsicered for the talent programme versus the dewatainal
impact when they are not selected. Due to thiscdiffy in running the people side of talent managaetm- the
emotive decision on the part of managers and thealrdmmping news for employees not identified fbe t
exercise — Uren (2007) asks if individuals ideatififor the exercise should be informed. Perhapsnitet hotly
debated of all the questions that arise when dagjgand implementing talent management programidesn
(2007) believes that the answer to this questigredds on what the organisation believes in. If garaknow
that employees believe in their potentials androake decision about their career and their devedopwithin
the organisation, then they could be informed. Hewgif the organisation thinks that by being tzarent with
individuals about their perceived potentials wilflate the expectations of one segment of the veodef, and/or
crash the hopes of another, then there is costdo ib opening up. Organisations need to choosend®f the
spectrum — to be or not to be transparent becaukskem (2007) advises, there is no such thing asgbigtle bit
transparent.

The second dilemma is mostly applicable during ssiom or redundancies when organisations have i@ ma
decision between the promise of people being ocemtgst assets versus wide-scale redundancies bguansle
have become a luxury the company cannot affords Tiiemma could be resolved by an effective talent
management system with robust data to enable tenimation put in place effective workable procedse the
identification of potentials.

Proposition 7: Management face dilemma about how to manage communication to the selected and non-
selected for talent programmes.

Whose responsibility it is to manage talent? In thew of McCauley & Wakefield (2006) the prime
responsibility is on HR department to build theniework and provide the tools, systems and resousaes
every manager, no matter the level, plays a rolstiengthening the company’s overall talent. Cjami the
‘responsibility list’, Kamoche (2006) states th&he idea of tapping into and managing the knowtedgat
resides in people should be a key responsibility HRR managers as well as line managers and cogporat
executives” (p.27).

Leisy & Pyron (2009) add that the commitment ofisemanagement is especially important as is osgiun-
wide communication throughout all segments of tateanagement. This supports Charan’s (2010) pasitiat
the starting point should be with top managemeanthim, top management should see talent as a cdinpet
differentiator and make a commitment to devote tand energy to developing talent. In this regahdich &
Smallwood (2011) caution that leadership mattersentban leaders; implying that not just leaders ‘daing
leaders’ who accept that they should improve ttadént efforts and that they must invest in talents

Ulrich & Smallwood (2011) advise that leaders n&ednprove and develop themselves. They shouldimoat
to innovate their leadership brand because it es#stheir business brand (Charan, 2010) and atduemntheir
potentials to learn and grow continuously as wehis highlights Antwi's (2008) account that effesti
leadership creates climate where people’s worttetermined by their willingness to learn new knalge and
skills and grasp new responsibilities, thus cordirsly re-inventing their jobs. As observed by Kahm¢2006),
it is now widely held that human resources contgbto organisational performance, and this will uieg
effective leadership and managerial competenciesitiin the application of human knowledge (Antwip8pD
but senior management seldom commit to the tatetidtive.

Leadership involvement in talent management is ewere critical in relationship to retention of talewhich
Lewis & Hackman (2006) advocate should be a styategustify investments in the talent process. |@ip
(2008) warns that retention should be well maneayadl should be one of the pivots of the talent mememt
process because, as he puts it, a deep bencleof kals become expensive inventory these daysentiory that
can walk through the door, and senior managersiégmmi allow this to happen. For instance, amgeirtive for
retention should have clearly defined objectivekijclv should be aligned with the overall companytsigy,
responsibility of top management. In his work fostance, Goss (2010) found that while managemehkeda
career development and organisational culture &6 &3d 39% respectively as motivational factors, leyges
ranked them 23% and 4% respectively (-36, -35 difiees). Also, while management ranked base payodnd
security as 19% and 10% respectively, employee&erhrthem 40% and 38% respectively (+21, +28
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differences). Believing that such poorly managedmnion approach may defeat its purpose, Goss 301 it
important that management should be well-informédua the talent process and adopt an approach that
incorporates employee views and expectations ftentathat fits well into, and are committed to the
organisation.

However, leaders or senior management identifiedhaging the greatest responsibilities to see talent
management succeed rather thwart talent efforthain organisations. Firstly, the skills that heldeaders to
become successful at one level may impair theiitald excel to the next level (Ulrich & Smallwop@011).

For instance, a great contributor in technical sueh as designer may entertain the fear that de&hnot be a
good CEO who will need the skills and experiencgafforming people management role; shape theduttir
the organisation, among others. This fear makedehsésenior managers not moving up to ensure foge df

the talent pipeline. Secondly and more significgrébme leaders worry about succession (whicheissisence

of talent development) that talented subordinatasldc outshine them and take their place. So whylsho
leaders be committed to a programme that is likelgause them their seats?

Proposition 8: Fear of losing their positions to talented subordinates make senior managers less interested in
the talent process

6. Talent Management-Diversity Integration

Good people management needs to embrace diversitgube making the most of everyone’s contribution i
organisation is not just a common sense but aksb tai organisational success (CIPD, 2010a). Thisoborates
the view of Gibb (2011) that diversity in talent mgement is about managing status shift, thusdiupeople
who might have been previously overlooked and meging from historically 'out-group’ to ‘in-grouph the
talent process. The business case for diversiy isnportant acknowledgement that it is no longeitimate or
profitable to exclude or marginalise women, phylsjoehallenged, racial and ethnic minorities andestidentity
groups from the workplace. This means businesseseguired to ensure inclusion and non-discrimamatf
various identity groups (Kalonaityte, 2010) in taéent process.

However, war for talent means organisations haveotmpete to find and keep the few talents withienth
implying that talent resides within certain indives and only they are worth concentrating on (8l&s
Maxwell, 2012). Exploring a balance between thdusion and exclusion polarisation, Ng & Burke (2D05
believe that it may be that not everyone shouldcobesidered ‘talent’ but everyone should have thmesa
opportunity to be considered for inclusion. By amswg that talent is nurtured but not as result afure,
everyone should be from equal base point. Thentanbiexperience, skills etc. determine whether exome is
included in the talent pool at any given time.

Touching on the difficulty in achieving talent maeanent-diversity integration, CIPD (2010b) revéwlttthere
are numerous ways that organisations understargpmoach talent management and diversity indivigiuezg
concepts, let alone how they are integrated. Fetante, in their study they reveal that three diffe
organisations — Credit Suisse, British Telecom #ra London Organising Committee of the 2012 Olympic
Games — had different approaches to diversity acidsion (CIPD, 2010b).

Apart from difficulty of managing diversity and ilusion in the talent management process, CIPD @pi0
their study also identified many barriers to effeslly integrating talent management and diversitye current
talent situation suggests that though businessesnareasingly realising the need and benefitsieérdity in
talent management, they are either unsure how pdeimment this, or unwilling to implement it. The digity
initiative can therefore be likened to “a situatiohdiscovering the many tributary streams to gdarody of
water but being uncertain about the very natuthefiarger body of water” (Kalonaityte, 2010: 47).

7. Conclusion

The review and the various propositions reveal talent management is yet to grow and mature arsl thi
explains why some researchers, HR professionalsanidr managers see talent management as a puikge.
paper concludes that the puzzle emanates from #m®us uncertainties, lack of clarity and confusion
surrounding the various aspects of the subjectchviaire hurdles that need to be cleared for effedtent
management programmes. Albeit all these difficati¢alent management is believed to be the main
differentiator between organisations that succeetithose that do not. These suggest that senicageament of
organisations that implement talent programmes lshba more proactive in their approaches to thental
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process; while talent researchers have the burtlendertaking rigorous empirical studies as a whyeiting
the reasons for, and solutions to these hurdles.

The author believes that most of the confusiongertainties and lack of clarities result from tlaetf that
experts and organisations attempt to settle omidiefis; approaches; procedures — a universalftiegtproach.
This could always create difficulties until it isalised that no one blueprint can be applied torgianisational
contexts because organisations have varied taguoirements. As resourcing needs, as well as hetbeneet
these needs vary, talent management will contimube plagued with battle for commonality, if attemp
continue to be made to apply universal approachvery organisation. Therefore, organisations shoatker
understand the context within which their talennagement process fits into organisation’s taleetlse

As the hurdles develop because of managers andtexatempts of hunting for universal best-fit apgch, the
paper advises that management should identify tigjanisation’s talent needs and decide on thdsskail
develop; approaches to adopt; returns on talergsiments that suit the organisation’s context. Redgeing
globally accepted, talent management would not vibdttempt to develop one blueprint for all orgeations
and industries.
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