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Abstract
The purpose of 1B study was to investigate the Talent Management statusT alect
Management practise of selected Human éRource professionals in middléo largesized
manufacturing multinational companies in China. The following research questtsaaddressed
in this study:

1. What i s the <current status o-fto l&rJesideck n t
manufacturing muinationral companiesin which the selected humanesource
professionals are working for?

2. How do these selected human resource professionals manage talent for thesetoniddle
largesized manufacturing multinational companies in China?

This study adopted a multiptease study desigitduman Resource professionals froouif

middle- to largesized multinationatompaniesvere €lected and studied by the researcher
Based on the study, the researdound thathe human resource gessiaals did not have a
cleardefinition of Talent ManagementThis did not prevent thenfrom linking Talent Management
with their or gani z é&nowiewem sldmanbressurcgprefessionats twera the g y
leades, ownes, and designer of Talent Manageent policy, process and progrann their
organizatios. They also provided consultati and professional advide company leaders on
Talent Managemesrelated problems.

The humang sour ce pr of e atiracingalevel@ing pnd eetaiing talemtdid
not differ much frompractices in other developed regionsThe human resource professionals
believed theguidelines and criteri® e.g, talert definition and job evaluatigretcd cascaded down

from their headquartersould help ensure fairness, alignmentdefiningand assessg of talent in



their organization However,they also believd that modificationof global Talent Management
practices was requiredd meet specific needls the China talent rarket.

Findings showd that lhe areas that needed more attenti@ne the competency model and
its application in Talent Manageent and measurinbglent Management outcorse

This stuidy was among one of the firattempts to investigate how middl® largesized
Chinese manufacturingnultinational compai e s regard i T a The rfibdingdla n a g
provided an overview of Talent Management practices in middldargesized manufacturing
multinational companiesiChina. This research contributed to the literat@reTalent Management
practices in Ching which has beendentified as a much undeesearched aaelt also contributed to
efforts tobuild a foundation for future research tinis field. The practices identified in the study

could provide a benchmark for other types of Chinese entepimsmanaging their talent.
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Chapter One

Introduction

In 1998,a groupof McKinseyconsultantsc oi ned t he dlee mtpiedicied d f or
there would be a war for talertnd it would onlyintensifywhen the world entedthe 21% century.
In their publicationthey also claimed th&alent was worth fightingor and companies should make
Talent Management a burning priority (Chambers, Foulon, Handfielths, Hankin & Michaels,
1998). Since then, Talent Management has badyzzword used fanore thamla dec ad e . )
the right people in the right pl aces doing t
professionals in multinational companies for a long tifedent Managenrtd practices have been
developed and adapted throughout the years in response to many changes in the workplace. Thes:
changesnclude globalization and outsourcing, to name just of few (Frank & Taylor,)2004

After the ravagesfahe 20082009 global finacial crisis, most multinational organizations
now find themselves facing a more complex and dynamic enviroBngeitt wo s pewitth wor
weak growth in developed countries and rapid growth in developmmtries Volatility and
uncertainty have becomesetimew norm (BCG, 2012, 8). Multinational companiebave to manage
a large, more educated but highly diverse global workfaitee seemingly talent surplus versus
greater competition for talent worldwide (Tarique & Schuler, 2018)McKinsey surveyof 63
executives at companias Chinarevealedthat 44% ofthe executives believed that insufficient
talent was the biggest barrier to their global expandiane & Poliney 2008)

Though Talent Management has attracted increasing attention from acadandc
practitioners in recent yeargaps and omissionsemainfor theoretical and empirical development

(lles, Chuai & Preece, 2010, p79. Talent Management is nat welldefined area of practice



supported byextensive reseah and a core set gifrinciples (Lewis & Heckman, 2006, [A39).
Research in Talent Management has been lagging behind business in offering vision and leadership
in the field (Ariss, Cascio & Paauwe, 2014, 17.3). Tarique and Schuler, after their texsive
literature reviewon global talenthanagemensuggested that global talent management research can
be a b rditdmgferring knewledge from academics to HR professiofeeld viceversa).

The research in Talent Management h o we v er , i's Al n pmeamteanckisaney st
multi-disciplinary field of enquiry that draws orangeof academi ¢ and ,angdpl i e
more research is requirexh essentially every aspect ofoBal Talent ManagememiTarique &
Schuler,2010, p.131).

SinceChinainitiatedanfi o p e n d o o thélatepl®7DsClting hais @enjoyed nearly three
decades of economic growth. Dramatic charfggge happened in this countdyrapid economic
development, drastimdustry structure change,dden increase of knowledge bagest to name a
few (Li, EasterbySmith, & Lyles, 2008). Multinational companies in China are facing a dynamic
talentmarket The majority of Chiné surrentworkforcewasborn betweerthe late 190s andthe
1980s. This generation isnjoying greater social and economic advantages than previous
generatioB. They like to have a managerial title on their business card. The manager group is much
younger and less experienced than its counterpart iela®d countries (Hay, 2007)Career
development opmtunities arehighly valued by pofessionalemployes (IBM Global Business
Service, 2008, B0). Meanwhile, loyalty among Ghese employee® their employes is declining
(DDI, 2007).

The hugetalent demand and supply gap in Chisanot eased by tHargenumber of young
graduates enteringhe workforce every year due to the mismatch between new graduates

capabilities andhe talent needsn the market(Nankervis, 2013) With wages in China increasing



significantly in recent yearshere has beenoncernaboutrising labor coscoulder ode Chi n
laborcostcompetitiveadvantageespecially inthe manufacturing segmenihe looming shortage of
managerial and technical talent ahe fierce competition irthe talent marketavefueled growing
interestin andthe significance of managing talefdar multinational companies in China (lles, Chuai

& Preece, 2010, 1.83).

A search btheacademic literaturen Talent Management practeen China multinational
companies yielded limited findingdles, ChuaiandPreecg2010)found that Talent Management is
an undeiresearched area in ChinaBased on the initial researchattemptsto explore Talent
Management in multinational companies in Chibe researchersfound that multinational
companies (MNCs)were interested in identifying, developingnd retaining their talented
employes in Chinabut did not dasoin astructured manner.

Multinational companies had the flexibility to introduce teky unchanged human
resource management practideom their home country to their Chinese subsidiaries (Hartman,
Feisel & Scholber, 2010).The MNCs in China adopted different Talent Management rsodel
(Talent Managementery similar tohuman resource amagement, Talent Management integrated
with human resource management, Talent Management as organizationally focused competency
development) which impaetithe focus of Talent Management practisedifferent companies @i,

Chuai & Preece, 2010).All researchers suggested that more acadeesiearch waseeded to

contribute tcexisting knowledgaboutTalent Managemernh China.



The Problem
The purpose of this study w#s investigatehe Talent Managemergtatus ad practicesof
selected human resourcerofessionalsin middle- to largesized manufacturing multinational
companies in Chin&he following reseaft questionsvereaddresseah this study:
Research Question Wh a t i's the clalenrManmagement aitnu st hdeflarg d d | e
sized manufacturing multinational companiaswhich the selected human resource professionals
are working?
1.1 HowisfiTalent Managemeat def i ned by these multinatio
1.2 Why do these companies establishiedent Managemerrogram?
1.3What i s HROGs Talent Managemernbit@tvgsa n y
1.4 Do Chinese companyop executives (incluidg CEOs and other devel officers)
participate inTalent Managemeftlf, so, what role do they play?
Research Question Two: How do these selected huesource professionals manage talent for
these middleto largesized manufacturing multinational companies in China?
2.1 How does theTalent Managemenstrategy align withthe business strategy in these
companies?
2.2 Do the companies use a competency model iT#tent Managemergrograms?How
dothey use the competency model in Tredent Managemergrograms?
2.3 How do these companies recruit their talent?
2.4 How do these companies develop their talent?
2.5 How do thee companies retain their talent?
2.6 Do these companies includealent Managemenin their performance management

system?How do these companies evaluate tA@lent Managemermffectiveness?



Significance of This Study

Whilepr acti ti oners6 interest in Talent Manag
research on this topic has been developing at a much statee(Scullion, Collings & Caligiuri,
201Q p. 105. Though practitioners and consultantsiroled that Talent Margement wasof
growing importance to MNCs in China, Talent Management was identifieddgemiaesearchers
as an undemesearched area (lles, Chuai & Preece, 201083). This studywasamongone of the
first attempts to investigate howniddle- to lamgesized Chinese manufacturingmultinational
companiegegardfiTalent Managemeatand howhuman esource professionateanagd talent in
their organizations. The findinggrovided an overview ofTalent Managemergractices inmiddle-
to largesized manufacturing multinational companieChina The findingswere also compared
with the identifiedpracticesadopted bymultinational companies in developezgions of the world.
This research contributed to the literature of Talent Management practices in China. It contributed
by developing a baseliffer future research in the same fiel@ihe pratices identified in the study

provided a benchmark for other types Ghinese enterpres in managing their talent.

Assumptions
The researchehad two assumptions in exploring th€alent Managemenpractices of
selected humanesource professionals who hbden implementingalent Managemernrograms
for middle- to largesized manufacturingnultinational companiesni China. The first assumption
wasthat the hman resources professionals lilad best knowledge dfalent Managemeryractices
in their organizationsand theywould providehonest responseahiring the interviews andescribe
the reality ofTalent Managemergracticesn their orgarzations. The other assumption what the

Talent Managemenn Chinesemiddle to largesized manufacturinghultinational companies must



be unique on some levadsen thoughmanyTalent Managemergrogramshadcascadé down from

t heir compan ibasedd wdstermabuntues.r t er s

Limitations

Since this studwasintended to ascertaitihe current status and practiceselected human
resource professionals implementifiglent Managemenprogramsin selected middleto large
sized manufacturingnultinational compaies in China, the researchércused on the selected
human resource professenit raktices. The primary datawere collected through interviewwith
these selectettluman resource professioadtom different middle- to largesized manufacturing
multinational companiesn China. To supplement primary data, the researcher also studied
company websites anmtbmpany documents to collect more information abihét profiles ofthese
companies and their Talent Management practices.

The limitations of this study weifeurfold. First since this study representede ofthe first
attempts to learrabout Talent Managenm practices in multinational compasian China, the
researchefocusedon human resource professionassthe unit of analysis and didt try to identify
Talent Managemertractices athe organizational level. It would k#fficult for organizations to
apply findings from an organizational approach directly.

Second, the researchmllecieddata from human resirce professionals, so sias notable
to capture all ot he thTaentManagemelmceicein thesedrgapiztionse n c e

Third, the researchéried to learn more aboufalent Managemergractices in multinational
companies. Therefore, the manner in which human resgumafessiona in other types of
enterprises (privatewned, stat@wned,smallsized companietc.) practiceTalent Management

wasnotaddressed bthis study.



Last, the focus of this studyasTalent Managemergractiees in China, so this study dmbt
deal with Talent Managemenpractices from a global perspective, although the-pesttices in

other regions of the worldereusedas benchmarks.



Chapter Two

Literature Review

This chapter presents the major findings reported inT#tent Managemeriteratures. It is
divided intosevensectionsSectionOneincludes a discussion on the definition of Talent and Talent
ManagementSectionTwo is a discussion of the significance of Talent Management to multinational
companies SectionThree reviews a framework ofGlobal Talent Management in multinational
companies (MNCs)SectionFour exams the status of Talent Management in MNGsctionFive
explores the talent management praccd@ MNCs. SectionSix examnes the emergence and
factors that impact Talent ManagemehtMINCs in China. SectioSevenreviews previous studies
on Talent Managemenh MNCs in China The purpose of theeviewwas to aid the researcher in

identifying more insightful questions for the study (Yin, 2803

Section One: The Definition of Talent & Talent Management

Definition of Talent

Ever snce the McKinsey Consultantscoe d t he t er m TéemtaManagement t a |
has become aopular and fasgrowing field. In contrast to thdarge number of articles, white
papers, publicati®@ on t hi s tarmpd ge mefinTeadekdefinedrdeed of practice
supported bextensive reseah and a core set of principles (Lewis & Heckman, 2006398).

The gap inthe conceptual and theoretical developmehthe Talent Management research
field can be partly attribute tthe factthat most of the literature inhis field is practitioner or
consultancy based (lles, Chuai, et al., 2010; Preece, llehu&iC2011). It also accounts for the

fact that most of thetudies have focusedgnr act i ces (t he 0 Ho walentarer at h e



and fAwhy oGalatla, Diies, & Ganzale€ruz, 2013p. 290). In many articles and books
about Talent Management , céanlhednevhateder abasingsaléadenor f o
writer wants it to mean, since everyone has his or her owroid@hat the construct does and does
not encompass (Ulrich, 2011).

To offer an indepth review of the talent concepithin the specific context of theorld of
work, and proposa framework for its conceptualization that organizes and dissects the different
viewpoints found in the existing literatyr&allardeGallardo, Dries, and GonzalezCruz (2013)
conducted research t¢ime meaning ofiTalentin the world of work.

To achieve the aim of their study, the researchers condaatedew of the literature on
Talent and Talent ManagementThey performed an online search across several databases,
including Science Direct, Business Source Complete, Emerald, and G8olgtgar, using the key
words i T a | e n {Talent &andgeniert . réview inaluded 170 peereviewed articles, 9
doctoral dissertations, 3 conference papers, 40 books, 6 working papers, and RfaciiRoner
reports.

The researchers built thénamework fothec oncept ual i zati on of t al
and ASubj ect (GalerdoGallado,rDes & GanzdzCruz, 2013p. 297).

The Objective Approach view$alent asthe characteristics of peoplencluding Natural
Ability, Mastery, Commitmentand Fit. Natural Ability refes to inborn abilities that lead to
superior performance. Mastery defined as systematically developed skills and knowledge that
|l ead to superior perfor manceone6Conmemplnmeynitng oor
another important element. Fiteanghe Talenis in the right organizatioandright position, at the

right time. On thewhole, fran the Objective Approach, Talent isnate abilities, acquired skills,
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knowledge, competeres and attitudes that cause a person to achieve outstanding results in a
particular context.

The Subjective Approachwhich is regarded ashi st ori cal |l vy 6newer 0
Approach regardsTalent as peopleGallardeGallardo, Dres, & GonzaleLruz, 2013, p293).

Within the Subject Approachhere isthe Inclusive Approach, meaningalent isunderstoodas 4

employeesof an organization, as well as the Exclusive Approach, meaningaardjite subset ain
organization's populati@nhigh performers plukigh-potentiaé (usually abouthetop 10% in terms
of performance and potentjdlis regarded as TalefGallardeGallardo, Dres, & GonzaleLruz,
2013,p. 297).

Despitethe proposed two approaches to define Taltg,researchers fouridatthe Subject
Approach (i.e. Talent as peoplehasbeen more prevalent in Talent Managemgeaictices in the
workplace. MeanwhileGallardeGdlardo, Dries,andGonzalezCruz (2013)suggested that:

the Subject and Object Approach ta@l@nt caninform each other in that the Object

Approachspecifies which personal characteristics to look for in ideatiions of talent,

whereas the Subjectpproach provokes importadiscussions about cuoffs and normgp.

297).

Definition of Talent Management

Researchers in the field of Talent Managemehb are trying to establishis academic
merits have to deal with theunresolved isues ar ound Tal ent defiMteom angle me n
intellectual boundaries (Scullio@ollings& Caligiuri, 2010, p105).

Lewis and Heckman (2006) pointed out thah e r ea distarlsing fack of clarity regarding

the definition, scope and ovdtagyoals of Talent Ma n a g e pelBXA). d-urther,iThe terms irthe
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Talent Mangement debaté which centers arounthe effective management of employee talent

are not clear and confuse out c o(iid., pvid0r Wftepar o c e S
review of practitioneoriented publicatios, Lewisand Heckman (2006) identified three distinct
strains of thoughts regarding Talent Management.

The first stream, aglentified by Lewisand Heckman (2006, focuseson particular HR
practices such as recruitment, leadership development, succession planning and tHevieer,
compare wi tthaditidnab h u man r ragement, Taent Managementdsimed to be
more strategic antiture-oriented Lewis & Hecknan,2006; Schweyer, 2004) and enterpigee
(Olsen, 2000, [24).

The secondtreamof Talent Managemenfocusesi pr i mar i |y on t hed conc
andTalent Managemensi fa set of processes designeidioto e
j obs through t hie&Heckmaen, 2008, g40). bewis andHeckmanbelievedthis
approach stemmed from workforce plannirand involved the coding level of organizational
hierarchy, qualification of a position as well as other paramesteh asost, tenure and supply and
demand

The thrdst ream was advocated by fdAwar for tale
Aunqualified good and a resource tdelvelmamagaed
this stream otthoughts, employees adassified by performance level. The organizations either
rigorously terminated low performers or filled each position with top players (Lewis & Heckman,
2006, p 141).

The faurth stream was proposed Igyollings and Mellahi (2009years afterLewis and
Heckma® s  w d~rohk their perspective, Talent Management shopt@narily focus onthe

identification of key positions thatcan impact organization écompetitive advantage. Talent
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Management shoulbdegin withidentifying key positios and then identifying talenteamployees
and developing them tdill the previously identifiedpositions. To them Strategic Talent
Managemeninvolvessystematic activities and proces$o identify and fill key positions withigh-
potentialand high performers andevelopdifferentiatedhuman resource architecture faxilitate
filling these positionsvith competent incumbents so asetwsure their continued commitment to the
organization.

No matter howTalent and Talent Managemenare defined, the primary focus of Talent
Management iI's on developing Talent that .is s

This commitmentonfirms tte criticality of Talent Management (Rothwell & Kazanas, 2003).

Section Two: TalentManagement as a Top Priority for Multinational Companies

Talent Management has brought competitive advantages to organizhti@d9Q McKinsey
updated thd 997 studythrougha survey of 13,000 executives at more than 120 companies and case
studies of 27eading companies.McKinsey researchex claimedto haveuncover ed @Acom
evidenceo that better Tal ent Management l ed
average, companies that did a better job of attracting, developing, and retagtihg thlented
managers earned 22 percent age00pp. 9)n Even though thee r  r
researchers admitted that Talent Management might not be the sole driving force of such outstanding
performance, it surely might be a powerdule.

After the ravages of the 2008009 global finance crisis, mostultinational organizations
have foundhemseles facing a moreomplex and dynamic environmént large, more educated
but highly diverse global workforcey seemingly talensumplusversus greater competition for talent

worldwide (Tariqgue & Schuler, 2010)Talent Management ia term in commoncurrency (lles,
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Chuai, & Preece, 2010, 479). Multinational oganizations have come to realize thay must
manage their workforce effeéeely to gain a sustainable global competitive advantage (Tarique &
Schuler, 2010, pL23).

In 2012 the Boston Consulting GrougBCG) partnered withthe World Federation of
Personnel Management Association (WHE®Mto conduct astudy titled fiCreating People
Advantage 2012Mastering HR Challenges in a Twapeed World . The researchers started the
original researchn 2006 and developed a list of 40 HumaasBurcerelated topics. Thethen
narrowed the list to the 17 most relevant topiceased on nundy mentionedand an exhaustive
literature review in general business publicagi@md HR journals After that, the researchers
gathered inpwfrom HR experts within BCG and WFPMA to identify emerging topics that might
have not been coved in the literature review. The researchers ended witke32human resource
topics.

Theresearcherthenadminiseredan online survey to exaime critical trendsin these 22 key
HR topics. Thesurveyparticipants were askddsing a scale of=llow to 5= high)to rate the topics
in terms of their current and futurempor t ance as wel | as the curre
companyon those topics.The participants were also required to provigigormation ontheir
company revenue growth and average piofirgin change from 2010 through 201 addition,
the researchers probed practices and strategiptemented byhighly capable companies to boost
their peoplé performance efforts (BCG, 2012, ). The survey was conducted from February
through Jun012. There weratotal of 4,288 respondents frod02 countries and 6 major regions.
Among the respondents, 88% were HR persommel 12% were nofHR business leadersTo

supplementhe online surveyesults the researchers alemgaged ironeon-oneinterviews with 63
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executives to probe idepth the HR topics and actual practicevered in the survey (BCG, 2012, p.
47).

During data analysigp adjust for high or low scoring tendencies among survey participants
from particular countries and marketthe researchers normalized the assessment of current
capabilities, current importance and future importance for each countries and industry (BCG, 2012,
p .47).

The researchers reported tli#ilalent Managemeatwasat t he top of surv
critical list. Also through the survey, the researchers identified correlations between capability and
performance, that is, companies that rated tleeirrent capabilitiesas high demonstrated
significantly greater revere growth and higher average profit margins than those organizttains
rated their organz ati on capabilities as i,l iocwoomp a n iAess t
demonstrated proficiency in 22 key HR top@geriencedevenue growth that was up tdb3imes
hi gher and profi-t mar gins that were 2.1 ti me
2012, p5).

Further after tracking the cumulative growth rdte share priceover al0O-year timdrame,
the researchers found that the organizatitvas had appearedt leastthreetimes on the list of
AFortune 100 Best @erbepyearsiowpsrforimed théd/market afemgedn eight
of thoseten years.The cumulative growtim their share price was 99 percentage points higher than
the S&P 500 averageThe researchers concluded tigabd people practices confer a performance

advantage.
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Section Three: A Framework for Research in Talent Management in MNCs
Tarique and Schuler conducted a comprehenswiew of academic worlpublished in
leading academic journals between 2000 and 2009. digayizedheir workaccording ta

framework(Figure2-1).

EXOGENOUS DRIVERS OF GTM
CHALLENGES

Globalization
Demographics
Demand-Supply Gap

GTM SYSTEM
GTM EFFECTIVENESS

IHRM Activity Domains

. ¢ Improving HR’s impact
Attracting Talent * e Competitive Advantage
Developing Talent o Talent Positioning

Retaining Talent

ENDOGENOUS DRIVERS OF GTM
CHALLENGES

Regiocentrism
International Strategic Alliances
Required Competencies

Figure 21. Integrative framework of global talent management (GTM) in@dNind suggeisins
for future research

SourceTarique, I, & Schuler, R.S. (2010%lobal talent management: Literature review, integrative

framework, and suggestions for further reseadolrnal of World Businesd5, 122 133.

Based on this framewoykhe Talent Management literatures can be organized into four

domains
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1. The external drivers to the firthatar e most |l y beyond hawavara ge me nt
these challengescan affé¢ MNCs 0 aleyptems.at i on
2. The orgaization®internal forces, includingompettive or strategic positioning,
organizational structuréhat alsoimpacb r gani zati onsd® practices.
3. Theinternal HRM activities Basedont h e a litdratuoe resiéw, three majaictivitiesd
attracting talent, develapg talent and retaining talehthave been used by MNCs to address
their Talent Management challenges.
4. Theeffectiveness of alent ManagementEffectiveness is defined in terms of utilizing and
integrating appropriate HR management practices and policiesnihance overall

performance both ithe short and long term.

The researchsiargued thaéexternal and internal forcasiould bencluded in the famework

based on the notiahat

Organizations are under social influence and pressure to adopt praaiadsmHRM, and
to adapt to and be consistent with their institutional environment. Organizations attempt to
acquire legitimacy and recognition by adopting structures and practices viewed as

appropriate in their environment (Tarique & Schuler, 201025).

For the third domain, the researchers argued that an accurate diagnosis GtM&Ts
management situation is a start in successfully implementing correct Talent Managemesitaction
gain and sustain a global competitive advantage (TarigBeh&ler, 2010, pl27).

For the last domain, the researche@sognized that effective HR activities of MNCs ted
enhanced sheterm and longerm organization performance. Howevere f f e ¢ tremaiesn e s s 0

the Al east studi e dedt(Tariqeel&dchad?01T, pl128)nt Managem
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During their literature revieythe researchsralso found that their research in mainstream
top journalge.g, Academy of Management Revieamd Administrative Science Quarteriyournal
of International Business StiesandJournal of World Businesinternational Journal of Human
Resource ManagemeahdHuman Resource Managemgeyielded a small number of articleso
they had to supplement their search with academic and trade as well as popular articles from outside
t he fAmai nst rinealh Tadqug &oSehularavieveedmore than 110 articles from more
than 22 journaland a variety oflifferent academic and gctitioner publications. Based treir
researchTarique & Schulerecommended thator future researcbomplementargourced
academic literature, trade studies, and consultegquyrt® could be utilizedThe advantages of
using various sourceagccording tdhem includeincreased collaboration between academics and
practitionersjmproved quality of papers and findings, greater publieibhg better holistic solutions
(Tarique & Schuler, 2010, 4.30).
For future studiesf Talent Managemenih MNCs, theresearcheyoffered several
recommendationsncluding:
1. Since therarea number of theoretical deficiencies, more examinaifdhe challenge
and relationships within and between elements in the frameasoeiuired.
2. Since the field iselatively young, morgualitative methodologies cdre employed to
facilitate theory building.
3. Sincethe issuesndproblemsdiscussed bR managers areccasionally addressed by
theacademic communityuture research questions dasbased on practical needs and

focus on Areal 6 organizational l i fe and c

In severalrespect¥,ar i que and h&sofferadinsights o this studk

1. The approach torganizing thditerature revew inthe Talent Management field
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2. Research methodologi¢s be used in studies the Talent Management field

3. Research questions to be asked@alent Management siies

Section Four: Talent Management in Multinational Companies
The literature review in this section is organized imto different part§ external challenges
to multinational companies and internal systems and practices adopted by multinational companies
to address their talent needsislworth noting that a considerable portiorttedliterature on Talent
Managemenishas ed on consul ting c¢omp aeflecttos.6Thisisemosily t s a
due to the fact thatlthough Talent Management has attracted increasing attention from academics
and practitoners in recent years, thexeestill gaps and omissions tebr further theoretical and

empirical development (lles, Chuai & Preece, 2010,79).

The Changing Global Talent Market

The world is no longrthe same as a decade ago. These days, multinational companies find
themselveglealingwith a rapid growing emergingarket, and new generatioims the workforce.
They are now facing a globally competitive, demanding, and expensive talent market (IBM Global

Business Service, 2008)

Globalization and rapidly growing emerging markets
Globalizdaion has been a key theme fquite some time. According the Financial Times
in 2013, developing countries contribute®b6 of thew o r | d &sthis @eicBntages expected to

grow to 586 in 2018based on IMF estimatien Adding to that, itis alsoestimated that the middle



19

class will triple in size to 1.7 billion in Asia by 2020 (Yueh, 201Rp onewill deny thattherapidy
growing emerging market habecome the most attractive matkfor multinational companies
(MNCs), who haveextenagdthar operations ito these markets, opening subsidiaries, joint ventures
and sales offices. According to a Boston Consulting Gi@{G) market survey and interviews
with nearly 100 executives from such companies as Adidas, SAP, SchlemB&ta, Unileverand
Wipro,a b o u't Nn93 percent of executives at gl obal
revenue fronRED (rapidly developing economies)the next five years, while 73 percent expected
toi ncr ease t heiwhentRey Dereasked whethdr they planned to increase their sales
or operation in RED The rapidly developing economies, as definedh®/BCG, includetwenty
two developingcountries (e.g.China, India, Braziland Russia in Asia, Latin America and East
Europe.

As a resultof increasing operations in the emerging makatultinational companidsave
added more staff to their branches in these countries. The same survey conducted by the Boston
Consulting Group showed thathen asked whether they planned to incradBedeployment in
rapidly growing economies}j 78 per cent of the gl obal compani
executives wor kieadman,iHemeding & ChHapntas, @0QN Z.r Multinational
c o mp a n i rimgpbusmesy @perations in thasgons have presented an increasing demand for
talent especially executivéalent in these regions.Vacanees inmul t i nat i onmeWw com
branches inhesedevelopingcountriesmust be filledquickly to matchrapid growth in thdocal
market. Meanwhé, multinational companiesustcompete with growing local companies who are

Afishingo in the same talent pool
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Demographic shifts and multrgenerational workforce

With the growing world populatiorthe global workforce is gettingounger, older and more
urbanized Deloitte, 2014 p.2). The workforcetrend in developed countries remains stablet st
workforce is growingolder or evenshrinking while the workbrce in developing countries is
expanding and getting young&t(ack, Baier, & Fahlander, 28)

Mi Il Il ennials are now j oi ni .ntg edtirhated thad Millerinials c e
will make up abou?5% of the global workforce by 2025 (Bersin, 2013). MeanwHhdenerations
X and Yas wdl as boomersrein the workplacgogether withthe Millennials.

Generations X and Y are very different from the baby boometseimvorkplace in many
respects(Hammill, 2005). Corporate loyalty has been diminishing among genesatiamd Y as
few companies offer lifetime employment and employeesongdr expect employers to keep them
on the payroll until they retire. Employees are now more interested in their own careers (Caye &
Marten, 2007). Those employees with great potential or special imepare even more mobile. In
emerging markat 70% ofthe executives receive recruiting inquiries at least once a year, compared
to 2030% in Western countries (Cayg Marten 2007. A Society for Human Resource
Managemen{SHRM) survey estimated that 83% of workers were likely to search for a new job in
thenext few years (BPM Forum & Success Factors, 2007, p. 2).

At the same time, theggenerations of workers pay more attention to emotionatbestig.
They goso far as to sacrificeome job opportunities in the interest of family considerations and/or a
desire for a life outside of work (Strack et al., 2008). A big pay check may not be enough to attract
these generations if they think they have to give up too many other things in their life to get the job.

If they think their current job preventhem fom enjoying life, they will leave the company for a
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position that provides more wotie balance. The companies have to attract and regkntfrom
more innovative approaches in addition to compensation.

Millennials also shape he t al ent mar ket with their expe¢
Sur v ey 0 found tha? Nilterhials wartb be more creative. They also need accelerated career
growth. Compar@with other generations, theyemore likelyto beeagerto run treir own business.
Work to themis not a career but agxperience

Baby Boomers who st@d to retire in 2008 areeluctant to leave the workplace. This
reluctanceis not merely out of financial concerbut is linked to their professional satisfaction.
Boomersare trying their best to extend their working livEBe[pitte, 2014, p3).

These trends, as noted IDeloitte (2014), haveinfluenced and denote th@most multt
generational workforce in histaryultinational companies should know how tleal with these

highly diversegenerations inheworkforce,strategically

The demand supply gap

Since the global financial crisis in 200Bie workplacenaswitnessed a lot obrganization
downsizing due to volatile economic conditionSontrary to the assumptiomfa fit al ent su
organizationshave come to the conclusion that they must manage talent more effectively if they
want toadrdemaion of sustain their competitive a
(Tarique& Sctuler, 2010, p123). As TariqueandSchuler mentioned in tirearticle i G| otdieatl|
management Li terature review, integrative framewo
Ar e ssa me uin tthedmarket, organizatiaare still having d@iffi cult time finding people who

determine profit gain or losanddistinguish20% business growth frorh0%increass.
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In 2012,the Boston Consulting Group (BCG) and World Federation of People Manageme
Associations ( WFPMA) conducted a study on AC
Challenges ina Tws p e e d  \WAdtar andlyring4,288 responsesom 6 major regionsn 102
countries the researchers found thBalent Management, Improving Lésership Developmengnd
Strategic Workforce Planningere ranked by world HR antbusinessxectives as the top three
critical HR topics. In BRIC countries(Brazil, Russia, India and Chin&outh Africg, the most
A wa n werelManagerial, Leadership ankkechnicalSkills. In accordancenanagerial and R&D
groupswereidentified as short in supply thetalent market.

In 2013, Deloitte researchers conducted a survey to gain insights into the 2014 global human
capital trends. The survey covered 1Zicai human capital trendhat had been developed by

researchers based on their global reseaBthvey participants were required to réte urgency of

the 12 global trends athe followingscalefin ot | mport ant 0, fAsomewhat
Aurgent 0. Meanwhi | e, participants were al so
onthe following scalefinot r eady 0, andformeav tatl.of 2,532 bsingss and

HR leaders in 94 countries responded to the survey.

In their report, Global human capital trends 2014: Engaging the“2&ntury workforce
Deloitteresearcherslaimed that organizations amet onlyfall behind indeveloping enougleaders
but alsoarenot equippindeaders with the right set of capabilities and skills to ensure their success

in 22%-century organization®egloitte, 2014 p. 26).



23

The Internal Drivers of Talent Management

Strategic alignment

Lewis and Heckman (2006) used an analogy to desailimilding design scenario to
describemanagingalen® that is, wienconstructing a buildingyefore soliciing a group of experts
and tingt eem def i n e alterhalively,obeucoulddrieathg architect and discuss the
guestion of fwhat you hope 148). Thecreseamlpels nated thatri t |
Aearl ynpsopbnke Jac kWalkeralbhaddvis®refdriT@r e mthdManage
architectur efitcof & md e d-levaly stsagelfidt perspective that makes the Talent
Management concept one that adds value and op
2006, p.143). In 1988, Zuboff proposed a taledkassification approach based on two fasio
difficult-tor e pl ace (the | abor -adareldet (eaf fceucstt)o menmd r fe\
approach placed more emphasis on organization environnigutt as Lewisand Heckman(year)
pointed out, Zuboff 6s ap p rthe positton g lespanéind) to Bleeddg n t
identified organization strategy or external environment driver changes.

Based on their extensive review of literatures in the field of Talent Management, drevis
Heckman (2006) claimed that they believed that iekplies were neededetween strategy and
talent. They defined talemts strategi® it should be able tinfluence the developmenf strategy
andshape organizational strateggther tham s i mgspogdquickly to the implications o$trategy
and TalenManagement needed develop gointof-view regarding how talent decisions are made
(Lewis & Heckman, 2006, 4.45). Two streams of resear@mergedhat attempted to creatdiak
between Talent Management and organization strategy.

1. The first stream advocated a resodbesed view that talent was regardedexisting to

help their organization to gain skills and abilities over time and develop organizational
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culture and structuréo manage those skills and abilities (Lewis & Heckm2006, p.
145).
2. Another stream was developed by Boudraad Ramstad (2005)ho proposed thaHR

shouldengage irdecision scienct improve decisiormaking on talent resoursép. 17).

The AHC Br i dg as propoaech dw resedrahers, linkdéuee levels of

decisions with organizational tools, practices and resources that might affect the decisions.

Their framework somehow effectively answdthe pending question of describing the

process that explagal the relationship between practices amwganization performance

(Lewis & Heckman, 2006,p 145 146).

To understand how the strategic capabilities of firfngnawith the talent of senior managers

to affect the financial performancé their firm, JoyceandSlocum(year)studied 200 firmgrom 40
industriesover a 10year timérame. The firms varied in size and represented organizations both
domestic and global in scopEach company was assigned to an industry subgroup and given a
specific performance designation in that subgroup basedetnpirformance relative to peertn
doing sq, the researchers eliminated the broader macomomy effect. The researchers also made
an effort to be as exhaustive as possible in identifying relevant material pertaining to firm
performance and paid datention when selecting credible data source. The primary data source
for the study were fact booksncluding reports, articles, analysighich were largelypublicly
availableand containedpecific informationon the 200 firms (Joyce & Slocum, 2012,%85). The
specific performace measure used for this study was Total Returnbacetlders (TRS). The 10
year timdérame was divided into twéive-year sections. Based on the change of TRS from first 5
year to second -gear, the companies werategorized into 4 typdsWinner (who maintained

strong performance through the years), Tumbler (who generated strong TRS &uiwegykar but
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faltered in the ?’) Climbers (who began with weak TRS but able to rise to a higher level of
performance athe end of the 1§ear perod of time),and Tumblers (whostarted weak and never
roseabove mediore performance buterenot failing).
JoyceandSlocum (2012jound that:
1 Talent by itself cannot produce pemmance directly unless talergustairs the four
foundational capabilities of strategy, structure, culture and execution.
1 All Winner firms scored significantly highétan Losers, Climbers andiufihblers in strategic,
structure, culture and execution capabilities.
1 Winners invest resources to develop hurpeactices across the sy@ar period and increase
efforts even further in the last stagestadt period
9 Talent practice must have a strategic focus and support the foundation capabilities of the firm.
1 Talent practice must help institutionalize strategic capabilities to ensure the organizations
have the executive leadership to create the structure and audtededto support strategy
and execution.
91 Talent practice nesdo model the desired changes in organizational capabilities.
Thestifategico Tal entedh dMadatemenpr doitsCraatmg n s r s
people advantage 2012: Mastering HR challenge in adpeed worldeport,the Boston Consulting
Group (BCG) proposed thatery organizatiord e v e & talgnt sfiategy that corresponds to market
conditions and business while also generate s
sustain their competitive advantage over their rivals (BC®&220.20). Thoughhe report doesot
give any specific recommendattiroant egryohowtt o st

practitioners alsareawareofT al ent Management ds strategic pos
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Required competencies

Required competencwas identified by Lewisand Heckman (2006) as another internal
driver of Talent Management in organization§€ompetency as defined by Rothwafid Lindhdm
(1999) referstaiian under |l ying characteristic of a pro
aspect s enageyso®@abrales,vrealbddy of knowledge, that result in effective performance
in his/ her p r Bdthevedl and bimdiaolm (1p99) fodnd jhatto link individual and
organization competencgndthus build and enhancesitompetitive edgegn organizationshould
use competency mdeling (the process of writing out the results of competency identification by
creating anarrative on the competencies) and competency assesdimergr¢cess of comparing
individuals in a job cdagory, occupational group, department, industry or organization to the
competency model that has beernaleped for that talented group).

Rothwell and Lindholm (1999) poited outt h a 't icompet e nbe gppliedobg e | s
HR practitioners to career issues, organizat:.i
Acompetency based HRM wil/ be the keystone 1in
and organization strategy ( p - Thdy@l$o)indicatedhatthe competency model would be used
more often with increasing organization chang
constructed to represent all competencies essential to the successful production and delivery of the
entire range of an orgaf@d3)zationds work output

Between June and November 20D@velopment Dimension International (DDI) conthat
a global leadership survey. hibugh this surveyhe researchers tried to answiéree overarching
questionsarel eader s prepared and equi pped?Aretheyt he
keeping up or falling behind? (Boatman®& Wellms, 20hle | a

p.5).
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To collect datapDI created and distributed surveys totlbHR professionals and leaders
(defined as someone who manages the performamcaesponsibilities of individuals in an
organizatio. The survg asked participants about thEalent Management practisein their
organization. To supplement the survey, opended ommentsvere collectecand interviews were
conducted.The paricipating organizations werencouraged to have 30 leaders completestineey
to allov a comparison of HR and leadeerspectives.About 1,897 HR professionals aid@,423
leaders from74 countries responded the survey. Among the participating organizations, 40%
were national companies, 60% were global companies (dddiffiédte offices owned, operated, or
otherwise affiliated by organizationsutside their own country. During data analysis,the
researchersused a combination of weighting andampling techniqueso ensure fairglobal
representation:

1 To ensure organization representatiamandom sample of leadenss selected from any
organization that exceeded 100 responses.

1 To ensure global representationthié percentage of leaders from each countthénsample
differed by more than% ofe a ¢ h ¢ 0 u n percentage ofdeadens éatcording to data
from the International Labddrganization), the researchevsighted regonses to bring them
within 5%.

The surveyfindings were reported iGlobal leadership forecast 201BoatmanandWellins
(2011) included a discussion diibestpracticein building effe¢ i ve t al ent managen
the report. Theyecommended using competencies as the founddtioran effective talent
management system because

1 Without the competencig¢eaders are lefjuessing what it takes taelsuccessful in their

jobs.
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1 Without competenciesnanagers of leadecso n 6 t  h sukementssystere far evaluating
performance or makingromotion decisions.

T Using competencies t hr ounpmagemeént sgstem betpg drivel z a
alignment and creates a common languagfeveen systems and among employees
BoatmanandWellins (2011)foundthatamost twothirds of organizationsespondingo the

survey had clearly definedcompetencies for key leadership positions. However, onBkb 57
organizations use those competencies as the foundation for theintalexement systems.

Similar findings also emerged frorie Boston Cosulting Group (BCG) studyCreating
people advantage 2012: Mastering HR challenges in aspeed world(2012. The BCG
researchers discovered tmbst companiethat participatedn the survey have a leadership model
but mostwerefisteeped in twentte-century principles and were outdabedTo make things worse,
the companies failed to use their modahsistently The researchers claimed that:

1 Among those lowperforming companiegdefined asthe bottom 106 of the surveyed
companies by profit margin and revenue growtimly 336 have a leadership model that
describe expected contributianand behavia of leadersor drives decisions about talent
selection and promotion.

1 Among highpeforming companieqdefined as top 1 of the surveyed companies by
profit margin and revenue growilthe adoption ratéor theleadership model rises to %9
In the highperforming companies, the competency mdued beerupdated ands tangible

to leaders.
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Section Rve: Talent Management Practices in MNCs
Attract Talent
The Awar for talent o mad e talbntalmajorrchpllengeTop pi p e
talent, those peoplenainly sought after by MNCsdemand career development, a diversified
workplace and inspiring work and generous compensafitladk et al., 2012, @.2). Tariqueand
Schulerfound thatMNCs must develop HR reputatiandorganization attractiveness and idenafy

proper tagént poolto attractthetalent they nee{010, p.127).

Employer image

Collins (2007) studied the effects of recruitment practices and prostse@ess onob
seekerso6 empl oyer k nebavibre He gleveysd ord 456auyngeigraduiaet anco n |
master degreetwdent (response rate = 28%) by askithgm to rateEmployer Familiarity,
Reputation, andnhage (i.e., job information) on a scale from 1 (strongly disagree) to 5 (strongly
agree). Meanwhile, he also surveyd@®3 mmpanies (response rate = 49%) by asking the recruiters
form the companies to rate pidentified early recruitment practicesn ascale from 1 (strongly
disagree) to 5 (strongly agree).

The researcher concluded thamnongthree dimensions of employer kmiedged employer
familiarity, reputation, and image€., job information)each hadignificant and indepelent direct
relationships withapplication intentions and decisians

1. Employerfamiliarity, thatisj ob seeker sdé awar enasompaoyfasaor a

potential employer. It affectedapplication behaviors because job seekers interpret these
beliefs as a signal of the legitimacy of a company as an employer and see familiar employers

in a more positive light than they do unfamiliar emplsye
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2. Employerrepuation, thatisj ob seekerso6é6 beliefs regarding
view the company as an employedob seekers wemmore attracted to firms with strong
positive reputations than firms with either no or negative reputations.

3. Employerimage,thatisj ob seekersd beliefs regardd ng a
to the company as an employ@ob seeker actionsereinfluenced by beliefs regarding the
company as a whole, the attributes of the job itself, and characteristics of people within the
company(Collins, 2007, p. 180/ 181).

In an effort to understand hoeemp | oyer i mage coul d mtianftd uenc
join in a company in a multinational environmeBaumandKabst (2013) conductedhatherstudy
in four differentcountriesb as ed on Cdheyidentiied Warking étynosphere, Career
Opportunity, Worklife comfort, Task and Papttractivenessas dimensions of Employer Image
(Baum & Kabst, 2013, @il 7 7 ) . The r es e alhecdiadve snpopance pfoMorking t h &
Atmosphere, Career Opportunity, Wdite comfort, Task and Payment attractiveness to applicant
intentonwasmder at ed by nati onal cobh/ext o (Baum & K.

The resarchers surveyed 1626 (response rate = 32%) tppel undergraduate students
using a questionnaire. The students were selected from Sartked engineering universitiés
Germany, Hugary, India and China.

BaumandKabst foundcertain crossational differences in the impact of the image fatets
particularly, work-life comfort, task attractiveness and payment attractiveness. Meanwhife, the
found Career Perspective aRdrsonal Dedepmentto beequally important tstudents in all four
countries. Orgaizations that fostem PositiveWorking Atmospheraeverealsoattractive to students
from all four countries Attractiveness of the job task was perceived as important to studemts fr

Germany, India and China. Interestingly, Attrae Salary was least influentiah employer image.



31

Based on the study, BauamdKabst recommended thBtNCs adopt a common, widwide
positioning approachM N C s Oployembranding activities calbe coordinated on an international
scale

Build and understand talent pool

The Boston Consulting Groupgreed in itCreating people advantage 20fi#atcomparmes
camot afford to be passive about managing their employer l{paidé). Tre researcherf®und that
the companies deemed by respondents as capiingroving employer brandieremore likely to
conduct research on target talent guporder to bettaunderstand what they seek in an employer,
the jobs and the careers. These organizetiozalso more likelyto have a process in place to refine
their employer brand through employer brand audithe companies deemed by respondetd
havecapablydeveloped aecruiting strategy map target candidate groups based eyrgoip needs
and aremore likely to regard social media as a valuable channel and more likely to cahsider
company websitéo bean opportunity (BCG, 2012pp13i 14).

In Development Dimension InternationaDD}I) NGl obal Leacd®@ios hi p
Boatman and Wellins (2011) found that &ective recruiting starts with exploring answers to
guestions: What do successful leaders in the organizaéed to be capable of? What knowledge
andexperiencesust they haveWhat personality characteristiasll be helpful forsuccess? Put the

answers tgether, organizationswould be ableto n st i t ut e a(PB3uccess pr of

Develop Talent
A learning organization
Based on &004 study with 500 members dhe International Society for Performance

Improvement (ISPI)Rothwell, Jackson, Knighand Lindholm (2005)f ound out t hat 7
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j ob t r aihousertlgséroom Golurees taifoade for managemehte v e | e mp-hoosee e s O
classroom course purchased from outside sources and modified-Hoo ims e u slanbed a n d
rot at i o nweperegagledasitepeffective individual grooming (development) methods

Frank and Taylor (2004jeviewed literatures oifalent Managemerirends, including the
AASTD Annual St at e o thelDCh( globah @ marketrayd intekigernee firnd  a n
who was tracking 4earning activities globally) report. They foutidat learning activitieswere
deliveredthrough various methods in bgstactice companies. Technologyused to provide more
on-time experiential learning to employees dispersed around the world. Job performance simulation
and knowledge support systems and other leaifaicifitating activitieswerewell integrated intdhe
daily workflow and make work ral learning aseamlessexperience(Frank & Taylor, 2004).
However,Frank and Taylodid not conduct their own studies to further verifg #ffectiveness of

these learning methods

Leadership development

Vicere (2002)found that surrounded byiolatile economic environmest organizationsare
forced to rethink their strategies, processes and cultpli@snga powerful premium on leadership
c ap abi(d.20.t Orgasizations effectiveness in the networked economy requires the ability to
achieve results anouild commitment and enthusiasm among a network of highly mobile knowledge
workers, independent business partners, performamiceled investors and servidemanding
customers (p29). Under t hi s c i r c uussbe able ateact arld enatidaée rstakehiblders,
keep them networked and keep them engaged 1in
done while the leaderare supporting the organization to evolve in an effort to stay relevant in a

changing wo | @/ioere, 2002, p30).
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Leadership development trends. In 2011,to answer the questipiiwhat will the futureof
leadership development lodiked? Petrie a researcher from th€enter of Creative Leadership
(CCL), studieddifferent schoolsof Harvard Uhiversity (Education, Business, Law, Government,
Psycholog) to identify the different approaches talevelopng leaders anadtonducted a literature
review in the field of leadeship development. In additiorRetrie interviewed 30 experts from
corpaate and consulting firm® gather diverse perspectives. The questions he asked were:

1 What are the current approaches being used that you think are the most effective?

1 What do you think we should be doing more of in terms of developing leaders?

1 Whatshould we be doing less of/ stop doing/ or phase out?

1 Where do you see the future of leadership development headed?

Petrie found four tends for leadership development:

1. More focus on vertical developmenBetween the twdypes of developmenhorizontal and
vertical, great deal of time hdzken spentoh or i zont al 6 devel opment
very Jlittle time on fAvert i c dorinontal devetopneep me n t
coudb e At r a ffrenmant expent),0but vertical dewgment must be earned (for
oneself).

2. Transfer of greater developmental ownership to the individBabple develop fastest when
they feel responsible for their own progredshe enployee should getut of the passenger
seat and i nt o theirlowndevelopmentt 6 s seat of

3. Greater focus on collective rather than individual leadersfiipe question organizations
would askc hange fr om, | é&B¥8d e risatecontitthns do we need for
leadership to flourish in the network? How do we spread tshigecapacity throughout the

organization and democratize leadership?
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4. Much greater focus on innovation in leadership development methdgdsera of rapid
innovation wouldbe needed in whiclerganizations experiment with new approaches that
combineal diverse ideas in new ways and share these with otfiectinology and the web

would both provide the infrastructure and drive the change.

Leadership development bestpractices. DD1 651 o b al Leade20Ehi p
revealed that leadership maaldifference in an organizatidnorganizations with the highest quality
leades were 13 times more likely tmutperform their competition in key bottelne metrics such as
financial performance, quality of products and services, employee engagementusiother
satisfactionAs the data showe@mongleaderswhorated theior gani zati ondés | ead
excellent 78% were in organizationshat outperformed their competition in bottdime metrics
(Boatman &Wellins, 2011, p.8). Besides, th@rganizations with higheguality leadership anep to
three times more likely to retain more employé®sn their competitrs they also had more than
five times the number of highlengaged leaderstho bring their full energy to their work,
proactively mace decisions and addvalue, and aetdwith a sense of ownership

Their findings weres follows

1 The most often used and effective development ndeho i ncl uded dAFor ma
cour ses, seminar so, AfCoaching farsesm g mae ratg:

AMovement to a different position to devel

1 A strategic mix of weldesigned and webkxecutedmethods washe key to effective
development
1 The Generation Y cohort found all three typesa@ching (manager, internal,caexternal)

to be more effective fodevelopment, suggesting that they value learning through the
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experiencef others. Oldergenerationgavor formaltraining and special projects as ways to
hone their skills
In the Boston Consulting Group and Worltéederation of People Management Associations
study, the researchers discovered that when comparing the pattlugh-performing companies
(those companies ranked topd@mong surveyed companibg revenue growth and profit margin
increasg with low-performing companies (those companies rankethe bottom 106 among the
survey companieby revenue growth and profit margin increag@e highperforming companies
were
1 1.7 times more likely to have development programs designed for acceleration.
1 1.8 times more likely to have leadership models describing expected contributions and
behaviors and drive promotion and taleatection decisions.
1 1.4 to 2.7 times more likely tbaveprograms for high and emerging potentials to improve
development and retentio
1 The number one reason for relocation was personal developnment just technical

knowledge transfer.

Succession planning

In his book Effective succession planning: Ensure leadersbiptinuity and build leadership
from within (2010, 4th Ed), Rothwell reassesd SuccessionPlanning andManagement (SP&M)
and offeed a practical approach to ensuring leadership continuity in key positions and for key
people by building leadership talédmm within (p. xxv).

The book was based several major sources of information:
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. A Tailor-Made Survey. In January 2009, the authimmveyed over 1,200 HRM professionals
about SP&M practices in their organizatioii$is survey was an update of earlganeys
conducted for previousditions of this book Though the responsate to the survey was
disappointing, the results provided interesting information.

. Phone Sweys and Informal Benchmarking. The author spoke by phone and in patson
vendors of spealized succession plamg software and discussed SP&M with workplace
learningand performance professionals in major corporations

. Other Surveys. The authoesearched otheecentsurveyson SP&Mand summarizdkey

findingsof those surveys.

. Web Searcks. The authoexamined whatasources could be found on tWerld Wide Web

relating to important topics in this book.

. A Literature Search. The authoonducted an exhaustive literature review on SR&lith
special emphasis on what has been written on the sugijeet thelast edition of thébook.
The author alstboked for case study descriptions of what mghnizations halleen doing.

. Firsthand InHouse WorkExperiencesThe author integrated higersonalexperiencesf
managing SP&M irthe corporate world.

Extensive ExternaConsulting and Public Speakinghe author also integrated his personal
experiencesvith consulting and public speaking on the topic of SP&M

In the bookRothwelldefinedSuccession Planning:as

a process of developing talent to meet the ne¢dse orgaization now and in the future.
Every time a manager makes a wassignment, he or she is preparing someone for the

future because he or she is buildihgh a t w o itk eAMfork xpeaidmdesbuilds
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competence, and different kinds wbrk experiencesuild different kinds of competence

(2010, p.371)

Rothwelli nt r o d uSewvwerPantett $tar Model for Systemat®uccession Plannirand

Managemend

Step 1:
Make the

Commitment

Step 7: .
Evaluate the Succession |/
P|c1nning Program

Assess Presen

Step

Requirements

2:
tWorkaeop|e

Step 6: L—/ \
'. Step 3:
Close the -/ \ | Appraise Individudl
Developmental Gap [~ L Pork
erformace
Step 5: Step 4:

Assess Future
Individual Potential

Assess Future Work/ Feop|e
Requirements

Figure 22. SevenPanted Star Model for SystematBuccession Plannirapnd Management

SourceRothwell. (2010, Effective succession planning: Ensuring leadership continuity and

building talent from withir(4™ ed.) 83.
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Rothwell (2010) also predictedhat the futureof Succession Planningould stemfrom

changing ex@rnal environmental conditionble predicted that SP&Mvould be influenced by the

following:

T

Prompt efforts by decision makers to find a flexible range of strategies to address
organizational tent needs.

Lead to integrated retention policies and procedures that seek the early identification of
high-potential talent, efforts to retain that talent, and efforts to retain older HiPo workers.
Have a global impact.

Be influenced increasingly by retiine technological innovations.

Lead to increasing organizational openness about possible successors.

Encourage the integration of effective succession issues with -cEesglopmenissues.

Be heavily influenced by concerns about wéaknily balance andpiritualityissues.

Focus increasingly on retime talent development efforts, as well as on strateffcts,

which center on the role of managers in daily work with treports.

Center as much on ethical and vatrented issues as on competehagedssues.

Become more fully integrated with selection decisions.

Focus on leveraging talent as well as developing it.

Include alternatives to ord@re-ata-time approaches, such as mergers, acquisitions,
takeovers for the purpose of rapid, lasgale talent acquisition.

Become closely linked to risk management and concerns about security.

Become associated with more than management succession
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Retain Talent

D 6 A mandtdarzfeldt (2008) recruitetl,666respondents froreuropefor the Emerging
Leaders Research Project which focused on generational differences in the workplace. The
participants had been asked to participate in-enRfutes online survey about thexperienceand
attitude at work The questions included th&mtention to stay with the present employer,
organizational commitment, work patterns, work attitudes, learning orientation, interest in training
options, workrelated values, learning tactics and leadership attributes.

The researchers found that:

1 To atract and retain talent in Eurefrom early Xers (born 1960 to 1970) and later Xers
(born 1971 to 1980), organizations shibdevoteto offer leadership development and foster
both learning goal orientation and organizatia@hmitment

1 Employees in youger generations araore likely to displayearning goal orientation and
less likely to show high organization commitment. Emphstsmaild be placedn practices
related to managero6s involvement

1 Organizational commitmerrasa strong impact as a mediabmtween learningrientation
and intent to stay.

1 The provision of development opportunities would likely to increase atonal
commitment of managerial employees especially in younger generations.

1 An organizatioal learning culture is attractive tonployeeq D 6 A m aRegina arzfeldt,
2008, p.947).

I n its ACreating People Advant @@ rex@rdh@d st u
asked survey apedahetimpartangeaah &nd yotir company capabilities in the listed

retention and engagement MAkea analyziegsrespomses tfrdm tse ¢ o
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BRICS countries (Brazil, Russia, India, China and South Africa)ebearcherfoundthatto retain
talentin these regionsorganizations should:
1 Offer a clearly defined career pathnd reinforce careerdevelopment discussienby
describing howthe career path operates within the organization.
1 Ensure that espoused values are also practMaklle sure managers and executiaesl HR
are heldr esponsi bl e for delivering on t he c
employees.
1 Foster a culture of meritocracy. Start by clarifying decision rights. Augment clear decision

rights with a strong performaaenanagement system.

Measure Talent Management Outcome
In his 2010 bookRothwellrecommended usirgpme key questions to guide the evaluation
of Succession Planning and Management:
1. Who will use the results? This question seeks to identifptidéence.
2. How will the results be used? The second question seeks to clarify what dewilibes
made based on evaluation results.
3. What do the programbés clients expelent fr om
expectations and program objeetiv
4. Who is carrying out the evaluation? The fourth question provides cluesaipopriate
evaluation techniques based on the expertise of the chosen evaluator(s).
ThenRothwelldefined a fowlevel evaluation model:
1. The first leved customesatisfaction

1 How satisfied with the SP&M program are its chief customers?
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1 How satisfied are its customers with each program component, suchdesgriptions,
competency models, performance appraisal procassi@gdual potential assessment
processesndividual development forms, and individudévelopment activities?

1 How well does SP&M match up with individual career plans? How do employees
perceive SP&M?

. Second leved program progress.

1 How well is each part of the SP&M program working compared tedpabgram
objectives?

1 How well are individuals progressing through their developmexjadrience
preparation for future advancement into key positions?

. Third leveb effective placements

1 What percentage of vacancies in key positions is the orgamzdiie to fillinternally?

1 How quickly is the organization able to fill vacancies in key positions?

1 What percentage of vacancies in key positions is the organization ablestmdéissfully
(that is, without avoidable turnover in the first two yeardeposition)?

1 How quickly are internal replacements for key positions able to perfotime &tvel
required for the organization?

1 What savings, if any, can be demonstrated from not filling key positionghich
alternative and more innovative approacivese used to achieve res@lts

. Fourth leved organizational redts whichimpact of SP&Monther gani zat i onds

compete dectively,

1 How is SP&M contributing, if at all, to documentable organizational results?
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1 What successes or failures in orgatianal strategic plans, if any, can be attributed to
SP&M?

Kim et al.(2014) studiedheapproaches shared in common by identified organizations in
attracting, retaining and transferrikgowledge of technical talentThis study took place in three
phases. The first phase was a literature review followed by creeadaig collection tool.The
researchers identified the bgshctice companies usisgverakriteria strong, recognized brands,
established practicesrftechnical talent managemeahdsuccessful results and measures (&gg
tenures or low turnover of skilled technical talent). Then the researchers collectedtdasecond
phase of the study. Qualitative interviewssreconducted through-20 3-hour virtualinterviewsor
onehalf-day inperson interviewsrhe final phase of the study was analysis of data, through which
study findings were derived by analyzing both secondary and interviewKiateet al (2014)
found thatfbestpractice orgamations take a technical approach to program evaluation by using
data wherever availabletpsir per f or mance gaiitnso (p.111).

IBM has used a large amount of data concerning employee engagemsatisfadtion

including data related to ation, diversity, skills development, and the amount of time an

employee spends in a particular salary band. The information is collected within each
business unit and at the corporate level to drive tadated decision.114).

Consulting firmsalso tried to establistineir equation betwedalent management practice
and financial returns. In its 202eating people advantagepat, theBoston Consulting Group
claimedthat there was eonnectioramongco mp a ndadersiop development, talenanagerant,
and performance management practice and shstainable revenue growth apibfit margins. The
researchers identified a positive correlation between dagatnd performancevhich meanghe

companieshatrateh e i r c ur r e naryh ¢ gghm@iencedighificanty grBater revenue
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growth and higheaverage profit margin in past yeais. addition they foundastrong correlation
betweerorganizatiorcapability and economigerformancen six Talent Managemesrelatedareas:

1 Delivering on recruiting

1 Onboarding of new hires and retention

1 Managing talent

1 Improving employer branding

1 Performance management and rewards

1 Developing leadership

As recommended by tH&CG researchers, organizatiocanuse the information to qutfy

the economic value of people managemiotvever, as Tarique and Schuler (2010) found through
their literature reviewdefining global talent management effectiveness still had the least number of

studies and need further study.

Talent ManagementNot Only an HR Task

Companye x e c u tole in @adedt Management

In 2006, the Economist Itelligence Unit in co-operationwith DevelopmentDimensions
Internation& (DDI), engaged inn-depth intervews with 20 corporate leadér<CEGCs and COOs
from companies like Accor, Allianz Life, Bossard Group, CA, Delphi Packard, HCL Technologies, J
& J, Vattenfal® in North America, Europe and AsiaAlmost all of the canpanies whose senior
executiveswere interviewed gesratel at least US$1bn imnnualrevenue and posseskstrong
brand recognition.The editorial team othe Economist Intelligence Unitonducted thénterviews

andwrotethe repors. Their findings includedhe following
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1 Chief executive officers (CEOs) aiacreasingly responsible for andvolved in talent
managemeniThe heads of human resources departmaats an important, supporting role
in executing talent strategy.

f CEOs spend a large amount of their fimaften more than 206 on talentmanagement.

However, this effort is not typically guided by a formal talstrategy explicitly linked to the
companyo6s oV e rembeddad imtge bgsmessd annmmg process. Rather, CEOs
engage irselected supporting activities where they believe they add value.

1 Talent management has become more important because of a greaaggition that it
helps to drive corporate performance, even thougkexhet impact iglifficult to quantify

1 Many CEOs mentor executives in their organizaiioas additional andmportant part of

the programThey regard the development of the ngetieration of leaders as one of the best

ways of leaving a strong legacy.

In his 2010book, Rothwellalso provided his insights dhe most frequently asked question
what isthe role d the corporate @ard of the CEO, of theenior managementemin an SP&M
Progran? (p. 375):

1 The board should ensure that an effective succession planning and managemgearh
existsand is actually working effectively

1 The CEO is personally responsilitg ensuring that an effective SP&M program exists and
works effectively. If not, the program is like a plane flying without a pilot. If the plane
crashes, who is responsible?

1 Senior managers are like the copilots. Each is responsible for establisbimgléakelopment

objectives for his or her own division or department teth meeting those objectives
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In the DDI report, the researchetalked about their study difestpractices in building up an
effective Talent Management systerihe study identified organizations rated low, medium, and
high in terms of theeffectiveness of their leadership development initiatives, talent management
systems, and management culftaen d c ompar ed t h e prganidatoraldfieangab r a
performanceelativeto those of their counterparts.
The researchers identified a strong correlabetweenthe identified organizatior@financial
ranking andtherateon all three critical drivers
1 Organizations rated low on all three critical drivers were only in the [2ttentile in terms
of |l eadersdé6 ratings of financi al perfor man
1 Organizationsthat were successful in both aspects of talent management (leadership
development and other talent systems) but not in terms of managemenin the 35th
percentileinterms f | eader s6 rating of financial per
1 Organizations that excelled in all three drivessre in the 68 percentile in how their leaders
rated their organizationés financi al perfo
Based on their study, the researchers claimed that:
1 Of organizations with effective talent management system$%p, B8ve active senior
management involvement, compared to onl§oX8 organizations with ineffective systems
1 Senior managers should be intimately involved in developing dpigtential leadership
talent by monitoringhigh-potentias, playing a role in training, providingesources, and
taking a lead in systematically reviewing the top tiemahagers
1 Bestin-class organizations afar more likely to have CEO#&ho champion engagement
efforts. In or@nizations that areot bestin-class,engagement igenerally led only by the

HR function
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1 Organizations with more effectvtalent management systems arere thanfour times
likely to hold managers accountable for developing othefhey areaccountablefor
scouting for new talent, identifying and recruitihgh-potentias, and sharing rather than
hoarding talent across the organization. Most oftlaly areaccountable for facilitating the
development of those people who regorthem.
H R 6Rwole in Talent Management
Economi st | ntRA0G sty c® UWnisttcdvered HRGO6s st
Management TheEIU researchers fountthatall of the intervieweesadsaidthat
1 HR department isesponsible for executing talent managementegsa
1 HR isthecustodian of the talent management process and often ps@uidiance and fresh
thinking about talent managemembgrams
1 HR coordinats recruiting, helg set job goals and compensation, introduceew
developmenprogramsas well as moitorsandrepodon i ndi vi dual sd& pr oc
1 All but one interviewee saitheir director of HR igart of their inner circle, along with-C
level executivegEIU, 2006,p. 8)
In Rothwellb 8010book,H R 6 de inrSB& M isdescribed a®llows:
The HRdepartment provides support for the effort by arranging for the polmiesedures,
technology, and other support to ensure that the planerfltee right direction. Think of the
HR vice pr esi de nnmadigatorrofotie glana. he adaiorgives advide hoe
the pilot as to where artbw to fly and provides othe-spot advice about how to deal with

uniqueprodems, situations, or challenggs 876).
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SectionSix: Talent Management in China

Since it initiatedani 0 p e n  d o o thélatepl®70si Ghipa hestjoyed nearly three
decades of economic growtlin 2002, China became the most poptdaeign direct investment
(FDI) destination in the world.From2008 to 2009, China was among the handful of countries that
managed to maintain economic growth while global finance crisis ravaged the world. In 2009,
Chinabés GDP a mo,whichgated it secoid®fttde. USinnerms of GIP. By
2011, Chma had become the worl ddés second | armgest
(Cheng, 2005; lles, Chuai & Preece, 2010, Luo & Zhang, 28afkervis, 2013Yang, Chen &
Monarch, 20190 Multinational companies swarm into China for its vast workéquool, low labor
cost and fasgrowing consumer market.

From the onset of the reform, there have been dramatic charthescountry, the talent
market and the business organization management (lles, Chuai & Preece, 2010; Li, £Sastérby
& Lyles, 2008).

The Dynamics of China

Li, EasterbySmithandLyles (2008)identified some key factointributing to the
dynamics othe Chinesenarket According to the researchereetMNCsriding the wave of
changes in a fagtaed China market shoulbde prepared to adapt themselvedtat paceLi,
EasterbySmith, Lyles, 2008).The identified dynamics included:

1 Rapideconomicdevelopmerdd China nationaincome quadrupled since 1979¢esage

GDP growth about 9%, foreign trade volume increased aroundo&é64ear
9 Dramatic industry structural chan@eégricultural in GDP dropped significantly from

40% before 1979 to 15% in 2004, enterprise ownership shifted from @aDés t at e 6 s
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share of economic activity before 1979 to 15% in 2@@4le foreign firm exstence
grew from none tdeing amajor FDI destination.
1 Sudden increase theknowledge bas® China R&D investment grew about 10% per
year between 1997 and 2002, foreign investors set up close to 700 R&> celteina
by the end of 2004, new educatigystems have been introduced to Chitggher
education institution, a surge of overseas studeis returnetb China,andthe
proportion of university graduates a percentage of the enfr@pulation jumped from 1%
before 1980 to 12% in 2004.

1 Changan high-caliber localtalenbmotivation at workrom work for a living to work for
quality-of-life, from shyfrom-responsibility to responsibilitgeeking, from favong
hierarchy to enjoyng freedom, from desire for a position to a desirea challenge (Li,
EasterbySmith,& Lyles, 2008 p. 503)

Thisis just aglimpse of the drd& changesri China@ the aging of the population, increasing
urbanizationanddevelopment o& sizable middle class are all features of China nowadays
(Nankervis, 2@3, p. 188). Thequick-changingChinesanarket haput pressures oMN C s 0
established systermhese changdsaveincreasedralent Managemeatsnportance in China and

posdchallengedor MNCs operating in China (lles, Chuai & Preece, 2010).

Talent Management Challenges to MNCs in China
Just like its dynamieconomy, Chin@ talent landscape has unique features that MNCs
operating in Chingannotignore.

The new generationin the Chineseworkforce
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In 2007,Hay Groupconducted an Hilepth studyf more than 300 MNCsgperatingn China.
The studyanalyzed reward and demograptiata from Hay Gyup PayNet plu® the resultof the
groupds previ o450MNCsin@iya. Sudplenaehtingotle data analysis \isite
to-faceinterviews with top executiveand HR professions] the researchers claimed thatniegv
generabn in theChinese wdtforce hadunique characteristics:
1 The majority of the workforce in China was born betwtesiate 1978 and the 1980s.
1 This generatio hadmore social and economic advantages than did previous generations and
had higher expectations for their own careers.
1 They lovel to have a managerial or leadership title on their business card.
1 On aveage, Chinese senior managemrefive years youager than their Asian countens.
The gapgrewas one movedown the hierarchy.
1 Interms of workexperiencesthe gap between Chinese executives and executives in other
countriesvaswider as they climédthe company ladder.
1 Compensation stijplayeda v i t al role in Chinese empl oyece
mine and lwantihnowb ecause money may not wasstilthdrer e t omor
However, it worth noting that highégvel job positions lead candidates to pay less attention
to compensation and more to the job itself and opportunities offered by it (IRMaGBusiness

Service, 2008p. 50).

Reduced loyalty among Chinese employees
The Society for Human Resource Management (SHRM) and Development Dimensions
International (DDl)coduct ed a study in China in 2007 to i

The researchers completadurvey with 215 human resource professionals and 862 employees.



50

About 81% of the organizations that represented by the survey participants were rooélnati
companies. The average organization had annual revenues of 1.1 to 5 billion yuan (142 to 647
million USD) and a workforce of 1,001 to 5,000 employees. Nearly h&lb)48 the participating
organizations were publicly traded. Howatdal (2007) found that:

1 73%of Chinese employees surveyed resigned from their last job in the past 12

months.
1 22% are likely to leave within a year.
1 30% to 40% of senior managers at multinational companies changed their jobs due to

lack of development opportunities or better career opportunities elsewhere.

Low talent mobility

As Mercer(2012 identified through its market survgpn China people wanted to work in
metropolitan cities or tier one cities like Beijing, Shanghai anch@ztzou, while not many were
willing to work in tier two or tier three cities (Zhang & Shu, 201Zhis trengdwhich was also
identified by Narkervis (2013), was described
talent fr om p 108. Meanwhid, theyrigid pgrsion afd social security system only

made the situation worse.

Gap between talent demand and supply

The growing interest in Talent Manageman€Chinahas been fueled by a looming shortage
of managerial and technical talent and fierce competition in market (lles, Chuai & Preece, 2010,
183). From 2005 to 201,2McKinsey & Company, Development Dimension International (DDI),

andMercerconducted severatudies orChina talent market All discovered that professionals
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(engineer, finance, accountants, life science researchers, generalists and supsict svath good
language skills were in short supply. Meanwhelgective leaders frorthefront line to middle

level or even senior managers wetglobal perspective who could replace expatriates were scarce
and much sought after in Chimanarket Farrell & Grant, 2005t.ane & Pollner, 2008\ ellins, Liu

& Tang, 2011; Zhang & Shu, 2032;

On theplussideof the equationt her e seemed t o lkwmrnarkgur pl us
According tothe2008 China Statistics Yearbqdkee were 4.7 million undergraduate and
postgraduate students, whom1.68 million were in managerial disciplineshat numbedid not
includethe 44000 overseas trained graduates (Nankervis, 20130).

However, therés a serious mismatch betweere w g r aapabditteeandMNTs
requirementsNankervis (2013) indicatethatt he new gr ad u datkeosworkr e fAser |
experienceshaveinadequate Englistiuency and overall oral skills; lack of leadership

compet ¢éNakenass2013p. 190)

Rising Labor Cost

Low wages used to be the significant factaitractingforeign directinvestmentespecially in
laborintensive manufacturingp China Sincethemid 9 9 0s, Chi n aewerksBopgfe d a s
t he wor | ddvages inHChimbawe been risingharply in the past decadehen, Wu & Ark,
2009; Yang, Chen, 8onarch, 201D . According to Hay Groupods C
base salary increagan average of 8%verthe past five years (Hay Group, 20@75). There have
been risingconcersthatChi nads | abor c oosbe eaded yoaringwageinwo u | d

themanufacturing secton recent years (Chen, Xu & Ark, 2009,514)
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In 2009, Chen, WandArk conducted a unit labor cost (ULC) analysis on 1995 and 2004
China census data seewhetherChinad productivity increaseouldkeep pacavith risinglabor
cosk. Their finding revealed that manufacturing in Chinalteecome increasingly costly but also
more productive than befor@&ut concerns alsarose in capitaland skilkintensive industriebkely
to act as @ounterforce to the study findings.

To study whéher rising wageactuallyimpactChinad global labor advantage, Yang, Chen
andMonarch(2010)conducteda studyto systematically track changes in Clin&age level from
1978 to 2007 and comparthe wage levels witlthose inneighboring Asia countrieg(p. 483). The
researcheranalyzedcrossindustry wage levels China. Then theyseddatafrom the
International Labor Organization (ILO) and United Nations Industrial Development Organization
(UNIDO) in orderto compareChina and 10 other Asian countries. In addition, they also analyzed
the demandéndsupply conditios for skilledand unskilled labor in China. Tindindings echoed
Chen, WuandA r k200®researchindicatingthat the gap beveen skiltintensive and laber
intensive industries/ould persistently increase. Meanwhile, the rolmugiply of labor and skill
wouldst abi | i ze Ch ipacatda modaageeateg Sirwer@altd s manuf act ur i
remainsa small fraction othat inother develped Asian economies, China wikely to maintain its
global labor advantage (Yang, Ch&rMonarch, 2010p. 501).

TheHay Gr o uRewad Chifa@portindicatedthat for technical, sales and marketing
and especially managerial relecompaniesere havinga difficult time coping withdemand, which,
in turn,madeemployees from these sectonsich more likely to gaia salary hike from each jeb

change.All in all, this had made retention extremely challenging.
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Section®venResearch about Chinads Tal ent
The uniqueness of ChiGasconomic conditiog) labor market demand and supply status as
well as workforce characteristiosakeTalent Management an urgerancern as well as an area
much in need of exploratiorHowever, when using Talent ManagemantdMNC as keywordin a
literature searcin mainstream journals, only limitedcordswere returned.The following
academic research on Talent Management in MNCs in Qffimanedtheresearch approa@ndset

foundationfor this study.

Talent Management of Western MNCs in China

Hartman, FeisehndScholber(2010)described their qualitative researchearn national
difference of Talent Mnagement and when transferrmgman resource managemprdcticeform
headquarter to foreign subsidiése degree to which practices were implemented, internalized and
integrated in the recipient unitheir study primarily focused on two research questions:

1. How dowestern MNCs in China identifgevelop and retaitalented emmyees?
2. Do institutional and/or cultural influencesehdd to the adaptation ofalent Management

practice to théocd subsidiary in China®p. 172).

The researcherselied on anintegrated frameworkconsisting of five different alent
Managemet elements identify anddevelop talented employees, visibility tafent plan employee
successiomprovide mentoring relationshipsrganizational culture of leadership development.

In order to answer opeended exploratoryjuestionsthe researcheradoptedexploratory
case study analyste augmentheir understanding of Talent Management in China. Meanwhile, as
the researchers noted therenmental and noitinear nature of @lent Management, they selected

seven multinationatompanies from different industries (electronic, technology, logistics, computer
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healt hcar e, wgaspdhe rarge af meckanisms that inflieticedocal adaptation of
Talent Management practices ( Hr t mann, Fei s p. 1172 .&TheScasksoshdved r , 2
common that allveresubsidies of western MNGsom Europeandthe U.S. To collect qualitative

datg thethreeresearchersonducted 21 fact-facein-depth interviewswith employees from the
identified MNCs from July 2007 to March 2008The interviewees includedeniorand middle
managers from the HRepartments (e.g., HR Director China, Training & Developmentdgan

HR Recruiter), ance mpl oyees who were consi der edAmongt al e
these individuals15 were managers and @ere secalled talented employeeslhe researchers
followed operrended protocolfor all interviews(Hartman, Feissel, & Schober, 20p0.172).

The researchers alsiudiedt he i dent i finterrdl website pra rdocersidb
supplement the interview®ata analysisnvolved within-case analysigrosscase analysisests of
construct validity, internal validitgndexternalvalidity.

Therewereseveral findings from this study:

1 Talentemployees are increasingly seen as a valuable and scarce resource tBat drive

organizational performance.

1 Multinational companies in China are faced with significant labor market shedage

to aninsufficient supply of qualified employees.

1T The Apsychol ogi cal contracto bet ween em

employeesiavebecome less loyal and chaatheir workplace more frequently.

In answeringthd i r st r esear ch qguBNGsin€&€hna idéntihHdadevelopd o w
and retaint al ent ed e mpebearghes dosird dhét,the tomganies didt have specific
Talent Management strategies in placeidentify, develop and retain their talented employees

Though the companies wesddl interested in identifying internal talentyet practicewas rather
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unstructured. Only large companies focused on creating pivot talent podéith regard to
employee developmenall companies relied on either internal (namely company internal academy)
or external (local universities, chamber @inumerce or special associatiomstworksto provide
qualified courses, offer leadership development courses and support talented employees in their
individual career devepment. In all cases, training was supplemented with the use of temporary
overseas aggnments and internal assignnmeta bind the employees and to improve expertiblee
researchers also found thalt cases focused significantly on building arganizationalculture to
foster loyalty and commitment among employees so as to improve employee engagement and
enhance employee retention.

In answering the second research quesfido institutionaland/or cultural influences lead
to the adaptation of talent managempractice tolhe f oc al S u b s,ithd researcherss n  C
concluded that the western MNCs htee flexibility to introduce relativelyunchanged human
resource managememtactices from their home country to the Chingglesidiary They also found
that the organizationamplemented all of the practiseof the five elements in theresearch
framework, but did not successfully internalize all of theithe twothat had been internalized,
based on the research, werdevelopmat of employees andcreation of a differentiated
organizational culture.

The researchers were also surprisedind that the companies emphasizgdtential and
value to the company whadentifying pivotal talent buthe difficulties of replacing employees
seemednot a mapr concernto them This ledthe researcheto wonder whethethe companies
might havemissed an untapped talent pool (Hartman, Feissel, & Schober, 2013).

In conclusion, the researchers recommended that MNCs in China spend adequate time

identifying and codifying their talented employees. They also recommended that MNS drive
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development together witlalent that is,takeemployee welbeing and personal piainto account.
The researchers reckoned that western MNCs slatrlttt and retain talented employees in order to
realize longterm strategic talent management.

With regard to future studiethe researchers suggesteuhductingmore studies with MNC
to generalize the findings. They also admitted that ttesearch focused only dhe company s
internal tdent pool, so future researcthould examinehow companies attract talent to their
organizations.They indicated that the prima goal of talent masmgement isto contribute to

organizatiorsuccess, so future researclaquired tostudy how Talent Managemeistmeasured.

Talent Management and HRM in Multinational Companies in Beijing
Anotherstudy onTalent Management in China wesnducted byles, Chuaiand Preecan
201Q They notedproblemswith the way Talent Managemewasbeingdefined in the practitioner
press In addition many practitioner claims laek sufficient data suppodndthere had beelittle
empirical research on Talent Management in Chidlain all, the researchers deemed it necessary to
investigate organizational practioggh regard toralent Management in China.
lles, Chuai and Preece (20J)sted three research questions:
1. Howis Talent Management defined in these Chinese MNCs?
2. Inwhat ways, if at all, iFalent Management as differing from HRM?
3.1ls Talent Ma n a g e me nathewnbettteeih gsserice littld/no wiffenept 0
from HRM or is it quite distinct? Does it offsomething new to the organization® (
180).
The researchersxplained that they haselected multinational natiahcompanies (MNCs)

sincethis type of organization wasost likdy to adoptTalent Management practEgiven that
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Talent Management was a concept tiedlemerged not long ago. In statened companies, labor
management ¢ o ulles Chua& PeeecB2030)p.183)d 0 (

In selecting aesearch methodology, the researsh@ointed out that due to the exploratory
and qualitative nature of the research questions, structured interse®nsed the best course of
action. The researchers identified seven MNCs in Beijinglifferent industries (IT, education,
healthcare, consulting). All of the companies were locatdgleijing. Meanwhile, to capture the
different perspectives of cresgctos in an organization, the researcheedected at least one HR
specialist, senior and functional managers, and -snoemnagerial staff from each organization as
interviewees.A total of twenty-two semistructured interviews/ereconducted for this study.

A pilot study was undertaken in one organization first, followed by formal study with the
identified companies. The collected datare contentanalyzed, categorized and orgeed under
various themes and topics. The researchers also stomiepany documentation on organization
policies asa supplement to interviews.

Study findings revealethat among the companies in this stutiglent Management was not
a relabeling and rgackaging oftraditional HR practices The companies hoped Talent
Management woulthake adifference to the success and competitive advantage ofgheization.

In comparison between HRM and Talent Management, the researchers discovered that:

both Talent Managemerand HRM were seen to empkize integration with busingsand

both covered theame functional areas of recruitment, selection, trainingdandlopment
appraisal and reward management. Howewhilst there were such similaritiethere were
also differencesHRM was seen to have a broader scope thaniManagementandHRM

was seento emphasisegal i tari anism 1 n contr afsTalentt o

Managemen(p. 186.

t
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In all, Talent Management focusexh the people involved, with a particular focus on the
attractionyretento n and d e v EalewdpllegeChtai &PreecgR010,p. 187).

The researchsrsuggestedhat adoptinga particular modefor Talent Managemenwould

affectthe focus offalent Managemenandhow it waspracticed.

Three major stands emerged from the study:

1 Talent Managemenwas not much different from Human Resource Managemértie
companies adopted Talent Management practice tothefiwar f o Forthi |l ent
typeofcompany, the term ATalento referred to

1 Talent Management was integratedh HRM withas e | e ct i v @alefto,c uveh iolne
fiTalenb asdefined as top performers and those with high strategic valua eertiain
degree of scarcity irthe market. This type of company was more likétyhavebeen
driven by organizational needs to attract and retain talent

1 Talent Management was treated aganizationallyfocused competence development,
with the primaryfocuson thedevelopment of thentire organization For this type of
company, ATal ent 0 was associated with ft
relating to cor e bhoss peoplenscupying those postshvdth coré o
business competente coimpaaies adopted Talent Management mainly to overcome
t he Abarriers i n talanbt raancdhe mtgrestaaifidi mp e D& i m
organi zational competencyo.

The researchers recommended sevavanuesfor future research.One recommendation

was toreplicate their researchith other MNC companieto seehow companies define Talent and

TalentManagemenandidentify otherreasos forMNCsd a d o pTalénbManagement.
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Leadership Development in China

As acritical element offalent Management, Leadershig\&lopment has been a hot topic
among practitioners. Qiao (200&xplored éadership development in Chjnguided by the
conceptual framewordteveloped by Vicer€001).

The research questions Qiaosted for her study wess follows

1. How do the companies in China develop their leaders?

1.1 What are the general talent strategies in the companies?

1.2 What roles should HR play in the companies?

1.3 What common ways do the companies use to devie®@pcurrent and futurkeaders?

Which ways are perceived as more effective?

1.4 How are the leadership development prograensgdesigned?

1.5 What major problems and challenges do the companies face in leadexgtgpment?

2. What key factors conbiute to enhancing the effectiveness of leadersigpelopment

practices in China?

2.1 How do the companies usually evaluate the effectiveness of leadeesheppment

programs?

2.2 What key factors contribute to enhancing the effectiveness of leaddesil@fmpment

practices in China?

Her study was based on a multiglase study with four compan&#BB, BenQ, Lenovo
and Motorola. The main sources of evidencehar study were from interviews and archives. First,
interviews were conducted with thelevant people in the selected organizai@jiao interviewed
CEGs, HR professionals, training professionals, line managershagtdpotentias in the abowve

mentioned organizationsSecond, related archival data were collected, such as organizatits) char
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books and newspaper clippings,.ef®ased on the study data, Qieonducted withircase analysis
to identify within-group similarities coupled with intgroup differences in each individual case.
Following that she conducted crogmse analysido comparecertain dimensions across cases,
looking for similarities and differencesnd thencompared evidence from different sourceler
findings includedhe following
1 The four companies developed their leaders in a way more or less the same asStheir U
counterparts bun aless structuredral formalized fashionThe needs assessmemhiase
and measuring the effectiveness of leadership development were thernwponets
apparently left far behind.
1 The U.S. Leadership Development with Impact Model also worked in Chinese
organizations. But she notéde additional factors that may hasgesignificant impact on
the effectiveness of leadership development practices, including a strong learning culture,
inner dive of people, the role of line managers, timing issues, and organization structure
stability and management team continuity
Qi aobds study was stostudyglaldnthiManagemersated paacticeenmp t

China multinational companies.

Summary
Talent Management hasaghed mainstream acceptance by hunesource practitioners as a
key measuresupporting their organizatiod s a c hi e ecernomia succesd and susgain
competitive advantageContrary to its popularity among practitioneezademicasearch into this

field need to catch p. Thedefinitonsof fiTal ent 0 and Ieveacaused muciMa n a
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scholarly debatewhile researchon the concephas beerrather fragmented (Hartmann, Feisel, &
Schober, 201(. 170).

In recentyears, there has beematable increase in thmimber of dicles and books relating
to Talent Management since organizations worldwide regard Talerdgeiax@ntas a higkpriority
issue (lles, Preece, & Chuai, 2010)his is especially truegfor multinaional companiessince
intensified global competition for talent has grofrom the country level tothe global level
(Scullion, Collins, & Caligiuri, 2010). In the fastgrowing emerging markets, the demand for
distinctive typs of manageriatalenthas benfurthered(Scullion, Collings, &Gunnigle, 2007).

As one of the largest growing economiesiethwor | d, t he 0 wédfierceinor t
China. Most of theFortune500 companies have establish&dbsidiariesn China. Theymust
recruit, develop ad retain the talent they nedd fulfill company business objectivesMany
multinational companieshave introduced their Talent Managemeptactices to their Chinese
branches, hoping that doing wdl bringin the talent they nee®ome of thes programs work very
well, while others may not work at all. Different cultures, workforce characteristics, economic
devel opment stages and mar ket envibesipraciesin s ma
other regions to Chinese companies.

With the intentionof addingin-depth insights into the Talent Management practices of
MNCs in China, andcontributing to the literatures on building conceptual and theoretical
frameworls of Talent Management in China, researchers have conducted studies on Talent
Managemenin China MNCs. Thesestudies havéaid solidfoundations for future academic studies

in this field.
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Chapter Three

Methodology

The purpose of iB study was tanvestigate the Talent Management status &atent
Management practice of selected humanesource professionals in middléo largesized
manufacturing multinational companies in China. The following research questtwesddressed
in this study:

Reseech Question 1Wh a t is the current status -doflargeTal e
sized manufacturing multinational companiaswhich the selected human resource professionals
are working?

l1How i s ATal ent Managementaomparees? ned by t he

1.2Why do these companies establish a Talent Management program?

13What is HROGOs role in company Talent Manag

1.4Do Chinese companyop executives (incluidg CEGs and other devel officers)

participate in Talent Managementf? so, what role do they play?
Research Question Two: How do these selected human resource professionals manage talent for
these middleto largesized manufacturing multinational companies in China?

2.1 How does the Talent Management strategy align withbusinessstrategy in these

companies?

2.2 Do the companies use a competency model in the Talent Management progtams?

do they use the competency model in the Talent Management programs?

2.3 How do these companies recruit their talent?
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2.4How do these companieswdop their talent?

2.5How do these companies retain their talent?

2.6 Do these companies include Talent Management in their performance management system?
How do these companies evaluate their Talent Management effectiveness?
Researchihdingswill help in creating a portrait ahe current statusf Talent Management

practices itmiddle- to largesized manufacturinghultinational companies in Chinan comparing
thesefindings with identifiedpractices irother regionsthe researcher also identifigichilarities and
differencesbetweenTalent Management practisen China andin other regions especiallyin

developedountries

Study Design

In his bookon case study research, Yin (2003b) described study design as the logical
sequence linking data to research questions and research findings. A study resogs the
customized approach and strategies adopted by the researcher in condseanchr.

According to Yin (2003a), a fAcase studyo i
a contemporary phenomenon within its & context, especially when the boundaries between
phenomenon and c onptl8)xTe reseacheataptd a mudtipleicase approath
in this studybased orthefollowing considerations.

First, the case study isithe method of choice when the phenomenon under study is not
readily distingui shablpm4).Thee ma com@ex interactior betwéen § Y i
phenomenon and its context. As reveaiedhe literature reviewJalent Managemens highly

interactivewith the organizational context and the external environment.
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Second, Yin (2003a) listed the three craethat should be taken into consideration when
choosing research methddghe type of research question, the influence of the researcher on the
actual behavioral eveis), and the degree to which the researcher cares about contemporary events.
With regardt o research guestions, Yin suggested t
contemporary event give the researcher little conttbls can be resolved using the case study
approach. In this study, the research questionséodausy A howo t h ee ploiessianals r e s
currentlyimplementTalent Managemenh multinational companies in Chindhe r esear cher
purpose wagarnng from instead ohavingcontrol overinformants being studied.

Stake (2005) mentioned thedse study soughd identify and describboth what is common
and what is particular abotlte casgthe researcher imore concerned about the particular aspect. In
this study, the researcher hoptdinvestigateTalent Managemenpractices of human resource
practitionersi n Cd muitinafional companies and wasore interested in discovering the
unigueness of thishenomenon and trenvironmenal context of the phenomenodll of the above
considerations lend themselves to case study methods naturally.

The researcherusal a multiple-case study rather than a single case stialy (2003b)
suggested that multiplecase study design uses the logic of repian. The researcher replicated
the procedure for each case. A reldciast togengaizee r a

from one case to another because the context of thelifessd ( Cr eswe™)l , 2007,

Unit of Analysis
A gualitative study design specifies the unit of analysis to be studied. An appropriate unit of
analysis decision directs sample size and sampling strategies (Pattorp.22&)}, Yin (2003b) said

that the unit of analysis is related to the fundamentabo | em of def idGisi Pajon wh a't
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further poiheakeyssue o gdectingraadtmaking decisions abheatppropriate unit of
analysis is to decide what it is you want to
(Paton, 2002p. 229).

The purpose of this study was to investigatectimeentTalent Management status and Talent
Management practices of selected human resource professionals in -ntldlargesized
manufacturing multinational companies in GhinThe researcher selectatie individual human
resource professional as theituof analysis becaus@e human resource professiomapracticing
Talent Managemeni the respective comparand usually astas theleader owner and designef
Talent Managemenprograms.This unit of analysiscan also be justified by the fact that most
surveys on Talent Managemarged human resources professionals as the target population and the
human resources function as the targeted funchiomost surveys and articlethe human resource
pr of e s wleand @mdctitewas discussedn previous research on Talent Management practice
in China #NCs, human resource professionalséaeenidentified as informants for the studies.
Therefore, the researcher bebe\that HumanResource professionals who had been implementing
Talent Management programs hadholistic view ofTalent Management practiesd couldprovide
insightful information. The researcher collected daitectly from the selectedhuman resource

professonals.

Case Selection
Yin (2003b) pointed out that selecting the ¢gs& be studied is one of the most difficult
steps in case study research since it goes beyond finding the most convenient or accessible site fron
which the researcher could collect data. St ak
aspect ofcase study in the social science and human servicéeisseélection of cases to

studypyéhing is more Iimportant thanpd®ki ng a re
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Seawright and Gerrin@008) argued that case selection in case study research has the same
twin objectives as random sampling; that is, one desires: (1) a representative sample and (2) useful
variation on the dimensions of t h eredrieen byahel i n
way a case is situated along these dimensions witlenpopulation of interestp( 296). A
gualitative study focuses -thepth on relatively small, purposefully selected samples. From those
informationrich cases, the researcher gainsight and an idepth understanding rather than
empirical generalizations (Patton, 2002).

The purpose of 1B study was to investigate the Talent Management statusT aleet
Management practise of selected humanesource professionals in middléo lamge-sized
manufacturing multinational companies in Chinghe case selectiowas based orthe following
considerations:

1. Human resource professionaisually act aseader, owner, and designeraf c ompany 0
Talent Managemergrograngs). Therefore HumanResource professionals who haeken
implementingTalent Managemergirograms haa holistic view ofTalent Management
prograns in their organizations and coudovide insightful information

2. The researcher believed that Human Resource professionals workimgltinational
companies could provideseful information becausaultinational companies (MNCs)
were most likely to adopt Talent Management practice given that Talent Management
was a cooept that emergedelatively recently.In stateowned companies|abor
management coultkpresenmor e i n a fihybr i & Breenea201Qy. e (|
183). A multinational companyere waglefined as a company operating in one country
which substantially owns overseas assets which it mdnagfesely under a systerof

coherentecisionmaking policy Hartmann, Feisel, & Schohe2010,p. 172).
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3. Focusng only onmiddle to largesized manufaaring multinational companiekelped
to reduce extra variables in this research stutdy.learned fromhe literature review,

Talent Managemenis highly interactive with the type of companies in which it is
implemented. Based ora previous study ofMalent Management practices in MNCs in
China, largesized companies were found to be more likely to adopt a structured approach
toward Talent Management (Hartmann, Feisel, & Schob@t0).

4. In China, secalled tierone cities,such asShanghai, Beijingand Guangzhou, have
attracted a large number of MNCs and talented people as well. Based on previous studies
of Tal ent Management practice 1in MNCs [
Management would be the agerlesaChm& Preecegani z
2010). So the researcher believedhitbean resource practitioners working MNCs in
Shanghai anthe surrounahg areawould face more Talent Management challenges and
opportunitiesn practicing Talent Management.

5. Based ortheprevious literature review, technical and leadersiligntare in shorsupply
in Chinad dalent market and the manufacturing companid¢isat require techrgal
expertise rather thaintensivelaborin production are more likely to be impacted by the
talent supply and rising labor coshs a consequence this type of companydse likely
to focus on managing thedalens.

To guide case selectiotheresearcher developed a list of criteria:

1. Is the informant a human resource professionaho has knowledge about Talent
Management?

2. Does theinformantwork for a multinationalmanufacturingcompanyas defined in this

study?
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3. Does heselected multinational compwg requiretechnical expertiseather thanntensive

labor in production?

4. Does theselected multinationaompany have more th&©0 employees?

5. Has theselected multinationatompany been operating sustainably and generating

sustainable business results?

6. Doesthe China subsidy locate in an ecomno center argae.g.Shanghai?

7. Has the selected multinationalcompany ben implementing Talent Bhagement

practices in the Chinasubsidiary

8. Has the human resource professional been implementing Talent Management in the

organization for at least threears?

Patton (2002) claimed that a qualitative study was full of ambiguipe242) so it was
difficult to dismiss this ambiguity whetalking about sample size in qualitative research. However,
he also argued that the rule for qualitative
depends on what you want to know, the purpose
what wi | have credibility, and what can be done
validity, meaningfulness, and insights generated form qualitative inquiry have more to do with the
information richness of the cases selected and the obseraafdytical capabilities of the
researcher thap24)ith sample sizeodo (

Yin suggested that the multiptase study should follow replicated logic rather than
sampling logic, so it was difficult to applypical sample size criteria in this type of study. To
achieve the purpose of the study, the researcher should thinlef reflection of the number of
case replications that he/she would like to have in the siidyZ003a,p. 50). Yin believed that the

sd ection of the number of replications depenct
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case results. The researcher focused on selecting inforan@tiooases and analyzed the cases to
determine the findings reachéat the desired purposes.

The cases finally selected for this study were four human resource professionals who had
been deploying Talent Management activities in their organizafi@nsontrol extraneous variation,
which helps to define thé&mits for generalizingthe findings (Eserdifficultt, 1989) the cases
selected shared some common characterigtios four Human Resource professioralshadmore
than 10 yearsf experiencesn the human resource field and had profound knowledge about Talent
Management. The organizationsn which they were working had originsin developed countries
(mainly the U.S.and Europe). The selected compamniegreserdd textile and material, service
science, specialty chemicand theapplied chemicaindustry. The companiesere all recognized
as leading companies in their respective industry feattbeen generating sustainable revenues in
recent years. The compantesdbeen conducting business in China for more than 20 yearsaahd
manufacturing sites in ChinaThey all daimed thattheir Chinese subsidiariesquiral employees
with technical expertise

To enhance the trustworthiness of the study, a business leader was also identified from the
same compani whichthe selected Human Resource professional woakeldwvas contacted for an
interview by the researcher. The information provided by the business leader had been used to
triangulate with the human resource professionals. The business leaders were selected based on th
following criteria:

1. Was the businedsader the head of an independent business eeamit?

2. Had the business leader been with the company for more than 3 years?

3. Had the business leader been involved in the talent management activities implemented

by the human resource professional?
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4. Hadthe business leader deployed talent management in his/her team together with the
human resource professional?
Based on the criteria, four business leaders (site managers, chief finance officer, sales
director) was identified and interviewed by the researcin addition to human resource

professionals.

Case Study Protocol

A case study protocol should leveloped beforéhe study sincéihavi ng a cas
protocol is desirable under @ircumstances, but it is essential for multiplea s e  d¥ns19%n 0  (
p.63). ForYin (1994),i &ase study protocol is more than an instrument. The protocol contains the
instrument butlso contains the procedures and general rules that should be followed in using the
i nstr pb®dnt o (

For this study, @asestudy protocol wasleveloped as detailed in Appendix The research
protocol was made up of fivparts: 1). Purpose of the study; 2). Research methods; 3). Field
procedures; 4). Interview guide; and 5). Case study report .guide case protocoprovided

detailedproceduresnd guidelines for this multiplease study.

Data Collection Methods
Yin (2003b) considered the case studybea method not accompanied by a preferred form
of data collection. In his summaoy data collection activitiefor the case study approach, Creswell
(2007) suggested that the researcher should collect documents and records and conduct interviews

and observation
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To achieve the purpose of this study, the researcher edploeeexperienceof Human
Resourcegrofessionals who had be@mplementingTalent Managemenprograms in their own
companies. The dataere collectedfrom interviewsas primary data.The researchdaaperecorded
the interviewswith the approval othe interviewees. The researchalso studid relevantcompany
websites and documents as secondary datdave better understanding of the background of the
companiesn which the selected human resource professioved working The data thusvere

primarily qualitative

Instrument Design

As previously stated, the study addressed
current stat us o fin thé mialle-em largedizadnnzaguéactLeing tmiiltinational
companies that the selected human resource profelssimaworking for8 a Halw dd these
selected human resource professionals manage talent for these toidaitgesized manufacturing
multinational companies in China? The research questions focu
Management practiseof selected human resource professionals. The exploratory nature of
guestiondnfluenced the reser c her 6 s de c i samestuctured intermgrds thg matinh e
data collection method.

To collect meaningful data from the interviess andto facilitatedevelopinganswers to the
research gestions, an interview guideasused duringall conductednterviews (refer to Appendix
B for the details of the Interview Guideyhe interview questions were developed based on the
research questiorend the literature reviewonducted by the researchefhe connection between
the research gestions and the intervieguestions designed tanswer the research quesis is

demonstrated in Table R
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Table 31
ConnectioramongResearch Questionisiterature Review and Interview Questions
Talent Mangement Themes

Research Questions Emgerged from Litereature
Review

Interview Questions

HR Practitioner Business Leade

Research Question 1 - What is the
middle to large-sized manufacturing multinational companies that the selecte
human resource professionals are working for?
Definition of Talent and Talen
11How is fATalent Managemento defi nedvadagementhese m@ltinat Qbna

Talent Management as Priori
1.2 Why do these companies establish a Talent Management program? to company. Q2 Q2

13What is HROs role in company THRseoe ihTakltaMaaggmeeme nQ4 i ni ti @4 i v

1.4 Do the c o mp a topy éxacutives(include CEO and other C-leve CEO and Manager's role in
of ficersd) participate in Talent Talent Management Q5 Q5

ResearctQuestionTwo: How do theseselectechumanresourceprofessional
manage talent for these middle to large-sized manufacturingmultinationa
companies in China?

2.1  How doesthe TalentManagemenstrategyalign with businessstrateq Strategy Alignment
in these companies? Qs Qs

2.2 Do the companiesusea competencynodelin the TalentManagemet

programs? How they use the competencymodelin the Talent Managemer Required competency

programs? Q6 Q6

2.3 How do these companies recruit their talent? Recruit Talent Q7 Q7

2.4  How do these companies develop their talent? Develop Talent Q8,0Q9,Q10 Q8,Q9, Q10
2.5 How do these companies retain their talent? Retain Talent Q11, Q12 Q11, Q12

2.6 Do thesecompaniesnclude Talent Managemenin their performanc
managementsystem? How do these companies evaluate their Taleni Measure Talent Manageme
Management effectiveness? Outcome Q13, Q14 Q13, Q14

An expert reviewof the interview guidewas completecbefore the researcher uséhe
instrument in the field.The interviewswere conducted either in Chinese or English based on the
intervieweesO6 requirements. The English inte

interviewees® permi ssions.
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Human Subjects Review

Regardless of the approach taken in the inquiry, permssiendd to be obtained from a
human subjects review board. The boasdiewed he research study for any potential harmful
impacts on and risks toapticipants (Creswell, 200. 123). The researcher hadbmited the
study plan to the Penn State Institutional Review Board for review before collecting Aata.
approved consent form was attachedppendixC.

In order to protect the human subjects involved in this study and taking the Asian cultural
norm inb consideration, individual idéties and the company names wéreld in the strictest

confidence Access to the original data wiasited to the researcher only.

Entering the Field

In many research studies, researchers are not able to get accedgsnt@lpparticipants
directly but have tomegotiate access through a diverse group of gateke¢pemghera & Thapar
Bjrkert, 2007. Gatekeepers can be defined as those who possess the power to provide, either
directly or indirectly, access to key resources (people, logistics, information or situation) needed to
do research (Campbell, Gray, Meletis, Abbott & Silver, 2006, SanghdtsafarBjrkert, 2007). In
their works on qualitative research, especially in businessnizagions, Valentine (2001) and
Skelton (2001¥ound that a gatekeeper could range from a secretary who ¢edteadl e s ear c her
access to a senior manager to ghbrlevel manager who controlled access to all his/her
subordinates in a business organization.

Gatekeepers can be seen aduldeecause they can help identiparticipants for a study
(Campbell et al., 2006). However, Sanghamd ThaparBjrkert (2007)and Sixsmith, Bonehawnd

Goldring (2003) found that each participantistudy could be a gatekeeper him or herself as he/she
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possessed the potential of disclose information of lewdl of participants. If gatekeepers do not

have knowledge or conseot those to be studiedhey are more likely to point the researcher to a
narrow sample of individuals (Sanghera & Thapakert, 2007),and then the study will be
controlled by the gatekeepers who work on their own agenda and try to impact the restgarch
their own version of Areal it yTbherel&ibonshépretwedn,the Bo n
researcher and gatekeepers goes bey@pheldetd@d.gai n

(2006) suggested that researchers should more overtlydeortee power of gatekeeper in the

fieldé [and] Ainstead of the door model of ga
6 model i n which accesplld.s al ways up for nego
Campbell et al . 0s suggestandoMr i e 6sclsd ed yi

2003. During their study process, the researchers had to continually negotiate with their identified
potential gatekeepers who finally texhout to be the supporter and sponsor of their next study in
Asia. So Berwick, OglandWright (2003) concluded that the qualitytbe networking relationship
determined whether a potential gatekeeper would really be a gatekeeper. Kempiatanflow of
communication andegotiation with identified potentiglatekeepes and influenang them may be a
critical part of a research study.

Berwich, OgleandWr i g ht 60 s passessspesial mehayindor the researcher of this
study, since their study was conducted in Macau, an Asian cultural environment. In their report, the
researchex focused on their specifexperiencesnd reflecedon wor ki ng in this
environment. They found that gatekeepers in Macau were not always what they appear to be and
excellence in developingresearch network could produce unusuallyusi results (Brwich, Ogle
& Wright, 2003,p. 57). The researchers also reported that they paid special attention to the concept

of Aprotecting faceo and fAthe systemo during
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characteristic of conducting earch inthe Asian cultural environment. Even though the researcher

of this study conducted her research in cities diffefemrh Berwich, OgleandWr i ght 6 s r es
field, their study in a similar Asian cultural helped to inform the researcher thagphye respect to

the norm and social systemascritical to her study.

The researcher had considered the relationships and networking respected in Asian culture
and started from the organizatjomhich wasa midlle-sized multinational companyn which she
hadbeen working. She made initial contact with the human resource professionals in the company
and askedheir permission to interviewhem and then asked for their recommendations on next
contacts and potential participants. The reseamdied each contaébr recommendatiasfor next
potential contacts during the preparation phase of the study.

To retain the potential participants, the researdied to use tw strategies. First, the
researcher shared knowledge with the participants §ince i s vi t al to share
gained during the anh,IBgngham & Gdldring,i2008)i 589.s dhe ( Si x
researcher kept close contact with the participantsremudd share with them the findings from this
study after the remarcher analyzed all collected data andwcenclusions. Second, the researcher
mai ntained credibility and trust since fAcont.i
i nterpersonal relationship bet Bigsenth Bonehamer&e s e a
Goldring, 2003p. 588). The researcher shared cledénky research purpose, process enitital role
of eachinformantwith theinterviewees Besides, th researchgiresented herseib intervieweess
a human esource professional working inle@ading multinational companyvho was workingto
complete a doctoral degree in a renowned prograthei.S.; in so doing, shgainedtheir trust.

The strategiessuppored the researchérs e ftof gain taccess to seted human resource

professionals and collectedeaningful data from them
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Study Flow
To illustrate her study flow, a case study fl¢see Table-2) wascreated by the researcher

based on Yinds cadse study design (2003b

Table 32
Cast Study Flow
Phase Steps
Phase | Step 1: Developed research questions to guide this study.

Setp 2: Desgined a case study protocal to guide the fled study and an interview guide to be
implemented in the field was developed.

Step 3: Conducted expert review on interview guide and revised the interview guide.

Step 4: Translated the interview guide into Chinese and confirmed the translation.

Step 5: Pilot tested the interview guide.

Step 6: Revised the interview guide.

Step 8: Intiated contact with the human resource professionals who work for multinational con
the researcher had access to and obtained approval for interview.

Step 9: Explained to the selcted human resource professionals the detials of the study and cc
with the human resource professionals they were right candidates for the interview.

Step 10: Asked the human resource professionals to recommend a business leader in the sa
oranzation for interview.

Step 11: Explained to the business leaders who were recommended by the human resource
professionals about the study and confirmed they were right candidates for the interview.
Step 12: Scheduled the interview dates and confirmed interview approch (face to face or via
with the human resource professonals and business leaders who confirmed the interview reqt
Step 13: Studied the companies which the selected human resource professional work for by
company official website and other public information.

Phase I Step 1: Conducted interview with the selected human resoruce professionals and business le
either via phone or face to face. Tape recorded each interview.
Step 2: Studied supplementary resources -company webiste, availabe articles, documents ¢
organizations that the selected human resource professionals working for.

Phase llI Step 1: Transcribed and translated all the tape -recorded interviews.
Step 2: Confirmed the transcriptions and translations.
Step 3: Analyzed the transcriptions.
Step 4: Wrote case report.
Step 5: Drew case study summary.
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Pilot Test

A pilot test (or pilot studygtalese steddynedas
specific pretest of a partiular research instrument (e.g.questionnaire, interview schedule, etc.).
The advantage of condireg a pilot test is that it may provide advance warning of where the main
research can fail, where research protocols may not be followed, or whether proposed methods or
instruments are inappropriate or too complicated (Teijingen & Hung@84,p. 1).

The researcharsedonehuman resource professional wstwarel similar characteristics with
the target ppulation to conduct the pilot testhe researcherepored the pilot test results in her
final report. In this researchthe researcharsedthe human resource professional who worked for
company Aas the pilot test.

Based on findings frorthe pilot test, the researcher adaesthe wording of some interview
guestions so the terviewees coulgrovide information orwhat the researcher wanted toolw.
Also from the pilot test, the researcher discovered that the selected business leader did not get
involved in some specific Talent Management acgsitiSuccession Planninghdugh the Business
Leader s perspecti ve dNWadagement prastisdn samb ergamizatiasl i t vy
theresearcher had been alerted to sejeelified Business Leaders who could provide qualified data

for this study

Data Analysis
Data analysis is the process of examinrgegorizing, tabulating, testing, and recombining
evidence so that empirically basednclusionsmay be made (Yin, 2003 For this study, the
researchefollowed the procedure gireparing thelataand then analyzing informationa within-

case analys andcrosscase analysis to analyze the collected data.
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Prepare Data

To get the data ready, all thepearecorded interviews were transcribe@fficial website
information and company documents were also notednates from the websites and documents
were typed. The researcher reatthe transcriptionthrough to get an overall impression of the
material. Then based on the literature reviewtaled e s e a r ¢ hgeestrss, axddingdhgme
was developed.Then te datawere cleaned so thatinterviewee identitiesand confidential
informationwereremoved. After that, he researchetevelopedpencodes to codetext chunks into
categories based on the coding scherA@er the coding was done, the researcher built up a case

study database. Then the datrepresented and findings were concluded.

Within -Case Analysis

A within-case analysis is a direct description of a single instance from which meaning may
be drawnwithout looking at other cases. It involves pulling the data apart and putting them back
together in a more meaningful way (Crestwell, 24072,63). As Eisenhard{1989) pointed outhis
process allows the unique patterof each case temerge before investigators movegeneralize
patterns across cases. In @idd, it gives investigators ach familiarity with each case In this
study, the researchewrote about therich detais of each case anddoptedthe patteramatching

approacho identifywithin-group similarities and differences in eaidse.

Cross Case Analysis
Yin (2003b) advocated crossise synthesis as an important analytical technique, especially
when the resacher is conducting a multiptease study. He suggesteattinesearchers should look

for similarities and differences among the cases and then develop naturalistic generalizations from
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the data analysisin this study, the researcher compared similarities and differencess caseand

presented the results tabula format

Trustworthiness of the Research
In any qualitative research project, four issues of trustworthiness demand attention:
credibility, transferability, deendability, and confirmability (Gubal981). In this study,

trustworthiness was enhanced throughous strategies.

Credibility
Credibility is an evalwuation of whether o]
conceptual interpretation of ihahdata @iacolm& Gubaa wn

1985. It establishes how confident the researcher is with the truth of the findings based on the
research design, informants and contekb. ensurecredibility of this study, théollowing strategies
were used by theesearcher.

Prolonged engagement has been identified by Lincoln and Guba (1985) as an important
strategy to allow the researcher to check perspectives and allowed informants to become accustomec
to the researchein this study, the researcher spent tiseningfrom the website and all available
public information regarding the companiis which the selected human resourpefessionad
were working this occurredhroughout the study process from case selectioih report writing.

The researcher made initial contact with the selected human resource professional through another
human resource professiomngth whom the selected human resource professiwaatjuite familiar
and trustd Then researcher spent émstablishinga relationship of truswith the human resource

professional through several phone cdilifore conducing the interview. Thenthe researcher
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collected datathrough an hourlong in-depth interview with each of the fourhuman resource
profesionals The researcher keph contact with the human resource professionals after the
interview and engaged them through the report writing and reviewing process.

Based on the ideaf the convergence of multiple perspectsviar mutual confirmation of
da@to ensure that all aspects of a phenomenon have been investigated (Knafl & Breitmayer, 1989),
triangulation isa powerful strategy for enhancing the credibility of the reseatualthis stug, two-
way triangulation was built in the desigrkirst, as Patton (1997) suggestedyllecting data from
different sources is anethod of triangulation In this study, triangulation across informamias
conducted. The researchenllected data from business leaders who were worfanghe same
MNCs asthe selected human resource professiom@ierview data collected from selected human
resource professionals were triangulated with the interview data collected from business leaders.
Second as recommended b8henton (2004), the sampling of a range ebgle in different
organizations may be employed to reduce the effect on the study of particular local factors peculiar
to one institutiong. 66). In this studythe multi-case study design enatilthe researcher to collect
data from four different humarnesource professionals and identify repeated themes across the
different cases.

Lincoln and Guba (1985) considered member checks an important provision gerbal
studyo6s CEheekdgithe acduiady pf.collected data can take place duthiegcourse and at
the end of the data collection (Shenton, 208468). In this study, the selected human resource
professionals were invited to review the transcribed interviews. They were required to check
whetherthe transcribed words matetithe ideasasintended. They were alssked to offer reasons
for particular patternebservedy the researcher through the interviesgsas to develop a formative

understanding.
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Thick description of the phenomenasas another strategy employed by the researshece
Afdet ai | ed tHieasea can lpetan importantrprovision for prongpcredibility as it helps
to convey the actual situations that have been investigated and, to am éxéscontexts that
s ur r ou n dhentoh, 2004p. 69).9n this study, the researcher providadetailed description
of each casen orderto provide ample informatioto readersanddetermine the extent to which the
overallfindings aretrue.

The researchés selfreflection anddesireto evaluate the study as it\adopswas another
strategy to enhance credibility. This is béee the fact thatite regarch situations are very dynamic,
and the researcher is part of the rasmth and cannot separate from(Krefting, 1991,p. 188).
Lincoln and Guba(1985) recommended that researchers describe and interpret their own Isehavior
andexperiencesvithin a research context througlfield journal. In this study, the researcher laept
field journal as recommended by Lincoln and Guba which not only indltise schedule and
logistics of the study bueflectioson t he r es ear ¢ h eanddéas gehevated floins ,
interactiors with informants.

The credibility of the researcher is especially importarat gualitative study (Pattori,990).
Theresearcher of this studyad workedasa human resource pragsional in MNCs for more than 13
yearsand condu@d Talent Managemesrelated programs the companiesvhich she worked.

She had studieth a renowned programwith an emphasis on Organization Development i0.8.

universityfor four years. The researchHaadprofound knowledgef the Talent Management field.

Transferability
Transferabilityin qualitative researchas to do witthow well the threats to externmalidity

have been managed. According to Yarternal validity deals with the problem of knowing whether
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a studyo6s gdneralizhblenbgyond the enmediate case stuahcoln and Guba (1985)
indicatedthat transferability ishe responsibility ofthe person who hopéo transfer the findingito
another situation or populatipnot that ofthe researcher of the original studiincoln and Guba
recommendednaking the researcher responsible for providing an adequate database to allow
transferabilityjudgments to be made by othens this study, the researcher employbd strategy

of providing dense backgund information about the informanh orderto allow others to assess

the transferability of the findingsFor eachcompanyin which the selected human resource
professionalwas working the company profile, business in China, company culture, organization
structure and sizeand typical talent managemeryractices collected froma ¢ o mpofficiay 0 s

websites and other public resows,osas pesented in greatetaik to the readers.

Dependability

According toGuba (1981)dependabilityrelates to the consistency of findings. To enhance
dependability,Lincoln and Guba (1985) suggestd that the processes within the study should be
described in detail to allow another researcher to repeat the sttlyfuture Further, thisallows
thereader to asses$ise extent to which proper research practices have been followed. In this study,
the regarcher provided detailed description dheresearch methodologgnd implementation, case
selection, case study flow, data gathering and data analysis. The detailbg-stiep description

was intended to help future researchers to develop a thovmagigistanding of the studyethods

Confirmability
Confirmability ensure that,asmuchas possiblethe research findings are the result of the

experienceof the informants rather than the characteristics and preferences of the researcher
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(Shenton 2004, p. 72). Triangulation is important in ewring confirmability and reducing
researcher biasAn external audit isecommended by Lincoln and Guba (1985) as an important
strategy to ensure confirmability. The auditor considers the process atheasavell as the data,
findings, interpretations and recommendatighencoln & Guba, 1985). Lincoln and Guba
recommended that research recorluding raw data, data analysis, production, instrument
development, process notée kept for audit. In this studyhe researcher kept alw datagetailed
trangriptions, constant reflections and other memds external auddr was invited tojoin the
researcher frorthe beginning of the studyThe auditor was also a human neisee professional and
worked in a multinational company ShanghaiThe auditorcheckedheresearch consistently from
beginningto end Shereviewedthe study design, study instrument, da@nscriptionsdata analysis
and findings.She providedeedbackto the researcher through the course of the study. She also
askediwhy o decisions had been made |fwocess. he resear
In addition, the researcher revealed the assungéind study limitations in this report and
providedan in-depth descriptioof the methodologys recommended Shenton (2004) as strategies

to enhance confirmability.

Summary
This chaptercontains information orhe methodological approacaised in this study.ifst,
the research questiongere presented. Then the study design, sampling strategy, data analysis,
resear che ndasdethisat consigetaimwerepresentedA discussiorof the methodsand

strategiesised to improve the trustworthiness of this stoolycludeghis chapter.
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Chapter Four

Data Analysis

This chapter consists of five smmns. Sectios one to fouroffer awithin-case analysisf
eadh of the four casesSection Fives a crosscase analysithatincludesidentification ofcommon
themes across the four cases. Each withse analysis is composed of two subsectiarase
overview anda within-case analysis. The withrase analysis subsection is organiaedording to

theresearch questions.

Case A:
Human Resource ProfessionaiVorking in a U.S.-based,

Global Engineered Textilesand Materials Processing Company

Case Overview

Background

Company A is dJ.S.-basedadvanced textiles and neatals processing comparfat has
been in existence for 120yeals.t i s t he industryds mar ket | ead
next largest competitogndalso enjoys a significant price premium in most mark#thas two core
businessesMac hi ne Cl ot hing is the wdesighatl dabricehdebaltd i n g
essential to production in the paper, nonwovens, and other process indd$teegcond core
businessis Engineered Compositesvhich is a rapidly growing supplier of highly engineered
composite parts for the aerospace industiyntil 2013, the companyoperatéd 18 plants in 11
countries,employed more than4,000 people worldwide, andas listed o the New York Stock

Exchange. T lalesin0i2npeee VOB miIllon.
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The company g | ob al strat e gyl thatss, ttUs orcniasketsamwehicitk e a d 0
core capabilities in advanced textiles and materials provide thefbasisstainable advantage, and
in those markets, strive for total leadershymich means getting theest products and services first
to market, with the highest quality and reliability, and at the lowest costs of operation po$hible.
company seits nearterm objective asxecuteand longterm objectiveas focusingon cash flow and
grow.

Business in China

The company started business operation 1990. In 1995, the company established a
production plant in Southern China, followed by a sales office in Shanghai. Later the company
invested USD100 million in China, building another manufacturing facility in Eastern China in 2008.
The new facility also sges as the headquartdos its Pacific Business Corridof.he China plant
was its biggest singlevestmenin its hundredyear history Establishing the plant in Chirenabled
the companyo providea strong local supply to accelerate its business grawthe region. It also
reflecst he companyds str at e gnyestodnin diftereritiatimyutseltithrdughc u s
products and field service with the leading papermakers in regions around the cmatidually
matching its capacity to demandround the world and steadily and incrementahhanmng

productivity.

Company Culture

Companye mpl oyees described their company cul
company. The company manufactures prodaot$ engages iresearch and development, soaas
manufacturer, it i's Adown t wishaoositidndtself as 8khem c e

intensive butrather prefers to be viewed adia e ¢ Fbmaisceadl0 ma ih doésaat havea e r
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large employee populationT he company ehijlbgsé aulitf@ameé | ywi t h
feelingvery loyal to the company. The companglobal executives are mostly nurtured within the
organization. This is somewhat different from some lath8. companiesthat prefer to hire
professional managers froautside the firm In this company, most employees have been working
together for many years and they know each other very well. Though the company has its own
performance management system, employees do not feel undér pgréarmance pressure.
Employees are more relaxed and share this big family feeling among them.

Organization Structure

The companylaimsto have a lean and flat organization asdtructured based on a matrix,
functional system. For example, the @hiManufacturing Site Manager in China reports directly to
the Global OperatioaVice President.

HR Structure

The HR team located in China is responsible for HR operatiotie isia subsidiaries The
Asia Human Resourséheadrepors directly to theglobal HR headthe Vice Presidenbf Human
Resource Meanwhile,in China, the Human Resourceteam has peer relationshig with the
business units it supports in China.

Companyods Official St atement on Talent Man

On the company website, the company states thataic@npany offering equal employee
opportunity.

According to its employeesheé companyused to develop its leaders within the company.
Almost all of its global senior leaders were nurtured internallyis is partly due to the scope of the
industry andhere is limited talent pool available inmark . T h e ¢ o rigeacuoltyré aso f a mi

supported thi§alent Managemeratpproach.
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Within -Case Analysis

Background of the Interviewed Subjects

HR Professional The HR professional I's the company
Leader. She is responsible for leadinglttiRteamthat servegsompany subsidiaries in Asia atite
Pacific region. She also established the sith@Yangtze Delta aretngether with a small group of
ten managers. She personally witmeksthe growth of thec 0 mp a sitey ané business in China.
Beforeher employment with thisompany, she served as HR professional iramother largesized
multinational company in Chan She holsla masted degree irbusinesgrom a European business
school.

Business Leader The Business Leader isthe Pl an't Manager of t
manufacturing site in China. He has been wiis company for more than 4 yeasd is
responsible for the site with more than 200 employees. Befoptoyment withithe company, this
Businesd eader also served #g operation manageat anothetargesized multinational company.

Table 41

Selection and Background of HR Professior@aid Business Leaders at Company A

Subject Code Gender Function Job Title Location
HR Female Human Asia & Pacific Human East China
Resource Resources Leader
Business Male Manufacture  Plant Manager East China
Research Question 1: Wh a't i s the cur-telarge st at

sized manufacturing multinational companies in which the selected human resource professionals

are working?

1.1 Ho w Tialent Mianagemeat d e f i ne d btignaltcdmpanies? mul t i na
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The company does not havie¢ o f f i ci alsof Aidaf ie mTaent ddanageeat
sharedoy company employees. AccordingttteHR Leader , the company di
ito as a priority.

$AEET EOCEI 10 T £ O4A1 AT O

Basedoma n a gpeerrssgpecti ves and understanding, AT
of people with the business skills, competencies, knowledge and exped#ributepositivelyto
business resudt In facing tough economic environmemhanagersbelieve thatpeople witha
creative mindcan help tayrow the businessreduce costand improveproductquality. Talent goes
beyond thosen amanagerial role.

Representativeuptesfrom the interviews are offerduklow:

HR: fiTalentd is this group of people who possess thgsinessskills, competenciesknowledge

and experienceswhich can contribute to business result. They do not have to be limited to
leadership only

Business:/ T a | efrorh iny observation of cases iaur company, should be able to support
business growthThe persorwho can optimize our business model is of value to the organization.
To operationpeople with creative ideagswho can help reduce cost, improve quality, and can help
transfer good managment conceptéfom other industryis talent
$AEET EQCEIT 1T &£ O4A1 AT O - AT AcCAi AT 0o

Since there I s n o Tatept eManadement,thére fcan rbe diffecemt o f
definitions from different pants of view. Fromthe HR poirtof-view, it is an integratiorof the In
and Out process which starts with defon needs (including job profile and required candidate
profile), followed by hiring, on boarthg, training and developmenperformance management,

recognition,and managing outhose notmatching company need$alent Managemerghould be

demonstrated ithecompany culturé that is, byhow employes perceive theiwork environment.
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For businessthecycle is simpler. It is about deveiog thetalentand retaiing them within
the organization. This idue in parto thereality of a very limited talent pool in the industry. In
addition, organization structurdiffers amongcompaniesso it may be difficult to find exact
matchingtalentexternally.The focus ofTdent Managemens more from within the organization.

Representative quoté®m the interviews are offerduklow:

HR: From HR perspectiydiTalent Managemeat s y s ttlasnn ahdaosit process. The overall
processes and cycle form tihalentManagemensystem. From an organizatigoint-of-view, it is

a cycle. Wh i [peintdf-viesym is in ardl out. Frdnu Businespointof-view, if you
need business output then you muddlenthave the i

Business: From my perspectivigtTalent Managemeat i ncl udes two parts or
employees who are with potential; while the other is to sustain them in the site that is retention. So
fiTalent Managemeat i ncl udes t woretpndiont s: devel op and
1.2 Why do these companies establish a Talent Management prdgram

The purpose of Talent Managemenprogram isto achievea business goal.The company
needsits core competency to achieve its business strategy ansl gblaé core competency did
company does not come frarapitalinvestmensince even local billionaisscan easily do that. The
competitive edge also does not come from technology becausadt dd0% guarantee the success
of the business in China. So thelyfactor thatdetermine success comes from talénthosewho
canmaintainthe unique culturbecauseloing soguaranteget h e ¢ o ontanued dxistence

From the business sideTalent Managemenrtontributes to geting the right people to produce
the niche productsffered bythe company since it is difficulto find the right talent from other
companies or industriedMleanwhile, through the talent development process, thegwanatethe
talentdés capability.

Representative quot&é®m the interviews are offerdmblow:



90

HR: To our companyJalent Managementis the key to achieve business goaDur organization
must possess the core competency to achieve the business §oabuilding up the core
competency, we must have people to perfoinbelieve the corecompetitive priority of you
organization is the talent whetheryou have this group people, whawn this uniqgue mechanism,

this culture. Like our company which has a hundred year long history. The unique culture
contributes to its existence till now.Money is easy to come by, while culturedigficult to get

Business Our products are veryiche, it was venydifficult for me to hire suitable personnel from
market | did not have much chance to hire externallgecondly, this industry is relatively
enclosed, so it idifficult to hire outside the industry

1.3 Whati s HROGs role in company Talent Management

HR has a leadshiprole in Talent Managemerandis responsible fodriving the process.
Meanwhile,HR collaboratesvith business leaders sinttee latter worksvith employees on datp-
day basis.The HR leadein this case study compamged an analogy @fsoccer team to explain
their roléd that is,HR is the key striker and thbusiness leaders are the teammates.

Fromtheb u s i n e s pointoéview, be thiibigght the collaboration was based on the needs
ofbusi ness and HRG6s r ol e eapededHRosemeotandardlsysterm andy . H
improve alignment amongfterent sitespesidegdriving the current process. &lstandardized
systemwould alignthe sites currently with different cultwand understandirsgf Talent
ManagementIn this way,HR would bring more value to the company.

Representative quoté®m the interviews are offerduklow:
HR: My role isto lead and drivedhe Talent ManagemenProcess My business partners are my
co-workers since they are working with their team day-to-daybasis .| drive the process but
also collaborate with the sam. Like a soccer teanh am the key striker, but | also have to
collaborate with my team. HR is the playerthe field not the coach on the bench.
Business: HR has driven someTalent Managementprogram | got feeling that wehad a
collaborativerelationship during talent related programsk-rom my perspective, we ditked these
programs to help foster some good employees. HR happened to have this type of responsibility,
which means we had matching needad thus formed this collaborative relaghp.  From my

perspective,it will be ideal if HR can build up a system We have different culture and
understanding of Talent Managementin different sites. If we can have a good system,
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standardized deployment, we all execute following the sauie, then the outcome will be great.
By doing so, we can also reduce the variation among different sites
1.4 Do Chinese company top executives (including CEOs and otheveC officers) participate in

Talent Management? If, so, what role do they play

HR andthesite Busines&eaderhave different opinions on-Cevel involvement inralent
Management

HR believed thatite CEO and board memBearel aboutTalent ManagementExpectations
cascadd down to their subordinateSheir expectationdrovevice presiders tobecome involvedh
Talent Managementni t i ati ves . SlalenHWadagemer@ctaallystensted flom i n
C-level support.In this company th€EO and board membenadbeenthe source of allalent
Managemeninitiatives so theiinvolvementwasdemonstrated beforEalent Managemergrograms.
This type ofinvolvement ensurkthatthe programsverebeing carried out sustainably.

Meanwhile, HR believed the senior leaderstisetlirection for thelalent ManagementThe
global leaders providealgeneral operatiemodel while local leaders ensurédlent Management
initiatives were withirorganization scope. The board members and senior leaders also engaged in
thetalent review process and individual developméaniping and deployment the talent, making
their involvemennecessary

HR believedTalent Managementas a typical HR procedsthat is,business leaders should
not be the oredriving theprocessince theycared more about outcoseHR should be the anto
establish the process to ensure the compang tadant supply. Then the business leaders were
brought on boarty HR to influence skill identification and developmeiusiness leaderso

focused more on deliverables and cared about talentysapiyl when there wastalentshortage.
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Thesite business leader didnotse¢ @ vel s fAwal k the tal ko beca
theexecutive levelvasmore abouthe balance sheet and cash flow. Mdatent Managementas
driven atthelocal organization level.

Representative quoté®m the interviews are offerduklow:

HR: In my compag, CEO and Board member cared abotialent Management CEO and board
member had definedalent Managemenbn their TO-DO list, their involvement was done before
everything happed. They did not have to use their influence to help HR when we deploy the
strategy | have been work closely with my boss, the HRVHe knows very well which model fits
best with the business But the solution should be worked out by local team The local
management team provided me with the general directasn| have to ensure my direction is
correct. There are certainTalent Managementprograms requireBoard Member periodical
review Other programs like Talent IDPrequires senior leader participation.

| think Talent Managements a typical HR process so (Business Leaders) would not drive
the process. On the other hand, Bassss Leaders would be quite concern the output of the system
Business leaders are busy working on the deliverables, they do not have much time to think about
theseTalent Managementnitiatives. As HR, we should build up the foundation and only by then
Talent Managementwould obtain the attention of business leadeMl/e have to use strong
influence to drive business leaders onboard the talent review platform to ensure the organization
is prepared for any talent needs.

Businessi did not think our CEO orC-Level executives involved much in the talent development
efforts, because | observed most of the initiatives have been driven by each region

We had quarterly CEO video conferenésvery time they talked about Cash Flow. | did not think
they spent rany efforts on talent.

Research Question Twélow do these selected human resource professionals manage talent for

these middleto large-sized manufacturing multinational companies in Chiimna?

2.1 How does the Talent Management strategy align with lhginess strategy in these
companie?

HR believed théusiness Strategy includd alent Strategy. HRalent Managemershould
be part otheBusiness StrategyThis wasechoed by th&usinesd.eaderwho believedhatatthe
company level talent strategg/aligned with business strategy. For example, otiei®fonpanyd s

5 visionstatements had to do wiéimgagementThe company conductean exgagemensurvey
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every year and analyzékde resultgo identify areagor improvement Butneither the HR othe

BusinessLeadementioned whetheFalent Strategy planningasconducted athessite level.

Representative quoté®m the interviews are offerduklow:

HR: My understanding is Business Strategy should include Talent Strategy. TidRnt
Managementshould be part of Business Stratgg

BusinessThe talent strategy is aligned with business strategy

2.2 Do the companies use a competency model in the Talent Management progfans®o

they use the competency model in the Talent Managemegtams?

The companyad acompetency frameworthat includedL2 competenciesit wasused n
hiring andhigh-potentialcandidate identificatianFor examplein hiring, HR would work with
business to identifthetop 3 key competencies for the position. All candidates were rated based on
theidenified competencies to identithe best fit.

On the other side, the Business leatieughtthe framework did not clearly link with the
company and business stratedpor exampleii | ead wi th vi si om@eand fAcus
essential to the company but how they were integrated with the cotngamgnt strategy and
future vision was notcleartohiltde expected t o see a fofiteni queod c
company.

Meanwhile, in applyinghe competency model ifalent Managementhe business leader
hoped to be able to find a more quantitative measurement based on the competency framework. He
thought the current measurement was a bit vagaentangible, which resulted in managessig
therigut f eel i ng qredulingrediffarénuopinions onh thd sanmetperson.

Representative quot&é®m the interviews are offerdaklow:
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HR: We do haveour company competency framework,sta list of competenciesWe had called
small group to identifyop 3 competencies for hiringWe rated the candidates based on the
identified competencies to determine which candidate was the best fit.

BusinessOur company competency model consistd @ items. Each of them looks quite right
individually. However, when they are put togethéhne logiqdbetween themis not that strong.
Meanwhile, | alsofound the linkage between the 12 items is not strong eithéwill be goodif the
competencynodel will be unique to our organization. It can be built upon the 12 competency
items and integrates with company current status and ldagn strategy or visionlIt can be the

fiessentiab 4 to 5Scompetencies instead of 1Zwelve points are too muclotme | cannot
remember that much.

| hope we cameasure anyhigh-potentialemployeewith this modelquantitativdy. Sometimesye
got some feeling but could not measure precisdfywe us the fiintangibled measurements then

different people ould have different perspectivand it wasnot fair enough

2.3 How do these companies recruit thailent?

The company uskdifferent strategies to attract external taleBincethe companyvasa
leader in the industry, ghcompany brandiasa keyattraction. On the other hand, fgeneral
professional grouplike HR and finance, the company and team culveeekey. High standard
professionalism, opeteamand TalenManagementvereattractiors. With regard to operational
employees, the companjferedahi gh freturn to their weoenckas.
high as in other companies but their working howesesignificantly less than in other companies.
Meanwhile, for this group, referralasa good recruit channel.

From thebusinesperspetive, the expectation went beyond hirifrgm he industry talent
pool since the industrgid not offer a large talent pool. The business leader also believed the
outsideindustry pooloffered more capable talent with diffent and innovative mindsstb help the
company. The business leader dlsmight the organization structure got design could be
changed to leave more spdoethe recruiting oexternaltalentif afew candidatecould be found

for some specific positions.
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Representative quesfrom the interviews are offerdaklow:
HR: Different category of employees required different approacbur company was famous in
the industry. So for professional technical group, our company brand was the key attraction
While for general professnal function like HR or Finance, then our company/team culture was
the key. For example, for HR function, if the candidate learawe hase high professionalism, and

openatmospherethen the candidate would be attractdebr operationalemployeewe relied
more onour image. V¢ had a lot ofreferral.

BusinessDue to the nature of our industry, it idifficult for us to recruit externally But for the
longer term organization development, we have to find outstanding people externalhen we

were compared with our competitors, we have been doing fine, but when we were compared with
the outstandingcompaniesn other industries there is a big gap in our management concept.

For some positions like Black Belt, we not necessary redinaim same industry but from other
industry. But the management team would not think so.

2.4  Howdo these companies develop thalent?

According to HRdevelopment should start with identified expectatfoasd from the
businessds, empl o heeods dhefiretdrwraydac any developmént
program is to fithe businessfollowed by definingype of talent and level. After that, based on
company resource availabiljtgevelopment programs are provided.

With regard tahedevelopmental program, the company offers its talent a lot of fands
developmenta¢xperienceglike rotation within the site or crosstes or crosgeography. This has
been used for quite long time and developed a large group of managers and padfe&sithe
company. The company alsasuré that besfpracticeand company succesgperiencesvere
passed along and sham@mtossthewhole company

However, the business leadesoncernsaboutlearning within the companyere confined to
the potentl growth of the talent. In addition, thax-up of thetalentwith technical expertise and

those with leadership potentialto trajectories witrsimilar developmental expectat®and

experiencesvould weaken leadership capability in the organization.
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Representative quoté®m the interviews are offerduklow:

HR: At the beginning, we should s#te expectatiori we target business functions s$ioe first

priority is to fit businessthen how wedoit. So our development planning is to determinetiat

type of talent is needed and at which level then provide them with resources that affordable to the
company ltisnot from individual 6s perspective, but

BusinessAll departmenmanagersiad been developdgdrough rotation among different sitesl
think their developmertiave been efficient and successfurhe shortage of this type of
developments also obvious no matte how difficult you improve you annot better than before
since the structure has been heréalVe shouldseparatethe experts in product antechnology
from those managment personnel Management is one group while product is another group
then company can leverage on their different expertise.

2.5 How do these companies retain their tefent

The most effective retention approachasprovideinternal developmemnpportunities such
as within-site rotation or international assignment. Surely competdompensations also a key
factor. Business leadersegardedcompensation as a critical tac. Further,different groug of
employeesalso were concerneabout different considerations. For operators, safety and manager
fairnesswereimportant. For general functionde western management style was attractivee
company culture alwayattracted talentvho stayedvith the company.

Representative quotes from the interviews are offered below:

HR: | think the most efficienapproachhas been providing internal development opportuynit

The original project teawhich established the new China site \wwaed by me. Till now the key
positions of this $& were still held by s group of people The whole team helped to retain the key
value we built together.

For operators, thaigood work environment (attentiorio safety). The managment is fair
and transparenhas been key retention factorgzor General function, theyfound our business
ethics fitted better with theipersonalvalue.

Business| observed the company used within site rotation or internatioaasignment. To help
you develop through a changed environment. Surely HR will check the competitiveridbs

compensation in marketo retain thetalent To me, the most effective would be competitive
compensation.
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2.6 Do these companies include Talent Management in their performance management system?
How do these companies evaluate their Talent Managesffentiveness?
The companwsael attrition rate and labor effectiveness to track operatorpgrom addition,
the companylid not set specifidalent Managemergoak in theTalent Managemergystem.
Manageravereevaluatedaccording taheir leadership competenci@emecompetency was their
willingness tohire someone better than themselves. Beictmpanylid not evaluate whether the
manager really hired someone like that in determgiperformance rating.
Representative quoté®m the interviews are offerduklow:

HR: wedid not set specifidalent Managemengoal in our Talent Managemensystem One of

our core competeriesis whether manager is willing to hire someone who dretterthan himself

And this is a required behavior of any manageBut t hi s does not i mpact
performance rating. Our company used turnover rat@ our Talent Managemensystem

especially for operator worker. The cost efficiency is easier to measure for operatopgrou

While we donot have specific measures like how many key leadershgtjpms have beefilled

by internal candidate or exteral candidate. Since our organization is not that large

Business:To me, the best evaluation is business resuknother dimensionis how many key
position is held by people developed internally do not think (general) retention is a good
indicator. Becausealenthave strong market value and attract external atterémmany times, the
people left company wergood employeeslf company invested a lot on people but they left but
this did not mean you have a bad talent system
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Case B:

Human Resource Professional Working in a U.Sbased Service Science Company

Case Overview

Background

The companyvas founded itheearly 1900s. Afteone hundred years of developmehe
company now is a leader in ser@science with annual revenues of more than $17 billion globally.
It employsapproximately 50,00hdividualsin 50 countries and offeproducts and servieg¢o
pharmaceutical and biotech companies, hospitals and clinical diagnostic labs, universities, research
institutions and government agencies, as well as environmental and industrial process control
settings. It is a listed compaoy theNew York Stock Echange. Despite the uncertain ecoiom
environment, the company has enjoyed a steady revenue growth in these years.

Business in China

The company enterdtie Chinesemarket almost 30 years ago when one of its business units
establislkeda representativeffice in ShanghaiAfter three decades, the company expanded its
branchesn differentregions in Chia. With 8 manufacturing sites in Shanghai, Beijing and Suzhou,
9 application development center in Shanghai and Begindsubsidiaries in major ¢és in Chira,
this companyhas more than,@00 Chinese employees. The compamaintainsits China
headquartexin Shanghai.

Company Culture

The companyis committed to makinghe world healthier, cleaner and safend its core

values are Integrity, Entlusiasm, Engagement and Innovatiot has shared this visiomwith
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employees througla companywide campaign. The compamgakes an effort to ensure thgd
employeesare aware of the company vision and core valué also seeks to ensure that its
employees are the best that thegn be. Meanwhile, the company isesuls-oriented and
performancedriven. It has put a lobf emphasi®n aligning leadership competenciasvery level
of theorganizatioml hierarchy. In China, the employee grouplturecan be described as pragmatic,
transparenand resukdriven.

Organization Structure

The company has mergedth different companies through its hundrgelar history, sat
doesnot have a very strong.8 headquartes;, unlike many other multinational companies. The
company structure is countrybased organization. For example in China, there Ghmese
presidentunder his supervision, there &éusiness unit leaders and/functional leaders.

HR Structure

The China HR team works closely with the global teafhe China HR teard dirst
reporting line isC h i nlacd business leadethat is, theChina HR head reports directly the
China president Meanwhile, HR also has a functional limeportingto the Asia Regional HR
leader. Within the China HR team, thare theHRBP and Central HR functicieans. The China
HR team supports the business uasstheir business partiserThe central function igespondle
for the development dfifferent programs foHRBPsto implemenin differentbusiness divisios

Companyb Sfficial Statementon Talent Management

On its official website, the company detailsasnmitmentto talentand results.The
company needs talented and dedicated employeesrgtammmittedo making an impact every day.
The company attributes its continuous growth to its ability to attract, develop and retairchassld

talent who thrive in the company environment anarethe company vision. The company
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welcomes those candidates who are willing to share the company visiareanergizecandhard
working. Meanwhile, the company algocommitted to developinglent rewardng achievement
andgrowingtogeter with its employees.

The company is seekirtbe best and brightest people ranging frerperiencd managers to

early-career professionals to new graduates

Within -Case Analysis

Background of the Interviewed Subjects

HR Professional The Human Resourdee ader i s the companyo6s
She has been working HR for more than 10 years and has workedrasrganization development
professional in other larggzed multinational company.

Business LeaderThe business &&ler is the MedicdDevice Business Unit head. He is now
leading a 15¢personcommercial team in ChinaAn HR business partner suppoinis business unit.
Table 42

Selection andBackground of HR Professionals and Businesaders at Company B

Subject Code Gender Function Job Title Location

HR Female  Human Resource AR, Chle! Shanghai

Business Male Commercial Commercial director, Chin Shanghai
Research QuestionIWh at i s the current status -aoflargé T al

Cl

e |

sized manufacturing multinational companies in which the selected human resource professionals

areworking?

11 How isfiTalent Managemeatefined by these multinationebmpanies?



101

Definition of Talent

The company does not share a global definitidnTa fi e THeglobalorganization
conducts an annual assessnants employees to identifidigh-Potentialand Promotable
employeeslin the organizatiopboth groups of employees are regarded as Talent

In the organizationTalentis identified atdifferent leve$ using different process In
general,Talentmust demastrateoutstanding performancandleadership competenciéisrough the
process of achieving performance results. Meanwhédintshould demonstrajgotential
capability. Learning agilityandmobility, in addition toaspiration and ambitio, are the keywords in
describing potential capabilities in the company.

Representative quoté®m the interviews are offerduklow:
HR: we havean annual assessmentand we do thaglobally. Weidentify HIPO through this
process and théPromotabl& employee In our companyhoth groups are regard as talentSince
we have a defined process, we can identify talent at different levéMe assess taletiirough3
aspects first, Outstanding Performancesecondleadership Competencgy.e., how you achieve
the performane; thirdly, the Potential Capability For Potential Capability, we assess the

candidaté learning agility as well asmobility, these arethe basic two elementsplus the
candidatés aspiration andambition.

Businessl got the feelingthab ur company does not havd odoan dwdar
wehaves ome det ail ed &.ri tWHR geoaesssorcondutt adtaded teview on
all the emplgees and try to identify HIPO and Promotable employee among them

Definition of Talent Management

The company does not have aidefl scopdor Talent Managemerdr globaly shared
comprehensiv&alent Managemenmtrocesssor practicae. Thus,based ortheHR perspective, it

can include the global talent review progesth follow-up programs conducted thie country level.

Overall it can include talent acquisition, thatish o w t o f i nahdthen idemtityandal ent 0
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devel op, t hgamsto affertofhodalentf opr ¢ heir devel opment o
Ahow we can keep t hemo.

Representative quoté®m the interviews are offerduklow:
HR: fiTalent Managemera does not have a defined scope in our company includes mainly

include the HR review processForfollow up actions, each country and region has own practice
We probably can sayimcludes Talent Acquisition, Identify and Development, Retention.

Business: | thinkralent Managemenicludes following areasFirsti s fAHow t o fi nd F
and that isRecruitment. The second i s fATalent Develanggwent :
can use to these identified talent to follow up the assessment procédse third area is
Maintenance the questionisi h ow we ¢ an S& t® exgTalénhMamagemenincludes
simply 3 linked area$ find the talent, develop the talent, and keep the talent.
1.2Why do these companies establish a Talent Managemnegtam?
First, the companys needs watma@aspaceagspeeadysin Qhigaso there was a
constant need fdalent Secondthe company hakigh standarsland performance level3.o meet
these two needs, the compdogked outsideo recruittalentbut more importantlylookedinternally
for talent because dould not obtain all of thbesttalentfrom themarket or the fittedfalentfor
open positionsespecially the candidates with right technical knowledge.
Third, the company had internal needs to prowdeelopmentalesource andoppatunities
for internaltalent including manager coaching, developmental prograndcrossfunction and
regional opportunitiedDevelopmental opportunitiedso helped in retaininglent
The Talent Managemergrogramhelpedthe organization to find theght candidates
externally and more importdptidentify HIPO candidates internally, provng them with
appropriate development pklto accelerate their developmemith these resources they met and

even exceedecbmpany requirements. The compduagl theright talentto meetits fastgrowing

needs.
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Representative quot&é®m the interviews are offerdaklow:
HR: | think Talent Managementmpact multiple aspectsr company.Through talent development,
the organization provides job development to eaygeespecially HIPO and offer them more
resource We canprovide more promotion opportunity (cross BU, Function) to these internal
talent All the efforts are greamotivationto thesetalent and thus enhanced the retention of this
group of people. Secondfrom talent marketpoint-of-view, we are the biggest company in the
industry. The size of our organization requires higher performance standan/ith our growth,
businesgequires foster talent from within because they catifficultly be bought m the market
Some may exist in other big company but their technical part can be different
Business: Our company includes our Blrswing very fast Under this circumstanceie always
in great need of talent and we always cannot get enough, no matter in Quantity or Qualtye
area that is more important is develop internally, because the market cannot offer the talent we
need, and the market is so hot, we cannot always timel best talent.
1.3 Whati s HRG6s role in conngigivey? Tal ent Managemen
HR leadesregardedHR astheleader andwner of theTalent Managemermgrograms.In
line with theleader and owner role, HR should
a. Spend time and effortsn soliciting business strategy and expectasidor talent
b. Play aDesignerrole in Talent Managememianning that is,beresponsible fostrategizing
about thaype of talent to be developed and the approaéblltmw in developng them
c. Drive the organization to exete the talent development plaHR should drive the Business
Unit to foster erftusiasnmfor Talent Managemeranddevelopa mechanism for Talent
Developmen The business shoutdketheinitiative in driving self-learningandsdf -
development. HRhould drive business leader involvement.
In summary, HR s 0 w n eTalsnhMapagemérmtid not mearthatHR did it within the
HR team rather ownershipwasdemonstratedt the country level or BU level. HRvasthere to
drive resultsand to holdnanagers and employeascountable for the ressilt

Fromt he b usi ne s FaehtdandgemetwasownedebwHRso that theHR team

should be responsible fexecuing and champioimg talentrelated initiatives ang@rogramsbut not
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act aghe leader in overallalent Managemensince Talent Strategy is part of business strategy and
talent needsare part of business needstom a Business Uniperspective Businessshould own
overall talent initiatives The businesgaderviewedtalent as his top priorityincluding it in his
business process whillee HR Business Partnevasthe owner ofthe talent prograrthat waspart of
the business unit strategic programs

Representative quoté®m the interviews are offerduklow:

HR: In fiTalent Managemeatnitiatives HR should take the Leading Position. Since you are the
leader, youshould take ownership, then you would spend time to solicit business strategy and
businessexpectation ontalent We plan what type of talent should be developed and how to
develop themwe are the designer of the whole pla®nce the design is done, our role as leader is
to drive the organization to execute the talent development widlR should drive the Business
Unit to foster the enthusiasnand a mechanism for Talent Development. HRBPs should drive
business leademvolvement We ownTalent Managementdoes not mean we should do it by
ourselves HR owner ship is demonstrated through at Chilevel or BU level,

BusinessFor HR Talent Strategy, this has been developed through joint discussion among HR
and business unitsFrom talent strategy plan and execution, the owner should be ##partment
During the process of execution, HR needs great support from bussnenit

| do not think HR is the leadebecause HR is coordinatinglalent Managemenprograms. Talent
Managementis part of business processt is an essential piece agheeting businesgoals From

this point-of-view, most talent related initiativeexecution and champion should be conducted by
HRBP or HR ManagersBusiness is the owner of talent initiatives, | assigned HRBP as owner of
this subprogram. From another aspect, from current condition of our busitiakest is our single
biggest gap athis time. Talent is base of Business plan and it determines the lbegn growth of
businesswith that Talent is the number onéusinesspriority.

1.4 Do Chinese company top executives (including CEOs and ottheveT officers) participate
in Talent Management? If, so, what role do thiay?

All company executives have beactivelyinvolved inTalent Managememtrograms For
example, hecompany has thrdalent poolevels, so executivesral business leaders participate

different le\els of talent review and provide support to the identiti@léntto accelerate their

developmentThis type of involvement requiresgnificantefforts and time from theentire
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leadership team d6R has structured the system for executives and business leaders to be involved
in a more systematimanner

Nowadaysbusinesdeadersall knowand accept the concepat Talent Managemens part
of their responsibilitieas company leaderHowever things can get complicated when business
leaderanustbe engaged ifialent Managememrogran planning and outcomed.he extent of the
time and efforts they can spdog these activities cabe a problem Rather tharetting managers
conductTalent Managemeractivities randomly depending on their availability, HR shql&te
more efforton makingTalent Managemera systematic approadhr the entireorganization and
plan the required resoce well. While this systenhas not been around for very long, thuswar
have observed good involvement and collaboration ffwbusiness side.

Representative quoté®m the interviews are offerduklow:

HR: All senior leadersare involved in Talent Managementactively They participated in Talent
Managementinitiative organized by HR actively For overall Talent ManagementChina HR
tried bestto well structure and achiegresult instead of one program here and one program there,
one action by one action. The Talent Managementequired a lot ofbusinessinvolvement and
HRBPs shouldwell plan, plan their resource.lf you ask one leader whethéralent Management

is par t d his job, | believe no one would say No, it is not since it is a vaelkeptedconcept.
However,how much tme and efforts he can spare is importantThat is why | said HR should
structure the system. HRneed to define thist a | ssdevteldpment gap andhich means to
improve it. It can be leader provide frequent mentoring or coaching. How frequent it should be
and how to do it should be defined by HR and alignedhniine manager aml senior managers.
So far, our leaders can be gaged very well However, with more leader are being developed and
more frequent engagement is required we should wait to see if leaders can kegatt@pant
frequency

Business: Our China President, of our company has profound undemsthng of Talent
Management The China presidensupports theTalent Managementhrough guiding HR and
business units headsOther senior leaders also provided us with great support and involved in
our planning and deploymentThey acted as mentors in our HIP@rogram So | would say the
senior executives are supporting us through their personal involvemeWith regards to md
would involve at different stage of the HR process, for some | involve more while for some |
involved lessFor example] involve more in talent strategy planwhile at deployment stage, |
think we need morether people get involve
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Research Question Twélow do these selected human resource professionals manage talent for

these middleto large-sized manufacturing multinational companie£imnna?

2.1 How does the Talent Management strategy align with the business strategy in these
companies?

Companiesbelieve thatbusiness strategy and talent strategg equally important yet
business strategyg often pointed tdirst because business needs determine talent riEledls, alent
needs and development neadsguided by business strategy.

To identify the talentstrategy, HRparticipates in business strategy plannmegetingswith
company business leaderg/hen business leaders talk about market strategy, prettatégy, and
the like for the next threto five years, organization structure, requiretbnd mix, and capability
requirements alsarediscussed in this process. After each businesdamiis its strategy, HR psit
needs togethen a groupand thendentifies requiredorganization changes atalent requirements.

In this process, HR wosgkout the talent strategy together with business leaddrs are willing to
work out atalent strategy with HR. In a recent leadership meeting, all business leaders identified
talent needs as their first priority.

After the talent strategy is ready, Hits down with business leadeto see if the talent
development approach medtlent needs. This processisuresbusiness leader engagement in
talent development activities since development takes time and leadership involvement. They need
to integrate dvelopment in their dago-day work.

Representative quoté®m the interviews are offerduklow:

HR: In my mind, business strategy and talent strategyofsequal importance while Business
Strategy always godgst. Based on different Business Strategyqu need different Talent Strategy.

So it should be Business Strategy to guide our Talent Needs and Talent Development Needs.
Usually, whenwe talk about Business strategye always mention organization structure, required

people makeaup and skill requrement through this discussion procesgVe havedifferent Business
Unit and different Business Strategy, we will group together to see loboganization should be
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changed and what are the requirements on TalelBusiness leaders are first of allilling to work
on Talent Strategy together with HRThey put Talent as one of theitop priority. It requires
business to sit together with HR to discus#/e hada lot of development methods and we should
see whether all these means can meet the neefiscond}, Business Leader involvement is very
important. HRcan provide a framework angomedevelopmental program

Business For Talent Strategy, this has been developed through joint discussion among HR and
business units When we developed Talei@trategy, we will check what our needs are and we
develop a strategy and action plan together with HR
2.2 Do the companies use a competency model in the Talent Management programs®o
they use the competency model in the Talent Managgomnegrams?
The company is now using a competency model wijht competencies. For each
competency, there ia globally aligneddescription matching different lewein the organization.
The competency model has besrthe core of the company and HR activitieSor Talent
Managemenactivities, the competency model:
a. Definesthe essential and important capabilities required in the company.
b. Providesa common language and measurement for managers to assess their employees.
c. Offersa guideline fohigh-potentialassessment and development;
d. Offers a guideline for all employeewho wish to develop themselves arok able to
contribute to the organization.

To help local maagers and employees gaarbetter understanding of this competency model,
the China HR teamenriched the competency description. Ahe global level, functional
competenciesra being defined to capture the expertise requirenfeneach function.

Representative quoté®m the irterviews are offeretdelow:
HR: we have an 8tem competency modelGlobal offer a simple description and local need to
enrich the description to help managers to understand @ompetency model is the core of our

companythe core of HR activity. It defined the essential and important capabilities required in
our company. When a manager assess an employeesheuld use the same measurement as the
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others. It gave us same wording Understanding of the competency should be strengthened
among manager and employee alike.We will set up special competence for some specific
functions at global level. These competence are more related to the functional expertise.
2.3  How do these aopanies recruit their talent?

The companydefines a clear strategfor obtaining talentdespite external economic
conditiors. The company should be prospesand have a strong talent brathat is wellregarded
by other companies in the industry. Bullgac o mpany brand is not a pul
rather starts from buildinthe company swn capabiliies Being number one in the industry and
having possessing tamtch talent irthemarket is a huge attraction to candidates

At the same timeefforts to attracttalent should start from within. The company invest
generouslyin internal talent managementemployees with required skills hawebroad career
development platfornand for this reason, among others, tlaeg willingto stay.A companythat
can keep its own talepffers externaltalenta good reasoto join the company.

Talent attraction does notocaurh r o u g h A p ra® arestlti obaola méthodology
in the company a clear vision, a shared company cultanel employee bonding, a special spiritual
connection, a systematic management systenthendontinuous development of employees.

The company alsdaced the challenge of limited talent pool and soaring compensation
packagse especially for local top executive and technical expertise positibn® to high demand
and limited supply, somavailablecandidategeally do not possess qualificatemthat match the
compensation package being requested by tHewenqualified candilates must be reviewed with a
c o mp aaverall labor cost control, internal balaneedcost effectiveness mind. So it is
wi || pay whatever the candi dat e &eéomghnyfadoar t o
large internal talent pddo mitigate this challengewhich is why it made efforts to develop its

internal talent.
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Representative quot&é®m the interviews are offerdaklow:

HR: | think no matter the economy is prospausor down, company should have a clestrategy

Our companyshould beregarded as prosper and have a great talent branding by the companies in
the same industry This brand does not rely on promotion or how much market promotion but
rather building up our own organizatiorcapability. If you are regardedas the number one in the
industry and can provide the top notch talent in the market, you will find a lot of people want to
join in your company Meanwhile, we spend so much on otalent They will be hesitate to leave
since they are not so sure the wecompany would spend that much on talent development
Company can only attract talent through solid methodology, company culture and internal
employee connection and form a special spiritual connection, a systematic management and
continuous developmerdnd improvement opportunities.

To a company of our organization size, we review our workforce structure kbr cost, we
would not be that desperate to get talent without cost considerationaddition, to a company
with large employee population and complicate organizatgmnucture, we also have to consider
internal balance and cost effectivened&e have an internal talent pool for us to choose from and
develop within,

BusinessTo attract talent externallpne key factor is company overall bandirigeveryone want

to work for a large company and a good companilore importantly, the company can offer
development opportunity to the emplogeeWe would share with our candidatihat our company
offers a broader development platform and our business is expanding fHsthe employee has
good capability and development potential, he will never worry that he would have no
development opportunity, there is no glass ceiling in thrganization

2.4  How do these companies develop their talent?

Identify the Internal Talent

The companyhad three levels in its tant pool. For different leve$ of talent, HR hosed
different assessmenat different timesThrough the assessmeertich talengroups current stage
and future stageasdefined.The assessment activities invaliMeusiness leadsit different leved.
For all assessmesgtthe competency modelas used toassesHIPO candidates.The candidates
wereassessedoy their Performance, Leadership Competencies and Potential (wictided
Learning Agility, Mobility and Aspiratios). The assessmergquireda close collaboration between
HR and businessleaders including company executivesThe companyoffered dewelopmental

experiencethat matckedi dent i fi ed empl oyeesd need.
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Organizational Career Development Approach

Talentdevelopmenhastwo aspects one fromthe organization perspective anide other
based onthe development of those individuals identified as talent. The former relates to the
organization goalyhile the latter fits withthe individuaés personal career aspiratonEffective
talent development requires aligningdividual aspiratios with business goal and realiang
personal career gaghroughthe achieving obrganization goal

This processequires a continual look athatthe company needs or lacks organization
capability. For example, the organizatiomeed innovationcapability, then the questiawill be:

A bw is Innovation defined in our industry? What skills are miggso we cannot innovate)? ©Or
the organizatiorlacks an innovative culture is this due to the lack of ammovdion system or
learning agility? After obtaininganswersHR and businessiustassess the currestateof thetalent

to find weaknesssand then improvéhem A significant amounbf observation ofalents behavior
and feedback from manageis needed, tao Communication with thetalent should involve

communication on their strengthnd gaps, company needs and their development direction.

If alignment cannot be achieved between the organization and the individualttearthe
companymustr e s pect e mpd dheemnpahy willlplace the taleim proper positios
based ortheir choicesandfacilitate capabilities thatontribute to the organization.

Representative quoté®m the interviews are offerduklow:

HR: Talent development can be perceived from @gpects one is from organization and the other

is from the development of the individud@italent The former relates to the organization goal, the

| ater the individual 6s personal career aspira
with the business goal, realize personal career goal through achieve organization goal.

Business: | thinkhe most important thing is to align personal development goal with company
and business development goals and the company needs is more impoftaatls thing is
whether the individual willing to develop, or which direction he wants to depelo|f he did not

want to develop towards the direction as company needs then no matter how much training or
career coaching will only lead to wrong direction @raste of our time and resources.
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Development Resources in th®rganization

The companyascommitted to developing employees at all levels through programs such as
Role of the Leader, Developing Emerging Leaders and Global Leadership Prdfxsmal
training courses incluetd MBA progran® a mini EMBA for some HIPO

The company als@rovided opportunities to higipotential employees to participate in
rotations that exposdhem to different businesses and functions throughout the company. Identified
futureleaderavereassigned executive mentoes;oach,challenging assignments and organizational
exposure to develop them into wedlunded future leaders.

Effective Talent Development

First, ARef fect i wasdefinednasdevelepmend dhatpis whether the
developed talent can effectively support business growth. As the HR leaderfipatfitf e ct i v e n ¢
talent development was not measured by how many people we had promoted, not even how many
talenthad been transferr eedody, HRe cpaeurssep efictthievseed .ar ef I
achievets business goal then the talent developnaetivitiesalso failed

The true objectiveof Talent Development should e enablethe busines$o upgrade to
another level inhe next fiveyears. Tle businestiad a cleamplanfor when to achieve business goal
HR has to look into the skilllacking in the organization. Talent develoment should develop
organizatiomal capability. This meanghatif the company develops 20 HIPO but none replig®ss
the skillsreally needed bthe organizatiojthenTalent Developmerttas failed

The HR eamstroveto usethe most efficient approach to develop the talent needed by the
organization. The companyhad a lot of resourceés assessment tools and development tools. The

most important thingvasadaptation. For example, if coaching, assessment center and job rotation
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weregood enough for a specific taletitenthat wasenough. The objective was not to couhbw
many methodsiR wasusing which put the cart before the horse

Talent development is not a ortene deal. Developmentis achieved througllay-to-day
accumulationand long-time coachingfrom managers. To ensure the effectiveness of talent
development, line manager and senior manager involvenastequired

Representative quoté®m the interviews are offerduklow:

HR: | think the effectiveness of talent development is not measuretidw many people we have
promoted, not even how martglent have been transferred. These are all HR perspective. The
effectiveness of talent development is determined by whether the developed talent can effectively
support business growthlf no one left our company, but our failed to achieve our business goal
then our talent development also failed.  Sometimes Talent Development can miss the real
objective but focus on the so called matriXhe real objective is our business will upgted to
another level in future 5 years. The business has a clear plan on when to achieve what. Business
has some clear business numbers to be achieved. To achieve the business numbers, we must have
a path to get there.lf we need a new business mod&n we need some new skills, and people to

do the business. We have to look into the skills we nilsdent development should develop this

type of capability We can develop 20 HIPO but if they do not possess the skills we needed then
Talent Developmarstill failed as it missed the objective.

The most important thing is adaptation For example, if coaching, assessment center and job
rotation is good enough for a s.pdomothavetodount e nt
how many method we have been using and let business know how much work HR have done. |
think it is put the cart before the horse.

Businessct ompany strategy and plan wondédt change du
this is company strategy or business sagy. Under this circumstancéhe key is how to leverage

e ac h tcaphbdity. Weé bope everyonean achieve optimal development in the organization,

put their capability into full play. For everyone going through the development program, apply
what they have learned is critical. Practicing helped them to gain better understanding of what
they have acquired through training program and then it will become part of their own
capabilities. The essential for talent developmentléarn and then practicewith coaching to

support the development.

2.5 Howdo these companies retain thiailent?
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According tothis business, the employee graup be retainedhclude both the HIPO group
andthoseemployees who contribute to company business results. The HIPOs set the fodndation
t he c o meadarship utsireOther employeebhave thdalentto do their jobs but insufficient
motivetion or potential to develop thenext level. The companyibtheeds thembecause¢hey are
t he foundat i omdaywidayoperaonsamdmpitamyhé ompang s st abi |l ity

Build the Employer Brand

For the company to retaitalent the company should also develop its employer brand
externally. This companywas building its image as the number one companytsmmarket. Its
employeegrouppossessitop-notch technology and professionalism in the industrige company
brandrepresergdits great talent system. No other competitive compaoyld offer a similar work
environment and professional environment to its employees

Representative quot&é®m the interviews are offerdzkelow:
HR: There are somdarge companies like GE, who doe®t offer the highest payn market
However, they still can keep thetalent It is because their brand represents the great talent
system they have. Employees cararfe a lot of business processes in the companyhe
companies like GE do not pay high salary but they spend a lot onldpueent. We are building
our companyinto this type of organization

Provide What Employee Need

Employees have different needs at different career stagt base on their personal value
system.To retain them, the company should provide what the grapdmeed the most.

For thosetalentseeking persomarowth and developmenthe company should providae
right training, developmentalpportunites challenging assignments and new project opportunities.

In short, the company should ensure thaly are continually growing and moving forward. For this

group of employeeslevelopmenbpportunitesand growtharecritical to staying
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For another group of employegeeking balance in lifeyhether avork-life balance owork-
return balancethe canpany should offer proper pay for the amount of work they do or allow them
to maintaina balanced lifestylso thathey will be satisfied and stay with the organization.
Representative quoté®m the interviews are offerdzklow:
Businessone categoryf employee neet the desire for é@velopment This group of people have
high motivation and we should provide them with platform, resources and opportuitother
category is seeking balancélhey do not seek aggressive developnmieiiti am c eonfnyr t a b
current position and | do not want promoti on
amount of work to do, they would be happy about it. | think this is somewhat fair.

2.6 Do these companies include Talent Management in their performance management system?

How do these companies evaluate their Talent Managesffentiveness?

Current Practice

At the organization level, the comparyed a talent retention measure but not detailed
measurement. Athe global level, matrices includefi wh a t i's the ratio of
i nternal |l yo.didhavehhes typecommeasurgment lid not putKPI into company
performance. In additionhé attrition ratevasfor a general employee groupowever, an attrition
ratefor thetalent groupcould tell us the condition of our organization.

At the individual manger level, manages had Talent Managemengoak in their
performance measuremerBut this goal does not take much weight in the final performance review.
The reason may kbatso many factors can impact employee developmEutther,it is sodifficult
to measurd alent Managemerguantitatively or objectively.

The business | eader t h Jdaegtivianadgemesds aperformanesr 6 s
goal also contributed to this issue. The company busheesgrownso fast that everyongasunder
great pressure. When thewas atime conflict, everyonenadebusiressthe priority consciously or

unconsciously. Talent Development takes tamdfocuses on longerm growth. It is fothefuture.
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At the current stage, thereas conflict (between this longerm outcome and sheterm business
outcomes)|eadingteamleadergo shift focusto shortterm targets.Managers did not spend enough
time onTalent Management

Representative quoté®m the interviews are offerduklow:
HR:we can observe how the individual deveba there are so many factors impact one gi@
tal ent 6s .de Mend toggmetouse high level matrix, meanwhile, we should ensure the
talent pool is fluid meaning people can get in and get out.
| do not think we need a fixed measure but should ensure a high level matrix is there. Till now non
of this matrix is included in any | eadersd pe
Business: For example, how many coaching sessions | have done? How many development
programd have completed’And what was the outcome of those activities? It was really difficult
to measure the outcomes. You can only measure it qualitatively, which impacted the assessment
of this matrix.

What Can be Used to Measure Effectivene8s

The effectiveness dfalent Managemershould be measurestcording to the following

a. Whether it can support business growth.

b. Whether talent and talent pool can match business development needs.

c. Whether there fareinternal or external candidate(s) to fill key positions.

d. If key positiors are alwayspen

e. How many of these key positions have been filled by people proniuteshally, and

how many have been hired externallyto see ifour culture and talent develogmt

program has been successtol truly help employees to mature in their jobs.
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Case C:
Human Resource Professional Working in a Europdased Global Company

in the Applied Chemistry Industry

Case Overview

Background

Founded inthe late1800sin Germany the companyhow hasabout 47,000 people in 75
countries It has thdeading brands and technologies in three business areasdry & Home Care
Beauty CarendAdhesive Technologiedn 2013, global sales reached &) 3nillion Euro, 44% of
this total stemmed fronneerging marketwhich have beeithe leading saleareas

Thecompan§ s vi si onfiAs gt obbhéecomader i nltslaluasnd s
includeputting customerat thecenter of what the company doeballengng and rewarthg people;
driving excellent sustainable financial performanaegd commitmento leadership in sustainability
as well as builothg thecompany &utureon itsfamily business foundation.

The compangs business strategy is to outperform the competdéi®a globalized company
with simplified operations and a highly inspired teamsektkgo reach 2Million Euro sales with 10
billion in emerging markets

Business in China

The companybeganits business in China in 1990 with tigeal of providing service to its
business partneb®peratios in China. After 20 more yearsf expangon and growth, the company
has20 offices and manufacturing sitas China and around 10,000 Chinese employees working in
these facilities. The China headquasiemow locatedn Shanghai.

Company Culture

q
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The compan§ s owas@i Eur opean Af amiwithyt hleu sci onrepsasnoy. 6
executive came fromcapital markedriven enterprisg the company changed its style. The
company used to enjoy small but deabusiness growth each year, but nmaollowing a U.S.
company styld resuls-driven and pursuing aggressive busirgrssvth

The companyclaimed its employeesverefi p | ay &nd sharé motivation, ambition,
and passion. T h estencmedfrpna pegpl@ svith ntrepceresiral spirit wheere
willing to search for new ideas, the desire to challenge the status quo and relentlessliodime
better and more innovative solute@ndhad the passioio meetall customer requirements.

Organization Structure

The companyevolvad through time, changing fromBusiness Unitentric to geography
centric, with the Business Unit followng the product concept, while functional teams faclisn
functional alignment. For example, the Finance tedranged from finance controllers working
separately in business units and reportingh®BU head to a centralized Finance Service center
reportirg tothe China CFO directly.

The China operation ould be described asil ocal i zedo as compar e
centralized globacompames This meat that local organizations werempowered to run the
business almost likan independent organizati@nd be fully accountable ftine deliverables.The
company made local organizations drive themselvaather thanbeing driven to achieve the
deliverables.

HR Structure

The HR teamwas divided into a central excellence team and HR Business Partners
responsible for supporting different business simibd service functions. The Human Resource

leaders repoed directly tothe China HR Head.The China HR team was empowered to fulfill their
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role and responsibilities in this organization. The team was required to follow several major

initiatives from the global level and was empowered to conduct any HRIlated initiatives they
believed would support business in China.
Company0s Orentior Tralant MaSageterd

Company Philosophy on Talent Management

The compangeeksighly qualified, highly motivated people ranging from fresh graduate
to experiencd professionals. Ae talent, as required by the company, should be akksetexcitig
opportunities in globaltariatiors, strengthen the compadyglobal team and be flexible and actively
strive for succesd he company offerboth management and specialist career paths.

The companwyttaclesgreatimportance to job rotations becausbelievesdoing sogives
employees a fresh insighthe company holds employees accountable for takmeptrepreneurial
approach to this. Employesaust seelout new @portunities, and enhance compaapacityfor
innovation On the wholethe company dpesthesestrengthsnay besystematically develagu via
the Talent Managememgrocess
Global Talent Management Process

Performance Feedback

Employees take responsibility frotieir first day. The compangxpects employeds fulfill
their potential andhus fulfill their job. During the process, the company provitktailed and
informal performancdeedbackon an ongoing basis

Talent Assessmenand Development

Managers make an initial assessment of

Development Round Tabley following global standardizecriteria

t

he
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Then the manager and employee holblevelopment Dialguéd a confidential meetinm
which theydiscusghe resultsand set target These discussiorserve as foundation for personal
career planning and prepare various resources for the emplayse itoorder tenhance
professional expertiséelfulfill edon the job and plan fdris/hernext career mowe
Development Resources

The company has a signaturareer development philosopliyTriple Two. For selected
candidates to build professional and persexgleriencesthey should work at least in two different
rolesin two different countries and two different business areas.

For its highpotential leadey and high performers, the compéangiobal academy provides
leadership development curriculum through partnering waternaional business schools like
Thunderbird IESE and theHarvard BusinesSchool

For general employees, the company offers a rafdeaining courses coveringpft skills
l i ke HAcr oss c uftotlanguage daassesagemsanaized coaching sessionghe
company also offarvocational education to employetroughformal eduational institutios and
internal expertissharing.

With the resources offered to employees at different $etieé company hopes to build a
high-performing global teanthat not only optimizeproducts but impross everyday as a whole

global unit.

Withi n-Case Analysis

Background of the Interviewed Subjects

HR Professional The HR professiondladworkedfor the company for more than 10 years
and onvarious HR roles from manufacturing site HR manager, to Business Unit HR Director, to

HR Busines$artner for Supporting Function.



120

Business LeaderThebusinesdeader also had been working for the company for more than
10 years. She held a Chief Finance Officer role in the company.
Table 43

Selection and Background of HR Professionals and Busiresstets at Company C

Subject Code Gender Function Job Title Location

AR Female Human Resource Business Unit HRD Shanghai

Business . . Chief Financial :
Female Finance Function Offer. China Shanghai

Research QuestiondWhati s t he current status of -thlargd en't

sized manufacturing multinational companies in which the selected human resource professionals

are working?

l.1Howi s ATal ent Management 0 cdmngpéniesred by t hese mt
Definition of Talent
The company did not have an official definitibor i T a | eTe IR leader believed
ATal ent 0 was not I i mi t e dwith special rexpertsepbaitcrathimithe g r o
collective capabilityexperiencesand wisdom of all employeds anorganization.
To thebusinesd eader , t he meeferadto desiredf confpdtemdies lnked to
the company Competency ModeShe wanted the definition toe detailedand observablenhich
included competenciegbservable behavior and motivati@nce the behavierwere what the
company neededThebusinesdeader thoughthateven withthis definition it wasreally difficult to
engage ira seentific and precise evaluatiasf Talent.

Representative quot&é®m the interviews are offerdaklow:
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HR: | did not think our company haRut based oi my f i c |
experiencesvorking as an HR in this company for more than 10 ydars,w o u | Tda |seanyt ofi wa
defined beyond thgroup of peop¢ who came with speci al experti

be the collective capabilitygxperiencesand wisdom of all the employees we hired in this company
Business:We wanted definition of Talent to be in more detail, because what you really meed
the behavior or motivation of the personWe hope to include all these into the (definitioii)
competence, skills should all be included and observabRut it was reallydifficult to have a
scientific and precise evaluation.

Definition of Talent Management

In line witht h e ¢ o mofficalndgsoripton of Talent Managemenialent Management
was regarded as a systémat started with defining positionand then moving on to identifyirthe
right candidate to fill it. The next stages were performance management, expertise development,
and efforts to engagemecogni ti on, retain and motivate. I
o f Talént Managemeathadthreesegmergd iget t i ng i n (the caomhprany) ,
exist (the companyg.

Among the 3 segments, manage took a large portion of the effolttsrequiresan
identification system based on a solid competency model. It also requires tools to help identified
talentto work out their career plan. Dng the career planning process, thgentare matching
company objective with themwn career objective It requires ongoing feedback aadjugment
Well structuredlalent Managemengrogram will accelerated the talent development process. At the
same time, the manage portion should be linked with Get In and Exit form a system.

Representative quoté®m the interviews are offerduklow:

HR: I Talent Managemerd st arted with define a position
thenacquired someone to fill this positiorf-ollowed thatwas how to manage, develop or retain

and motivate and recognition All these activities linked together wdreTalent Managemeat. I n
our own language iB g e t in (the company), manage (the t
coul d be a br Takrt Mahagémenii. t i dn tafi nika ldat of effores adida d b
initiatives withi nd hdivMdimkedd @ th&aGleention pitehcee c omp
consist with AExit the companyo.
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Business:/ Talent Managemerd s houl d i nclude a very good i
identify. For identify talent you must have a good modeYou also need tools teelp thosetalent

to work out their career plan. When you working out the Career Plan, you are somehow
mat chi ng company objective wi t hFollowing ghat iwasd i v i
continuous ongoing feedback and adjust processljust plan according to company environment.
Talent Managementurned the activities into a positive cycle

1.2 Why do these companies establish a Talent Managepnegtam?

All companiesengaging inTalent Managemenactivities and initiatives were businedgsven.
The company wabkeld accountable for its revenwehich broughtadded value to shareholddrg
delivering greater gains than they would receive if they invested theney elsewhere The
companywas under great pressure to deliver. It needed organization capabilitifeeaigght talent
to realizeits business plans.Meanwhile,sincethe organization was going through changhe
Talent Managemerttelped the functional teams to define jabw required competencieand to
match theright personnel with the jobs and identify their gaps and strendththat senselalent
Managemenivas used to map employee gretpthe changed organization structure.

Representative quoté®m the interviewsre offeredelow:

HR: All our Talent related initiatives, activities, strategies had been busirdrsgen. Each BU

was required to manage its own revenudjich we called it EVA (economic value added). It was a
constant comparison between company inweshe particular BU or invest this ant of money

in stock market.So we were under great pressure to make more than stock market could return to
our shareholders.

Businessit was for company business purpas®ur Finance Controllers used to haheit own
Aterritoryo and in their own fAterritoryo the
service center, we had to be more process driven, and had more expertise in some specifio field
some extent, the new organization, new positi@guired changed competence. We had to map

this group of people to their new job. During this process, we had to define the position, define
the competence, define the gap and then set up the transfer pl@nwas more for organization
change purpose)

1.3 WhatisHR6s rol e i n ¢ omp aniigtive§?2al ent Management
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The HR was positioned asa partneri n t h e  cTalenp Mamagérenactivities.
Business and functional leaders are the driving force a ¢ ol algnaMaragemernitiatives.
As aBusinesdartner , HR suppogt Business leadeiis doing the following
1. Provide appropriate theoretical concepts, tools and data to business and functional leaders
based on HR knowledge and expertiseTatent Managemertbpics.With this informationleaders
can make sound talent decisions based on ample datallamdthe right decisioamaking process.
2. Provide per s ppomntofivieveto dusinesdeaddrR i Talent Strategy planning
and dealing with talentelated issues. Business and furico n a | | eaders may hav
they approach talent topics fraabusinesgoint-of-view. HR can provide HR perspectives to help
businessand functional leaders to form an objective and comprehensive vi€alait Management
Then decisionghay be based aample information and communication.
3. Correct the teambés <collective weaknsfms.
which the team functiomandthe team atmosphernithin the team. During the prosesf forming
or maintaining teamatmosphereand mechanisg) the leader and team membe&an miss some
importantelementsHR can help leader® identify problemsand work on improvemesit
Representative quotes from the interviews are offered below:
HR: I think overall HR played a Partner role in strategic planning antalent Management
initiatives. During strategic planning process, both business leaders and HR hadnpaiture

thoughts. Then the decision was made based on discussion. And most oétisoth was made
through this debate approach.

Business:l believe the driving force inTalent Managementshould be the BU leader. | had
emphasized HRprofessionalism There had been many goocbncepts models etc had been
developed through years of research and practice no matter it baenstatistics or theoretical
concepts. HRshould let BU head know what to refer to when made decision so dleeision
making or thinking processcan beimproved HR should provide different perspective. We all
have our own perspective which could be limitedls partnerHR should help business leaders to
approach talent issues with a objective and comprehensive.vidle hoped that each decision was
made based on apte information and communication and tried our best to avoid or reduce any
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Ablind spotodo iA toaambésfohenaitstomy was det er mi ne
determined how the BU employees look like. HR should help BU head to correct seane
collective weakness. HR could help BU head to identify problems.

1.4 Do Chinese company top executives (including CEOs and otteveC officers) participate in

Talent Management? If, so, what role do thiy?

Involvementdepenledon the type offalent Managemeractivity and the mindset of trsenior
executives.

In global Talent Managemenprocesss that includeclear requiremestfor senior leader
participation and responsibility, senior leaders must participate and fulfill ttodes and
responsibilities.

For localy initiated Talent Managemerdctivities, involvement can vary. Tmeaturity of the
leaders and understanding ®alent Managementleterminehow and in what ways leaders are
involved.

Mature leadex whobelieve in talent anthatbusiness performandgrelated taalentwould be
more than willing tdbe involvedin Talent ManagementLeaders will be the driving forda Talent
Management seting theexpectationsand goals, spendingne and efforts oalent Management
activities to gain firshand information.For these leaderg,alent Managemens$ a must. Working
with these managers, HR can provide inptlhe appropriate procedsestpractices in the market,
programs tailoretb meet business ads.

For some immature leaders and business leaders who put businessasethat first priority,
things can get complicated. Under pressuréo deliver resul, senior leaders can forgdalent
Managemenbr j oin in Apleasanto activities wvngl com

other activities that require their efforts and tough decisions.
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While workingwith them, HR shoul be persuasiveince HR canot force business leaders to
do anything. The HR team should be able to show the senior leader the-teiiortor longterm
benefit of the program.HR also should beommitted topersistencé if HR believes it igight and
needed ¥ the organization and busineisen HR should dds best to mke it happen. HR needs
help businesdeaders see things frothe business perspective. HR should demonstrate business
benefisto them.

Representative quoté®m the interviews are offerdaklow:

HR: Talent Managemeniitiative takes HR a lot of prsuasion since we could not force the
business leaders to do anythindMeanwhile, there also required HR a lot of persistence because

we believed it was right and needed by the organization and businét#® had to sellTalent
Managementinitiative. The busi ness | eaders are business p
your i dead not iOpo the dther handeadership maturity .alsomattered, if the
initiatives not cascaeé down from global then they mayot see the needs to do itThey donot

easily buyin any ideas If the initiativei s a @A p | e as a nullingttddo . gfdtisi ety ar
sopleasanb t hing (1 i ke | ay wsédnyexdusetormvoidibh me | eader s

Businessli think it is a must for company senioexecutives been involved ifalent Management

If an executive believe in talent and believe business performance related to thkesg, he/she

would be more than willing to spend time on thetsdent, to gain firsthand information. Tome it

is a mwst. The Talent Managemengoal must be set by me. Whilew to do these and how to
make things better shounpuitbeel IHRW®es tehxep eprrto csees.s ,
process andcexperienceswhether we should learn from that or we neededador make to meet

our needs.

Research Question Twdlow do these selected human resource professionals manage talent for

these middleto large-sized manufacturing multinational companie£imnna?

2.1 How does the Talent Management strategy align with Husiness strategy in these
companies?
HR leadergarticipate inbusiness leadership meetingo that this group cdearn business
needs on site. For examphesiness leaders mathe decisiorio centralize the commercial team so

as to enhancies overall capacity and deliver more results. There were a lot of changes in the teams
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and some discussed dismissisgme sales teams. This was driven by business ,neeals HRO s
decision to reducthe headcount. Business leadeesienedt h e t e a mahee ampheadefthe r
tough peoplalecisions.All in all, HR participates in decisiemaking Talent Managemerstrategy
and programghatare business driven.

Representative quoté®m the interviews are offerduklow:

HR: | had beenattendingBU leadership meeting. Each year, HR sat in the Business strategy
planning meeting. It was not like Business leaders finished the business strategy and then you
were toldiihow many people we needed this y&at was not like that. We sat together tvit
business leaders, then you could see right there what had been the business Mestaf the
TALENT MANAGEMENT initiatives have been business driven.

2.2 Do the companies use a competency model in the Talent Management progfans®o

they use the competency model in the Talent Managemegtams?

The Model

The companyollows a 12competency Competency Model. This model liblkehaviorand
company culture together. The compagiiampionedawareness ofhe competency model
throughout the organizationTwo-day sessionbave beerorganized for leaders to learn about the
model and how to demonstrate competency in their work. The company took these learning sessions
seriously. Pravork and postvork were asigned to participantesho were then asketb debrief
during the sessions. The participants were required to bring theiifeechse to the session for
role-play so the participantenew how to apply the learning idayto-day work. Feedback and
commants were provided during the sessions. The participants also were asles@ltip araction
plan after the learning and their progress had beeked.

Application in Talent Management
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To use the competency model Talent ManagemenHR developedsupporting documents
t o iback upo the c 0 mp e tsentlodg vivido descliptiors of &alche do
competencyand descriptions of required behavidos each éadership levelso thata leadercan
easily find behavior requirements correspondingisdeadership levelFor examplewith regard to
Al nf |l uen caisemigradR belkdnd 4 ts , po s s e s s dHosehlna sité HRgrale oslk i | |
needed to be ficapabl e t oHigherlpvelenanagermndsite HRheed o0 n
Al méhci ngtoo shkpirlolvi de dat a s um@idessd(reféerance)akbrcHRt i o n
i ndi vidual cont r i buihauded provitinfeedo@dk tofothesse nci ngo sk
In China, HR further elaborated manager behavatentifying typical behaviors and then
summariing the essential behaver A profound competency inventognabled eaclemployee
group to pinpoint the required observable behawamd deliverablesSomebusiness unitselected
the essentiadix competenciesn whichto focusrather thaworking on all 12 competencies.
Representative quoté®m the interviews are offerduklow:
HR: In our global brochure, the competency definitionsere simple, like an essential book
There were several description for each competeaad a simple description on each skill. But
we had a profound supporting document to back up the competency mdadedre had been vivid
description on each competency. In addition, there had been clear description on the required
behavior for each leadrship level Each leadership level could find the corresponding
competency behaviors.
Business:Competency models had different layefs what competency and how they were
demonstrated.Co mpet ency must be Atransl at e@objeciveio beh
assesgalent. For example, competencies likiCommunication, Conflict handling, High Energy

Leveb could only be assessed with detailed observable behavihen the details had been
worked out, it had to be applied.

2.3  How do theseompanies recruit their talent?
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While company branding is importantt, is important to remember thahe competitors in the
industry are also top global compani€sr this and related reasorisis difficult for a company to
attract talent with compartyranding only.

Differentiate from Competitors

The companylifferentiatel itself from competitors in the market. For example, the company
structure empowered local organizasosand team to conduct operations based on their own
discretion, so employedsd the authority and power to make decisorEmployees can develop
their capabilities quickly with empowerment from the organization. While compekidrstrict
global processsto follow, employeeslo not achievenuch by simply follovng procedures.

Project Strong Company Image

The companyneecd asolid business performance to demonstrate its strong organization
capability andthe superior management skill of company executiv€empany executives need
to serve asole modes forrequired companyalues and behavia. Performing in this manner sends
a strong message throughout and outside the compadytells &ternal candidate what the
company leadership and the employee group look like.

Build an Attractive Work Environment

The work environment is a key to attiagt talen® whether team members can interact
effectively with line managerand peers determines job satisfaction. Tilaent Management
atmosphere and team cultucan directly impact employee work in the teamm. fact, the micre
environment of the team can be more important than the company brand.

Know What Talent is Needed

HR engages in debriefings with thediness to understarits needsandto identify the right

type oftalentneeded. The company focusesstrong leadership so when recmgt managerial
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roles, the company targets top talenttie market. Even for trainee programhe company
recruitedfrom CEIBS (a top business school in Shanghai and Asia) for candidd&ies.average
positions, HR will napa proper position profile and candidate profile.

Provide What the Candidate need

The most valued attraction is career opportunities offered through the team and whether these
opportunities match with the individual. Money can be an attraction tostemters but not that
critical to mature candidates. Besides, the company conducts salary berschatdrkyearand
finds thatthere iglittle difference betweewhatthe company offerand other companies can offer.
But the company motaitrdcttaerawitthngoneyds fwe do

Representative quoté®m the interviews are offerduklow:
HR: Wehad a good company branddowever, considering our competitors include P&G, Uniliver
then | have to say they also have very strong company image in mafrketn we have to
differentiate our company in talent marketThe position also matters. On managerial position,
we always want the best candidate market. | think the most important thing is the career
opportunities offered through this team and winetr these opportunities match with the individual.
Besides, we conduct salary benchmark each year, there is no big difference between our offer and
market could offer. Our company did not attract through money.
Business | think Corporate Branding isintangible. Every BU hadifferent leader so the work
environment canbe totally different. The work environment ikeyi whether one could interact
effectively with line manager and peers so to gain job satisfaction. Attract talent with solid things
not a mere brandMeanwhile, company performance should be solid as well. It represented the
strong capability of the whole company management team, the correctness of the strategy and the
direction. If the above mentiortkis all right then role model inlhe company was very important.
How the role models makdesision and motivate others caset up general tone of the company.
2.4  How do these companies develop their talent?

Systematic Review

The companyocuseal on a few talent development processes.

The first process is @ T a r gabdued, Which is a company performance management

system. It divides performancerito threepart® global target, business undrget and infidual
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target. The rating is precideone number after the decimal point. After the ratithgg employee
cancheck the bonus nge by comparing the result agaiasiatrix. The ratio amagnthethreeparts
could be adjusted to reflect business strategy. For example, if this year weofoagisbal
deliverablesthen the global target might take up to 50Pthe entiretarget.

Anotherprocessis i Ma n a g e r 8 tReesOvganiation Development team oversaed
facilitates the entire process. The companidentifies higherperformng and highpotertial
employes throughthis process.

The thirdprocesss fiManager competency assesi e ywhich is also a globadriven review.
This review is based on the 12 competenaiethe company £ompetency Model. Magers are
required to conduct the competermhavior description for their subordinates each year.

The faurth is fiLeadership Dialogu® which requiressubordinatego rate their marmger
anonymously. The ratisghen arecollected andeviewed by ahird party in German. After the
anonymous ratingmanagers arencouraged to talk with subordinatesiring an HRfacilitated
discussion.

Organizational Career Development

For developmentagfforts to be effectivejt is most important to aligetween where the
company neegithe talent and whether thalent is willing to growin that direction. Efficiency also
requires the developmentf clear objectivei howthec o mpany pl anned the t a
the company will providéheresources required to help the employee to meet that objective.

Targeted Development

Thecompang si gnat ur e ATr i pboandidatspvhoaig todbengyomptedadov i d e
a senior leadership roleith the opportunity to work imat least in two different rolesn two

different countries and two different businesgasr Someone assigned to a different function
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demonstrates to others his/her desire to medgla ¢tareer development goalThis candidaté s
assignment may beery difficult. Unlike other companiesuch anassignment musie linked to a
career goal/may and an achievement.

Whetherthe developmentagxperience®ffered to talentare education, training, coaching,
assignmerst or somethingelse,they must help the employee to achieve the identified objective.

Effectiveness is not measured by the numlbexperiencesr program offered.

2.5 How do these companies retain their talent?

The company needs to keep those can make contrisutiothe organizations. To retain
talent the company investgenerouslyin employees providing them with training and learning
opportunites  Meanwhile, the company also offercareer opportunities. Employees hawe
opportunities tdbe transferredppportunities within the company will keep them always searching
for theirnext career movim the organization.

Other intangible factors also come into play. Managers, especially skillful managers, can use
emotional bond and close personnel relationship keep the talent.Sometimes they will skig
level to provide personal care atalent

Representative quoté®m the interviews are offerduklow:

HR: In general, our companpvested a lot on our employedsoffering a lot of learning and
training opportunities. There had been a lot of career opportunitieene of my team members
took a managerial role when she was still under 3®esides, if employees could get transfer
opportunity or got stretch opportunities they would not loekternally. In addition, matured and
capable managers could retain talent with emotional bond afdse relationship and personal
care.

Business:At times of organization change, you have to conduct a lot of communication and

provide system to support retatalent The company still neesito focus on develop employees
and provide them with opportungs.
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2.6 Do these companies include Talent Management in their performance management system?
How do these companies evaluate their Talent Managesffentiveness?
Current Measurement and Concern
The compangngages iheader competency assessméme goal of which is to determine
whether they cademonstrate the required leadership behavior. However, this measurement does
not haveadirectimpact t he i ndi vi dual | ermlbeusase dotispactedbyy 1 ncr
this rating. The consequentakes time to shawif a leader consistently missa leadership
behavior goal his career movement will be impacted.
Business leaders can set team performanteasa n a glalenbManagemerdPI. This
includes low the manager develegtheir team to enhance the team capability so as to achieve
betterperformance.
Representative quoté®m the interviews are offerduklow:

HR: I think Talent Managementequirements were evaluated through lead@cempetency
assessmerit whether the leadr has the capability to demonstrate the required behavibhis
type of assessment did not have any impact on the individyagrformance rating bumore
related to his longterm career development in the company so it was not fipawerfuld in the

shart-term since you could not see the direct link to individ@bonus or salary increment

Business:| set Talent Managementrelated KPI to my team leaders mainly focus on team
performance perspectivesDue to limited headcount, some manager only had couple of direct
reports and none of them had been really outstanding, which the leader probably could do nothing
about. So | would evaluate leader on their plan of develop their team, and how they would
measure their team development.would not measure based on single talent, because it was too
limited. For a 2,000 employeerganizationyou might get 30 HIPOs. It was far from enough if you
focus on these 3talent You needed to take care of top 1Be 30 to 70 % in middle.The top

talent should be managed, the whole teaperformance should also be managed as well.

Meanwhile, | also evaluate whethdhe leader set up right tone for the team and continue driving
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high performance. There always ste KPI we had to measure and could measuiut | could
not measure by how manypeoplehad been promoted or transferred to other functions because

not everyone had this opportunity

Talent Management System Evaluation

The purpose of setting up tAalent Managemerslystemand its goals should be reviewed
when the company tries to evaluate Talent Management reHuhe.definedpurposs have been
served, thethe Talent Managemergystem can be rated as successfalent requiremestand
expectatios should be defined bihe businessvhile HR can provide inputsFurther the company
should all ow a | onger sop ebreicoadutaloeftinte & ldmerigt tJust ni ¢ h e ¢
case business asks f adjusthapeoMacagetenappreachitd neeetthéii R s h
requests.

Representative quoté®m the interviews are offerduklow:

HR: If | have to evaluate @alent Managemerstystem, them had to go back to see that puope

this system aim to serve. I¢ systenserve that purpose then it was a gobALENT
MANAGEMENT system Business strategy determine talent strategy. If business strategy
business with visiofi not just short term business result and our talent strategy was developed
surrounding it then threre should not be much worries about ilf the business seeking sheterm
result, then you could only deliver shetérm result since you are part of the business
organization.

Businessi would allow 23 years before measure the effectivenes3alent Managemensystem.

You identified talent with you system and then put them on the development track and follow up
from time to time. After 2-3 years you would see if they made any progress/ change. If they
progressedr changed then that was thdirectly measurement.

If someone had been identified as HIPO, | must invest time on this talent mysetr talent
developnent, whether the individuais capable for the position and jobompetencyequirement
should be identifiedhe BU leader and assesd by business leaddihe BU leader had clear idea
about the expectation of a job and then be able to tell how large was the capability gap for an
individual and thus be able to help the individual to improve
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Case D

Human Resource Professional Workingn a U.S-based Chemical Company

Case Overview

Background

The company is a chemical comparstablished more tha® §ears ago ithe United States.
Until 2013 the compankiad 12,000 employees workingcrossthe globe In 2013, the ompany s
global sales reael more than USD billion.

In recent years, overall economic uncertainty and an oversupisig markethave impacted
t he ¢ omp an yldeconpany is nostekiag.the intiative to strengthents capabilities to
get close to customeand meet customer needs at accelerated speed

Business in China

The companyo6s first r epr apsnerethan 80 yeaes agdhtif i c e
recentlythe companyhad established manufacturing sites asftices in major citiesn Chinaand
hired around P00 employees in Chindts China headquarteare locatedn Shanghai.

Company Culture

The company culture can besgeibed as stabland employe€aring Due to its leading
positionin the industry the companyenjoyedstable business growth in tipast. Like most other
companiesn the chemical industry, the company is a bit resdraad not that aggressive in doing
business.

The companyalso cares foe mp | oy e e s 6 ahanpieningthem efforts to take the
initiative in pursuing their career developmentEmployees are encouraged to discoaseer
aspiratios with managers The company usually will provide the employee with career

opportunities if their needsave beemecognizedy managers.
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Organization Structure

The @mpanyis structuredaccording tofunctions Within each function there s dobal
team andocal team.Most business operations and talezlited activities are driven by functions.

HR Structure

Human Resoureas a Function and has its own reporting line. Witthie Human Resource
function, there are global team agelograpitc teams. The HR team consists of Center of Excellence
andHR Business Partneoles.

As a geographic team, China HR has atwn COE and HRBP who support China
organizations. All China HR team members are under the supervisiGhinh HR Head who
reports directly taheHR VP.

Company Official Statement on Talent Management

The company regards employees assth@ce of ideas, actions and performance. Employees
can best achieve their full potential in an environment of fairness and respedéulfilatent,
teamwork and dedication to excellence

The company offers reasomsy canddates and employees shoyddn and stay with the
company the freedom to chartheir own career path, competie compensation and benefits.
More importantly the employees work for great caus@th company offeringscontribuing to
efforts to make difference fo customers andoecnmunities as well as the sustainability of the world.

On its official website, the company maps different p&dh candidates ranging from college
co-ops, internsandnew graduates texperiencd professionals. Many employees started asp

and later grew into professionalstook managerial roles in the company.

Within -Case Analysis

Background of the Interviewed Subjects
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HR Professional The HR professional works faChinaHuman Resowe team She has
more than @ yearsexperience workingsan HR specialist in differenFortune500 multinational
companies.

Business LeaderThe business leader is tBeisinesdManager of the compgnn China.He
has been working different roleson different functions.

Table 44

Selection and Background of HR Professionals and Busiressters at Company D

Subject Code  Gender Function Job Title Location

HR Female Human Resource  Humana Resource China
Specialist

Business Male Business Manage Site Manager China

Research Question -1What is the current status 6fT al e n t Manage metomlarge i n t

sized manufacturing multinational companies in which the selected human resource professionals

areworking?

1l1How is ATalent Managementacmparees? ned by t hese

Definition of Talent

There is no specific definition dfalent in the company. The company uses criteria to
assess empl oyeeso6 per fPotentmbemployeesa Mitere ts a streadhknedt | f y
definition of High-Potentiak at different job level For examplefor employees at certain legethe
High-Potentiak are defied as being promotadl

Definition of Talent Management

The company has an anndalent Managememyclethatindicates théalent Management

related actions andheir connections. The Talent Management cycle includes four s&fp
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Performance Management, Salary Planning, Talent Review and Succession Plaming,
Development Planning.

In the Talent Managemertycle, the year starts with a performance review of the previous
year and goabetting for the currenyear. Through this processhe company assesshow
employees progressed against their g@ad behavior expectationsBased on t he en
perfamance results, the company deterrsitiee appropriate recognitiasuringfi Sal ar y Pl an
The results from the first two stepscome the input foFalent and Succession Planning.

Talent Review and Succession Planniaga process by which the compaognductsa
review of employees using standardized centralized system and proc@&s$ss process includes an
overallreviewof employee performanceeghavors, potential, retention risk and impact on business.
Taking this opportunity, the managers srquired to document and refresie skill/competency and
development plans fdaheir direct reports.

Development Planning is conducted after the Succession Planmognete It is afollow-
up step that utilizesoutput from theprevious stepdo targetthe right development areas for
employees to develop on their job angreparingor their next career mowe

T h i BalenfiManagemenCy cl ed has b theecompamy imttamet ando been
introduced to managers in dlalent Managemenelated activies and programs.

Though the company has definitions, criteria and systemlace, managers and employees
still need time to familiaze themselves wittihis system. As business leaders put it, the managers
needed time to sit together to discuss anghaleir understanding of the definition to conduct talent
reviews.

Representative quoté®m the interviews are offerduklow:

HR: We have a global defined@alent Managementycle It defines the ongoing process of
Talent Managementin a year and it includes four partsi Performance Management,
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recognition and rewards, Talent Review and Succession Planning, Development Plgnnin
During Talent Review and Succession Planning, the managers will define HIPOs. The process
is facilitatedby HR. The HIPOs have a definition based on the leveM/e have begusing this
globally aligned system for not a much long ¢irago sdHR has to educate managers to help
their understanding so they are capable to utilize this system.

Businessfor the definitions, when we have croggnctional talent review sessions, veways
spent the first 15 minutes debate on the talent ddfon. Even the definition is in placethereis
still some confusion surrounslit. For the definition of HIPO, it is not 100% applicable in all
the situations. Even within the same site, we had different perspextine understanding on
this. For example,the definition isfithe person is capable of moving up 2 levels withino35t
yearso That is very difficult to assess

1.2 Why do these companies establish a Talent Managgmegrtam?

The company regardslentas its most important asset in ensuring its business suctess.
company is now facing a long mark&ahce beingmpacted by therolatile economic conditian
Underthese circumstancebe organization nesdadifferent business strategy. To implement the
busiress strategy, the compameed different ways of daig business and different sebf
capabilities andtsonger expertise.

The Talent Managemengystem help the company tengage inan overall review of its
organizational capabilitiestalent needs and gaps. It also help the organization to define its
competitive advantage and map follow initiatives.

Representative quotéom the interviews are offerduklow:

HR: Whenever we talk aboutTalent Managementwe always mentioned that employee is our
company6s grSe toteesaré weaashgewetthe business results, we must manage the
assets well. We must plan well, know wheve are good at and where we need to improve. The
company should have this picture in mindThe organization can utilize the expertise, or develop
the expertise needk or get the new expertise @itle the company.

Business:At this time, especially with business strategy changihere must be changes in
capabilities that must be supported=or some functions who have changed job requirementgyt

need to change their capabilities and behavidrhere will be change and we must adapt to this.

1.3What is HROG6s role in ioitmtmgsany Tal ent Managemi
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HR is the champion ofalent Managemerand driver of all related activities. The champion
and driver rols forHR should:
1. Educate managers and employees on the ratidoaldalent Managemenand define
e v er y o sandresponsilitasin the process;
2. Map out the process and facilitate the managers thraggbcess and complete thalent
Managemenprocess effectivety
3. Ensurethat Talent Managemenrdctivities are completed in line with the global standard
criteria and processnd
4. Engage anctollaborate with managers in the process and hold them accountable for the
results.
On the whole, HR now is still the driving fordeehind and initiator of many Talent
Managemenéctivities
Representative quoté®m the interviews are offerduklow:
HR: HR is the initiator and driver ofTalent Managemeninitiatives. Then we collaborate with
business to conduct the programs. Surely, we listen to business needs. As key drivers in the
organization, business follows HR imalent Managementnitiatives at airrent stage. Sometimes
they will complain and sometimes HR has to drive business to complatent Management

related activities.

BusinessHR is the initiator and driver of a lot of talent related initiatives. HR should be in light
of all these andchelp develop the skills and capabilities needed by the business.

1.4 Do Chinese company top executives (including CEOs and ottereCofficers) participate in
Talent Management? If, so, what role do thiay?
Company executisgparticipate inTalentManagemenactivities in two ways.
Global Talent ManagementActivities
As global or geographic leaders, they have roles and responsibilitiesTialére Management

process.They conduct performance reviewor their subordinates ancecognize achievemesnt
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Theyare involvedat different leved of thetalent review, calibration and succession planning. They
also join in other regular talent developmegitited activitiesuch asvorkforce planning, functional
excellence, promotiorgndspecial assignments.

Participate by Invitation

Company executivesare always actively involved ingeograpit or sitelevel Talent
Development programs. For example, it is almost a tradition for company executives to meet and
talk to local leaders or girpotential employees to disss their careers, share their developmental
experiencesand communicate on company strategies and vision. They spend time in company
development programs as facilitagoor mentors. This direct interaction between company
executive and locdhlenthasbeen highly welcomedTheirparticipaton in leadership development
programs has been a great motivation to participants.

Representative quoté®m the interviews are offerduklow:

HR: Business leaders involved their time in Talent Review and Succession Planning activities.
They also served on croganctional talent review activities. Meanwhile, they also mentoring key
talent | know a lot of them are mentoring several leadership HIB. They also facilitate
leadership workbops, act as coach for employees. Though these activities are beyond the
company regularTalent Managemengctivities, the executives are willing to do that. It is part of
our company tradition.
BusinessWe usél to host these leadership forums and have company executives to come in and
share their insights, leadelsp experiencesand address employee concerns. This is a great
resource to local leader development. It has been deployed in different sites, andlhays

welcomed by participants

Research Question Twdlow do these selected human resource professionals manage talent for

these middleto large-sized manufacturing multinational companie£inna?

2.1 How does the Talent Management strategy align with the business strategy in these

companies?
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No specific Talent Strategyas beendefined bythe company except for thd&alent
Managemensystem. The global HR team is working on this and will engage ekexperts in the
process.

HR Business Partners join business meetings and closely work with Business Leaders, so
they have the firshand information of what the business needs to ertbatd alent Management
activities are in line with business needfsa specific talent needmergs from business discussign
the HRBPs will addreghis on site or bring it back tthe HR team for solutions.

On the whole, there is no overall talesttategy. HR is trying itbest to link talent activities
to supporbusiness needs.

Representative quoté®m the interviews are offerduklow:

HR: At current stage, there is no clearly defined Talent Strategy based forotiganization It
depends on HR personnel work closely with businessutalerstandingand collaboration with
business to meet business needs. Our HRBPs join in business meeting on regular basis, they
should be able to bring back business voice and needs.

Business There is no formal rule on we should includ€alent topic when we talk ahd business.

But there are talent related initiatives going on and some business strategy require people to
acquire different skills or need development suppdso HRBP who join in the site leadership
meeting will get the information and identify soluti@from HR perspectives.

2.2 Do the companies use a competency model in the Talent Management prodgtamsfo

they use the competency model in the Talent Managemegtams?

The Model

The company has its own competency model which watkegeloped with a renowned
consulting firm. It is a very comprehensive list of competencies for all employees in company. The

competencies has been gredpo cover the essentiakills and capalbties areas required by the

company
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The company has put the competency framework, the definition of each compatehtye
developmenfihow t o0 on the company i n areliaks ®fcampanyF o r
developmental resources.

Using Competency in Talent Management

In the Talent Managemenprocess, the managers are required to conduct competency
reviews of all their subordinates. The competencies are also being used in talent development.
Managers and employees are required to vwagkther to map ouhe required top 5 competencies
for a specific job,andthen conducan assessment of eaemploye® surrent competency level.

Based on the gap between the employee competency level andcactytencyrequired by the
position, the mployee and manager work out developmeatsibns.

From the company side, for each training courses, trexeearly defined competencies as
the course objectives.

Since the company established this competency model not long time ago, the managers and
employees arbecomingfamiliar with the competency term and definition and build links with their
functions and roles. Based on tBesinesd_eader, the competency definitiaa bit general. \Wen
the managers use the definition to assestescribe talent or talent needs, itliicult for others to
capture the real meaning, so in most cases, in a talent review or calibration meeting, managers still
use their own words to descritsent

Representative quoté®m the interviews areftered below:

HR: We have a competency model in place for everyone in the company. It has been mapped for
our company by an external consulting firffhe competency model has been served as foundation

for Talent Management It is used in Performance gdasetting, managers use it for setting
behavior goals for their employees. Manager ¢
competencies during talent review. We also use that in talent development activities, for most of
the developmental pragms, we identify specific competencies as program objectivesWe

educated all managers on this competencies models when launch the competency model. Till now,
managers have awareness of the model. Employees are getting use to using the competascy ter
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Some functions are looking into their functional key competencies as foundation for their
functional excellence. It still takes time for managers and employee to get used to this
competency model. We also need to build more connection betweendhmpetency model with
business goals and organization capability needs. So managers and employees can apply it more
efficiently when they talk aboutalent, development, job requirements etc,
Business: | remember last year we had a review on what was required for the organizh&on.
outcomewas listed agzompetencies needed to be developétiere had been a lot afonfusions
and lack of understanding of what the organization really neededdevelop if simply look at this
competency list.We got the feeling that the list reflected what we might need, but we could not get
a clear idea.We have specific needs on technical and soft skills that cannot beucegtby the
very generic definitionof the competenciesWe need it clearwhat type of behavior and
competencies are required for a specific level or type of roles
2.3 How do these companies recruit their talent?

The company business offariche productswhich means thahe company neadhe right
type of capabilitiesvhile controllingtotal labor cos The company approach#ss issue through
workforce ganning and tactical recruiting measures.

HR works with the business to defineverall employeeaumbes and capabilites needed for
the function teamandthendeterming where the positions and capabilities will be. Hien has a
debriefing withbusinesgo identify job needs, value to the business and candidate profiling.

The company uses different tactics in recruit cdaeds.First, it focuses on building a strong
top employer branding. This includesmpeing in top employer selection angromotng this
branding byleveragng public and social media and networks (e.g., LinkedIn)

The company attractdifferent employee group by disseminating information ocareer
futures and competitive compensation and benefits. Caring for emglay@®mpany Talent
Managementsystem opportunities in career development and personal capability enhancement

throughexpandedesponsibilites, andworking with local and global teaswith high expertiseare

all attractive tgorofessional candidates.
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For junior positions and operational roles, the company closely works with universities to
provide ceop and intern opportunities.In China, the sites have worked with universities and
technical schools to build a young talent pool and offer timennshipopportunities. The @mpany
can evaluate thewfter their internshignd build a young talent pool.

Representative quoté®m the interviews are offerduklow:

HR: Successful recruit from careful planning, we should take care of labor cost because that link
to company profitability. So we have to work closely with businessd&fine exact how many
employees we need and wheto place them. If there is an opening, we will have a through
discussion with the hiring manager to find out the value of the job to the team, the requirement of
team1 the detailed profile Sometimes managers will make changes to ensure the newiliole w
bring more value to the teamIn acquisition, aur employee branding surely is an attraction. For
thosecandidatesin the industry, they know very well of our position in the market.edtdes, we
are now leveragingall types of social media and sotiaetwork platform to build up our strong
brand in marketso those who may not know about our company, will start to get family with us.
We will share companyalent Managemensystem, the career opportunities through the position,
and outlook our compan and business, of this position, our employee caring tradition with the
candidates.current employee group is also a great resourtteey can help us to map the talent in
market, provide referrals and build connection with candidates. More importantly, they help the
company create the work environment the company is proud of and to tateatin market.

Businessfor candidates amiliar with our company,they will appreciate our company for sure,
for them our brandis attractive For younger peoplethey do not know our companyye need to
look for new ways to attract them. We should collaborate with universiteeprovide tranee
program
2.4  How do these companies develop their talent?

Talent DevelopmentOverview

Talent Development is not only about development prografsither, it not justabout
individual employee developméni t 6 s al so about buil di ndglives o mp a
business resultsustain growthandmaintain acompetitive advantage into the future.

Talent Development starts witBmployee performangeespecially if that individual is

delivering more than expectedBy assedsg performance, the company knowghetherthe
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individual is capable on the jobeasons for improvement, and wher the individual can move on
to thenext level.

Next comesassesment, wherethe company condugta talent review and succession
planning. This is a globally aligned process, meathagthe same system, timelinepdcriteriaare
used cross the company to review emplsya® identifyhigh-potentiab and successorsthis is a
companywide activityd managers at every levateinvolved at different stage From this exercise,
the companydentifies where thetalentand gapsre,and where talented people are needed most.

Beyond thiscompanylevel assessment, tikempany provides usénendly assessment teol
for its employees and managers to msdevelopment planning. This open resoureey be used by
manages and employeeat anytime.

After the Talent Review and Succession Planning, the companyg teeéalow up. Then
comes the development plannipgrtor strategic searchirfgr talentexternally

Development Philosophy and Resource

The companydevelopment philosophy the most effective developmenthetherfor short
term capability development or loitgrm career mowve It is based on the offering dfandson
experiences Developmenis not necessarily achieveédrough a big project or a degrpeogram;
each small step thatstreedt he i ndi v iitgwilladudt towacdee@chinpa career goal.

Employee$ ultimate responsibilitys to identify the proper development path and res®irce
to demonstratexpertise and aspiration, atalink personal goalwith company needs.

This particular company offered various developmental resowgcesuch as amentor,
coaching, special projestrotatiors, relocatios, andassignment and training programs. The focus
was the high-potential groupthosewho haddemonstrated expected behaviors or candidates for

future leadership positions.
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HR together with maagers,and sometimes senior managekgorked together to identify
development resources for the HIPOs and successbine. company had severaénior leaders
working on vaious functions and taking on tfert assignments through the years

Among frontline leaders,the ability to helpemployes identify proper development
opportunities and provideaceer coaching still néed improvement Meanwhile, some employees
still felt a bit awkwardtalking abouttheir career goal andespecially their aspiratisto work in
different roles. Theylid not know how tdocate theright development methods and solicit needed
resourcesk-urther their manageraere not equipped to help them.

Representative quoté®m the interviews are offerduklow:

HR: As said we have a comprehensive cycle for organizations to measure talent. Correspondingly,
we have a comprehensive cycle for employee to develop within the organizatfeleducate our
employees to follow 2@0-70 development rules. We encourage different career development
approaches fAvertical 0 isslsonaarteer opiore Weoffdr gpecilay , ho
assignment, projects, mentoring, coaching and learning opportunities for employees at different
levels.

There is no specific program that works the best, but we did observe that some employees who has
worked for companies for 10+ years are now be assigned a country level roles after learning
experiencesrole change But there is no specific prograsithat work the best. Make the right
connection, more exposure, deliver good results and make impression can be the ingredient of
success irour company

BusinessWe assigned the HIPOS to certain program or initiative which started their leadership
capabilities from a small scale then tolarger scale.For example, they were assigned to lead a
strategic project, they needed to form their team and got thegitgpen board and then influence
people. Or they might be assigned to lead specific project or they formed those functional work
groups. You need to start with acquitting people with small assignment to practice the leadership
in smaller scales before aigm real managerial, leadership role to there think this is pretty
successful. I dondét t hi nnkadevoegenere erdgram éor ourdirPOdNe do not

need a specific HIPO program for HIPQkg key is to help them to leverage different resoces

here and there to help them develo

2.5 How do these companies retain their talent?
Career opportunity plua caringenvironment and reward package kel talentwith the

company. The companymaintainedits tradition of caringaboutemployes and their development
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needs including their career development needs. The company clampiored its development
philosophy among employee®eoplewerewilling to move from amanagerial role to an individual
contr i but oadiferentrlevelofeexperiences e t

The companypuilt a comprehensiv&alent Managemergrocess anéducatd managers on
supporting their subordinaten development and engagemeiithe crossunctional and geographic
development platforsiin the companysoughtto offer more careeopportunites within the
company.

Representative quoté®m the interviews are offerduklow:
HR: We want to keep the HIPOs that is for sure. We also want to keep those who are high
performers These two groups are overlapping hot necessary the samd&he company offers
benefits, career opportunities to them. It
manager leverage on the resources the company can offlemager skills can be key here. Our
company saw the a lowtnover rate in the past years. However, we lost some of our HIPO and
High performer due to their unmet career development needs aneclkgar career future in the
organization. As the overall society is under great pressure of living a better lifeighdrHiving
cost. As we educate the managers and employees on career development philosophy and
approaches to build up individual capabilities, we see some employee are now flexible in moving
from leadership role to a individual role as far as the joblpehem gain new knowledge or skills
which means add their personally values.
BusinessHere in China, especially youngegenerations they get impatient regardless what you
offer them, they just want to move to different company to get totally diffeexperiences
What we can do is to provide internal opportunities to these people, to provide different
experiencego them. For examfe, providing them with cros$unction opportunity can be a catch.
2.6 Do these companies include Talent Management in their performance management system?

How do these companies evaluate their Talent Managesffentiveness?

The companyincluded managing employee performance and suppgprtemployee
developmentin the ma n a g e r 6 s respamdibédites asm d was part of the performance

management system. Howevdhe degree ofemphasis/weightplaced on this in the final

performance review andtmag really depenedon t he i ndi vi dual supervi s
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From the husinessside, the evaluationf Talent Managemeniinked back to busines$
Reurn on invesment in peopleand workforce productivity. The business side also cared about
turnover and retentién not only the number but the numbertatientthatstayed or left

Representative quoté®m the interviews are offerduklow:

HR: Wehave this performancenanage ment and devel op subordina
performance goal. But how much weight the supervisor will put on this goal in the final rating or
whether the supervisor will provide feedback and discuss with the manger on this goal really

depend on the supervisor 6s miTaldnsManhageanend| kidow s/ her
some senior leaders take this goal seriously and put a lot emphasis on building a high performing

and high capability team. They also provide coaching and constanafetdhieam leaders under

his/her supervision. While for some other managers, the business results is most important goal. If
the business goal is achieved then everything will be fine.

BusinessTurnover and retention rate is what | like to seeNe $iould look at quality as well as
guantity - that really triggers theTalent Managementl 6 d | i k entliegood pea@lewes t a i
need | 6d al so | i ke -Ltcanpoduee the same Withiless peepke,ormye s u |l t
people carproduce more Cost over returiis what company executive want to see. China
employeesre growing on their level and on their salary, then we also are expecting them to return
at the same levelProductivity is what we should keep on measure.
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CrossCaseAnalysis

Com

Table 45

pany profiles for the four cases are comparékhivle 45.

Comparison of Company Profiles of the Four Cases

Company A Company B Company C Company D

Company Profiles

Place of Origin

United States United States Europe United States

Advanced textiles and

Indust . ) Science Service Applied Chemist Chemical Indust
ustry materials processing ' ' PPl stry ' ustry
History 120 years 110 years 120 Years About 60 years
Employee 4,000 50,000 47,000 12,000
Number
Global Sales  USD 760 milion in 2013 USD 17 bilion Euro 16,000 milion USD 5 billion
Company
Development Matured Matured Matured Matured
China . . . .
o Started in 1990 Started in 1985 Started in 1990 Started in 1980
Organization
Category of Chin
s Wholly owned Wholly owned Wholly owned Wholly owned
Subsidiary y ly ly ly
pragmatic, communicate openly &
fiscrupul ous (esyl-driven. Founded on Europe "family Stable. Not as aggressive as othe
technology company. business" but now more aggress industries
Company CultureEmployees are down-to- and encourage "
earth. The company enjo share motivation, ambition, passi
a big-family like atmosphel and entrepreneurial spirit
... Country based organization. Unc Geography centric, in which Functional based structure. Withi
- A lean and flat organizatiol . . . . . .
Organization country head, there is business a Business Unit follow the product function there is global and
and structured based on . . . . .
Structure functional leaders. concept, while functional teams  geographic operation team

HR Structure

Official Talent
Management
Statement

matrix, functional system. . .
focus on functional alignment

Functional reporting line. Country reporting line. HR first
Asia HR Head reports to report to China President, then
Global HR VP report to Asia Regional Head

Functional reporting line. China H
Team reports to Chin HR head w
report to Global HRVP

Functional Reporting Line. Al HR
Report to HR head

On the company website,
the company states that it
company offering equal
employment opportunity.

The talent, as required by the The company regards employees
company, should be able to see the source of ideas, actions and
exciting opportunities in global  performance. Employees can bes
variation, can also strengthen the achieve their full potential in an
company global team and being environment of fairness and respe
flexible and actively strive for self-fulfilment, teamwork and
success. The company offer botl dedication to excellence.
management and specialist caree

paths for employees

Company is committed on talent:
and results. The company needs
talented and dedicated employee
who commit to making an impact
every day. The company attribut
its continuous growth to its ability
to attract, develop and retain worl
class talent who thrived in the
company environment and share
company vision.
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The fourmultinational compaies have their origsin developed countrieand are alln the
mature stages of their existenddoughin differentindusties they all enjoy leading positignn
their respective industry marlset Their business scopéncludeproduct and solution development,
manufacturing and saleS.hey allhavecommer@al and manufacturing sites in China and exgahd
businessacross China. Again, while in different industries three of the four companiesere
described by Human Resource professiomnabrking for them asbeing impacted byvolatile
economic conditios Only oneHuman Resource professional claimed that the compesystill
growing fast and achieving outstandimgsiness results.

The four companiebtiad different organizatioa structurd somewere more functionally

aligned and som&eregeographiebased. As a consequence, HR teaaasdifferent reporting lines.

Answers to Research QuestionWh a t i s the current status -of i

to largesized manufacturing multinational companies in which the selected human resource

professionals arevorking?

11 How is ATalent Management o defined by thes
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General Definition of Talent Management
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Company A Company B

Company C Company D

The company does not The company does not
have an official definition. have a shared global

HR practitioenr defines it ¢ definition. HR practitioner
the group of people with usesOutstanding

the business skills, Performance, Leadership
competencies, knowledge Competencis,

and expertise which can demonstratedotential

The company does not The company do not haw
have a official definition or a shared definition on
Talent. HR practitioner  talent. The HR practitione
defines it as theollective usesHigh Performance,
capability, experience antHigh Potential, Learning
wisdom of all the agility andMobility to
employees the identify High Potential

Talent contribute to business  Capability, Learning organizationhas. To employees.
result. The Business leadi Agility, Mobility, business leader, Talent re
defines it as people with  Aspiration and Motivation to thedesired
creative mind to grow  to identify High Potential competencies.
business, reduce cost aniand Promotable employe
improve quality. These two group of
employees are regarded ¢
Talent.
The company has a officii
The company does no he The company does not o The company has an
. - description that talent .
official definition. have a global shared management is a svstem official Talent Managemen
According to HR, itis an definition, scope or g . ) y .. cycle, which starts with
. . starts with define a positio
integration of In and Out process of Talent . .. Performance Managemen
) . then get the right candidat .
process which starts with Management. So the HR | goes on to Recognition,
. . . . . to fill it, then manage )
define the talent needs (e. defines it starting with talel followed by Succession
. ! . o performance, develop )
Talent job profie and required acqui sition ' expertise. recoanition Planning and Developmer
Management  candidate profie),then f i nd ri ght P ' 9 ! Planning and deployment.

hiring, on boarding, trainin asssessing and

and development, development, then retain
performance managemen them with the company. |
recognition, and managin¢ includes global review
out those people who do process and local follow
not match company need ups activities.

retain and motivate. HR
practitoner concludes tha
iTalent Manct
fifget talent
company), manage (the
talent) then exist (the

company).

None of these four companidsd an official definition of Talent. Perceptios of HR

professionals can be divided into two distinctive categorieslent refers to people or Talent refers

to collectiveexperiencesskills and capabilities of the organization. Three out ofdbecomparmes

usal the following:fiTalentrefersto a spedic group of identified higkperforming, highpotential,

highly motivated people who also share company culture and possess the desired skills, attributes that

required by the company
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With regard to the definition of Talent Management, the compaméze divided into two
categoriesi Talent Management includes all HR management practicetuding attracting,
developing, and retainingalent The second was thafalent Managemeninvolved managing
employees fromthe time they enteredhe organization, hrough performance management,

developmentetc, until their separatiofrom the organization.

1.2 Why do these companies establish a Talent Managepnegtam?
Table 47

Company Objectives in Establishing Talent Management

Company A Company B Company C Company D

All Talent Management  People has been regarded &

activities are business the greatest assets to ensur

driven. The business are company can achieve busine

under great pressure to  results and sustainable

deliver business results ta business growth. So Talent

our shareholders. Management is to manage tt
great asset for the company
achieve its business succes:
Company utiized Talent
Management efforts to initial
changes to help company to
meet customer needs and
sustain company competitive
advantage.

Talent management is First, through Talent
established to achieve =~ Management , the compan
business goal. The can get the right type of
company needs its core people with the right
competency to achieve its capabilities to produce the
business strategy and goi high-standard products the
HR The core competency of company offers to its
company is not capital or customer. Secondly,
technology but the talents through this system,
who can keep the unique company build a platform
culture of the company. for HIPOs to grow and
provide them with more
growing opportunities.

. To meet the fast growing To help company make The company need to chan¢
Talent Management is for . .
. business needs, the changes. To map the  to meet business goals.
get the right people to . .
. company needs people bcrequired competencies ar Talent Management can help
produce the niche produc. ; . .
.. in quantity and quality. match right people to new company to get the changed
the company offers as it i o .
; . Through Talent Manageme organization. capabilties, competencies
so hard to find the right ) .
. company gets talents both required by changed busines
talent in market.

externally and internally. needs.

Business
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With regard tathis questionHR professionalsn the four companies unanimously answered

Atotmbaeasi ness goal 0. B u s:itmeg wped tb gettdeaighspeome r e 1

the desiredompetencies. ffeir ultimate purposeasstill business results and outcome.

1.3 What is HRO6s role in ioitmtmgsany Tal ent Manage
Table 48
HR6s Role in Talent Management in These Compa
Company A Company B Company C Company D
HR is the leader and driver of HR is the Initiator, driver and

HR is the leader and take HR is the Partner to business in Tale
Talent Management programs. . L
. . . ownership of Talent Managemel Management related initiatives
HR collaborates with business ir . . . .
HR should drive business to fos - HR should be persuasive, persistel
deploy Talent Management rela . ;
nitiatives the enthusiasm and build up the and sell the Talent Management
' mechanism. programs to the leaders, the prograr
would benefit the organization.

AR strategy setting.

faciltator in the Talent Mangeme
intative. HR is also involved in
Talent Management related

HR and business collaborated il Business Leader should be the drivir HR is the Initiator and Driver of

HR is driving Talent Managemer.l_alem strategic planning. The force. Whie HR as Business Partne Talent Management.
process and programs and

) . Business should set up the should provide perception, provide
business collaborates with them P P P P P

Business will be great the HR can also bu expectation and opjective, while reference and help.
HR own the planning and

up aligned system to the compa execution

All of the HR professionals agreed that HRtie driving forcein Talent Management in

their company. IrCompaniedB and C, the Business Leaders claimed that they sheadtlralent

Managementelated activities and set expectations for Talemile HR personnel should owthe

process and program based on HR expertise on the -Falated topics.

1.4 Do Chinese compantop executives (including CEOs and othele@el officers) participate in

Talent Management? If, so, what role do tpy?
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Table 49

Company Executive Involvement in Talent Management in These Companies

Company A Company B Company C Company D

-The board defined the value - The executive participate in - In a business-driven company, ¢- Company top executives get
proposition of Talent Manageme Talent Review and other defined senior executive involvement can |involved in regular company level
to the organization and cascade Talent related activities hard unless the short-term or long Talent Management activities
down the message. -The better the Talent Managemeterm benefit is clear to them including Talent Review, Successic
- Provide strategic guidance and is structured, the more likely the - The expected involvement shoul Planning, workforce planning.
set Talent Management program resource can be leveraged be the executives make decision ¢ - Participate in developmental
expectation and objectives - The mindset of "Talent HR will be responsible for design programs by invitation, for example

HR - Participate in regular Talent Management is executive's work and structure the system, activity, hold leadership forum, faciltate

Review and Planning activity as responsibility” is different from re. guideline. leadership workshop, coaching or
reviewer involvement, sometimes delivery mentoring HIPOs etc.

- Join in workforce planning, business result is on the top of tl - It is a tradition of the company
succession planning etc. based to-do list. leaders to contribute to develop otl
business needs. leaders and employees in this

company

Did not observe much involveme - The senior leader delivered - Executive level involvement is a - | know myself and other executive
from executive level: expectation and educate his must in Talent Management. are participate in Talent Review anc
- Most of the Talent Developmen subordinate - Executives involved through - Succession Planning
initiatives have been driven by loc- Other senior leaders provide —setting expectation and goals for - We have these leadership forum-
organization; support, e.g. act as mentor for Talent Management. having company executive to talk tc
Business - Talk about cash flow and balan others. - Observe and nurture the HIPO our local leaders.

sheet, hardly talk about talent or - As business leader, would like 1 candidates
people participate in strategic planning. - HR should plan what to do and

The real development program how to do , provide input for

probably need more other executives to make good decisior

resource. and involve efficiently.

As HR professional indicated the CEOand ot her S enolesdrr Talengt n a g €
Management can be categorized into thmegor categories
1). Determine the strategic position of Talent Management and champion the activity in the
organization. The HR professional in Company Aelieved exedives defined the meaning of
Talent Management in the company and empowered HR to conduct Talent Manageatedt
initiatives.
2). Set expectatianand goas for Talent ManagementBusiness Leaders i@ompaniesB and C
werewilling to participate in éfining Talent Managemestrategiesand setting expectations.
3). Get personally involved in TaleManagementelated activities. HR professionals in all four

companies mentioned that the top executiveseinvolved in compamwide Talent Management
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activitiessuch assuccession planning and managensardtalent review. Incompanie€B and D,
top management also actedamentor for other leaders amqutovidedpersonal care to company
talent

However, the degree of top management or masager lvemenbin Talent Management
varied from organization to organization.Business leadsrdid not think the compardygop
executive really carel about Talent Management since thead difficulty talkingabout this topic.
The HRprofessional in company Bgreed that business leaders were aware of the importance of
Talent Managemerttut wasconcerned thatusiness leadsd involvementwould be in question if
they were required to follow a defined plan and lmd aaccountable for resultof Talent
Managemenactivity. Her comern was manifestedin the business lek esr séatement that extra
resourcesvould be required fofalent Managemernmgrograns besides hipersonal involvement

In company C, whichwas a businessiriven organization, HRhad to fiselld to business
leadersTalent Managemerandespecially those programs beyadhe global standardor the Talent
Managemenprocess. Meanwhile, HR also noted that sel@weel involvementwaslinked to the
|l eader 6s maturity.

In company D, a company witan employeecentric culture, both HR and business lealer
agreed that company executivegrewilling to participatein and contribute td@alent Management

activities.

Research Question Twdlow do these selected human resource professionals manage talent for

these middleto large-sized manufacturing multinational companie£inna?

2.1 How does th&alent Managemerstrategy align with business strategy in these companies?
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Table 4 10

Talent Management Alignment with Business Strategy in These Companies

Company A Company B Company C Company D

Company HRBPs sit in Business
Leadership meeting and bring be
the business needs. HR then

decide on what are the talent nes
and how we can meet the needs
The business identified the need
to serve our customer better, HF

HR Talent Management should k . .
A g U T alent Strategy is of equal importanceAll the Talent Management
part of Business Strategy. A . . L . .
) to business strategy. Business strat¢decisions are business driven. 1
successful Business Strategy RV )
) o .. should go ahead of talent strategy ~ organization is under pressure o
(planning) should invite HR to joir . : L .
in decision makin because business needs determines delivering business result for sha
9 talent needs. When we set business holder. When we identify busine
goal for the future 5 years, we also  need different capabilties, HR
discuss future needs on organization helps business to take proper ta

HR . . helped to identify necessary
capabilties, organization structure an related measures to ensure mee o .
" organization changes to meet thi
employees capability. the changed needs. .
. . . strategic needs.
HR involvement in business strategy
discussion can ensure Talent
Management activities can serve
business purpose. And engage
business leaders in Talent Managem
The talent strategy is aligned with . . ] The company need to deliver on We have business goal setting
. Our business is growing very fast, the . . .
business strategy. One of our A expectation and need matching meetings, but Talent Managemet
P . organization need a lot of talented . L .
companyd s vis . organization structure. may not be a specific topic. Out
. people from external market and withi . L .
Engagement, which means the . site HRBP is invited to this
the company. Company talent goal is . .
company focuses on employees 4 ) ) meeting, so HRBP can have ide:
very clear - find the matching candida .
. Our company conduct Engagem ) . on what business needs are.
Business accelerating their development so the

Survey every year. The survey .
. can meet or exceed the expectation i
data had been analyzed to see il .
bring value to the company.

which areas there were
opportunities for improvement.
Follow up actions had been
planned.

On the wholeall four Human Resource professiomalgreed that talent strategy should be
aligned with businesgrategy. At company B, itwasclear that talent concesmere at theéop of the
list of business concesn At company C, businesgasthedriving force talent strategyocused on
the needio meet business requiremgrsince e organizatiorwas accountable for delivery.At
company D, HRcolleced information onbusiness needand then used this information in
developing theHR plan. At company Athe exact pra@e wasa bitvague;it seened thatthe site

level manager might haveot beeninvolved in talent strategy discussgor aware of them
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2.2 Do the companig use a competency model in the Talent Management progratog?do
they use the competency model in the Talent Managepnegtams?
Table 411

Competency Model and Usage in Talent Management in These Companies

Company A Company B Company C

Company D

The company has its own
competency model.
Itis a 12-competency model.

The company has its own competency The company has its own competer
model. model.
Itis a 12- competency model. It is an 8-competency model. ) ) .

s Y v Y It links behavior with company

The model

Our company has its list of
competencies which have been
mapped out for our company. The
competencies are regarded as

HR

How to use the
model

HR has been using it in hiring and HIPO
identification.

The company has its own competency
model.

It looks generic since these competencie
seem essential to every company. It do
not directly link to company business
strategy.

Business The model

In talent assessment, it cannot provide &
precise measurement since each rater t
his own understanding of the competenc
Twelve competencies are too many, se\
competencies are good enough.

How to use the
model

The model reflects the core of the

L culture.
company. Compnay is in process o
identifying functional specific
competencies.

essential DAN to ensure success
the organization.

For each specific leadership level, The competency serves as founde

there are corresponding expected of Talent Management system - to

behaviors. The company define behavior goal in performanc

championed the competency mod management, define job requireme

among managers to enhance their in career ladder, assess employee

leadership skils. capabiities, and define developme
needs.

The competency model is the core ¢
HR practice in the company. Itis us
beyond talent review and HIPO
identification and development.
General employees can use it as
guideline in their own development.

Our company has this competency Company has this list of

| think the company is experimentin .
pany P 9 model. competencies.

with different type of models.

Competencies had been used to

describe to-be-developed skils. E
the result was confusing and we st
did not understand what was neec
Need to identify a few competenci
that are essential to each function:
foundation to the whole company.

When we evaluate talents, we can
use these terms to describe them

The competency has different laye
First the competency definition, the
how to demonstrate it and the
expected behaviors. So when a
cross-function talent review is
conducted, detailed observable
behavior sample can be provided
others to know about the employe

N/A

When talking abouthe competency model, HRRrofes§ o n a | s & didonptitrianguate
with businessl e a d eThe &R professiona were all quite familiar with their company
competency modeind believd it hadserved ashefoundation ofTalent Managememtrograms and
activities. They all mentioned that competencies had been used in varalast Management

programs.
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According tobusiness leaderawareness and acceptanceha competency model was not
the same as expressed R . The busi nes s srégardimjmpeténcymedels r
were;

1). Scopeof the model Two business leadetisoughttheir competency model contained too
many items;

2). Companystrateg/ alignment. The seemingly genericompetencyterm neeckd to be
Abreiddog wi t h tultuee acdocompany bysiness strategy

3). Competencynodel nottangible to business The competency moddid nothelp them
efficiently identify talentneeded by business. The competency definitiaaeithertoo generic or
too vague. Theyould use itto describe an employee or evaluate people using the competency

definition.

2.3  How do these companies recruit their talent?
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Table 412

Talent AttractionPractices in These Companies

Company A Company B Company C Company D

-Company leading position in the - The company builds its brand ¢ -With company competitors are -Conduct workforce planning to kno

industry is an attraction to a leader in industry, being prosptalso famous multinational where and what type of job is neede¢

professionals and technical and has the best in class talent il companies, the company in the organization

personnel. the industry. differentiates itself through - Build a "top employer" brand in

- For different group of employee - Build The fame of developing capability development and careitalent market and champion this bra

different attract approach: internal talents development opportunities that it within and outside the organization
a. For professionals, especial - Have a strategy for recurting ar can offer through its localized - For senior professional employee

HR in general function, the engaging, build solid methods, company organization structure. using company caring culture,

highly professional company/tear culture and internal employee - Know the type of candidate systematic Talent Management and

atmosphere is key; connection and form a special company needs and identify developmental opportunities, highly
b. For operation/production  spiritual connection among appropriate candidate pool professional team to attract candide

personnel, the return on their wo employees - Conduct salary survey to matct '- For junior level candidates, work

work-life balance is key. - Take total labor cost and interr up with market compensation  with universities and technical schoc

balance is taken into hiring offering to provide them with intern
consideration opportunities

- The company has a tradition of - Company overall branding of -Corporate branding can be - For people in our industry,

develop from within or at least hir being large and recognized as a intangible company leading position is attracti

with in industry good employer in the market - Function/team environment, - For those not familiar with the

- Very limited talent pool available - Provide more career effective interaction among team company, show them the many

Business that can hardly meet business  opportunities than other compan members and job satisfactions acareer opportunities and

needs based on our fast growing busin key to attract people developmental programs to them

- The company should look - Solid company performance ar - For junior and operational position

outside the industry and sometin company senior leader role mod provide intern opportunities

change its business structure to project strong image to external

attract talents candidate

These companies shared several practices

1.) Building acompanybrandwascited by HR asnimportant approachn attractingtalent

2.) Being aleading company in their respective indusandc o mp a n i easliaving tha lgest
in-class talent inheindustrywerealso cited by HR as attractioadtoss.

3.) Differentiated attraction methods for different gredipn recruiting experiencd professional
employees, companies walseareer opportunity and company culture to attract them. For starters
the company ugskacompetitive package to meet their needs.

4.)) Since the companies are all technoltiggged manufacturingpmpanies, they sharednaedto
hire nche talent to meet business needs, so correctly profiliogtipn requirements and

pinpoining thecandidate pol wascritical to them.
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Ratherac ompany6s strong business perf or andcarees

opportunities seead tomatter toBusinesseaders Business Leadsin Company C even dismissed

company branding asefficient in attractingalentbut citedteam atmsphere, effective interactisn

among temn member and job satisfaction as important elements

2.4  How do these companies develop thaient?

Table 413

Practice of Developing Talent in These Companies

Company A Company B Company C Company D

HR

Business

- Development starts with "know - Effective Development means t . . . .
L . . . . - Systematic review to determine the¢- Development is a system that
the expectations"” that is busines talent is developed to effectively . . f )
developmental needs include assess, identify, planning,

needs support business. . .
. PP - Match HIPO career goal with developmental experience, feedbe
- Provide developmental - talent Development should
) L .. _company needs - most development comes from
experience based on needs and Develop organization capability n . .
. L - Provide targeted developmental hands-on experience and start fro
available resources an individual

experience including map the requir current job

developmental experience before a - Employees should be accountat
internal candidate can be placed or for their career development
senior position, identify the expecte - Developmental experience rather
outcome through each assignment than developmental programs be
development experience planned for employee developmer
- Offer different development resout

to HIPO, Manager and general

employee group

- Offer hands-on developmental - Leverage the existing resource

resources, e.g.. Rotation, best efficiently (quality of

practice sharing developmental experience not th
number matters most)
- Development takes time, line
manager involvement and suppo
from business is needed.

Sometimes, there is very limited - Assign HIPOs with special projet
resource for development, then yot - Start from small scale developm¢
. . . have to provide on-job experience then to larger scale
internal coaching, mentoring . . .
. plus intensive coaching from managc - Have people developed through
- Practice make perfect . .
to get the employees engage in projects so they can accumulate

- The employee Sh(_)UId be wiling developmentselves. skills through the process before
to change and aspired to growth .
place them on a higher level

- The employee's development &
career goal should align with
business needs

- The company offering integrate

- Company should differentiate
resources, external program and

leadership HIPO from technical
experts

- Develop talents only use interne
resource has its own limitation

HR and Businesseld different perspectives this area, too HR professiona in these

companiedelt thatdevelopmentvasmoreimportantthan developmental prograths system that

and
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helped organizatios to develop capabilitieg orderto meet business needBusinesdeaderswvere
more likely todefinedevelopmentisdevelopmental progranand processes.

However, both HR and Business lealagreel that handson experiencesan be the most
effective developmentalexperiences along with job rotation Special projectswere cited as
effective approaats in developingmployee capabilities.

As HR professionals indicatedl companies have succession planning process in place to

idertify high-potentialemployees and map their development pathmatch company business needs.
Developmental resourc@saythen be provided to these identifibjh-potentias toaccelerate their

development and ensure their readiness for more saosdrons.

2.5 How do these companies retain their talent?
Table 414

Talent Retention Practicés These Companies

Company A Company B Company C Company D

- Company culture - Build company image that the - Invest generously on talent - Company culture of caring for

- Good work environment (safety, company has the top managemeni development employees and take care of their

fair treatment, leadership skil) system and top talent in industry - Open up career opportunity, development needs

- Ethics - Always provide the space for  employee won't leave if they can - Champion the company developme!

HR talents to grow develop capabiity and stretch philosophy that "up is not the only way

assignment within the company - Buid Talent Management system ar
- Build up emotional connection wieducate managers to support employ
employees growth

- Take care of employee to insure the

- A fair performance management -Provide employees with what they - In case of organization change, careers are not jeopardized i their

system need lot of communication is required
. — ) . development do not carry out as plan
- Recognize employee contribution a. give career opportunity and - Invest on employee development .
- . . due to changed business needs
. - Competitive compensation chalenge to those seeking career any means L
Business L - Offer career opportunity internally an
- Training and development progra development; cross functional career opportunity to
that accelerate employee b. provide work-life balance to . PP
. younger generation
development return on work to those seeking
balance

Career opportunityand DevelopmentOpportuniyy have been cited as important egition

strategy by all interviewees Companyculture, work environment, communicatiocaring from
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company whicd i r ect | y | i rekperienoesneha prhaoizagoehavé been regardexs
importantfactorsto retaintalentas well. Only Business Leader in Company A and B mentioned
provide attactive compensation to employees who regard monetary return as imperianetain
strategy

While HR Professiond e mphasi zed company brandingos

none of the business leaders mentioned it in their answers.

2.6 Do these companies include Talent Management in their performance management system?
How do these companies evaluate their Talent Managesffentiveness?

Table 4i 15 Practice of Evaluate Talent in Thesen@panies

Company A Company B Company C Company D

- The company does not set specific tale - The company does not set Talent - The company assess managers' leade - The company set "managing
management goal in talent management Management as a performancegoa. compet ency i wh e t performance" and "develop

system - The company measure Talent Retentio capabilty to demonstrate the required  subordinate" in manager performanc
- One of the manager core competency rate but it is not a detailed measurement. behavior, But this does not have much goal.

"Wiling to hire someone who are better thglobal level, the company has some matr direct impact on manager's annual - The track and rating of manager
themseve" but company does not evalua for example, what is the ratio of manager performance rating. performance on Talent Managemen
manager on this due to the dfficulty to do are promoted internall. - Ifthe manager consistently fail to mee really depend on the supervisors'
that. the leadership assessment then his care mindset towards talent managemer
- Company uses turnover rate especially company wil be impacted in the long-run.

operator worker.

-The cost efficiency is easier to measure

operator group.

HR

We do not set any Talent related KPI in -The company set some Talent Manage! - There was KPI for managers to track i The company set Performance and
company performance system. related goal in performance system but nteam performance and how they develop Development goal for each manage
The best evaluation should be business sure about the weight of this goal in over their subordinate, and how they would It is one of the essential roles they p
resul. performance rating. measure their team development, how thin this company.

- The problemis it is hard to measure tal build up team engaging environment

management outcomes quantitatively. - Would ke to measure the team capak

- The company is growing so fast, the  and if they consistently deliver business

managers are focus on business, so the' results.

always put business first when there is nc

enough time for do both (business and

Talent Development).

Business

Three out of four companieset up Talentelatedperformance or behavior gsdbr their
manager grop. However, none of the HRrofessionalsvere confident thathe performance goal

would really motivate the manager to managlent as expected.
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HR professionalsn CompanieB and C mentioned that turnover rated ratio of internal
promotion were used to track Talent Management results but none were satisfied with these
measures.

Both HR professionals and Business Leadated the dficulty in measuringTalent
Management outcorsequantitatively as the reasofor the difficulty in measuringTalent
Management outcomseHowever all agreed that business reswghould be the ultimate measure of
Talent Management but it had begfficult to buildalink between théwo.

Currently companies tragd turnover rate, talent retention, internal promotion rateq

workforce productivity as indictors of their Talent Management efforts.
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Chapter Five

Study Summaries, Conclusions and Recommendations

Study Summary
The purpose of iB study was to investigate the Talent Management statusT aleat
Management practice of selected humanesource professionals in middléo largesized
manufacturing multinational companies in China. The folhguwesearch questiongere addressed
in this study
Research Question 1: Wh a 't i's the <cur-rteelarxge st af
sized manufacturing multinational companies in which the selected human resource professionals
are working?
l1How is fATalent Managemento defined by these
1.2 Why do these companies establish a Talent Management program?
13What is HRO6s role in company Talent Manager
1.4 Do Chinese company top executives (including Ca@d other devel officers) participate
in Talent Management? If, so, what role do they play?
Research Question Two: How do these selected human resource professionals manage talent for
these middleto largesized manufacturing multinational companie£hina?
2.1 How does the Talent Management strategy align with the business strategy in these
companies?
2.2 Do the companies use a competency model in the Talent Management prodtamsdo
they use the competency model in the Talent Managepnegrams?

2.3 How do these companies recruit their talent?
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2.4 How do these companies develop their talent?
2.5 How do these companies retain their talent?
2.6 Do these companies include Talent Management in their performance management system?

How do these companies evaluate their Talent Management effectiveness?

The studywas guided by ther esear cher 6 s oniTalentr Management in e v i
multinational companies (MNCs).The study followd a multicase study desnd four Human
Resource professionals working foriddle- to largesized multinational congnieswere selected
andstudied

The researcher collected data through interviewsh selected Human Resource
professionals and@usinessLeaders from the compani@s which the selectedHuman Resource
professionals were working. The researcher also stultiedmentsandcompany websiteto gain
in-depth informationon the selected companies and their talent management praclices.
interviews served assource of primary data, while documents and company website cargsnt
source of secondary data.

The researcher selected Human Resource professionals who were famtiiaand
overseeing Talent Management systems iir gt@mpanies and Business Leaders who weredwfad
independent businessitsand had been involved ther companie8Talent Management activities.

To enhancalataquality and theentirestudy, the researcher usthe following strategies:

a. When selecting interviewees, the researdonducteda prescreeimg to ensurethat the
interviewes were knowledgeable abodtalent Managemenpractices and had been
involved in the Talent Management activitiagheir organizations.

b. The primary datawere collected from Human Resource professierahd Business

Leaders in each comparso the triangulation within each case across informants was
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made by comparison and contrast of peasarpinions based on responsibility for
different functions.

c. The multicase desigprovided the researcher the opportunity to triangulate the data from

four different cases to identi§imilariiesand uniquegualitiesamongthe cases.

To enhance the trustworthiness of the study, the researcher adopted the strategies of
prolonged engagemg triangulation, member checkhick descriptionof the cases,dense
background informationdescription field journal and seilfeflection, detailed studyprocesses
descriptionandaudit byan externaduditorthroughout the study.

The researcher conducted and presefitetings from awithin-case analysis and cresase

analysis intheprevious chapter.

Conclusions

In this section, the study findings are compared with the summaries themrevious
literaturereviewand then summarizeatcording to theseomparisons.
Research Question-IWh at i s the current status -tflargéTal e
sized manufacturing multinational companies in which the selected human resource professionals
areworking?

1.1 How is ATalent Management o defined by t

ATalt e Man a gas beenmtbuzzwofdr more than a decadéleKinsey (2006 found
that most companies cited talented people as the single most important managerial preoccupation
based on two global survegdministrated in 2006A look at thepractice of Talent Management in

organzationsfirst requires definitionsai Tal ent 0 and ATal ent Manageme
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Talent

Noneof the four companiebad an official definitionfor i T a | €eThetdddinitions cited by

the HRprofessiona can be divided into twoategories:
a. N Tal e ndtodaspedfit graup of peopleHR professional in Company A indicated
that Talentreferedtoia gr oup 9WwWith therqudinesg ekéls, competencies,
knowledge and expertige contribute tobusiness resulds In compaies B and D, the
HR professiona identified high-potential employees by evaluatingg mp| oy e e s
performance, potential, learning agility, mobility, arspiaatiors.
b. A T a | refareddo thecollective capabilies of all employees in the organizatiofhe
HR professional in company C indicteatat Talent was regarded as the collective
capabilitiesexperiencesand wisdom of akmployees in the organization
GallardeGalardo, Dries,and GonzalezCruz (2013) propsed two approaches tefine
Talent Objective and SubjectiveThe Objective approachviews Talent asthe charactestics
(natural ability, mastery, commitment ant) bf people.The Subjective approachegards Talent as
people. GallardeGadlardo, Dries, and GonzalezCruz suggested that ithe world of work the two
approacks can inform each othem that the Objecive Approach specifies which personal
characteristics to look fowhen identifying Talent, whereas the Subje& Approach provokes
importantdiscussions about cuoffs and normgp. 297).

It is obvious that Human Resourpeofessiona in CompaniesA, B and D adopted the
integrated Objective and Subjectiggproachesowards Talent. More specifically, they adoptbd
Exclusive Approah, that is, Talent isreelite groupof employees who areigh-potentialplus high

performers To the HR professiona in thesethreecompanies, Talent is the group of employees
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who arehigh-potentialand highperforming possessinghe right set of characteristics and fit with
company business needs.

Though HR professiona in company Cregarded Talent athe collective capabilities,
experiencesand wisdom of all employees in the organizatiaich is close to ai Obj ect i v
Approx h o0, S 0 me s lHd®pted byatleet congpgnas cited by the HPprofessional still

distinguishedemployeesaccording tdheir performance and potential.

Talent Management
|l nheriting the wuncl,eafTaledntni Ma o a gdefinfeelnii Da |
differently in these four companiesAs cited by HRprofessiona, two of the companiedid not
have an official definition or description of Talent Management in their organizations. The HR
professiond 6 p e r s phedefiniiiom and szopef Talent Management can be divided into two
groups:
a. Talent Management includes all HR management practiceduding attracing,
developng and retaimg talent Human Resourcprofessiona in CompanieB and D
both described Talent Managemastincludinga series ohumanresource management
related activities and processes.
b. Talent Managemens managing employees frothe time they entethe organization,
through performance management, developmetd, until they separate from the
organization. HR professiona fromcompaniesA and C described Talent Management

asrelating to theemployedife cycle in the organization.
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Both perspectives have been included in the four streams idemntifiessvisandHe ¢ k ma n 6 s
(2006 review on Talent ManagementEven holding different perspecty®n Talent or Talent
Management, the HRrofessiona all comfortably included typical Human Resource management
practicessuch as attracting, developing, and retainifglent in their desciption of Talent

Management practice they used in the organizations.

1.2 Why do these companies establish a Talent Management program?

Consulting firmreports claimedhat Talent Managememn$ regardedas the top priont in
multinational organizations because it contrilsuggnificantly toachievec o mpani es 6 per f
goaland maintain competitive advantage.

All of the HRprofessionals and Businessdders interviewed cited the challenge of oluagin
the required talento meet business needs whies the literature review revealed a situation
facingChina a shortsupply of qualified talent.

The fourHuman Resourcerofessiona interviewedunanimously agrekthat the purpose of
establising Talent Management in ¢fir organizatiorwast o fac hi ev e Theylseliewde s s ¢
Talent Management would help the company to get the peoplehgitight capabiliiest o A pr od u
highst andar d dperloidvuecrt sabgaifinst busi nesgr gwtdihéan and
Resourceprofessiona and Businesd.eadersfrom companiesC and D mentioned that Talent
Management effostsupporedtheir organizatiod s ¢ h a n © eneeeektérmalntarket drenges
and offer better servisgo customers.

This finding also echesthose fromresearchs conducted byBoston Consulting Group and
McKinseyt hat t oday s gpiedobuairg tinceragdattentianaoh maximgihe value

of their workforce and managing their talent strategically.



170

1.3 What i sleimdermipany Tatent Management initiatives?

All of the HR professionals agreed that HR is the driving force of Talent Management in their
company. HR initiates policy, designhprocess, provideconsultation and owmthe process and
execution of th&alent Managemergrogram

As mentioned byheHRp r of essi onal i eadeoandfipdmenyolednclude:h e AL

a. Solicit feedback from business strategy and expectatidalemnt

b. Be the desiger of Talent Management plan, process and programs

c. Drive the organization to execute the talent development plan.

Thisfinding is very closedo the findingsfrom theEconomist Intdigence Unit (2006) study
and Rothwell (2010bookthatHR is mainly responsible for executing Talent Management strategy,
act as theustodians of the Talent Management process and provide guidance and pergpdogive

programs. HR ensuréisatTalent Management effortaove inthe right direction.

1.4 Do Chinesecompany top executives (including CEOs and othégv@l officers) participate
in Talent Management? If, so, what role do thiay?
Basedot he i nt er visew@ ansl 8enia exeautisglay three major rolesn
Talent Management
Define andChampion Talent Management
This role involvesleterminng the strategic position of Talent Magement and champiomgy
it in the oganization. Asthe HR professional in Company 8aid, the company executive gave
meaning toTalent Managemenand empowered HRto conduct Talent Managemenmtated

initiatives.
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This finding is in line withRothwell (2010)finding, whichs t at ed t h and CEX h e

should ensure that an effective succession planning and management progrsranexisbrking

ef fic(@eB)tl yo

Set Goals and Expectations for Talent Management

Busines Leaders inCompaniesB and C expressedillingnessto participate in defining
Talent Management strategy and setting expectatidhss echoefRothwelb $2010)definition of
senior managets rasblargy responsible for establisiyg Talent Development objectives for his or

her division and then meeg these goals.

Participate in Talent Management Activities

According tothe Ec onomi st Intelligence Uni t (2006

Management @0in i ®IDd Wwasl Leader s hreport ifFr dastpractces t
companies snior executives are involved in Talent Management actiwatieExecutives and
managers spend large amount of time on talent managemementomg other leaders in the
organizationdeveloping higkpotentials, playing role in training, providing resoursgand taking
thelead inthesystematic reviewf the top tier of managers.

HR professionals in all four companies mentioned thait tfog executies are involved in
Talent Management activitiessich asuccession planning artdlent review. IrcompamesB and D,
top managememhembes also aciasmentor for other leaders apdovidepersonal care to company
talent

However, seni or nogartecigagan Safent Management ggvarysfiom

2 (

organization to organization. As HR professional in company B mentioned, HR has to plan and
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organize the proces® thatcompany senior manageksow what is expected of them amdhat sorts
of resources areequired. In company C, the HR professional sometines d t @Taléns e | |

Managemento senior managers swlicit theirinvolvement.

Research Question Twdiow do trese selected human resource professionals manage talent for
these middleto largesized manufacturing multinational companie€imna?
2.1 How does the Talent Management strategy align with business strategy in these companies?

Strategic alignment has been identified as an integral patheofTalent Management

framework as proposed [yarique and Schuléf010).Lewis and Heckma(2006)defined talenas
beingstrategi® it should be able to influendke development of strategydshape organizational
strategy rather thanii s i mp | y [ing] ewckly to dhe implications of strategy and Talent
Management needed to developantof-viewr egar di ng how t al @Md45). deci s

Strategy Alignment

In the fourcompaniesthe HR professiona believed that thetalent srategy shoulde and

wasalignedwith business strategagsdemonstrated through:

1 HR involvement inthe businesstrategy panningprocessHR professionad from all four
companies agreed thain HR member should sit in thbusinessstrategy planning
meeting andalentstrategy should be on the agenddo$inesstrategyplanning.

1 Talent Strategyshould bedeveloped by HR together with Business. All four HR
professiona mentioned that aftethe business meeting, HRould collecte business
strategic plans and analyzBem to identify common thergeand then deciden the

required organization changes and talent management programs. Blusadessare
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willing to participate in this talentstegy planning meetingnd set their expectatiofer

talent.

Talent Strategy is Associated with Strategy, Structure, Culture and Execution

Joyce and Slocum (2012) found thialent by itself cannot produce performance directly
unlessTalentsustains the four foundational capabilities of strategy, structure, culture and execution.
The four HRprofessionad mentioned alentManagemengfforts used to maintain company culture,

ensuretherequired talent supply, enhance required capabilities and enable organization changes.

Business Strategy Ahead of Talent Strategy

The HRprofessiona and Busness Leaders in the four companies all agreed that business
strategyand goalsdeterminethe talent $rategy. In Company Bthough the HR professionaland
Business Leader both agreed ttedéent $rategy and bsiness sategywere of equal importana®
ultimately, business needgill determinetalent needslt seemghatthe HRprofessionas in the four
companiesregardtalent strategy as a quick response to business strategy and needs. Business

determines how talent decis@should be made.

2.2 Do the companies use a competency model in the Talent Management progdfams®o

they use the competency model in the Talent Managegomnegtams?

Competency is fian under |l yi ng c hsanot@es,ttraits i st i
and skill s, a snpagecands soc@lf roles areadedy of &rlowledge, that mesult
effective performance in his/her professianéRothwell & Lindholm 1999,p. 2). iRequi r ed

c omp et e n cdentifedby hesvisand Heckman (2006) as another internal driver of Talent
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Management in organization©rganizations can achieve higlerformanceby building a right set
of competencies in the workforce and deplgythe competencie® particular jols. The important
tool for this is a competency framework (Green & Cheese, 2008).

HR professiond in this sudy all confirmed that their organizatiohad competency modsl
The competency modeVarned from an eighicompetency model in Company C to a whole list of
competencies in Company DI'he modelswvere developed especially for the conmpas eitherby
mapping an existing external competency model identified througha competency modeling

procesgsogether withan externakonsulting firm.

Competency Model & Talent Management

In their work on Competency Identification, Modeling and Assessment, Rottamdll
Lindholm (1999) pointedut thatthei c o mpet ency modell profdsdionabte a p p
career i ssues, organi zational i ssueas.e Dicroape
based Human Resourdéanagement will beéhe keystone in the bridge between individual career
devel opment and dxl@ni zation strategyo

In these four companie$iR professionalall corfirmed that the competacy modelis the
core of theifTalent Management activitied.he HR professionalsgreed that the competency model
defines the essential capabilities in the company and prewdeommon languagand criteria for
measuring employee qualificatiom and identifying high-potentias among employees The
competencymodel also serves aa guideline forgeneralemployee development and organization
capability enhancement.

Boatmanand Wellins (2011) foud that manyorganizations have themwn competency

modds, but only half use those competencies as the foundation for their tal@nagement systems
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and apply the competenciesnsistentlyacross theHR system. The HRprofessiona in this study
wereall aware of the importance of tlkempetency modgbut in reality nonecould give an actual
account ofapplying the competency model consistently through all talent manageraekted

activities.

Tangible to Business

the busi ne s sopidioa aid eat d$riangulate with Human Resource professsolal
understanding othe competency modeh this study. As business leadgut it, the competency
termwastoo generic and not linked witompanyculture orexpected behaviors. The competency
definitionwasregarded asague andlid not offera clear desiption of organization capabilitgr an
i ndi vidual 60s e xspeadet irCenganyA thbuglet th&8mosavas@sot | i nked
company strategy or we [THeBusimessiheadet ik Compabyindicateda ¢ h
that the company had tried use the competency term to describe organization capability but the
term did not make much sense and extra explanation was needed for employees.

A gap appears to remaim Business Leadsr@understanding ah utilization of the
competency model. To thertne definition ofthe competency modelnesti 0 be fAtr ans|l e
observable behaviors and supported with clear descrgptiod as mentioned by both HR and
Business Leadsrmatcledwith different levels in the organizat. In addition,the presence dbo
mary competency termeonfuseshe Business Leads anddilutes their attention. Astated by the
Business Leader in company the competency model should focus on the essential competencies

linkedto the company vision, culture and expected behswvior
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TheBost on Cons u2012)inQr e@rtad unpgd sP e o0 p b survesthowadn t a g «
thatin high-performing companies (defined e top 10% of surveyed companies bygdit margin
and revenue growthdhe competency model is updated and tangible to leaders.

It is obvious that HRprofessiona should build the connection betwettr® competency
model andworld of work so managers can utilize the competenmydel efficiently as a common
languagewhen applying systematictools to discussassess, evaluate, and develop talent in the

organization to meet business needs.

Champion the Model

In company Cthe HR professional claimed that the model served Talentdgament well,
because the competency motietl a profound supporting document to explain each compgten
Meanwhile, the compangnatchel expected behavisrfor each competency with job levels in the
company. InChina ®rganizatios, they further enriched the expected behavior librarytisat
maragers and employsecouldbetter understand the expected behavior based on the competency
model. The husiness unit usually select the top sixxompetencieso focuson rather tharworking
on all 12 competencies The business leaders from company Boarecognizd the use of
competency in the organizatiomhe HR professionalchamponed the competency model in
company CAs revealed by the HR professionalo-day workshops had been orgadzo educate
managers about the competency and kmapply itin their day-to-day work. The workshop was

full of exerciss and roleplay. Follow-up actionsveretracked after the workspo

2.3  How do these companies recruit their talent?
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Recruitingis na merely filling a vacancy. As Cayand Marten (2007)showed the HR
professonals identifytalentwho canrise in the organization. To mdaisinesgoals the companies
tap both internal and external talent mxirategically.

The four companiewereall technologybased manufacturingpmpaniedhat neeéd niche
technical and leadershiplentto meet business need&ll of the HR professionals and Business
Leaders usethe termfini cheo tal ent i n sseth eoncermbounthedimited e w
technical and leadership talent paolailablein the market. They all mentioned that thelyad
experiencd difficulty in finding enough senior managemeavel or top technical candidaten the
market, and they had to payigh price to getalent To make things worse, sorteentwith high
price tag might not possess qualificatisthat match therice.

Build Employer Familiarity, Reputation and Image

Collins (2007) found tlee dimensios of employer knowledgd employer familiarity,
reputationand image all of which have significant and independent direct relatiorshiith
applicant intention and decisions.

HR practitioners in the study afidicated thatheir companywvas amondop-tier companies
in their respective industriptheir brand name can attract candidates familigin wWie industry. In
addition,they allattemptedo build a strong company image. #e& HR professional in @Gmpany
B mentioned, the orgarason built its image asprosperous with fagjrowing businesshaving a
highly capable employee groamd toptalentin industry This image waslsorecognizedoy other

companiesn the industrythusautomatically attradhe best talent to join the company.

Differentiation in Market

o)
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As the war for talentgrows fiercerand most Fortune 500 companiesve established their
subsidiaries in China, compias are finding itdifficult to recruitby simply usng their company
brand. TheHR professional in Company C found thtte other cometitors in the industry alslbad
a strong corpany brand. Undehis circumstance, differentiatinge company from others becaosne
critical. As the HR professional discussed,a unique company culturea more empowered
employee groupandopportunities to accelerate capability development can distinguish the company
from competitors in the fieldThe companies have touild tangible cores within their organization.
The tangible factorsnclude a clear vision, ahared company culturggoad team atmosphere,
employee bondingand spiritual connection Company executives modeling the company culture
were regarded by bothR professionaand Business éaders as important forming the company

image

Understand Talent Need and Pinpoint Talent Pool

The Boston Consulting Group (BCGER012) and Development Dimension International
(DDI) (2011) studiesshowedthat bestpractice companies profileemployees who willenhance
and/or foster organizationaliccesandengagen research on the target talent pool to find the match.

This practicewasechoed byCompames B, C and D. If therevasvacancy in the company,
the HR personnel auld have a thorough debriefing with the manager to identify the type of
capabilities needed and firide proper level of candidate. Ake HR professional in Company C
mentioned for some positios they would focus on findéhg propercandidates who fithe overall
structure of the teantlowever, the company auld hunt for bestin-class leaders ithe market

because the company pamuch emphasis on leadenshi
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LeverageTargeted Attraction Measure

BaumandKabst (2013)ktudied the importance of working atmosphere, career opportunities,
work-life comfort, task and payment attractiveness to candidates from different nations. They found
that Career PerspectiamdPersonal Developmearethe important factors to alpalicants (mainly
engineering students) from different naspmhile Worklife comfort and Work atmospherare
perceived differently by applicasfrom different nation.

The HR professionals in the study also noted the different needs of differestofyjob
candidatesand leverage differentattractionto meet theneeds For those looking for better
compensationefforts were made tattract them with company compensation and benefit paskage
while for thosewho sought topursue career growtrefforts were made tattract them with
developmental opportunitie$his does not mean the company should satisfy whatever the candidate
asked fod theHR professional in company B mentioneteimal balance ahfairness Besidesthe
HR professional ifCompany C indicated that companies wopdtticipate in alary surveg each
year sahatmost companies haagoodknowledge of external benchmarkndknew very well how
much they could offerThis practice ridects the one of the findinggom theBaumandKabst(2013)

studyd that Compensation Attractiveness is the least influeasipécof employer image.

Apply New Recruit Approach

All of the companies in this studyada @ c ar e e r ¢in companydfficial wdbdtei | t
andinstalleda search engine for visitors to sort and search for specific pp&tiors. I n the i
section,CompaniesB, C and D provid a vivid, detailed descriptionf career developmeri the
organizationas well ascompany mission, vision and culture. Any job appliczan find mostof

whathe/shewanteto learn about the compamnyt h e f c ar eMean@hilesHR proféssiamals
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in this studyalso mentioned pilotinghe use ofocial mediasuch ad.inkedn andWeibo (Chinese
version of Twitter) to post jobs an@pproacha specifictalent pool. This echoesghe BCG (2012)
finding that bespractice companies are more likely to regard social media as a valuable channel and

use thecompanywebsiteasan opportunity to attract talent.

2.4  How do these companies develop their talent?

Though the HR professionails this studyspar@ no effort in attracting talent from external
markes, they still face a talent shorsupply and dimited technical, leadership talent pool, so all
resoredto their internal talent podl developng their owntalentfrom within.

A Learning Organization

Based on the study witheInternational Society for Performance Improvement, Rothwell,
al. (2004) found thati Pl anned on J chouse Tlassroom i caugses, tailofiatien
manager s®e pPpilaghams offered by ext ewereeffeciveand
individual grooming methodsAll HR professionals in this study mentioned that themmpanies
offered all or at least some dghe abovementioneddevelopment resourséo theiremployesin a
systematic approadha s ed o n levelanddevelopraentteeds in the compa@gmpany
C puts up all the available global developmental resource information on its official wielpsite
everyone 6s CdnpanmyeD saiup argnersmal website as a orstop shogdor all employees
to access developmental resources includingsassent tod, classroom training informationareer

planning toas, andrecommenddon-the-job and ouof-thejob development recommendations.

Systematic Approach to Identifying Development Needs
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Human Resource professionals from all four companies mentioned that their companies
conduc¢ed succession planning ardgh-potentialidentification processesas a global initiative.In
addition toHR professionals, company senior leadeese alsoinvolved in the process.Through
this processthe HR professionalsould ensurethat they knewwho to develop and what to develo
The Succession Planning process described by the HR professionals partiabywatligrine
Systematic Succession Planning and Managemedéhdeveloped biRothwell (2010).

All HR professionals mentioned that ilentifying development needdyusiness and
organkation capability needsvere considered andplaced according to priority The HR
professionalsconduced continuous organizati@h diagnosis to identify company caplity gaps
and area for improvemento learnaboutorganizational needsMeanwhile, they als@ngaged in
regular performance revieand competency/expected behavior re@ewth general employees to
pinpoint area®f development

The overall practice adopted by the HR professionals in this study somewhat reflected what
Rothwell (2010) predicted SP & M would:

1 Prompt efforts by decisio makers to find a flexible range of strategies to address
organizational talent needs.

1 Lead toanintegrated retention impact

1 Have a global impact

1 Encourage the integration of effective succession issues with -ceeglopment issue.

1 Become more fully itegrated with selection decisions.

1 Focus on leveraging talent as well as developing it.

Organizational Career Development Approach
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Petrie 2011) found that development ownership has been transferring from organization to
individual as people develop fastest when they feel responsible for their own progress. This finding
wassupported by HR professiosah this study. InCompanie8, CandD, e mpl oyees b6 a
to grow and willingness to changesreconsidered critical factors in thegh-potentialidentification
process.

At the same time,he HR professionalsn this study all mentioned theighment between
personal careggoak and canpany business needskey toensue thatemployees, especiallyigh-
potentiat, accelerate their development in the organizagiot achieve their career objectivesdR
professiona reinforced the notion of the importance of aligning company needs hugh
potentiatk @areer needs. HR professionalsGompaniesA and C mentioned that those whose
career goa werenot aligned witht h e ¢ o mqaulal beygaduallwremoved from theganization.
Business leader fror@ompanyB also echoed this notipstating that thosevho did not havean

aligned development goalereremoved from the accelerated development path.

Hands-on Developmental Journey

DDI 6s (20Lly mkwealed that betr acti ce compani es t ake
workshops, courses, semisad |, Acoachi ng pfercoima | mapnraogjeercstds, ofirs a
to a different position to devel oefforta argeted s

All HR professionals regarded developmastanexperienceand journeythat includedboth
horizontal and vertical movement. Thischoed Pet i e@0%1) study finding. The HR
professional&dopteda more experiential developmental approaather thartraditional training or
classroom learning. Asoted byall HR professionals and Business LeaderSompanied3, C,and

D, the experiential development approach enables em@dygaractice and institutionalize what
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they learnedn classroontraining. As Business leaders in Company D mentioned, special projects
offer managers the opportunity practice leadership skiih small scalebefore being placed in

important rols where failure would haveraore severe impacin their career.

Targeted Developmental Approach

Though adoptinglmost all developmental approasiin their practice, when asked whether
amore innovative developmentapproachwasneeded, alHR professiona repliedthatthe focus
of Talent Developmentvas not orfinding a new approachbut on gettinghe best mix to develop
efficiently. This statement echoes Boatmamd Wellinsé (2011) finding that in begtractice
companis the key to effective develogntis a strategianix of well-designed and wekxecuted
method. As the HR professional in Company B saidéithe key is notcounting how many
developmental approaeBHR has been usinigut how effective HR can help employee to meet the
organizational and individull e vel opment needso.

Business Leadef’s o p i n idevelgmeit napproaeb differed from those ofHR
professionalsAccording to Business Leaders @ompaniesA and B, formal training should be
provided to employees while coaching from managers and rotatiancontingency plan when

A t haralingited resourcedue to cost cst O

2.5 How do these companies retain their talent?

Career Development isK ey

When talking about Talent Development, all HR professionals mentiahedl providing
career development opportunityould also enhance Talent Retentiohhe HR professionalin

Company B pointed out the close connection between providing carees (hoxieontal or vertical)



184

and internal jobopportunites through Succession Plamgi and the likelihood of identifiedhigh-
potentialemployes stayng with thecompany The HR professionaln CompanyC mentionedhat
if the employees kne they would have opportunitiesto enhance theicapabilities in the current
organizationtheyweremore likely to stay with the company. The business leader also mentioned
that providing cros$unctional career mowavould enhance retention of younger employee grou

The HR prof essi onsalewwe§ clasettthose offeredirthe findingtofi c e
Rothwell,Knightandli ndh ol més st udcy DaAamtEardeldinB00d) sudy on
European Manageretention and the Boston Consulting Growpq2012) study, all of which
indicatedthatfoffering leadership delopment, create a learning culture, clearly defined career path,
reinforce career devel opment discussion and b

help retairtalentwithin the organization.

Company Image and Culture Retains Employeg

fiCompany culture, especiallyfi t e anmspher®, fiample and direct communicatiomwere
cited by HR professionad ard Business Leadsrin this studyascritical retention fact@ As the
BusinessLeader in Company C meatied, whether the employeeutd interact efficiently with
othermemberson theteamandreceivecare from the manager and tleompany diredy impaced
that employeé getention. The HR professional in Company B talked about strong company
imageé being aleading company in thandustry and togtalentin-industry employee grodpand

how this helpdthe organizatioto attract as well as retain talent.

Differentiated Retention Strategy
In organizatios A and B, BusinessLeaders mentionedffering differentated retention

measure to different employee growp Career development opportuag were attractive to
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profesional and higkend talentpbut compensatiorand work-life balancestill matteredto Chinese
employes. Thisis in line with Hay Group (2007)studyfinding that Chinesemployees still regard
compensatiomsan important factor ifob decisions

In this study, none othe HR professiona cited compensationas the ultimate tooln
retainingemployeedecausen a middle- to largesized multinationatompanyjnternal balance and
overall labor costeffectivenesswvere important consideratian Participaton in a market salary
survey havecomea routine practice fadR professional$o ensure the organizationaintainng its

proper salary positioning armmpensatiowompetitivenesor specific job groups.

2.6 Do these companies include Talent Management in their performance management system?
How do these companies evaluate their Talent Managesffentiveness?
Quantitative Talent Management Goal
Three out of four companies in this study indicaggter including dalent management goal
i n manager esedgoap (e.g, fmamagaeemt is responsible for managing ubor di nat
performance angroviding proper feedback, ofor suppoiing subordinatedcareer development) or
behavior expectatianas réated to managingtalent in the team (e.g.the manager should be
courageous enough to hire someone nexeriencd than himself, managers should provide fair
and quality talent revieg). However, none othe HR professiona or Business Leadgrwas sure
thatf ai | i ng t o a cgbal veoulcehaeahyimpaction thd peaple manadeshortterm
performance rating. The BusinessLeaderin CompanyB admited that if a conflict occurred
between deliveng businessresults and working on talent management, some people marisager
would chooséo deliver shortterm business resslsince doing so haddirect impact ortheir short

term performance ratin
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Tangible Measurement

At the organization level, the situatievasnot improving HR professiona mentioned that
attrition rate,t al ent retention rat e, messessgentiarsl 6the | e a d
productivity of manugcturing workerdiadbeen tracked None of the HR professionals Business
Leaders expressedatisfaction with existing tracking/evaluation practee However, all
intervieweesunanimouslyagreed thafralent Management outcosehould belinked to business
results.

It seemsthat quantifying the economic value of people management is a tricky proposition
for HR professionals (BCG, 2013, 38). HR professionals can learn from thestpractice
companiedby collecting all important datan peoplé employee engagemerdttrition, diversity,
skills development, job tenuretc. (Kim et al., 2014p. 111). Or they can stasRothwell (2010)
suggestedwith a series of questions to determine the audience, clarify the decision to béeaade,

aboutclient expectatiomand program objectigeand identify appropriate evaluation techniques.

In Summary
It has beermore than one decadei nc e tfhoer fivadrenthy MoKmmsey coi r
Consultantg(2001). Until now, despiteits growing popularityand numerous publicatia white
papes, consulting repds and practitioner reflectiaon related topigsTalent Managemenstill
suffers from conceptual confusiaue to theserious lack of clarity regarding its definition, scope
and overall goalGallardeGallardo, Dries, & Gnzalez 2013,p. 290). Ulrich (2011)indicated that
the definition of ATalento can mean swtoemean Vv er

since everyone has his or her own idea of what the construct does or does not enctmipass.



187

study none of the companibad a Talent or TalenManagementefinition. Some HR professional
definad Talent Managemerats a system spprted by models and toolshile othersdescribé it as
input and outputOne business leader descdbeasa seies of activities to be conducted annually.
Even HR professionaladmited that the definitios coulddiffer according todifferent points-of-
view.

Though lackng aclear definition ofTalent orTalent Management, tHdR professionalsll
regarctd Talent Management as therr g a n i zStaategicopridrity andagreel that Talent
Management impacts business result

All HR practitionersindicatedthat Talem Managementvas characterized by strategs
systemthatinvolves attracting, developing amnetaining talentin the organization (Fegley, 2006,

V).

In attracting, developing anetention oftalent the HR practitionershared similar practices
among themselves and thestpractices identified through academic and consulting firm research.

In the meantimetherewerequite differentopinions regardinghe competency model and its
application in Talent Management between HR professiaradsBusiness éaders. The lack of
knowledge of competency model and how to utilize the model seriously impacted Busne@ss e r s 0
adoption of this important Talent Management tool and resource.

The biggest gap existed in the lack of efficient resourcésabs with which to measure the
effectiveress ofTalent Management. ABarque and Schuler (2010ptedfi(there have beehimited
research exists in which authors examined as
global Talent Management syster(p.130). Lackngpr oo f of ROI or Aquant
impactHuman Res our c ecambilityotd eosvinceocanaphng feadecs the strategic

importance of Talent Management initiatives and gain their endorsement.
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Three out of four Human Resource professiosald that a certain amount of their Talent
Management practices cascaded down from their global headquakterselievedthatthe global
guidelines and criteria,such as theeompetency model and definitioalent definition and job
evaluation assessmertbols etc.,helped toensure fairnesandalignment in defining and assessing
Talent in their organization. However, seHuman Resource professionals also believed that
modification of global Talent Management practceras required to meedhe speific needs of
Chinad $alent narket. As one Human Resourcegbessionaput it, it waslike attending a partythe
host ouddef i ne the dr ess wasdpeto thesguestfo aeteamzne ovhethdr u t
wearing a dress or Qi Pgoa traditi onal Could mades teem lloakdthe Grost g o w
beautifu,The Human Resource professi onrBasingsslLeadprs.ni on

It can be concluded that there is no significant difference betWwienan Resource
professionald Talent Managemenpractices in selectedmiddle- to largesized manufacturing
companies in China and thialent Managemenpracticesof HR professionalsn other regions
especiallyin developed regions. However, HR professionals face thkedges ofdentifying their
strategic approach to meet the challenggberChina market antielp business leaders to adopt and
utilize Talent Management pract&e(competency models, assessmengnd developmental
experienceseffectively. Human Resource professionals also hawelie the critical problem of

provingto stakeholders the economic gafrsn Talent Management.

Recommendations
A number of recomendations for futureesearctare offered hereManagerial mplications
areorganized according to relevant audienidaman Resource professionatempany executives,

educatos.
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For Future Research

Since this study waisitended to ascertain the current status and practices of selected human
resource professiond@sralent Management pract&an middle- to largesized manufacturing
multinational compang in China, the researchdocused on the selected human resource
professiom s 6 p .rData weramléected through interviews with these selected human resource
professionals from different milte- to large sized manufacturing multinational companies in China.

The limitations of this study are fourfold. First, sinbeststudyis one of the first attempts to
learn more about Talent Management practices in multinational corspan@hina, the researcher
focused on HumanResource professionals as the unit of analgsis didnot try to identify Talent
Management practices at the organizational level. It is difficult for organizatiodisettily apply
findings from an organizational approach.

Second, the researcheolleced data fromHumanResairce professionals, so she swot
able to captur e @aXpdriencedvitheTalentsMamageenéno prattees sind their
organizations.

Third, the study aimedb learn more about Talent Management pcadiin multinational
companies therefore, the mannein which Human Resource professiorslin other types of
enterprises (privatewned, stat@wned, smalkized companiestc.) practiceTalent Management
was notaddressed by this study.

Last, the focus of this studyason Talent Management praces in Chinaso this stdy did
not deal with Talent Management practices from a global perspective, although tpeabtses in

other regions of the worlereused as benchmarks.
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Future researchcan include an overview of how company culture, business nsdel
organizationsize and other factors impact on Talent Management, and how to apgralact
Management athe organizationlevel to gain abetter understandingf how organizatios conduct
Talent Management.

This study onlyinvolved organizations with headquarters side China A review of Talent
Managemenpracticesin family-owned, privateownedand sateowned companiesn Chinawill
providea solid foundation for practitioners woirkg in these organizations.

Future researchermslso shouldstudy howHumanResource professionals in other types of
enterprises (privatewned,family-owned, stat@wned practice Talent Managemeahd compare
the practicewith those inmultinational companies.

This studyfocusedon Talent Management in Chinggt other developing countriesuch as
India, Russia and Brazidre experiencingapid develoment Researchon Talent Management
practicesin these countries as well teeir differences and similarities willsignificantly contribute to
the knowledge base

As mentioned earliethe TalentManagement fieldirst needsmore theory tguide its work
(Collings & Mellahi, 2009; Lewis & Heckman, 2006 More researcton the Talent Management
conceptual framework and theoriaad how they apply iTalent Managemenpracticeis much

needed

Managerial Implications
Study findingsalso have some practical implications. Firsg thsearcheexplora the
definitions of Talent Managemenst perceived by Human Resources professiaralsthereasons

for which the organizations ad@gtTalent ManagemergracticesThe researcher also discussee



191

roles of Human Resource practitiones Talent Managemesrelated activities. Secondhe
researcher explored the practcdopted byHuman Resource professionals in manadiatentin
their organizatios, which includel attracting, developing, and retainirggent andnmeasuringralent
Management outcomes. Basedthe study findings, it is recommended:
For HR Professionals
1 Be the Strategic Positioner Human Resource professiomahould ensurdghat the
organi zation Aflies in the right directi
as the fAnavigator to t he -lgvélaoutiwhar@eahd lpw v e ¢
to flyo ( Rot hwepl 376). T@ Actobnplish thishé HR professional should
understand the business conéexhe social, political, economic, environment,
demographic and technology treddand translate these into business impathe HR
professional should also understand their own induagryyell aghe vision and future of
their own companiegUlrich, 2012, p. 52). To do this, the HR professional should
participate in business stratemeetingsand translate that into business gland goals.
HR should alk to business leads about Talentlanagement and adusiness tersito
engage them such ngible business impact descripton
1 Be the Capability Builder. The HR professional orchestrates an effective and strong
organizatiorby defining and buildng organizatiorcapability Capabilityrepresents what
the organization is good at and known fotdR should work withthe company
management team to defin@luesand meaning sdhat organization capability can
reflect the valug of employees (Ulrich, 201p. 521 53). HR professionals should also

be able to provide assessment, evaluation, tgags and changes based dalent
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Management matrices and proviasults to stakeholders for further Talent Management
and business decision making.

1 Be the Custodians of T&nt Management HR professionalshouldtake ownershiof
the desigquing, plaming and maping out company Talent Managemt programs and
activities; providing guidance and fresh thinkingn this topic (EIU, 2006). HR
professiona should be able to provide @hespot advice to management teamsheir
organization(Rothwell, 2010p. 376), so it is important for HR profession&tsbecome
very familiar with the Talent Management resowan themarketi tools, processs
bestpractices, experts in the field, consulting firms with expertigd educational

institutionsthatprovide relevant programs

For Company Executives

1 Define and Champion Talent Management Sermor executives undoubtedly widgree
withthe sayingfto ur peopl e ar e o0 u Howewerstd somenoptieemtha n t
pl ace of #fATal ent Mwliishdpes menmtciothestatementsdJogc T o
& Slocum, 2012 p. 183). To ensure Talent Managemeneffectively carried out and
yields the desired results, the board mernstaerd CEO should be personally responsible
for defining Talent Managemedtwalue propositoeand dAfly the pl an
(Rothwell, 2010p. 375). The executive team shouittlude Talent Strategy ibusiness
strategy planningand puttalenton the agendat C-level meeting. They should talk the
talk and walk the talk as well. They can include Talent Managers&ied topics in any

meetings among themselves or at an employee forum with a large audience.
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1 Set goals and expectations for Talent Management Talent Management is not a
performance goal only for HR heads HR teans. In bestpractice companieshe
executive team is responsible for Talent ManagemEint,(2006). Executive can have
HR professioals design and work out th&alent Managemersystembut they shouldset
expectatios by themselveand identify evaluation metrics together with HR professmnal
They alsoshouldhold their subordinate managers accountablen@amaging talenin their
team.

1 Be an active participant of Talent Management initiatives Executives can champion
Tal ent Management t h r o begtpractitiew@paniedsénier t a |
executives are fAi nt i mapotentiaytalentianddevelopiegiothern d
leaders in the organization (Boatman & Wellins, 200lie Executive cabea rolemodel

for the organization and leave a strong legacy thrdugjherefforts

For Educators

1 ProvideTalent Managemesrelated courses faddR practitionerso enhanceheir expertise
in the field Both HR professionals and Business Leaderthis study pointed ouhat HR
prof essi diseain datent Blanagement field diaa strong impact onobtaining
Business Leader btip and enaring the effectiveness of Talent Management programs.

1 Design aralent Managemerurriculumthat bridges academic research abdstpractices in
the practitioner world. Findings frorthe literature review indica&that academic research
can help dismiss the ambiguity and uncertainty arotimel Talent Management field by

contributing tobuilding a stronger theoretical framework.
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1 Advanced degreer certificate prograson Talent Managemertr related emphas are
required for professionals to get credemtiar their own career advancemenihese typs
of prograns can help Human Resourpeofessionaldo understand what they needkoow
and do to be sucessful on the job and hatlvey can get ready to bring more value to their

organization through Talent Management efforts.
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Appendix A

Case Study Protocol

1. Purpose ofT his Study
The purpose of iB study was to investigate the Talent Management statusT aleat
Management practise of selected Human dRource professionals in middléo largesized
manufacturing multinational companies in China. The following research questtwaesddressed
by this study:
Research Question 1: Wh a 't i's the <cur-rteelarxge st af
sized manufacturing multinational companies in which the selected human resource professionals
are working?
11How is ATalent Management o defined by thes
1.2 Why do these companies establish a Talent Management program?
1.3 WhatisHR6s role in company Talent Management
1.4 Do Chinese company top executives (including CEOs and otlereCofficers) participate
in Talent Management? If, so, what role do they play?
Research Question Two: How do these selected hunsaurce professionals manage talent for
these middleto largesized manufacturing multinational companies in China?
2.1How does the Talent Management strategy align with the business strategy in these
companies?
2.2Do the companies use a competency madéhe Talent Management programs®w do

they use the competency model in the Talent Management programs?
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2.3How do these companies recruit their talent?

2.4How do these companies develop their talent?

2.5How do these companies retain thalent?

2.6 Do these companies include Talent Management in their performance management system?

How do these companies evaluate their Talent Management effectiveness?

The findings from this studielped to draw a picture offalent Managemerpractices in
middle- to largesized manufacturinghultinational companies in China. Meanwhile, by comparing
the findings with identifiegractices in other regions of the world especially in developedntries,
the researchadentified similarities anddifferences betweenTalent Managemergractices in China

and in othedevelopedtountries

2. Research Methods

The researcherollecied data fromHumanResource professionals who hlagen practicing
Talent Managemenn their companiedData wascollectedthroughinterviews with selectedHuman
Resource professionaland Business_eadersvho worked for the same organizations the selected
Human Resource professiormworking for. The researcher alseviewed related documest
(including but not limited to company documents, related research articles, rgpditished
professional association reports, published consulting company repor{Balem Management

programs in the companieswhichthe selected human resource professiomal.

3. Field Procedures

Theinterviews wereconductedaccording to théollowing procedure:
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1) Opening(greetings, self introduction, idareaking);

2) Briefedthe interviewees on the purpose of the study, the general research questions
and criteriafor participant selection;

3) Explainedthe human subjestequirement and askithe interviewee if he/she wad
to participate and ask him/htrsign the consent fo if needed

4) Askedthe interviewee for permissido start the interview;

5) Staredthe interview and agkdthe interview questions following the interview guide;

6) Asked for clarification if the inerviewer hadany questionsand felt there was
ambiguity inthereply;

7) Wrappedup the interview and aekl whether the interviewee hady questios

8) Thanlkedthe interviewee for his/her timand

9) Advised the intervieweaboutthe follow-up procedure.

4 Interview Guide
The researcheusal the same interview guide for all interviews widluman Resource
professionals who hableen implementingalent Managemergrograms in their companies. Refer

to AppendixB for the detailed interview guide.

5. Case Study Report Guide
The researcheeporedher case study as outlined below:
1) Case overview
a. Background

b. Business in China
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c. Company Culture
d. Organization Structure
e. HR Structure
f. Company official statement dralent Management
2) Within-case analysis
a. Background of the interviewee
b. Specific TalentManagementlefinition
c. Stausof Talent Managemenn the company
d. Talent Managemergractices in the company (strategy and planning, recruit, develop
and retain).
3) Crosscase analysis
a. Similarity among the cases (definition d&lent Managementhe statusof Talent
ManagemeniTalent Managemergractices)
b. Differences among the cases (definition ®&lent Managementhe statusof Talent

ManagemeniTalent Managemergractices)
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Appendix B

Interview Instrument for Interview swith Human ResourceProfessionas

1. Opening:
Thank you for agreeing to participate. My name is Yi Xue and | am a doctoral student doing

a study on Talent Management practices in middiéargesized manufacturing multinational
companies in China. The data collected frominterview today will contribute significantly to
this study. This study is also my dissertation research. In the followingfieetyo sixty minutes,
| will ask you a series of questions on Talent Management practice in your company.
Your identificationwill be kept in strictest confidentialityyour name, title and other personal
information will be removed from my final report. Here is the consent form, you can read it first.
Agreement to proceed with the interview with the principal investigatoiesghat you have
read the information in this form and consent to take part in the research. Please keep this form

for your records or future reference. Before

2. Background information
1) Name of the intervisee
2) Name of the company
3) Job title
4) Contact information:

5) Interview date and time:

3. Interview Questions:
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|. Demographic Questi@n
1) How long has your company been operating in China?
2) Where is your company located in China? How many employees do you have now?
3) What type of product does your company
4) What is the organizational structure of
company?

5) How you would describe your company culture?

[I. Talent ManagemerRractice

of

t

1) Does your company have aandioTrafliecntalMadneaf g enm

How does your ¢ omp aThalentMandgenmeat? AiTal ent 0 and

2) Why did you company establish Talent Management system?

3) How do you align Talent Management and your corggarsiness strategy?

4) What is HROGs role in company Talent Manag

company Talent Management initiatives?

55 Do the companyods top exeduwtviede 0 f(fii ceelrsde

Talent Managemenhitiatives/programs? What role do they pl&yRat Talen
Management activities theysually participant in?

6) Does your company have a competency mod#d® do you use that competency model
in Talent Management?

7) What measures have yotompanybeen using to attract talent to your company? What
are the most effective measures?

8) What measures have yotompanybeen using to develop talent in your company?
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9) What type of developmentakperiencegour companyusually offes to your identified
talen®

10) Whatarethe most effective developmendperiences Why?

11)What are the employee groups your company wants to keep? What measures does your
company use to retain these eoyde®

12)What are the most effective talent retention measures? Why?

13) What factors have most impact on your company Talent Management effectiveness?

14) Does your company take Talent Managenasra KPI in performance measurement?
How does your company measure Talent Management ous@othgou would like to
evaluate your TalerWlanagement result, what criteria you have been using or would like

to use?

Closing:

Th a't concludes our i nterview today.aspesifict her

guestion about this study that | can answer?

Thanks again.
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Interview Instrument for Interviewswith Business Leades

1. Opening:
Thank you for agreeing to participate. My name is Yi Xue and | am a doctoral student doing a
study onTalent Managemermractices in middle to larggized manufacturing multinational
companies in China. The data collected from our interview today will contribute significantly to
this study. This study is also my dissertation research. In the folldastygfive to sixty mnutes
| will ask you a series of questions dalent Managemergractice in your company.
Your identification will be kept in strictest confidentialityour name, title and other personal
information will be removed from my final report. Here is tl@sent form, you can read it first
Agreement to proceed with the interview with the principal investigator implies that you have
read the information in this form and consent to take part in the research. Please keep this form

for your records or futureeferenceBef or e we start, i s there any

1. Background information
1) Name of the interviewee:
2) Name of the company:
3) Job title:

4) Contact information:

2. Interview Questions:

I. Demographic Questions:

1) How long has your company been operating in China?

2) Where is your company located in China? How many employees do you have now?
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3) What type of product does your company of

4)

5)

What is the organizational structure of the company

How you would describe your company culture?

Il. Talent ManagementPractices

1)

2)

3)

4)

5)

6)

7)

8)

9)

Does your company have aandhoTrafliecn talMadneaf g enm
How doesyour companyd e f i n e A TTaleneManhagemet™ i

Why did you company establiSfalent Managemerstysten?

Is there any connection betwe€alent Managemerand your companiusiness strategy?

How does your company align Talent Management and business strategy?

What i1 s HROs TalentManagemenic oimtpiaantyi ves? What i s
companyTalent Managemennitiatives?

Do the companyods top etkee@ wtviede o f(fii ccelruwsde
Talent Management initiatives/prograM&Vhat role do they playw¥hat Talent

Management programs they usually participate in?

Does your company have a competency modi#dw does your company use this

competency model in Talent Managenteto you find this model useful in Talent
Management?

What measures have yotompanybeen usig to attract talent to your company? What

are the most effective measures?

What measures have yotompanybeen using to develop talent in your company?

What type of developmentakperienceyour company usually offerto identifiedtalen?

10) Whatarethe most effective developmentdperience® Why?
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11)What are the employee groups your company wants to keep? What measures does your
company use to retain these groups?

12)What are the most effective talent retention measures? Why?

13) What factors have mosnpact on your company Talent Management effectiveness?

14)Does your company take Talent Managenasrd KPI inperformance measurement?
How does youcompany measure Talent Management outa@ntieyou would like to
evaluate your @lentManagementesult, what criteria you have been using or would like

to ue?

Closing:

That concludes our interview today. I s there

about this study that | can answer?

Thanks again.
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Appendix C

Human SubjectsApproval

PENNSTATE
N

W Implied Informed Consent Form for Social Science Research

The Pennsylvania State University

IRB#30061

Title of Project:
TALENT MANAGEMENT PR ACTICES OF SELECTED HUM AN RESOURCE
PROFESSIONALS IN MID DLE TO LARGE -SIZE MANUFACTURING

MULTINATIONAL COMPANIES IN CHINA

Principal Investigator: Yi Xue
301 Keller Building, WF ED Program,
Penn State University, University Park, PA 16802
86-13621774600 (China)

yzx106@psu.edu

Advisor: William J.Rothwell
301 Keller Building, WF ED Program,
Penn State University, University Park, PA 16802

1-814-8632581
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wir9@psu.edu

1. Purpose of the Study:
The purpose of this study is to investigate the talent mamagle status and the talent
management practices of selectddman Resource professionals in middleo largesized

multinational companies in China.

2. Procedures to be followed:
In the following 4560 minutes, you will be asked to participate irfaae to face/telephone
interview with the principal investigator. The whole interview will be recorded using an audio

recording device.

3. Duration/Time:
The principal investigator will use an interview guide for this interview. The interview is

estimatedo last about 4%0 minutes.

4. Statement of Confidentiality:
Your participation in this research is confidential. The audio tape of this interview will be stored
and secured in a locked file cabinet in a locked office. The data collected from thigevnter
will also be stored and secured in a locked file cabinet in a locked office. Only the principal
researcher will have access to these tapes and records. All the stored records (including audio

tapes) will be destroyed three years after the complaifothis study. In the event of a
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publication or presentation resulting from the research, no personally identifiable information

will be shared.

Al l the participantsdo and their organi zat.i
identifications wil be coded in data analysis procedure and in the final report. The coding list

will be kept as confidential and stored in a sg@iarded computer which only the principal

researcher can access.

5. Right to Ask Questions:
Please contact Yi Xue at 131670986@r Dr. Rothwell 1814-8632581with questions,
complaints or concerns about this research. You can also call this number if you feel this study

has harmed you.

6. Voluntary Participation:
Your decision to be in this research is voluntary. You can stopydirae. You do not have to

answer any questions you do not want to answer.

You must be 18 years of age or older to take part in this research study.

Agreement to proceed with the interview with the principal investigator implies that you have read

theinformation in this form and consent to take part in the research. Please keep this form for your

records or future reference.



Vita

Yi Xue

Yi Xue was a Ph.D. candidateat the Workforce Education ardevelopment Program,
College of Education, the Pennsylvania State Universityiversity Park CampusHer major
research interestand expertisare in Talent Management, Organization Development, Leadership
Development. Her career aspiration is to become a consultant in these fields.

Yi has been workings Human Resource professiomamultinational companies for more
than 14 years. She has been responsibl&édtant Strategy setting,alent Management initiates,

Talent Review and Succession Planning, Leadership Development, Capability Development
Expertise Buildingprogramsn the companies sheorked for.
Yi received her Master degree frolWorkforce Education andevelopment Program,

College ofEducation, te Pennsylvania State University.



