HRM370-4 Contemporary Issues in Human Resource Management
Chapter 6
Talent Management – An HR challenge
Attraction and retention - a theoretical perspective
Two theoretical perspectives which provide a framework for analysing the strategic approach associated with the long-term development of the organisation’s human resources. The first human capital theory, which links investment in the organisation's key asset, its employees, to increased productivity and sustained competitive advantage. The strategic aspect is the long-term enhancement of the firm's resource base by linking employees skill development with retention through training and development, career management, and progression.
This is also consistent with the second theoretical perspective - the RBV of the firm.
Focus of the RBV is on an organisation retaining and developing these human resources through investments such as human resource development (HRD) strategies.
A critical element is the strategic development of diverse strategies for staff enhancement and development as important tools for both attraction and retention. 
Organisations taking the strategic course will seek a long-term and diverse approach to managing and investing in their human resources, to ensure that appropriate training and development are available to all employees.

Talent management and the demographic time-bomb
The Talent-management processes must be more strategic, connected, and broad-based than ever before. Talent management processes include workforce planning, talent-gap analysis, recruitment, selection, education and development, retention, talent reviews, succession planning, and evaluation.
By assessing available talent and placing the right people in the right place at the right time companies can survive and thrive in todays increasingly competitive environment.
Michaels, Handfield-Jones, and Axelrod - ‘Talent is the sum of the person's abilities - his or her intrinsic gifts, skills, knowledge, experience, intelligence, judgement, attitude, character and drive. It also includes his or her ability to learn and grow.
The principal corporate resource over the next 20 years will be talent, which, due to identified demographic changes, will become increasingly difficult to find.
Organisations that are prepared to focus on attracting and developing talent will be in a stronger position to retain key human resources as the so-called war for talent intensifies. It is also clear that the way organisations seek to retain these highly skilled resources will have to change. 
Places human resources at the centre of policy and systems development to achieve outcomes that promote the organisation as an employer of choice for increasingly discerning employees.
See table 6.1 & 6.2 pg 157













Building a new paradigm
Michaels, Handfield-Jones, and Axelrod - five key areas for organisations to act upon if they were going to make talent a source of competitive advantage. 
These were:
· Embrace a talent mindset
· Craft a winning employee value proposition
· Rebuild your recruitment strategy
· Weave development into your organisation
· Differentiate and affirm your people
A key element in the McKinsey report is that talent management is increasingly becoming an important role for the CEO 
Several key actions that leaders must take
· Get involved in people decisions
· Develop probing talent reviews
· Instil a talent-focused mindset within the organisation
· Invest real money in talent
· Be accountable for talent management

Craft a winning employee value proposition (EVP)
An EVP is everything an employee experiences within an organisation, including intrinsic and extrinsic satisfaction, value* ethics, and culture. It is also about how we the organisation fulfils the employees needs, expectations and aspirations.
	Old talent mindset
	New talent mindset

	A vague notion that 'people are our most important asset’
	A deep conviction that better talent leads to better corporate performance

	HR is responsible for people management
	All managers are accountable for strengthening their talent pool

	We do a two-day succession planning exercise once a year
	Talent management is a central part of how we run the company

	1 work with people 1 inherit
	1 take bold actions to build the talent pool 1 need



Intrinsic factors such as having interesting, challenging work that one is passionate about are rated highly by employees when they consider the place of employment. 
Factors are followed closely by good culture, commitment, support, and career advancement. It is interesting to note that pay and wealth creation were in the bottom quartile, suggesting that extrinsic factors are not the main drivers in attracting and retaining talent.
Rebuild your recruitment strategy
Even in downturns in the market, it is imperative that managers maintain a creative recruit, ment and selection strategy as the skill shortage is a long-term proposition.
Values and ethics act as important sources of attraction as employees become increasingly discerning about their employers.
	Table 6.5 The old recruiting strategies versus the new recruiting strategies

	Old recruiting strategies
	New recruiting strategies

	Grow your own talent
	Pump talent in at all levels

	Recruit for vacant positions
	Hunt for talent all the time

	Go to a few traditional sources
	Tap many diverse pools of talent

	Advertise to job hunters
	Find ways to reach passive candidates

	Specify a compensation range and stay within it
	Break the compensation rules to get the candidates you want

	Recruiting is about screening
	Recruiting is about selling as well as screening

	Hire as needed with no overall plan
	Develop a recruiting strategy for each type of talent


An understanding of how potential employees view or obtain information about the organisation can enhance the match between the person and the organisation, increasing organisation fit and retention.
Weave development into your organisation
Employees are looking for work that provides opportunities and is challenging. However, this is often given lip service in many organisations
'Talent rarely arrives fully developed. 
Organisations must develop their talent at levels and weave it into the culture.
This requirement is closely linked to areas such as job design, job analysis team building, which contribute to the day to-day experience on the job, determining what people actually do at work, and how effectively they do it.
One of the main reasons why respondents left their employers was to pursue more interesting work elsewhere.
Another critical factor in the retention of skilled workers is the provision of training and development.
Boxall, Macky, and Rasmussen also identified training opportunities as a determining issue in the decision employees made to leave their employers. 
Identification reinforces the point that HRM and human resource development assume an increasingly significant role in the retention of key employees.
Edgar and Geare - training and development are still considered to be critical issues in employee retention and organisations would recognise them as important lures in the 'war for talent

Differentiate and affirm your people
We can link approaching the workforce as a diverse set of resources to what are called the 'hard' and 'soft' approaches to HRM. In terms of soft HRM, organisations:
· Invest heavily in star performers (the A team)
· Develop solid employees (the B team) to contribute their best to retain them
· Help poor performers (the C team) to improve their performance.
If the technique of soft HRM fails to change the performance of the C team, the organisation will use an exit strategy - hard HRM. 
This approach can be seen as producing a potential star-focused culture that undermines a team culture. 
Michaels, Handfield-Iones, and Axelrod, disagree,  - it simply involves recognition of an individual's achievement - as long as it is not overt it will not affect the performance of the organisation. 
Organisations should carefully consider the issue if they are considering embarking on such policies.
An important factor in differentiating and affirming employees is awareness of their diverse lifestyles and needs. 
Allowing employees the flexibility to meet personal needs also becomes an important retention factor by adding to an organisation's ‘employer of choice' standing.
The increase in the number of women in the workforce, coupled with an ageing population base that requires part-time work or carers, elevates the need for organisations to support valued employees who have family responsibilities.
The focus on work-life balance has also been highlighted with regard to child-care problems and some parents' decision to return to work
Another key issue in building diversity is the opportunity to attract a wider range of talent.
Companies employing diversely experienced employees are likely to be more creative and thus better able to meet the expectations of a diverse market.

Workforce advisory: Superior talent = tomorrow's competitive advantage
Increasingly common in organisations today to experience a shortage of capability at a range of levels. 
Driven by a number of factors including:
· rapid growth and change, 
· a rise in retrenchments due to changing role requirements, 
· key people being 'poached' by the competition and 
· a difficulty in retaining talented people. 
The rise of the economy out of the global financial crisis (GFC) is a further factor that continues to accelerate these challenges.
Our experience dictates that the most desirable option is for organisations to tap into the quality people already in the organisation and develop this talent so they can confidently compete in an increasingly difficult business environment.
Companies that managed their physical and financial assets with rigour during the GFC have generally not made their people a priority in the same way. 
Three main arguments in support of effective talent management:
· Recurring costs are reduced
· Economic outputs improve
· Enterprise value is maximised.
Acquiring new talent
Instilling a new talent mindset and develop-ing a powerful EVP will operate as a compelling advertisement for your company, but on their own, they are simply not enough of an attraction. 
A robust sourcing strategy is crucial. Attracting, sourcing and selecting the right talent addresses part of the talent imperative.
Application has greatest impact where two conditions are met:
· Talent required does not exist internally; and
· Talent required could be acquired at a reasonable premium

Leveraging existing talent
Leveraging talent is a priority throughout the company; developing a sound EVP, and ensuring your sourcing strategy is a powerful one, will do much of what is needed to make your position in the talent market compelling.
Also a number of specific steps to do with development that companies should implement to complete their talent programme.
People learn by being put in situations that require skills they don't have - a truth poorly served when 'who can do this job best right now?' often dominates staffing decisions. Rebuilding talent banks via natural attrition and replacement is not only likely to cost a lot of money, but is also going to take a long time - between five and 20 years. 
Organisations need to leverage the talent they already have.
Retaining talent
Companies generally recognise they could improve recruitment and development; few realise, however, that they have a retention problem. 
[bookmark: _GoBack]It is the companies that have done the best job of recruitment and development that may be most at risk from poaching. But every company needs to understand why it’s highest performers are leaving before they can engage in retention strategies.
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