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Abstract

Purpose: Despite the widely acknowledged relevance of dltddant management (GTM) to
business strategy, its activity and scope are rgt uwnderstood. This paper proposes a
conceptual framework for GTM and specifies the memmponents: strategy, practices,
experiences, and systems. Complementing the frankews multiple-actors model is
introduced identifying actors participant in thdetd system. Specification of the GTM
system frames future research of components arabmigls, informs management practice,
and is of particular relevance to management diajlmobility by multiple actors.

Design / Methodology / Approach: This paper introduces a strategic framework faiMG
and corresponding multiple-actors model extending GTM, strategic human resource
management (SHRM) and global mobility (GM) literast A systems-view of GTM is
presented, founded on social exchange amongstsa@gstem components and actor roles
are specified.

Findings: GTM is articulated as a coherent set of actigitwthin an integrated system.
Actors centrally involved in co-creation of theetl system are identified.

Research limitations / implications. Presenting an internal view, the framework exekid
external influences such as talent markets. Engpirstudy is required. An approach is
outlined.

Practical implications. The framework and model provide management witstrategic
approach to GTM and a tool for management enquirtheir challenge to operationalise
GTM.

Originality / Value: The framework deepens our understanding of GThterels the GM
literature debate of managing expatriate talerat tader system perspective, and sheds light
on the intended-actual gap noted in SHRM literatliree multiple-actors model re-positions
the employee at the centre of talent management.

Keywords:. global talent management, human resources, reuligiors, system

Paper Type: Conceptual
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I ntroduction

Global talent management (GTM) is highly visibléldag in management practice and
rapidly emerging in academic literature, yet witntthued absence of clarity of the activity
itself, beyond its recognised significance to bessstrategy and association with the often
opaque but high-profile SHRM process of talent pti#d identification. While talent
management (TM) has for some time been a centtalitgdn many organisations in the
workforce management (Stahl et al., 2012), morentdg, academic literature has developed
new theoretical and empirical insight (Collings &eNahi, 2009) such that TM theory
development is notably advancing (Vaiman & Colling813). This paper advances theory
through introduction of a strategic framework falent management which systematises the
talent system, its components and core actors,opmg a structured approach to future
research and reducing ambiguity in the managenuotinitg of GTM in practice.

Emerging GTM literature spans a range of managertmpits and involves the
identification and management of a differentiateatkforce segment as “talent” intended to
leverage strategic human capital resources to lefnddire firm performance. Individuals
identified as ‘A players’ or ‘high potential’ talelare those employees identified as having
potential to contribute strongly to future busingssformance (Collings & Mellahi, 2009;
Lewis & Heckman, 2006). Talented employees are idaes for future senior management
and expatriate roles, expected to drive competigeegormance and growth. As “Talent”
represents a segment of the firm’s human capitdhinvithe workforce, GTM bridges
strategy, mobility, international business, strateglRM, and organisational behaviour
literature. Deeper understanding of GTM is paradyl relevant to researchers and global
mobility managers as expatriate talent is a speatiid elite talent pool.

Strategic management literature has consideredigmficance of human capital at
both the macro and micro levels. Specifically, hansapital in aggregate is identified as a
resource which potentially differentiates the ohgation future performance. Differentiated
skills and expertise have been considered at theidual level in the literature’s attention to
specific talent segments, such as CEO and top reamag succession. Insufficient internal
leadership succession pipelines and external cotiopetfor talent continue to press
management and HR to deliver improved talent ouerklowever an integrated framework
which operationalises talent strategy has not yemnbproposed. Adopting systems theory
(Boulding, 1956) and systems thinking (Von Berté{gnl972) approaches are necessary to
consider the holistic talent system, interpreta@sults effectiveness and influence outcomes.
A high performance work system (HPWS) is argueble@ competitive advantage (Becker &
Huselid, 1998) however the opportunity to integretiective GTM into the organisation’s
HPWS'’s is limited by the lack of GTM definition.

As a component of strategic HRM, TM is intendeditive workforce performance
and contribute to leadership succession, yet tloegss itself and corresponding Human
Resource (HR) roles are unclear and outcomes naasut is problematic (Collings, 2014).
Without clarity of roles or activity, TM may not laieve expected outcomes, a further
example of the intended-actual gap (Nishii & Wrigb08) described in the SHRM literature.
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A clearer understanding of process, practice angagnhas called for in SHRM literature
black box problem (Purcell et al, 2003) is alscuiesg for TM.

GTM must also be examined for its influence onghgloyment relationship and the
employee-held views regarding reciprocal obligatiowith their organisation, their
psychological contract (PC) (Herriot, Manning, &ddi 1997; Rousseau, 1989). Given that
social exchange (Blau 1964) and reciprocity undetlie employment relationship, that
perceived contracts are often unclear (Herriot.etl897) or implied (Rousseau, 1995), talent
management may influence employee perceptions diagge. Literature has only recently
begun to consider the employee in GTM, a recognisedsight. It is imperative to reposition
the employee as a central GTM stakeholder to addhes limitation.

The purpose of this paper is to develop a more cehgmsive understanding of GTM
extending the GTM and GM literatures, shed lighttbe SHRM intended-actual gap and
contribute insight to management practice, curyecitiallenged in this strategic activity. The
paper is presented in four sections. First, themetfoundations influencing GTM are
explored. Second, the strategic GTM framework andtipte-actors model are introduced.
Framework components and talent system actorspa@fied. Third, the actor-specific roles
are presented with a discussion of value creatimh @utcomes. Finally, implications for
further research and practice are explored angbaper is concluded. This paper provides a
structured model for further academic researchapdactical frame which is both specific
and adaptable to firms of a range of sizes andttalentexts to support management in
operationalising TM.

Theoretical foundationsinfluencing GTM
Global talent management as a strategic, businesseelded activity

A literature-spanning topic, talent managementsatore is broadly concerned with
an identified pool of high performing individualsitiv potential to contribute to business
performance. Through TM organisations anticipaté areet their requirements for human
capital (Cappelli, 2008b). Following nearly 15 y&af practitioner rhetoric and management
debate on the subject since the phrase “war fagnfalvas originally coined by McKinsey
and Company in 1999 (Axelrod, Handfield-Jones, &Is8Ne2001), definition of the activity
continues to be without agreement (Collings & Maill&2009; Gallardo-Gallardo, Dries, &
Gonzélez-Cruz, 2013; Lewis & Heckman, 2006; TarigueSchuler, 2010; Thunnissen,
Boselie, & Fruytier, 2013a; Vaiman & Collings, 20Q1ich that several approaches to talent
management exist and in practice, HR practitiooéen reduce the definition of TM to their
own mandate such as recruitment or leadership dpwent (Lewis & Heckman, 2006). TM
approaches may be differentiated whereby seledvithehls are exclusively identified as
talent or inclusive, such that the company’s talemaictices apply to the broader workforce
(Stahl et al., 2012), an undifferentiated and hustapproach (Lewis & Heckman, 2006).
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Global talent management is the set of HRM acaitundertaken in the context of
international business to manage talent for diffeaged roles (Scullion & Collings, 2011).
Literature calls for more integration of GTM and Gitératures given the inherent relevance
of management of staffing flows to multinationakerprise performance (Collings, 2013).
Strategic talent management is the extension ofdifierentiated approach to additionally
involve systematic identification of roles alongthvihe identification and development of
high potential individuals, supported by a diffarated HR architecture to engage, develop
and retain talent (Collings & Mellahi, 2009). Thpaper presents a framework for the
application of strategic talent management in tloda context and argues GTM to be a
business-led activity, embedded within wider firgstems, necessarily involving multiple
business actors.

Global talent management — as a Strategic Humamitess Management activity

Management attention to the topic has been sigmfiover the past decade, with
talent strategy highly visible in practitioner joats and persistently seen as an urgent
management imperative, yet despite acknowledgenfatg priority, management continues
to struggle with talent strategy execution (Pfef2001, 2006). HR is clearly positioned as a
partner in the management of talent; however thgigcitself and the roles of business and
HR are persistently unclear, resulting in continleck of confidence in the process and
importantly, its business outcomes.

As the TM literature bridges several bodies ofréitare, its relevance to the SHRM
literature remains clear. The management of takei its core, focused on the attraction,
engagement, development, deployment and retentiemployees and their respective skills
and knowledge, consistent with mandate of Humanoi®ess. SHRM recognises the
challenge of the “black box” (Boxall & Purcell, 200Lewis & Heckman, 2006) whereby the
mechanisms which link HRM activity from strategypgerformance outcomes require further
development. SHRM’s primary focus on process ratih@n on participants (Wright &
McMahan, 2011) has limited development of insight@how process is applied in practice
to create value and performance through SHRM. As ocomponent of SHRM, GTM
requires further conceptual clarity and empiricagasurement (Collings & Mellahi, 2009) to
inform understanding of process, practice and oune(Collings, 2014). As central actors
(Farndale, Scullion, & Sparrow, 2010) and represargs of the employment relationship,
the study of HR’s practice of TM may inform the ¢dkebox mechanism for TM outcomes.

The SHRM literature has examined some aspects of imduding definition
(Collings & Mellahi, 2009; Lewis & Heckman, 200&egmentation (Boudreau & Ramstad,
2005b; Huselid, Beatty, & Becker, 2005) and idecsiion (Dries & Pepermans, 2012).
However the literature is generally focused on He&cpsses rather than practice. In practice,
variation occurs in HRM implementation whereby attpractices vary from intended
practices (Nishii & Wright 2008) risking reducedfegitiveness. This argument can be
extended to the specific case of a firm’s identifialent pool. The front-line manager role in
developing human resources for competitive advankes been identified in the literature as
an “inherent problem” (Wright, McMahan, & McWilliasn 1994, p. 321) and research argues
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the importance of front-line managers as agentsRi¥1 (Purcell & Hutchinson, 2007). TM
literature tends to focus on management’s role kewéhe activity itself involves multiple
actors (Thunnissen et al., 2013a) such as the G#@ers, supervisors and HR talent and
mobility managers. Specification of the TM systewtoss and components contributes
insight to the SHRM black box and deepens our wstdeding of TM.

Global talent management — as an intensificatiothefexchange relationship

As employees are the subject of and directly imfbgel by TM, employees are a
central participant or actor in TM. As TM stakehaisl (Collings, 2014), employees may hold
goals related to their participation in talent pegs (Farndale, Pai, Sparrow, & Scullion,
2014) (Collings, 2014). Within the social excharnmsed (SET) (Blau, 1964) employment
relationship, employee attitudes and psychologioatracts (Rousseau, 1995) are influenced
by the principle of reciprocity (Gouldner, 1960)s Amployees participate in the relationship
as part of a two-party exchange with their employ@€ropanzano & Mitchell, 2005),
perceptions of future obligation ( Rousseau, 19#S)lop such that value or benefit received
today may create a future obligation (Cropanzandi&hell, 2005). Considering that talent
management is generally understood to represenifferedtiated investment in select
employees, GTM may influence expectations of fukxehange. SHRM and OB literatures
have not yet examined this in the context of GTMhwhe workforce segment known as
talent until recently. A study in 2013 examined émgpe views of being identified as talent
or not (Bjérkman, Ehrnrooth, Makeld, Smale, & Sungl2013) and found that perceptions
of being viewed as talent by their company is assed with employee attitudes of
commitment to increasing performance demands amdrlturnover intent.

There is a need to more closely consider the paation of the employee as a key
stakeholder and participant of GTM whose respomsethe talent system may have
behavioural and attitudinal outcomes. As literatin@s advocated for consideration of
employee voice and response to SHRM (Guest, 199@)sidering the employee as central
TM stakeholder is likewise an important avenuedoeas employee voice and understand the
impact of TM on employee attitudes. Although so@athange is the foundation of the
employment relationship, the exchange in the tateldtionship is not a simple economic
exchange (Thunnissen, Boselie, & Fruytier, 2013hjs paper re-positions the employee at
the centre of GTM and draws both academic and nemagt attention to the employee
experience including impact on perceptions of ergea

Global talent management — as an operationalisaibhuman capital resources

Human capital (HC), the value of human knowledge skills (Becker, 1964), is seen
as a competitive resource. As one component of ahCgrganisation’s talent pool warrants
deliberate and active management. The resourcel base (RBV) of the firm challenged the
existing products-based management perspectiveodindiing a complementary view
(Wernerfelt, 1984), that resources relate to gjsateow and in future (Lawler 2008) and
argued the development of new resources (Wernetfé4) for advantage, shifting the view
of the workforce from a cost to be managed (Pfefl€94) to a source of competitive
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advantage. Development of core competence (Prah&lddamel, 1990) in a dynamic

environment where competency requirements flucfsageports new capability development
(Teece, Pisano, & Shuen, 1997). As business eveWtbsincreasingly complex and global
dimensions, effective GTM is expected to be a $iggmt mechanism to access HC
advantage.

Strategy and international management (IM) literegthave examined human capital
at the firm level recognising the presence of resesias a competitive opportunity (Lawler
2008) and lack of sufficient resources as a busimek. Increasing attention to HC has
included individual level analysis such as CEO sgsmn (Graffin, Boivie, & Carpenter,
2013), diversity of top management team impact @rfiopmance (Nielsen & Nielsen, 2013)
and the reduction of HC assets through turnovema{sHPark, & Kim, 2013). Strategy
researchers have considered individual performéiadick, 2012) arguing that “variation
among individuals matter far more in organizatigp@iformance than is generally assumed”
(Mollick, 2012, p. 1001), however despite incregdiocus, literature has yet to define how a
firm constructs its global talent strategy or defints “pivotal talent” (Boudreau & Ramstad,
2005a, 2005b).

To leverage HC, talent systems must be informedumsiness strategy. Literature
calls for research in GTM to “be more closely endetl in the strategic pathways of the
firm” (Sparrow, Farndale, & Scullion, 2013, p. Honsistent with these limitations, one
study notes management involvement as a criticadesis criteria (Stahl et al., 2012) while
practitioner journals regularly note the managensémiggle (Pfeffer, 2001, 2006). Research
then must examine who is involved in managing H@ apecify their individual and
collective roles.

Global talent management — adopting a systems yhgenspective

Challenges exist in implementation of consisteniMHRactices (Morris et al., 2009)
across global firms which arguably perpetuate titended-actual gap (Nishi and Wright
2008) and subsequently reduce talent system eféaess. Continuing management
challenges are expected as the global talent maxaves, workforces mature (Cappelli &
Keller, 2014) and the need to address scarce tateatnerging market economies (Doh,
Smith, Stumpf, & Tymon, 2014) increases. Challeggine fight for talent as perhaps an
unhelpful mind-set (Pfeffer, 2001), research hassictered other approaches, for example,
whether a just-in-time approach to managing tadsra supply chain may be a solution to the
persistent issues in practice (Cappelli, 2009), example a systems perspective on GTM.
Although GTM literature is rapidly developing (Vaam & Collings, 2013) and core
principles for TM effectiveness have been propd&idhl et al., 2012), literature has yet to
examine TM from a wider systems perspective (Cg#iin2014) which may explain how
GTM creates value. Talent management is a resontesse activity which has yet to
reliably achieve intended outcomes and sustainaiiie.

Adopting a systems theory approach is helpful tdewstanding GTM as nested
within the wider systems of HRM and the firm. Geleystems theory (Boulding, 1956) and
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systems thinking (Von Bertalanffy, 1972) reinforttee importance of understanding the
system as a whole in order to interpret its fumgtig. A systems view also moves from
beyond a process orientation to consider systeatecklrequirements such as flexibility,
changes in demand and context. A deep understamdiggIM requires definition of the
internal talent system, from which to extend toeex&l systems considerations such as the
external market for talent. Research must invetgigaw the inter-relation of actors and their
activities influence system effectiveness and auesa A systems view of GTM will inform
the day to day activity of GTM which continues tbattenge management teams and
encourage future research focus on outcomes, latimaividual and organisational levels.

Global talent management — as a path to value aaat

Global talent management has captured and maidtaime priority attention of
management and HR practitioners over the past de@@ddKinsey 2014) yet CEO’s still
report talent management as a top challenge tonéssitoday and talent shortages as a
tangible risk to the growth agenda tomorrow (Pw@4)0evidence that the ‘war for talent’ as
originally described by McKinsey and Company cotisgl (Axelrod et al., 2001) is neither
easily won, nor readily sustained. Despite this tmvg-standing business imperative, CEO'’s
continue to question what they should be doing tmage talent (Cappelli, 2008a). Seen as
central to the translation of human capital foatggic advantage, literature has yet to explain
how the promise of value through talent is created sustained. Recent literature theorises
four ways in which value is generated through TMlue creation, capture, leverage, and
protection or preservation (Sparrow & Makram 201Blilding on this work, this paper
argues that each actor in the GTM multiple-actodeh@ontribute to one or more forms of
value. Measurement is however dependent upon aedeepderstanding of system
components and core actors involved. For exampkearch has identified global internal
staffing models as a key knowledge transfer meamaim support of subsidiary performance
(Méakela, Bjorkman, & Ehrnrooth, 2010). The followirsection presents the strategic GTM
framework along with the multiple-actors model whispecifies the intra-firm actors
involved in management of a firm’s talent. Throutdle delineation of core actors, their
influence on value creation can be explored.

Introducing the Global Talent Management strategic framework and Multiple-Actors
model

This section introduces a strategic GTM framewarlptesent a holistic view of the
talent system. The framework is both as a lensaimé the focus of further research as well
as a tool for management enquiry and practice hadsslight on a persisting implementation
issue in management practice. Arguing that GTM usdamentally a business-owned
activity, embedded within day to day operationsjegoned by top management and facilitated
by human resources, the conceptual framework foM@eEpicts the integrated relationship
between the core actors necessary for effective Gl outlines the role of each. Arguing
the employee’s centrality to value creation by W& framework presents a multiple actors
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model operating within-firm in an employee-censistem. The framework’s systems-based
view provides a path to examine GTM as an extensiofirm level strategy (macro), as a
daily business activity (micro) and to consideriwablal (micro) and collective (macro)
outcomes.

The Global Talent Management strategic framework

Effective management of talent requires the involgat of multiple actors in a
coherent and business-embedded activity whichit@e$ at its core an HRM process but
more significantly, moves beyond process to prastiwhich engender participation of the
actors and their contribution to individual and amgsational outcomes. Through their
participation, a talent climate is established Whicfluences understanding expectations of
talented employees within the system. Althoughdiigre recognises there are multiple actors
involved in TM (Thunnissen et al.,, 2013a) as ineotbomponents of HRM, research has
tended to favour strategy or process over partitgpaDiffering from the Differentiated HR
Architecture framework by Minbaeva and Collings (ldaeva & Collings, 2013) which
extended from earlier work of Becker and Huseliddoceptualise the HR process (Becker
& Huselid, 2006), this paper proposes a framewdfigure 1 below) for global talent
management, as a systems view. Through this stedttalent system, the actors co-create
GTM to operationalise firm use of HC resources mnildience the employment relationship
to generate value.

InsertFigure 1

(Global Talent Management Strategic Framework)

The Multiple-Actors model

The multiple-actors model (Figure 2 below) idemsfifour actors in the talent system
corresponding to the GTM framework (Figure 1). Sjeadly, company leadership governs
GTM as a business imperative, is responsible fdniden of talent strategy and business
requirements for talent which then lead to idecdffion. Supervisors manage the
identification, engagement, deployment, developnagrat promotion of talent day to day in
the business. The employee, the talent themsekmgage in a social exchange-based
relationship, of particular significance when exohp@ occurs in the context of a generally
high-investment talent program. Finally, HR anctélmanagers, facilitate GTM processes,
associated communications, outcomes measuremeatttirgy and provide guidance and
associated training to the business to supportrgigoe effectiveness.

An organisational talent climate is establishedtigh the talent system. Value is
created and managed through the activity of th@rsctThe simple illustration below
introduces the inter-relatedness of the four kepracin managing talent for the business.
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Notably, the intra-firm system is necessarily ergpk-centric while all actors interact with
all others.

InsertFigure 2

(The Multiple-Actors Model: Employees at the heart of the talent system)

Theactorsand framework as an interactive system

Taking a systems view, the interaction of the @@ set of core actors creates the
activity of GTM. In this section, for each of theur core actors, the actor’s role is explained
with reference to the framework component which dleeor most significantly influences,
referring to Figures 1 and 2. A brief discussionT® outcomes follows at the end of the
section. Table 1 provides a high level summary.

InsertTable1

(Talent System Actors: Primary Scope of Influence and Key Activities)

The role of top management in GTM: Talent stratgy climate.

As GTM is an activity aimed to strategically engagel deploy a differentiated firm
resource, the active championing and engagemetagnanagement of talent programmes
is expected to be high. Literature however indgdtgat management teams continue to
experience challenges in strategic management lefttgPfeffer, 2001, 2006) yet both
management and academic perspectives agree thagemant involvement is a necessary
criteria for effectiveness in how a firm managedatent (Stahl et al., 2012).

Closer examination of management’s activity in iefy and directing GTM to guide
the firm’s use of human capital is warranted toamthnd the impact of this actor on talented
employee attitudes. The abundance of talent rteetorithe press coupled with lack of
empirical study risks positioning the activity arend characterised by ambiguity (Dailey &
Browning, 2014) or new label for SHRM (Lewis & Hexkn, 2006), hence critical
examination of management discourse is requiredlip& Browning, 2014) to explain
management’s GTM role. Leaders play a role in h@lue is generated, leveraged and
protected in the talent system. Leadership playkeg role in linking strategy and
performance through promoting effective psycholaljicontracts (McDermott, Conway,
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Rousseau, & Flood, 2013) and in the case of ardifteated investment in a specific segment
such as is the case of “talent”, may influencereisacnary employee behaviours such as high
performance or commitment. The voice of leadershigentral to organisational climate, and
arguably to the resulting “talent climate” percefsiby employees in an organisation which
practices TM.

The role of the manager or supervisor in GTM: Taleractices.

Strategic business research has noted that “vari@mong middle managers has a
particularly large impact on firm performance” (Mok, 2012, p. 1001) and that front-line
manager duties increasingly include former respmiitgés of HR including TM (Cappelli,
2013) which further argues the potential contrimtiof supervisor in the talent system.
Given the primary focus on HR process rather thaactwe and the tendency for
organisations to mimic one another (DiMaggio & Pbwd983) there is a risk of
isomorphism by companies of what has been popelhi@s ‘best practice’ TM in policy or
practitioner terms, in the absence of sufficienadmnic insight. Simple mimicking is
unlikely to deliver intended strategy as “what @&sas best practice in HRM likely is not”
(lles, Chuai, & Preece, 2010)and even establishiethay firms are challenged with
replicating process across geographies (Morris €2@09).

The SHRM and TM literatures are limited by currdatowledge of business
implementation of SRHM policies regarding the talpool and the tendency to ignore the
role of multiple actors by focusing on top managetiserole, overlooking the role of front-
line manager in enacting these policies (Lopez-@tda2013) and the employee’s
participative role (Bjorkman et al., 2013). Reskars call for further research in
understanding the variation which occurs and tlsltieg intended-actual gap (Nishii &
Wright 2008) and the front-line manager delivery pblicy in practice (Purcell &
Hutchinson, 2007) to inform the gap. Given the athualue of the talent pool as a strategic
resource and specific SHRM practices as inimitaloleantage such as HPWP’s (Becker &
Huselid, 1998), the supervisor role is expectetidee a meaningful degree of influence on
TM outcomes and is a pivotal role through whichhatge of resources and discretionary
performance recognition occur. As quality of leatd@haviour and satisfaction with HR
practices each contribute to job commitment (Pu&etiutchinson, 2007), the manager is a
core TM actor.

The role of HR in GTM: Talent Systems.

Despite significant HR functional evolution fromstorical roots in personnel
management, through efficiencies such as outsayreciow extended well beyond payroll
management and vacancy-driven recruitment, isstipgeasurement and outcomes continue
to challenge perceptions of HR’s contribution ofueawithin the firm. Business and HR
views of the HR function effectiveness continuedtffer with business calling for greater
alignment to strategy and demonstration of cretyiCIPD 2013). Bridging the relationship
between the business and its workforce, however,HR function is arguably a crucial
partner to the delivery of strategy through peoplaere is a global mobility role for
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corporate HR within the wider realm of talent magragnt (Farndale, Scullion, & Sparrow,
2010), but a more specific embedded role as ant@TM is not clearly defined. HR actors
in GTM such as Talent and Mobility managers, cdoniie to value leverage through the
organisation’s suite of HRM practices including rattion, development, deployment
(including global mobility), retention and througheir roles in advising management,
enabling people-manager quality and effectiveramsd,expert policy guidance.

HR’s role in management of the firm’s talent isngfigant and relevant and enables
the interface between actors. HR’s role in GTM ige oof facilitation, engagement,
measurement and reporting and thereby arguablyariend directly impacting other actors.
As guardian of the employee relationship for thgaarsation, HR is well-positioned to
facilitate TM amongst the other core actors. Fistsupport top management’s active focus
on talent and capability requirements informed bwtegy. Second, to support, coach and
enable the day to day management of talent by gigoes in the line of business who may
arguably understand the strategic imperative bqtire training, guidance, support and
feedback in their enactment of the strategic imperavithin their day to day accountability.
Third, to facilitate employee communications andagement in talent initiatives. Finally, in
facilitating TM processes, HR’s role also neces$gancludes measurement of outcomes and
reporting.

The employee as central stakeholder in GTM: Tdpieriences.

Finally, and arguably most significantly, the enyge participation is at the heart of
GTM, and indeed the employee response to talemiifab@tion, must also be considered.
Employees are one of many stakeholders in the @a@wnal activity of managing its human
capital (Collings, 2014), arguably a stakeholdeomhmay experience direct, and relatively
near-term consequence in the exchange-based nslaifio Employee-held goals in TM may
differ from organisational goals in managing itdetd (Farndale et al., 2014) and
consideration of both is warranted. As the cenaefor within the talent system, the
mechanism by which an employee contributes valug seam obvious and to be primarily
through in-role performance. However, employee moation of discretionary behaviours
such as organisational commitment, innovation arteintion to turnover, vary widely and
warrant closer examination in the talent systentedn

This paper argues the employee response to GTMNitisally integral to effective

GTM but as yet is largely overlooked. This papesifions the employee centrally amongst
multiple-actors. The talented employee directljyuahces short-term value through in-role
performance and long-term value through their omgalevelopment and deployment in the
talent system. The employee then is the fourthcbatral, actor in the overall talent system
which operates day to day in the business, tranglahe activity of GTM beyond a firm-
level strategic imperative into an employee-levaly do day operational activity. The
employee is the actor upon which the full systenfoisused and yet ironically, is often
overlooked. As researchers have argued, theraégd to return the employee to the focus of
SHRM and human capital literature (Wright & McMah&011). This framework and model
argue the employee’s centrality as both an actdraastakeholder of GTM.
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Outcomes of business-embedded GTM

Defined as a business-embedded activity, with ester participants, it is clear that
talent management is more than a strategy, moredinaply a deployed HR process and is a
defined activity involving each of top managemesypervisors, HR managers and
employees themselves. As with any system, to utatefssystem impact and effectiveness
relative to stated goals, measurement of outcormesecessary, however, as with other
activities which are reported within the scope BiR3/, measurement challenges persist and
HRM is often criticised for insufficient measuremheS8ome preliminary indicators of talent
system effectiveness are employee engagement,tiogteriurnover, business capability
supply relative to strategic demand, coverage gfdecession roles and access to external
talent markets. Measures which are outcome-oriergdter than input-oriented, can inform
how and what value is created, captured, leveragedl preserved. Outcomes can be
measured at both individual and organisationalltet@ measure overall GTM effectiveness
or locate ineffective activity or problematic outces.

Recent literature calls for measurement of TM onrtes (Collings, 2014) to further
develop the literature and suggests types of v@parrow & Makram 2015) which could be
measured as evidence of system effectiveness. Rédéroutcomes studies have shown
evidence of beneficial job attitude outcomes frol $uch that talent identification is a
motivator influencing commitment to competency depenent and alignment with company
goals (Bjorkman et al., 2013). This integratedriakgystem highlights the interdependencies
and interrelationships amongst core actors nece$saeffective translation of a firm-level
talent imperative into operational activity and arstores the importance of outcomes
measurement.

Discussion
Limitations

This conceptual paper proposes a framework foetteetment of a specific segment
of workforce management aligned to business styatbg implementation of talent strategy,
and therefore by definition omits reference to ott@mponents of business strategy which
may be related. At its starting point, the frameawassumes that the organisation-specific use
of the GTM framework is informed from an organieatispecific business strategy and
aligns to business specific strategic requiremehte framework also proposes that talent
outcomes result from the enactment of an integraystem for talent management but does
not in this paper propose detailed outcome measures

Empirical examination of the framework would suppdurther development.
Empirical testing requires analysis of each talepstem component, the activity and
contribution of each actor, measurement of systatnomes, test alignment of components
and overall performance. Identification and measam® of activities by actor is required to
evolve the framework and locate where, how and bgmvalue is created.
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Implications for research

The conceptual framework addresses limitations itardture to advance our
understanding of how the activity occurs, framesvESs a system and defines its component
parts. The model introduces a suitably employedricermodel, defining the role and
significance of each actor within the system. Thadet supports future research to consider
the GTM systematically and at an operational lespécifying components and activities for
further empirical analysis. Each framework compdnespresents a sub-topic for future
research focus and outlines an integrated landdoagerther research to examine how each
component generates value in the overall talenesysnd influence of each actor on value
generation and system outcomes.

Implications for practice

The framework supports management implementatiotaleht management in the
organisation. The framework can be used by managetogether with HR as a lens to plan,
define, construct and manage a talent system spéaitheir business requirements and a
diagnostic tool to influence the talent system @ffeness as necessary. The model supports
management to define, distribute and allocate autyhtor talent management enhancing
leader ownership of GTM. Talent system definitios éxpected to support leader
communications quality and associated positive eygad job attitudes including perceived
organisational support and trust in organisatiod tm facilitate engagement in the social
exchange-based employment relationship. Finall/ntledel contributes to the HR function’s
positioning and reputation as integrally relevantalue creation through human capital.

Conclusion

Global talent management remains a highly visilolkeveay of strategic relevance to
management for expected contribution to companfopeance and growth. Literature and
practice call for further theoretical and conceptievelopment and for implementation and
management guidance respectively. This paper hasducted a strategic framework for
global talent management and multiple-actors moakich together present an end-to-end
view of GTM’s intra-organisational position and taustured view on the talent system and
its incumbent actors. The paper has opened a discusf how value generation through
GTM may be facilitated by the structure of the systand influenced by its actors.

Implementing talent management effectively necdgsaquires consideration of the
full breadth and range of activities within theetal system, collaboration amongst inter-
dependent actors and awareness complementaryarudescope of influence as stakeholders.
The framework provides a structured architecturefdture research to apply a focused and
systematic approach and provides management wiginsathrough which to consider and
conduct talent management day to day as a busamebedded activity.
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Figure2

TheMultiple-Actors Model: Employees at the heart of the talent system
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Tablel

Actorsof the Talent System: Primary Scope of Influence and Key Activities

Actor

Primary influence

Key activity in the Strategic Talent Management Framewor k

Leadership & Top
M anagement

Talent strategy

Define and communicate the talent strategy, reptdbe firm’s offer - “Talent Deal”,

communicate to establish a Talent Climate and chamtpe value of talent to the business|.

Supervisors & Managers

Talent practices

Manage talented employees day to day and deliegiTddent Deal” including coaching,
development feedback, facilitation of access toetment roles and resources. Manage
support expatriate talent.

and

Talent Pool of Employees
(including expatriate &
other talent)

Talent experiences

Perceive talent identification, develop expectaticegarding exchange in the “Talent Deal
respond with attitudes and behaviour, make care@stments and decisions, and contribu
sustained high performance to business priorities.

Human Resources &
Talent Managers

Talent systems

Facilitate the interactivity of key stakeholdergatent management including: business to
management, supervisors and the employee. Moaieemttpolicies and practices, provide
coaching and guidance to the business on talenageament, measure and report talent
outcomes.
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