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Abstract  

Initial situation 
The massive amount of articles touching Talent Management (TM) and the focus on the 

Talent has increased since McKinsey & Company first coined the term in the late 1990s in 

their report “The War for Talent”. Still, there is little consensus in literature on the actual 

value of implementing TM architecture and the corresponding activities driving value in 

business companies.  

Structure 
The thesis strives to uncover definitions of the three terms Talent Management, Talent and 

Value. Completed on a comprehensive literature research we seek to find the value of Talent 

Management. The thesis composition consists of six chapters:  

 

All together, the chapters and their logical sequence firstly offer clarity of topic, problem and 

purpose. Secondary, the theoretical background provides familiarity to central concepts and 

definitions, building a theoretical foundation for the thesis. Thirdly, the methodological 

decisions for the research is presented and discussed. Chapter 4 illustrates the findings from 

the data collection and content coding, which is further discussed, applied for theoretical- 

and practical implications. Finally, a total summary and conclusion to provide the RQ with an 

answer is presented.  

 
Research Outcome  
Based on research findings we developed a definition for talent, found an appropriate 

definition for TM and value (Use value & Exchange value), tested the correlation between 

TM practices, and finally constructed a general TM-Model and a “Causes & Effects”-

framework connecting (value creating) TM activities and value generation in terms of 

financial-, organizational- and HR outcome. The framework suggests a connection between 

TM and the added value. The outcome is discussed in regards to theoretical- and practical 

implications.   
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1.0 Introduction 
 

During the last 17 years, Talent Management (TM) has received great attention and 

popularity among academics and practitioners (Lewis & Heckman 2006; Iles, Chuai & 

Preece 2010; Collings & Mellahi 2009), and is a term in common currency in 

organizations at date (Iles, Chuai & Preece 2010). McKinsey & Company initially 

introduced the concept in the 1990s, reporting that there appeared to be a “War for 

Talent” (Collings & Mellahi 2009; Hartmann, Feisel & Schober 2010; Bethke-

Langenegger, Mahler & Staffelbach 2011) emphasizing that specific management of 

talents was a great solution for human resources (HR) challenges (Bethke-

Langenegger, Mahler & Staffelbach 2011). Since then the literature has accentuated 

the importance of talents as drivers for organizational excellence (Gallardo-Gallardo, 

Dries & González-Cruz 2013).  

 

“Over the course of the last decade, organizations seem to have become 

increasingly convinced that the deliberate identification of talent is crucial for 

maximizing organizational performance (Collings & Mellahi 2009; Lewis & 

Heckman 2006)”. (Nijs et al. 2014, 180).  

 

However, there appears to be a significant talent shortage, argued by central 

authors to be a major organizational challenge today (Ready & Conger 2007; Cappelli 

2008; Collings & Mellahi 2009; Mäkelä, Björkman & Ehrnrooth 2010), where the 

ability to attract, develop and retain a required talented workforce, becomes crucial 

aspects of the corporate strategy (Tarique & Schuler 2010).  

 

This was the beginning of a research explosion within the area (Larsen 2012). A 

search for the term Talent Management on Google in 2005 resulted in 8 000 000 hits 

(Lewis & Heckman 2006), where in July 2010, the search resulted in 17 000 000 hits, 

increasing to 125 000 000 in April 2014 (Google.com). This growth is clearly 

illustrated by the following graph (Scopus, June 2014). 
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Figure 1:  The total number of documents by year (TM) 

  

  

Source: Scopus 2014  

 

The extensive amount of publications in recognized journals such as Journal of World 

Business  (e.g. Collings 2014), European Journal of International Management (e.g. 

Collings, Scullion and Vaiman 2011), Academy of Management Review  (e.g. Sirmon, 

Hitt & Ireland 2007) and International Journal of Human Resource Management (e.g. 

Vaimann & Collings 2013) affirms the current interest and significance of the field 

(e.g. Vaimann & Collings 2013). 

 

Research completed in the US showed that 75 % of companies stress TM as one of 

their top priorities. In the UK, studies showed similar patterns, finding that 90 % of 

all corporations assess TM as positive for the bottom line, where above 50 % of UK 

firms state to have implemented TM activities (Larsen 2012). Like this result 

indicates, and supported by several authors, TM is a vital component for 

organizational success (Beechler & Woodward, 2009; Hartmann, Feisel & Schober 

2010; Iles, Chuai, & Preece, 2010; Gallardo-Gallardo, Dries & González-Cruz 2013), 

where talents skills and capabilities drive competitive advantage (McDonnell, Hickey 

& Gunnigle 2011). By acknowledging the importance of the human capital in today’s 

knowledge economy, this has lead TM to become a top management priority 
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(Mäkelä, Björkman & Ehrnrooth 2010; Thunnissen, Boselie & Fruytier 2013) and an 

imperative for sustainability and survival of firms (Gallardo-Gallardo, Dries & 

González-Cruz 2013). 

 

Despite the interest and popularity of TM, the scholarly literature still seems to be 

lagging behind (Dries 2013a). The number of articles appears to be massive, yet 

there still lacks a conceptual understanding of TM, how to properly define it, its 

scope and overall objective (Lewis & Heckman 2006; Collings & Mellahi 2009; Iles, 

Chuai & Preece 2010; Gallardo-Gallardo, Dries & González-Cruz 2013). It is unclear 

which practices that go under the label TM (Dries 2013) and how the practices 

impact the organizations (Bethke-Langenegger, Mahler & Staffelbach 2011).  

 

Furthermore, academic work demonstrates that there is little clarity and agreement 

regarding the real value of TM (Lewis & Heckman, 2006; Farndale, Scullion & 

Sparrow, 2010), and there is little consensus on what value creation in reality is, and 

how it is achieved (Lepak, Smith & Taylor 2007) and to what degree it differs from 

the area of Human Resource Management (HRM) (McDonnell et al. 2010). 

 

1.1 Status Quo of the Topic 
As emphasized in the introduction, TM is a maturing field (McDonnell, Hickey & 

Gunnigle 2011; Vaimann & Collings 2013) and there exists an extensive amount of 

literature. And as the field has matured during the last decade, scholars have 

become increasingly confident that TM is critical for organizational success 

(Hartmann, Feisel & Schober 2010; Beechler & Woodward 2009; Iles, Chuai & Preece 

2010; Gallardo-Gallardo, Dries & González-Cruz 2013). This knowledge has reached 

firms worldwide, where a study undertaken by Society for Human Resource 

Management (Lockwood 2006) reveals that to date there occurs to be a greater 

extent of corporations with a TM program, than without (Oladapo 2014).  
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Both academics and practitioners are confident that strategic TM will lead to 

valuable outcomes such as organizational performance, profits, good market 

positions and enhanced productivity, which in general can be termed organizational 

success. Still, only a limited amount of empirical studies analyze the impact of TM on 

organizational performance (Bethke-Langenegger, Mahler & Staffelbach 2011), 

where it appears to be inconsistency in the literature, lacking a satisfying, empirical 

evidence of the relationship between TM and organizational performance (Boudreau 

& Ramstad 2005; Bethke-Langenegger, Mahler & Staffelbach 2011; Gallardo-

Gallardo, Dries & Gonzalez-Cruz 2013). Evaluating and documenting the effect of TM 

is by authors argued to be challenging due to the numerous ways to define 

organizational performance (Bethke-Langenegger, Mahler & Staffelbach 2011), or as 

we term value (Pitelis 2009).  

 

There are several gaps and shortages within the TM literature that requires further 

empirical and theoretical advancement (Iles, Chuai & Preece 2010; Tansley 2011; 

Thunnissen, Boselie & Fruytier 2013). In management- and strategic literature 

approaching TM and its value (outcome), we find there to mainly be implicit claims 

concerning the value added. This discovery caught our attention and interest to 

approach the topic, in addition provide the project with originality. We are aware of 

that there exist effects of TM strategies causing for instance increased financial 

performance (profit), but what is the cause - the relationship? We find the research 

to contain the tendency not to deliver specific documentation concerning which 

parameters of TM have an impact on business results (Bethke-Langenegger, Mahler 

& Staffelbach 2011).  

 

Literature continuously confirms that there lacks a clear and precise definition of 

value creation, in addition to evidence how TM contributes to added value for 

organizations (Lepak, Smith & Taylor 2007; Bethke-Langenegger, Mahler & 

Staffelbach 2011). Additionally, there is also an ongoing disagreement among 

authors concerning the many definitions of talent and TM and its conceptual 

boundaries (Collings & Mellahi 2009), how the firm best can utilize resources to 

create value (Sirmon, Hitt & Ireland 2007), and how the different TM practices 
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impact companies. Due to the lack of clear definitions and limited research of the 

field, it might suggest that there is a divergence between the academics and 

practitioner’s interest in TM (Lewis & Heckman 2006; Mäkelä, Björkman & Ehrnrooth 

2010; Al Ariss, Cascio & Paauwe 2014). 

 

In order to clearly highlight the status quo of the field, we present the main issues in 

the following two textboxes:  

 

Presenting main points of issue:  

 There still lacks an accurate and joint definition of TM, hindering 

development within the area (Lewis & Heckman 2006; Collings & Mellahi 

2009; Tarique & Shuler 2010; Iles, Chaui & Preece 2010; Bethke-Langenegger, 

Mahler & Staffelbach 2011). Reaching a joint definition of TM is regarded as 

challenging (McDonnell, Hickey & Gunnigle 2011). 

 The term TM is without a clear meaning, used in a number of ways, often to 

stress the strategically significance of HR aspects such as hiring, selection, 

development and more, “without adding to the theory or practice of that 

specialty.” (Lewis & Heckman 2006: 141).  

 Quantifying and qualifying the impact of TM practices, and which specific TM 

practices contrast top performers from other corporations is a dispute 

(Bethke-Langenegger, Mahler & Staffelbach 2011), and clear conceptual 

boundaries are needed (Collings & Mellahi 2009).  

 Plain definitions of what talent exactly means is absent (McDonnell, Hickey & 

Gunnigle 2011; Tansley 2011; Thunnissen, Boselie & Fruytier 2013; Ross 

2013; Nijs et al. 2013; Gallardo-Gallardo, Dries & González-Cruz 2013), and 

theories concerning talent are commonly held implicit (Gallardo-Gallardo, 

Dries & González-Cruz 2013). 

 Corporations lack knowledge on how to define, and even manage talent 

(Tansley 2011). 

 Talent is principally a termination for people, and due to “…the perspectives 

regarding how people can and should be managed varies so greatly the TM 

literature can recommend contradictory advice…” (Lewis & Heckman 2006, 

141).  
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1.2 Purpose and Relevance of Research                         
The points mentioned in the previous paragraph underlined the need and relevance 

to further explore the academic work within the field, and seek to determine what it 

is within a TM architecture that actually contributes to value creation (value added) 

for business companies. The aim was to develop a practical model and framework 

that based on results and analysis define, explain and link TM to value generation. 

We accomplished this by exploring the existing literature in top peer-reviewed 

journals such as Human Resource Management, International Business and other 

familiar management journals (Table 3, p. 17). 

 

The literature search was conducted within the time period 2001 (the publication of 

“The War for Talent”) to 2014 (mainly from within the last five years), founded on 

 The value of, and which types of TM activities to create value have yet to be 

fully understood in organizations (Collings, Scullion & Vaiman 2011), and how 

TM contribute to added value for corporations (Lepak, Smith & Taylor 2007; 

Effron & Ort 2010; Bethke-Langenegger, Mahler & Staffelbach 2011). 

 The term value is indefinable (Pitelis 2009), and some authors argue in favor of 

more research addressing the economic and non-economic value of talent 

management (Thunnissen, Boselie & Fruytier 2013). 

 There is still split opinions about what value creation really is and in regards to 

TM, there appears to be very little theory explicitly making statements about 

value. Further work is needed before one can fully understand the concept 

(Lepak, Smith & Taylor 2007). 

 Even though value creation is a dominant concept within organizational and 

management literature, there still lacks agreement on what value or value 

creation means and how to achieve it (Lepak, Taylor & Smith 2007; Bowman & 

Ambrosini 2010; Zubac, Hubbard & Johnson 2010), in addition to how 

companies should utilize resources to create value (Sirmon, Hitt & Ireland 

2007). 
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the main terms of study, namely talent, TM and value. We identified how the term 

value was used and defined in compliance with TM within the past 13 years. The 

research identified similarities and differences in the literature, and based on these 

findings, we were able to propose a practical model and a framework (chapter 5). 

The model contains TM and essential practices in general, contributing to the 

construction of the framework that reveals the types of activities within TM that we 

find as contributors to value creation, resulting in overall firm value generation. The 

framework provides a contribution for future theoretical- and practical implications 

within the field. 

 

To gain a better understanding of the area, we conducted a comprehensive 

literature review of the present literature recognized academic journals. 56 

academic articles were collected, studied, coded and content analyzed (Appendix E). 

The different articles did also disclose additional elements relevant for the discussion 

in our thesis, which we return to in the later chapters.  

 

Based on the literature review, we concluded that there existed a need for theory 

building and a framework of TM and its value-driving activities to get a better 

understanding around the complexities, which is the content of this thesis. 

 

The challenges in this research were mainly regarding the business organizations 

(worldwide), where the aim was to deliver a proposed framework documenting the 

value of TM by illustrating this visually, presenting value creating activities, the value 

created and finally, linking this to value generation in terms of financial, 

organizational and HR outcomes. Furthermore, the thesis can also be of relevance 

for academic researchers within the field, as an inspiration to for example advance 

the framework by doing additional research to document the monetary value of TM 

for a specific company, creating a general equation applicable in practice, and/or 

seek to discover a universal definition of the value of TM.   
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1.3 Research Question  

By looking into this deficient area, we aimed to enhance our ability to understand 

and enlighten which elements of TM business organizations should be aware of 

striving to generate value. We found it problematic that even though it appeared to 

be a vast number of articles and books published, and authors appeared to be aware 

of the gaps in literature (see points of issue under status quo), there was still 

confusion concerning the corporate relationship between TM and value generation. 

Research documents that there is a relationship between TM and value generation 

(performance) among business organizations, which has led to managers to regard 

TM a top strategic priority and investment. In spite of this, there still lacks evidence 

of what it actually is that leads to value creation in TM. Based on this knowledge, and 

the issues listed in status quo, we found the following research question (RQ) to best 

reflect the problem area, and set the direction and focus for the thesis:  

 

 

“What is the value of Talent Management in Business Organizations?” 

 

The RQ was the basis for the choices made concerning research strategy, collection 

techniques and procedures for analysis (Saunders, Lewis & Thornhill 2009, 136) The 

ambition for answering the RQ was to illustrate the corporate relationship between 

TM and value creation by providing a framework visualizing how to generate value 

from TM, and which practices are the most valuable aimed at increased 

organizational performance, hence value generation. 

 

1.3 Limitations of the Thesis 
In general, research contains limitations. This is also true for our thesis, and will in 

this section be shortly addressed. Limitations are mainly discussed continuously 

throughout the project.  

 

The research material is solitary collected within the time period from 2001 to 2014. 

This was decided based on the book “The War for Talent” (Michaels, Handfield-Jones 
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& Axelrod) published in 2001, after the proclamation in 1997. Still, due to credibility 

and relevance of the data material, we aimed to mostly use material published 

within the five last years to obtain as updated information as possible. Yet, we are 

guilty of using older material as well, but in many cases this can be supported by the 

challenges appearing in the research (see status quo). Another limitation is the scope 

of the research. We decided not to limit the research to one country or even 

organization (being a case study). In terms of the global or non-global decision, we 

did not find this to have a significant relevance for the result, in addition to a fear of 

missing essential material published by authors focusing on Global TM (e.g. Scullion 

& Collings 2011). The restriction appearing when not doing research within one 

specific firm is the challenge of delivering specific results, and providing anyone with 

specific recommendations and implications. The result will therefore contain a more 

general character.  

 

In the methodology, we state to mainly rely on secondary data withholds some 

potential drawbacks (these are elaborated on in chapter 3, section 3.2.1). In this 

regard, we additionally discuss primary data to provide the benefit of collecting data 

for the exact purpose, and therefore providing more reliable data. By essentially 

relying on secondary data, the outcome might lack newness and extraordinary 

findings, often considered a limitation. However, we did to some degree collect what 

we refer to as primary data in terms of discussions with three individuals within the 

specific field. This clearly opened for new perspectives and insights, but a restraint 

was still that only three persons were included (the optimal situation would be four 

“respondents” or more), but as the intention in general was to obtain opinions and 

feedback on the work we at the time had prepared, we found the outcome to be 

useful. Subsequently, a further drawback with these meetings was that the product 

we wanted to discuss was only the preliminary draft, which after each meeting was 

to some degree changed. But we later advocate this to have strengthened the 

outcome of the research, due to important insights and recommendations from 

three highly knowledgeable individuals. Further limitations will be addressed as they 

appear during the thesis.  
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2.0 Theoretical Background 
   

Based on the status quo and purpose presented in the previous section, and the 

resulting RQ, we initially needed to introduce and explain the main concepts of the 

thesis. This chapter establishes the theoretical basis for the research project, and 

familiarizes the reader with essential concepts emphasized throughout the project, 

specifically talent, talent management (TM), the Resource-Based View and value.  

 

The intention with this chapter is to present the theoretical meaning and relevant 

definitions of these terms as they have evolved, and how they appear today. This will 

provide a foundation for a better understanding in the subsequent chapters.  

 

 

2.1 Definitions of Central Concepts 
 

2.1.1 Defining Talent 
Talents imply people as individuals, and are today characterized as vital for a 

company´s sustainable competitive advantage (Lewis & Heckman 2006; Collings & 

Mellahi 2009; Hartmann, Feisel & Schober; Tarique & Schuler 2010) and maximizing 

organizational performance (Nijs et al. 2014). A talent is typically said to be difficult 

to copy, imitate and to substitute (Larsen 2012). However, the literature underlines 

that a “working definition” of the term is missing, where in an organizational 

context, the term is defined in a numerous ways (Lewis & Heckman 2006), and this 

has made it difficult to choose the “right” definition (Tansley 2011). In order to 

properly define talent in an organizational context, and in accordance with the 

objective of this research, three definitions were recognized as appropriate:  
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Talent defined: 

“The sum of a person's abilities - his or hers intrinsic gifts, skills, knowledge, 

experience, intelligence, judgement, attitude, character, and drive. It also includes his 

or her ability to learn and grow” (Michaels, Handfield-Jones & Axelrod 2001, xii). 

 

‘‘Talent refers to systematically developed innate abilities of individuals that are 

deployed in activities they like, find important, and in which they want to invest 

energy. It enables individuals to perform excellently in one or more domains of 

human functioning, operationalized as performing better than other individuals of 

the same age or experience, or as performing consistently at their personal best’’ 

(Nijs et al. 2014, 182). 

 

“Talent consists of those individuals who can make a difference to organisational 

performance either through their immediate contribution or, in the longer-term, by 

demonstrating the highest levels of potential” (CIPD 2013, 1). 

 

The authors of “The War for Talent” presented the initial definition in 2001, and the 

second was presented as current as in 2014. Both are concerned with the individual 

talent and the individuals’ essential characteristics and motivation, while the third 

definition is mainly concerned with the talents contribution to the organization and 

their potential for growth. The three definitions are typical definitions for talent, and 

have in common to be slightly nonspecific.  

 

 

Talent: Focus then and now 

Due to the fact that today’s economy has become highly knowledge based, the focus 

has shifted towards possessing the right talents and talent pools, thus the human 

aspect of the company is now the priority. This shift is clearly illustrated by Michaels, 

Handfield-Jones and Axelrod (2001), presented in the following table.   
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Table 1: Old Reality versus New Reality of Talent 

 
The Old Reality The New Reality 

People need companies – 
“organizational power” 

 

Companies need people – “people 
power” 

Machines, Capital and geography are 
the competitive advantage (the 

industrial age) 
 

Talented people are the competitive 
advantage (the information age) 

Better talents make some difference Better talents make a huge difference 
 

Jobs are scarce Talented people are scarce 
 

Employees are loyal and jobs are secure People are mobile and their 
commitments is short-term 

People accept the standard package they 
are offered 

People demand much more 

Source: Inspired by Michaels, Handfield-Jones & Axelrod (2001, 6) 

 

Since the publication of “The War for Talent” (2001), the term has received 

considerable attention and become a widely studied concept (Larsen 2010), like 

illustrated in the table above. The McKinsey study revealed that within the coming 

twenty years (from 1997) the talent would become the most important corporate 

resource, but also a resource of shortest supply. The McKinsey study resulted in a 

new focus among business leaders. At date the corporate focus is directed towards 

developing and retaining talented people within the organization (Caplan 2010), in 

addition to an efficient management and administration of talents (Larsen 2012). 

This directs the attention towards TM.  

 

2.1.2 Defining Talent Management 
TM is a gathering of activities that aims to (explicitly) support corporate strategy 

(Bethke-Langenegger, Mahler & Staffelbach 2011), a strategic tool for achieving and 

enhancing organizational success (Scullion & Collings 2011) and for surviving in the 

current competitive global market (Harris, Craig & Light 2011). Similar to talent, TM 

is defined in several ways, and lacks a consistent, joint definition among authors 

(Collings & Mellahi 2009; Tarique & Shuler 2010; Iles, Chaui & Preece 2010 and 
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Bethke-Langenegger, Mahler & Staffelbach 2011). The following three definitions are 

selected in regards to their appropriate description and relevancy for the purpose of 

this project.   

 

Definition of Strategic Talent Management: 

“…activities and processes that involve the systematic identification of key positions 

which differentially contribute to the organisation´s sustainable competitive 

advantage, the development of a talent pool and high performing incumbents of 

these roles, and the development of a differentiated human resource architecture 

facilitate these positions with competent incumbents and to ensure their continued 

commitment to the organization.” (Collings & Mellahi 2009, 304). 

 

The definition above has been redefined, where the authors conceptualize TM as: 

‘‘…activities and processes that involve the following: (1) systematic identification of 

positions that differentially contribute to an organization’s sustainable competitive 

advantage; (2) the development of a diverse talent pool to fill these roles, and the 

development of a differentiated human resource architecture to facilitate filling 

them; and (3) continued commitment to the organization and to the well-being of 

societies, while taking local and national contexts into account’’ (Al Ariss, Cascio & 

Paauwe 2014, 177) 

 

The third and final definition holds a global perspective on TM, and was included due 

to today’s highly globalized business environment. 

 

“Global talent management includes all organizational activities for the purpose of 

attracting, selecting, developing, and retaining the best employees in the most 

strategic roles (those roles are necessary to achieve organizational strategic 

priorities) on a global scale. Global talent management takes into account the 

differences in both organization´s global strategic priorities as well as the differences 

across national contexts for how talent should be managed in the countries where 

they operate” (Scullion & Collings 2011, 7). 
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All definitions display TM as a system for activities and processes that emphasizes a 

focus on identified key positions within the corporation, and secondly place a key 

talent within this position. All grounded on the organizations best interest 

(outcome).  

 

Value of Talent Management – Inconsistency in literature   

In business organizations, TM is a strategic tool that is used to achieve sustainable 

competitive advantage (Collings & Mellahi 2009; Vaiman, Scullion & Collings 2012), 

and the future successful corporations are the ones that manage to attract, engage, 

develop, and retain the brightest and best employees (O’Leary et al. 2002; Scullion & 

Collings 2011). Success in organizations belongs to those who manage to define 

return on investment both in terms of profit and loss, in addition to defining 

development and retention (aggregation) of human- and intellectual capital. 

Similarly to leveraging other capital investments, companies must have a strategy for 

how to best leverage their employees (O’Leary et al. 2002), and maximize the 

individuals’ talent. This contains a positive correlation with firm competitive 

advantage (Tarique & Schuler 2010; Farndale, Scullion & Sparrow 2010; Al Ariss, 

Cascio & Paauwe 2014).  

 

Authors have argued that the main source value creation within a company is the 

human capital (Bowman & Ambrosini 2000), in addition to be the “value-generating” 

potential of individuals’ skills, abilities and knowledge, where this is connected to 

growth (Collings 2014, 256).  

 

As presented in chapter 1 (status quo) the literature contains a gap of knowledge, 

where there to date lacks a joint definition or framework that actually defines the 

value of a TM architecture in business organizations, nor which TM activities are 

actually driving specific value (Tarique & Schuler 2010; Scullion & Collings 2011; 

Effron & Ort 2010; Lepak, Smith & Taylor 2007; Bethke- Langenegger, Mahler & 

Staffelbach 2011). The literature calls for research addressing the economic- and 

non-economic value of TM (Thunnissen, Boselie & Fruytier 2013) in addition to 
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documenting (i.e. proving) and illustrating what is actually leading to value for firms 

investing in TM. A further issue is the disagreement concerning what value creation 

in fact is (Lepak, Smith & Taylor 2007), how to achieve it (Lepak, Smith & Taylor 2007; 

Bowman & Ambrosini 2010; Zubac, Hubbard & Johnson 2010) and how to most 

strategically utilize the resources to create value (Sirmon, Hitt & Ireland 2007).  

 

In sum, the focus in companies have shifted; making the talent pivotal for corporate 

success when found to be difficult to imitate, copy and substitute, hence being a 

crucial firm resource. Furthermore, TM functions as a tool for organizational success 

and survival in competitive markets, enabling sustainable competitive advantage 

(Collings & Mellahi 2009; Al Ariss, Cascio & Paauwe 2014). But an important 

condition is to effectively manage, and leverage the talents in order to experience a 

return on investment (later defined as exchange value), as human capital are the 

main source of value in firms (Bowman & Toms 2010; Bowman & Ambrosini 2010). 

This fact leads to a prominent and essential perspective that emphasizes the firm 

resources as the essential source of sustainable competitive advantage, namely the 

Resource-Based View of the firm (RBV) (Dunford, Snell & Wright 2001; Bowman & 

Swart 2007). The RBV of the firm takes on as a main criterion of concern to the 

contributions of organizational members (Dries 2013a) when they are valuable, rare, 

imperfectly imitable and non-substitutable (the “VRIN”-criteria which covers 

identification of possible key resources) (Bowman & Swart 2007). Value can be 

referred to as the human capitals potential to contribute to the organizations core 

competencies, and strengthen its competitiveness (Dries 2013a).  

 

Introducing the RBV is relevant as it creates a strategic approach to TM, ingrained in 

economic literature and industrial organization management to find the role of 

talents generating company wide or process specific results (Lewis & Heckman 

2006), additionally, most recent cited articles on TM does in fact depart mainly from 

a RBV framework (Collings & Mellahi 2009; Dries 2013a). Moreover, the RBV 

supports general theoretical assumptions, for example being a central framework for 

stating what offers a resource rent-creation, and providing an understanding of 

heterogeneous company performance, assuming that high performing organizations 
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constitute a collection of resources providing them with marketplace advantages 

(Zubac, Hubbard & Johnson 2010). It specifically implies that holding rare and 

valuable resources within the company contains a source for value creation (Sirmon, 

Hitt & Ireland 2007). The following will briefly describe the essence of the RBV.  

 

The Resource-Based View (RBV) of the firm  

The factors driving an organization´s performance are the essence of the RBV of the 

firm (Sparrow 2010). An understanding of the organizations human resources is 

necessary and closely related to organizational performance and profitability, where 

human capital and knowledge assets are essential sources of competitive advantage 

(Bowman & Toms 2010). Human Capital is typical HRM concept when referring to 

talent, and can be defined as: “…the stock of competencies, knowledge, social and 

personality attributes which is embodied in the ability to perform labor so as to 

produce economic value” (Nijs et al. 2014, 181).  

 

The resources can be intangible (such as creativity, speed of technological innovation 

or intellectual know-how) or tangible (such as HR, financial or physical). A key 

principle within the RBV is that the value integrated in any strategy raises when the 

strategy consists of, and when the collection of resources are valuable, rare, 

imperfectly imitable and non-substitutable (the VRIN-criteria) (Sparrow 2010; 

Bowman & Ambrosini 2007b, 369). This will enhance the company’s isolating 

mechanisms, and make them more competitive (Lepak, Smith, & Taylor 2007). The 

RBV helps understanding the distinct resources that create value and that the view 

can address the issues of firms value creation; it provides a better understanding of 

value creation (Bowman & Ambrosini 2007b). The RBV of the firm refers to human 

capital as crucial resources that should be implemented based on the firms value 

generating strategy, to be supporters of the value creation and to act as a source of 

competitive advantage (Martin, Gollan & Grigg 2011).  
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2.1.3 Defining Value 
The term value is commonly used in literature when referring to various 

phenomena, and due to this, the concept is difficult to define (Bowman & Ambrosini 

2000; Pitelis 2009). The term can have a different meaning to the different 

stakeholders (company, employees, customers, investors and suppliers) and this 

discrepancy is by authors defined as challenging. A firm can act as the role of both 

supplier and customer, and in this way the motivation of the different roles will be 

affected (Bowman & Ambrosini 2010). Due to the lack of a separate definition of 

value, authors tend to rather refer to “types of value”, where in this thesis, the 

concepts introduced by Bowman and Ambrosini (2000), use value and exchange 

value is emphasized. This division into two types provides the term with a more 

complete understanding (Fischer 2011), and found to be applicable for defining 

value. The process of creating value will be explained separately (Pitelis 2009).  

 

Use Value and Exchange Value 

Use Value 
“Use value refers to the specific qualities of the product perceived by customers in 

relation to their needs (Bowman & Ambrosini 2000, 2) “…“Perceived use value, i.e. 

value is subjective, it is defined by customers, based on their perceptions of the 

usefulness of the product or offer. Total monetary value is the amount the customer 

is prepared to pay for the product.” (Bowman & Ambrosini 2000, 4). 

 

“Within the RBV, when talking of use value, this means the properties of products 

and services that provide utility”. (Bowman & Ambrosini 2010, 480).  

In this project the use value (UV) is regarded as qualifications possessed by the 

talent, and/or the quality of the service, task or job performed by a talented 

individual in regards to corporate needs. The monetary value becomes the degree to 

which the company is willing to invest in the employee.   

Exchange Value 
“Exchange value is realized when the product is sold. It is the amount paid by the 

buyer to the producer for the perceived use value.” (Bowman & Ambrosini 2000, 4). 
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“EV is a monetary amount exchanged between the firm and its customers or 

suppliers when UVs are traded.” (Bowman & Ambrosini 2010, 480)  

The exchange value (EV) in this regard means that the value exchanges at different 

times, for example when investing in the talent (e.g. development activities), the 

perceived use value might be the increased competences. The result of this 

investment will at a later time return as for instance profit, hence provide exchange 

value.  

 “New use value is a third component added to explain the creation of “…the actions 

of organizational members, who combine to transform the use values that the 

organization has acquired.” (Bowman & Ambrosini 2000, 5). 

 

2.1.4 Value Creation 
In terms of management and organizational literature, value creation becomes a 

central concept (Pitelis 2009) in the discussion of value. Value creation is dependent 

on the value subjectively realized by the user (or buyer) (Lepak, Smith & Taylor 2007; 

Pitelis 2009). A simple example of value creation is internal training: a senior 

employee training a junior employee, increasing the juniors knowledge (Lepak, Smith 

& Taylor 2007). When this kind of value is created (knowledge sharing- and creation), 

avoiding the value to be captured by others, or to be lost, is essential. This is 

accomplished through a series of so called isolating mechanisms that hinder 

competing companies to easily acquire or imitate resources (Zubac, Hubbard & 

Johnson 2010). The valuable isolating mechanism in the example above is the senior 

talents unique knowledge (company specific knowledge) (Lepak, Smith & Taylor 

2007).  

 

The Value Creation Process  
“…there is only one source of new value creation within the firm: human capital.” 

(Bowman & Ambrosini 2010, 491).  
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From a business perspective, value creation starts with providing value to customers. 

Then follows a competitive advantage if the company produces greater utility in the 

market than competing firms. As a result of a competitive advantage, where the 

firm´s long-term profit margin is positive, it provides increased owner wealth 

(Sirmon, Hitt & Ireland 2007). The importance of value creation is agreed on among 

management scholars, but how the value is achieved is undetermined (Lepak, Taylor 

& Smith 2007; Bowman & Ambrosini 2010; Zubac, Hubbard & Johnson 2010). Two 

definitions are found useful:  

 

 “… the value creation process includes any activity that provides a greater level of 

novel and appropriate benefits than target users or customers currently possess, and 

that they are willing to pay for” (Lepak, Smith & Taylor 2007, 184). 

 

“Value creation depends on the relative amount of value that is subjectively realized 

by a target user (or buyer) who is the focus of value creation – whether individual, 

organization, or society – and that this subjective value realization must at least 

translate into the user’s willingness to exchange a monetary amount for the value 

received.” (Lepak, Smith & Taylor 2007, 182-187). 

 

The source and the target of the value creation need to be defined. If the 

organization is source of value creation, than this can mean in terms of knowledge 

creation, innovation, inventions and management. When the individuals (i.e. 

employees) are the source, they are (selected as) a set of individual characteristics, 

for example, qualifications, intelligence, ability, motivation and their relations with 

the environment (Lepak, Smith & Taylor 2007).  

 

2.2. Part Summary  
This chapter has given an explanation of, and defined the main terms used for this 

thesis in order to establish the theoretical basis for the thesis, and enhance the 

readers understanding of the frequently used terms for the purpose of this paper. In 

the subsequent chapter we will present the methodological decisions and explain 

the procedures and methodology.  
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3.0 Methodological Framework  
The purpose of the thesis was to choose a topic of interest, define a relevant RQ that 

has not been previously satisfyingly answered, and further identify a strategy to 

construct a relevant and applicable solution to the research problem; answering the 

RQ (presented in ch.1). The methodological section gives an overview of the 

methodological decisions and methods applied. This involves a description and 

justification of the methods that are selected for collecting data, why these methods 

are chosen in this context, and potential advantages and limitations connected to 

them (Saunders, Lewis & Thornhill 2009). The aim was to utilize the most 

appropriate method for the issue to be studied (Ghauri & Grønhaug 2005). This 

“step” of the thesis is the systematic area of the research (Saunders, Lewis & 

Thornhill 2009).  

 

Figure 2: Methodological Framework

 

Source: Own making (2014) 
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3.1 Research Strategy 

An important issue when undertaking a research project is to choose the optimal 

method for discovering, describing and explaining the area of investigation. In this 

occasion the research strategy becomes essential as a trail to reach understanding 

and results (Maxwell 2005).  

 

Deductive versus Inductive  
Two analytical procedures were mainly used, namely inductive- and deductive 

reasoning. Saunders, Lewis and Thornhill (2009) explain inductive reasoning as a 

qualitative research. Conclusions are drawn based on facts, forming an idea or 

theory with the use of observation. The inductive reasoning moves from observation 

towards theory or generalizations. In contrast, the deductive approach means that 

the researcher has a clear position based on for example theory, a general statement 

or a hypothesis, before collecting the data. The data forms the evidence, which 

makes it possible for the researchers to later draw a conclusion. Conclusions are 

reached based on logic, where an identified theory or idea will be tested: going from 

theory to evidence. The logic within both approaches is illustrated in Table 2.  

 

No matter the strategy, it can be used for descriptive, explanatory and exploratory 

research. However, some belong more to the inductive approach, and others more 

to the deductive approach, like for example the inductive approach being more 

exploratory than the deductive. In this research, descriptive studies were done in 

order to portray the actual situation at date, and creating an image of the 

phenomena that we were to collect data (Saunders, Lewis & Thornhill 2009). 

Chapter 1 was based on descriptive studies, and became the forerunner and the 

foundation for the further explorative research. The essential purpose was to clarify 

our understanding of the research problem: to investigate what actually contributes 

to value in business companies, explaining which elements of TM firms should be 

aware of in order to generate value and protect value created. We used two 

methods for conduction the explorative research, these being a comprehensive 

search for literature, in addition to discussing the field with experts. We later in the 

thesis tell about a time in our research, where we realized that we needed to change 
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direction to some extent as a result of the discussion with the three experts. This is 

typical when doing explorative studies, where a great benefit is that it is adaptable 

for change letting flexibility to be possible (Saunders, Lewis & Thornhill 2009).   

 

By reviewing the literature, we aim to detect trends, patterns and frequencies. We 

found the deductive approach to be appropriate for this project, introducing with 

the main points of issue in literature, facts and statements, founding the formulating 

of the RQ (Ch. 1). This provided the background knowledge, where we based on all 

the issues (see status quo), narrowed it all down to a hypothesis (or theory) that the 

literature contains several gaps and inconsistency in terms of mainly implicit claims 

and agreement among authors. The aim was to test this theory seeking an 

confirmation, and to finally provide a conclusion and answer to the RQ. However, in 

some instances, the inductive approach was applied as well, because we needed to 

look at specific observations and then move further on to discover patterns to 

broader theories and generalizations, and finalizing our findings with developing 

some general theories, recommendations and conclusions. There is clearly a 

distinction between the two, and the following Table 2 demonstrates some of the 

differences (Saunders, Lewis & Thornhill 2009).  

 
Table 2: The differences between Deduction and Induction  

 
Source: Own making (2014) inspired by Saunders, Lewis and Thornhill 2009, 127.  

 

 

Deductive Reasoning

  
• Testing Theory  Data follows 

theory  

• Collection of quantitative data 

• Explanatory research 

• Conclusions are reached through 

logic 

Inductive Reasoning 

• Creating Theory  Theory 

follows data 

• Collection of qualitative data 

• Exploratory research 

• Conclusions are reached from 

facts  
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The goal was to make use of integrated theoretical concepts in the literature, namely 

talent, TM and value, in order to find new perspectives and insights, and to define 

undetected relationships. Hence, add new knowledge to the field that would later 

provide a discussion for theoretical- and practical implications and to answer the 

question of research. 

 

3.2 Sources of Data  

Later in this chapter we present secondary data as the main source of knowledge in 

this project. However, due to our hypothesis that there is a lack of consistent 

literature concerning the topic, meaning limited appropriate secondary data for the 

exact issue, we found it valuable to add a slight amount of primary data to the 

research, linking this to the secondary data. Primary data is simply data generated by 

us as researchers (Blaikie 2010), for this exact purpose (Saunders, Lewis & Thornhill 

2009). We found this essential in order to enhance the content and conclusion of the 

thesis. Still, what we refer to in this project as primary data was conducted through a 

discussion with relevant individuals in regards to the topic. Normally, primary data is 

collected in forms such as interviews, observation and/or questionnaires (Saunders, 

Lewis & Thornhill 2009). These conversations contributed to broadening our 

understanding of the research topic and widened our perspectives, and can to some 

degree be seen as similar to a semi-structured interview. A semi-structured 

interview provides information from the interviewee’s own subjective perceptions 

(Kvale 2009), where this provided us with more reliable and valid data relevant for 

the RQ and purpose, hence strengthen the outcome and conclusion (Saunders, Lewis 

& Thornhill 2009).  

 

We started with a broad search for literature concerning talent, TM and value in the 

contexts of general management theory. This contributed to extensive knowledge 

within the field of study, and made us recognize that even though TM is a common 

priority in business organizations, there still lacks consistent literature or research 

documenting the actual value of the it. This inspired us to formulate the initial RQ 

and purpose of the thesis, and made us capable of narrowing our focus towards 
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existing literature concerning key concepts within among others, the management 

literature. In the analysis we widened the search again to make sure that all existing, 

relevant literature is considered, exploring the literature in a new way that could 

contribute to answering the RQ. At this point we did also conduct the primary data.  

 

All research includes the decision about what kind of data is needed and how to 

select data that is required to answer the RQ (Blaikie 2010). The data selection and 

the further analysis become depended on this decision (Ghauri & Grønhaug 2005). 

The following paragraphs presents the choices made for this thesis and what the 

choices has been depended on. 

 

3.2.1 The use of Secondary Data 

 “Research is about exploration in the pursuit of knowledge” (Rugg & Petre 2007, 33). 

This statement puts the meaning of this study in a simple, but still a well describing 

way. We were in the search of increased knowledge and understanding, and to 

manage this, data material was required. In the previous section we briefly 

mentioned two types of data, namely secondary- and primary data. Typically when 

doing social research is according to Blaikie (2010) three forms of data: secondary, 

primary and tertiary. Secondary data are information generated by others, perhaps 

having a diverse purpose (Blaikie 2010), and was the basis for our thesis. Secondary 

data include both qualitative- and quantitative data, usually used when the research 

is exploratory or descriptive (Saunders, Lewis & Thornhill 2009). Secondary data is 

valuable when the objective is to explain or to understand a research problem. 

According to Stewart and Kamins (1993), using secondary sources contains a clear 

advantage because it provides you the opportunity to evaluate the data before using 

it, hence making it simple to deselect unusable data. Tertiary sources can be a sum 

up of secondary and primary sources; often the Internet is used for tertiary 

literature, were you can find abstracts and indexes of websites such as Wikipedia. 

But when writing a thesis, this must be an academic piece of work (Saunders, Lewis 

& Thornhill 2009), and therefore is this paper is solitary based on academic sources.  
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Figure 3: Types of Data  

 
 

 

Source: Own making (2014), inspired by Blaikie 2010.  

 

The research process contained getting access to the field of interest, collecting and 

analyzing the data, and documenting the findings. In the area of TM we were able to 

locate an extensive amount of literature, but had difficulties in locating secondary 

data specifically directed towards our RQ (the value of TM). This made the research 

specifically interesting and relevant.   

 

The use of secondary data provided us with the opportunity to undertake a 

longitudinal study, by collecting and reviewing the literature published within a time 

sphere of 2001 to 2014. A longitudinal research provides the benefit of having the 

capacity to study change and advancement within a longer time horizon (Saunders, 

Lewis & Thornhill 2009). Furthermore, the theoretical approach allowed us to study 

and compare perspectives within the literature regarding talent and TM, and 

material concerning value creation from a numerous of authors from diverse 

countries and institutions. Finally, this enabled us to detect and propose new 

correlations within the theory, hence adding new perspectives. By using a vast 

amount of secondary sources within several areas related to the topic (Appendix E) 

this ensured a diverse scope of literature that considered a great area within the 

field, which in return enhanced the validity of the entire research project (Saunders, 

Lewis & Thornhill 2009). 

Secondary 
Data 

• Generated by 
another 

researcher 

Primary 
Data 

• Generated by 
the 

researcher  

Tertiary 
Data 

• Analyzed by 
another 

researcher 
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Important considerations when using secondary data 

There are some important drawbacks that need to be considered wisely when using 

secondary data. In the following figure we present these potential shortcomings, in 

addition to advantages with solely using secondary data. A researcher needs to be 

familiar with these limitations in order to prevent biases and incorrectness to occur. 

In the case of our research, we strived to limit these drawbacks by following the 

advice of professor Alison Wolf (at King´s College in London) in her article “The Times 

Higher Education Supplement” (2007), issuing some warnings to students like 

ourselves. In this way we critically questioned the located literature, to avoid the 

simple assumption that our findings were a perfect source (Saunders, Lewis & 

Thornhill 2009). The suitability of literature was evaluated in relation to the ambition 

for the thesis and the criteria mentioned in section 3.2.2 (“Choice of Journals”).    

 

Figure 4: Advantages and Limitations with using secondary data 

 

 

Source: Own making (2014), inspired by Denscombe (2003) and Saunders, Lewis & 

Thornhill (2009).  
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Cost-effective  
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Evaluating the Secondary Data Sources 

In order for the data to be acceptable, there is one key criterion that requires to be 

met: there must be a certainty that the sources can contribute to answering the RQ. 

In this regard, there are two particular emphases on research design that reduces 

the possibility of reaching an answer to the RQ that is completely wrong: validity and 

reliability. Authors propose a range of criteria’s for reliability and validity in order to 

more effectively evaluate the data source (Saunders, Lewis & Thornhill 2009). In the 

subsequent paragraph we explain how validity and reliability was taken into account 

in here. 

 

Validity and Reliability 

The suitability of the data intended to be included when undertaking a research is 

clearly important, and in this sense two aspects of credibility are crucial, namely 

validity and reliability (Saunders, Lewis & Thornhill 2009). This thesis was, as 

mentioned formerly, mainly based on secondary data collected qualitatively, and to 

get the most accurate point of view; merely data from peer-review journals have 

been taken into deliberation. Most of the data originates from acknowledged 

academic journals with a reputation of high scientific standards and results. 

Regarding to Schmidt and Hollensen (2006), validity refers to the trustworthiness 

and the precision of a study. It is used to identify to which degree a conclusion, 

measurement or concept is well established, and corresponds precisely to the real 

world. Simply put, validity is the “…extent to which research findings are really about 

what they profess to be about.” (Saunders, Lewis & Thornhill 2009, 603). Reliability 

on the other hand is “the extent to which data collection technique or techniques will 

yield consistent findings, similar observations would be made or conclusions reached 

by other researchers or there is transparency in how sense was made from the raw 

data” (Saunders, Lewis & Thornhill 2009, 602). Both terms are discussed throughout 

the paper.   

 

A pitfall when using secondary research is the reliability and scope of the 

information. It is imperative to carefully evaluate the available material: the time 

frame must be acceptable (i.e. in relation to the research purpose), and the sources 
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must be checked in terms of legitimacy. When using secondary data, it becomes the 

authors’ responsibility to present reliable information (Ghauri & Grønhaug 2005). It 

becomes important to keep in mind that even though the reliability of a test is high, 

this provides no guarantee for the test to be measuring what is intended to be 

measured - thus the validity. If these two requirements are not met to a responsible 

degree, the study will end up meaningless. Another concern worth mentioning is the 

generalizability, sometimes called external validity. There is a need for evaluating the 

applicability of our findings to other research settings (Saunders, Lewis & Thornhill 

2009).  

 

With an overview of the source of the data, it is possible to make a brief judgment of 

how the data were to be collected. For example, the data from the survey by 

McKinsey & Co. (1997) was likely to be trustworthy, hence reliable, because it was 

conducted by a large, legitimate and well-known organization. But even if 

organizations argue that their records are reliable, it is still crucial to check for 

inconsistencies and inaccuracies. Since this is the case, it is important to analyze the 

method of how the data were collected and to find out the accuracy that is expected 

and needed from the original user (Saunders, Lewis & Thornhill 2009). To check the 

validity and reliability of our sources, we decided in advance on some requirements 

that needed to be fulfilled. This is elaborated on within the coming paragraphs, 

where we present our choice of academic journals.  

 

3.2.2 Choice of Journals  
Secondary data can be divided into different main groups; survey-based data, 

documentary data and data collected from multiple sources. Our thesis is based on 

documentary secondary data, primarily articles published within academic journals 

by experts in the field (e.g. the Journal of World Business). By utilizing this type of 

data we could with high certainty judge the reliability of the source, and the validity, 

as the academic articles in general contains detailed and verified information 

(Saunders, Lewis and Thornhill 2009). A good checkpoint regularly used in this thesis 

(Recommended by Denscombe 2003), were to check if the article was referred to by 
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other experts within the area, where this could be considered as a sign of quality 

(Denscombe 2003). Scopus was an excellent tool for this. However, additionally, we 

developed a list of criteria to judge the caliber in order for the outcome to be as 

reliable as feasible. This list appears in section 3.2.3 and in Table 4. The journals were 

selected partly by directions and guidance from our supervisor, and on the basis of 

our increasing familiarity with experts and researchers, their work and their further 

references. The use of secondary sources was beneficial due to its quality and 

sophistication, but also its possibilities for unexpected new discoveries, something 

we initially were aiming for in this project. The data material (i.e. the 56 articles – 

Appendix E) were carefully selected, and the following table provides a list of the 

academic journals found to be relevant for discovering valuable information for this 

thesis, used for the analysis (Ch. 4-5).  

 

Table 3:  Academic Journals  

Academy of Management Executive  Industrial and Commercial Training 

Academy of Management Journal International Journal of Human 
Resource Management 

Academy of Management Review Journal of Business and Psychology 

British Journal of Management Journal of Business Strategy 

Critical perspectives on Accounting Journal of International 
Management 

Center for Effective Organizations Journal of Interactive Marketing 

European Business Review Journal of Management Studies 

European Journal of Training and Development Journal of World Business 

European Journal of International Management Management Decision 

European Management Journal Management Science 

Harvard Business Review McKinsey Quarterly 

Human Resource Management International 
Digest 

Organization Studies 

Human Resource Management Review Strategic Management Journal 

Source: Own making (2014) 
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Due to the academic journals being our primary source for the analysis, we chose to 

present an overview of these exclusively. However, a few pertinent books were used 

for gaining basic knowledge on the subjects, in addition to background- and 

introduction material in chapter 1 and 2. To find all the relevant material, we used 

different strategies. In the search for books that would allow us to identify key 

readings in the field, we used the databases Sage Knowledge and Sage Navigator. 

But when exploring and gaining an overview of general literature available, we used 

Libsearch. The aim was to present a comprehensive illustration of existing literature 

on the three main concepts of the research, and how they could be linked together. 

In order to do this within the specified timeframe, we identified those academic 

articles that we considered most appropriate for our study, and which would 

function as a scope for our search and data collection. As already mentioned, we 

respect the importance of valid and reliable data, and in order to avoid the quality 

trap and to obtain material relevant for our purpose; we searched for journals that 

complied with certain requirements. This list is presented under the paragraph 

Evaluation the Material later in this chapter.  

 

New insights 

Structuring the research mainly on secondary data makes the thesis highly 

theoretical where our aim was look for new insights in the existing literature and 

contribute to supplement the theory. A desired goal was to contribute with 

increased knowledge to the field by analyzing the data, identify potential gaps and 

deficiencies, patterns, frequency, implications and potential needs for further 

research. By studying the current literature, we have a different perspective that 

could lead us to discover new interpretations and unforeseen relationships 

(Saunders, Lewis & Thornhill 2009), or be able to explain certain circumstances. 

 

Despite the existing mass of available material, the theoretical field of TM lacks 

clarity on how and which activities that actually generates value, or specifying the 

fact. We assumed that this prevented the architecture from being successfully 

applied in practice, or even being adopted by some companies. Our understanding 

was that the approach was frequently integrated and elaborated on, but that there 
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was despite this, little knowledge about the actual value it generated for 

corporations. In this regard we believed that there was a need for clarity and a 

practical structure providing the TM literature. A vital purpose was to gain a deeper 

understanding of the theoretical concepts: talent, TM and in a relation to value as 

they exist. And further evaluate the outcome of the research within a specific time 

frame (year 2001- 2014), and propose a practical model and additional framework 

for TM, illustrating the value generating process in practice. We were convinced that 

for this specific purpose, carefully reviewing and analyzing existing literature was 

sufficient for gaining new insight. Secondary data allows us to identify important, 

unforeseen aspects and relations that can be essential for increased understanding, 

and for further exploration (Saunders, Lewis & Thornhill 2009). However, in order to 

spice up the process and outcome, we added a small portion of primary data in form 

of conversations with two academics and one practitioner within the field, 

introduced in chapter 5.   

 

Earlier in the chapter we emphasized the importance of considering the advantages 

and potential pitfalls no matter the data used, and evaluating the reliability, validity 

and appropriateness. The next important step is documenting how we located our 

data, presented in detail in the next sections.  

  

         

3.2.3 Choice of Dataset 

The literature review involved a great collection of descriptive data. The gathering of 

data was carried out in a structured and systematic manner. Articles were collected 

from accepted journals using electronic resources, which we gained admission to via 

Copenhagen Business School. These were computerized full text business databases, 

namely Business Source Complete/EBSCOhost, Scopus, ScienceDirect and Emerald 

Insight. In addition, we also gathered some data from Google Scholar, a 

sophisticated search engine with access to a large number of academic journals, 

books and more. 
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The reason why we used the mentioned databases was because they contained 

comprehensive data from recognized international- and national journals that 

specialize in areas such as HRM, general management, organization science, 

international business and international management. Searches were done manually 

within the databases using relevant keywords (Appendix A). Nevertheless, in a few 

instances, we used tertiary literature sources such as Internet search engines like 

Google to gain access to academic literature that was difficult to locate elsewhere, 

but due to our research being purely academic, these sources were solely used for 

locating academic articles, secondary references and other publications of the 

researchers the writers acknowledge in their original searches. 

When first starting to collect data we searched for the most significant journals 

within the field of general management and international management, founded on 

our recommendations and familiarities with the authors. The online ranking site, 

SCImago Journal & Country Rank (SJR) was used to provide an overview for this 

purpose; to get a confirmation of which journals had the greatest ranking, and to 

check if the articles collected were from highly ranked journals. To locate the 

premier ranked journals, we limited the search to area: “Business, Management and 

Accounting”, subject area: “Business and International Management”, “All countries” 

and year 2014, to get the most updated ranking. This search gave us a number of 

325 journals (May 2014). 

In relation to our RQ, the following five journals featured the best and highest rank: 

Academy of Management Journals (2), Strategic Management Journal (3), Journal of 

Business and Psychology (20), Journal of World Business (21) and Journal of 

International Management (36). Besides solely relying on the databases, we 

additionally read through the references in material already located. To control the 

author’s authority, we used Scopus as a tool to check the quantity of articles 

published by this author, and the amount of times the material had been cited. The 

number of citations was not a main criterion due to our great use of recent 

published articles (i.e. haven’t existed long enough to reach numerous citations), but 

it was a useful mean to judge the quality (reliability and validity) of the research 

paper.   



 
 

33 

 

3.2.3 Search Strategy and Delimiting the Field   

As repeated several times, our research is dependent on journal articles only, from 

2001 until today. The library databases were used, in addition to Google Scholar, 

where a keyword search, using essential keywords was conducted (Appendix A). The 

keywords contributed to delimit the number of publications appearing, leading the 

search specifically in the direction of our purpose (Saunders, Lewis & Thornhill 2009). 

This will be elaborated further in the following paragraph.   

 

Keywords                                                                                                                                      

In order to make the location of data effective, a list of relevant keywords were 

generated. This is a crucial part when doing a literature search (Bell 2005), and we 

did it in accordance with the RQ and the overall field of study. No matter the 

database, a keyword search using keywords such as “talent management”, “talent”, 

“value generation”, “value added”,  “value creation”, “value of talent”, 

“performance” were conducted (see full list of keywords in Appendix A). Since the 

topic contained two important aspects, “talent management” and “value”, the 

majority of the searches were done by combining keywords (All combinations in 

Appendix F). Our initial search started by using these two concepts together in order 

to check the status on the topic. As expected, there appeared little material 

combining these exact terms, something that resulted in an expanded search with 

natural extensions and combinations of terms found to have similar meaning and 

with relevance for the outcome, for example occasionally using the term 

performance instead of value.  

 

Limitations in search 

To illustrate how we used the keywords and searching criteria, we present the 

following example. A search for talent management within the time period 2001 – 
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2014, only within academic articles, resulted in 572 articles (April 3, 2014). It was 

clearly not adequate to search with one keyword exclusively, so we added supplied 

keywords for the results to become more specific and constrained (Appendix F).  

 

The time limitation was decided based on the publication of the book “The War for 

talent” published in 2001, where the focus on talents and TM became imperative 

concepts within organizations. We opted to not limit our search geographically as we 

assumed that this would leave out important, relevant and recent material, in 

addition to not being directly relevant for the RQ. The business environment is 

leaning more and more in this direction, and within the last decade, scholars have 

expanded their views, where a great deal of the recent publications contains a global 

perspective (e.g. Schuler, Jackson & Tarique 2011; McDonnell, Hickey & Gunnigle 

2011).  

 

An advanced search in the same database, EBSCOhost, using the keywords value + 

talent management gave a total result of 475 articles (all results) (April 8, 2014). 

Academic journals resulted in 205 articles. This clearly supports the need for 

delimiting the searching process.  

 

 

Evaluating the Material 

Due to the vast amount of material and the need for validity and reliability, we here 

present the parameters for the search and selection criteria used when locating an 

academic article. 
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Table 4: Parameters for search 

PARAMETER CRITERIA  

Language of publication English/American 

Publication Period 2001 - 2014 

Main* Search Terms (Keywords) Talent, talent management, value 

(added, creation, generation, 

performance), value of talent 

Subject Area International Management, HRM, 

Business Review and more 

Literature Type Referred journals 

Source: Own making (2014), inspired by Saunders, Lewis & Thornhill 2009, 75. 

*A full list of the search terms  (keywords) is found in the Appendix A. 

 

Earlier in this chapter we mentioned a list of considerations used for evaluating the 

quality and certainty of the data. By following this list we secured both reliability and 

validity of the material. Every search for academic articles was evaluated in 

compliance with the following requirements, inspired by Denscombe (2003) and 

Saunders, Lewis and Thornhill (2009): 

 Leading academic journals 

 Authors with high academic standing within the field 

 Published on behalf on a professional association, such as universities 

 Authority of the author (citations, number of articles published)   

 Within the time restrictions (year 2001-2014) 

 



 
 

36 

3.3 Data Collection 
This section presents a description of how the data was gathered, being a detailed 

presentation of each step taken in this process. By documenting the data collection 

procedure, this could allow for later repeatability of the study. 

 

The research focused on the main concepts talent, TM and value. The first two are 

integrated aspects of HRM theory. However, in relation to the RQ, HRM has not 

been studied, but rather the concepts in general, and how this could be linked to 

theory regarding value (i.e. use value, exchange value, value generation). We tried to 

include as much literature in the field as possible to emphasize the theory that there 

is inconsistency and ambiguities, and to find unforeseen relations and opportunities 

for finding the value of TM within business organizations. In order to identify the 

articles of relevance for this task, a search within the list of presented academic 

journals was carried out. 

 

A technique used for quickly judging the relevancy of an article was simply to check 

our parameters and criteria, in addition to consider title, purpose and abstract. By 

determining the most relevant journals in advance, this increased the efficiency of 

the searching process and increased the chances for relevant and representative hits 

to appear. A problem we discovered when reviewing title and abstract of an article 

was that authors within the field sometimes use dissimilar terms and explanations 

when describing the same phenomena. Due to this, we realized that for the search 

to be as thoroughly as possible, we needed to look more carefully at the material 

that did not contain our specified search terms in the title or abstract. This clearly 

reduced the simplicity of the searching process, and increased the time 

consumption, however, we made corrections, and in return this increased the level 

quality of the research (Saunders, Lewis & Thornhill 2009). The data collection 

resulted in 56 articles published between 2001 and 2014, all meeting the selecting 

criteria (Table 4 and Appendix F).   
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Part Summary 

Our search strategy included: a specification of what kind of data sources to be used, 

databases, and then a table presenting parameters for the search, keywords and 

search terms for locating the relevant material and selecting criteria (Saunders, 

Lewis & Thornhill 2009). 

 

3.4 Data Analysis  
At this step it was time to give a meaning to the content of the data collected in 

order to be able to judge its relevancy in relation to the RQ. When we refer to data 

in this project, this essentially means the academic articles collected. In strive to 

reach an answer to the RQ, this process required precise and thorough 

consideration, categorization and coordination of the data, looking for relationships 

and developing categories (Yin 2009). For this we utilized a content analysis, 

described below.  

 

3.4.1 Content Analysis  
Content analysis is a useful method to simply analyze the content of documents, and 

can in general be used for all kinds of “texts” (i.e. writing, recordings and images) 

(Denscombe 2003). It is used for classifying written material, which is often 

unnoticeable and not ready to analyze, with breaking it down to more relevant and 

manageable clusters (bits) of data and in this way make them more systematically 

comparable. The aim of the method is to gain valid conclusions from text (Weber 

1990). Stemler (2001, 1) define content analysis as “…a replicable technique for 

compressing many words of text into fewer content categories based on explicit rules 

of coding.” 

 

The majority of authors characterize the content analysis to be suitable when 

undertaking sizeable amounts of unstructured literature, and being efficient for 

comparing and summarizing the written material. This process is standardized, and 

makes analyzing simpler (Denscombe 2003).  
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Our main intention when choosing to use the content analysis method was to 

classify the many words within a text into significantly less content categories. 

Words, phrases or other parts of the text with similar meaning were then classified 

within the same category. This made it more convenient to focus on the parts of the 

literature that was relevant for the RQ (Weber 1990). We chose to utilize this 

method due to its potential for revealing aspects of text that was not obviously 

communicated, disclosing the “hidden messages”. Additionally, we desired for our 

research to be duplicable in the future for other researchers. Denscombe (2003, 222) 

emphasize the main advantage being “...a means for quantifying the contents of a 

text, … by using a method that is clear, and in principle, repeatable by other 

researchers.”  However, academic writing is not always obvious and easy to 

understand, and it is therefore important to be aware of the methods tendency to 

not always detect the implied meaning of texts. This is probably why Denscombe 

(2003) emphasize the greatness of the method when dealing with text that is 

straightforward and simple. However, being aware of this limitation, we read the 

articles carefully, after checking and ascertaining that they matched our criteria.  

 

In order for the outcome of the process to be reliable, we planned and decided on 

the procedure together to secure consistency since we were two researchers to 

undertake this procedure. Weber (1990, 12) emphasize that “… Different people 

should code the same text in the same way”. Yet, due to the large amount of articles 

to be coded, we decided to divide articles. And to be in line with Webers (1990) 

statement, we made sure we understood what we were looking for, and what were 

to be included in the initial Excel document. If there appeared uncertainty, we noted 

this, and discussed it together to make sure we agreed on the meaning and 

relevancy. In the following section we explain the process of the content analysis in 

more detail.  
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The process behind the Content Analysis 

To study what generates value from TM in firms, within the time period from 2001 

to 2014, 60 articles were firstly collected, and 56 were analyzed (Appendix E). Our 

starting point for the research was approximately 40 articles, which we considered 

sufficient to give us depth and necessary information. However, during the searching 

process, a tremendous amount of relevant material appeared, leading the research 

to end on a number of 60 articles. We experienced that even though some of the 

chosen articles fitted our criteria and keywords (Appendix A), they did in fact not 

contain the intent of information we were looking for. The outcome of this skimming 

resulted in 56 relevant articles to be content analyzed. This made the content 

analysis time consuming, but highly necessary in order to filter the material.  

 

We mentioned that the research at some times follows the inductive approach, 

which according to Saunders, Lewis and Thornhill (2009, 482) is a qualitative 

research, and is characterized as a “…collection of results in non-standardised data 

requiring classification into categories”. This is in accordance with Yin (2009), 

emphasizing the need for categorization and coordination of the data. Our complete 

content analysis process will be described here. 

 

Steps of the Process  

In order to answer the RQ, we needed the search to have a specific direction; we had 

to search for aspects of the data material that could be crucial for understanding the 

phenomenon (Denscombe 2003).  We coded and grouped the data in order to gain 

overview. By this we mean that we marked and assigned parts of the material into 

specific category to which they belonged. All 56 articles were content coded and 

analyzed, where those bits of the text that suggested relevance for our RQ, were 

marked.  

 

 



 
 

40 

Reading and Coding 

Coding is used to limit a large amount of text into shorter and manageable bits of 

data that are able to shortly describe the content or meaning. This can also be 

referred to as units. Units can be words, sentences, paragraphs or whole articles 

(Denscombe 2003). As the units are defined, the researcher will know what to look 

for, and can focus on the aspects that are of particular relevance for answering the 

specific RQ. On this basis, we prior to the reading developed three questions (units) 

in which we wanted to search for material. These were Q1 “How is talent defined?” 

Q2 “How is TM defined?” and Q3 “How is value defined?” As answers or potential 

answers appeared in the text it was marked. By developing the questions prior to the 

reading made the process more efficient and the outcome of information highly 

more relevant. We were interested in finding words, sentences, and paragraphs 

providing answers to, or descriptions that could contribute to the research.  

 

Categorizing  

At this stage of the procedure we read through the articles again, and all the marked 

areas were typed into an Excel document, grouped within the category it belonged.  

This made the analyzing process neat and transparent, as we later were able to 

compare and look for differences within the categories. The categories were formed 

based on the findings by looking at the questions used during the coding. We did this 

in order to completely cover the research problem, in addition to reducing the large 

amount of data with less relevance, making it easier to interpret. Sometimes whole 

sentences or paragraphs were included, other times, only a few words. In regard to 

describing and defining the term talent within the category “talent defined”, mostly 

single words were used, varying a lot from one author to the other, and often 

consisting of vague explanations such as “…delivering excellent performance” (Nijs et 

al. 2014, 184) or ”difficult to replace” (e.g. Lewis & Heckman 2006; Hartmann, Feisel 

& Schober 2010). TM was mainly described in longer sentences, and paragraphs, 

often consisting of characteristics such as “developing”; “retaining”, “attracting”, 

“selecting” and “identifying”. These findings are defined as clusters of TM (later also 

referred to as dimensions of TM). In terms of value, the coding and categorization 
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process became more complicated as the terms were expressed in different ways 

and forms, making the implicit meaning to easily disappear. Value can mean a lot of 

things, but since TM is a familiar HRM concept, terms such as performance were 

typically used. These articles needed highly careful analysis. In the process of 

analyzing we had an idea (based on RQ, questions and keywords) of what we were 

interested in finding, however in the majority of articles the information was not 

always explicitly expressed, which required us to make own interpretations within 

some of the categories.  

 

Additionally, we created one concluding category, termed “Value Generation”. This 

column we used to comment on the findings of the three other categories, or from 

other aspects of the article indicating anything connected to value generation – we 

simply concluded that if our findings could indicate value generation or not based on 

our understanding of the content. To get a better understanding of our process 

working with the categories, an abstract of our Excel sheet is presented below. A full 

list of our search in Scopus is to be found in appendix E.  

 

Table 5: Excel sheet for Content Analysis  

Article 1 
 

Q1 Q2 Q3 
Value 

Generation 

Title A multidisciplinary review into the definition,      

  operationalization, and measurement of talent         

Authors Nijs, S., Gallardo-Gallardo, E., Dries,N. and Sels, L.     

Year 2014     

Keywords 
Keywords: "Talent definition", Title-abs-key: 
"performance"     

Hits for 
keyword(s) Scopus:  26 hits (12.05.2014)     

Journal Journal of World Business 49 (2014) 180–191     

Source: Own making (2014) 

 

By doing this comprehensive- and thoroughly work with constructing the Excel 

sheet, we gain the benefit of going simply through the text multiple times to check 
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the data. This was highly effective as it made us able to look at the material again to 

re-check its relevance, in addition to make the outcome of the analyzing process 

become more valid as we were able to interpret the text over and over again.  

 

Limitation  

A constraint we realized early in the process when placing the text into different 

columns with the 3 questions, was the risk of losing the overall meaning of the text 

or article. However, we were able to limit this possibility by constantly writing the 

full information concerning the article in addition to page number, making us able to 

locate the text again and control when this uncertainty appeared. Denscombe (2003) 

mentioned the potential drawback of missing implied meanings of text when the 

material is complex, which academic articles normally are. By following this 

procedure thoroughly and using the Excel scheme, we limited this limitation.     

After the process of placing the relevant information within the categories, we 

developed three new Excel documents, one for each of the category, solely 

containing the findings relevant for further interpretation.   

 

Re-analyzing and Counting Frequency  

In chapter 1 we introduced the main issues of today, all indicating that there lacks 

consistent definitions for all three themes, talent, TM and value. In order to get rid 

of the overload of information from the first Excel document and to reach a greater 

understanding of all the three concepts, we did the following for each category:  

 

Category 1: “Talent defined”: based on the overall, initial Excel document, we were 

able to re-analyze all articles within each theme again in order to locate the most 

relevant definitions and explanations, in addition to the main characteristics used to 

describe the phenomena. Additionally, we included a column where we interpreted 

the type of organizational effect could contain. Based on this narrow information, we 
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were able to count frequency of terms used, and further construct a frequency 

graph, which we used as a mean for understanding how to define the term talent.  

 

Category 2: “TM defined”: we did the same procedure for category 2, listing all 

useful definitions, characteristics, and potential organizational outcome. Again, we 

could count the frequency of concepts used to define TM, and construct an 

illustrating graph, later useful for understanding the overall meaning of TM. 

Furthermore, the procedure enabled us to create a correlation graph, in which we 

could check the correlations (Appendix D) within the articles and definitions in terms 

of which practices were mostly used in combination with each other when defining 

the concept. This functioned as a valid means for developing the TM model, and the 

overall framework.  

 

Category 3: “Value defined”: The same procedure was repeated, but with this 

category we did also include use value and exchange value, presented in chapter 2, 

as we found these two terms essential when defining value. We decided to do the 

analyzing process in terms of interpreting the value definitions in direction of the 

two concepts where each definition was marked as in direction of being UV or EV or 

a mix of both. By categorizing all definitions as UV, EV or being a mix made the 

understanding of value simpler. The categorization of definitions resulted in a 

straightforward diagram, illustrating the frequency of definitions indicating EV or UV.  

 

The frequency graphs were subsequently suggesting what aspects that contained 

high emphasis in the literature (Denscombe 2003). The results of the frequency 

counting will be presented in form of tables and charts in the subsequent chapter, 

and constitutes the basis for a later discussion and analysis.  
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Figure 5: Our procedure of Content Analysis  

                           

 

 

 

3.5 Part Summary 

The methodological framework has provided an overview of the applied methods, 

their relevant alternatives and our strategies for data collection and analysis. The 

methods described constituted the framework for the researching process, and the 

basis for the following analysis.  

  

Collect articles 

Read and Code 
text 

Re-read and 
type into Excel - 

group within 
category 

Divide themes in 
new excel 

document - 
count frequency 

Reporting the  
Results  

(chapter 4) 
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4.0 Reporting the Results  

In the current chapter the purpose was to present the main findings and the results 

from the content analysis. What is presented in the following section will be the 

basis for further discussion, leading to a proposed model, framework and practical 

implications, and finally the conclusion. Tables and figures are used to clearly 

illustrate the findings from each research category (C 1, 2, 3) used in the content 

analysis. Each table or figure is briefly commented based outcome and expectations.  

The three research categories were used to distinguish the results into sub sections, 

presented in the following sequence:   

 

C1: Talent defined 

C2: Talent Management Defined   

C3: Value defined   

 

The objective is to present the key findings within the above-mentioned categories. 

Due to the stated theory concerning inconsistency in literature (Ch. 1), and in 

accordance with the RQ, we found it helpful to study the literature in separate 

categories in order to get an overview of them separately, and to further interpret 

them to discover connections, similarities and dissimilarities within the literature. 

Only the results that are deemed relevant for providing answers to our RQ are 

illustrated. 

 

4.1 Talent defined (C1)  

We begin by presenting how talent is defined (directly and occasionally indirectly) 

within our dataset. Table 6 lists all included definitions appearing from the articles, 

where some selection criteria were used for definitions in regards to evaluated 

appropriateness for the study (e.g. did not include talent definitions concerning 

athletes etc.). Table 6 was constructed by listing the definitions found in the 

literature concerning talent. Each characteristic or keyword appearing in the text 

was marked and typed into the right column. We did this to get an overview of all 

terms used by authors describing a talented individual. The frequency of the terms 
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was later counted, and is illustrated in a graph (Figure 7). The table was used as a 

tool to locate assumptions and other aspects for further discussion. 

  

4.1.1 Talent 

The following table presents the most relevant definitions from the data set. Based 

on the definitions, frequently appearing characteristics and keywords for talent were 

acknowledged, and further typed into a separate table, indicating the frequency of 

each characteristic. The frequency gave an indication of its decency for describing 

the term (Denscombe 2003). We need to emphasize that this table is only presenting 

the findings based on the definitions and not the overall article. Yet, we found these 

definitions to be sufficient for our purpose to illustrate the main characteristics 

associated with a talent. The final column (A) lists the article representing the 

finding, where the full list of articles is to be found in Appendix E.  

 

 
Table 6: Definitions and Characteristics of Talent  

Definition Characteristics Org. 
Impact 

Talent  
Synonyms*  

A 

“Talented individuals are those who 
can make the greatest difference to 
organizational performance, either 
through their immediate 
contribution or in the longer term by 
demonstrating the highest levels of 
potential ” (p. 270) 

High potential 

 

 

 

Impact on 
organizational 
performance  

 

A players  2 

‘‘Talents are those employees who 
are high performing and 
continuously improving within their 
current position... are mobile and 
have the potential and the 
willingness for further growth in 
other key positions’’ (p. 137). 

High performing, 
potential, mobile, 
growth potential 

Fulfill key 
positions 
Willingness for 
growth in key 
positions 

 

 

3  

“…capable of having a significant 
impact on the success of the 
company” (p. 127).  

Capable Impact on 
organizational 
success  

 5  

“The sum of a person´s abilities… his 
or her intrinsic gifts, skills, 
knowledge, experience, intelligence, 
judgment, attitude, character and 
drive. It also includes his or her 
ability to learn and grow” (p. art. 9: 

Abilities, intrinsic: gifts, 
skills, knowledge, 
experience, 
intelligence, judgment, 
attitude, character, 
drive, growth potential 

 Talent as 
resource (9)  
Human Capital 
(9)  
A players (12) 
Stars (12) 

9 
12 
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282 , p. art. 12: 274).  A level 
employees (12) 

“…high potentials will be key in filling 
the most valuable strategic positions 
in an organization” (p. 342).  

High potential  Key positions Human capital  
High potentials  

14  

“Talent can be considers as a 
complex amalgam of employees 
‘skills, knowledge, cognitive ability 
and potential” (p. 291). 
 
“…a person´s recurring patterns of 
thought, feeling, or behavior that 
can be productively applied” (p. 291).  
 
“…the total of all the experience, 
knowledge, skills, and behaviors that 
a person has and brings to work” (p. 
291).  
 
“A set of competencies that, being 
developed and applied, allow the 
person to perform a certain role in an 
excellent way” (p. 291).   
 
“….those worker who ensures the 
competitiveness and future of a 
company (as specialist or leader) 
through his organisational/job 
specific qualification and knowledge, 
his social and methodical 
competencies, and his characteristic 
attributes such as eager to learn or 
achievement oriented” (p. 291). 
 
 
”Exceptional abilities and attitudes 
demonstrated by an individual” (p. 
297).   

Skills, knowledge, 
cognitive ability, 
potential 
 
 
Thought, feeling & 
behavior 

 

 

 

Experience, knowledge, 
skills, behavior, 
excellent performer 

 

Competencies 
Unique qualifications 
and knowledge, 
competencies, 
willingness to 
learn/grow (motivation) 
 
 
Individual abilities & 
attitude 

 

 

Productive 
behavior  

 

 

 

 
Potential for 
training others 
(create & share 
knowledge) 
 
 
 
 
Excellent 
performance 
Enhance 
competitiveness 
 
Enhance future 
performance of 
company. 

 15 

“A natural ability to be good at 
something, especially without being 
taught” (p. 306).  

Innate abilities Less training 
needs  

Rare resources 16 

“A code for the most effective 
leaders and managers at all levels 
who can help a company fulfill its 
aspirations and drive its 
performance, managerial talent is 
some combination of a sharp 
strategic mind, leadership ability, 
emotional maturity, communications 
skills, the ability to attract and 
inspire other talented people, 
entrepreneurial instincts, functional 
skills, and the ability to deliver 
results. Michaels et al. (2001): xiii).” 
(p. art. 23: 180, p. art. 55: 7).  
 
“…those people who have the 
capability to make a significant 
difference to the current and future 
performance of the organization” (p. 
181).  

Effective 
leader/manager > 
potential, sharp, 
strategic mind, 
leadership abilities, 
emotional maturity, 
skills (communication, 
functional), attractive, 
inspirational, result 
oriented 

 

 

Capability, potential 
(current and future) 

Drive 
performance 
Fulfill firm 
aspirations 

 

 

 

 

 

Enhance 
performance 

 

 

 

 

 

 

 

 
A players (23) 

23
55 

 

 

 

 

 
 
 
 
 
23 
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Source: Own making (2014). (*In the articles) 

 

Comment on table 6:  

Out of 56 articles, only 14 of them explicitly defined talent. As the table above 

indicates, there appeared to be huge variations in formulating the definitions; there 

never appear to be one single consistent definition of the term, even though they 

implicitly contained the same meaning. Yet, this was expected due to our 

background information presented in chapter 1. Furthermore, founding on table 6, 

we developed a separate table presenting the organizational actions and outcomes 

(explicitly and implicitly stated in the literature) resulting from possessing a talented 

individual. 

 

In the second column to the right of Table 6, we clearly see that there exists a 

numerous amount of terms used for conceptualizing talent, yet another expected 

finding. 

 

 

 

 

 

 

“…talent is not only defined as the 
ability, motivation and added value 
of an employee, but also the 
difficulty involved in replacing him” 
(p. 126). 

Ability, motivation, 
value adding, difficult 
to replace 

Possessing a 
unique 
employee 

Valuable 
resources  

Scare resources 

 

25 

“…part of a privileged group of 
employees and are valued, they 
show a higher level of job 
satisfaction, performance motivation 
and commitment” (p. 535).  

Job satisfaction, 
motivated,  
committed 

Enhance 
performance 

Human capital  29 

“…individual attributes, such as 
abilities, knowledge, and 
competencies”  (p. 327).  
(the object approach).  
 
“…valuable, scarce, inimitable and 
difficult-to-replace individual 
employees” (p. 327).   
(The subject approach). 

Abilities, knowledge, 
competencies) 

 

Difficult to replace  

 

 

Unique 
employee 

 35 
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Table 7: Talent and Organization  

Source: Own making (2014) based on data set 

 

In an attempt to contribute to an improved understanding of the talent for our 

research, we propose the following graph to summarize the commonly used terms. 

Based on this graph we made the assumption that the words most frequently 

appearing were the most appropriate and describing terms towards more clarity.  

 

Based on Table 6, we constructed a frequency graph; Figure 6: “Talent: Terms and 

frequency in definitions”.  

 

 

 

 

 

 

 

 

 

Possessing Talent  Organization Actions & Outcomes 

Exploit talent potential, skills, and capabilities  Workforce segmentation & 
differentiation, talent reviews, place in 
talent pools, succession and career 
planning  

Learn & grow talent  
Develop & apply competencies   
Increase knowledge & qualifications  

Organizational learning, career & 
development strategies, knowledge 
creation & sharing, training, talent 
reviews. 

Talents with experiences   Knowledge sharing among organizational 
members. Workforce segmentation.  

Increased productivity and performance  Performance management (performance 
appraisals), career planning, motivation, 
recognition, engagement, rewarding 
(promotion, compensation, incentives), 
organizational culture, repositioning (job 
rotations/variance).  

Talents in key positions   Systematic identification of key positions 
and talents, employer branding, 
workforce planning, reputation 
management. 
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Figure 6: Talent: Frequency of terms in definitions  

Source: Own making (2014) 

Note for Figure 6:  The graph does only include the terms with a frequency of more 

than one. 

 

Comments on findings 

As initially expected (based on status quo of topic), the term talent appeared to be 

highly difficult to define (Nijs et al. 2014; Tansley 2011) and seems to potentially 

mean anything a business leader intends it to mean (Gallardo-Gallardo, Dries & 

Gonzalez-Cruz 2013). Still, the literature contains (noted in Table 6), several 

definitions, yet the term appears to differ depending on the context and industry in 

which the business is operating. The formulations within definitions are close to 

never consistent, however they indirectly propose the same meaning. The literature 

repetitively remarks the confusion regarding the meaning of the term, where it is 

argued that this has led to stagnation within the field, hence a lack of certainty 

within the talent- and TM literature (Gallardo-Gallardo, Dries & Gonzalez-Cruz 2013).  

 

A definition was never used more than twice across articles, and when the identical 

definition appeared within two or more articles, it was the definitions introduced by 

McKinsey and Co. (2001). Even though we were familiar with this possibility, we still 

found it interesting to get a confirmation of our theory, to see with own eyes that 

even with a large number of articles, authors use different definitions and 
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explanations. Yet, this underlines the problem consistency and common 

understanding of the concept. 

 

Figure 6 was created to present the frequency from high to low. Which was found to 

be absent within definitions where the specific abilities, skills and knowledge 

characterized a valuable. This finding we suggest to be a potential, yet partly 

explanation for the difficulty among authors to consistently define talent. Due to this 

difficulty, and to strengthen the outcome of the research, we later (Ch. 5 and 6) seek 

to limit this issue by recommending business companies to internally and firm 

specifically define which abilities, skills and knowledge to be essential for them in 

order to reach corporate objectives. 

 

4.2 Talent Management Defined (C2) 

Due to a similar issue of inconsistency in definitions of TM (as for talent), lacking a 

precise, joint definition of the concept (Lewis & Heckman 2006; Collings & Mellahi 

2009; Tarique & Shuler; Iles, Chuai & Preece 2010) and containing a need for more 

clearly conceptual boundaries (Collings & Mellahi 2009), we followed the same 

procedure as for Table 6 (talent). 

 

4.2.1 Talent Management 
The subsequent table lists the definitions and characteristics of TM from the data 

material (Appendix E). However, as for talent, not all 56 articles defined the concept, 

but the table still became extensive presenting 59 definitions and explanations. We 

followed a research limitation, only seeking to find explicit definitions of TM 

(excluding definitions such as for resource management). 
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Table 8: Definitions and Characteristics of TM  

Definition Characteristics Outcome  A 
“Talent management, referring to an organization’s 
efforts to attract, select, develop and retain talented key 
employees, has emerged as a high priority issue for 
corporations” (p.134). 

Attract, select, develop, 
retain 

Talented key 
employees  

3 

GTM: “Systematic use of specific HR policies and practices 
to manage the several global talent challenges. 
These include specific aspects of HR- policies and practices 
related to location and relocation management, planning 
and forecasting, staffing  (to incl.: attracting, selecting, 
retaining, reducing and removing), training and 
developing, and evaluating employees consistent with a 
firm´s strategic directions while taking into account the 
evolving concerns of the workforce and regulatory 
requirement” (p. 507). 

Planning, forecasting, 
staffing, training, 
developing 
 

Manage global 
talent 
challenges  
 
 

4 

Broadly defined:  
"Global talent management is about systematically 
utilizing IHRM activities (complementary HRM policies and 
policies) to attract, develop, and retain individuals with 
high levels of human capital (e.g., competency, 
personality, motivation) consistent with the strategic 
directions of the multinational enterprise in a dynamic, 
highly competitive, and global environment" (p.124). 

Attract, develop, retain 
 

High levels of 
human capital  
 
Follow the 
competitive and 
global 
environment  

5 

“Activities and processes that involve the systematic 
identification of key positions that differentially contribute 
to the organization’s sustainable competitive advantage, 
the development of a talent pool of high-potential and 
high- performing incumbents to fill these roles, and the 
development of a differentiated human resource 
architecture to facilitate filling these positions with 
competent incumbents, and to ensure their continued 
commitment to the organization" (art. 6, p. 174, art. 10, p 
304, art. 17, p. 274, art. 25, p. 171). 
 
GTM 
”Including organizational initiatives that contribute to 
attracting, selecting, developing, and keeping the best 
employees in the most important roles  
worldwide” (p. 926).  

Activities and 
processes, 
identification of key 
positions, development, 
retain  
 
Talent pool, high- 
potential, high- 
performing incumbents 
 
 
 
Initiatives, attracting, 
selecting, developing, 
keeping  
 

Competitive 
advantage 
Ensure 
continued 
commitment to 
the organization  
 
 
 
 
 
 
The best 
employees in 
the most 
strategic roles  

6 
10 
17 
25  
 
 
 
 
 
 
 
 
9 
 
 
 

 “Global talent management includes all organizational 
activities for the purpose of attracting, selecting, 
developing, and retaining the best employees in the most 
strategic roles (those roles necessary to achieve 
organizational strategic priorities) on a global scale” (art. 
9 p. 926, art. 33 p. 254). 

Activities, attracting, 
selecting, developing, 
retaining 

To achieve 
organizational 
strategic 
priorities on a 
global scale 

 
9 
19 
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”A collection of typical human resource department 
practices, functions, activities or specialist areas such as 
recruiting, selection, development, and career and 
succession management (p. 140). 
 

Functions, activities, 
recruiting, selection, 
development, career 
and succession 
management  

 
HR department 
practices 

7 

…as the differential management of employees according 
to their relative potential to contribute to an 
organization's competitive advantage (p. 342).  

Differentiation of 
employees 
 

Competitive 
advantage  

14 

Inclusive approach: 
”TM is a collection of typical HR processes such as 
recruitment, selection, development, training, 
performance appraisal, and retention —although some 
authors might add that TM refers to doing them faster 
and/or better” (p. 205). 

Recruitment, selection, 
development, training, 
performance appraisal, 
retention  

HR processes 
Faster and 
better 
companies  

15 

“Managing leadership talent strategically, to put the right Right person in the  17 
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person in the right place at the right time” (p. 274). 
 
“Talent management encompasses managing the supply, 
demand, and flow of talent through the human capital 
engine” (p. 274). 
 
 “TM is a strategic and holistic approach to both HR and 
business planning or a new route to organizational 
effectiveness. This improves the performance and the 
potential of people—the talent—who can make a 
measurable difference to the organization now and in 
future. And it aspires to yield enhanced performance 
among all levels in the workforce, thus allowing everyone 
to reach his/her potential, no matter what that might be” 
(p. 274). 
 
“In the broadest possible terms, TM is the strategic 
management of the flow of talent through an 
organization. 
Its purpose is to assure that a supply of talent is available 
to align the right people with the right jobs at the 
right time based on strategic business objectives” (p. 274). 
 
 
 “In its broadest sense, the term can be seen as the 
identification, development, engagement, retention and 
deployment of talent, although it is often used more 
narrowly to describe the short- and longer-term resourcing 
of senior executives and high performers” (p. 274). 
 
 “High potential identification and development (also 
known as talent management) refers to the process by 
which an organization identifies and develops employees 
who are potentially able to move into leadership roles 
sometime in the future” (p. 274). 
 
Cappelli “At its heart, talent management is simply a 
matter of anticipating the need for human capital and 
setting out a plan to meet it” (p. 274). 
“It is a mindset, where talent is at the forefront of 
organizational success” (p. 275). 
 

right place at the right 
time  
 
 
 
 
 
Holistic approach to HR 
and business planning  
 
 
 
 
 
Flow of talent through 
an organization 
Right people with the 
right jobs at the right 
time  
 
Identification, 
development, 
engagement, retention, 
deployment 
 
High potential 
identification, 
development  
 
 
Anticipating the need 
for human capital, 
develop a plan to meet 
it 
 
 
 
 
 
Mindset 
 

 
 
 
 
 
 
 
Improved 
business 
performance 
and potential of 
the 
people/talent  
 
Organizational 
effectiveness 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Organizational 
success 
 
 

“Involves integrated HR practices charged with attracting 
and retaining the right people in the right jobs at the right 
time” (p. 177).  
 
“Talent management is a collection of HR practices, 
representing an 
ongoing, proactive activity” (p. 177).  
 
“It is about attracting, identifying, recruiting, developing, 
motivating, promoting and retaining employees with 
strong potential to succeed within the organisation” (p. 
177).    
 
 
“Recruitment, development, measurement and 
management of 
high-potential employees”(p. 177).  
 
 
“The identification, development and management of the 

HR practices, attracting, 
retaining 
The right people in the 
right jobs at the right 
time  
 
HR practices  
 
Attracting, identifying, 
recruiting, developing, 
motivating, promoting, 
retaining  
 
Recruitment, 
development, 
measurement, high- 
potential employees 
 
Identification, 
development 

Organizational 
success  
 
 
 
 
 
 
 
 
 
 
 
Strong potential 
to succeed 
within the 
organization  
 
 
 

19 
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talent portfolio, i.e. the number, type and quality of 
employees that will most effectively fulfil the company’s 
strategic and operating objectives” (p. 177). 
 
“Concerned with identifying and developing high-potential 
talent across the organisation’s worldwide operations”(p. 
177).  
 
“Management and human resource management 
decisions and practices that relate to and involve the 
entire workforce” (p. 177).  
 
“Umbrella like HR concept, focusing on high achievers 
covering the entire process from hire to retire in addition 
to tying HR to strategy. It is based on the recognition and 
development of top performers, which thereby can provide 
the organisation with better performance and a 
competitive advantage” (p. 177). 
 
“The identification, development, engagement, retention 
and deployment of talent within a specific organisational 
context” (p. 177). 
 
 
“Hiring, training, retention and all activities that relate to 
developing and growing your workforce” (p. 177). 
 
 
“It represents an integrated process of ensuring the 
organisation has a continuous supply of highly productive 
individuals in the right job, at the right time” (p. 177). 
 
“A specific way of attracting and retaining the key 
knowledge and capabilities of the future” (p. 177). 
 
“Categorising and nurturing skills that will be needed to 
maintain future competitive advantage” (p. 177). 

management, talent 
portfolio 
Identifying, developing, 
high-potential talent  
 
HRM decisions and 
practices, HR concept, 
hire to retire, tying HR 
to strategy, recognition, 
development, top-
performers  
 
Identification, 
development, 
engagement, retention, 
deployment  
 
 
Hiring, training, 
retention 
 
Ensure to have the right 
highly productive 
individuals in right job, 
at the right time.  
 
Attracting, retaining 

 
 
 
 
 
 
 
 
 
 
 
 
 
Better 
performance  
Competitive 
advantage  
 
 
 
 
 
 
 
 
 
 
 
 
Developing and 
growing 
workforce  
 
 
 
 

“In the broadest possible terms, TM is the strategic 
management of the flow of talent through an 
organization. Its purpose is to assure that a supply of 
talent is available to align the right people with the right 
jobs at the right time based on strategic business 
objectives”(p. 181). 
 
“TM is encompassing all HR processes, administration and 
technologies. It commonly refers to the sourcing. . .scree-
screening. . .selection. . .on-boarding. 
. .retention. . .development. . .deployment. . .and renewal 
of the workforce with analysis and planning as the 
adhesive, overarching ingredient. In other words, talent 
management is what occurs at the nexus of the hiring, 
development and workforce management processes and 
can be described alternatively as talent optimization” (p. 
181). 
 
“TM is best seen not as a set of topics, but as a perspective 
or a mindset. A TM perspective presumes talented 
individuals play a central role in the success of the firm. All 
corporate issues are seen from the perspective of ‘how will 
this affect our critical talent?’ and ‘what role does talent 
play in this issue?” (p. 181). 
 
 

Strategic management 
of talents 
 
The right people with 
the right jobs at the 
right time  
 
 
Hiring, development, 
workforce management 
processes, talent 
optimization 
 
 
 
Mindset, perspective, 
talented individuals 
 
 
 
Recruitment, 
development, 
deployment, retention, 
talent pools 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Organizational 
success 
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“TM covers a range of activities such as recruitment, 
development, deployment and retention, all of which are 
focussed upon ‘talented’ individuals, with the key 
processes supportive of each other, and with a focus upon 
selected, critically valuable employees. The key challenges 
are thus to attract, recruit, develop and retain such 
individuals. The focus here is on ‘talent pools’, both 
internal and external to the organization” (p. 181). 
 
 
“TM is then the strategic management of the flow of 
talented employees through a variety of roles and jobs in 
an organization, often supported by software 
systems. TM programmes are designed to create talent 
pools that feed particular job classifications and focus on 
capturing and developing the individual skills, 
competencies, and behaviours that make those jobs and 
employees successful in the future. The focus is more on 
developing an enterprise wide, holistic ‘talent mind-set’” 
(p. 181). 
 
“TM is more than HRM, leadership development initiatives 
or succession planning. It is the collective approach to 
recruiting, retaining and developing talent within the 
organization for its future benefit, and extends beyond the 
domains listed above to include strategy, organizational 
culture and change management” (p. 181). 

 
 
Talented employees, 
capturing, developing,  
talent mind-set 
 
 
 
 
 
 
Recruiting, retaining, 
developing  
 
 

 
 
 
 
 
 
 
 
 
Talent pools 
Make jobs and 
employees 
successful in the 
future  
 

“Talent management frequently emerges in cliche  d terms 
such as ‘‘talent management: the new silver bullet’’ (and 
‘talent management practices can create the most 
enduring competitive advantages’’ (p. 150).  
 
“…talent management is best regarded as a mindset, 
whereby talent is at the forefront of organizational 
success” (p. 151). 
 
‘‘…is simply a matter of anticipating the need for human 
capital and then setting out a plan to meet it” (p. 151). 
 
‘‘…the strategic integration of resourcing and 
development at the international level and involves the 
proactive identification, development and strategic 
deployment of high performing and high-potential 
strategic employees on a global scale’’(p. 151).  
 
“…talent management as encompassing three sets of 
practices: (1) recruitment, staffing, and succession 
planning; (2) training and development; (3) retention 
management” (p. 152). 

Mindset  
 
 
Identify the need for 
capital, develop a plan 
to meet it  
 
 
 
 
 
 
 
Resourcing, 
development, high 
performing employees, 
high-potential 
employees  
 
 

Competitive 
advantage 
 
 
 
 
 
 
Organizational 
success 

24 

‘‘Talent management includes sourcing, screening, 
selection, retention, development, and renewal of the 
workforces with analysis and planning (p. 171).’’ 

 ‘‘Talent management processes include workforce 
planning, talent gap analysis, recruiting, staffing, 
education and development, retention, talent reviews, 
succession planning, and evaluation’’ (p. 171).  

‘‘The various aspects of talent management are 
recruitment, selection, on-boarding, mentoring, 
performance management, career development, 
leadership development, replacement planning, career 

Sourcing, screening, 
selection, retention, 
development, talent 
management-processes 
 
Recruitment, 
mentoring, 
performance 
management, career, 
leadership 
development, 
replacement planning, 
career planning, 
recognition, reward  

Strategic 
success  
 

25 
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planning, recognition and reward’’ (p. 171).  

Talent management as a categorization of talent 
‘Differentiation means assessing the performance and 
potential of your people and then giving them [. . .] 
promotion, compensation, and development 
opportunities. It means investing in the A players, 
affirming B players, and acting decisively on C players.’’ 

2) Talent management as internal talent pools and 
succession planning ‘‘HR and business leaders must 
broaden their traditional focus [. . .] and identify ‘pivotal 
talent pools’, where human capital makes the biggest 
difference to strategic success.’’ 

‘‘Effective resource allocation means unleashing the value 
of talent by mobilizing talented people for the best 
opportunities.’’ 

 ‘‘Talent development requires more than engaging in 
traditional succession planning. Talent-rich organizations 
[. . .] look at cadres of talent at different levels in the 
organization. From this group they will select a few people 
to be organizational leaders [. . .]. 

 
 
 
 
Investing in the A-
players, affirming B-
players, acting 
decisively on C-players  
 
Pivotal talent pools, 
succession planning, 
human capital 
 
 
Resource allocation, 
unleashing the value of 
talent, selection 

”TM typically involves the identification, development, 
appraisal, deployment, and retention of high-performing 
and high-potential employees” (p. 169). 
 

Identification, 
development, 
appraisal, deployment, 
retention, high-
performing employees, 
high-potential 
employees 
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”A distinctive process that focuses explicitly on those 
persons who have the potential to provide competitive 
advantage for a company by managing those people in an 
effective and efficient way and therefore ensuring the 
long-term competitiveness of a company” (p. 527). 
 
”Talent management as an instrument to reach economic 
outcomes” (p. 527).  
 
”Talent management, understood as a strategy to meet a 
company’s demand for the right 
people at the right time and place, has a strong impact on 
corporate profit” (p. 528).  
 
”Talent management practices ensure that the right 
people want to join the company and effectively bring 
new, talented workers into the company. Moreover, 
talented workers are identified and valued, and incentives 
exist to retain them” (p. 529).  
 
”Talent management is a process which can be used to 
direct employees’ behaviour in a direction that fits 
business needs” (p. 530).  
 
”Talent management with a focus on development has a 
statistically higher significant effect on an employer’s 
attractiveness” (p. 535).  

 
 
 
 
 
 
Instrument  
 
 
Strategy, the right 
people at the right time 
and place – talent 
positioning 
 
Right people, bring 
talented workers in 
company (identified 
and valued) 
 
 
Process, direct 
employees ‘behavior 
 
Development  

Competitive 
advantage 
Long-term 
competitiveness 
 
 
 
 
Economic 
 
 
Meet a 
company´s 
demand 
Impact on 
corporate profit 
 
To fit business 
needs 
Higher 
significant 
effect on an 
employer´s 
attractiveness 

29 

“ Focused on the management of high-potential and high-
performing employees, or those with high levels of human 
capital, across the organization” (p. 254). 
 

High- potential 
employees  
High- performing 
employees  
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Source: Own Making (2014) 

 

As anticipated and affirmed in chapter 1, numerous definitions (here 59) of TM 

existed within the literature, and does clearly support authors stating that a joint 

definition of TM is absent (e.g. Lewis & Heckman 2006; Collings & Mellahi 2009; 

Tarique & Shuler 2010; Iles, Chaui & Preece 2010; Bethke-Langenegger, Mahler & 

Staffelbach 2011), and further provides a great understanding for the requirement of 

clearer and more conceptual boundaries. Based on the definitions and specific 

characteristics of TM, we present a graph (Figure 7) to discover the frequency of the 

practices appearing as parts of TM definitions. This illustration stipulates a greater 

understanding of what TM is from an academic perspective. 

 

 

 

 

 

 

 
”GTM is focused on human resource (HR) practices aimed 
at attracting, developing, and retaining those individuals 
with high levels of human capital aligned with the 
organization’s strategic intent” (p.254).  

Human capital 
 
Human resource 
practices 
Attracting 
Developing  
Retaining  

 
Organization´s 
strategic intent 
 
 
 

”…talent management exists to support the organization's 
overall objective, “which in business essentially amounts 
to making money” (p. 329).   
 
”The main objective of talent management is to achieve 
organization related goals” (p. 327).  
 
”Talent management should be aimed at fulfilling the 
quantitative and qualitative needs for human capital, thus 
narrowing the supply–demand gap organizations are 
confronted with” (p. 327).  

  
 
 
 
 
 
 
 
Support overall 
objectives 
  

Making money 
for the 
organization 
Achieve goals 
Fulfilling needs 
for human 
capital  
Narrow supply- 
demand gap, 
Overall firm 
performance  
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”Talent management comprises strategies and protocols 
for the systematic attraction, identification, development, 
retention and deployment of individuals with high 
potential who are of particular value to an organization” 
(p. 1799).  
 
”Talent management strategies are geared towards the 
attraction of talent from inside and outside the 
organisation, with their development and retention taken 
as key to enabling sustainable competitive advantage in a 
global knowledge economy” (p. 1799).  

Attraction, 
identification, 
development, 
retention, deployment, 
high potential 

 
Sustainable 
competitive 
advantage  
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Figure 7: TM: Frequency of terms in definitions 

  

Source: Own making (2014) 

 

Comments on findings 

Based on this illustration in Figure 7 above, we got an overview of the most 

commonly used terms when authors define TM. Our initial understanding regarding 

TM was that TM contained four basic activities, namely attract, select, develop and 

retain talent. It was therefore not a huge disclosure when this in fact turned out to 

be the main results in terms of frequently used terms. The results therefore 

contributed to assuming their significance based on their scores (in %), indicating 

develop and retain to contain the greatest eminence. However, we found it 

interesting that even though the four activities appeared, there did also exist a long 

list of corresponding terms, containing the same meaning. This again clearly 

supported the issue concerning a lack of a common, precise definition to be used 

jointly among authors. Furthermore, authors add to their definitions several or 

additional practices in which they find important, some emphasizing the importance 

of performance management, others succession management. Clearly, all practices 

in Figure 7 are vital to TM, and will be considered for further discussion. Yet, there 

lacks agreement on joint terms for how to best describe the concept. We argue that 

this is most likely why lack of conceptual boundaries is an issue.  
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As mentioned, the findings did result in a confirmation of our initial expectations. 

Nonetheless, one expectation was not supported was our assumption of TM to be all 

about profit - making money. This was only recognized as implicitly stated in articles. 

We merely detected one explicit claim for this by Cappelli (2008), and found this to 

be of interest in regards to the purpose of this thesis, as it is natural to assume that 

value for companies to be profit (long-term or short term – increased firm 

performance). Moreover, based on the sequence of terms in definitions, we see the 

TM activities (attract, select, develop & retain) to be a process, and in this regard, we 

are surprised to find so little concerning the part of “letting go”. It seemed that this 

phase was considered a slightly ignored or unlikely event. This might be reasoned 

with the focus of talent retention, but we argue this to be noteworthy due to the 

uncertainty of today’s work market. Schiemann (2014) writes about the talent life 

cycle, and in this regard he shortly mentions this aspect, which he refers to as the 

“Recovery” of talents. Talented individuals are regularly changing jobs in search for 

new experience and opportunities, and in affection to getting them back at a later 

time we initially expected this to be emphasized more.  

 

Several words within Figure 7 contained an identical meaning, and we therefore 

decided that it would be interesting to further cluster these terms together, for 

example adding recruiting to selection. We therefore chose to highlight these 

practices, and further term them “The four Dimensions of TM”. The four concepts 

are presented as clusters in the succeeding figure 8, where all TM activities 

indicating the same content are clustered within the corresponding dimension. This 

was the foundation for the construction of the TM-model in chapter 5. We further 

put these practices in a model imaging their correlation with each other.   
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Figure 8: TM Cluster Model – “The four Dimensions of TM” 

 

 

Correlation among TM practices 

On the basis of terms frequency in articles, and the four clusters, we developed a 

model containing the four clusters to image how often the words occurred in every 

article in relation to each other (only the four specific words). This process of 

studying the frequency of words and how the words were connected together, made 

us able to detect how, and to what extent the practices occurred in relation to each 

other. The graph clearly illustrates the correlation among the four dimensions 

(attract, select, develop & retain). All four practices are presented together within 30 

percent of all 56 articles, and in order to create an understanding of which of the 

four practices were most frequently emphasized, we looked for correlations by first 

testing them in pairs, and then add a third practice (Appendix D). In pairs, Retain and 

Develop clearly stands out (nearly 60 % of the articles), and adding a third 

dimension, Attract, Develop and Retain (nearly 50 %). The correlation model led us 

to the assumption that the most significant aspects of TM are developing and 

retaining talents within the company, an assumption supported by several authors 

(Cappelli 2008; Scullion & Collings 2011; Tansley & Tietze 2013), where there 

appears agreement in regards to develop and retain as key factors for experiencing 

sustainable competitive advantage in today’s global knowledge economy. 

Unfortunately, there was an knowledge-generating weakness with this figure, being 

that is was constructed by merely searching for the specific terms Attract, Select, 

Attract 

Select 

Develop 

Retain 
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Develop and Retain, not including synonyms. We were aware of this limiting the 

figures validity, but we accept the limitation, and use the illustration as an indication 

founding our assumption that these two practices should be assigned great attention 

(then follows attract, and finally select).  

 

As stated previously in this section, Figure 7 presents an illustration of terms that 

appeared to have identical meaning. We therefore found it reasonable to proceed 

with the four characteristics of TM (due to their frequency), and cluster 

corresponding practices within them. This lays the basis for the TM Model presented 

in the following chapter, which at this stage appears as imaged below.  

 

Figure 9: Correlations among key practices of TM in definitions  

   

 Source: Own making (2014) 

 

4.3 Value Defined (C3) 

Due to one of the issues forming the purpose for this thesis was the inconsistency 

among scholars and the implicitly of value claims in relation to TM, we found it 
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necessary to carefully study the term value as we aimed to understand how a TM 

architecture impacts the value generation for corporations. The concept is claimed 

to be indefinable (e.g. Pitelis 2009), and there are split opinions about what value 

creation essentially means and how it is accomplished (Lepak, Taylor & Smith 2007; 

Bowman & Ambrosini 2010; Zubac, Hubbard & Johnson 2010).  

 

In this section, the findings for Category 3 are presented and commented. The first 

paragraph is exhibited in the same manner as for Talent and TM, listing all 

forthcoming definitions. However, on the basis of chapter 2 presenting the definition 

of value to be divided into two essential aspects; use value and exchange value by 

Bowman and Ambrosini (2000), we decided to group the definitions as to which of 

the two aspects they appeared to belong, in order to discover which focus was 

largely emphasized among scholars.  

 

4.3.1 Value 
Table 9 presents the definitions of value emerging from our dataset. The left column 

in the table presents the general definitions of value from the literature, where in 

order to present an overview of the main focus of the literature studied, we chose to 

consider the meaning of each value definition, and categorized them to either 

belong to the category “use value” (UV) or “exchange value” (EV), or if there 

appeared to be a combination of both, we categorize them within the category 

called “mix”. 
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Table 9: Definitions and Categorization  

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Own making (2014) 

 

Value UV/EV A 

Use value: “the specific quality of a new job, task, product, or service as 
perceived by users in relation to their needs, such as the speed or 
quality of performance on a new task or the aesthetics or performance 
features of a new product or service.” “Use value is product utility” (Art. 
39, p. 181, Art. 47, p. 320, Art. 49, p. 187, Art. 50 p. 521).  

UV 39 

47 

49 

50 

Exchange value: Either the monetary amount realized at a certain point 
in time, when the exchange of the new task, good, service, or product 
takes place, or the amount paid by the user to the seller for the use 
value of the focal task, job, product, or service”(Art. 39, p. 181, Art. 49, 
p. 187, Art. 50 p. 521). 
 

EV 39 

49 

50 

Value added refers to “the difference between the (comprehensively 
accounted) value of a firm’s output and the (comprehensively 
accounted) cost of the firm’s inputs’. He regards ‘value added’ as ‘the 
key measure of corporate success”  (Art. 42 p. 1117).  

EV 42 

The economic value of talent management is 
“Profitability, organizational flexibility, efficiency and effectiveness, 
competitive position” (Art. 35 p. 331). 
 
The non-economic value of talent management is “Legitimacy” (Art. 35 
p. 334). 

Mix of 

UV and 

EV 

UV 

35 

”Value refers to the potential to contribute to an organization’s core 
competencies and advance its competitive position” (Art. 1 p. 181). 

UV 1 

”Value refers to the potential of the human capital at hand to 
contribute to its organization's core competence and enhance its 
competitive advantage” (Art. 17 p. 276). 

UV 17  

New value: ”new value is created when firms develop/invent new ways 
of doing things using new methods, new technologies, and/or new 
forms of raw material”(Art. 39 p. 184). 

UV 39 

“…define both ‘value’ and ‘value creation willingness to pay minus 
opportunity costs” (Art. 42 p. 1117).  

Organizational value: “activities, products and services engendered by 
organizations in market economies, which are perceived to be worthy 
by potential beneficiaries, such as consumers, suppliers or 
competitors”(Art. 42 p. 1118). 

UV 

 

Mix of 

UV and 

EV 

42 

Economic value: ”a level of profitability above the cost of capital (after 
tax-earnings minus the opportunity cost of capital)”(Art. 47 p. 323).  

EV 47 

Perceived use value translated into monetary terms: “…the price the 
customer is prepared to pay for the product if there is a single source of 
supply”, or if the firm has a temporary competitive advantage that 
comes from a firm’s present customers perceiving that a premium price 
is justified” (Art. 50 p. 521).  

UV 50 
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The first two definitions represent the original definitions of UV and EV (also used for 

the theoretical background). In the right column we can see the number of the 

article presenting the definition, and it is clearly demonstrated that those two 

definitions are most frequently referred to in our dataset (mentioned in more than 

four articles). This additionally reinforced the appropriateness of defining value in 

chapter 3.  

 

Figure 10: Value focus in definitions    

 

 

 

 

 

 

 

 

 

 

Source: Own making (2014) 

 

Comments on findings  

The diagram presented in Figure 10 illustrates the focus in definitions, based on a 

frequency counting after the categorization within UV, EV or as a mix. We argue that 

the logic behind UV and EV can be applied in an organizational setting and in terms 

of talent, TM and value generation, like explained in chapter 3. As one can see from 

the diagram, the majority of definitions can be characterized as UV (10 of the 

articles). This led us to assuming that the existing literature mainly focuses on the 

mechanisms and characteristics that generate profit (the UV), which Lepak, Smith 

and Taylor (2007) refers to as the process by which value is created, rather than the 

actual profit (the EV), the content. We further suggest that this finding can be related 

to the result showing that it lacks explicit claims concerning the actual outcome of 

Use Value 
Exchange 

Value 

Mix 

Value focus in definitions   
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TM, in which we can agree with Cappelli (2008), professor of Management, means is 

profit.    

 

The mechanisms that generate profit can be argued to be factors affected by the TM 

architecture, and the talent itself. For example, we illustrate this point by using the 

fifth definition presented in Table 9. Lepak and Snell initially presented this definition 

in 1999, concerning human capital: ”Value refers to the potential to contribute to an 

organization’s core competencies and advance its competitive position” (Nijs et al. 

2014, 181). Both contributing to the organizations core competencies and enhancing 

its competitiveness are essential parts of a TM architecture, where the talents are 

crucial contributors. Still, we struggle to find any expressly emphasis on the 

monetary outcome of this. We return to this issue in chapter 5.  

 

4.4 Part Summary 
In this chapter we have reported the major results of our content analysis, 

conducted on the basis of the 56 academic articles. The findings were presented in 

tables for each category, followed by figures visually illustrating the findings. In 

regards of TM, a model was used to gather the different clusters that we call the 

main activities of TM - the four dimensions of TM. The results suggested that the 

terms, attract, select, develop and retain are in general the most emphasized 

activities within TM among scholarly authors, and these became the foundation for 

the upcoming chapters. The next chapter will elaborate on the findings in more 

detail and depth, and eventually proposing theoretical- and practical implications.   
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5.0 Discussion of Results 
There is a strongly believed relationship between TM and value, and this is most 

likely why the majority of managers’ keep TM close at heart. However, evidence of 

this relationship appears to lack confirmation and documentation. An objective for 

this research was, to state it simple, answer the question of “what is in it for me?” 

Seeking to accomplish this, 56 academic articles were collected from respected 

journals within the time period from 2001 to 2014 (Appendix E). On the basis of 

these articles we could clearly present the issues within the field (Ch. 1). 

 

In this chapter we discuss the findings and results (Ch. 4), in relation to the 

theoretical background (Ch. 2), and additional “new” theory from within the 56 

articles collected (Appendix E). This helps shed light on the problem of research, 

seeking to answer the RQ: “What is the value of Talent Management in Business 

Organizations?” Relationships, similarities and differences were emphasized, and led 

us to the presentation of a proposed practical model and framework for TM (the four 

dimensions of TM), and value creating, leading to value generation in terms of 

financial-, organizational- and HR outcomes. At times we do also discuss related 

terms (appearing in articles) such as value capture, leveraging and value protection. 

Value capture and value protection are vital concepts when striving to hinder the 

value created to be captured by rivaling companies. In this regard we mention the 

significance of isolating mechanisms, which limits the chances of competitors to 

replicate or obtain crucial resources. Leveraging means an effective application of 

corporate capabilities involving processes to best utilize these capabilities to create 

value (i.e. coordinating, deploying and mobilizing the resources) (Sirmon, Hitt & 

Ireland 2007).  

 

5.1 The value of Talent Management  
Seeking to respond the RQ, we discuss our findings systematically, based on the 

presentation of results in chapter 4. To make sure that the terms are understood 

correctly among all the different definitions, we will start by presenting a self-

constructed definition of the term talent:  
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“Individuals as high-potentials, possessing the right abilities, skills and knowledge 

that is in accordance with the firm´s defined core competencies” 

Source: Own making (2014) 

 

The definition is constructed on the basis of the frequency of words that occurred in 

the definitions presented in Table 6, and in compliance with Tansley (2011), arguing 

that corporations will experience greater value by describing a meaningful talent for 

them specifically, rather than adapting a universal definition. The definition is similar 

to how talent is operationalized in HRM literature, often referred to as human 

capital (Nijs et al. 2014). Still we found it compulsory, inspired by Dries (2013b), to 

advice an increased attention to other aspects, such as social capital (Dries 2013a; 

Collings 2014). Social capital is defined as “the sum of the actual and potential 

resource that can be mobilized through membership in social networks of the 

organizations actors” (Dries 2013a, 275). Organizations today are highly knowledge 

based (Iles, Chuai & Preece 2010), where teamwork or other forms of social 

cooperation is common. Social networks among organizational members are found 

to have a beneficial influence on the capability of creating knowledge, which again is 

related to enhancing new use value like for example innovations (Lepak, Smith & 

Taylor 2007). The talent definition is evidently general, where we advise 

organizations to define which specific competencies are required for the specific 

company. Nijs et al. (2014) supports this idea by stating that it is the organizational 

features that determines which definition will be best suited for benefiting the 

specific organization. This implicitly makes (compels) us “go with the flow” of 

academics stating that operationalizing talent is challenging (Iles, Chuai & Preece 

2010), still, we suggest that the proposed definition will be highly useful for firms to 

understand how, and what to look for in a talented individual. 

 

To be able to study the value of TM, we found it necessary to look at which factors to 

have an effect on value (adds value) when focusing on TM at firm level. Talent is an 

important value creator, and we find it determinative to highlight the potential 
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factors that lead to value. Talent positively affects organizational performance- and 

success (Tansley 2011; Tarique & Schuler 2010) where possessing a talent 

contributes to increased productivity, performance, and ensures future 

competitiveness of the organization (Gallardo-Gallardo, Dries & Gonzales-Cruz 

2013). Thus, if the corporation is able to select a talented individual (in conformity 

with definition) with the right skills and knowledge to fulfill firm aspirations (Iles, 

Chuai & Preece 2010, Garavan, Carberry & Rock 2012), the need for training, 

teaching and other development activities becomes less necessary (Meyers, 

Woerkom & Dries 2013). This is what several authors’ term as a unique, valuable and 

privileged employee (Lewis & Heckman 2006; Hartmann, Feisel & Schober 2010; 

Bethke-Langenegger, Mahler & Staffelbach 2011).   

 

Detecting an appropriate definition for TM was rather challenging since there exists 

countless different explanations of the concept, and numerous of them are almost 

indistinguishable. Based on our results, we decided to adopt the definition presented 

in the theoretical background (Ch. 3) presented by Scullion and Collings (2011) to be 

the most appropriate when referring to TM in this project (Vaiman, Scullion & 

Collings 2012). However, the frequency model (Figure 7), demonstrating the most 

repeated terms in the literature, did also reinforced this choice, in addition to the 

definition emerging as the most cited within our dataset. Figure 7 did also reveal 

attract, select, develop and retain as the terms the majority of authors’ apply when 

explaining TM.  

 

“Global talent management includes all organizational activities for the 

purpose of attracting, selecting, developing, and retaining the best employees 

in the most strategic roles (those roles necessary to achieve organizational 

strategic priorities) on a global scale.” (Vaiman, Scullion & Collings 2012, 

926).  

 

The definition withholds a global scale view, and provides a useful understanding of 

how we interpret TM in this research. Holding a global view becomes relevant due to 
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the fact that companies today are increasingly globalized, with a growing workforce 

availability (McDonnell, Hickey & Gunnigle 2011), and diversity within organizations.  

 

The preceding section elaborated on talent as a crucial value driving factor of TM, 

and other aspects contributing to value generation (see also appendix C), in addition 

to presenting useful definitions of talent and TM, and value (in terms of the two 

types UV and EV) to be basis for further discussion and outcome. To continue the 

discussion of our findings in relation to value, we furthermore study the different TM 

activities and the corresponding organizational outcome, presented in Table 8. (Ch. 

4).  

5.1.1 Introducing the TM-Model   
To present our results of which activities in a TM architecture we understand to 

generate value (in terms of financial, organizational and HR outcomes), we organized 

the practices within the succeeding table, termed “The Four dimensions of TM”. Each 

practice (i.e. dimension) is presented with an accompanying explanation. Together 

with Figure 8: TM Cluster Model (Ch. 4), Table 10 constitutes an introduction to our 

proposed TM-model.  

 

Table 10: “The four dimensions of TM” – description  

TM 
Dimensions 

 
Description 

Attracting 
Talent 

The company needs to have knowledge about what they require and want from the talents, 
and at the same time know what the talents want → attracting and development strategies 
fitted for their needs (Bethke-Langenegger, Mahle & Staffelbach 2011).  

Selecting  
Talent 

With defined criteria for selection of those who have the right competencies and attributes 
(e.g. skills) to fill the key managerial positions in the company (Al Ariss et al. 2014). 

Developing  
Talent 

Develop to match the business requirements and to meet the employees needs and 
expectations for development, job satisfaction and motivation (Bethke-Langenegger, Mahle & 
Staffelbach 2011). 

Retaining  
Talent 

Hold on to the appropriate capabilities and skills in regard to the business needs. Make certain 
that new talented employees want to work within the firm and ensure that it is the right 
people that want to join (Bethke-Langenegger, Mahle & Staffelbach 2011). 

Source: Own making (2014), inspired by Bethke-Langenegger, Mahler & Staffelbach 

2011 and Al Ariss, Cascio & Paauwe 2014.  
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At this stage we have advanced the TM Cluster model (Figure 8), adding what we find 

to be essential considerations and actions in compliance with each TM activity. 

These will be elaborated on in the following, where we discuss the four dimensions 

(i.e. attract, select, develop and retain) separately.  

 

The TM-Model is constructed based on findings in Table 8 and Figure 8 where the 

four practices: attract, select, develop and retain appeared as the prime activities of 

TM in our study. They are presented as “The four dimensions of TM”, where the 

correlation model (Figure 9) in chapter 4 emphasized that the two most frequent 

dimensions of TM are Develop and Retain. We argue, in agreement with Bethke-

Langenegger, Mahler & Staffelbach (2011) that this indicates their significance. 

Figure 9 showed that there was a 30 % correlation among all four dimensions, which 

might be considered weak, and rise curiosity to why the two additional practices are 

included in the process. Nevertheless, the correlation model was only a tool to 

reveal which practices were the most frequent, hence significant, and gave an 

indication of where companies should pay greater attention.  

 

The purpose for this model is to create an overview of the literature findings and 

gather the results into a combined and understandable context to become better 

suited to answer the RQ. The process can be referred to as management of the 

talent lifecycle, where TM is integrated with all the responsibilities and actions 

related to the talent (Schiemann 2014). Schiemann (2014) explains the talent 

lifecycle as the trail where organizational members interact, and the level of the 

talents effectiveness will be decided upon how well the lifecycle is managed. 
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Figure 11: The Talent Management Model (TM-model)  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Own making (2014) 

 

 

The “first” step in the model regards the attraction of key employees, which will be 

discussed in relation to essential firm actions. The remaining three steps follows.  

 

Attract 

Attracting talent is the step concerned with creation of company awareness and 

acquiring the right individuals (complying with the talent definition) to join the 

company, and how to effectively incorporate the new talented workers in the firm 

(Bethke-Langenegger, Mahler & Staffelbach 2011). At this stage we stress three 

important considerations, namely Reputation Management, Employer branding and 

Workforce Planning. These aspects we attach to the significance of identifying what 
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is to be considered a talent for the specific company in compliance with key 

positions.  

 

To be able to attract the right talents to key positions, attention towards reputation 

management and employer branding becomes vital (Thunnissen, Boselie & Fruytier 

2013; Martin, Gollan, & Grigg 2011). The business should try to make talents realize 

that working in this specific company, will be the best choice they’ll ever make. 

Employer branding can according to Martin, Gollan and Grigg (2011, 3619) have a 

strategic effect in “future-proofing” the firm reputation. To attract the best, the 

company has to act like the best, where “Firms with strong positive reputations 

attract better people.” (Eccles, Newquist & Schatz 2007, 104). 

 

Furthermore, we find it vital to focus on planning the workforce in the attempt to 

attract key individuals. Reputation is clearly a driver for attraction both internally 

and externally; yet, in order to effectively manage to attract talents possessing the 

specific competencies required, we suggest workforce planning to be essential. 

Workforce planning is a future forecast of the needed employee skill, which takes 

into account diverse business scenarios (Harris, Craig & Light 2011). For leaders to be 

able to diagnose problems and to best leverage the workforce, the development of 

system for workforce planning becomes helpful to achieve the workforce´s 

contribution to value creation as desired (Longenecker & Fink 2013). The follow 

quote emphasize this:   

“… having the right number of people at the right place at the right time with the 

right skill sets and levels of motivation are fundamental to talent management” 

(Tarique & Schuler 2010, 124). 

 

Select  

In between the attraction and selection of talent in the model, we place 

Identification of talent & key positions. Several authors argue in favor of this practice 

(Collings & Mellahi 2009; McDonnell et al. 2010; Dries 2013a; Al Ariss, Cascio & 

Paauwe 2014), and we therefore advise to firstly identify key positions, and 
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afterwards detect the key employee for this position when attracting and selected of 

employees. Undertaking a selection with this in mind, we find the corporation to be 

better suited for exploiting the potential of talented employees, which in return 

should have a positive impact on performance (Collings & Mellahi 2009).  

 

When selecting the key employees, the firm is recommended to define the core 

competencies, in terms of abilities, knowledge and skills (Figure 6 and our suggested 

definition of talent). The selection criteria and core competencies should be based 

on which abilities the company finds essential for the talent to inherent: for instance, 

having great leader skills, inspirational abilities, attraction abilities, being a goal-

oriented, a specialist or being achievement-oriented. And when seeking a high 

potential, is it the entrepreneurial person, the value adding, the growth potential, 

the one with attitude and drive, the learning potential; or the high potential the one 

that fulfill the key position that is already defined by the firm. The specific company 

should define the different skills and abilities essential for them.  

 

When the top employees are selected (or identified, if internally) the focus on how 

to develop and retain those talents become fundamental. The manager needs to 

evaluate if the talent is placed in the right position or if there is need for changes or 

rotations. A focus on workforce segmentation (Gallardo-Gallardo, Dries & González-

Cruz 2013) and succession planning will ensure that the talent is kept motivated and 

contributes to delivering what is expected within the position, and allows talent 

supply for corporate goals (Bethke-Langenegger, Mahler & Staffelbach 2011). The 

succession planning should reveal if there are talent outages and replacement 

needed, and the talent development activities aids to support these actions. If this 

turns out as expected, it will increase the company's “reputation as a talent magnet” 

(Garavan, Carberry & Rock 2012, 6).  

 

Develop  

The third dimension in the TM-Model is development. Development is found to be 

favorable if the company is focused on needs and expectations of talents. We argue 

organizational learning, development & trainings strategies and knowledge creation 
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& sharing as significant actions for increased development of a talented individual. In 

general, we expect a return in terms of increased motivation and job satisfaction, 

stronger trust, and commitment to leaders. Additionally, this will positively affect the 

organizational outcome for the company, such as company attractiveness (i.e. 

enhanced reputation and employer branding), achievement of the firms objectives- 

and aspirations, customer satisfaction, and eminently importantly, corporate profit 

(financial outcome) (Bethke-Langenegger, Mahler & Staffelbach 2011). By focusing 

on actively pursuing the succession planning, this will contribute to develop the 

workforce to be prepared for filling desirable positions. Concentrating on 

development activities such as implementing development- & training strategies, 

workforce segmentation and to make sure that the company possess the talents 

required, both now and in the future, than this will ensure that the firm meet its 

strategic objectives (Tarique & Schuler 2010; Garavan, Carberry & Rock 2012). 

“Talent development activities are typically undertaken by organisations to 

ensure that there are zero talent outages, to ensure planned succession 

rather than replacement, and to enhance the organisations´reputation as a 

talent magnet.” (Garavan, Carberry & Rock 2012, 5-6).  

 

High potentials, high fliers and future leaders have been at heart of TM for a long 

time. Garavan, Carberry and Rock (2012, 7) present four approaches when defining 

the content of talent development, where the focus has shifted towards a more 

inclusive approach where development is not only targeted for “A players” but also 

“B players”. This form for inclusive approach is defined as a type of talent 

segmentation (which we refer to in the model as workforce segmentation), but 

where the entire group of employees are acknowledged, and regarded as making a 

contribution to the firm (Garavan, Carberry & Rock 2012). By avoiding a merely focus 

on “A-players”, and rather combine employees with different background, 

experience or even culture, can result in effective knowledge creation and sharing, 

hence adding value to the company. The subsequent quote simply underline this 

logic:  
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“To realize value creation, firms must accumulate, combine, and exploit 
resources” (Sirmon, Hitt & Ireland 2007, 273). 

 

Within some of the studied articles, it seemed to be attention favoring a direction 

towards segmenting the employees within groups of A-, B- and C-players (Lewis & 

Heckman 2006; Iles, Chuai, Preece 2010). In general this makes sense, however, we 

stress that there correspondingly might be some accompanying disadvantages by 

following this logic.  

Cappelli (2008) states that talents should be developed more generally, where 

targeting competencies that will fit several roles, and reflecting organizational values 

is essential. In accordance with this, and mentioned previously, the TM-Model 

stresses among other things, finding the key employee to key position, selecting 

based on determined criteria for competence (defined based on the talent 

definition), organizational learning and knowledge creation, job rotations (Collings 

2014).  

 

Furthermore, an imperative goal besides attracting, selecting and developing talent, 

is to retain the talent (see score in frequency Figure 7). To preserve the best staff, it 

becomes crucial to focus on compensation activities such as rewarding and 

recognition (compensation management), and to motivate and engage the 

workforce with new challenges and opportunity for growth and self-actualization 

through performance management and future planning. Yet, similarly through more 

complicated tasks: developing skills and abilities, encouraging them to perform at 

their best, staying focused and managing divergences (Garavan, Carberry & Rock 

2012). By granting feedback, recognition and rewards are fundamental for employee 

motivation, engagement and to make them wish to remain in their position and 

organization (Beechler & Woodward 2009). Schiemann (2014, 284) puts it wisely:   
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“Managers are often so focused on goals and gaps that they do not provide 

sufficient time to coach their people.”  

 

Retain  

The final dimension is to retain talent. In this regard we present three main focus, 

Repositioning- and rotation, employer branding and risk management. We further 

connect these aspects to the recovery, replacement planning and retire - “letting go” 

of talent.  

 

Following an investment of time and resources to attract, select and develop talents, 

it is apparent that the firm wants their best employees to stay. If the three previous 

steps haven gone smoothly, in principle the TM-Model indicates that you now 

possess a specific talent with the right knowledge and capabilities, corresponding 

with the talent definition. Successful development and training makes a valuable 

employee where increased knowledge enhances the individuals’ market value 

(perceived use value). A talent who are well integrated after years in the 

organization becomes highly valuable due to their level of “company-specific 

knowledge” and expertise (Bethke-Langenegger, Mahler & Staffelbach 2011, 529).  

This makes it crucial to maintain a focus on this dimension as talents with unique 

competencies and knowledge becomes an isolating mechanism. Existence of 

isolating mechanisms are important because it hinders competition and raises the 

possible bargaining power of the value creator, avoiding value to slip away for the 

company (Lepak, Smith & Taylor 2007; Sirmon, Hitt & Ireland 2007). Lepak and 

colleagues defines isolating mechanisms as:  

 

“…any knowledge, physical, or legal barrier that may prevent replication of 

the value-creating new task, product, or service by a competitor.” (Lepak, 

Smith & Taylor 2007, 188)  

 

Encouraging motivation among employees’ increases the possibility of them leaving 

the organization as they may wish to seek new challenges elsewhere. To avoid this 

inconvenience, we suggest to concentrate the focus on repositioning, transferring 
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him/her to a more suitable department in accordance with their individual 

competencies, or to allocate new work tasks and/or encourage job variance. Ideally, 

and in agreement with the model, this will result in the talent desiring to remain 

within the firm. During this process, it becomes decisive for the Employer to ensure 

attractiveness among potential, new and existing employees (internal or external). 

We emphasize the significance of employer branding when attracting talents, but it 

is just as crucial for retaining them.  

 

Positively related with the retention of employees, and enhancing firm reputation is 

a motivated and engaged workforce (Eccles Newquist & Schatz 2007). Schiemann 

(2014) portrays an example of the importance of attention directed at employer 

branding and organizational culture to retain the best and the brightest. The 

example stems from Google, which is well known for their organizational culture and 

motivated and committed employees. Still, they underline the fact that not all of 

their employees will be able to perform at the top of the curve. A key priority for 

Google when attracting and recruiting new personnel is that they match the “Google 

culture”. In general matching the organizational culture can be described as 

possessing the right talents with competencies and commitment needed for their 

job, in addition to being able to find a meaning and purpose in their work (hence 

value creation).  

 

Another important aspect of the retention of talent is the “letting go” of them. How 

the company deals with this may affect the firm reputation, hence branding and 

attractiveness, which direct us to realize the significance of risk management. The 

ambition and goal is to hold a consistent reputation indicating how it is to work 

within the specific organization (Eccles, Newquist & Schatz 2007). Yet, a discovery 

made by studying the literature, was the realization that little appeared in regards to 

this aspect, concerning what happens after the individual has left the firm. This was 

also recognized by Thunnisen, Boselie and Fruytier (2013, 328), stating following: 

 

“How to handle the exit and turnover of talent, and possibly even take 

advantage of it, is hardly an issue in the talent management literature”.  
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However, one author (Schiemann 2014) elaborates on this fact in relation to the 

talent lifecycle, where he has added a phase termed recovery. Recovery is when the 

company focus is to “…recover lost talent in the future…” (Schiemann 2014, 285), or 

attract new talents through network and interactions with former employees. Ernst 

and Young, McKinsey and KPMG are examples of effective corporations with a great 

concern for this stage. The recovery might get the employees back after experiencing 

that “the grass was not greener after they departed” (Schiemann 2014, 285).  

 

Since it may appear as a challenge for corporations to locate and develop the high-

potentials with the right competencies, we suggest that it will be an advantage to 

direct increase focus towards the recovery. We argue that aspects such as 

organizational culture (a rare resource according to the RBV, – see Google example 

later in this chapter), and building social networks within the company (e.g. Alumni 

groups) can affect the chances that a lost talent will return to the company in the 

future (“…may one day be recovered”) (Schiemann 2014, 285). 

 

5.1.2 Conclusion – The TM-Model   

Overviewing the different TM-dimensions, we conclude that all the activities 

together have an organizational impact, and can be connected to theory concerning 

value. This realization was an initial expectation prior to the research. Yet, now it has 

become clearer which practices that can be related to competitive advantage; 

organizational performance, effectiveness and efficiency (see also appendix C), and 

which practices that attract the talents, selection criteria, practices of development 

and how to retain the talents. Figure 9: “Correlations among key practices of TM…” 

(and Appendix D) accounted for our assumption that the most crucial aspects of TM 

are developing and retaining in terms of added value. Human Capital Research 

supports this assumption, where the two dimensions are both essential for avoiding 

talent to slip away (i.e. leave the organization) (Collings 2014). As data was 

interpreted, we found gap in the TM literature concerning specific theory regarding 

the recovery of talents replacement planning, or other activities linked to the part of 
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“letting the talent go” (besides from the talent cycle by Schiemann 2014). What if 

the talent chooses to leave the organization? How can we entice them to return, or 

preserve the good firm reputation among lost employees? We argue this to be 

crucial concerns.  

 

On the basis of the TM-Model presented above, we constructed a suggested 

framework in which can more clearly illustrate how the four dimensions (i.e. attract, 

select, develop, retain) leads to value generation, hence adding value to the 

company. 

 

5.2. Talent Management and Value Generation – “Causes & Effects”  

The findings from the content analysis (Ch. 4) contributed to the development of the 

preceding “TM-Model” containing a process we refer to as the management of the 

talent lifecycle, including the four appearing TM dimensions (Figure 7). In this section 

we present the overall framework, which was constructed on the basis of the TM-

Model and other relevant literature from the dataset (e.g. appendix B and C). 

Additionally, several authors argues in favor of TM being a contributor to general 

firm performance (e.g. Cappelli 2008; Collings & Mellahi 2009; Thunnissen, Boselie & 

Fruytier 2013), emphasizing the significance of a strategic match between the TM 

dimensions and its activities (Schuler, Jackson & Tarique 2011, Thunnissen, Boselie, 

& Fruytier 2013). In this spirit, we find the proposed framework to contain useful 

information. The framework, which we termed: “Talent Management and Value 

Generation - Causes & Effects” (“Causes & Effects – framework), shows the 

suggested relationship between TM and value in terms of value creating activities, 

value created, and finally the overall value generation. The framework is clearly 

concerned with the organizational level, where often short-term (financial 

outcomes) and long-term goals (e.g. sustained competitive advantage – 

organizational outcome) are accentuated. Still, we find the individual level to be 

highly interrelated with the other two categories, and therefore include HR 

outcomes (e.g. work quality and job satisfaction). The results are helpful in its own 

right, where it shows which elements in the literature is accentuated, and which 
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might function as a foundation for further assumptions and proposals. Furthermore, 

the framework additionally requires a theoretically evidence and discussion that will 

emphasize its validity and reliability. Consequently, in this section we will elaborate 

on the model in accordance with the scholarly literature and findings (Appendix E), 

in addition to opinions and comments from discussions with the two academics and 

one practitioner we met with in June 2014. The discussions with experts in the field, 

we found to be enriching for the outcome, providing us with expert opinions, inputs 

and perspectives. The professors we met were Professor Shad Morris (Ph.D. Cornell 

University), Assistant Professor at The Ohio State University, and Professor Henrik 

Holst Larsen at Copenhagen Business School. The practitioner was Casper Nielsen, 

Senior Talent Management Consultant from 2BM.  

 

In the referral of value created or value added for firms, this includes sustainable 

competitive advantage, firm efficiency & effectiveness and organizational 

performance (Appendix C), all effecting firm outcome in terms of financial-, 

organizational- and HR outcome. Based on our initial knowledge and familiarity to 

HRM theory prior to this research we evaluated organizational performance to be an 

important indicator for value in companies, and concluded this as a essential key 

word in the search for literature. This was also emphasized by Henrik H. Larsen 

(2014) when discussing with him the value of TM, in addition to this emerging at 

several occasions within our dataset (see appendix A and F). For example, authors 

claims talent identification (Lewis & Heckman 2006; Collings & Mellahi 2009; Nijs et 

al. 2014), and talent leadership to have an impact on the organizational performance 

(Conger & Fulmer 2003). Additionally, frequently appearing terms in the literature, 

were competitive advantage or position, organizational effectiveness and efficiency, 

and were regarded as natural to account in relation to economic and organizational 

value of TM (Thunnissen, Boselie & Fruytier 2013). In Appendix C we list general 

statements from our dataset (coding for categories), as they appear in conjunction 

with one or more of the categories.  
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Furthermore, the comprehensive study of the literature let us understand the 

importance of considerations concerning how firms should best exploit their 

resources (in our thesis largely the human captial resources), create value with their 

talent(s), and to capture and protect the value created. In regards to the framework 

we recommended these activities to be performed simultaneously. Professor Morris 

(June 2014) did also recommended this when discussing the first draft of the 

framework with him. This is simply illustrated by linking the four TM dimensions to 

activities leading to value creation. The value creation activities are not mutually 

exclusive, and in compliance with professor Morris we agreed on not to define the 

value creating activities to be a process, but rather as actions that are continuously 

ongoing, to make sure that value is constantly generated.  

 

We find it necessary to emphasize that the different dimensions of TM, activities and 

outcomes of the framework are often interrelated. 
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Figure 12: Talent Management and Value Generation – “Causes & Effects” Framework 
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Talent Management and Value Generation  

We frequently use the term value added in our thesis. The term in this research carries a 

similar meaning as value creation, and is by some authors considered the optimal measure 

for company success. Value added is defined as:  “… ‘the difference between the 

(comprehensively accounted) value of a firm’s output and the (comprehensively accounted) 

cost of the firm’s inputs´.” Pitelis (2009, 1117).  

We have previously presented the TM dimensions, where we at this stage we move on to 

the framework and link TM to value creation and finally, value generation.  

When possessing a talent, the company needs to be able to create value through its talent 

and to further decode and translate this value, there needs to be a process of capturing the 

value once it is created, to transfer this into new use value (Bowman & Swart 2007) (See 

definition in chapter 2). Lepak, Smith and Taylor (2007) state that value creation can be 

explained as the difference between UV and EV (similar to the definition presented by Pitelis 

(2009) above). But first, the level of the analysis, the targets and the source of value creation 

need to be defined. In this thesis where the (individual) talent and the specific business 

organization who practice TM are the units of the analysis, where the value generation 

process is what the corporation should be concerned with to increase performance (value) 

on both organizational and individual level. Talent performance is in accordance with the 

combination of a chosen set of attributes, such as intelligence, motivation, and ability, and 

how the individual interact with the environment. When the talent for example performs a 

new task that provides greater utility, then use value is created. When the use value is 

exchanged, the exchange value will be realized in form of monetary amount, for example a 

company paying for the job executed by the talent (Lepak, Smith & Taylor 2007).  

 

Talents are repeatedly considered by managers to be the firm’s most important asset (Ready 

& Conger 2007; Gallardo-Gallardo, Dries & Gonzalez-Cruz 2013), and to understand the 

value of these assets we find it useful to use the term value generation. Until now we are 

guilty of using this term rather freely, but for this specific purpose we use it in order to 
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realize what value is, how value is created (Bowman & Ambrosini 2007a), and where the 

effect is provided in terms of three outcomes, namely Financial-, organizational- and Human 

Resource outcome. In the framework the value creating activities leading to value added is 

group within of the three boxes indicating its valuable outcome (effect).  

Financial outcomes withhold aspects such as operating profit, productivity, revenue from 

sales, return on assets (intangible & tangible), return on equity and market value. The 

financial perspective gives indications of the yield of the TM investment (exchange value 

higher after TM, than before). In favor of operating profit, return on assets, net profit margin 

and return on equity, a focus on TM in corporate strategy is found to have a positively 

impact (Bethke-Langenegger, Mahler & Staffelbach 2011).  

In regards to organizational outcomes of TM, sustainable competitive advantage, 

organizational culture, market access, improved employer branding (firm attractiveness), 

reputation and increased operational excellence are essential results of TM. Furthermore, 

the HR outcome of TM is employee motivation and commitment, job satisfaction (very much 

dependent on career development opportunities), increased qualifications and skills, hence 

work quality, and increased retention rate (i.e. lower turnover) (Bethke-Langenegger, 

Mahler & Staffelbach 2011). Engagement, motivation and commitment are considered 

means for increased high performance, thus high organizational performance (Collings & 

Mellahi 2009; Thunnissen, Boselie & Fruytier 2011). This logic builds on the assumption that 

highly engaged employees produce greater results, than someone being indifferent 

(Thunnissen, Boselie & Fruytier 2011).  

The firm initially needs to decide on what they find to be valuable for them; Lepak, Smith 

and Taylor (2007) refers to this as the content – what is valuable. In order to answer the 

question of how value is created, this requires the firm to define who is to capture the value 

created, meaning the targets of value creation (e.g. stakeholders, owners, employees, 

customers etc.). For example, when the organization is source of value, this is normally in 

terms of knowledge creation, innovation, inventions and management. When the individuals 

(i.e. employees) are the source they are (selected as a) a set of individual characteristics, for 
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example, intelligence, ability, motivation and their relations with the environment (Lepak, 

Smith & Taylor 2007). A final important consideration for value generation is to look at the 

process by which value is created (i.e. the mechanisms that permit the value created to be 

captured and used) (Lepak, Smith & Taylor 2007). The findings in Figure 10 did actually find 

the process of value generation to contain high focus in the literature.  

In chapter 2, we introduced the two different types of value, namely use value and exchange 

value presented in 2000 by the two professors within Strategic Management; Bowman and 

Ambrosini (see definitions in chapter 2). The professors believe that the problem with 

inconsistency of the term value, is simply because it have different meaning for different 

stakeholders (e.g. employees, suppliers, customers, investors) (Bowman & Ambrosini 2010).  

Our framework contains the elements we find to be essential and value generating for 

companies in general, a versatile model, which we argue to be beneficial no matter the 

industry. We encourage businesses to use it as inspiration and as a starting point to design 

their own specific framework.  

In terms of the individual talent, the use value refers to the firms “willingness to pay” for the 

specific talent. Meaning the amount of for example salary or investment in training the 

company is willing to invest in the specific employee (value is lost/no value if the cost of the 

talent or TM architecture is greater than the benefit it provides - the outcome). This reflects 

the expectations of what they expect to gain in forms of increased profitability (exchange 

value or ROI) at the final stage. This can be illustrated as following:  

 

Investment (exchange value) → Builds use value (creates valuable talent) → Increased profit 

(exchange value for firm  value added)  

 

There are two crucial economic circumstances needed for value creation practices to 

provide yield. The initial being that the monetary sum exchanged at time B must be higher 

than the actual cost at time A (i.e. money, salary, time, effort etc.) of the value to be created 

(at least at the time the exchange happens). The second condition involves “the monetary 
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amount that a user will exchange is a function of the perceived performance difference 

between the new value that is created (from the new focal task, product, or service) and the 

target user’s closest alternative (current task, product, or service)” (Lepak, Taylor & Smith 

2007, 182). 

In the following, each aspect of the framework is discussed.  

 

5.2.1 Value Generation when Attracting Talent  

With a TM practice the aim is to assure that the most qualified people becomes (or remains) 

a part of the company. To attract talents (and retain them) the firms must be attractive and 

contain a system, which is in accordance with employee needs (e.g. career development 

opportunities) (Bethke-Langenegger, Mahler & Staffelbach 2011). To appear as an appealing 

employer, we emphasize three activities in the framework, namely: Build a strong 

reputation, Positioning as an appealing employer (employer branding) and Workforce 

Planning – Supply Chain Perspective. These are three activities we feature as creating value 

by securing the firm with high potentials attracted.   

 

Reputation Management – Building a strong reputation  
Attracting talent is a key activity within IHRM, and developing reputation is necessary 

(Tarique & Schuler 2010). Reputation management is today a crucial long-term concern for 

corporations being a valuable resource according to the RBV, and essential for the creation 

of strategic value by being distinctive from competitors.  In order to attract (and retain) 

talented individuals, communicating organizational strengths such as for instance 

opportunities for career development becomes imperative (Hartmann, Feisel & Schober 

2010). Martin, Gollan & Grigg (2011) joins a similar opinion, stating that a high performing 

corporation with a reputation of quality and great standing will be attractive for the “best” 

people. For value creation to occur, this is essential in order for the firm to be best suited 

when attracting what we define as talents (Eccles, Newquist & Schatz 2007). “A high 

reputation leads to high potential employees which leads to value creation“ (Morris 2014). A 

sophisticated reputation is argued to lead to the attraction of high-potential, productive 

individuals, which is according to Lepak and colleagues together with additional abilities 
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such as knowledge, flexibility skills and intelligence, important qualities for value creation 

within organizations. A strong brand increases the chances of capturing and protecting the 

value, which in turn enhances the firms’ power relationship towards competitors (Lepak, 

Smith & Taylor 2007). Maintaining a strong brand can increase the chances of value 

protection when the resources fit the VRIN criteria, hence providing sustainable competitive 

advantages (Bowman & Swart 2007). Another aspect, considered as a non-economic value 

of TM, yet necessary for the survival of the corporations, is their legitimacy. If the reputation 

level decreases, this is claimed by authors to not negatively affect the organization existence 

as long as the legitimacy remains unthreatened (Thunnissen, Boselie & Fruytier 2011). We 

did not include legitimacy in the framework, but find it necessary to inform.  

 

Employer Branding – Position as an appealing employer  
The significance of attracting key talents and the engagement of them brings us to employer 

branding. Employer branding means to position the firm as an attractive employer 

(Thunnissen, Boselie & Fruytier 2013) – a place you would like to work, being “a serious 

contender for inclusion in any list of high-performance work practices (HPWPs)”, and might 

be a strategic part for proving firm reputation (Martin, Gollan & Grigg 2011, 3619). The 

authors further argue that HPWPs (i.e. brand name and branding, marketing activities, HR 

and communication) together makes employer branding and functions as both internal and 

external corporate signs that shape impressions of prominence and quality: two important 

features when managing employer branding (Martin, Gollan & Grigg 2011). 

If employer branding is managed strategically, this contributes to attracting (and retaining) 

talents, in addition to enhancing the trust relationship towards and between leader and 

employee (Martin, Gollan & Grigg 2011). Employer branding is an essential matter as a 

bridge building between HR, reputation management, communication, marketing, and more 

(Pitelis 2009). Attracting or retaining valuable individuals (with high perceived use value and 

exchange value) has a value creating effect where the organization enhances, maintains and 

prove its reputation, thus enhance firm attractiveness (Tarique & Schuler 2010; Thunnissen, 

Boselie & Fruytier 2013). We discussed this matter with Professor Morris (June 2014), using 
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Google as a simple example. We discussed the threatening fact facing organizations today, 

where employees (often the high-potentials) want to leave within a short amount of time, 

often to develop and gain experience from several corporations to increase their own 

market value. In this sense Morris argued that employer branding can make a difference and 

prevent this issue to occur. 

Additionally we stress the advantage of succession planning, ensuring motivated and 

committed employees due to offered career development and growth. For example, Google 

contains a high employer brand both internally and externally, focusing on the firm 

reputation to be worked from inside to the outside. They are highly focused on internal 

training and professional development. This is something that people simply want to stay for 

as they see the possibilities for growth and development, which clearly increases the 

attractiveness of the firm (the example is supported by information found on Google.com 

about the company). We conclude that featuring a strong brand attracts and retains 

employees. Gollan and Grigg (2011) argue that one thing Google is superior at, is the focus 

of being innovative, but not just being innovative, but also being known for it. This is often a 

vital aspect of the employer brand and the corporate branding (Gollan & Grigg 2011). 

Reputation as an innovative organization will attract innovative people (Morris 2014), a 

potential source of new use value for the firm, for example leading to innovations.  

 

We support the idea that organizations will create value by positioning themselves as an 

appealing employer through employer branding (Thunnissen, Boselie & Fruytier 2013) as this 

enhances the firm attractiveness. Internally, this can result in commitment, job satisfaction 

and performance motivation, further leading to more effectively manage to maintain this 

position, where the firm will manage to capture and protect value by reducing competitive 

forces (Pitelis 2009). We find employer branding to positively affect firm prominence and 

quality. In sum, it will benefit as a method for being attractive in the market, and to “keep 

ahead in the war for talent” (Thunnissen, Boselie & Fruytier 2013, 332). We suggest 

employer branding and reputation management to be positive contributors for avoiding 
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turnover high performers and reducing reputational threats and issues (generating value in 

terms positively affecting the financial- and HR outcome).  

 

Workforce planning – A supply chain perspective  

”Organisations that proactively analyse their needs and their current capacities will arguably 

be better placed than those that do not”  (McDonnell, Hickey & Gunnigle 2011, 179-180). 

A third important consideration we interpreted in the framework is the activity of workforce 

planning. This is a current critical action for corporations, being an estimate of the firms long 

term needed skills, which includes forecast staffing- and business requirements, and should 

according to Harris and colleagues be interpreted in the firm strategy and finance (Harris, 

Craig & Light 2011). Some authors’ supports this focus with enthusiasm, appreciating the 

fact that it is now feasible to develop a talent pipeline that will meet the potential talent 

needs in the organization (Harris, Craig & Light 2011). Cappelli (2008) propose a supply-chain 

perspective on TM in order to plan for uncertainty of supply and demand of talent, and 

reduce insecurity by predicting the workforce needed in the future (Cappelli 2008; Collings 

2014). An important purpose of TM is to ascertain a supply of talent available in order to 

have the right person at the right time (McDonnell, Hickey & Gunnigle 2011; Dries 2013a). 

Tarique and Schuler (2010, 128) refer to this as Talent Positioning, a measure for GTM 

effectiveness, which withholds the possibility for increased loyalty, thus contributing to 

talent retention. Seeking talents both internally and externally is according to research 

(McDonnell, Hickey and Gunnigle 2011) relevant if there appears a supply-demand 

challenge, where for example “purchasing” high potential- and performing employees 

externally; instead of solely using resources on internal members is emphasized (McDonnell, 

Hickey & Gunnigle 2011).  

 

We discussed this issue with Nielsen in context with “buy or build talent”, where he 

specifically recommended internal identification of talents, advocating that the firm will 

most likely experience higher performance because the internal employees have a good 
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(social) network, they know the systems and processes the important organizational 

knowledge. We agreed with Nielsen, where we in general recommend to “building talent” 

(i.e. internal identification and development) as this withholds several benefits in terms of 

hiring- and firing costs, remaining firm knowledge within the company, social connections, 

etcetera. However, a potential downfall with this view is as Lepak, Smith and Taylor (2007) 

notes: loss of new use value in form of new experiences and knowledge, which could have 

led to innovation. McDonnell and colleagues (2011) agree with this, mentioning the 

potential loss of new ideas and creativity within the company (McDonnell, Hickey & 

Gunnigle 2011). Practitioner Nielsen (2014) mentioned in this connection that by hiring 

external individuals (investment - EV) that this should provide a 30 % higher performance 

outcome (increased profit - EV) than an internal employee, for this investment to be 

economically beneficial. Building the internal talent to deliver a 30 % increased revenue is 

according to the formula presented at page 85 what we refer to as building use value 

(creating a valuable talent). Based on this argument, we suggest companies to undertake an 

internal cost analysis before deciding to “build” or “buy” talent.  

 

In the framework we present the supply chain perspective to be a value adding activity, 

where this action will prevent loss in effectiveness and efficiency (i.e. productivity), hence 

preventing loss in profit, meaning avoiding costs to exceed benefits. And in this case, the 

firm is able to create value by maintaining productivity and effectiveness and uncertainty is 

avoided.  

Another important part of the workforce planning is the Employee Value Proposition (EVP), 

which is a set of associations and contributions the firm can offer in return (exchanged 

value) for what the employee brings of capabilities, experiences and skills (perceived use 

value). It is a way for the company to make themselves more attractive, where “...they 

differentiate the pool of potential applicants and construct different approaches…” (Schuler, 

Jackson & Tarique 2011, 511). The reasons why EVP is vital when attracting employees, is 

due to EVP being is a key driver to engage, attract and retain talents (Thunnisen, Boselie & 
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Fruytier 2013). An EVP have to be relevant, unique and attract the talents attention. 

Schiemann (2014) calls it the Talent Value Proposition (TVP), and describes it as a “...  set of 

expectations between employer and employee, such as the level or type of work expected by 

the organization and the reciprocal level of development expected by the employee” (2013, 

285). Similar to the organization, the employee does also need to realize that aspect of 

“what is in it for me”.  

In the framework we suggest that the preceding activities are all drivers for attracting high 

potentials (in compliance with talent defined) and value generation: firm attractiveness 

(organizational effect), increase trust in leaders (organizational- and HR effect), and avoid 

the supply-demand challenge in terms of uncertainty and reduced productivity and 

effectiveness (financial effect), as activities leading to value creation.   

 

5.2.2 Value Generation when Selecting Talent 

In the selection of talented human resources, we previously in the TM-model emphasized 

the importance of the hiring competencies in terms of abilities, skills and knowledge. We 

advise them to comply with the talent definition, where the specific company defines their 

essential core competencies prior to the hiring procedures (Bethke-Langenegger, Mahler & 

Staffelbach 2011). In the framework we present three activities, that based on our research 

and understanding are value creating in addition to securing value created by achieving 

optimal exploitation of the workforce. These activities are: Select key employee for key 

position and Differentiation of workforce (A, B, C-grouping).  

 

Select Key Employee for Key Position (Buy or Build Talent) 

A large sum of capital is spent on processes and systems supporting TM, and still a great 

number of firms struggle to fill key positions, thus stagnating the employee’s opportunity to 

grow (Ready & Conger 2007). Collings and Mellahi (2009) introduced a new perspective on 

TM, favoring filling the key position with the key employee, starting with the identification of 

the pivotal positions, than detect the talent. Together with several other authors ((e.g. Dries 
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2013a, Gallardo-Gallardo, Dries & Gonzalez-Cruz 2013 and Vaimann & Collings 2013), do we 

support and advise this logic. With knowledge of the key positions the company are capable 

of adding value to their organization (Hartmann, Feisel & Schober 2010, Collings 2014).  

This aspect was a central theme discussed with Professor Morris. The right individual 

depends on which selection criteria the company requires for the specific position, as we 

punctate with our talent definition. The company is advised to define the core competencies 

including the abilities, knowledge and skills possessed by the ideal employee. With an 

implemented TM architecture, the focus will be on selecting high potential, for example 

individuals who have demonstrated great performance in other contexts (Morris 2014). 

Dries (2013a, 274) refers to this as political capital or reputational capital, which means to be 

known in a specific network as effective “…getting things done…” providing great work 

quality.  

The competencies and key positions defined by the company will be of assistance in the 

selecting process. For instance if the company desires to focus on innovative strategies as a 

value creating activity, then, based on the proposed talent definition they can describe the 

core competencies needed in order satisfy this intention. When you acquire innovative 

people, it engenders increased value, which can create a snowball effect attracting even 

more innovative people (Morris 2014). To sum up, the selection is based on key positions 

and criteria of competencies. If the talent fulfills these requirements, the focus on selection 

criteria will create value for the company by optimizing exploiting of workforce and enhance 

work quality.  

The position should be defined in regards to simplifying the process of identifying 

individuals, where the firms are aware of the competences needed, knowing what to look 

for. Another advantage with this perspective is that it provides the employee with a clear job 

description, which communicates the work tasks and what is expected when holding the 

position. This will prevent any confusing both for the employee and for the employer. A clear 

and defined key position makes it evident what the employee can expect to be evaluated on. 

The talent features the opportunity to become aware of how and where to improve in the 
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position, and the employer can keep track on the talents progress or stagnation, hence 

monitoring and maintaining work quality. By selecting the right person for the right position, 

this will have a positive impact on organizational performance and competitive advantage 

(Mäkelä, Björkman & Ehrnrooth 2010; Collings & Mellahi 2009; Dries 2013a; Ready & Conger 

2007; Al Ariss, Cascio & Paauwe 2014; McDonnell et al. 2010). Another aspect that can 

positively relate to value creation is for instance created when the company uses employees 

from key positions to employ new talents, and when the human capital assists the processes 

of value creation (e.g. increasing the intensity of work) (Bowman & Swart 2007). Nijs et al. 

(2014) states that the position a talent occupies determines the value created. We argue 

that this activity: hiring the right talent to the key position will generate value in terms of 

optimal exploitation, provide mutual trust among parties and ensured work quality.  

 

Differentiation of workforce  
Another aspect in which we advise in regards to optimal exploitation of human resources 

(value creation), is to group the employees based on their performance level (i.e. level of 

work), which some authors refer to categorizing as A, B, C – players (Lewis & Heckman 2006; 

Nijs et al. 2014). In the HRM literature, this expression (workforce differentiation) is applied, 

where it is recommended for corporations to differentiate among talented (A, B)- and less 

talented people (C). Conger and Fulmer (2003: 84) emphasized the value of leaders 

possessing a ”talent mind-set” that permitted them talk about the employees as A-players, 

and low performers, encouraging to taking action when employees are not performing 

adequately. At this stage the dimension of development, thus succession planning becomes 

central. Another relevant aspect of grouping talents is the self-fulfilling outcome it 

withholds. Employees want the positive affirmation it provides them when being labeled as 

a talent, increasing their self-confidence, motivating to increase performance (Thunnissen, 

Boselie & Fruytier 2011; Dries 2013), which in the framework is connected to work quality, 

job satisfaction, performance motivation and commitment. Being part of an elite group (A-

players) contains the beneficial effects of retention and proving themselves (due to the 

investments and trust the corporation provided them) (Bethke-Langenegger, Mahler & 

Staffelbach 2011).  
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Schuler, Jackson and Tarique (2011) underline the importance of EVP with an example from 

a company in the UK. This company focuses on selection tactics and develops separate 

recruiting depending on which level the employees are hired at and to which position (full-

time, part-time or student job). The firm has separate websites tailored to the specific 

group. This example shows that the selection process can be strategically managed already 

in the early process of the applications, and will positively affect the individuals’ quality of 

work.  

By focusing on this aspect of the selection process can also be considered a tactic for 

effectively manage the workforce. This we review as an action that preserves the value 

created. It prevents low exploitation of the staff, and can in a longer perspective limit or 

avoid turnover. This step has connections to the retention of talent, which will be further 

elaborated on.  

 

5.2.3 Value Generation when Developing Talent 

Figure 7 in chapter 4 illustrates the significance of the development aspect within TM 

architecture. Garavan, Carberry and Rock (2012) do also argue in favor of talent 

development being a crucial component within the overall process of TM. The development 

strategies included in the TM-model, and emphasize in the framework are: organizational 

learning, training and knowledge creation- and sharing (increasing company specific 

knowledge (Bethke-Langenegger, Mahler & Staffelbach 2011)). Prior to this section we 

stressed the selection and implementation of talents, to make sure the employees required 

were integrated. The subsequent focus on talent development is crucial as it ensures a 

learning curve, expands the talents potential and performance level, increasing their ability 

to perform (Garavan, Carberry & Rock 2012) and continuously improving within their 

position. We associate development with four essential aspects of value creation, namely: 

increased qualifications & knowledge, motivation & commitment, job satisfaction and 

employer/firm attractiveness.  

 



 
 

95 

Development Strategy  
In order to achieve and drive excellent performance (add value), we propose a focus on 

strategies for systematical development of employees, and to actively pursue succession 

planning, attained by having formal and non-formal learning activities internally or externally 

(Nijs et al. 2014), for instance sending employees on external courses and seminars, or doing 

internal courses and focus on internal organizational learning. Investing in human capital 

contains several beneficial effects, leading to added value in terms of more qualified and 

knowledgeable employees, something we relate to becoming more productive, delivering 

greater quality and increasing intellectual capital, all positively influencing firm market value 

(Bethke-Langenegger, Mahler & Staffelbach 2011). We find it favorable to engage in 

succession planning, essentially for internal development, supported by Sirmon, Hitt and 

Ireland (2007) and Cappelli (2008). Internal development increases the isolating mechanisms 

(Sirmon, Hitt & Ireland 2007), which is essential for protection the value. To achieve 

organizational performance, we accentuate the fit between employee and the context in 

which the talent work (Gallardo-Gallardo, Dries & Gonzalez-Cruz 2013; Nijs et al. 2014), 

argued to have a positive effect on job satisfaction. This again supports our advice of 

identifying key talent for key position. We propose succession planning to further have an 

effect on the retention of key employees, as they appreciate the possibility for the career 

development and challenging work tasks that is provided them (Hartmann, Feisel & Schober 

2010; (Bethke-Langenegger, Mahler & Staffelbach 2011).  

Like we earlier argued, and discussed with Nielsen (June 2014), we support a focus on 

“building” talent, seeking internal development of the human resources – growing the talent 

internally (and retaining the emerging talents) (Iles, Chuai & Preece 2010). Here internal 

succession planning becomes superior as it contains the financial benefit of reducing 

transactions cost (exchange value) such as the costs of hiring from the external market 

(Bethke-Langenegger, Mahler & Staffelbach 2011).  “Buying” employees from the external 

market can be preferable if there is an immediate need for key skills, or if the firm is 

changing its strategic direction, but essentially, internal development is desirable (Collings 

2014). It increases the likelihood for motivation, engagement and committed, being 

essential drivers for organizational performance (Thunnissen, Boselie & Fruytier 2011; 



 
 

96 

Schiemann 2014), here value creation. Additionally, it enhances the firms isolating 

mechanisms (Sirmon, Hitt & Ireland 2007), important for the capture and protection of 

value.  

Moreover, in terms of development training becomes a natural aspect to include. The talent 

should systematically grow, and together with development and experience of the 

individual: achieving excellent performance (Meyers, Woerkom & Dries 2013). Training is 

not just important for retaining employees; it also increases the likelihood of reaching 

business objectives and deliver superior results (together with the other TM activities). The 

training and processes encourage engagement and ownership in the company (Longenecker 

& Fink 2013), which we positively link to value creation in terms of the six aspects listed in 

the framework.  

 

Identification of high potentials within the company  
Workforce segmentation within TM is a common approach, and is grounded on strategic 

identification and selection of high performing, or high-potential individuals (Gallardo-

Gallardo, Dries & González-Cruz 2013). This practice needs careful consideration when 

attracting talents, being consistent on which types of competencies and capabilities required 

for the specific position or job. We find it necessary to include workforce segmentation in 

relation to developing the talent due to the importance for firms to have an understanding 

of which resources they possess (Gallardo-Gallardo, Dries & González-Cruz 2013). Martin, 

Gollan & Grigg (2011) emphasize the benefit of identifying actionable and strategic 

capabilities, which can be characterized as rare resources that provides competitive 

advantage. The authors refer to Lepak and Snell (2002), for support in their argument, 

noting: “This logic of distinctiveness provides a strong argument for segmentation of the 

workforce” (Martin, Gollan & Grigg 2011, 3626). We advocate that this identification needs 

to be in accordance with our previously presented definition of talent.  

 

As we formerly mentioned, the literature use terms such as “A-players”, “A jobs” or “Pivotal 

talent”, where strategic capabilities are discovered using a VRIN-analysis and dynamic 
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capabilities that will strengthen the firms’ distinctiveness and limit imitation (Harris, Craig & 

Light 2011; Martin, Gollan & Grigg 2011). In agreement with the RBV, we find it essential for 

the firms value creation to have valuable, rare, inimitable and non-substitutable resources, 

and be aware of these, in order to leverage from them, where the corporation must manage 

to “accumulate, combine, and exploit resources” in order to realize value creation (Sirmon, 

Hitt & Ireland 2007, 273). 

 

We support the logic of “building” talent, and categorizing and grouping them dependent on 

their performance level (A, B, C –player). In agreement with Gallardo-Gallardo, Dries and 

Gonzalez-Cruz (2013) we in this regard possess the opinion that within an internal workforce 

everybody got a talent, where in total, the entire workforce (all groups included) provides 

the organization with value. However, by placing the employees in groups we realize the 

possibility to practice this in every parts best interest and to take action on areas people are 

struggling (Zubac, Hubbard & Johnson 2010). Yet, we see the necessity to mention a chance 

for misunderstanding the intention behind the grouping of talents. By grouping individuals 

based on work level we fear the conflict with self-esteem and motivation, hence job 

satisfaction and work quality among employees. This misunderstanding can result in 

decreased productivity, efficiency, engagement and loyalty (Dries 2013a), which in return 

will negatively affect the value creation. If the organization is clear on their intentions behind 

the categorization, and communicate this properly, this will in our opinion benefit the firm. 

We advise to place the employee within the best-suited position based on the talents work 

level, abilities, skills and knowledge, and furthermore to communicate that this is a tactic for 

development and increased competence (Dries 2013a). A relevant benefit in this regard, 

which we connect to motivation, commitment and job satisfaction is that the employee 

might experience the feeling of doing something meaningful, rather than wasting their 

resources because they were regarded as useless, or as more qualified than truth is. We 

argue this logic to have a value generating effect as resources are exploited to highest 

extent, which eventually can result in important contributions (ideas or innovations) adding 

value (Lepak, Smith & Taylor 2007).   
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The more qualified the employee becomes, the more valuable they become for the firm 

(thus also competitors) as they increase the company’s market value (likewise their own 

market value). The benefit of developing talents with the incentive to satisfy individual 

needs, can lead to the talents to wishing to do their best in return (Bethke-Langenegger, 

Mahler & Staffelbach 2011), providing an exchange relationship. Investing in development of 

employees, we propose three value creating activities that aim to secure value creation in 

terms of increased market value, due to for example increased qualifications and knowledge 

and customer satisfaction, enhance flexibility, performance motivation, commitment and 

satisfaction, trust towards leaders, and in return and maintained or greater employer 

attractiveness.  

 

Feedback and learning processes (Succession Planning) 
Succession planning in form of feedback and learning processes are required for capabilities 

to be updated. In the TM-model we list organizational learning as significant for developing 

talents. It can affect the effectiveness and efficiency for managing firm resources, especially 

if there appears to be dynamic conditions. Organizational learning can strengthen the 

corporations’ capability to be strategically flexible, and enhance their possibilities for 

adapting and developing. This type of learning is referred to in the literature as high-level 

learning or meta-learning (Sirmon, Hitt & Ireland 2007). Meta-learning is based on an 

individual's previous actions- and result relationships in terms of feedback, emphasizing this 

to be important for creating and protecting value via continual development (Sirmon, Hitt & 

Ireland 2007). We encourage a focus on constantly mobilizing capabilities, and to adjust 

resource portfolio (the sum of all the company´s resources, intangible and tangible assets 

(Sirmon, Hitt & Ireland 2007) through feedback on work and organizational experiences. The 

development of talent is in general a value creation activity, where the framework highlights 

and argues these aspects to be of great importance for adding value. If the corporation is 

able to analyze and plan how to manage their resources, then this will in effect lead to 

competitive advantage (Sirmon, Hitt & Ireland 2007) - hence impact the organizational 

outcome.  
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We advise to combine the talents innate abilities, skills and knowledge to support internal 

learning in order to capture and protect value from organizational learning. However, it is 

crucial to avoid knowledge spread, leaking organizational knowhow to the external market 

(this is similar to how the RBV stress the importance of maintaining resources as inimitable 

and non-substitutable). In this sense, the succession planning withholds the benefit of 

protecting knowledge and increase work quality due to a strong internal network among 

organizational members (two aspects essential for the organizational outcome of customer 

satisfaction) (Bethke-Langenegger, Mahler & Staffelbach 2011). Additionally, and as we 

repeatedly mention, to identify key employees within the existing workforce, “building” 

talents, and the employer branding is important. When the employee is already part of the 

organization, and is satisfied with this relationship, he/she will remain committed and loyal.  

The findings in chapter 4 clearly illustrated the importance of abilities, skills and knowledge 

when defining talent (Table 6). These findings and further proposals can be supported by 

several academics, emphasizing these competencies as vital for building competitive 

advantage (Lewis & Heckman 2006; Collings & Mellahi 2009; Hartmann, Feisel & Schober 

2010) and enhance performance (Nijs et al. 2014). The organization will benefit from 

increased knowledge and qualifications among its workforce; however, this area might 

involve an accompanying dilemma concerning “how good do we want our talents to be?” 

We discussed this issue with Nielsen (2014), where he noted that there are two different 

opinions about TM; the first being that TM is to develop the talents for their future career. 

The second is that the company does not want to use TM to develop their talents to become 

too desirable outside the corporation. Personally Nielsen recommended companies to 

cooperate within TM and to “share” talents among firms. He stated that this might results in 

increased motivation, and an advantageous way for them to develop in new directions. 

Sirmon, Hitt and Ireland (2007) do mention that to make strategic alliances to share 

knowledge can be beneficial for the corporation. The company will get something in return 

when feeling that they are losing money when investing in a talent (because they are 

investing in cooperation) (Nielsen 2014).   



 
 

100 

In the framework, we slightly recommend the opposite; supporting the notion of value 

protection by keeping organizational knowledge and knowhow protected, avoid value 

leaking to competitors. If for instance a talent within organization A produces value by 

finding a new, more efficient way to perform a specific task, then our advice is to protect this 

as a company secret, and avoiding organization B (the competitors) to benefit more from 

this value than company A, hence capture more value than us. This is by Lepak, Smith and 

Taylor (2007) termed as value slippage. However, this does not mean that we are against the 

idea of hiring for example consultants for assistance in areas the organization is not qualified 

enough, or outsourcing specific tasks. We simply advocate that in order to be ahead of 

competition, protecting firm secrets and essential knowledge and systems is decisive.  

Exchange knowledge into new knowledge  
Today’s economy is vastly knowledge based, and the value of talents will continue to be a 

determining necessity (Iles, Chuai & Preece 2010; Dries 2013a), where one of the main risks 

facing organizations today is the loss of accrued expertise and knowledge (Dries 2013a). We 

incorporated knowledge creation within the framework because we find it to be a central 

value creating activity (Lepak, Smith & Taylor 2007). Combining and exchanging inherent 

knowledge with new knowledge (a process that indicates leveraging), will add value to the 

firm in terms of increased organizational knowledge, leading to more qualified members. 

We argue this to be beneficial both when fulfilling key positions with internal or external 

candidates. For instance, in terms of knowledge creation- and sharing when creating value 

within a firm, one can think of a consultancy firm where a “senior” employee is training a 

“junior” consultant. At this point the company is the target of value because value is created 

when employees are trained and knowledge is enhanced (Lepak, Smith & Taylor 2007), and 

this leads to outcomes such as for example increased productivity, which is beneficial for 

both firm and employee. However, a potential obstacle in this case is that the knowledge 

sharing may endanger the “senior”-talents perceived potential value capture, by reducing 

his/her unique knowledge, hence reducing their critical isolating mechanisms. This may in 

worst cases lead to the tutor refuse to share this knowledge in fear of being less valuable for 

the company (Lepak, Smith & Taylor 2007) lowering own bargaining power and internal 
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value. To avoid this potential issue, we again argue the talent grouping (A, B, C- players) to 

be effective, securing the employees their rank and position in the company.   

When new organizational knowledge is generated, value is created (Lepak, Smith & Taylor 

2007), and in the framework this indicates increased qualifications, effectiveness and 

enhancing the flexibility of the business. Flexibility and effectiveness are central aspects 

leading to economic value on firm level (Thunnissen, Boselie & Fruytier 2013), and is 

therefore categorized as affecting the financial outcome in the framework. Internalized 

knowledge supported by the firm systems and processes creates “valuable synergies” 

(Bowman & Swart 2007). This is will be further exemplified.  

We mention the importance of a strong brand reputation when discussing the first 

dimension of TM, attracting. Knowledge is, like many other aspects in the framework, linked 

to other practices of TM. Our discussion with Shad Morris (2014) touched this area: an 

individual working for a consultancy company is likely to have high intelligence and 

knowledge, but the reality is that in fact, the consultant is simply being implemented in the 

template of a consulting model that the company uses.  

Bowman and Swart (2007) presents a similar example: an inexperienced junior consultant 

will experience to benefit from the firm having a strong brand (hence strong employer 

attractiveness), such as for example PwC or Boston Consulting Group (BCG), and will be 

capable of performing effectively because the firm has incorporated a template, meaning a 

set of systems and processes “that makes the road simpler to walk”. The inexperienced 

consultants effectiveness will be a gathering of their knowledge and how they use this, 

combined with the brand association and corporate systems. In sum, the combination of the 

new employee (partner), the brand and the systems comprises a company’s embedded 

capital. Bowman and Swart (2007) find this interaction to create “valuable synergies”. In the 

discussion with Morris, this was argued to also be the organization leveraging the talent. 

Here, having a knowledge individual in combination with supporting systems creates value 

and processes that make it possible to leverage value from the consultant, again resulting in 

a greater value capture by the company. We illustrate this example in numbers: an 
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inexperienced consultant starts working for the consultancy company Deloitte. Deloitte 

starts with billing out around 100€ per hour, but this increases to (for example) 200€ as the 

junior consultant increases her potential, hence firm performance. Due to excellent 

performance, the company moved from 100€ (exchange value before talent) to 200€ 

(exchange value due to talents). In the beginning they received a salary of 50€ per hour, 

hence the firm were paying them 50 % of the value they created. This means that the 

employee captured 50€ the value, and the company captured the remaining 50€ (both 

capturing half of what they created). But, as the consultant develops and increases her 

performance level (thus becomes more valuable for the firm), than she will most likely want 

to capture a bigger percent of the value she created, due to increased knowledge and 

performance (and of course self-confidence). We therefore contend that her external 

market value and bargaining power within the firm has increased. If the company then 

treats the talent as valuable, with a great talent-mindset incorporated in firm strategy, and 

show their appreciation and trust to engage in self-discipline and the opportunity for 

freedom to perform tasks as she prefers and find effective, than this opens for value 

creation in form of increased productivity and effectiveness, performance motivation, 

commitment and job satisfaction  (compensation activities) (Bethke-Langenegger, Mahler & 

Staffelbach 2011), and importantly, retention (Tansley & Tietze 2013). Additionally, we see 

this as providing an affect to employer attractiveness.  

In this example we referred to the exchange value provided by the talent. When the 

consultant increases the value for the company, this means that their perceived use value 

has increased, and the firm needs to consider if this use value will exceed the exchange 

value or not. If the situation is similar to the example above, the “formula” presented on 

page 85 met, providing the firm with increased profit (exchange value).    

It is crucial to pay attention to talents needs and expectations, and we advocate this to 

benefit all the three value generating performance indicators (financial, organizational and 

HR) (Bethke-Langenegger, Mahler & Staffelbach 2011). By examining the talents objectives 

and needs than this will increases the value of TM at the individual level, where according to 
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Thunnissen, Boselie and Fruytier (2011) productivity can merely be expected if the 

organization take respectable care of the needs of their staff.  

    

5.2.4 Value Generation when Retaining Talent 

The findings in chapter 4 clearly indicated the significance of talent retention (and 

development) (Figure 7). Focusing on retaining valuable employees is in general crucial, as 

when you consider an employee as a talent, this is most likely because the individual fits the 

talent definition and provides value. A valuable talent is the employee that shows a high 

performance level, delivering great results and quality, in addition to being committed and 

motivated (Bethke-Langenegger, Mahler & Staffelbach 2011). The companies should aim at 

be to retaining the key employees in key positions (at right times) (McDonnell, Hickey & 

Gunnigle 2011). Retaining talent in general can be termed as value generating, yet in the 

following section we go deeper into some aspects we find worth expressing.    

At this point the maintaining of motivation and commitment becomes essential, where a 

continuously strive for maintaining motivation and job-satisfaction all-time high is essential. 

The development dimensions contributes to fulfilling individual needs (and firm needs) in 

terms of career development, increased abilities and competencies, all in all: increased 

qualifications and knowledge. An investment (the exchange value) in talent development (to 

increase use value) is expected to offer a return good, for instance (and importantly) 

increased market value and customer satisfaction (exchange value), affecting the financial 

outcome. We present three activities leading to value creation: Exploiting Capabilities 

(Repositioning & Rotation), Preserve & Prove Firm Reputation (Employer branding) and Risk 

Management (and Reality Gap). 

An essential part of retaining talents, and simultaneously create value is in our opinion to 

exploit the qualifications and the knowledge the firm is now possessing. In the TM-model we 

present the activities of repositioning and rotation (job variance). The intention is to make 

sure that the talents always do what they are best at (being able to utilize their capabilities), 

creating value due to increased motivation and job performance (Bethke-Langenegger, 
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Mahler & Staffelbach 2011), in addition to supports employee job satisfaction, hence 

providing better service, again affecting the customer satisfaction. At firm level, value is 

created in terms of optimal exploitation of staff. We previously discussed the aspect of 

grouping the employees based on their work level, where the intention is to place them in 

positions best suited in relation to their capabilities and knowledge, making their work 

become meaningful rather than demotivating. In this context we find it critical to note that 

the grouping must not lead to stagnation, but rather encourage them to seek added 

knowledge and competence (continued development).  

In relation to repositioning and how this might lead to value creation (here; individual level), 

we use an example inspired by Lepak, Smith and Taylor (2007): An employee (talent) has 

worked in the same department for several years, but does now consider to leave the 

company due to dissatisfaction with tasks, methods and creative freedom. There lacks 

opportunities and leeway. In this case the manager can prevent this by looking at talent 

reviews executed and results (performance management), and jointly uncover a way to 

reposition the individual to make him/her feel useful, working with more meaningful tasks, 

and be trusted with self-discipline and increased freedom the workplace (Tansley & Tietze 

2013). Having faith in your talents, and find the investment worth wile, will in return gain or 

enhance the interdependent relationship, where trust is mutual, and increase the talents 

intention to make this investment pay off. This will rise the individuals’ use- and exchange 

value of remaining in the company, while the organization benefits from retaining a valuable 

employee, avoiding the transactions costs of hiring a new, inexperience person (Bethke-

Langenegger, Mahler & Staffelbach 2011). Additionally, rotating employees, encourage them 

to find their optimal working arena can open up for the possibility of new innovations (new 

use value) as they get the opportunity to unfold their capabilities, skills and knowledge in 

other and new settings (Lepak, Smith & Taylor 2007). In contrast, if the employee feels 

treated unfair due to for example value capture negotiations (e.g. salary negotiations), then 

this may posit the possibility for demotivation, less innovation and creativity if the employee 

stays, or in worst case, resigning (Bowman & Ambrosini 2007a). By repositioning employees 

and being open to job rotation in order to detect the ideal department and position for 
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them, we argue this to have a value creating effect due to job satisfaction, optimal 

exploitation of workforce and work quality.  

 

Preserve Firm Reputation (Employer branding)  
It is not just important to focus on employer branding when attracting talents, this is also 

highly significant for retaining them (Thunnissen, Boselie & Fruytier 2013). Motivated and 

committed employees are connected to better reputation of the firm, and increase the 

chances of employee retention (Eccles Newquist & Schatz 2007). In this regards, and 

mentioned formerly, the employer branding plays a crucial part for proving the firm 

reputation (Martin, Gollan & Grigg (2011).    

Schiemann (2014) describes an example of the significance of focusing on employer 

branding and organizational culture to retain the best and the brightest. The example stems 

from Google, who are well known for their organizational culture and motivated employees. 

Still, they underline the fact that not all of their employees will be performing at the top of 

the curve. Google’s key priority when attracting and retain new staff is the fact that they 

match the “Google culture”. In general matching the organizational culture can be defined 

with the right talents having competencies and commitment needed for their job and that 

they are able to find a meaning and purpose in their work (value creation). Previously we 

have used consultancy companies as illustrative examples, as these corporations contain 

high expertise and require effective management of talents. Additionally, they possess high 

employer attractiveness as the talents get paid for their special expertise, and are 

continuously being developed and focus on providing a learning curve. These are factors 

affecting firm reputation, where they have managed to build a high brand value for 

themselves (Bowman & Swart 2007). The retention activities within the framework we argue 

to have a positive effect on job satisfaction (proud organizational members), related to the 

performance motivation and commitment, and customer satisfaction (due to reputation as a 

high ranked firm).  
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Risk management: Reputation, Recovery and Reality Gap  
As stated when explaining the TM model, the focus on retention additionally includes 

recovery and what happens after an employee leaves the organization. Schiemann (2014) 

presented this stage as the last phase in a talent lifecycle, which we further discussed with 

Professor Morris (2014). When the company let an employee go, making sure to have a 

process in place, making this happen fairly and decent, is crucial for the employees final 

relationship with and impression of the firm.  As we formerly mentioned in the thesis, high 

potential individuals is likely to seek and also require new opportunities, challenges and 

even workplaces to advance their skills, knowledge and experience - to become more 

qualified (increase their employee value). In these circumstances, or due to other causes 

why a key talent leaves the organization, Schiemann (2014) exemplifies an effective tactic to 

keep in touch with them. For instance by social networks or alumni groups (e.g. LinkedIn), 

seeking to keep possibilities open for a potential rehire. Reveal their motivation for leaving, 

for instance with exist-interviews (Morris 2014), and find out which actions are needed to 

tempt them to come back, which firm activities can be put in motion to reduce talent 

turnover, or rather importantly speak well of (recommend, be loyal to) the organization 

after leaving? (Schiemann 2014). Moreover, if the situation contains retirement, a solution is 

to retain the talent for part-time work due to their valuable knowledge. Within on our 

dataset, only Schiemann (2014) mentioned the recovery phase of TM, an interesting finding 

we desired to emphasize here. Professor Morris (2014) and Practitioner Nielsen (2014) both 

agreed with the importance of keeping in contact, and with today’s tremendous use of 

online social networks, this is highly possible. Nielsen (2014) was engaged in the aspect of 

retention, stating that this is an expanding focus among corporations today, and he 

supported the statement from Schiemann (2014, 285) that “…the grass is not greener in the 

new organization…” We advise a focus on this aspect of TM, finding it to be positive, 

especially in relation to organizational outcomes (i.e. employer attractiveness - firm 

reputation).  

Furthermore, a focus on risk management in this case can assist the company to preserve 

their reputation, if they let employees go in a fair way, departing the employee with the 

feeling that this organization was a decent workplace with good values and intentions, that 
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makes it natural for him/her to talk positively about it. By providing a great talent recovery 

system, with incentives to end the relationship on good terms, and be open for a renewed 

relationship in the future. We find this to be value creating in terms sustaining the firm 

reputation (organizational outcome). We previously presented this statement by Professor 

Morris (2014):  “A high reputation leads to high potential employees which leads to value 

creation“ Keeping in contact with talented individuals is essential for a possible return, yet 

another beneficial aspect of the talent recovery is his/her how they will present the 

company in their social networks, for example for school/studies possessing much of the 

similar knowledge and qualifications. We find it reasonable to say that high potentials attract 

high potentials.  

Another factor imperative for the company is to focus on what they want to be for others, 

and what they think they are, should shine through. There might occur a reality gap if a 

talent quit the job and tell stories about how he/she felt working there, and this is far away 

from the company´s values and mission. A reality gap is present if the firm reputation is not 

in conformity with the actual reality (can be in both a positive or negative manner). This gap 

holds a crucial risk (Eccles, Newquist & Schatz 2007). We find the reality gap to be a 

threatening factor for the organizational and HR outcomes of TM, where distrust, decreased 

commitment, lack in motivation, job satisfaction, and worst case, talent turnover are feared 

outcomes.  

 

5.3 Part Summary 
This foregoing chapter was a discussion built on the results from chapter 4, theoretical 

background (Ch. 3) and general theory from within the data collection (i.e. 56 articles – 

Appendix E). The chapter aimed at uncovering the aspect of “what is in it for meg?” (i.e. 

leader and/or practitioner), in addition to how to achieve the valuable outcome. 

 

Firstly, the section introduces a self-constructed definition of talent being: “Individuals as 

high-potential, possessing the right abilities, skills and knowledge that is in accordance with 

the firms defined core competencies”, and a chosen TM definition (Vaiman, Scullion & 
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Collings 2012), both based on frequently appearing terms in the literature. The intention was 

to lay the foundation for understanding the intended meaning of the terms and have a 

working definition for the discussion. Further, the proposed TM-Model was introduced, by 

first briefly describing the meaning of the four TM Dimensions (i.e. attract, select, develop 

and retain). The four dimensions where then illustrated in the model as a continuous 

process that is termed the management of the talent lifecycle, presented in relation to 

essential related activities. Furthermore, we revealed the framework, which is named “TM 

and Value Generation – “Causes – Effects””. The framework visualizes the proposed 

connection between TM and Value. Each TM dimension has been associated with value 

creating activities lading to a value created. All aspects of the framework is grouped within 

the value generating categories, namely Financial outcome, Organizational outcome and 

Human Resource outcome providing a clear and logic “cause & effect” indication. The 

discussion of the framework included opinions and inspiration from meetings with professor 

Morris, professor Larsen and practitioner Nielsen.  

 

5.4 Theoretical implications  
 
The 56 articles (Appendix E) provided us a large amount of material, where we became 

confident that we (especially for this purpose) could propose a joint definition of Talent, yet 

advise all firms to adapt it and fill in firm specific aspects. The definition is a contribution to 

the literature because it builds on a comprehensive amount of data, and constructed in 

compliance with what scholars in total understand as being talented. The same count for 

defining TM, which was adapted based on being most frequency applied by academics (see 

findings Ch. 4), and contain all four TM dimensions appearing in the data set. Commonly 

using this definition would additionally include a global perspective, which has become the 

reality in business environments today. The dimensions of TM were also tested in terms of 

correlation, which found develop and retain to be the most significant dimensions of TM, 

however, this result unfortunately contained a limitation that hindered us to propose this to 

be appropriate added knowledge to the literature, yet it was supported by some authors, 

and can be used as inspiration for further testing.  
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As for the definition of value, adapting the two types, use value and exchange value, 

including discussing them as mixed, was found to be relevant. The findings and results 

indicate that all other definitions found for value could be characterized as one or the other, 

or a mix. Our diagram indicated that the majority of definitions indicate use value, which we 

argue to relate to academics great focus on the mechanisms, and characteristics that might 

result in profit (the process), rather than the actual profit. This can be explained with the 

majority of authors focusing on the interrelation between management and performance.  

 

The TM-Model, which builds on the research findings, accommodates an overview and 

gathering of the TM dimensions (from dataset and TM definition) and associated activities 

and concerns. We do not argue this type of overview to lack in literature, but created the 

model for this specific research purpose, and find it to be further useful in other contexts 

due to being founded on a large amount of data, and providing a versatile logic in terms of 

TM. However, the model includes the phase of dismissing an employee, (recovery, 

replacement planning and retire & letting go) where we advocate that more attention 

should be delegated to this phase, also emphasized by Nielsen, practitioner of TM, who 

argued this aspect to be of increasing importance in corporations today. For further 

research, this is an area that should be dedicated more emphasis.  

  

On the basis of every step and action done throughout this process, we were able to 

construct a practical  “Causes & Effects” – framework, visually connecting TM to value, and 

value generation, proposing the value-driving aspects of a TM architecture that actually 

contributes to added value for business organizations. By categorizing the value generated 

within a box representing the specific outcome (financial, organizational and HR) we provide 

the academics or practitioners with an overview that increases the awareness of what action 

leads to what outcome (therefore the name “Causes & Effects”). We find the framework to 

provide the literature with a new and relevant contribution, explicitly connecting TM to 

value in terms of economic- and non-economic conditions, still emphasizing their 

interrelationship and answering the RQ by illustrating the value creating practices, and what 
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kind of valuable outcome to be increased. However, the framework contains the limitation 

holding a highly general form, and can be of lesser relevance for smaller enterprises, and 

therefore advise firms to adapt it as a base for developing a firm specific strategy. For 

further research in this regard, a practical (and firm specific) case study involving a large and 

a small corporations would be useful.  

 

Furthermore, the framework is intended to be an ongoing process, continuously encourage 

the practitioners to direct attention to the activities and the outcome. However, we do not 

discuss the actual effect (scope of outcome) a cause might carry, something we find 

pertinent for further study. For instance to answer the question: To which degree does 

development of employees (exchange value = investment) result in increased market value 

(exchange value = increased sales - profit)? Several practices and their related outcome is 

illustrated and interpreted in the framework mainly on the basis of our increased academic 

knowhow (from academic journals) (See appendix B). 

 

Finally, a further research opportunity is to test if the value creating activities will last in a 

longer run, if for example only one part of the relationship is satisfied (e.g. the firm, and not 

the talent). Since the boxes containing the value created are highly talent dependent, we 

wonder how the corporation can constantly meet the talents minimum level of use value, 

for them to withhold their exchange value affecting firm value generation? The talents 

willingness to be part of the value creating process is clearly crucial.  

 

We do not outline an exact definition of what the amount of value specifically is, as we find 

it to be a complex area to cover, although we answer the RQ in a broader, practical sense. 

But we encourage further researcher to explore the field in a more specific manner, seeking 

a common generic definition for the value of TM, and to further propose a (real life) 

monetary example to illustrate how value increases when undertaking a specific practice, for 

example using the equation proposed at page 84, or other possibilities for measuring the 

level of effect. Morris stresses monetary examples to easier appeal to practitioners 

(companies).  
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Overall, there are still unsolved issues in the literature, but we find this study to contain 

steps in the direction of more consistency and knowledge in regards to TM and value 

generation based on findings and discussion grounded on theory, journals and inputs form 

Professor Morris, Larsen and practitioner Nielsen.   

 

 

 

 

5.5 Practical Implications  
Now we have discussed and argued the theoretical implications and briefly deliberated on 

aspects for further research. In this section, we will discuss and educate the implications for 

our practice, directed towards adapters- and practitioners of TM in business organizations. 

In general, TM is considered a HRM practice, and is coordinated by the HRM manager of the 

firm. However, due to the interest of financial- and organizational outcome of this research, 

and the framework, we find the implications to be relevant for the general corporate 

management, essentially the chief executive officer (CEO) and chief financial officer (CFO), 

HRM manager and department managers. The CEO and CFO, who are concerned with the 

overall business organization, its survival opportunities, market position and finance, will 

find the Causes & Effects-framework to support and emphasize the investments and effort 

dedicated to TM, and provides a “prof” that if we do this (i.e. invest money), than this is the 

result. Stated differently: The framework document and visualize the causes and effects of 

TM by performing the specific activities, proving the relationship between investment 

(exchange value at time A) and added value (exchange value at time B). However, do to a 

large amount of other responsibilities, the practice of TM is often delegated to HRM 

managers or department managers (especially in larger firms), which is reasonable due to 

them being on a closer level with the talents. The HRM manager, and/or department 

manager will have use of both the framework and TM-Model. For a newly established 

corporation, the TM-Model and framework will be a relevant guidance for focus and actions. 

For well-established firms, it becomes applicable in terms of new directions, improved 
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optimization of their bundle of recourses or simply as a guideline for success.  

Furthermore, since we find this research to prove and illustrate the relationship between TM 

and value; a great investment concern for the top management, we further direct the 

implications towards the HRM managers and department managers, where in practice, this 

is where the framework will mainly be applied. One can perceive the framework to be 

somewhat two folded, where the TM dimensions and value creating activities becomes a 

main concern for the managers, while the value created- and generated becomes of great 

interest for the top management. This can be further argued, but the aim is as mentioned 

several times, to emphasize the cause and effect relationship.  

As business organizations main concern is in reality their overall performance, and todays 

dependence on the human resource (the human capital) (see Table 1: Old Reality versus 

New Reality of Talent), it becomes evident that attracting, selecting, developing and 

retaining an high performing employee (talent – A player) are crucial aspects for maintaining 

firm value. The framework is explained in detail with suggestions and recommendations for 

practice, where the TM dimensions and corresponding value creating activities are practices 

mainly encourage from an organizational level. However, we stress the need for firms to 

adapt the framework and make it company specific and internally relevant. This implies 

conformity to follow the TM dimensions, and value-creating practices in accordance with 

business values, objectives, vision and culture. E.g. Google attract and retain talents by 

positioning themselves as an employer who offers growth- and development opportunities, 

which in return attracts people with ambitions and drive. One can think of it as quality 

attracts quality. We advise managers to adapt our talent definition, and fill in the required 

core competencies: for instance the company aims to attract talents with entrepreneurial 

qualifications and skills, than this is how they need to position themselves (like Google). 

Begin with the definition of what is a talent for your purpose, and further select based on 

how the individual fits the intended position. If the employee appears to be a “key talent”, 

than the two next dimensions (develop and retain) becomes crucial. In general development 

is a talent requirement for motivation, engagement and commitment. Finally, time and 

effort has paid off, and now retaining the talent should be top priority. Maintain motivation 
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and let them be challenged. Do performance appraisals; find out what can be done to 

remain their engagement and commitment to the organization. Job rotation and 

repositioning are suggested practical actions.  A reason why we leave it up the manager 

make the framework company specific is due to different size, scope and objectives among 

corporations.   

 

It is important to mention that the framework is not practically tested, and do not argue 

against eliminating any of the activities proposed in the framework due to the lack of 

evidence indicating its essentiality for value creation. The framework is a proposal based on 

a large amount of data, and is therefore argued as reliable and valid. 

Our intention is not to come up with brand new practices or activities of TM to generate 

value, but rather to use the existing literature (often written for a different purpose) as 

helpful material to in total provide us the opportunity to gather all relevant information, and 

finally insert it within a logic and orderly context relevant for this specific purpose. The 

framework in general contains highly important aspects crucial for businesses operating in 

competitive environments, where the aim is both to inspire and guide practitioners in a 

value generating direction.  

 

 

6.0 Final Summary and Conclusion 
TM has been a hot topic since McKinsey & Co. published the book “The War for Talent” in 

2001. There appear to be a massive amount of articles only continuing to expand. We 

wanted to gain a deeper understanding of why business organizations appear to hold TM so 

dear to their heart when there in fact are only implicit, and inconsistent claims in the 

literature referring to the actual value a TM architecture provides. This is interesting, as one 

would expect business organizations to take actions motivated by increasing the bottom-line 

(Harris, Craig & Light 2011), and decreasing the costs (i.e. value added for the firm). Clearly 
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this is what the value literature emphasizes, but we struggle to find the explicitly stated 

connection and answer. This made us curious and intrigued, leaving us to wonder why in fact 

do the majority of firms invest in TM when a documented (outcome based) prove is lacking? 

We formulated the research question to direct our research as following:  

What is the value of Talent Management in Business Organizations? 

 

The initial intention of this thesis was to yield more clarity concerning value in conjunction 

with TM. Literature on value was studied, in addition to a comprehensive amount of 

academic articles regarding talent and TM, seeking to locate any relevant and substantial 

connections that could bring us closer an answer to the RQ. As indicated in the introduction 

(Ch. 1), the research began with the assumption that the literature features the answer, yet 

an exact evidence of the relationship was absent (i.e. nobody specifically specifying it). The 

literature presents several claims like the following: If TM is done properly; this will be a vital 

factor for business success and increasing the probability of competitive advantage 

(Hartmann, Feisel & Schobel 2010; Gallardo-Gallardo, Dries & Gonzalez-Cruz 2013). This 

emphasizes our point that there exists a connection, authors continuously mentions it 

implicitly still, the explicit cause-effect is absent. We were searching within a large amount 

of data to find an answer (56 articles – Appendix E), where the aim was to provide an answer 

to the RQ by constructing a framework that suggested and illustrated the cause-effect 

relationship.  

 

A potential cause for the issue leading us to undertake this research might be grounded on 

the fact that value and TM are two separate fields, resulting in separate research, academics 

concerned with value, stick to this area, and academics concerned with TM (often in HRM 

literature) keep their attention here instead of seeking together (collaboration), resulting in 

inconsistency within literature, providing a knowledge gap in that we wish to investigate. 

Based on this issue we undertook the study, which has led us to utilizing value theory to spot 

potential relations and possibilities for explaining how TM can provide value generation.  
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An essential approach for the research was the Resource-Based View of the firm (RBV), 

being a highly relevant perspective for this study because it emphasizes that valuable 

resources add value to the company (Bowman & Swart 2007). In TM the focus is clearly on 

the resources of the firm, especially the intangible resources such as the talents, but also the 

systems, reputation, routines and knowledge. The RBV claims that it is the resource that 

drives organizational success if they fulfill the “VRIN” criteria (i.e. being simultaneously 

Valuable, Rare, imperfectly Imitable and Non-substitutable), and then they become the 

organizations’ primary source of sustainable competitive advantage (Bowman & Swart 2007) 

and drivers for value creation (Sirmon, Hitt & Ireland 2007). Bowman and Swart (2007) 

further stressed the benefit of valuable resources to improve firm efficiency and 

effectiveness, which are aspects we found clearly related to value. The framework holds a 

high talent focus (i.e. focus on the unique resources), and uses the four dimension of TM to 

organize the value creating activities and the value created within each dimension, to 

provide the “user” of the framework with recommended actions within each step of the 

cycle, illustrating the value generation process in practice, something we felt were missing 

when starting the research. Furthermore, the framework presents a categorization of the 

outcome that each practice holds. The categories in which refer to as value generation is: 

financial outcome, organizational outcome and HR outcome, all indicating and representing 

the value of TM (the exchange value). We are confident in providing this to be the answer to 

the initial RQ due to a comprehensive literature research (56 articles collected and analyzed 

– Appendix E) within a timeframe from 2001 to 2014, results and discussion. And we are 

proud to provide the literature with a framework that explicitly presents the “Causes & 

Effects” of TM. Still, it should be noted that this framework withholds a general frame, 

where we recommend business organizations to adapt it, but to make it internally firm 

specific.  

 

The framework was discussed with three key persons within TM, the two academics; 

Professor Morris and Professor Larsen, and practitioner Nielsen. After all three meetings we 

did a few corrections due to valuable opinions and actions for improvement. Interestingly, 
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all three approved the suggestion, nonetheless being concerned and interested with 

different aspects of TM, which enhanced our final contribution.  

We round off with a descriptive conclusion inspired by Bethke-Langenegger, Mahler & 

Staffebach (2011) stating that business organizations with an integrated TM architecture 

contains the ability to achieve advanced innovative ability (create new use value), to 

improve qualifications and quality (increased use value), the employees have higher job 

satisfaction because they are given development and career opportunities (use value), and 

above all, the firm will experience higher overall retention rate and of the specific talent (mix 

of use value and exchange value).  
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8.0 Appendix  

 
Appendix A: Keywords (how we searched are presented in Appendix F) 
 
 

Talent Management 

Resource 

Resource Based View 

Strategic HRM 

Talent Pools 

Value Chain 

Performance 

High potentials 

Global Talent Management  

War for Talent 

Corporate Strategy 

Competitive strategy 

Valuable resource 

Identification 

Value analysis 

Human Capital 

Global 

Succession Planning 

ROI 

Value strategy 
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Appendix B: Talent - organization impact and outcome 
 
 
 
 
 

 
Talent - Organization Impact and outcome 

 Impact on organizational performance (art. 2) 

Fulfill key positions (art. 3)  

Impact on organizational success (art. 5) 

Key positions (art. 14)  

Productivity (art. 15, 291) 

Excellent performance (art. 15) 

Ensure future & competitiveness (art. 15) 

Contributes to the organization (art. 15) 

Less need for training/teaching (art. 16)  

Fulfill firm aspirations (art. 23, 58)  
Drive performance (art. 23) 

Achieve results (art. 23) 

Enhance current & future performance (art.23)  

Unique employees (art. 25, 7; art. 35) 

Valuable and privileged employees (art. 29)  

 
 
(Appendix E contains the associated article name) 
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Appendix C: Competitive Advantage, Effectiveness & Efficiency and Organizational 
Performance  
 

Competitive Advantage: 
 

Possess core competencies (art. 51).  
Intangible resources/employees that is valuable, rare, unique & difficult to imitate (RBV) (art. 3, 7, 14, 19, 36, 
45, 47, 48, 59) 
Valuable, rare, imperfectly imitable and non-substitutable resources (RBV) (art. 37) 
Inimitability is the heart of value creation (limits competition) (art 47). 
Possess knowledge and human capital assets (RBV) (art. 50, 25) 
Interpret “use value” so that resources can be invested into attempt to create customer value. (Must identify, 
develop, protect and deploy these resources and capabilities) (art.51).  
Identify actionable and mid-level strategic capabilities in firms (RBV) (art. 41).  
Possess resources that pass the VRIN – test (art. 44).  
Possess dynamic capabilities (art. 51).  
Human resources/people makes competitive advantage (art. 10 & 12) 
Focus on resources rather than production (controlling rare and imitate resources) (art. 51).  
Exploit marketing-based resources (art. 51).   
Manage workforce efficiently (value creation) (Art. 5, 29) 
Categorizing and nurturing skills (art. 19, 45) 
Identifying, nurturing and effectively exploit available talent (art. 19) 
Link resources to processes (art. 41).  
Compare value creating capabilities with competitors’ capabilities (art. 45) 
Differential management of employees (art. 14)  
Focus on high achievers (from hire to retire), recognition & development of top performers (art. 19) 
Create IHRM activities to meet global challenges (art. 5).  
Maximizing talent of individual employees (art. 5, 6, 22 & 45).  
Accurate diagnosis of the TM situation (implementation of the appropriate action) (art. 5).  
Systematic identification of key positions (A-positions) (art. 6, 10, 17, 24, 29)  
Much attention to talent decisions (art. 57). 
Invest in appropriate resources to leverage learning or knowledge (art. 51).  
Development of resources that are valuable, rare, hard to imitate (RBV) to exploit opportunities and gain 
technical advantage (art. 7, 15, 39)  
Explore and exploit employee knowledge that can become basis of innovation of value for customers (art. 39).  
Produce greater utility for customers than competitors (art. 45). 
Offer newness from entrepreneurial processes (products, markets etc.) (art. 45).  
Enhance learning processes to match firm capabilities to customers needs (art. 45).  
Establishing long-term goals of TM (art. 35)  
Value chain and value chain analysis to configure primary and support activities in the firm (art. 39)  
Focus on development and retention (art. 59).  
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Efficiency & Effectiveness: 
 

Organizational learning is especially important for the effectiveness and efficiency of resource management in 
dynamic environmental conditions (art. 15).  
Real-time optimization: talent supply chains: processes to enable a company to maintain the best possible mix 
of skills and supply of talent (art. 32).  
Possess valuable resources (RBV) (art. 37, 48).  
Individuals foster social capital through relationships, networks, trust and co-operation, which in turn 
improves the efficiency and productivity (art. 41).   
Investment in social/relational capital affects human capital effectiveness (art. 41)  
Perceived worthiness may be affected by efficiency, effectiveness and innovativeness (art. 43). 
Strategy is vital for increasing efficiency by reducing production & transaction costs, and increase perceived 
value through differentiation (art. 43).  
Organizational infrastructure has efficiency benefits (art. 43).  
Utilize and integrate appropriate HRM practices and policies that enhance overall performance affects 
effectiveness (art. 5).  
HR outcomes such as motivation, productivity and turnover are related to organizational effectiveness (art. 5).  
Effective GTM affects the effectiveness (art. 5)  
Improve HRs impact, competitive advantage & talent positioning results in effectiveness (art. 5).   
Good management of talent lifecycle enhances effectiveness of talent investment (art. 9).  
TM is route to organizational effectiveness (art. 17).  
Social capital to exploiting the benefits from the human capital will constitute a valuable resource for 
facilitating organizational effectiveness (art. 33).  
Capital as a form of social control, as a support network for employees or providing access to information and 
other assets facilitate firm effectiveness (art. 33).  

Organizational Performance: 
 

Employees with training & development become productive (art. 24). 
Human capital effects performance level among firms (art. 36). 
There is a link between the internal characteristics of a firm and firm performance (RBV) (art. 44).  
Valuable resources (fits the VRIN criteria) increase performance results (art. 48). 
Talented individuals make great difference to organizational performance (art. 2). 
Performance depends on the firms as a collection of resources, and its ability to use them (RBV) (art. 50).  
Engage in specific progressive activities to leverage & maximize potential, and improve performance (art. 52). 
Focus on social relations within firms (art. 55).  
Identify key positions with potential to differentially impact performance (art. 10).  
Avoid ignoring B player’s commitment & contributions (art. 12).  
Valuable, unique, and difficult-to-imitate resources is key to long-term high performance and competitive 
advantage (RBV) (art. 14).  
Superior talent management is highly correlated with firm performance (art. 18).  
Finding talent is crucial for maximizing organizational performance - talent is associated with excellent 
performance (art. 1).  
Identification of interest areas among talents (art. 1). 
Systematically developed innate abilities (gifts) (art. 1). 
Positive physical and psychological health outcomes such as individual fulfillment increases productivity, 
hence affect organizational performance (art. 1).  
Focus on specified pools of employees with top capability & performance (art. 3).  
Assessing relevant competencies relevant for future performance (art. 3).  
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Appendix D: Correlations 
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Appendix E: A full list of articles used in the analysis  

 

  

Art. Name of article Author(s) Year Regional Studies
1 A multidisciplinary review into the definition, A multidisciplinary review into the definition, Nijs, S., Gallardo-Gallardo, E., Dries,N. and Sels, L. 2014 S. Nijs et al. / Journal of World Business 49 (2014) 180–191

2 What do we mean by the term "talent" in talent management? Tansley, C. 2011 Industrial and Commercial Training: 43 (5), pp. 266-274

3 How do MNCs establish their talent pools? Influences on individuals`likelihood of being labeled as talent Mäkelä, K., Björkman, I., Ehrnrooth, M. 2010 Journal of World Business, 45 (2010) 134–142

4 Global talent management and global talent challenges: Strategic opportunities for IHRM Schuler, R.S., Jackson, S.E., Tarique, 2011 Journal of World Business: 46 (4), pp. 506-516

5 Global talent management: Literature review, integrative framework, and suggestions for further research Tarique, I., Schuler, R.S. 2010 Journal of World Business: 45 (2), pp. 122-133

6 Talent Management: Current theories and future research directions Al Ariss, A., Cascio W.F. and Paauwe J. 2014 Journal of World Business 49 (2014) 173–179 

7 Talent management: A critical review Lewis, R.E., Heckman, R.J. 2006 Human Resource Management Review: 16 (2), pp. 139-154

8 Talent management decision making Vaiman, V., Scullion, H., Collings, D. 2012 Management Decisions: 50 (5), pp. 925-941

9 From talent management to talent optimization Schiemann, W. A. 2014 Journal of World Business 49 (2014) 281- 288

10 Strategic talent management: A review and research agenda Collings, D.G., Mellahi, K. 2009 Human Resource Management Review: 19 (4), pp. 304-313

11 Talent management for the twenty-first century Cappelli, P. 2008 Harvard Business Review: 86 (3), pp. 74-81+133

12 The global "war for talent" Beechler, S., Woodward, I.C. 2009 Journal of International Management

13 Developing Your Leadership Pipeline Conger, J.A., Fulmer, R.M. 2003 Harvard Business Review: 81 (12), pp. 76-84+125

14 The role of perceived organizational justice in shaping the outcomes of talent management: A research agenda Gelens, J., Dries, N., Hofmans, J., and Pepermans, R. 2013 Human Resource Management Review 23 (2013) 341–353 

15 What is the meaning of ‘talent’ in the world of work? 

Gallardo-Gallardo, E., Dries,N., and Gonzalez-

Cruz, T.F. 2013 Human Resource Management Review 23 (2013) 290- 300

16 Talent - Innate or acquired? Theoretical considerations and their implications for talent management Meyers, C.M., Woerkom van M., and Dries, N. 2013 Human Resource Management Review, 23 (4), pp. 305-321

17 The psychology of talent management: A review and research agenda Dries, N. 2013 Human Resource Management Review 23 (2013) 272- 285

18 European perspectives on talent management Collings, D.G., Scullion, H., Vaiman, V. 2011

European Journal of International Management: 5 (5), pp. 

453-462

19 Global talent management: Exploring talent identification in the multinational enterprise McDonnell, A., Hickey, C., Gunnigle, P. 2011

European Journal of International Management: 5 (5), pp. 

174-193

20 How definitions of talent suppress talent management Ross, S. 2013

Industrial and Commercial Training, Vol. 45, No. 3 2013, pp. 

166- 170

21 Talent management, from phenomenon to theory: Introduction to the special issue Dries, N. 2013 Human Resource Management Review 23 (2013) 267–271 

22 The role of the corporate HR function in global talent management Ferndale, E., Scullion, H., Sparrow, P. 2010 Journal of World Business: 45 (2), pp. 161-168

23 Talent Management and HRM in Multinational companies in Beijing: Definitions, differences and drivers Iles, P., Chuai, X., Preece, D. 2010 Journal of World Business: 45 (2), pp. 179-189 

24 Developing tomorrow's leaders-Evidence of global talent management in multinational enterprises McDonnell, A., Lamare, R., Gunnigle, P., Lavelle, J. 2010 Journal of World Business: 45 (2), pp. 150-160

25 Talent management of western MNCs in China: Balancing global integration and local responsiveness Hartmann, E., Feisel, E., Schober, H. 2010 Journal of World Business: 45 (2), pp. 169-178

26 Making talent a strategic priority Guthridge, M., Komm, A.B., Lawson, E. 2008 McKinsey Quarterly: (1), pp. 48-59+2

27 Make your company a talent factory Ready, D.A., Conger, J.A. 2007 Harvard Business Review: 85 (6), pp. 68-77+141

28 Still Fighting the "War for Talent"? Bridging the Science Versus Practice Gap McDonnell, A. 2011

Source of the Document Journal of Business and 

Psychology: 26 (2), pp. 169-173

29 Effectiveness of talent management strategies Bethke-Langenegger, P., Mahler, P., Staffelbach, B. 2011

European Journal of International Management: 5 (5), pp. 

524-539

30 Capital Versus Talent: The Battle Thats Reshaping Business Martin, R.L., Moldoveanu, M.C. 2003 Harvard Business Review: 81 (7), pp. 36-41+116

31 Talent and analytics: New approaches, higher ROI Harris, J.G., Craig, E., Light, D.A. 2011 Journal of Business Strategy: 32 (6), pp. 4-13

32 The people problem in talent management Guthridge, M., Komm, A.B., Lawson, E. 2006 McKinsey Quarterly: (2), pp. 6-8

33 Integrating global mobility and global talent management:Exploring the challenges and strategic opportunities Collings, D.G., 2014 Journal of World of Business 49 (2), pp. 253- 261

34 Reputation and its risks Eccles, R.G., Newquist, S.C., Schatz, R 2007 Harvard Business Review: 85 (2), pp. 104-114+156 

35 Talent management and the relevance of context: Towards a pluralistic approach Thunnissen, M., Boselie, P., Fruytier, B. 2013 Human Resource Management Review: 23 (4), pp. 326-336

36
Direct and moderating effects of human capital on strategy and performance in professional service firms: A 

RBS perspective Hitt, M.A., Bierman, L., Shimizu, K., Kochhar, R. 2001 Academy of Management Review: 44 (1), pp. 13-28

37 Whose Human Capital? The Challenge of Value Capture When Capital is Embedded Bowman, C., Swart, J. 2007

Journal of Management Studies, Volume 44, Issue 4, June 

2007, Pages 488-505

38 Value Creation and value capture with frictions Chatain, O., Zemsky, P. 2011 Strategic Management Journal: 32 (11), pp. 1206-1231

39 Value creation and value capture: A multilevel perspective Lepak, D.P., Smith, K.G., Taylor, M.S. 2007 Academy of Management Review: 32 (1), pp. 180-194

40
Is there a bigger and better future for employer branding? Facing up to innovation, corporate reputations and 

wicked problems in SHRM Martin, G., Gollan, P.J., Grigg, K. 2011

Int. Journal of Human Resource Management,Vol.  22, Issue 

17, Oct 2011, P. 3618-3637

41 Selecting the best and brightest: Leveraging human capital

O'Leary, B.S., Lindholm, M.L.,Whitford, R.A., 

Freeman, S.E. 2002 Human Resource Management: 41 (3), pp. 325-340

42 The co-evolution of organizational value capture, value creation and sustainable advantage Pitelis Dr., C.N. 2009 Organization Studies: 30 (10), pp. 1115-1139

43 How the Resource-based and the Dynamic Capability Views of the Firm Inform Corporate-level Strategy Bowman, C., Ambrosini, V. 2003 British Journal of Management: 14 (4), pp. 289-303

44 Managing firm resources in dynamic environments to create value: Looking inside the black box Sirmon, D.G., Hitt, M.A., Ireland, R.D. 2007 Academy of Management Review: 32 (1), pp. 273-292

45 Firm value creation and levels of strategy Bowman, C., and Ambrosini, V. 2007 Management Decision, Vol. 45 No. 3, 2007, pp. 360-371

46 How do value creation and competition determine whether a firm appropriates value? MacDonald, G., Ryall, M.D. 2004 Management of Science: 50 (10), pp 1319-1333

47 Identifying Valuable Resources Bowman, C., and Ambrosini, V. 2007

European Management Journal Vol. 25, No. 4, pp. 320–329, 

2007

48 How value is created, captured and destroyed Bowman, C., and Ambrosini, V. 2010 European Business Review Vol. 22 No. 5, 2010 pp. 479-495 

49 Accounting for competitive advantage: The resource-based view of the firm and the labour theory of value Bowman, C., and Toms, S. 2010 Critical Perspectives on Accounting 21 (2010) 183–194 

50 The RBV and value creation: A managerial perspective Zubac, A., Hubbard, G., Johnson, L.W. 2010 European Business Review, 22 (5), pp. 515-538

51 Creating human-resource management value in the twenty-first century: Seven steps to strategic HR Longenecker, C.O., Fink, L.S. 2013

Human Resource Management International Digest: 21 (2), 

pp. 29-32

52 Relational archetypes, organizational learning, and value creation: Extending the human resource architecture Kang, S.C., Morris, S.S., and Snell, S.A. 2007 Academy of Management Review: 32 (1), pp. 236-256

53 Talent Management: Advancing the field Vaiman, V. & Collings D.G. 2013

International Journal of Human Resource Management: 24 

(9), pp. 1737-1743

54 Talentship and the evolution of HRM: From “Professional Practices” To “Strategic Talent Decision Science” Boudreau J.W., Ramstad P. M. 2005 Center for Effective Organizations

55 Mapping talent development: definition, scope and architecture Garavan, T.N,, Carbery, R., & Rock, A. 2012 European Journal of Training and Development, 36(1): 5-24

56 Rites of passage through talent management progression stages:an identity work perspective Tansley, C., Tietze, S. 2013

International Journal of Human Resource Management, 24 

(9), pp. 1799-1815
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Appendix F: Scopus Search list   

Art. Keywords / search terms

Document 

Type Hits 

Year 

range

Search 

engine Year

Number 

of 

citations

Electronic 

availability Date

1 Title-abs-key: "Talent definition", Title-abs-key: "performance" article & review 26 2001-2014 Scopus 2014 0 ScienceDirect 12.05.14

2 Keywords: "Talent management",  Title-abs-key: "performance" article & review 42 2001-2014 Scopus 2011 16 Emerald Insight 12.05.14

3 Title-abs-key: "Talent identification", T-A-K: "Talent management" article & review 54 2001-2014 Scopus 2010 37 ScienceDirect 12.05.14

4 Title: "Talent management", key: "talent" article & review 114 2001-2014 Scopus 2011 30 ScienceDirect 12.05.14

5 Title: "Talent management", T-A-K: "high potentials" article & review 30 2001-2014 Scopus 2010 84 ScienceDirect 12.05.14
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