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Foreword

Talent Management is a new series of books edited and authored by some of
the best and most renowned researchers in the field of talent management. As
its name suggests, this Emerald series focuses on talent management, one of the
fastest growing areas of research in the areas of business and management. As a
topic it bridges a number of core management areas, including HRM, Organisa-
tional Psychology, Strategy, and International Business. The series features mon-
ographs and edited collections exploring both research and practical perspectives
on contemporary talent management. The main aim of the series is to provide a
forum for the publication of novel perspectives on talent and talent management
from across disciplinary divides. It also provides the opportunity to explore new
and innovative issues and topics in this area in greater depth.

In general, this Emerald series, Talent Management, is intended to serve the
growing market of global scholars and practitioners who are seeking a deeper
and broader understanding of the role and importance of talent management in
organizations. The series will focus on key areas of talent management practice
as well as analyses at national, regional, and city levels. With this in mind, all
books in the series will provide a thorough review of existing research and mul-
tiple examples of companies around the world, wherever applicable. Given the
nature of the subject at hand, the authors and editors of the books to be com-
missioned will be global in their scope and the leading scholars in their respective
areas. They bring exceptional knowledge of and expertise in the issues of talent
management they address, and in some instances, the authors are the forerunners
of their topics. It makes us feel very fortunate to have such a distinguished group
of academics involved in this series.

The inaugural book in the series is dedicated to talent management in small
advanced economies and illustrated by an example of one such economy, New
Zealand. The book is appropriately titled Talent Management in Small Advanced
Economies, and it consists of four large sections, or chapters, with the main themes
in the chapters intentionally formulated as questions. The first chapter addresses
three critical questions — what is talent, what is talent management, and why do
they matter. The second chapter is devoted to talent management decisions and
decision-making, while the third one explores issues related to talent management
in organizations located in small advanced economies. The fourth, and final,
chapter focuses on talent management in New Zealand, and the authors provide
an in-depth analysis of a number of challenges touched upon in the preceding
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three chapters and offer a few recommendations for dealing with these challenges
in the context of that country.

It goes without saying that the publisher and editor are vital partners in mak-
ing this series possible. In particular, we want to express our sincere gratitude for
the work of our series editor, Niall Kennedy. He has been very encouraging of
the Talent Management series and instrumental in providing the necessary sup-
port to us and the authors and editors in the series. We also would like to thank
the editorial assistant, Sophie Darling, for all her help in making this series a
success. Together we are all very excited about the Tulent Management series
and hope you find an opportunity to use and benefit from Talent Management
in Small Advanced Economies, as well as all other upcoming books in the series!

Vlad Vaiman, School of Management, California Lutheran University, USA
David G. Collings, DCU Business School, Dublin City University, Ireland
May 2019
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Introduction

Why should we think, talk, and write about talent and Talent Management (TM)?
For more than 20 years we have been hearing that there will be a “war for tal-
ent” (Chambers, Foulon, Handfield-Jones, Hankin, & Michaels, 1998). Is it here?
Is it still coming? Who will win the war? Will it ever end? These (and many more)
questions are not only justified but relevant, and they deserve answers from both
the scholarly and practitioner communities.

Attracting and retaining talent is very much on the minds of CEOs in a wide
range of industries. Consulting company Korn Ferry Institute (2018) reported
that “the biggest issue isn’t that robots are taking all the jobs — it’s that there
aren’t enough humans to take them.” This has led to expectations (or perhaps
predictions) of a “$8.5 trillion talent crunch” coming our way — one that is
worldwide and from which no country or industry appears to be safe (Korn
Ferry Institute, 2018). The most recent data show that globally 45% of employ-
ers are already facing a talent shortage, with the percentage by country ranging
from 13% in China to 89% in Japan (ManpowerGroup, 2018). Consequently, it
is not surprising that TM is one of the most widely discussed topics in manage-
ment (Schuler, 2015).

Talent is inherently in short supply — with or without a war for it. This in itself
has intensified the competition for talent globally. It has also made TM neces-
sary for organizational sustainability and competitive advantage, as well as for
countries’ well-being and wealth. It is only logical then that TM as a field has
developed and gone through an evolution on its own, becoming increasingly stra-
tegic, based on careful analysis of data and trends, and oriented toward a range
of processes and practices. More and more, we read about business leaders who
are not just good at securing the profitability of their companies, but who are
great TM leaders.

It is then not surprising that companies and other organizations have invested
considerable resources to compete for talent. They have introduced TM roles,
positions, and even entire departments, developed strategies, and utilized prac-
tices targeted at the attraction, development, and retention of talent. Practition-
ers frequently use the terms “talent” and “TM,” and CEOs increasingly invest
in that area. Yet many, if not most, struggle to articulate exactly who or what
talent refers to: is it degree-qualified people, knowledge workers, or highly skilled
employees? Or something else? Questions about what activities talent managers
should be developing (or not) are also keeping them awake: is there a return on
the investment into TM, and if so, is it high enough; what TM activities should
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2 Talent Management in Small Advanced Economies

be prioritized and what can be postponed; etc.? The questions are endless and the
answers are far from obvious or straightforward.

As often happens, it took close to a decade for the scholarly community to
catch up to all the practitioner interest in TM. However, once the scholarly con-
versations started, it did not take long for the academics to accelerate — TM is at
present one of the fastest growing areas of scholarly inquiry (Collings, Scullion, &
Vaiman, 2015; Thunnissen & Gallardo-Gallardo, 2017). Academics seem to have
gotten caught up in defining “talent” and “TM,” resulting in them lagging behind
in providing actionable directions to practitioners. The otherwise vibrant schol-
arly TM discussions have received criticism regarding issues such as the lack of
definitional clarity, the underutilization of theoretical frameworks, and the lack
of universal applicability of TM approaches (Cappelli & Keller, 2014; Gallardo-
Gallardo & Thunnissen, 2016; McDonnell, Collings, Mellahi, & Schuler, 2017).
Indeed, while recent reports continue to stress the coming “global talent crunch”
(Korn Ferry Institute, 2018) and offer insights into “decoding global talent”
(Boston Consulting Group (BCG), 2018), TM research has struggled to prove
the effectiveness of the TM approaches that have been investigated (Tarique &
Schuler, 2010; Thunnissen, 2016).

Thunnissen and Gallardo-Gallardo (2017) recently identified five short-
comings of the TM literature that they argue must be resolved, namely (1) the
need for a stable theoretical foundation; (2) consideration beyond the organi-
zation’s perspective; (3) inclusion of TM research from more types of organi-
zations, sectors, and locations; (4) stronger incorporation of context; and (5)
more results from practice aimed at determining the effects of TM and how it
can be improved. Based on these findings and directions, it is clear that the TM
literature is in desperate need of resolving some specific weaknesses in relation
to TM in practice. This book is partly a response to such calls. As its title com-
municates, it addresses TM by focusing on a particular context, namely small
advanced economies.

Three years ago we initiated a research project on TM in one such economy —
New Zealand, the country where we both are based. As a result of a competitive
funding call at The University of Auckland where both of us were employed at
the time (and one still is), we received a research grant to identify the key chal-
lenges that New Zealand companies with international activities face with regard
to talent and TM. In the course of the project we had numerous meetings with
practitioners from companies and organizations operating in different sectors,
as well as with representatives of ministries and governmental organizations.
We were also invited to present at several fora. It was an exciting research project
with a clear potential for impact.

The more we engaged with the literature on talent and TM, the more we real-
ized that there was insufficient literature centered on small advanced economies.
While the academic conversations related to talent and TM are certainly accel-
erating and have been doing so for some time, surprisingly little research has
focused on these issues in the context of small advanced economies. Every time
we presented to practitioners and engaged in discussions with them, we received
countless questions about the particular issues they were facing in a country
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dominated by small- and medium-sized companies and micro-firms. While they
were interested in knowing about large corporations’ and large countries’ solu-
tions to TM challenges, they were even more keen to know about the approaches
of other small advanced economies. Small advanced economies have some dis-
tinct features and characteristics, and some of the challenges they experience are
also distinct, if not unique, as are the solutions they may implement to deal with
these challenges.

All this was understandable, justified, and motivating. It was these conversa-
tions and discussions that led us to writing this book. The book consists of four
chapters, with all main sections in the chapters being intentionally formulated
as questions. The idea behind this is twofold — first, we replicate, to a great
extent, the manner in which practitioners phrase their struggles; and second,
we pose questions ourselves as a way to structure considerations, reflections,
doubts, and concerns. We are well aware that organizations are highly contextu-
alized entities and that what may work for some may be detrimental to others.
But posing questions and outlining issues and factors to consider when search-
ing for the right answers is, we hope, helpful for those who make decisions about
talent and TM.

Throughout the book we have included views and reflections by practitioners
themselves and others who are passionate about the topic. Their voices appear in
Chapters 1, 2, and 4 and provide an authentic view on a number of topics they
themselves have found important. We are grateful for their input and hope that
readers will appreciate listening to them directly rather than only to our interpre-
tations of their viewpoints and opinions.

The first chapter poses three crucial questions — what or who is talent, what is
TM, and why do they matter. The question about what or who is talent is a funda-
mental one. It is also a complex one, because the notion of “talent” does not lend
itself to a simple or a universal definition. We have talked with numerous manag-
ers who are keen to design and implement TM practices and activities without
having considered the matter carefully or developed a clear stand on what or
who is talent in their organizations. Not surprisingly, many of these practices and
activities often do not reach the anticipated positive effect, and sometimes they
directly fail. Deciding what or who is talent has clear consequences for what TM
will be and how it can be designed and implemented. To help readers, we highlight
three issues they should think about — talent as a what (talent as an object), talent
as a who (talent as subject), and talent as positions. Once these matters are clari-
fied, readers will be in a far better position to plan and initiate particular practices
and activities.

Chapter 1 also poses the question: What is TM? TM officers (and other
managers occupying TM designated positions or having TM roles) answer the
question differently. Many seem to be preoccupied with identifying, attracting,
and hiring talent. Once they have succeeded in doing so, they often believe their
job is well done. Others who seem to have little difficulty in attracting talent
are almost entirely focused on retaining talent and measuring retention as a
prominent feature of their key performance indicators. Yet other practitioners
invest most of their time on talent development, with less attention being paid
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to attracting and retaining talent. In this section, we outline what these three
components entail and argue that all three are inherent to TM — they are inter-
related, are parts of the same system, and all have to be “on the radar” at any
point in time. To put it simply, they constitute TM together.

The preceding sections of Chapter 1 naturally prompt the answers to the last
question we ask in that chapter: Why does TM matter? While we offer answers to
this question throughout the book, in this section we outline how TM is similar
to, yet different from, human resource management (HRM); and what TM is in
practice. While the issues are simple at a first glance, they are in fact not straight-
forward or clear-cut. We therefore seek to help readers to form a view in relation
to them. As TM becomes increasingly strategic, the differences between HRM
and TM will probably increase, and the as yet blurred lines between the two are
likely to become clearer.

The second chapter is devoted to TM decisions. Practitioners find themselves
constantly and continuously in situations of making TM-related decisions. In
this chapter, we address three dilemmas they often find themselves dealing with.
The first is determining which approach to TM they should commit to — an
exclusive one (where the focus is on A-listers and top performers) or an inclusive
one (where everyone is considered talent, on one dimension or another). The
second dilemma is deciding whether the focus should be on making (developing
internally) talent or buying (externally acquiring) it. The third dilemma seems
to be a delicate one — whether or not to tell employees that they are (or are not)
considered talent. These dilemmas are serious and complex questions, and we
pose them as such.

As we explain in the first section of this chapter, the literature is rather divided
with regard to whether an exclusive or an inclusive approach to TM is better or
optimal. We introduce the readers to the exclusive-inclusive divide, and we then
articulate it is a continuum. That way we prompt our readers to think in differ-
ent terms and ways about the distinction between exclusivity and inclusivity with
regard to talent, before they take a stand in terms of what to opt for. This section
finishes with introducing the philosophies and frameworks that are associated
with the two distinct approaches. The idea is simple — we urge decision-makers
to clarify the underlying, more fundamental views and thinking that form the
basis of each of the approaches, instead of being in a hurry to commit to one
that may turn out to be inconsistent with the fundamentals that characterize their
organization. After all, TM in an organization is part of what this organization
is (about).

The second section brings about some clarity to doubts concerning whether
talent should be made/developed or bought. An obvious response would be:
“It depends.” While this may be true, it is often unhelpful. This section outlines
the pros and cons to each of the options and provides food for thought before
investments are made.

The final section in Chapter 2 is about whether or not to tell employees that they
are (or are not) considered talent. This is a difficult and sensitive issue in any organ-
ization, even in those that explicitly opt for an exclusive approach to TM. It can
be awkward and uncomfortable to inform employees that they are not considered
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talent. Or it could be that the (written) TM strategy stipulates one thing and the
actual actions clearly communicate another. One way or another, the decisions of
whether to tell employees and what to tell them when it comes to talent is a complex
one, and one that depends on a number of other, related factors. In this section, we
look more closely at three such factors — the psychological contract, ethical con-
siderations, and cultural influences. After we have prompted managers and other
decision-makers to think about such factors and how they may impact TM, they
will hopefully be in a better position to take a stand on the dilemma of whether to
tell, or not to tell, employees that they are (or are not) considered talent.

The third chapter addresses issues related to TM in small advanced economies.
Here the levels of analysis are different — country and organization/company.
Talent is key to a country’s present well-being and future; it is, and will continue to
be, a fundamental resource for creating a nation’s wealth. Not surprisingly, the TM
literature has recently embraced macro-issues and topics (Khilji, Randall, & Schuler,
2015; Vaiman, Sparrow, Schuler, & Collings, 2018a, 2018b). We start our discussion
of TM at the country level of analysis by elucidating what Macro-Talent Manage-
ment (MTM) is.

Following this, we clarify what small advanced economies are. This is necessary
because different statistics and indices from around the world are used in different
countries which are labeled “small advanced economies.” Here we emphasize that
these economies are not smaller versions of large advanced economies, and we
particularly look at how, beyond the obvious size dimension, they are different.
We also address the challenges small advanced economies face and outline some
of these countries’ specific opportunities and main strengths.

The next section in this chapter attempts to answer the question: What are
small advanced economies and their companies doing in the TM space? We note
that according to both the Global Talent Competitiveness Index (GTCI) and the
IMD World Talent Rankings these countries feature prominently in the top five
positions. Indeed, in both 2018 and 2019 the GTCI placed four small advanced
economies in the top five places, as did the 2018 IMD World Talent Ranking.
Much can be learned from this group of economies with regard to TM. In this
section we present the TM terrain in three countries — Switzerland, Singapore, and
Norway, which have all appeared in the top rankings of the GTCI over the last
few years.

The final section in this chapter addresses a question that is phrased similarly
to the previous one, but asks what these economies and their companies can do
about TM. Two issues deserve particular attention here — how TM is designed
and brought into action in small- and medium-sized enterprises (SMEs) and
in micro-firms; and what TM issues and challenges are present in companies
with globally mobile activities. So far, SMEs and micro-firms have occupied
little space in talent and TM literature; instead most of the attention has been
paid to large corporations, which are typically located in large countries. But
because of a number of specificities that characterize SMEs (e.g., limited
resources, less formal and less centralized structures, higher level of flexibil-
ity, etc.), lessons learned from large corporations are not easily transferable to
them. So, addressing what they do with regard to TM is a valuable exercise.
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Companies with global mobility activities also pose a different set of questions
because they differ from domestic companies, and cross geographical, institu-
tional, and cultural borders while conducting their operations, and this in itself
has an influence on how they view talent and exercise TM.

The fourth chapter is devoted to TM in New Zealand. This narrowed focus
allows us to delve deeper into a number of issues touched upon in the preced-
ing chapters. The GTCI in 2018 and 2019 ranked New Zealand 12th out of
118 countries and 11th out of 125 countries, respectively. New Zealand features
particularly well with regard to talent attraction. So, there are lessons to be
learned from New Zealand’s experience. It is also worth mentioning that already
back in 2001, long before TM really hit the bestseller shelves in the bookstores,
the country had developed the so-called New Zealand Talent initiative, outlining
a number of strategies for building a talented nation.

The first section in this chapter portrays the New Zealand business and talent
environment, and the TM challenges the country and its companies face. The
second section endeavors to suggest suitable solutions to New Zealand’s TM
challenges. True to the idea that TM comprises all three components (attracting,
developing, and retaining talent), here we propose that getting talent flowing into
the country, and keeping it, and that stopping talent from leaving are equally
important. The chapter analyzes two phenomena that have been driving some of
the trends we observe — brain drain (or rather brain exchange) and repatriation.
Specific challenges posed by brain exchange include global staff mobility pos-
ing a critical skills shortage, and not only attracting talent to New Zealand, but
keeping it there. We also analyze repatriates’ dissatisfaction upon returning from
international assignments as well as the loss of repatriates’ valuable knowledge.
Some of these challenges are not necessarily new, but they seem to persist and
remain real ones. The chapter then offers appropriate solutions to address and
solve these challenges.

We hope you will enjoy the book!
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