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Managing Organizational Talent for Enhanced Performance

Executive Summary

This thesis is dedicated to the field of talent management, which plays an
important role in the contemporary management. This research specifically
investigates methods and instruments of talent management and its connection to

the organizational talent and performance.
The objectives of the study are:

¢ to explore the ways of managing organizational talent;

to define the managerial instruments needed for managing talent;

to identify the ways of increasing organizational talent;

to reveal the connection of organizational talent and performance.
Dissertation consists of two main parts.

Part one includes theoretical background, which is composed of three main

Chapters.

Chapter one, discusses and reviews theoretical materials connected to talent
management. Research of theoretical background helps to analyze the ideas,
theories and scientific works which exist around this topic. Research of
theoretical background along with the first preliminary qualitative research helps
to focus on that direction of the study which is most relevant to the Georgian
business reality. This chapter firstly discusses the term ‘Talent’ itself. Next, the

term ‘Talent’ is discussed in the context of organizations.

Chapter two moves forward and specify the details of organizational strategies in
relation to the employees which can be precious instruments of talent

management. Specifically, Chapter two discusses talent attraction and retention



concepts, performance management, employer branding, learning and

development, career management, succession planning, work-life balance.

Chapter three concludes with the conceptual framework of this study, based on
the literature review and qualitative research results and offers Talent

Management Program.

Part two represents methodology, research and practical findings and

incorporates Chapter four and Chapter five.

Chapter four describes research and methodology of qualitative and quantitative
research. First, the scientific arguments are given to review both methods and
their application in applied research. Next, the use of both methods is described
in details. The qualitative research procedure is described, which includes every
step which was taken in the process of interviewing respondents. Finally, the

method and procedure of quantitative research is presented.

Chapter five summarizes findings, analysis and discussions of the qualitative and
quantitative research. For qualitative research, this chapter includes citing
participants’ responses and makes relevant conclusions in the discussion part. For
the quantitative research part, statistical methods which were used to test

hypothesis are described in details, following the relevant discussions as well.

In the end, conclusions and recommendations of the thesis are made. Conclusion
incorporates final summary of the thesis, research limitations and concludes with
several recommendations for the professional in the academic sphere,

practitioners and experts in the Management field of Business Administration.
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Introduction

“Success in the knowledge economy comes to those who know

2

themselves — their strengths, their values, and how they best perform.’
Peter. F. Drucker (Drucker, 2008)

Relevance of the Topic

This thesis, studies the field of talent management, which has become an
important topic among the contemporary management issues. Number of
organizations and managers considering attraction, management and retention of
talented employees, as their primary challenge are increasing over time. People
are considered to be the key resource for any organization. Human resource
management practices nowadays are focused to increase the levels of performance

in their organizations through individual employees and teams.

This thesis is devoted to systematically exploring talent management. The
importance of this thesis is presented equally for theoretical and practical uses.
There are many topics which can be theoretically researched further, as well as it

intends to create recommendations for practical organizational use.

Theoretically, there are some controversies while making definitions of talent
management. Mostly, the gap is connected to distinguish whether talent
management is separate field of management or if it is a part of human resource
management. This thesis reviews literature which is trendy in the contemporary

talent management issues and draws relevant conclusions.

The importance of this topic is significant in practical management. Most of the
organizations are willing to have the best and talented employees among their
staff. The problematic issue here is that many managers think that the only way
of achieving this goal is to find someone who is considered to be the best talent
and hire, often resulting early leave and loose of talents. It shows their unilateral
disposition to this topic, while talent management doesn’t include only this

activity. Talent management is a complexed field which incorporates many
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aspects from other disciplines like human resource management, performance

management, organizational behavior and organizational psychology.

Understanding the impact of talent management seems to be a problem in many
organizations, especially in the ones, where employees holding only specific
positions are treated as talents. Very often, departments like sales, and workforce
employed in this department are considered to be the main part of organization
contributing towards increase of company’s profits and staff working on these
positions are heavily motivated and recognized, while other operational or core
employees are not taken into account. Such organizational environment can be
less sustainable and very problematic in achieving long term results. Sometimes,
managers do not perceive organization as the whole system, where every chain
works to meet company’s main goals and missions. This is a widespread trend in

Georgian managerial environment.

Very often, potentially talented employees voluntarily leave certain organizations
and grow their talents and increase performance levels in other organizations.
Problem is in understanding that attracting already reputable talents is not the
only way of increasing talent in organization. Employees already hired, working
on non-managerial positions can as well be a great organizational asset for
potential talent development. Using right methods and managerial instruments

can be critical in development of brightest talents inside organizations.

Observations as a result of many years of work experience in Georgian
organizations as well as discussions of this topic with lots of managers, gave me
background to state this fact as the problem and inspired to research and examine
this topic in order to work out such recommendations and suggestions which
would help from one perspective organizations to increase talent and
performance inside their organizations and from another, to help employees

express their best talents and become high performers.
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In our reality, there is less perception of how effectively talent management can
contribute to improved performance. This research will be devoted to explore
this connection as well as ways of how to manage and increase organizational
talents by distinguishing what are the managerial instruments necessary to fulfill

these goals.

Goals and Objectives of the Thesis

The dissertation research objectives are mainly focused to explore the best ways
of managing talent as well to find the connection between organizational talent
and performance. This thesis contributes to represent the interdisciplinary
character of the field of talent management, showing that talent management is
more than a function of human resource department. Objectives to be researched

during the work on the topic include:

¢ to explore the ways of managing organizational talent;

to define the managerial instruments needed for managing talent;

to identify the ways of increasing organizational talent;

to reveal the connection of organizational talent and performance.

Based on the objectives of this research, the main research question is: What are
the best ways and managerial instruments used to manage organizational talent

and if they increase talent and performance in organizations?

Research methodology

Thesis uses qualitative and quantitative research methods. For qualitative
research in-depth interview and for quantitative research - survey is used as the
research instrument. Qualitative and quantitative research methods will be used
to find answers on the research question and objectives of this thesis. First two
objectives are explored using the qualitative research method (semi-structured
interview, with the use of content analysis and thematic analysis), which is the
first step of this research, along with relevant literature review. Later, third and
fourth objectives are analyzed using the quantitative research method (statistical

14



analysis, providing a decision rule for each of the hypothesis, measuring variables
by Spearman's correlation coefficient, calculation of the final performance score;
the procedure was carried out for each of the hypothesis separately). Hypotheses

of the study for quantitative research are:

e Hypothesis 1: Use of employer branding strategies influences talent and
performance;

e Hypothesis 2: Use of learning and development strategies influences talent
and performance;

e Hypothesis 3: Use of career management strategies influences talent and
performance;

e Hypothesis 4: Use of succession planning strategies influences talent and
performance;

e Hypothesis 5: Use of work life balance strategies influences talent and
performance;

e Hypothesis 6: Talent management strategies have positive influence on

talent and performance.

Scientific novelty

In the thesis it is conducted qualitative and quantitative research in Georgian
business environment in terms of talent management; developed the conceptual
framework for the Talent Management Program; offered the Talent Management
Program for practical use; explicated the term ‘Talent Performance’ as the novelty
in contemporary management, showing the level of willingness of employees to

become talents and high performers;

15



PART 1. THEORETICAL BACKGROUND

The concept of talent management needs thorough research and exploration as
long as often it is not considered to be an independent field of management.
Information given to the students in business schools is available as one chapter
of human resource management course. So it still exists as a part of human

resource management field.

First part of this research is composed of three main Chapters and explores

following topics:

Chapter one discusses and reviews theoretical materials connected to talent
management. Research of theoretical background will help to analyze the ideas,
theories and scientific works which exists around this topic. Research of
theoretical background along with the first preliminary qualitative research will
help to focus on that direction of the study which is most relevant to the
Georgian business reality. This chapter firstly will discuss the term “Talent”
itself. Before we move to usage of this term in management and business
environment it is critically important to understand what “Talent” is. Next, the
term “Talent” will be discussed in terms of organizations, meaning that we will
see how different scientists and different theories explain the concept of “Talent

Management” and why it became so popular in nowadays business world.

Chapter two moves forward to discuss different organizational strategies in
relation to their employees which can be precious instruments of talent
management. These strategies are separated from the large number of different
activities organizations can implement and are implementing in their
organization, based on the preliminary qualitative research and parallel literature
review process. Specifically, Chapter two discusses talent attraction and retention
concepts, employer branding, learning and development, career management,

succession planning, work life balance. And finally, Chapter three concludes with

16



the conceptual framework of this study based on the literature review and
qualitative research results and offers Talent Management Program, which will

be tested using quantitative research method during the next stage of the study.

17



Before moving to the explanations of the term ‘talent management’, first we have
to research what does ‘talent’ itself means. Very often talent is connected to the
people from the fields like sports, music, films and other entertainment sectors. In
popular culture, there are many famous names that are considered as being very
talented in their field of activity. The question is what are the measures of being
talented into something or not? How do we know that individual has talent? And
what is talent itself? We will describe several approaches of explaining talent in

literature.

Encyclopedias like Merriam-Webster and Dictionary.com, define talent as natural
ability of a person to be perfect in something, which can be expressed in athletic,
creative, mental or intelligence abilities. Talented people can perform specific
tasks and achieve success better than other people, who do not have talents in
this specific field (Merriam-Webster, Incorporated, 2020), (Dictionary.com, LLC,
2020).

According to the psychologist Carol Dweck, there are people with fixed and
growth mindsets. She explains that people characterized with fixed mindset tend
to believe that their talents are and will be stable, without further development
needs, while people characterized with growth mindset tend to always be
oriented on development of their talents. Dweck, herself considers that people
with growth mindset have greater opportunities. It is interesting to mention that

the concept of mindset itself was developed by Dweck (Dweck, 2013).

Many business leaders share Carol Dweck’s point of view about growth mindset,
including Satya Nadella CEO of Microsoft for whom, Dweck’s concept of growth

mindset became inspiration to fundamentally change employee behavior and

18



organizational culture in Microsoft. Nadella explains that Dweck’s concept
differentiates people as learners and non-learners, resulting non-learners to
become limited in their lives while learners can develop and move forward
(Nadella, Shaw, & Nichols, 2017). Nadella as well characterizes Microsoft’s new
culture as with the strengths at its core, which lies in their talented people and a

culture grounded in growth mindset (Microsoft , 2019).

Tansley, 2011 (Tansley, 2011) offers that talent can be presented in certain
behaviors, high performance, high potential or individual strengths. This
description connects individual talent to the potential of individual performance
level, estimating that strong individual talent can be leading to a strong

performance potential.

Another description of talent implies that, talent refers to consistently developed
innate skills of people, which are distributed in activities they like and where
they need to put their effort. It permits people to perform excellently in one
or several domains of human functioning, that appears in better performance
relatively to other people of an equivalent age or expertise, or as performing
systematically at their personal best (Nijs et al. 2014). Here as well, we can see
that explanation of talent is connected to the performance. So that we can assume
that talent is revealed in presentation of certain behaviors, which shows that the
person performing is able to do something different and unique or something that
is difficult for other people to imitate or perform. According to Ericsson, Prietula,
and Cokely (2007), talent should be “demonstrated by measurable, consistently

superior performance” (Ericsson, Prietula, & Cokely, 2007).

Some scientists, who believe that talent is something that comes with a person
from birth, while explaining the term ’talent’, connect it to the unique bundle of
abilities. Like, McKinsey (2008) defines talent as knowledge, experience, skills,
characters and person’s other intrinsic attributes. Talent also is connected to the

person’s ability to learn and grow (Michaels, Handfield- Jones, & Axelrod, 2001).
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Here, the bundle of unique individual abilities includes drive, judgement,
character and attitude. While, the other concepts like experience, knowledge,
intelligence can be argued as skills that are shaped after person is born and
socializes into the world. On the other hand, psychologically drive, attitude,
judgement and character can be as well connected to the external world. During
the learning and adaptation phase of their life, people shape their own ways of
judgement or character. Organizational psychology admits that individual
differences are common challenge for managers but they can manipulate
employee attitude and drive by using the right methods of motivation and

performance management.

In contrast, of ‘born — talented’ approach, another conceptualization of talent
implies that talent is something that is strongly connected to the learning,
experience and practice. Literature discusses many arguments that individual
commitment, deliberate work and experience can give person desired result of
shaping out the talent. For example, Ericsson et al. (2007) found in their research

that best performance is almost always made, not born.

Critical terms which we can distinguish from these descriptions are skills,
abilities, knowledge and performance. So, a person to be considered as talented
must have certain skills, abilities and knowledge and should be proved and
represented by their actual performance. In this research I follow the idea that
talent is not completely based on abilities that person has by born, but it can be
worked out, learned and experienced during the period of socialization of an
individual to the external world. But this approach doesn’t fully exclude the
talents who have such skills from birth. Based on the objectives of this study it
was very interesting to find out that most of the scientists connect talent to the
performance. Next, we will discuss the recent connection of talent to the
organizational context and see how literature makes explanations based on other

researches.
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During the last decade, the term “talent” has been widely used in relation to
organizations. We will discuss some interesting definitions of talent from the

organizational perspective.

Large research conducted in 1997 by McKinsey & Co showed that there are many
organizations involved in the war for talent, where they are fighting to attract the
best ones in order to increase or maintain organizational competitive advantage.
During the research, McKinsey & Co studied 77 large organizations which
represented diverse business sectors. Goal was to describe what the extent of the
war for talent was. They surveyed about 6000 executives and conducted case
studies on 20 companies, which were considered to have a good talent
experience. The surveys resulted that most of the companies had an important
shortage of the highly competent staff. From surveyed 6000 executive managers
only 23 percent of them indicated that their companies attract the best talents,
out of which just about 10 percent were retained in the organization This same

research conducted in later years, did not show any better results (Invosights,

2011).

Scientists, S. Beechler and I. C. Woodward, in their work “The global war for
talent” declared, that the last decade witnessed tremendous changes
that made the competition tough in pooling the talent internationally and talent
management becomes difficult challenge for managers globally. Managing
organizational talent is not a challenge of any particular country or region. This is
the challenge around the world. Managers are fighting to recruit talents from the
same pool of candidates. Because of intense globalization, people have become
strongly mobile, so that they are looking for relevant job opportunities in

different locations meaning, that organizations should be adaptable to diversity
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and offer standardized talent management programs to all of the candidates

(Beechler & Woodward, 2009).

Talent management from the organizational context focuses on the human
capital, as the most important resource for the contemporary organization.
According to one point of view, effectiveness of an organization can be achieved
using resources like money, equipment and human. And from these three, human

resources are the most important (Kehinde, 2012).

Talents imply people as individuals, and are today characterized as vital for a
company s sustainable competitive advantage (Lewis & Heckman, 2006),
(Collings, 2009), (Hartmann, 2010), (Tarique & Schuler, 2010) and increase of

organizational performance (Nijs et al. 2014).

According to ]J.K. Mensah the term ‘talent management’ was formulated within
the 1990s and it became increasingly popular in different fields, like human
resource management and strategic management (Mensah, 2015). According to
Devine, talent management involves positioning the right people in the right jobs
(Devine, 2008). This ensures that they have opportunity to increase their talent
for the success of the organization. As talent management is a relatively new area
for organizations, most of them have prioritized it to ensure they acquire the
right staff. This is because talent management has been connected to successful

attraction, retention and developments of employees.

Incorporation of concept of ‘talent’ into organizational processes comes from the
high demand on employees who have strong knowledge based skills. Knowledge

management is defined as one of the contemporary issues is management.

The focus of shifting environment and perception is very clearly seen in the Table
1 below, which was firstly illustrated by Michaels, Handfield-Jones and Axelrod

and is inspired by their initial work. The table reflects disposition of old reality
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which was actual early and disposition of new reality which is actual in the 21

century.

Table 1: Old Understanding versus New Understanding of Talent Management

Organizations have power People have power
Capital resources are the source of competitive Talented human resources are the source of
advantage competitive advantage
Talented people make some difference Talented people make huge difference
There are not enough jobs for everyone There are not enough talented people for every
company
Employees are staying in their stable jobs Employees are mobile and moving often in

different companies

People are happy with what they are offered by People need more

companies

Source: Inspired by the work of Michaels, Handfield-jones & Axelrod (2001, 6)

Aberdeen Group and Human Capital Institute study in 2005, which covered 170
human capital management professionals and executives found out that 71 per
cent of the firms surveyed had formal retention plans for executive and 65 per
cent for the mid-level management staff (Aberdeen Group Inc., Human Capital

Institute, 2005) .

Poorhosseinzadeh and Subramaniam in 2012 found that every organization has its
own talent management strategies. However, there still is a general
understanding of the measures and techniques that employers should take to

enhance talent management effectiveness. Research studying attraction,
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development, retention and succession planning found that only 67.3 per cent of
large companies in Malaysia actually implemented talent management activities
in their organizations. Those, companies which had implemented the talent
management practice mentioned significant relationship between talent
attraction, development, retention and successful talent management process in

organizations (Poorhosseinzadeh & Subramaniam, 2012).

In 2008, the team of Polish researchers with Pocztowski conducted a research in
36 Polish organizations. The study showed that different business managers have
different understanding of the concept of ‘a talented employee’. For majority,
over 60 per cent of respondents, talent is someone who achieves the outstanding
results, who is highly effective, best performer. Another 45 percent of
respondents think that a talented employee is the one who possess about above-
average abilities in any field of knowledge. Approximately 15 per cent of the
respondents think of the talent as someone with extensive knowledge, the same
number of respondents connected this term to someone with specific personality
traits. Such different understandings of talent can explain why managers have

different attitudes to the issue of talent management (Pocztowski, 2008).

A large amount of research has shown that companies worldwide are
experiencing increasing shortages of talented employees. The “Talent
Pulse Survey” 2005 consisting of over 1,400 human resource practitioners
worldwide by Deloitte consultancy, states that the most critical issues connected
to the people are attracting and retaining high performing workers. Respondents
believe that talent connected activities have an impact on overall efficiency and
there is a clear link between talent management and performance. 80 percent of
respondents indicated that talent shortage is the reason of limited efficiency of
the company and another 47 percent said that lack of skilled employees would

affect organization’s ability to innovate (Deloitte, 2005).
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The purpose of the talent management is to attract, develop and retain talents.
Skills, abilities and knowledge of the top employees are the source of competitive

advantage for organizations.

Early, the land, fixed assets and capital was considered to be the key resources for
the organizations, but to be highly competitive in the current economy, this is no
longer the case. Human capital is the key resource. It gives organizations
opportunity to adapt to the worldwide competition especially, when they are
competing against each other to attract and retain talents in order to maintain

their operations and continue to grow (Gardner, 2012).

Talent management as a new field of business and management need thorough
research and systematization. What are the methods and processes that need to
be used by person working in this field? What are the steps that need to be taken
to ensure the smooth cycle, beginning from the employee attraction to final

retention or leave?

Theory has many definitions of talent management. According to Lewis and
Heckman, a review of the literature focused on talent management reveals a
disturbing lack of clarity regarding the definition, scope and overall goals of talent

management (Lewis & Heckman, 2006).

Talent management involves mechanisms to ensure attraction, retention and
development of talent (D’Annunzio, 2008). Talent management is essential
because organizations are able to successfully attract and maintain needed talent.
Talent identification and development helps organizations identify and keep
employees who are capable of playing leadership roles in future. According to
this approach, organizations should develop such talent pool, which has

leadership potential (Baheshtiffar, 2011).

An article from the Asian Development Bank makes definitions of the main

concepts and elements of talent management process. Based on this article, talent
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management can be defined differently in relation to different organizations and
depends on factors which include industries, markets and the nature of job. This
article as well emphasizes the importance of management team involvement into

talent identification and management process (Serrat, 2010).

Some authors emphasize the importance of talent management from the point of
view of human resource planning. For human resources, planning is the essential
process. Human resource management is contributing towards organization
processes as long as talent management is focused on systematically attracting,
identifying, developing and retaining those employees who are particularly
valuable for an organization, or in other words have ‘high potential’ for the future
and have critical roles in business (McCartney & Garrow, 2006). There are some
critical theories about contemporary talent management which states that talent

management is potentially the ‘new human resource management’ (Stewart &

Harte, 2010).

Another idea about talent management connects this phenomenon to the
contingency factors and is relevant to the contingency theory of management.
Several scientists suggest that organizations should develop their own talent
management programs which correspond to their culture and other unique
factors (Ford, Harding, & Stoyanova, 2010). This perspective is quite interesting
from the point of view of practice, but makes it complicated from the research
perspective to test and identify talent management strategies that are effective

and reliable to be used by several organizations.

The issue of the talent scarcity is universal because organizations around the
world are competing with each other for the same pool of talents. As a result,
organizations are trying to standardize talent recruitment, development and
management, to ensure that their organization will attract talents despite their

country of origin. This idea in fact contradicts the idea of contingency discussed
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above at some point, because in this case standardization of practices would be

quite difficult.

The fact is that the world is going to become one global marketplace, where all
the products and services as well as other capital resources are available. We can
buy anything from almost every place in the world without physical travel; we
can conduct meetings, negotiations, interviews and any other kind of
communication without physically being with another party; we can buy and sell
almost anything and anywhere from our home or office. In one word, world is

globalized.

Many big as well as small and medium enterprises are willing to increase their
profit by selling their product/service or decreasing their expenses by acquiring
cheap resources in other countries. As long as companies are spreading their
operations around the world, it means that they have requirement to have
employees who can work on these markets and managers who will control
international activities. This fact adds another challenge to the job of HR

department. Now they have to find, select and retain employees of this profile.

International HRM (IHRM) includes all the processes of human resource
management but with different goals. Here managers need to decide which
candidates to employ parent country nationals (PCN), host country nationals
(HCN) or third country nationals (TCN). Making the right decision needs deep
cultural analysis for each different country to understand which candidate could
be best, how culture accepts people with different values and work habits.
Cultural clash is one of the biggest threads international companies can face.

Hiring the right people is the best way to avoid this thread.

Another big problem is to maintain selected candidates, especially if they are
PCNs. Cultural shock and problems with adaptability of lifestyle in a new country
and working environment is quite real. To ensure that this problem is avoided,

HRs need to wuse additional selection tools like, measuring candidate’s

27



psychological level of adaptability, change and resistance. Early repatriation can
become a major source of wasted time and financial loss for an organization.
Person known as best talent in own country, might have adaptability problems

which would make his or her professional skills useless.

Knowledge of local labor law, compensation systems and motivating factors of
local employees are other challenges that IHRM faces. In many countries labor
unions hold a big power and can influence employees and government decisions,
any improper action from the employer can be a reason for employees to boycott

the company, resulting big financial and reputational loss.

Considerable fact is that talent management is not only about talented
individuals. Heavily investing in this idea, intensely hiring and promoting
individuals only because they seem to be ‘talented’ ones is not enough. In 2002,
Malcom Gladwell identified this fact in his article “The Talent Myth”, where he

used Enron example how talented people can fail (Gladwell, 2002).

Enron's financial statements, business model and unethical practices were
confusing to shareholders and experts. The company used financial operations to
misrepresent earnings and shift the balance sheetto indicate positive

performance. The executives of Enron were later sentenced to prison (Fox, 2003).

Malcom Gladwell (Gladwell, 2002) makes analysis of this case in terms of talent
management. In his words, what was done by the management of Enron is exact
match with what the consultants at McKinsey said that companies have to do in
order to be successful in the nowadays economy. They actually attracted, hired
and praised the best talents but despite this practice, company is now bankrupt.
The intriguing question here is that what if company failed because of the intense

talent management practices?

There is no case, no situation or no decision that has only one explanation in our

field. And of course it’s wise to mention that there is no point having very skilled

28



and highly educated employees at workplace if they aren’t committed and
motivated to complete their work. Talented, well-educated and very competitive
employee can become the worst worker if there is no devotion. We can easily

lose if we don’t fight to retain the best ones over time.

It is important to mention, that in Georgian business environment there are many
challenges which need to be overcome in order to develop proper talent
management practices. Scientists often discuss these challenges. For example, it is
mentioned that Georgian management has such like problems promoting people
— often wrong people are becoming managers, another common practice is often
connected to nepotism - hiring relatives and friends without proper
qualifications, other challenges discussed in literature include low degree of

delegation, weak organizational communication and poor strategy (Aladashvili &

Jimshitashvili, 2018).

Issue of talent management is doubtlessly very interesting subject to research.
However, any misunderstandings and complexities connected to the talent
management issues give more possibility and motivation for further exploration
and research. This is exactly the opportunity that researches are waiting for.
Subject that needs more specifications, systematization, sophistication, more
experiments and more simulation is the best material for any researcher to enter

the scene and try to bring in the clarity, at least some of it.

The main ambiguity connected to the theories is whether the field of talent
management is independent from the traditional HRM and another is about
whether talented people can definitely contribute to organizations in a positive

manner.
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Discussions and reviews about talent management show that talented workforce
is scarce on the labor market, respectively there is a tough competition between
organizations to get the best ones. Human resource management identifies the
process of talent attraction as the tools and activities to increase interest and
willingness of potentially high performer candidates to connect their careers to

their organizations.

Contemporary world with its highly developed technological opportunities gives
companies possibility to attract talents from all around the world. Social media
professional web sites and online applications help human resource managers to

find, observe and communicate with necessary candidates.

All the practices of organization that happens internally or externally affect their
public image and the degree of employment attractiveness. Practices connected to
the company relationship to its employees, to its customers, to the public.
Nowadays, social responsibility issues are very influential while making decisions
whether to collaborate with particular organization or not. These factors are
important from the point of view of customer as well as from the point of view of
employment. There are many cases in the world of business when customers
boycott or refrain from buying product or service from companies which are not
socially responsible or which have negative public image. Employer’s image is
what other people think about an organization as an employer. Every
organization has certain image in the eyes of others. However, employers who
wish to attract the best talents are trying to enhance their positive public image
by branding their companies as the best employers. Employer branding is the
broad term that incorporates all the marketing efforts companies are using to

create their positive public image. As long as strong brand name earns customer
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loyalty, strong employer brand might as well have potential to earn talent loyalty.
Talents, who do their best and increase their performance in order to be hired
and retained by the particular organization, in this part, we will discuss
employer-branding practice as one of the strongest instruments to manage best

talents and increase their performance.

Organizations need talented people. After company attracts them, they need to
keep talents inside their organization as long as possible. We need to analyze
talent retention strategies because if they are not properly used, people are likely
to leave. If we discuss retention as the component of talent management, it means
that the organization strives to retain its brightest employees or ones who are
likely to voluntarily leave. Obviously, companies are not always able to retain
talented people but they can use tested and reliable methods and strategies to
retain their best employees (Armstrong, 2006). It will give them possibility to

grow and increase talent inside their companies using existing human resources.

In literature talent retention is explained using several theories. For example, by
use of the Herzberg (1974) two-factor theory. It is based on the idea that there are
two factors that need to be present in an employee’s job situation: hygiene and
motivation. Based on this theory, there are some job factors that result
satisfaction while others prevent dissatisfaction. According to Herzberg, hygiene
factors are those job factors that are important for motivation at the work place. If
these factors are not present, they lead to demotivation. These factors include
salary, working conditions, supervision, company and administrative policies.
Factors, which are motivational, lead to satisfaction of employees and motivate to
perform well. It includes perception of achievement, personal growth possibilities
and delegation at work, giving feeling of responsibility and importance at work

(Herzberg, 1974), (Nzuve, 2009).

Another theory is the equity theory of motivation developed by Adams (1965).

The major idea of the theory is balance or equity. For example, the level of
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motivation of individuals is determined by how they perceive equity, fairness and
justice practiced by the management. This means that the higher is the degree of
employees perceiving fairness, the more they are motivated to perform and also
their levels of commitment increases and this means that they are loyal to the
organizations and are likely to remain there for long a time. This theory is based
on the assumptions that individuals are concerned both with their own rewards
and as well with the reward of others in the same position, and employees expect
that an organization will treat them with fairness and equality in terms of the
input they make and the reward they receive. Moreover, Adams (1965) argues
that those employees who perceive that their job input does not match the
reward they get will seek to address this perception by issuing either low

performance of turnover (Adams, 1965).

Employee motivational factors are not only financial and material decisions but as
well non-financial rewards. Especially for employees who work more than one
year, relationship between company and employee becomes non-transactional
and has more relational character. This is idea that employee expects from its
employee not only transactional or in other words financial reward, but
emotional. Emotional motivation of an employee can be the source of retaining

them for a longer period.

Talent attraction and retention practices effectiveness is usually measured within
the performance management. Nowadays organizations focus their efforts on
managing for effectiveness, and setting the system of performance enhancement.
Performance management plays an integrative role in conducting the fit of talent

management practices and organizational goals.

Interest in performance management is very high in contemporary organizations.

Performance itself shows the behavior towards attainment of the tasks or critical
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point necessary to achieve success. Most of the work done by organizations,
which leads to the desired success, is executed by people. Managing employees to
flourish their internal best talents and get the best performance levels is one of

the challenges the world of business faces.

Primary task is to identify definitions and theories of the concept of performance
management itself. What does it mean for the contemporary business and
management and how did it come into existence as one of the strongest fields of

management.

Performance management as a concept comes from the practice of appraisal
systems which were developed in the early 20* century. From this time, appraisal
systems changed its face and structure. First creation of appraisal system is
connected to the name of W.D Scott who created so called ‘man-to-man
comparison’ scale measuring personality factors. It was an example of merit rating

system used early before development of any other means of assessment (Lynch,

1968).

Later, in the middle of the 20 century, merit rating system was criticized by
leading scientists stating that the idea of assessing employees should be focused on
the future instead of past. Douglas McGregor with his strong article in Harvard
Business Review “An uneasy
look at performance appraisal” (1957) was one of the pioneers to attack the merit
rating system. In his article D. McGregor indicated that the emphasis should be
shifted from appraisal to analysis. And that employees shouldn’t be examined by
their supervisors but examining themselves to reveal their best potentials
(McGregor, 1957). This statement also can be determined as the foundation and

argument for using self-assessment methods to measure performance.

According to trait theorists, revealing personality traits like initiative,
cooperativeness or self-determination could predict their possibility to be fit to

the particular job and behave in the manner desired by the employer. These
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views are mostly questioned by contingency management viewers, which
challenges merit based assessment method by arguing that behavior is not distinct
action and is connected to the particular situation. Like mentioned in the work of
Epstein and O’Brien in 1985 measuring traits can’t be used to predict what will be

the response of person in a particular situation (Epstein & O'Brien, 1985).

In literature, scientists discuss the importance of performance management
research from the perspective of practical use, in many management directions
like talent management, productivity, leadership and change (Fay, 2006),
(Schramm, 2006), (Schwind, 2007). It shows the interest of practitioners in
performance management topic, its relation and influences on different

managerial instruments and perspectives.

As Mohrman and Mohrman describe in their work, ‘Performance management is
managing the business’ (Mohrman & Mohrman, 1995). In this one small sentence
we can see the huge importance given to the concept of performance
management. It is emphasized as the key to the management of the whole

business.

According to H. Aguinis, performance management, this is the process which is
continuous and aims to identify, to measure and to develop performance of
employees individually as well as in terms of teams, while supporting

organizational strategic goals (Aguinis, 2009).

Process of performance management involves setting goals, communicating with
employees what are their expectations, observing the real performance and
evaluating, developing and making feedback. In some organizations performance
management is poorly used. It’s done as an appraisal forms, once in a year and
defines the financial future (salary rise, bonus and etc.) or identifies the
development needs of a certain employee. From these two options, defining
financial future is more often used, because of this, managers can be tending to

put higher scores to their employees and avoid any inconvenience and negative
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results associated to lower grades. Aligning financial benefits to the performance
evaluation results can as well increase the risk of hiding important problematic
issues from the management. From another perspective, managers can often be
subjective in evaluating certain employees. So, we can say that performance
appraising systems can be easily misused if employees, including managers do not

understand the strategic importance of this process.

As I have commented above on the idea of D. McGregor (1957), self-assessment
method comes here for great help. Using this method, employees review and
discuss their own performance. According to M. Armstrong, usually people are
quite honest and self-critical, especially when this process is not directly

connected to their financial benefits (Armstrong, 2006).

Self-assessment questionnaires can as well be good predictors of the future, giving
important information to organizations. Employees have possibility to assess their
perceptions, dispositions, degree of willingness of being high performers, factors
affecting increase or decrease of their performance levels and connect it to the
organizational practices. Not everyone can be a talent for a given moment, if we
assess such person as low performer and inform them about this result, most
likely, it would increase demotivation and wouldn’t guarantee that employee will
increase their efforts. Such methods give us only result, for example that a person
doesn’t work properly. But in self-assessment questionnaires, if we ask how they
perform, in what terms they see themselves as high or higher performers, which
organizational practice does or would increase and grow talent inside them, this
kind of information would give organizations results as well as reasons behind
them. It gives managers’ space for revealing direction and working on talent and
performance growth, resulting high Talent Performance. Information gathered
from such questionnaires can give organizations direction of what is necessary to
increase talents and high performers. We can say that such method has two sided

benefit, manager understands the degree of employee self-assessment as well as
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understands the effectiveness of different organizational practices and its

contributions in increase of talent and performance.

When we discuss talents and top employees in this thesis, it’s impossible not to
make logical connections about their level of performance. In above discussions,
while defining the term ‘talent’ we have seen that most of the scientific
definitions connect talent to the performance level. Meaning these terms are
interconnected. When we research who the talented person is, we often see that
they are defined by scientists as someone who does their job exceptionally well or
shows high performance level. It gives us reason to make important connection

between talent management and performance management directions.

Performance management is not something connected to the mandatory filling of
appraising papers by the line managers. It’s more than this. Performance
management is the way of working, way of implementing the system of

procedures, culture and environment inside the organization.

Managing performance and directing it towards the attainment of desired
outcomes can be the guarantee of being firstly, competitive on the market and
secondly, the place which is attractive for the best people to work for. Being
talented doesn’t necessarily mean that person will do the job in an excellent way
without any organizational involvement. Strong leadership, management and
correct direction lead to the usage of the best talents of people for the best results

of the company.

In this thesis the new term of ‘Talent Performance’ will be introduced as the
indicator which shows what is the level of willingness of employees to become
talents and high performers and what are the practices organizations need to
implement or whether already implemented practices contribute to this goal.
Most importantly, Talent Performance shows information behind results. Using
Talent Performance as the indicator while defining talent management strategies

and instruments would be strong, objective and measuring method to make such
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decisions which would be oriented on growth of talent. One of the objectives of
this thesis is exactly to find out if there is link between talent management

practices and performance.

The definition of the term ‘branding’ shows us that brand is something that gives
third parties possibility to differentiate one company from another. This can be
expressed in brand name, logo, slogan or any other kind of expression which is

identified with specific organization.

According to Kotler, brand is defined as name, sign, symbol, design or their
combination intended to identify and differentiate goods or services of one seller
from their competitors (Kotler, 1994). The most important components of
branding are the image, identity and brand positioning. And as long as the image

is what was presented to third parties, identity is something that distinguishes the

brand (Selame & Selame, 1988).

Companies create brand, which is directed to take place in their customers’
minds. While creating a brand, companies try to symbolically give specific
meaning to their product or service. For example, different brands are associated
to quality, strengths, high or low prices. Brand as well is a strategy to
metaphorically affect customers’ minds, like Disney’s brand, which is associated
to family, childhood and coziness. Branding associations is a very strong tool to
influence, attract and maintain loyal customers, who will prefer your product

over competitors and will become a long term partner.

As we can see from the above discussion, concept of branding mainly concerns to
the company image and reputation in the eyes of current and potential customers.

Branding activities are mainly in the field of marketing. Marketing experts try to
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use all the tools and methods to increase awareness and positive attitude towards
the particular brand by implementing branding strategies. Companies mostly use
branding strategies to attract customers. They use their identification signs on

their product packages, advertisements and other promotional activities.

Despite the above-mentioned statements and defining concept of brand as the
issue for marketing, recently field of human resource management connected
itself to this phenomenon. So that organizations have identified other application

of branding than only attracting customers.

Trend to use branding in the context of employee attraction, is noticed from the
beginning of 2000s. Using branding in the field of human resource management
only recently is considered and is explained as improving the organizational
image as an employer (Backhaus & Tikoo, 2004) ‘Human resource branding’

nowadays mostly is referred as ‘employer branding’.

Employer branding is often connected to the ‘value proposition’ meaning that
certain value should be incorporated into the employer brand. Employers develop
an image of what is offered to their current and potential employees by packaging
the information about organizational culture, quality of employees, managing

style, quality of product or service they produce (Sullivan, 2002).

We have to mention that not many authors were able to academically explore the
concept of employer branding. Ambler and Barrow (1996) in their discussion
asked question whether employer branding helps an organization to increase its
performance (Ambler & Barrow, 1996). As well, Backhaus and Tikoo (2004)
questioned how potential and existing employees perceive a firm that practices
employer branding. Its worthy to mention article written by these same authors
‘conceptualizing and researching employer branding’, based on the conceptual
framework of the study, authors state that two most valuable factor created by
employer branding is brand associations and brand loyalty. The logic is that,

employer image, shaped by brand associations encourage potential employees to
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be attracted to the organization and that employer branding influences
organizational culture and organizational identity that itself encourages strong
brand loyalty. Customer purchases product or service of certain brand because
they have shaped positive associations and image of this brand and would like to
be associated with it. The same way, employees would like to be associated and be

part of organization, which is branded as the best employer.

We live in a century of where there is no doubt that, world needs to make
decisions that will save our nature and environment. The biggest source of
pollution is waste, as a result of industrial activity. Eliminating this process needs
strong collaboration and awareness from governments, company shareholders

and executive management.

Human Resource Management is an important function of management that
deals with the most precious assets of an organization, which are people. Talents
are increasingly interested to work in companies who have high social

responsibility.

The human resource literature in the field of sustainability states that more and
more HR executives try to adjust their corporation to become environmentally
friendly. Scientific research underlines that organization’s environmental

management practices can have strong impact on different aspects of performance

(Yang et al. 2010), (Iraldo, Testa, & Frey, 2009).

According to the Georgian scientists, in the process of implementation of
environmental strategy, organizations must consider and incorporate

environmental factors while planning and making decisions. For this goal, they
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have to make analysis of internal and external influences, which might affect

organizational strategy (Abralava & Podiashvili, 2019)

Stephanie S. Pane Haden, Jennifer D. Oyler and John H. Humphrey in their
research state that the integration of objectives and strategies connected to the
environmental issues along with the organizational strategic development goals
may result in an effective environment management system (Haden, Oyler, and

Humphrey, 2009).

Recently, the term “Green Human Resources” was established in the HRM
literature. Different authors define differently this term. Some authors think that
human resource department is that part of organization, which plays the most
significant role in the creation of company’s sustainable culture (Harmon,
Fairfield, & Wirtenberg, 2010). Others define that the use of human resource
management policies in a way to promote the sustainability within organization
and organizational resources, and overly promote sustainable environment is
what Green HRM actually means (Marhatta & Adhikari, 2013). It is connected to
all the policies, systems and practices that make human resources inside the
organization green in order to benefit individuals, natural environment, business

and overall society ( Arulrajah & Arulrajah, 2018).

So, based on these ideas, green human resource management practices’ direct
responsibility is to attract and create such workforce, that understands, values and
themselves practices such initiatives which support all the green objectives of
organization through the human resource management process including,
recruiting, selecting, training, developing, and compensating the companies’

human capital (Marhatta & Adhikari, 2013).

Literature connected to the green human resource management is mostly
western, there is a gap for the future studies as long as Asian environmental
management issues is not well scientifically researched (Renwick, Redman, &

Maguire, 2013). This is an opportunity for the researchers to investigate green
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human resource management field and its influences on Asian markets and

organizations.

From these definitions, ideas and propositions we see how scientists emphasize
the role of human resources in enhancement of green and sustainable practices
inside organization and its strategy. Some ideas make it clear that it’s crucial to
have accordingly skilled employees for achieving green missions, so that’s the
most important task that requires strong involvement of human resource
management department and policies formulated there. Several scientists argue
that in order to implement an effective organizational green management system,
it is important to promote and enhance a technical and management skills among

all employees of the organization (Daily et al., 2009).

It is clear from the above discussion that whatever the method of research is
applied, all of these researchers promote the ideas which are important for proper
management of human resources with objectives of green management in an
organization. Because, when organization has sustainable and green culture it
should be reinforced by strong understanding and support from the side of its
employees. Greening strategies can be incorporated into any aspect of human

resource management process from recruitment to compensation.

Recruiting candidates with strong awareness of green practices and importance of
sustainability makes companies easier to develop and execute their goals.
Nowadays it is common for organizations to actively demonstrate their concern
about environmental issues and care. This image helps them from one point to
increase customer loyalty, from another to attract skilled and enthusiastic

employees.

Attraction of high-quality employees is a key challenge of human resources in the
‘war for talent’ (Renwick, Redman, & Maguire, 2013). Contemporary
organizations are already beginning to understand that if they create and increase

their reputation as a green employer, it can be used as an effective way to attract
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new talents to them (Phillips, 2007), (Stringer, 2009). Large German companies
such as Siemens and Bayer are using environmental activities and create green
image of their company to attract high-quality employees. British car company
The Rover Group makes environmental responsibilities and qualifications part of

every job profile (Wehrmeyer, 1996).

Firms are trying to make environment an important factor in recruitment. These
practices are directed to increase willingness of applicants to be selected by the
company, sense of pride within existing employees, competitiveness on the
market and finally high degree of loyalty of customers. Green recruitment is a
chance for a company to differentiate itself on the market, it’s a chance to put at

least some effort toward saving our planet.

Today companies are not praised only for their main work, people praise
companies based on the levels of social responsibility too. Highly responsible
companies have better chances of being more attractive for talents as well as
being more competitive on the market. Green management practices can be
implemented into the human resource management process as one of the socially
responsible activities and increase the reputation and image of company using

this tool.

It is interesting to connect employer branding practice with employee
performance levels. The goal of any technique used by the organization is to

increase the level of performance.

Most literature on employer branding focuses on the goal to getting highly

qualified applications on the level of recruitment as well as retaining highly
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qualified employees inside organizations (McKenzie & Glynn, 2001) (Berthon,
Ewing, & Hah, 2005).

Performance indicators for every organization can be different, based on its
sector, industry and specification of work. When we talk about employee
performance level, we mean objectives and strategic goals set by an employer to
their employees, as well as expectations. So, if organization strives to accomplish
its strategic goals through talented workforce, then its employer branding process
and all the activities associated with it, should be directed to continuous and
sustainable delivery of expected performance levels. Successful attraction

practices can be a conditional factor in improved organizational performance.

There are some reports about positive effect of employer branding on employee
performance. Often they are self-reported, without scientific background

(Martin, 2007). Of course this is not enough to prove positive relationship.

Literature states that performance of employee can be improved by increased job
satisfaction, which includes different activities used by organizations to benefit
their employees. while many scientists suggest that an organization's performance
is the result of attitudes and performance level of its employees (Ostroff, 1992)
(Fulmer, Gerhart, & Scott, 2003), so we have to assume that if most of the
employees perform their best, organization’s overall performance will increase.
From this perspective, employer branding can be seen as an instrument to
increase satisfaction in employees and respectively increase performance level in

talented workforce and grow talents out of the ordinary employees.

Finally, the fact that there is little academic research about this subject gives
motivation to explore more information and formulate recommendations that
would justify the usage of this activity as an instrument for managing talents. If
branding the company aims to attract desired number of customers, employer
branding aims to attract desired number of talented candidates for the specific

jobs. For the goals and objectives of this research we will need to clarify the

43



attitudes of people towards the practice of employer branding, if it works or
would work in reality. Inner desire of talented workforce to work and built a
career in a specific company can become a critical and drastic factor in the

nowadays ‘war for talent’ situation.

Strong employer brand can be a precious and unique instrument to attract talents.
Employer branding is the first most important activity. This is the starting point.
Talent management program should be starting from it. Logically, if people show
their strong connection with brands as customers, people as employees as well
must be vulnerable to the brand of employer. Everyone wants to work and show
high performance in organization which has high reputations as being the best

employer on the labor market.

Finding out the link between employer branding practices and increase in
employee performance and talent would help objectives of this research to be

accomplished.

In February 5, 2020 Seth Harris and Jake Schwartz published their article called
“Why Competing for New Talent Is a Mistake” in Harvard Business Review
(Harris & Schwartz, 2020). In their article, authors state that in given situation on
the talent market, where there’s a big shortage of talented workforce, companies
are trying to fight between each other for them, while this can be a big mistake.
Authors argue that it would be much more effective to grow and nurture talent
force inside their own companies. They use some research findings which show
that employees are more willing to learn and develop in company where they
currently work and that learning and development opportunities is the biggest

value for employees in today’s world.
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To analyze this perspective, there can be huge benefits for organizations as well.
They are investing huge amounts of finances in recruitment activities like using
headhunting agencies and offering talents working for other companies, big
amounts of salaries and benefits to attract. While, these activities still don’t
guarantee the loyalty and attachment of newly acquired talent as long as after
some time, other companies can as well offer them more attractive conditions. So,
directing these or even less investment into development of internal workforce,
growing, mentoring and coaching their own employees could increase employee

attachment and loyalty to the company and shape them as the true talents.

Georgian scientists discuss managerial development as one of the critical
challenges in our current business environment. The collapse of Soviet Union and
socialist economy resulted disruption of the training and development systems in
Georgia. Later years have not been productive in implementation of new
qualification raising system for managers. This can be one of the reasons, why in
Georgia there is no systemic learning and development approach, but only

episodic activities like trainings (Bebnadze, 2014).

We cannot discuss learning if we don’t make small discussion about change.
Learning is connected to the changes in behavior and attitudes. And when
companies decide to change something it means that they have to do this through
learning and developing people who work for them. Kurt Lewin presented his
model of organizational change in the middle of the 20" century (Lewin, 1951).
His model is composed of three stages: unfreezing, effecting change and then
refreezing. During 1980's began discussion of Change Management as a separate
discipline. This was period when organizations were going through the fast
change in fields such as information technology and human resources began

realizing the benefits and importance of effective change management.

In 2000’s change management already takes place as one of the most important

business competency to manage and lead processes effectively. In this decade, the
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change management began to focus not only systems and processes part of
company but recognized the people or human aspects of change management. It
became clear, that all the processes and systems would shift in a painless way, if
people involved in this process would be managed in a right manner. Therefore,
business world began to research for the right tools and methods for every given
situation. Large companies like IBM and McKinsey began to scientifically and

professionally research this area of management.

Nowadays change management already has become the inseparable part of
organizational life. The paces of shifting processes is such fast, that no
organization can stay competitive or even survive without adapting to the

changes, major or minor it does not matter.

This is already concern not only for large corporation but for small ones as well.
Theoretically, small companies are much more flexible and can more easily adapt
to change, than bigger ones because of their large number of employees, processes
and level of bureaucracy. However, it does not mean that small companies do not
need to put effort towards implementing and researching the right tools and
approaches of managing change. Approaches and tools of effective change
management needs to be incorporated into all the levels of management and
leadership from top to the lowest levels to ensure the common attitudes and

desired results.

Despite all the benefits of implementing change management as one of the
competencies of organizational life, this process is as well connected to the
challenges and dilemmas that need to be solved. It can affect some aspects of
organizational life. Firstly, the change is strongly connected to organizational
culture, meaning that every organization based on the historical style of work and
methods they use shape some specific type of organizational culture, which is
accepted and shared by its members. Changing something into the working

system will affect the organizational culture as well. Incorporating changes into
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organizational culture needs careful and right approaches to make sure that the
values and beliefs established and communicated by the leaders and shareholders
of the organization stays the same. Secondly, people aspect of change can be a big
challenge. Without right communication with them, company can face loss of the
best talents, high turnover, damaged reputation as an employer and decrease in

overall performance.

To implement change it is necessary firstly to identify and then to overcome the
obstacles. People and their attitudes mean a lot. Without preparing them in
advance, the whole change process might fail. People react differently to change
depending on their personal characteristics, environment and their perception

and understanding of the ongoing process.

It’s common that people have negative response to change. Most usual reasons of
this are that they don’t understand the main goal, main point of the change; they
feel some kind of thread from change; their personal characteristics make them
natural enemy of the change or there are cultural problems. The emotional
responses of negative attitude can be: denial, anger, depression. Timely

identification of these problems makes it easier to overcome them.

To change organization, you must change the people, their beliefs and attitudes
and their ways of working. This can be very difficult, especially in strong cultures
and often in successful companies. Culture is important obstacle. Organizational
culture simply saying, this is the way that things are done in an organization,
what is acceptable and what is not, rules and norms that guide particular

behavior.

Organizational culture is expressed in types of employees, style of working,
design of office, employee dress code, their attitude toward customers and
environment and so forth. Some aspects can be seen like architecture or design
but some are unseen can be felt by communication like attitudes. Culture is

influenced by its history, leadership and their style, management philosophy,
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mission and its vision of future. All the aspects of culture should be analyzed
before the change process begins to work. Failure in cultural awareness fails the

whole process.

Another obstacle that is critical to change is proper communication. Using the
best channels to exchange necessary information between employees, open and
streamlined forms of communication, as well as a high level of trust between co-
workers supported by well-defined organizational structure, helps organizations
to run processes faster, more efficiently, increase employee engagement and as a

result to be engaged in more successful activities (Nikolishvili, 2019).

The use of scientific techniques increases chance of success and smooth processes.
Giving the right information to the right people and at right time gives employees
sense of being important ones, as management shares their plans and critical
information with them. This feeling decreases negative response to the change
activities as employees are part of this process and participated in several decision

making activities.

In organizational context, managers always try to direct behaviors of their
employees in a desired way and increase the number of talented workforce.
Motivation plays key factor here. It encourages person to accomplish given task
or do more than officially required. To see the results of what employees have
learnt it’s necessary to observe the performance. Correct learning and
development methods will enhance desired organizational outcomes. Individual
contribution of each talented employee will increase and improve in quality.
Therefore, it is crucially important to give employees knowledge, which they will
use in their practical work and gives them tool to make their work and

performance improved.

There is an ongoing debate about whether all the employees should be considered
as potential talents or only people who are on key positions and who should be

the beneficiaries of talent management activities implemented by organizations.

48



One important perspective here, from the context of learning is that existence of
learning environment inside the organization can be a big motivator for
employees. It can support emergence of new talents. When organization
promotes learning and development and appreciates employees who orient on
their self-development, it encourages others as well including newcomers and

talents working for other organizations.

Human ability to learn is important to organizations, because every organization
controls performance. Employees need to know what have to do and how, what
are available resources, what level of performance is expected from them and

what can be the results of their quality of performance.

Talent development inside organization this is the process of changing itself
organization, its employees and all the other affected stakeholder and groups,
using planned or unplanned learning for an organization to achieve its goals and
keep competitive advantage (Tony, Cutt, & Flynn, 2007). Learning and
development is an approach for an organization to ensure that staff who has

necessary qualifications and experience are available whenever needed (Zheng &

Kleiner, 2001).

So learning and development has placed itself in organizational functioning like,
newcomers need to learn about their new workplace, employees need to learn
and continuously update information about specifics of their job, managers need
to learn and continuously update information about contemporary management

practices and apply to their workplaces.

Companies saving investment on learning and development are considered to be
wrong in the contemporary environment. Labor market becomes very tight and
companies face difficulties in finding proper professionals. Loss derived from the
unskilled employee can be much bigger than investment into creation of learning

environment and developing own employees. From the point of view of
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attracting talents, learning approach can benefit organizations image as a brand,

which cares for their staff.

The term ‘learning organization’ emerged and became popular from the 1990s.
Learning organization expresses organizations desires to facilitate learning and
encourage its members to continuously work on their own transformation and

development, which benefits both, organization and individuals.

Existence of organizations with strong focus on learning is the product of
contemporary business environment. As long as talents all around the world
enjoy being recognized as educated and professional candidates. Education does
not end after graduation, it lasts until person is willing to stay competitive on the

labor market, because important knowledge updates and changes all the time.

Based on the above discussion, we can conclude that learning and development is
one of the strongest instruments to grow and retain organizational talents.
Definition of talent implies that this is someone who performs in a best manner
and does something exceptionally well, so that others cannot do. Reaching this
point is unimaginable without strong focus on continuous learning and
development. Talents can be personally very self-motivated to learn more and
arrange this by themselves, but when organization supports and offers diverse

programs it attaches talents and makes them loyal to their current workplace.

It is interesting to see the interconnection of learning and development
techniques and employee performance. It is traditional that organizations are
using different types of tools to give opportunity to their employees to learn more

and develop their skills. This has bilateral benefit. Employer makes sure that their
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workers have necessary skills to perform their tasks effectively and employees on

the other hand feel praised, developed and motivated.

There are many types of learning and development tools like class training and
lecture sessions, on-the-job trainings, video lectures and podcasts, meetings with

field professionals, coaching and mentoring, and so forth.

It is obvious that all of these activities are quite expensive for organizations. The
question is, are they that much effective in reality or not? Do these techniques
really increase the performance levels? And most importantly, do they support to

increase organizational talent?

If we discuss the techniques of learning and development, we can classify them
based on timing of usage. Meaning, when during the employment cycle is it most
effective to use each technique. For example, some class training and lecture
sessions as well as on-the-job trainings can be effective on the initial stage of
employment cycle, while video lectures and podcasts, meeting with field
professionals can be used already any time during the employment. Coaching and
mentoring are special types of techniques which can be more effective after some
time of employment, on later periods of employment cycle as long as it is
necessary to observe the level of performance and plan coaching or mentoring

sessions based on this information.

According to Philip C. Wright and Gary D. Geroy, competencies of employees’
are changing as a result of effective training programs. At one point it improves
their overall performance and on the other hand, increases their knowledge,
skills and necessary attitudes to contribute to the best organizational performance
(Wright & Geroy, 2001). This definition corresponds to the concept of bilateral
benefit of learning and development mentioned above. Studies performed by
Swart et al. (2005), state the learning and development techniques like training, is
used by organizations as a means of handling with performance gaps and

employee skills deficit. Using these methods, companies intervene in order to
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develop necessary skills and abilities to their employees and enhance their

performance potential (Swart et al., 2005)

Finally, we can conclude that learning and development is universal and never
inexhaustible instrument in hands of any manager and organization. They can
always, during any period of employment lifecycle use the diverse methods of it.
The diversity of learning and development methods is the best thing that makes it
multilateral, benefiting employer, employee and other organizational
stakeholders like customers. Managers can make decisions about which method
to use and when towards particular employee, change behaviors of employees,

teach and motivate them.

Learning and development practices can be very flexible. Using contemporary
technologies people can receive almost any type of knowledge from any place.
Companies do not necessarily need to hire large conference halls or university
classrooms to invite employees on a specific lecture. Online space gives
opportunity to connect and access any type of material, conference, lecture,
workshop, session or meeting. It means that huge expenses which are very often
named as one of the biggest disadvantages of implementing learning and

development activities are not that huge any more.

Challenges of the nowadays world require quick response from organizations,
sometimes they have to restructure the whole organization in order to stay
competitive and resistant. People who are continuously learning and developing
their skills, people who are best performers, people who are talents, they can be
the ones who will be able to execute this task and create something different and
innovative, that will help not only organization to make more profit but will
serve its customers and even whole society. Finding out the link between
learning and development practices and increase in employee performance and

talent is among the important objectives of the research.

52



Before discussing career management and its importance for talent management,
it will be interesting to define the term ‘career’ itself. The understanding or
‘career’ is different from understanding of §ob’. According to Oxford Dictionary
job’ is work done by person, for which this person receives payment. Job
incorporates everyday activities, a person has to make in order to execute his or
her tasks at work, based on the job description and in return receive relevant
compensation. While, ‘career’ is series of all the jobs that person has held in a
particular field of work. Career is more complicated term and indicates all the
past, current and future jobs a person has taken or is going to take (Oxford

University Press, 2020).

Career management needs personal self-management as well as managerial
support. Employees who know what their goals are can be very demanding when
choosing their jobs, especially if we talk about already self-realized, talented
people. They must clearly see what career benefits they can expect from their
employer for their future. Clear career structure as well can help people who are

beginning their careers to set goals and direct their work in a correct direction.

Organizational and managerial support can have a great impact on this factor.
Scientific works about this subject explain that career management includes all
the activities formal and informal, which are connected to enriching current jobs
or rotations and programs developed by organizations indicating the ladders of
career progress and development. Organizational support as well can be expressed

in providing opportunities to its employees of self-development and mentorship

(Dargham, 2013).

Career management and development is not a one-sided activity. This is a chain

two sided activities between employer and an employee. Employer aims to
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provide all the support with clear understanding of career development
opportunities and on the other hand, employer develops self-discipline and
motivation to set, fulfill and orient on the future career opportunities provided by

the employer.

Career management involves development as well as career planning activities.
Career planning is a strong tool to distribute organizational resources in a correct
and effective way. It helps employees to shape, express and use all of their
potential. Lack of career planning can result the pool of employees inside
organization, who do not know what their future goals are or what they would
like to achieve. This fact increases disorientation, misunderstanding, and fill of
open vacancies with incompetent or indifferent people or even big number of

unfilled vacancies and positions.

Sometimes, people leave organizations because they don’t know what to expect
from the employer in the future. This is a big thread of losing potentially talented
high performers. Based on the results of recent survey, we can see the main
reason why employees leave their workplaces is the lack of further career
opportunities. While, earlier this indicator was positively correlated to the
compensation (CEB, 2015). Other research also shows that employees who feel
that they have more growth opportunities with the organization they work are
more committed workers and are less interested in finding other job (Weng &
McElroy, 2012). We can assume the clearly worked out career development plans
increase perception of care and support in people, which in return is expressed in

more commitment, increased effort and higher talent revelation.

Career management can be connected to the growth of talent inside organization.
People, who will take key positions in the future, can be developed from even the
lowest layers of positions. Following step by step the ladder of career path,
developing and learning critical knowledge, gaining necessary experience during

this path can result a formation of a great performer and talented leader to the
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organization, and even a pool of talented individuals who can become leaders or

innovators in the future.

Career management plans and pathways historically were vertically upwards,
when every step to the ladder meant more responsibility and complex job, even
more compensation. Nowadays, this type of hierarchy is maintained but
additionally we can meet different modifications like, horizontal or dual career
development paths. These modifications are reflections of continuous necessity of
providing the best and novice opportunities to existing or potential employees, in

order to attract or grow internally the best talents.

Of course, there is no activity or instrument that would guarantee that a person
will stay in the same organization during the whole career; this even is not a goal
for the most organizations. But instead the goal of talent management here is to
make talents be as productive as they can during their work with certain
organization and leave only after they have done everything for the filled
position and organization. Supporting the development of transferrable and
universal skills helps them to achieve the next levels of their personal career
development plans. Even after their leave, existence of sophisticated
organizational career plans ensures smooth replacement of resigned talent with
another one, who is as well prepared and ready to take the job. This would be the
best option for any talent management driven organization. This would increase
the reputation of organization as the employer of talents or a hub of talents,
organization which not only fulfills its direct business activity but as well attracts

and creates talents.

Discussion above gives us strong basement to argue the positive correlation

between career management and organizational performance. Some scientific
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research as well has been done to understand the relationship between these two

factors.

Jane Sturgeins along with other researchers observed that organizational career
management practices enhance employee commitment and respectively increases
organizational performance. The merit of career management is that it is seen as
the certain form of support carried out by the organization. This perception of
organizational support has shown positive relation to the job performance while
at the same time, is negatively linked to such undesirable behaviors as employee

absenteeism and high turnover (Sturgeins et al., 2002).

In 2003, researcher Kraimer and other colleagues as well investigated the
relationship between perceived career support and career management. In their
research scientists made definition of perceived career support and defined it as
the belief in employees’ mind that organization cares about their needs and future
goals. The importance of this research was their discovery that, informal activities
of organizational career development management, like increased involvement
into challenging job assignments, informal discussions of career with managers,
mentoring based communication with senior staff members and other
promotional opportunities positively correlate to perceived career support.
Organizational career management practices can include number of activities like
formal mentoring, career workshops, career counseling opportunities with the
human resource department, performance appraisals, assessment center and so
forth (Kraimer et al., 2003), (Agarwala, 2007). Karen Van Dam in her article
suggests that employees who have experience of more organizational support

tend to have higher orientation of employability (Van Dam, 2004).

Career management activities whatever it incorporates, based on the decision of
the particular business according to their needs and specifications can be seen as
the promotional process, where employer becomes important part in human

perception, important force which is directed and oriented into making their
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employees more successful not only into the walls of their organization but as
well beyond it. This is exactly shown in the scientific research results that we

have discussed above.

More organization shows support and care to its employees, more are the chances
to receive increased return in the form of better performance and increased
organizational reputation for attracting the best talents available on the market.
Career management practices can have a huge role and potential if it is
established as one of the instruments of talent management in nowadays

Georgian business environment.

Finding out the link between career management practices and increase in

employee performance and talent is among the objectives of the research.

2.6. Succession Planning as the Instrument for Talent Management

Business cannot exist without strong and inspirational leadership. Leaders are
people who act as the role models for their employees and represent values of
their organizations. Leaders affect the public image of organization as well as

internal environment.

Leadership is closely connected to the phenomenon of influence. According to
Larry Cuban, leader is the person who sets goals, motivations and actions for
other people (Cuban, 1988). Kesting et al., describes that leadership is the process
when a person, leader influences others and motivates them to achieve
organizational goals (Kesting et al., 2016). Early, leadership was understood
differently, leader was identified as the person with strong power who could
force others to do work. Peter Drucker, the management guru, in his work states
that leader is someone who influences and inspires others to work in order to
achieve organizational goals by motivating them without using coercion

(Drucker, 1988).
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All these definitions, give us the understanding of huge psychological importance
of a leader on their followers and whole organization. Great leaders are inspiring
and motivating others, getting the best talents out of people using enhancement
of their own desire. Influence described here is positive which means that people
make what they make because they wish to make it, without fear, punishment or

influence of any other type of negative factors.

After people become followers, psychologically influenced and attached to their
leaders it makes much more difficult to adapt changes in leadership. There always
comes time when existing leader has to be substituted by someone else because of
retirement, death or any other reason. Quick and unpredictable change of a
leader can cause distraction and frustration of employees, resulting stress,
decrease in motivation and performance. Quick and unpredictable necessity of
recruiting employee with skills of a leader and relevant competence to fill
managerial position can become a great challenge for human resource
management team as well, affecting the whole organizational performance and

sustainability.

Avoiding these kinds of problems requires planning and organizing action plan in
advance which will guarantee the smooth process of leadership substitution when
it becomes necessary. Succession planning is the instrument used for these
purposes. Growing and maximizing talents inside organization can be the strong

and competitive asset for any organization.

According to N. Carter, succession planning is a way of identifying critical
managerial positions beginning from the project manager and expanding up to
the highest hierarchical positions (Carter, 1986). The main pillars of the idea of
succession planning are to identify and create pool of candidates, who are willing
to be promoted in the future and work on own development for this goal; the
future environment is dynamic and it is not relevant trying to ‘copy’ past leaders;

on the job development opportunities can be much more precious than during off
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the job training sessions (Carnegie, 2009). A very interesting approach is
connected to the top down succession planning complying identification of
potential future leaders using career planning where possible candidates share
their own career objectives (Rothwell et al., 2005) Succession planning is the
process aiming to develop talents for leadership in order to meet organizations’

strategic needs (Rothwell, 2015).

K. Santhanalaxmi and Dr. S. Chandramohan in their recent research conclude
that succession planning is the key strategy used by human resources as long as its
effective use reduces the labor costs of organization and fills key positions with
appropriate talents (Santhanalaxmi & Chandramohan, 2019). While, Armstrong
and Taylor indicate that succession planning, is the way of making sure that
organization has relevant talents inside organization to achieve its intended goals
and that this process itself is the part of talent management (Armstrong & Taylor,

2014).

From the definitions of the concept of succession planning we can conclude that,
this is complex and ongoing process of work done by human resource department
under supervision and support of top management, aiming to discover, develop
and effectively use people with the best talent potentials. It requires systemic
approach, connection with organizational strategy and relevant communication

with employees and potential candidates.

The idea we have argued above, which states that unexpected change in
leadership can harm employee motivation and organizational results, gives us

reason to connect succession planning to the performance.

Yamburi, in the recent research found out that organizations become much more
successful, when they fill their leadership positions with people grown inside
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organization, or we can say are heirs of a leader. The reason is that they are
completely competent in all the organizational issues, missions and traditions
(Yamburi, 2017). In another study about relationship of employee performance
and succession planning, positive relationship was found between these two,
meaning that using succession planning methods increases employee performance

levels (Ali et al., 2014).

These findings show that succession planning can be an important factor giving
potential heirs of existing leaders strong motivation to stay and invest all their
best in the certain organization. We can discuss the benefit of using succession
planning as the tool to increase talent potential inside organization, as long as this
process is continuous and involves activities to identify the candidates, increase
their desire to become leaders in the future and direct joint, organizational and
individual effort to increase and develop the competence of certain employees.
The opportunity for the future, which seems realistic for the employees, can
become a strong tool to retain and grow best talents inside organization along

with gradual increase in employee performance levels.

Finding out the link between succession planning practices and increase in

employee performance and talent is among the objectives of the research.

Many contemporary companies give possibility to their employees to create
harmony between work and their personal life. 21 century perception of job is
not that was early. It doesn’t mean to wholly devote oneself to job requirements
and become distant from personal life and family. It’s important that people feel
comfortable during their everyday work activities. Comfort and flexibility can be

one of the important instruments given to its employees by organizations to boost
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their motivation and performance levels. Work without balancing personal
needs, flexibility and expectations from family, friends and other surroundings
affects human psychologically, which gives such negative results like stress and

burnout.

The concept of work-life balance has become the issue to be considered for
people in the nowadays world (Guest, 2002). Today the world is dynamic with
often changing environment. Companies are challenged with this factor, which
often pressures their employees to stay competitive on the market. Huge
workload and grown working hours can lead to family disruption, social
distancing and serious health problems, which of course decreases the

productivity of a person at work.

Recently burnout was considered to be related to the organizational turnover and
even is described as being epidemically grown (Perlo, et al., 2017). Based on the
article of L. A. Kelly and J.M. Adams, burnout can be a result of different daily
stressors, including unlimited working time, technological overload and
misbalanced work and life (Kelly & Adams,, 2018). Such relation can be a sign of
alarm for organizations to pay more attention and care for the psychological and
physical condition of their employees, especially when they have ambition to

hire and retain best talents.

Work-life balance is discussed in connection with talent retention in recent paper
and is mentioned that working from home and flexible working hours is one of

the expectations of contemporary employees, especially for young generation

(Walter & Forster, 2019).

Business which takes care on their employees tends to be more successful that
others that do not. If employees feel positive for their company, they make their
best to contribute as much effort as they can. When employee believes that his or
her efforts are appreciated feels motivated and becomes one of the key

components of organizational success. While, stressed and unhappy workers are
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less productive, they lack creativity and motivation; they do not make company

better.

It is already obvious that, contemporary companies continuously fight to attract
and retain the best talents. Degree of stress in the company often affects the
decision of an employee to stay in the organization. Stress can be a reason of
damaged personal development possibilities. From one side if company keeps
stressed employees at the workplace, their productivity suffers and fades away the
traits that distinguished person from others as a talented one. From another
perspective, employee can avoid these results and leave the company. The last
possibility increases turnover as well as, leaves the company without talented

workforce.

A very interesting point of view is found in research paper by Den Dulk et.al,
where government and company roles in implementing work life balance is
discussed. It compares and concludes that countries with social democratic states,
where government intensely implements social well-being policies, companies
adopt such measures more often than in countries with liberal or conservative
states, where less public and social well-being policies are implemented by
governments (Dulk, Pascale, & Poutsma, 2012). From this perspective, our
country is not very well supported by Georgian government for now. Developing
condition of Georgia is influencing this fact, government tries to implement some
policies to make employers more responsible but it’s not enough for now. It is
worth to mention as well that Georgia doesn’t have strong labor unions but in
contrast, they are too weak without any power to influence neither government
nor any private or public organization. It means that it is up to organization itself
and their social responsibility level whether to implement such organizational
policies that will care for their employees and balance their everyday life

between work and personal life or not.
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Boundary theory is very often used to explain work-life balance. It concerns how
people themselves create and maintain boundaries of their role domain and that
individuals manage it by the process of segmenting or integrating these domains
(Allen, Cho, & Meier, 2014), (Ashforth, Kreiner, & Fugate, 2000). There is a well-
known idea that people hold many roles in their lives which need proper
management (Barnett & Baruch, 1985) (Marks, 1977). Of course, sometimes these
roles are conflicting, especially in an organizational context. Family and work
very often is difficult to manage simultaneously, set proper boundaries and
maintain balance and harmony between these two. These kinds of conflicts show
unfavorable impact on overall job satisfaction (Allen et al., 2000). If we consider
this theory from the managerial perspective, there is much responsibility on
employer and organizations’ management to help their employees balance their
roles between personal and professional life. Stressed and burned out people

cannot be a source of high performance and talent.

One of the goals of this research is to find whether practices of work-life balance
affects organizational talent and performance. It is interesting to review existing

scientific works and see how other researchers think about this relationship.

Work life and personal life is something that exists in most of peoples’ lives.
There are many cases when these two are not quite compatible in harmony.
According to early opinions of different scientists, conflict between personal and
work life affects persons’ physical health as well as psychological and at the same
time, their work performance decreases (Boyar, Maertz Jr., & Pearson, 2005),
(Netemeyer, Boles, & McMurrian, 1996), (Goff, Mount, & Jamison, 1990). This

approach hasn’t changed much in today’s world. Workload and unlimited
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working hours still remains to be the source of employee burnout, turnover and

low job morale.

Rebecca Zucker, in her article published in Harvard Business Review, refers to
the contemporary problem of stressful work; unstructured working hours and
burnouts resulted by improper management of work time boundaries and
discusses ways how leaders can become a source of implementing proper work
life balance in their teams using themselves and their behavior as a role model for
other team members. She offers six strategies of setting boundaries that can help
leader and team members to achieve work-life balance that can be sustainable.
These strategies include proper communication between leader and team
members, where leader makes clear that work doesn’t need to be done in a fast
and rushing manner, but people sometimes need to relax and take some time to
decompress, otherwise they can’t show their pest performance potential. Leaders
have to remember that we all are human beings with limited physical limitations,
so setting boundaries and distributing work effectively is necessary to avoid
loading great performers with bug amount of work, only because we believe that
they are most competent in their profession. Such behavior can result in losing
the ones who are the best talents. And of course hiring the right amount of
employees is indicated as important strategy; because people sometimes get ill or
need vacations and leaders should give possibility to their employees to feel

comfortable is such situation (Zucker, 2017).

Another article by Marcello Russo and Gabriele Morandin, published more
recently in Harvard Business Review discusses flexible work arrangements and
family-friendly policies offered by managers in Europe. But as their research
shows, sometimes offering remote work, paid/unpaid leaves or sabbaticals are not
that effective as it seems. Researchers surveyed over 400 employees in Italy who
represent working parents and found out that there are two important factors on
which companies should focus more. First, is about training supervisors. Research
recommends that employers train their leaders to support employers with work
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life balance and show their leaders benefits of such behavior. Employees under
supervision of supportive manager are much more effective at work and at home.
Second, is about implementation of supportive organizational culture. Many
companies in Europe, especially in Italy where research was conducted, consider
that best employee is someone who is always online and 24/7 ready to think and
execute work responsibilities. Research found that employees working in
organizations with supportive organizational cultures have better satisfaction and

loyalty of their company (Russo & Morandin, 2019).

In both of the above discussed analysis, we can see the special role of leader,
manager or supervisor. These are people who have the biggest responsibility,
because they are in direct relationship with the employees and their everyday
life. Implementation of supportive organizational culture, training managers,
implementing family-friendly policies and communicating all of these properly to
the employees can be a good source of increase in performance, talent and overall

success of the company.

In this research, I will try to prove that proper work life balance measures

increase level of talents and their performance in organization.
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According to the above discussion, we can see that the field of management and
particularly part of talent management is full of diverse dilemmas. We discussed
several aspects of this subject. We find the critical influences that have these
aspects on management. We reveal how different approaches of leading scientists
of the field change and restructure over time, as culture, perception and values of

human change.

During the particular decade, specific theories and approaches are leading the
world of management and other related fields. But times changing and theories
become old and obsolete. They as well need to be worked out and changed. A
theory, a fact, a situation or a decision that seems right and true now, when we
think that we have found the best way of doing things, the best way to
understand and handle our employees, the best way to achieve goals and become

or stay competitive on market can become a history in a blink of an eye.

Managers need to think this way to make their organizations competitive and
effective and employees need to think this way become competitive and
attractive on labor market, achieve their career and personal goals. In our decade

this kind of mindset seems to be true, for now.

All of these ideas gave my thesis inspiration to develop the talent management
program, which would be oriented on the number of practices to attract, develop,
and retain the best performers that would lead to the growth of the talents inside

organization and finally result in increase of Talent Performance.

The preliminary qualitative research and further literature review, gave me
possibility to reveal this important conceptual framework of talent management
program. Figure 1 shows the chain of this framework, which visually shows that
talent management program, consisting of strategies and instruments which are

directed to increase of organizational talent and talent performance.
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The starting point here is that, to increase talents inside the organization needs at

first to attract or grow best candidates and after retain them. During the process

of attraction, organization should be ready to attract already identified reputable

talents as well as to work on growing them by themselves internally and finally

retain all the accumulated talents.

Figure 2, shows the instruments which are identified during the phases of

preliminary qualitative research and further literature review as the instruments

within strategies of talent attraction and retention. Based on these instruments

the hypotheses of this study are worked out to test their correlation against

performance.

Figure 1: Conceptual Framework — Talent Management Program
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Source: own research
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Figure 2: Talent Management Instruments — as a component of Talent Management Program

Talent
Management
Instruments

Employer Learning and Career
Branding Development Management

Succession Work-Life
Planning Balance

Source: own research

The conceptual framework is in correspondence to the objectives of this research,
which concern to explore the ways of managing organizational talent and to

define the managerial instruments needed for managing talent.

Further research activities are oriented to test the hypothesis and find out
answers and scientific proof on the objectives of this research which concerns to
identify the ways of increasing organizational talent and to reveal the connection

of organizational talent and performance.
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PART 2. METHODOLOGY, RESEARCH AND PRACTICAL FINDINGS

Theoretical part, where it was conducted the literature review for this research,
concluded with the formulation of conceptual framework of the study, offering

talent management program.

Second part of the thesis includes two more Chapters and describes practical

work conducted during the whole period of the research.

Chapter four describes research and methodology of qualitative and quantitative
research. Firstly, the scientific arguments are given to review both methods and

their application in applied research.

Next, the use of both methods is described in details. The qualitative research
procedure is described, which includes every step which was taken in the process
of interviewing respondents. Finally, the method and procedure of quantitative

research is presented.

Chapter five summarizes findings, analysis and discussions of the qualitative and
quantitative research. For qualitative research, this Chapter includes citing
participants’ responses and makes relevant conclusions in the discussion part. For
the quantitative research part, statistical methods which were used to test

hypothesis are described in details, following the relevant discussions as well.

Practical work done within this study is tremendously important to reveal
answers on the objectives of the study and make conclusions and
recommendations worked out, scientifically proved. Findings of the research are
objective and can be presented in front of academic society as well as practitioner
managers in different organizations. This part of the research represents the last
and concluding part. After the chapter five, final conclusions of the thesis are

made.
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After the general literature review, it became necessary to formulate some
structural framework which later would be tested and in case of positive results,
would be offered as the talent management program to the organizations. The
main types of methods for applied research are qualitative and quantitative
research or combination of both. These methods are strong tools to find out

answers on the questions which are posed by particular researcher.

Qualitative research is a strong method to discover from the participants more
detailed and deeply hidden information, ask additional questions if necessary and
get quality and precious information firsthand directly from the people who have
personally experienced, felt and understood the facts you are targeting to

research.

Burns and Grove (Burns & Grove, 2009) have expressed their position about
qualitative research and mentioned that qualitative research is a systematic and
subjective approach in order to highlight and explain daily life experiences and

to further give them proper meaning.

Qualitative researchers are focused in finding out people’s experiences, what are
their beliefs, and giving meanings to systems from the perspective of the people.
One of the characteristics of qualitative research is that it does not include any
statistical calculations (Brink, 1993). Quantitative research gives information
which is more scientifically measurable in terms of numbers. After quantitative

research is conducted, usually statistical analysis is done.

According to John W. Creswell, quantitative research method is expressed in
collecting numeric data and systematically measuring them in order to find link
between theory and research (Creswell, 2003). Paul D. Leedy and Jeanne Ellis

Ormrod state that, this type of research method helps to make clarification of
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dependent and independent variables and their relationship, in order to explain

certain event (Leedy & Ormrod, 2005).

Based on the nature and needs of my research topic, I decided to use the

combination of these methods.

First, in order to find out information about the reality in Georgian business
environment connected to talent management, it was relevant to make face to
face in depth interviews with people who are directly involved into the process of
managing people and find out what is talent management for them and their
organizations and what are the strategies, instruments and tools they use or
would use in case of availability within their organizations in order to effectively
attract, retain and increase talented workforce for high levels of organizational

performance.

Furthermore, I needed to identify important factors which affect current and
potential employees, who has or might have particular talent and in addition, to
what extent the company has strategically acknowledged the need for special

practices that can be effective to manage and grow them inside their company.

It was first step of my research, I needed to discover what is the understanding of
the term “Talent Management” in nowadays business world in Georgia and as
well and to find out what are the methods used by companies to manage and
increase the number of talented workforce inside the company, if they use some

structurally spelled out models for this task.

So that, I needed to specify many different types of information in details, I have
decided that qualitative research was the best way to do this. A qualitative
method used by me was only a first step. After I had found out the results and
created image of the real situation in Georgian companies in relation to talent
management, these findings gave me possibility to deepen my literature review in

the direction of the points that were found out after qualitative research. This
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preliminary research was most important factor in determination the focus of
conceptual framework (Figure 1), as long as this study aims to work out such
program of talent management for companies, which would be practically

feasible and easily implemented.

After finding out the focus and direction of the study based on qualitative
research, it was necessary to continue further exploration of the objectives of this
research. It became necessary to test the feasibility of the hypotheses, and finding
out if those strategies and instruments of talent management, identified and
analyzed during the qualitative research and literature review are connected to
the performance and increase the talent potential inside the organization. For this
objective it became obvious that the best method would be to use quantitative

research method.

In order to reveal the most critical components of the talent management
program, I conducted qualitative research. Research design used by me was in
depth-interviews with purposefully selected individuals. To determine the right
number of sample for qualitative research, I introduced with several articles

connected to this issue.

Usually, samples for qualitative research are smaller than in quantitative studies.
Ritchie, Lewis and Elam in their work offer that it is because as the study goes on

more data does not necessarily lead to more information (Ritchie & Lewis, 2003).

Concerning the exact number of sample size in qualitative research which is
considered to be the most effective is not agreed by the world scientists. This
subject is a topic for debate. Mainly stated opinion by scientists is that it depends

on the type of research questions and the number of qualitative research designs
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used by the researcher, as long as one particular piece of information, data or fact
revealed during the process can be sufficient and all that is necessary to be
included into framework analysis. So, large number of respondents can lead to

receiving a repetitive type of information.

In the process of samples selection, I have used the technique of purposeful
selection. This means that samples were selected by me based on some criteria.
Advantage of using purposeful sampling technique is described by Trotter and
indicates that it’s effective as long as researcher can reach the targeted population
easily, without losing much energy and time (Trotter, 2012). The disadvantage of
using the same method is considered to be the limitation of the sample size (Roy
et al., 2015). The technique for collecting data used by me was semi-structured
interviews. I conducted in-depth interviews with managers who were involved
into the process of people management. I interviewed 20 managers from different

business sectors.

I have selected interview participants based on two criteria. One was that
participant should be currently working in a company from any business sector
and second, - they should be performing duties of managing human resources.
Before the face to face meetings, I sent them list of interview questions, including
12 questions (see Appendix A) by email and gave several days for contemplation.
After several days, I contacted targeted participants and set date and place of our

face-to-face meeting.

On the day of actual interviews, the process was in accordance with the
guidelines for conducting interviews (see Appendix B). Based on the values of
ethical research, all the participants were introduced with the document of
contest (see Appendix C) which includes participant rights and guarantees

anonymity and confidentiality.

I asked participants if I could make recording of their voice on my audio devise or

make notes in my research notebook, none of them had any objections, with the
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promise (enforced as well with my signature on the contest form) of protecting
their anonymity and confidentiality and not disclosing the names and facts which
could give third party a clue about what events or people they are addressing.
Only after participants expressed their readiness to begin the process, I began
asking questions which were prepared in advance by me, as well as sent to them

by email.

The second part of my practical research in this study was to conduct quantitative
research to test the hypothesis in order to statistically prove the viability of the

talent management program offered by this research.

Survey was the instrument to conduct quantitative research in this study.
According to Denscombe, survey is one of the most widely used methods in social
studies, where collection of information is done by questionnaires (Denscombe,
2012). Questionnaire based on the needs and objectives of this research was

created (see Appendix D) and distributed using Google Forms platform.

Random sampling method was used, as long as the survey was distributed
through different social and electronic sources including email, Facebook and
LinkedIn. Neuman states that random sampling is one of the most accurate
methods of sampling, with low costs and high efficiency (Neuman, 2011). The
questionnaire was open for answers for 10 days and total 314 responses have been

returned.

According to Struwig and Stead, it is important that researcher constructs
questionnaire according to the logical sequence based on the research needs and
instructs the respondents of how to fill the form (Struwig & Stead, 2013). The
questionnaire prepared for this research, includes demographic questions as the

first part and the questions based on the hypothesis of the study. There are 6
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demographic questions and 41 main statements. For the main statements,
respondents had to evaluate their disposition using scale ranging from 1 to 5

meaning strongly disagree to strongly agree, respectively.

Heading of the questionnaire included the explanation about the mission of the
survey, stated its anonymity, excluded individual use of particular responses, and
instructed about scaling system. After the deadline, the response acceptability
was closed electronically in Google Forms and the data was prepared for further

analysis.
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Data Analysis

In qualitative research, the semi-structured interview was the technique which

was used in order to collect relevant information.

During the interviews I used Samsung Galaxy Tab S2 in order to make audio
record of the voice. This device was used by me during 6 interviews. Another 14
interviews have been done without voice recording, using note taking method.
After the interview process was over, I have listened/read all the data I had
gathered, several times. All of the data was imported into the electronic format as
Microsoft Word/Excel files as scripts, which was thematically coded for further

analysis.

Coding the data is method of sorting data and labeling it thematically. Based on
T.P. Johnson, it is offered that researcher label certain codes to each participant
(Johnson, 2015). Based on “participant consent to take part in research” document
(Appendix C) the identity of the participant should remain anonymous. Coding
method gives possibility to disguise the name of participant by labeling codes. I
have used P1, P2 and etc. as labels where P represents the abbreviation for
Participant. Confidentiality of the participant is protected as agreed in

“participant consent to take part in research” document.

Questions which are listed in Appendix A were constructed based on the first two

objectives of this research, which are:

e to explore the ways of managing organizational talent

e to define the managerial instruments needed for managing talent.
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It was strategically important to get information from people experienced in
working in Georgian organizations to see what are their visions, expectations and

practical reality.

Table 2 shows more details of demographic composition of interview participants,
followed by Figure 3, which analyses interview participants by industries in

which they work.

Table 2: Demographic Data of qualitative research participants

Total number of participants involved 20
Number of excluded participants 5
Number of included participants 15
Gender 12 women; 3 men
Age 28 average
Working experience 6 years average
Position Responsible for managing human
resources

Source: own research
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Figure 3: Number of qualitative research participants according to industries

Number of Participants According to the
Industries

M High technologies business
B Educational organizations
M Retail business
Financial services
M Business consultancy services
B Tourism and hospitality

Public services

Source: own research

First question of the interview was oriented on finding out what is the
participants’ understanding of talent management. Then questions developed to
find out what strategies, tools and methods organizations use to attract and retain
employees. Another part of questions tried to identify what is the participant
understanding of talented person, who is perceived as talented one and what is
the understanding of performance, what are the measures and appraisal methods
used to distinguish best performers from the poor ones. Final question is asking
whether the company is open for innovation and experimenting. The idea of
asking this question is to find out whether this organization can be the target for
implementing recommendations generated after this research or further

experimenting.

After I have listened/read several times the data I had gathered and imported this
data into the electronic format as Microsoft Word/Excel files as scripts, I had
opportunity to code them and distinguish main themes. During the analysis

process I excluded answers of 5 respondents because it was not useful for this
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research, as long as they had no point, vision or understanding of the talent

management practice and no experience dealing with it.

Results
The main themes revealed as a result of this activity were:
1. Interest in attracting talents/high performers

Interest in retaining talents/high performers

Use of specific instruments to attract and retain of talents/high performers

B~ W N

The role of financial motivators to attract and retain of talents/high
performers
5. The role of non-financial motivators to attract and retain of talents/high
performers

6. Employee performance indicators

First two themes connected to the interest in attraction and retention of
talents/high performers, participants showed absolute positive disposition. All of
the participants confirmed that they are interested to have the best talents inside

their organization.

On the question, about defining talent management 10 respondents indicated that
talent management is about attracting and retaining the best ones. For example,
answer of P1: “Talent Management as I understand is to firstly find and recruit

talents for a company, then retain and develop them.”

In theme 3 about the use of instruments, participants were describing what kind
of instruments they use to attract and retain talents/high performers. For
example, P1 indicated “it is literally ineffective to use standard platforms of job
advertisement portals, I have 10 years of experience in human resource
management and for the last 5 years this is the trend”. P2 mentioned that, in

attraction of talents it is crucially important how candidate perceives the
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organization. While, P5 commented on that “talents are scarce, they decide

where to go based on which company they think is the best employer”.

When [ asked about how they are attracting the best talents, participants listed
several methods like showing candidates the advantages of the projects and
company is involved in, show them how interesting can be working with their
company. P11 commented “Well, we have standard benefit packages, good
working environment but this is not enough to attract talents. They become

interested in you, if they feel that this company is doing something valuable”.

After describing attraction of talents, participants had to answer questions about
retention and voluntary turnover decrease methods they use. All the participants
here at first place, mentioned the importance of learning and development
opportunities. For example, P3 mentioned here that: “we have specific budget for
learning and development activities, we give opportunity our employees to
choose direction in which they are interested, for further development”. 10
respondents confirmed that their employees are interested in their future career
plans to be offered by the company, but none of them had officially written
document regulating this issue. Other 5 respondents didn’t have answer on the
question connected to the career development options; relatively they do not
offer any plans to their employees, but mentioned that they would discuss this
issue in the future, inspired by this interview. During discussion of retention
strategies, I asked respondents “Have you ever had the case, when a very talented
employee, in whom company invested their resources, has left your organization
for your competitor?” And 8 respondents mentioned that they had such cases, but
none of them had been someone from top management positions. When I went
further to investigate these cases, I found out that none of these respondents had
implemented succession planning system in their organizations. Another
important trend, that revealed during interviews was about big pressure on

personal life and professional life balance, 7 respondents indicated that they try to
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avoid cases of stress in their employees resulted from strong work related

pressure, offering them diverse benefits.

During the analysis of the interview recordings, none of the participants have
mentioned that they use compensation package as the instrument to attract or
retain their talented workforce. On the question, whether they use “exit
interviews” in case of voluntary leave, 5 respondents answered positively and in
reasons they have identified during these kinds of interviews, they mentioned for
example: “further career development goals”, “desire to become top manager in
other company”, “lack of enthusiasm and motivation”. P1 even recalled a case,
when their best employee in reporting department decided to leave, company
made five different offers to this person to make him/her stay including high
compensation package, but it was impossible to persuade this person and the
reason for leaving he/she mentioned was “I am not interested to work for this
company anymore, because the activity of this company is not interesting for

»

me .

Questions connected to the performance were asked to the participants according
to the interview questions list. On these questions respondents were listing the
standard methods of performance appraisals which were used by them. 13
participants indicated that they actively use managers as appraisers, 6 participants
indicated that they use 360 degree performance appraisal for their top managers
and 4 participants indicated that they use KPI's to measure performance. When I
specified whether they have measured performance in connection to the talent
management instruments they wuse, all of them answered negatively. 6
participants indicated that they usually conduct yearly employee satisfaction
surveys which include all the aspects of work related topics and they expect to

find out the disposition of the staff towards their jobs and organizations.

In the end of the interview, final question about organization’s openness to

innovation and experimenting was asked to the participants. All of the
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respondents answered that they would be glad to try innovative approaches and
methods. 8 participants out of 15 commented that they would have to convince

their top managers using feasible data to experiment any kind of new approaches.

Discussion

Qualitative research conducted within this study which took place in the
beginning of the research was very helpful for further development of the
research direction. It gave me possibility to gather information available on the
Georgian managerial field. The goal of the qualitative research was to find the

best ways and instruments of talent management.

Firstly, I would mention that for all of the 20 people interviewed by me it was the
first experience to participate in such kind of research studies, which shows us

how scarce the practice of applied research is in Georgia.

From 20 participants of the qualitative research, I have excluded responses of 5
participants because their answers did not give any information about any kind of
talent management connected issues. This fact as well needs to be considered, as
long as 5 people represent 25% of the whole sample. These are organizations with
no established managerial strategies, instruments or other kind of attempts to
attract or retain talented employees, while they still desire to have such
employees but no effort is made to achieve this goal. I think that results of this
study could be a start to give inspiration to such companies to begin use of talent

management strategies in order to grow talent and increase their performance.

From the result of the question connected to the talent management definition
where, most of the respondents replied that it’s strongly connected to the
attraction and retention, we can conclude that attraction and retention strategies
are the main focus of talent management. Meaning that talent management
instruments used by managers should be oriented firstly to attract and then to

retain the best talents. Retention strategies can be as well used to grow internal
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talents and motivate them to stay within this certain organization during their

career path.

During the discussion of talent management instruments for attraction and
retention of talented workforce, participants based their ideas from one
perspective on their own experience and from another on their expectations of
what would work best in practice. Comments about the importance of candidate
perception about certain organization, value of the work organization does,
unimportance of standard benefit packages and scarcity of talented employees
shows power of the talents to choose organization which they perceive as the best
place to work, so here we can conclude that organizations need to influence
candidate perceptions to show them positive image of their organization, which

can be done using such instruments as employer branding.

The importance of learning and development to manage talents was very clear
from the responses of the respondents. We can theoretically split employees into
two categories: employees who are already professionals, high performers,
considered to be talents and are interested to continuously update their
professional skills and employees who would like to develop professional skills
and become professionals and talents in the future. Employees attributed to both
of these categories need to be offered strong learning and development activities.
Based on this discussion we can conclude that learning and development can be

an effective tool for talent management.

From the interviews revealed that employees usually are interested in their future
career plans, based on the assumption that learning and development can be a
good instrument for talent management, we can argue that it is logical that
employees would like to know how their careers can be developed in the future.
Clear future career plans can become an inspiration for employees to learn more
and develop their professional talents as well as become a strong motivation to

stay within the certain organization. None of the interviewed respondents had
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practically implemented any official career development plan in their
organization, which can be quite confusing for their employees. This discussion
gives us reason to conclude that career management would be strong instrument

to manage talents within organization.

Answers on further questions revealed need for other talent management
instruments like succession planning and work-life balance. Organizations lose
their talents, without having a chance to take top managerial positions.
Preparation for leadership succession can increase the motivation of talents to
stay inside organization and take top managerial positions whenever necessary.
Proper succession planning policy would be a way to solve this issue, with
relevant communication with the talents about such opportunity. Another
important factor in nowadays organizations is connected to the well balanced
work and personal life. Practice of sacrificing personal life to the employer
doesn’t seem to be an actual practice any longer. People increase their effort
when they feel balanced, and feel that their organization cares for their well-
being. So, succession planning and work-life balance both are another important

instruments that would be important in managing talents.

During the analysis of the interview recordings, I paid attention on the fact that
almost all of the participants mentioned financial compensation as the component
of standard package, offered to every employee but not as something that
contributes toward increase of attraction or retention of talented workforce. It is
considerable fact as well that none of the voluntarily leaving employees have
mentioned compensation as the main reason for leave during the “exit

interviews”.

All of these findings gave this thesis inspiration to form this researched
information as a talent management program, which incorporates all of these
instruments as the strategies of managing talents. Ideas and experiences of

managers with different experiences and backgrounds is a good foundation to
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gather this information and make it available for many other organizations

suffering from the talent management problems.

After the qualitative research analysis was completed, five talent management

instruments have been formulated:

1. Employer branding
Learning and development

Career management

s~ W N

Succession planning

5. Work-life balance

In the conceptual framework of this study these instruments are presented as the
implementing tools to achieve talent management strategies of attracting and
maintaining organizational talents. After revealing, all of these instruments were
discussed from the perspective of literature review and all of them were reviewed

from the perspective of world scientific practice.

After the qualitative research and literature review part was over, talent
management instruments presented as the findings of these activities were
measured in connection to the performance to find out whether the practical use
of these instruments positively affect the growth of organizational talent and
performance. This is the step which would finally prove the viability of the

offered talent management program.

Quantitative research data analysis, results and relevant discussion are presented

in the next section.

85



Data Analysis

Based on the results of quantitative research, statistical analysis has been done in
order to test research hypothesis. Demographic composition of quantitative

research participants is represented in Appendix E.
The data analysis aims to test the following hypotheses:

Hypothesis 1: Use of employer branding strategies influences talent and

performance.

Hypothesis 2: Use of learning and development strategies influences talent and

performance.

Hypothesis 3: Use of career management strategies influences talent and

performance.

Hypothesis 4: Use of succession planning strategies influences talent and

performance.

Hypothesis 5: Use of work life balance strategies influences talent and

performance.

Hypothesis 6: Talent management strategies have positive influence on talent and

performance.

In order to provide a decision rule for each of the hypothesis, we compute the
weighted average coefficient that determines the self-perceived level of job
performance for each respondent. Several variables that affect respondent
satisfaction were considered. These variables (formulated as questions) take
numerical values (depending on the answers of respondents) from one to five on a

standard scale. The strength of dependence of respondent's overall performance
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on each variable was measured by Spearman's correlation coefficient for the k-th

variable

6 Z?:l dlz
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Where
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and zg denotes the rank function, while n is the number of picked elements.

In overall job performance, the weight of each variable is
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And the final performance score of the given respondent is calculated as follows,

where x;€[1,5] is the respondent’s answer to question j:

N
=

We divide the standard scale [1-5] into several coefficient intervals: [0; 1] very
low performance, [1; 2.5] low performance, [2.5; 4] high performance and [4; 5]
very high performance. Finally, the decision is made based on the average

performance score which falls in one of the intervals on the scale.

The last hypothesis combines all of the previous ones and its performance score is

computed by taking the average of all other performance scores.

Results

This procedure was carried out for each of the hypothesis separately. The results

are listed for each of the hypothesis below:
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Hypothesis 1:

n =309

Table 3: Statistical data for hypothesis 1

r; = 04813 w; = 0.2134
r, = 0.4848 w, = 0.2149
r3 = 0.5377 ws = 0.2384
r, = 0.7521 w, = 0.3334

Source: own research

PS = 4.08.

Hypothesis 2:

n =306

Table 4: Statistical data for hypothesis 2
r, = 0.6180 w, = 0.2333
r, = 0.6092 w, = 0.2300
15 = 0.6130 w; = 0.2314
1, = 0.8090 w, = 0.3054

Source: own research

PS = 3.92.

Hypothesis 3:

n=310

Table 5: Statistical data for hypothesis 3
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r, = 0.6448 w, = 0.2256
r, = 0.6221 w, = 0.2177
15 = 0.7346 w; = 0.2570
7, = 0.8562 w, = 0.3000

Source: own research

PS = 3.72.

Hypothesis 4:

n =307

Table 6: Statistical data for hypothesis 4

w; = 0.2298

r, = 0.6526
r, = 0.6113 w, = 0.2152
rs = 0.6843 w; = 0.2409
1, = 0.8921 w, = 0.3141

Source: own research

PS = 3.44.

Hypothesis 5:

n =308

Table 7: Statistical data for hypothesis 5
r; = 0.6190 w; = 0.2282
r, = 0.6004 w, = 0.2213
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r3 = 0.6382 W3 ES 0.2353

Ty = 0.8553 W4_ ES 0.3153

Source: own research

PS = 3.99.
Hypothesis 6:
PS = 3.8300.

Note that different sample sizes in each hypothesis are taken due to missing or
invalid answer. Respondents having missed or given a non-numerical answer

were not considered.

Discussion

Based on the results obtained we conclude that all of the hypothesis is accepted,
meaning that the use of employer branding strategies, learning and development,
career management strategies, succession planning strategies and work -life
balance all result in increased talent and performance. Ultimately, based on the
performance score for the 6™ hypothesis, we can conclude that the use of talent

management strategies, also positively affects talent and employee performance.

Use of Performance Score as the measure is unique practice worked out as a result
of this research. It gives opportunity managers to conduct periodic self-
assessment performance questionnaires like we have used in this study and find
out Performance Scores of their employees in relation to each instrument. It will
help them to determine how effectively organizations use talent management
practices and whether they are perceived by employees as instruments which

increase their Talent Performance level.
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The performance score of the last hypothesis, which is 3.8309 and corresponds to
the “high performance” on the scale, proves that the use of talent management
strategies, positively affects talent and performance. This is very logical that
performance score of this hypothesis is not very high (closer to 5), as long as there
are other factors as well influencing performance. So, we wouldn’t say that the
use of the talent management strategies is the 100% guarantee of high
performance, instead what we can say is that it results more high performance

than low, which is logical and important result.

Data Analysis

Next, we estimate the populations’ proportion with positive increase in talent and

performance. We formulate the hypothesis for each of the variables as follows:
HO: P < PO
Hi:P > P,

Where P is the population proportion and P, is the proportion of our interest.
Proportion carries an attribute that PS > 3. In order to test the hypothesis, we
first check for sufficient sample size: nP(1 — P) > 5. This inequality is satisfied
due to sufficiently large sample size. Next, we compute the standard normal

statistics as

A

p—P

VPo(1 = Pp)/n

Where p is the sample proportion and the decision rule is to reject Hy is Z > z,,

where z, is the quantile from the standard normal distribution corresponding to

91



the a significance level. We take a = 0.05, so we test the hypothesis with 95%

confidence level.

Results

Hypothesis 1:

So, H,, is rejected.

Hypothesis 2:

So, H, is rejected.

Hypothesis 3:

So, H, is rejected.

Hypothesis 4:

Hy:P <08
H;:P > 0.8

p=0.8511,Z = 2.2471 > 1.65 = z,

Ho: P < 0.75
H,:P > 0.75

p =0.8072,Z = 2.3103 > 1.65 = z,

Ho: P < 0.65
H,:P > 0.65

p = 0.7323,Z = 3.0365 > 1.65 = z,

Hy:P <05
Hi:P > 05
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p = 0.6352,Z = 4.7371 > 1.65 = z,

So, Hy, is rejected.

Hypothesis 5:

Hy: P < 0.75
Hi:P > 0.75

p =0.8312,Z = 3.2898 > 1.65 = z,
So, H, is rejected.
Discussion
As a result, we conclude that:

e Use of the employer branding strategies positively influences talent and
performance for more than 80% of employed population.

e Same holds true for learning and development for more than 75% of
employed population.

e For at least 65%, talent and performance is enhanced by the use of career
management.

e More than half of employed population (more than 50%) has increased
talent and performance due to the use of succession planning strategies.

e More than 75% of employed population owes increased talent and

performance to the use of work life balance strategies.

Note that the effect of talent management strategies, which is the combination of
all above mentioned strategies is not tested separately since the performance
score for this particular strategy was obtained by averaging all other performance

scores. So we do not have an independent sample for this purpose.
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These findings scientifically prove that the talent management program worked
out and offered in this study is effective to be implemented practically in any
organization which longs to become the place where talents are attracted, grown

and retained.

Generalization of the results of this research gives us basis to argue that talent
management is one of the most important fields of management in the

contemporary business world.

Summing up the results of quantitative research, we can state that talent
management program specifies the effective ways of increase organizational
talent, as long as instruments incorporated within the program contribute to the
growth of talent performance. As well we can state that results of quantitative
research have revealed connection between organizational talent and
performance as long as, use of talent management instruments grow willingness

of employees to become high performers.
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Conclusion

In this research my point was to analyze talent management practices, specifically
to find the best ways and instruments of managing organizational talent and their
correlation with talent performance management. As well I intended to identify

ways of increasing talent and find connection between talent and performance.

Serving these objectives, first step was to overview the managerial environment
in Georgia in order to find out what are the gaps and needs and create such
recommendations which would be useful in practice. For this aim, I began the
process of qualitative research and interviewed managers responsible for human
resource management from different organizations. Results of qualitative research
gave me clear picture of talent management process and current state in
understanding of this practice in Georgia. Five main talent management

instruments have been revealed after the research.
These are:

1. Employer branding
Learning and development
Career management

Succession planning

A

Work-life balance

Qualitative research was accompanied with the wide literature review, where the
terms of talent, talent management, organizational talent, and performance
management were discussed. After discussion of these broad terms, literature
review narrowed down to defining all of the identified five talent management
instruments, their importance in science and applied research and their

connection to the performance.

Literature review gave me possibility to make some important conclusions,
especially in connection to the creation of contextual framework of the study.
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This framework indicates the process of talent management program, including
talent management instruments and showing that they can finally contribute to

increase of talent performance.

Use of the term of ‘Talent Performance’ is the novelty in contemporary
management, introduced by this research. It shows the level of willingness of
employees to become talents and high performers. The research shows what the
practices are organizations need to implement, or if already implemented
practices contribute to this goal. While standard performance appraisal methods
give managers and employees information about the performance level, Talent
Performance in its turn shows the data behind results, indicating what those

factors are, which increase the level of performance and respectively talent.

Digging deeper into the minds and perceptions of employees is what
contemporary management is aiming to do. The more managers know about the
estimated behavior of their employees, more effective their decisions can be

resulting the best organizational performance.

Talent management program was tested using quantitative method by self-
assessment questionnaire. Involvement of sample population was very high,
totaling 314 participants. Questionnaire served to find out explanation whether
talent management instruments identified on the earlier stages of research were
viable, and whether the use of these strategies increase talent and performance
and finally to find out if talent management strategies influence talent and

performance.

Results of quantitative research gave very specific and realistic answers. All of the
hypothesis were tested statistically and later generalized to the whole employed
population. All of the hypotheses have accepted the meaning that, the use of all
of the five talent management instruments indicated in the talent management
program: employer branding, learning and development, career management,

succession planning and work-life balance result in increased talent and
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performance. And finally, the 6™ hypothesis stated that the use of talent

management strategies, also positively affects talent and employee performance.

This research shows that people of diverse backgrounds, age and fields of
employment are willing to be high performers. This is an important result and
the alert signal for organizations, that they have big resource inside their

organizations which needs to be properly cultivated.

Limitations of the study

This study as every research had its challenges and limitations. The biggest
challenge was to find interview respondents who would be eager to participate in
this research and share specific information about their employer and experience.
Limitation of this study is the absence of large and relevant electronic databases
of Georgian authors working in the fields of management, which limited to

investigate more Georgian scientific literature.

Recommendations

Based on the results of this study, several recommendations have been
formulated. Recommendations are directed to practitioners and other researchers,
as long as study aimed to create such information which would help practitioners
in their everyday activity, providing scientifically proven evidences.
Recommendations are as well for other researcher as long as field of talent
management could not be fully researched within this work and there are

number of important and interesting topics for further investigation.
1. Attracted talents need to be retained
One of the problematic issues inspiring this research was trend that managers in

Georgia do not consider talent management in practical use. Every organization
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and manager wants to have talents inside organization but there are no systemic
strategies for achieving this goal. Qualitative research as well proved that this
problem exists. Important notice here is that attraction of talents doesn’t
necessarily mean that they will stay in that organization and use their best talents
there. Retention is inseparable part of talent management process. The fact of

hiring doesn’t end talent management, but it needs to be continuously happening.

2. Talents can be grown internally

Attraction of talents is very popular term in nowadays Georgian managerial
environment. Every manager strives for it. We don’t object that this is one of the
biggest concerns of talent management but there are other ways as well. Many
managers do not consider already hired workforce as the potential talents.
Quantitative research of this thesis showed high willingness of employees to be
talents and high performers. Large portion of sample, to be exact 43.4% had work
experience of more than 10 years, meaning that despite they work many years for
certain organizations, they still need their talents to be managed and grown.
Getting the best out of internal staff can be a great advantage in talent

management practice of any organization.

3. Talent management is the complexed process incorporating the package of
activities
Qualitative research of this study very clearly showed that there are no packages
or programs directed to talent management in Georgian managerial environment.
Managers use different motivational activities to increase performance but usually
they are episodic and not systemic, analytically worked out and directed for

specific goals. For this reason this study offers talent management program to

practitioners, which is scientifically tested and analyzed.
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4. Better to invest in talent management programs than in compensation

packages

One of the peculiarities of this research is that compensation package is not
mentioned as one of the talent management instruments. While compensation is
important factor defining employees’ certain decisions, it has not been revealed as
essential instrument for increase of talents and performance. This was clearly
shown in qualitative research results. At the same time, results of quantitative
research showed with the performance score 3.8309 that the use of talent
management strategies, positively affects talent and performance. The logical
definition is that there are other factors as well affecting performance, where
theoretically compensation can be included. But what this thesis has proved is
that, compensation is not the primary instruments of talent management, as often

it is mistakenly considered to be so.

5. Use of self-assessment questionnaires to reveal Talent Performance level

This thesis used self-assessment questionnaire in its quantitative research. This
type of questionnaire helps managers to get the most and best information from
their employees. It increases in employees’ perceptions the feeling of being heard,
understood, considered, trusted and involved. Organization shows their intention
to hear from their employees, while openly trusts to assess their own
performance. Such organizational behavior increases level of employee
involvement. Results gotten out of this questionnaire can be a precious source of
making right decisions for the future development of organizational activities.
Questionnaire used in this thesis is open to all the interested organizations and

managers, with the promise to indicate relevant source.
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6. Open involvement and support of applied research

While working on this thesis, I have experienced the challenge from the
disposition of many organizations connected to the information share. For the
reasons undefined for me, many managers were resisting to give information
about their employers and experiences. For people finally agreed to participate in
interview, it was firs experience of being involved in such study. This can be one
of the reasons of why Georgia has such a low number of applied researches. Open
involvement and support of applied research from the organizations is vitally
important to make research up to date and alive in our country. Objectives and
results of most of the applied researches like this one are directed to help
practitioners in their everyday decision making process and make their

organizations better performers.

Need for further scientific investigation

It was mentioned in the beginning of this research, topic of talent management is
new for contemporary management and requires intense investigation. This
thesis tried to make some of the aspect clear, but there still are many more to be
furtherly researched. The new concept of ‘Talent Performance’ originated in this
thesis, needs more observation and practical use to be developed and successfully
implemented. The use of self-assessment questionnaire as well is strongly
supported by this study and would be highly beneficial to make more

observations and testing in different organizational settings.

To sum up, this thesis tried to shed light on some of the actual topics of talent
management. Work done within this study is hoped to become interesting and
helpful for academic sphere, practitioners and experts in the Management

direction of Business Administration.
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Appendix A

Interview Questions

10.

11.
12.

How would you define the term “Talent Management™?

How do you attract employees in your company? What methods and tools
do you use for it?

How do you retain employees in your company? What methods and tools
do you use for it?

Based on what criteria do you distinguish person who has talent?

Have you calculated employee voluntary turnover index? What was the
result?

How do you try to decrease employee voluntary turnover?

What are the strategies you use to decrease employee voluntary turnover?
Have you ever conducted “exit interview”? If yes, what were the reasons
of employee leave?

What types of trainings and career development options do you offer to
your employees?

What are the instruments you use to measure employee performance?
What type of appraisal systems do you have? What are the criteria to
appraise performance of employees who work on key positions?

What is the indicator of strong performance in the company?

To what extent is your company open for innovation and experimenting?
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Interview Questions in Georgian language

06396301 3ombggdo

1. OMAMO 256350 F3000 GHYMI0BUL ,Eoob@ol 99bgxdgbEo“?

2. 66 5HYbm 565390MIO0L IDB0ZSL 04396L 30335605807 Mo
990090l s 3996035 09gbgdm sdolmzgols?

3. OMym6 5HYbo 15653IOMIgdolL FbsMBMbgdsl d39bl 3335605807 Gro
990090l s 39d6035L 09gbgdm sdolmzgols?

4. 65 30090019900 godmsMmBg3m 05653dMMIGEl MMIgebsg 593 Gowsb@o?

5. 099 3583003050 M9b5dIMMAgd0L 59dogMBMBOMO 45006930l
0b609JLo? H@AMOO ogm d99a0?

6. ©MYMO 5HIbm 565ddOMIgd0L BgdogMBEPMBOMO Fowobgdol
3993069057

7. 056593000l 9bsmPBmBgdol M5 LGB0l 094gbgdm Fomo
69054mz3mdomo 2s0006300l 9930090053007

8. BO30GM9005m M) 560 exit interview ? v Bogo@oMgoosm, M oym
05659dO™IgdolL Foligerol dobgbgdo?

9. 65 Go3dob GHMmgobobygdl s 35Mm0gMHME TGuodgdEMmdgdL 1035HMd
05659dOMIgdL?

10. 5 0bLEGH®Y996& gL 049bgdm MsbsdIMMIEol Lsddol Fglitrergdols LyBmds©
(performance indicators)? HmacmMos 95358900L LoLEYIs? Bro sSGHOL
360303990 965390 gdoL (key people) 995351900L 30303 M0TGd0?

11. ©5 sG>0l 3335600 Logddol derog®o Fltrmargdols dsB3969d9wo (performance
indicators)?

12. &5 35603 s M5dgbo 500l 03960 30035605 Qoblboro 0bmzs300Ls o
99b3960096Egdolsm30L?
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Appendix B

Guidelines for conducting interviews

¢ Introduce myself and the details about the research to the participant.

e Provide contest form to the participant and answering any questions
connected to this.

e Show participant the audio recording device or notebook, where the
interview will be recorded.

e Begin the interview process based on the interview questions prepared in
advance.

e Discuss follow up questions after the participant has answered all the main
questions.

e FEnd the interview.
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Guidelines for conducting interviews in Georgian language

0639304 B0zl Lsbgeddmgsbganm

o Jmbsfloolomzol  Lo3MmIMo  ™ogolbs s 33930l YGIXGOOL
353bMdo.

o  Jmbsfloolomzol  mobbdmdol  FmEOIOL  gowo3gds o STsLSD
05393806939 300b390Dg 3ol do399.

e Jmbsfloolomgzol smom  BfgOHo  dmfymdomdol 96 H39mwo
$396905, ®MmIgerdog dmbgds 0bEHgM30L BofigMo.

e 063903091 3OMmEgLoL HYygds Hobslfstr dmIbsgdMwo 3ombgzgdols
dobgzom.

e Jmbsfoeol Boge g3zgws o350  30mbgzaBg  3sbbol  go3gdol
39900™d, 3353900 3569600 3omMbgzgdol gobbogngs.

e 0639mH30L ILOYIEGDS.
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Appendix C

“Managing Organizational Talent

For Enhanced Performance”

Participant consent to take part in research

L PP with my own will agree to take part
in this research.

e I understand that despite my agreement, I can change my mind any time
and refuse to participate without any further consequences.

¢ [ understand that I can withdraw my participation within two weeks after
interview has taken place, and ask to delete the information and data I
have provided.

e I have been explained about the purpose and nature of the research and I
have had the opportunity to ask questions about the study.

o [ agree that the interviewer can audio-record my voice or take down my
speech on paper as notes.

e I understand that information of all kind, I provide during the interview
will be confidential, without revealing my identity in any further report
about the results of this research where my identity will be used by
disguising my name and any details revealing the identity of other people I

mention in my interview.
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Participant consent to take part in research in Georgian language

“Managing Organizational Talent

For Enhanced Performance”

336935380 debosfjogols 03 6bIeDOl gprds

00 e Bgdo LH300m, MBS 356
dmbsffoengmds dog300m 53 33¢935d0.

dg 99Ldol, GMI dombgogs hgdo ™BBAMBdOLYS, Bgdoldoge MM
3990005 450530930460 @5 3Mbsfogmdsbg vscmo g3odzs 9dymado
89©93900L 3563y

dg 9gbdolL, ™I 0bBHIMZ30ML  EILOMWGOOEID  mOO 30Ol
396353 Md530 999d0d0s 60 300935 33093580 MbsfoergmdsHg
gombmgm  §500oemlb  Agd dogH  dofimqdero  0bgmMIsEz0s o
dmbos3gdgdo.

d9g 3963035mEgL ML HomdMoYgbl 33eg30L JoBBYdO s BsLosMO s
99Jmbs bFsEGds OTGL3s 30Mb39dO.

dg sbsbds 356, MM 0b3gMH30mgMds Bsofgmml Bgdo bds smom
Bodf9g6 00y 56 Boobodbmb Bgdo Lsrds®o M 39wHY.

dg 99L3oL, ™I 67doLIOYMO Lobol bFMEMBs30s, MHMAgWLsE g 3530
06@9Mm30L  ©Mml  0dbgds  3mbxzo9bioswmGmo, 93 33w930L
39092900L 399amd dmbligbgdsdo Bgdo 3065md0L godbgmol as6gdg,
Loo3 Bgdo 3065mds  2odmygbgdmeo 0dbgds Bgdo Lobgwolbs o
6900Ld0gMm0 5530560l 30BsMmdOL F9boMdlz000 MHMIGLyE 35bLYHJd
B9AL 0b@gM3z0mTo.
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Appendix D

Questionnaire

The questionnaire is prepared for dissertation thesis “Managing Organizational Talent For

Enhanced Performance”

The questionnaire is anonymous and its purpose is to evaluate the results as a whole. Please fill
out the questionnaire in relation to the organization in which you currently work or have worked
in the past. On a 5-point scale, rate how much you agree with each statement, 5 strongly agree - 1

strongly disagree

Part |

General Section

Gender

Age

Industry of the organization you work

Number of employees in the organization you currently work for
Years of employment in current organization

Your position is (Top manager, middle manager, team manager/leader, non-

managerial employee)
Part II

I was attracted to work in this organization because of its positive name and

reputation

I was attracted to work in this organization because of its high corporate social

responsibility

I was attracted to work in this organization because of its reputation for hiring
highly talented and professional employees

Positive name and reputation of organization increases my performance level

Positive name and reputation of organization increases my desire to stay in this

organization
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I was attracted to work in this organization because of its learning and

development opportunities
In this organization talented employees are identified, praised and developed
My manager always supports and coaches me

Learning and development opportunities, offered by organization increases my

performance level

Learning and development opportunities, offered by organization increases my

desire to stay in this organization

I have clear understanding of career opportunities in my organization

I know about my career development plan for the next 12 months in this

organization
This organization helps me to develop and achieve my full potential

Career development plans offered by my organization increases my performance

level

Career development plans offered by my organization increases my desire to stay

in this organization

I have clear understanding of succession planning process in my organization

My organization has prepared certain employees to take high managerial

positions in case of vacancy
My organization helps me to develop my leadership potential
Clear succession planning process in organization increases my performance level

Clear succession planning process in organization increases my desire to stay in

this organization

My work and personal life is well balanced

My organization supports me in difficult times I have
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My organization tries to reduce level of stress in their employees
Support in work life balance in organization increases my performance level

Support in work life balance in organization increases my desire to stay in this

organization

I know how my performance level is measured

I regularly receive feedback from my manager about my performance

I think that performance appraisal helps me for further development

I always reach the targeted performance level

I perform well because I want to help this organization to achieve its goals
I perform well because this organization cares about me

I perform well because I am satisfied with my employer

I consider myself to be a high performing employee

My organization considers me to be a high performing employee

Talent management practices are successfully implemented in this organization
This organization takes measures to retain talented employees

I would recommend this organization as the best place to work for to exceptional

candidates

I feel proud to work in this organization

I would like to work with this organization for the next 5 years

Currently I am not considering leaving this organization to work somewhere else

Other colleagues share my disposition about this organization
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Questionnaire in Georgian language

30ob3560

300b3560 99960000 Lo @LEE 3000530L 00 60% 30990 & W bEPL To oS> Lo Jdosbedols
F9LEINB0L AoLOPXDILYOO T 9P EpedTo.

300b35610 560 5bebodwFD @ Jolo Jowbos Jogdog B9aagd0 g59pLiels X b © dobegom
9953L000 gy 6OTd 305101 6 F0ds (P o CrBgeBoE 595985 Po D6 40dwPo305

fobog8o. 5 0556 935 % 90 9pLgoxd Ay bo s bbdgdomonorywgdiobs  @ds b, 5 LM ©
39036b39d0 - 1 Lo gEoeos M39096bIGdO

bsfiogo |

o @ bofjoco

Ldglo

sbv30

o0 6ot (300L b EDS (rdgedog doPs cdm

026533600 d0L b exgbeds (s 6oty 30530 txBgeBos dvPs eDod
093960 Lo 3wP5 ML E 510 xRS 6o (3050 (rdgedoi I«Ps cDm

093960 3cfnEos (s aglio el d9b9x)0, dp Cperob 969 X)E0, Kerel
B0/ 3H@L Q@ D, 50895 OrRBeingos Ty ebrPagg 0v65386rdyeo)

Bofioco I

99 59 xR 60% (30590 L5 VP> (0T FoLds @ EWdOOD> Bobgeds @
P3P 053

99 59 xR 60% (30590 b5 25 (F0FoB@ AoLAs o1 EBS LeY30s CrFD
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99 59 e 60% (30590 Lo P> (0ot doLds (393 3059, Crper3 boFogco ©
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Appendix E
Demographic composition of quantitative research participants

Figure 4: Gender of survey participants

Gender of survey participants

H Female
m Male

Figure 5: Age of survey participants

Age of survey participants

m 18-25
m26-30
m31-35
736-40

W over 40

Figure 6: Number of employees in the employer organization
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Number of employees in the employer
organization

m1-10

m11-30

m31-50
51-100

]
15.90% more than 100

Figure 7: Working experience in the employer organization

Working experience in the employer
organization

M 0-1 years

m 1-2 years

W 2-5years
5-10 years

B more than 10 years

Figure 8: Position in the employer organization
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Position in the employer organization

B Top Manager
u Middle Manager
1 Team manager/leader

I Non-managerial employee

Figure 9: Industry of the employer organization

Industry of the employer organization

Other
Tourism
Education

.20%

IT Technologies M Industry of the employer

organization

Health

Construction

Financial Services

0.00% 5.00%10.00%15.00920.00%25.00%30.00%35.00%
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