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ABSTRACT 

 Nowadays, the increasing uncertainty in business environment keeps challenging 

the ability of companies to survive which lead to a more intensive competition 

between companies. Having enough talented employees is regarded as one of the 

most important competitive advantages. In this regard, talent management has become 

more popular than ever in both business and academic areas. Even though it is highly 

discussed in literature, there is still no shared definition, scope, and overall goals for 

people to take as references. The researcher of this study conducted in-depth 

interviews to seven foreign direct investment companies and eight local companies, 

and categorizing analysis method to explore the talent management definition, 

strategies, practices, alignment with business strategy, and roles in talent management 

of targeted companies. The result showed a general framework and components of 

talent management in both kinds of companies. The outcome of this study can help 

the business to clarify the ideas of talent management and take them as references to 

establish, improve, or upgrade their talent management practices.   

 

Keywords: Talent, Talent management, Talent development, Talent attraction 
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CHAPTER I. INTRODUCTION 

 

Research Background 

In today’s fast changing business environment, the organizations have to face a 

more fierce competition with other competitors. The challenges modern organizations 

face including competing in crowded global markets, producing shareholder returns 

during economic downturns, changing technology, etc. One of the most effective 

ways to overcome these challenges is to have top talented employees in hand 

(McDaniel & D'Egidio, 2009). These talented employees who possess strategic 

competences, and the ability which can help companies to achieve goals and maintain 

the competitive advantages are regarded as the top performing companies’ lifeblood. 

(Avedon & Scholes, 2009; Berger, 2004; Chambers, Foulon, Handfield-Jones, Hankin, 

& Michaels, 1998; Silzer & Church, 2009). Collins (2001) in his book mentioned that 

talented employees are the key for companies to continually grow up. Boudreau and 

Ramstad (2002) mentioned if an organization wants to succeed, to be competitive in 

capital market, customer and product market, and talent market are essential. Besides, 

according to the “Top ten risks for business” reported by Ernst & Young in 2010, 

talent management (TM) was listed in the fourth place following regulation and 

compliance, access to credit, and slow economic recovery. In 2009 TM was in the 

seventh place in this report (Ernst & Young, 2010). The continued increase in  

ranking shows the importance and impact of talents and TM to companies’ operation 

is getting critical. 

However, the situation for most companies is not optimistic since the 

competition for talents is getting fiercer recently. Avedon and Scholes (2009) noted 

that the demand for talent is much higher than the supply. Kidd (2011) recently 



2 
 

mentioned in Forbes magazine that companies now find they are not only in a fierce 

competition for customers but also talents. In a talent shortage survey, 54% of 

Taiwan’s employers report having difficulties filling job openings since there is a 

shortage of available talents. Compared to the global average of 34%, Taiwan 

obviously is struggling with the problem of talent shortage (ManpowerGroup, 2011). 

Because of the unbalance of demand and supply for talents, the top group of talents 

will have several choices and opportunities in different positions at the same time 

(Avedon & Scholes, 2009). 

Since McKinsey brought up the concept of the war for talent (Chambers et al., 

1998), the term, TM, has been widely discussed by both practitioners and scholars. 

There are tons of literatures and articles discussing the issues about TM. However, the 

outcomes and results are scattered. TM does not have a clear and shared definition, 

scope, and overall goals for companies to take as references (Garrow & Hirsh, 2008; 

Lewis & Heckman, 2006).  Furthermore, there is a shortage of research that has a 

deep exploration to the TM strategies and practices of companies in Taiwan with 

different backgrounds. TM practices and its definition of talent vary from different 

companies which have different backgrounds. If TM is successfully aligning with 

business strategies, the definition of TM for organizations might change 

accompanying the strategy. In this regard, a companies’ innate character and 

background will affect the TM definition and practices. Nationality of the companies 

might be one of the most dominant  factors which will result in different TM 

strategies since the difference of human resources management practice actually 

exists in local companies and FDI companies (Yang, 2004). In response to the 

perspectives above, in this study, the nationality of companies is used to segment and 

clarify the current status of targeted companies. The researcher used a qualitative 

method to explore the TM strategies and practices and consolidate varied TM 
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practices from different companies. The alignment of TM functions and business 

strategies are discussed during in-depth interviews. The expected outcomes of this 

study can be the references to help companies to define TM and establish TM 

strategies, and then resolve the problems of talent shortage. 

 

Research Purpose 

 The purpose of this research is to understand the definition, strategies, 

differences, and practices of FDI and local companies. 

 

Research Questions 

 The following research questions will be proposed based on research purpose: 

1. What is the definition of talent and TM for the companies? 

2. How do the companies align the business strategy with TM practices? 

3. How do the companies integrate the TM relevant functions? 

4. What is the role HR, line manager, and high level managers play in TM?  

5. How do FDI and local companies’ implement TM practices (talent planning, 

 talent attraction, talent development, talent retention, and TM’s evaluation)? 
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Definition of Key Terms 

Talent 

Talent refers to individuals and groups who have the capability and strategic 

competencies to make a significant difference to the current and future performance 

of the company and to be the source of competitive advantage (Ashton & Morton, 

2005; Avedon & Scholes, 2009; Chambers et al., 1998). 

 

Talent Management 

TM is an activity and process which combines HR strategy and business 

planning to help companies  maintaining sustainable competitive advantage by 

reinforcing the HR functions to attract, identify, develop, and retain the talented 

employees (Avedon & Scholes, 2009; Collings & Mellahi, 2009; Mihelic & Plankar, 

2010) 

 

Foreign Direct Investment (FDI) 

 Multinational firm’s ownership, in part or in whole, of an operation in another 

country (Parboteeah & Cullen, 2011). 

 

Local Company (Taiwan Based Company) 

 A company is listed in Taiwan stock market or its headquarters is located in 

Taiwan. 
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Delimitations and Limitations 

 This study has several delimitations. This study  focused on the TM practices, 

strategies and the alignment between TM functions and business strategies. The study 

adopted a qualitative method which includes in-depth interviews to get critical 

information to address the research question. The selected sample focused on FDI 

companies and local companies. In order to find the interviewees who have a clear 

understanding of their TM, this research hypothesized the HR manager is the one who 

knows their TM strategies and practices the most and invited them to be the 

interviewees. 

 In this regard, there are several limitations following the delimitations above 

mentioned. First, the scope of TM was too large, it was difficult to discuss complete 

materials of TM in one study. Second, since the resources and time were limited, the 

numbers of subjects might lead to information unsaturated in each category. Third, 

this study assumed that HR is supposed to be the one who has the deepest 

understanding of the organizations’ talent strategies, therefore the researcher selected 

HR managers as the samples. The limitation here was that HR managers may limit 

their perspectives pertain to HR experiences instead of the companies’ perspectives.   
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CHAPTER II. LITERATURE REVIEW 

 

Talent Management 

 Although the term, Talent management, is popular recently, there is no specific 

definition to describe what is TM. Lewis and Hackman (2006) did a complete review 

about what is TM. They distinguished TM into three types according to the past 

literatures. First, TM was defined as a collection of typical human resources practices 

including recruitment, human resources development, and career management, etc. 

The only thing which was different was that HR needs to do it faster and across the 

organizations. Lewis and Hackman described it as giving HR functions a new cloth, 

but there is no concrete result which can provide companies a better way to manage 

employees or talents. The second thought defined TM as processes to make sure there 

is enough flow of employees who fit the jobs. In this definition, TM can ensure the 

right people are available at right time (Naschberger, 2007). It is somewhat similar to 

the so-called succession planning. In order to maintain the stable talent flow, 

companies can take two kinds of actions depends on the strategies, external and 

internal environment, directly hire from outside or develop by themselves (Cappelli, 

2008). The third perspective regarded talent as  unqualified goods which need and 

worth to be managed with precedence over others. The organizations created the 

additional processes and opportunities to those talents which make them more 

available when the organizations need them (Blass, 2007). In this perspective, 

employees are divided by performance level and then distinguished the employees 

with high performance as talents regardless of the positions or departments. Different 

from the way focusing on talent, Collings and Mellahi (2009) thought that 

organizations should use a systematic way to identify the key positions which can 
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contribute more to organizations, and then develop the pool of high potential and high 

performing employees to fill the roles. Ashton and Morton (2005) also suggested 

companies should focus the resources on some positions which can make differences 

for company. At the same time, organizations should put effort into maintaining their 

continued commitment to the organizations. (Collins & Mellahi, 2009)   

 According to Ashton and Morton’s research (2005), interestingly, there were 

several organizations represent that if TM indeed align with business strategy, the 

definition of TM for the company will also follow the priority of business strategy and 

change. It might be one of the reasons that no one can give TM a specific definition. 

 To sum up, the final goal of TM is to satisfy organizational needs. To achieve it, 

the organizations must set out plans to anticipate the need for human capital (Cappelli, 

2008), build up the talent factory ensuring the talents are available at right time and 

right place (Ready & Conger, 2007), use a series additional processes and reinforced 

human resources function to identify both positions and talents and then provide 

appropriate development plan. Except the above, organizations should keep focusing 

on talents’ continued commitment to organizations in order to retain the talents and 

decrease the turnover rate.  

 

Current Status and Problems of TM 

    So far, according to an ASTD study (Green, 2011), most of organizations did not 

fully and widely use those essential and good practices in TM. So many companies 

have put lot of effort into TM, but the leaders represented they still could not feel the 

impacts of doing so (Ashton & Morton, 2005). They met the problems that these 

companies could not have enough and qualified talents when they need. Ready & 

Conger (2007) did a survey from 40 companies around the world and it showed that 

these companies did not have sufficient pipeline of the talents or so-called 
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hi-potentials to fill important roles. Cappelli (2008) concluded two reasons for the 

above problems from his observation and history. First, some companies fell into the 

problems was because they overly relied on outside recruiting. When the supply of 

talents from external environment was not sufficient, it was difficult to find the right 

talents in time. The other problem was because organizations were too confident 

about anticipating the need of talents in the future. It might work when the 

environment was stable; however, it won’t be accurate anymore when the 

environment always change and be full of uncertainty. It not only wasted resources 

but also decreased the confidence and support from high level managers (Cappelli, 

2008). It was dangerous for those companies, because one of the prerequisite of 

successful TM practice was to get the support from high level manager or the 

participation of them. Without high level managers’ supports, the processes of 

implementation will be easy to be lack of enough resources and difficult to have close 

alignment with business strategy leading to the dispersion of focus (Ashton & Morton, 

2005; Green, 2011; Ready & Conger, 2007). Therefore, the failure of aligning 

business strategy lead to ineffective result of TM (Mihelic & Plankar, 2010). 

  

The Strategies and Implementation of Talent Management 

 According to the study from ASTD and other researches, there are several 

components which we should focus on and optimize in TM programs including 

performance management, succession planning, recruitment, compensation and 

rewards, engagement, hi-potential employee development, individual professional 

development, leadership development, training and learning, etc. (Farley, 2005; Green, 

2011; McDonnell, Lamare, Gunnigle, & Lavelle, 2010). Shortly, organizations should 

put more effort into integrating four sets of talent practices including workforce 

planning; recruitment and staffing; training and development; retention management 
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(Avedon & Scholes, 2009; McCauley & Wakefield, 2006; Miller & Desmarais, 2007).  

 Although TM consists of several functions and elements, most of scholars and 

researchers suggested that organizations should not continue to regard TM functions 

as discrete elements (Heinen, 2004; Hughes & Rog, 2008; McCauley & Wakefield, 

2006). Avedon and Scholes (2009) advocated that if TM can be integrated to a system, 

it will be the most effective. Ashton & Morton (2006) represented that if the TM is not 

integrated into a system, the investment will be dissipated with patchy results. 

According to ASTD’s research (Green, 2011), effectively integrating TM is a major 

opportunity for organizations to compete with others. In this regard, it is necessary to 

pay attention on the alignment of TM functions, since integration and linkage play 

such an important role in TM.  

 The following will discuss the main issues in TM including, workforce and talent 

planning, talent attraction, talent development, talent retention and the measures of 

TM.   

 

Workforce Planning for Talent 

 Before everything start, organizations should do a workforce planning to know 

the extent of talent gap according to organizations’ business strategy. When the 

organizations need to do TM decision, it would be the best for leaders to hold a wealth 

of data about talent in their organizations such as compensation, skill profiles, training 

history, performance management data, etc. (Farley, 2005). Schweyer (2004) 

mentioned that having a clear understanding of internal workforce is the first step of 

TM. At this time, managers or HR need some specific tools, processes and holistic 

approaches to help to support the analysis of talent gap and the following processes. A 

long-term and structured system in hand is the prerequisite of good TM 

practice(Ashton & Morton, 2005). During the workforce planning, the core step is to 
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anticipate the future need of talents. However, Cappelli (2008) thought it only worked 

when the business environment and labor market were stable. In order to decrease the 

risk of wrong anticipation, he suggested companies should use the software to do a 

short-term simulation according to the high level managers’ anticipation instead of 

doing a long-term anticipation.  

 Besides Cappelli’s suggestion, Ashton and Morton (2005) represented that to 

face the complicated economic condition, the segregation of talents is needed. The 

segmentation based on the thought that even though the organizations supposed to be 

fair to every employee, they may differently treat some talents who can bring the 

competitive advantage to organizations from others. McCauley and Wakefield (2006) 

argued that a successful TM practices must focusing their resources on their “most 

highly-valued talent”.  

 Before doing the segmentation planning, companies should make sure the goal of 

TM is clear enough, since the goal will guide the whole segmentation process. There 

are several ways to segment these talents. Zuboff (1988)identified workforces by two 

questions. Does the employee easy to be replaced? Could the employee add value to 

organizations? The one who is hard to replace and with high value are regarded as a 

company’s human capital (Stewart, 1998). In Lepak and Snell (1999) ‘s resource base 

view, they identified four quadrants of human capital characteristics and there are two 

quadrants are relevant with TM. The first quadrant was considered as the core 

contributor of business’s achievement of objectives. McDonnell et al. (2010) argued 

them are the  heart of TM”. The second quadrant was the employees who belong to 

high-potential group. In this group of employees, they might not have the best 

performance or work for the most important position so far, but they were viewed as 

the future leader who was expected to offer high value-added competencies (Lepak & 

Snell, 1999).  
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Talent Attraction 

The competition between companies is getting more intense and the demography 

shows that the workforce population keeps decreasing (Collins & Stevens, 2002). It 

leads more and more organizations regard attracting appropriate talent as burning 

issues (Lyons & Marler, 2011) and increasingly start to put much effort into 

increasing the attractiveness of organizations to potential talented people in labor 

market (Highhouse, Zickar, Thorsteinson, Stierwalt, & Slaughter, 1999).   

Nowadays, talented people are much more difficult to attract and retain 

(Seldeneck, 2004) since most of talented people have the right to choose the 

companies or vacancies which meet their expectation (Collins & Stevens, 2002). 

Employer should try to make the organizations known and attractive to overcome the 

difficulties of attracting and acquiring talents (Joyce, 2009). In this regard, building 

their own employer brands, a series different activities which can help the 

organizations to attract potential talented applicants (Yaqub & Khan, 2011), is one of 

the most effective ways to deal with the short supply of competent talent(Srivastava & 

Bhatnagar, 2010). Chapman, Uggerslev, and Carroll (2005) mentioned that employer 

branding has a direct relationship with TM which combine various HR practices. TM 

could decide the employer reputation of the organizations in the future. Aligning 

employer branding with other TM practices could effectively enhance the 

organizational attractiveness for both external applicants and internal employees 

(Celani & Singh, 2011; Yaqub & Khan, 2011). Moreover, the risk of over investing 

resources in the talented employee (Cappelli, 2008) also can be reduced by 

establishing good employer brand since an attractive organizations can comparatively 

put less effort into developing its talent pool (Celani & Singh, 2011) 

Except the concept of building employer brand, understanding and considering 

what the talented people desire to have, their job preferences (Herbert & Timothy, 
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2006), and find the most appropriate person to contact them were essential. According 

to Rynes and Bretz (2002), the person with good ability and high social achievement 

will result in different work expectation and preferences from others. Most of those 

high ability applicants and high achievers will put interesting and challenging work as 

their priority. Besides, they also seek a job which can provide them high level training 

(Rynes & Bretz, 2002), better career growth (Seldeneck, 2004; Yaqub & Khan, 2011), 

competent pay and good performance bonuses(Rynes & Bretz, 2002; Seldeneck, 

2004).     

Before the organizations take action to recruit talents, checking and defining 

their own business culture and job structure are necessary prerequisites to make sure 

the fitness of target applicants with companies (Seldeneck, 2004; Srivastava & 

Bhatnagar, 2010).  

With an active strategy, companies sometimes need to actively search the 

talented people out of other companies. Seldeneck (2004) suggested that 

organizations could find the organizations which culture is similar as the target as the 

first step, and then use networking to determine if the target employees’ skill, ability, 

knowledge and personality is appropriate or not.  Besides the recruiting strategies, the 

characteristic of recruiter is critical, too. A good recruiter most of time have strong 

interpersonal skills, deep understanding about the company, and also enthusiasm of 

the company and applicants (Herbert & Timothy, 2006). Seldeneck (2004) mentioned 

that organizations should use the talent who have passion, integrity, vision, etc. to lure 

and recruit the external talent into their team.  

 

Talent Development 

 After companies get talented employees in hand through a series of recruiting 

and selecting processes, company needs to start to think about how to develop them to 
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the talent who is ready to fill the important vacancy at any time. The purpose of talent 

development is to invest in developing those best people and help them to well take 

advantage of their strengths and improve their weaknesses (Fulmer, Stumpf, & Bleak, 

2009; Garrow & Hirsh, 2008). Fulmer et al. (2009) argued that the first step of 

successful talent development implementation is to identify what is required for those 

employees to learn and develop for the future. McCauley & Wakefield (2006) also 

mentioned organizations should do the need assessment which can help identify the 

needed competencies an organizations needs and then developing program can be 

linked to business strategy (Fulmer et al., 2009; Garrow & Hirsh, 2008; Miller & 

Desmarais, 2007). In order to overcome the uncertainty of the environment, Cappelli 

(2008) suggested organizations should try to widely develop their employees with 

more general competencies which could be used in different jobs.  After 

organizations link the development activity with its goals, there are several choices 

and principles organizations can apply. Garrow and Hirsh (2008) provided few types 

of TM development-focus for organizations. The first type was “step by step” which 

means developing employees to make them can meet the immediate needs of 

organizations for all levels. It was a short-term focus type which can make sure there 

are enough qualified employees in place in important position. The second type was 

leadership focus. In this long-term development program, companies focused on 

developing the future leaders with a long-term development program. Leadership 

development was also regarded as one of the most important and effective way for 

organizations in TM development. A successful implementation of leadership 

development program needed the support from stakeholder whose interest matches 

the goals of the program. Organizations was suggested to use other HR processes to 

reinforce the leadership program, for example, it can link with succession planning or 

reward system to let them know it is important and highly valued for their future 
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(Miller & Desmarais, 2007). The third type is “Functional, level, or workforce group 

focus”. It was a group which consisted of hard to recruit and retain employees whose 

skills was a shortage and organizations needed to specially take care of (Garrow & 

Hirsh, 2008).  

 To achieve the goal of TM development, Fulmer et al. (2009) provided few 

effective methods to apply for the talents and high potential programs, which were 

rotation program, action learning, and coaching.  

 Rotation 

 Extensive business experiences from different functions have become one of the 

essentialities for talent in business world(Avedon & Scholes, 2009). Yost and Plunkett 

(2009) suggested that on-the-job experiences will benefit the talent development 

program and one of the great methods was to introduce job rotation programs for the 

high potential or talented employees. Conger (2009) mentioned that rotating across 

disciplines, division and geographies which was acknowledged as the most effective 

way to help talent grow up since they believe they learned leadership and career 

development best on the job. The purpose of rotation programs is to cultivate the 

working skill of employees, and provide breadth and depth of experience which can 

help them to establish the needed knowledge of business. And it also can move the 

trainees out of their comfort zones to push them working in new and different ways 

(Krewson, 2004). In the rotation program, the trainees will enter different functions or 

do different jobs in specific period, and there will be a colleague or supervisor who is 

responsible for guiding, training, and evaluation. The outcomes of the rotation 

programs will depend on individuals’ practical manipulate and observation (Werner & 

DeSimone, 2009). Krewson (2004) provided three elements companies should take 

care during rotation programs. First, the specific goals of rotation program must be 

identified in advance and make sure the trainees understand. Second, the expectation 
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of companies about the trainees’ performance must be clearly transferred. Third, the 

period of each rotation phase must be set up and fixed. 

 Action learning 

 The second method is “Action learning”. Action learning uses real project or 

problems as the training content, and asks participants to take action to solve the 

problems (Swanson & Holton III, 2009). The projects most of time can reflect the real 

challenges of organizations. At the beginning of action learning, the assignment and 

background materials will be received by participants, and then they have to conduct 

field researches. The results will be discussed with consultants or coaches and then 

present to executive committee. Action learning not only enhances the problem 

solving skills but also creates a networking opportunity to assemble current and future 

leaders to cooperate together (Ruddy & Anand, 2009a).  

 There are several things organizations should take care when organizations want 

to conduct an action learning. In action learning, the project selection need to have 

direct link to a business imperative, and the expected outcome of the project should be 

defined clearly. The facilitator should provide opportunities for participants and 

sponsors to reflect their opinions. Furthermore, in order to motivate and guide them to 

right direction, the involvement of senior management and professional facilitators 

will be important (Conger, 2009). The final recommendation from the trainees will be 

presented to executive committee and might become the official strategies or 

improvement of organizations.  

 Coaching 

 Coaching or mentoring is essential in a TM developing program, by pairing the 

row talents with experienced mentor, the row talents will get opportunities to learn 

valuable experiences from their mentors. Through mutual interaction and learning, the 

benefits for organizations include enhancing their effectiveness of leadership talent 
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development, retention of valued talent, increasing productivity, and greater job 

satisfaction of participants (Larson & Richburg, 2004). McCauley & Wakefield (2006) 

also mentioned that the coach or mentor can become the communicated bridge 

between organizations and talents and help them to establish “talent mindset” which 

motivates them to regard daily experiences into valuable learning opportunities. Davis 

and Barnett (2009) generalized several characteristics of a good coach including 

ability to build strong interpersonal connection, professionalism. Good at sound 

coaching methodology such as delivering feedback constructively is also important 

for coaches.   

 

Talent Retention 

 It is the nightmare for organizations that well-developed talents intend to leave 

after organizations invests big amount of resources on them. The ability to retain the 

best employees become one of the most critical competitive advantages for an 

organizations  (Hughes & Rog, 2008), since the costs of losing talents and the 

benefit of decreasing turnover rate are very significant(Sutherland & Jordaan, 2004). 

Cappelli (2008) noted that good retention practice also can increase the return on 

investment (ROI) of internal talent development. Thus, well managing retention is 

regarded as a basic and essential step for successful TM (Mihelic & Plankar, 2010). 

According to the survey of Deloitte in 2005 (as cited in Hughes & Rog, 2008), if 

companies cannot effectively manage their retention and recruitment issues, it is 

difficult for companies to maintain the organizational productivity, efficiency, 

innovation, etc.  

 Mitchell, Holtom, Lee, and Graske (2001) induced five reasons of employees’ 

leaving. The first one was shock to the system which meant employees think about 

leaving in response to some event no matter it is positive or negative. The second one 
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was that they just follow their own career plans. Third was that they leave just for 

something better. Forth is leaving an unsatisfying job. In above mentioned four 

reasons, dissatisfaction of the present job and get alterative job options are the 

commonest reason for leaving. On the other hand, Tower Perrin (2005) identified 

several retention drivers in different countries including opportunities to develop new 

and useful skills, good salary and reward, organizations’ success, fair compensation, 

treating people with respect, etc. Brown, Duncan, Harris, and Kelly (2003) identified 

three steps for organizations to strategically identify the drivers of talent retention. 

The organizations should firstly identify which talent pool are the most important for 

organizations to achieve business goal, and then use a reliable methods to measure the 

talent retention rate within this pool. Finally do a survey in this group and find the 

main retention drivers. Furthermore, as we mentioned before, employer branding 

indeed will affect the retention rate; therefore, Brown et al. (2003) also suggest 

organizations putting effort into implementing comparative employer brand survey to 

know their comparative ability to retain talents. Keep tracking the gap between 

expectation and delivered employer brand can prevent the problems in early stage.         

 

Measures of Talent Management 

After organizations invested tons of capital and resources into attracting, 

developing and retaining those talented employees, the other issue which is mostly 

concerned by stakeholders is the result and impact to organizations. How to do an 

efficient and effective evaluation of TM’s effectiveness with limited resources and 

time is an important issue for organizations. Organizations should use data to 

demonstrate these TM strategies and its benefit which can significantly help 

organizations to acquire and maintain competitive advantages (Scott, Rogelberg, & 

Mattson, 2009). McCauley and Wakefield (2006) suggested that organizations should 
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try to integrate the best practices in measurement to find satisfied answers to 

organizations about the impact of TM. Boudreau and Ramstad (2002) claimed that 

HRM need a logical, reliable, consistent and flexible decision science for talent 

resource like what finance and marketing area possess. Farley (2005) suggested that 

organizations should shift their focus on activity-based metrics such as number of 

training hours to the metrics which can successfully communicate the TM practices 

and real business results.  

Today’s HR measurement can be categorized to four types (Boudreau & 

Ramstad, 2002). The first type focused on “efficiency”. In this type, organizations 

paid attention in the ratio of “input- output” such as time to fill vacancies, turnover 

rates, or ROI with regard to people programs (Boudreau & Ramstad, 2002; Farley, 

2005; Hughes & Rog, 2008). It provided a quantitative term to help organizations 

have a quick understanding of TM outcomes. However, solely relied on these 

efficiency based measures might lead to ignoring other connection between TM 

practices and organizational outcomes and then failing to reflect real talent value. For 

example if HR wants to enhance the ROI of recruiting, they might try to decrease the 

investment in selection process which might result in bad workforce quality 

(Boudreau & Ramstad, 2002; Scott et al., 2009). The second type was 

effective-focused. It directly measures the connection between HR activities and 

changes in financial outcomes such as profits. However, Cappelli and Neumark (2001) 

claims that most research cannot successfully prove that investing resources into HR 

practices can directly lead to better financial results. And this kind of method most of 

time just measure the connection between existence of a specific practice and 

financial outcomes, and ignore the quality of implementation of the practice. The third 

type according to Boudreau and Ramstad (2002) is HR scorecards. They claimed it 

can help organizations to manage HR as a strategic asset and demonstrate HR’s 
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contribution to the organization’s financial success. It also tells a very clear way to 

connect the human resource performance to bottom-line metrics (McKnight, 2001). 

However, the strategic logic of measurement in HR scorecards is often superficial. 

For example, HR scorecard might count the number of cross countries assignment to 

measure the organizations goal of global integration (Boudreau & Ramstad, 2002).  

 Scott et al. (2009) suggested organizations should at least address the following 

four issues in TM measurement. First, it should evaluate the linkage between TM 

practices and business strategies or needs. Organizations should check how talented 

employees are identified and trained to meet the organizations needs in the future. 

Second, organizations must pay attention to evaluating if the different TM functions 

integrate together or not. Organizations can do a survey or interview the manager or 

members in each function to know the current level of integration. Third, it is 

important to identify the stakeholder and customer of TM to involve them in the 

evaluation process. In order to meet business strategy and goals, the evaluation will 

need the perspectives from CEO and high level manager who mostly focus on 

leadership development, retention and pipeline management. Except it, the line 

manager, program manager, employees and job candidate will be effective 

information sources. For some cases, since the resource is limited, organizations may 

just evaluate the key talented groups who are the core talent of company. The final 

one is to evaluate the financial objectives of TM. Organizations is suggested to 

establish a logical model or system which can help people to define how to achieve 

the business goal and competitive advantage and use a scorecard or ROI analysis to 

check in each period how the TM practices result affect the business’s operation and 

strategic goals.  
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Summary 

 From the literature review, the researcher found that there were plenty of TM 

practices which could be categorized to five categories including TM planning, talents 

attraction, talents development, talents retention and evaluation of TM. the researcher 

also found that the importance of TM integration and the alignment with business 

strategy. Besides, different roles such as executive level manager or mentor has 

significant influence in TM. Those information formed the research structure in this 

study. The researcher explored the differences and similarities of local companies and 

FDI companies based on the structure.  
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CHAPTER III METHODOLOGY 

Research Framework 

In order to meet the research purpose, the researcher firstly developed the 

theoretical framework according to the literatures of TM, and generalized TM issues 

to several parts including the alignment with business strategies, the integration of 

involved function, workforce planning, talent attraction, talent development, talent 

retention, and measures of TM, and the roles involved in TM. Afterward, the in-depth 

interviews were conducted for companies which respectively belong to FDI 

companies and local companies. In an interview, the definition of TM and talent were 

clarified at the beginning since each company might have different perspectives in 

this issue. Other parts including alignment with business strategy, and TM practices 

were then explored . After data collection, the researcher categorized and consolidated 

the results from different companies, and then generalized the practices of TM in FDI 

companies as well as  local companies. Finally, the researcher developed the 

conclusions and suggestions based on  the findings. The research framework is 

presented in figure 3.1.    
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Research Method 

The research adopted a qualitative method based on the in-depth interview . One 

of the main purposes of qualitative method is to do an interpretive understanding 

about the people’s experiences and social phenomenon, and put the truths or materials 

together to develop a complete work. It is also appropriate to do an overall 

exploration to one matter (Chen, 2009). A qualitative method can help researcher to 

understand the meaning of things,  the particular context and the impact to the 

people who live in the context, the process by which events and actions take place, 

and develop causal explanation (Maxwell, 2005). 

TM has no clear and shared definition (Lewis & Heckman, 2006), and  is also 

not well-developed in both practical and academic areas in Taiwan. Besides, the 

practices vary from different companies. Therefore, it is appropriate to adopt a 

qualitative method to deeply explore the meaning, impact, and content of TM in 

different companies in Taiwan.  

Figure 3.1 Research Framework  
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Although qualitative method allows the researchers “touching” the first hand 

information by several ways such as observation, there are too many obstacles to 

prevent researchers from reaching the target. Compared to it, interview is an efficient 

way which can save time and resources. In qualitative theory, all the methods have no 

intrinsic inferior, and an appropriate method depends on the topic and the research 

design(Silverman, 2001).  

 An in-depth and semi-structured interview was the core method to collect the 

data in this research. The purpose of in-depth interview is to understand the 

interviewees’ deep thoughts. Researchers can initiate their willingness to provide 

information and opinion through entering and involving in their perspectives and the 

face to face opinion exchange (Fan, 2004). The interview questions were open to give 

interviewees spaces to represent their opinion (Chen, 2009; Fan, 2004). In order to 

prevent falling from direction during the interview, it was designed as semi-structured 

interview.  

 

Data Collection 

In order to get enough and meaningful information, the appropriate instruments 

were well prepared. Before the interview, the researcher ensured the interview outline 

was received by interviewees. The interview outline was developed according to the 

research question and literature review, and then invited two experts who have doctor 

degrees and rich experiences in qualitative research to check the rationality of 

interview questions. After validating  the research questions, the researcher sent the 

interview questions to the interviewees. Receiving interview questions in advance can 

provide interviewees an opportunity to review and think about the answers in advance. 

Furthermore, the interview outline can remind the researcher if there are some 

important questions missed during the interviews. During the interview, the research 
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purpose and contents were presented to the interviewees first. All contents were 

recorded after the permission of the interviewees. Using recorder can be helpful for 

the data analysis in the future and also help researcher to release the burden from 

taking notes and then focusing on the interview (Chan, 2004). After each interview, 

the records were transcribed to verbatim scripts. All the interviews took place between 

March and May of 2012. The interview questions are presented in Appendix A 

 

Research Participants 

 This research conducted interviews in companies respectively from both parties 

of companies. Researcher selected the companies which had TM practices according 

to journals or periodicals. The researcher selected seven interviewees who from FDI 

companies and eight from local companies through purposive sampling and snowball 

sampling. In order to get the critical information, the interviewees were asked to have 

sufficient understanding or involvement in TM. Therefore, the interviewees from the 

selected companies accorded with the following two criteria. 

 1. Interviewees need to be at managerial level in HR or have experiences in  

   talent management.  

 2. Interviewees need to have at least 5-year working experiences and work for 

the HR department of current company at least 1 year.  

 The fifteen interviewees came from different industries including financial 

service, pharmacy, high technology, and logistics participated in this research. There 

are fourteen interviewees are at managerial level, and one interviewee is a training 

specialist but is responsible for critical talent development project now. Besides, all 

the interviewees are working in HR department now and have stayed in the current 

positions for at least one year. Total seniority is from seven years to thirty years. The 

following contents and table 3.1 are the background information of these 15 
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interviewees Case A1 to A7 are from FDI companies and case B1 to B8 are from local 

companies. 

 

Case A1 

 The interviewee represented a leading international bank, which has around 

80,000 employees globally and 4,000 in Taiwan. The interviewee is responsible for 

the TM issues in the bank and titled as country head of talent. He has around twenty 

years working experiences and has worked for the bank for two years. 

 

Case A2 

 A2 comes from the other international bank. The bank has branches in 85 

countries and is one of the biggest banking groups worldwide. The interviewee is the 

vice president in learning and development team and has ten years working 

experience in banking, high technology and retail industry. So far he has already 

worked for the bank for 5 years. 

 

Case A3 

 A3’s company belongs to pharmacy industry which has already cultivated the 

business in Taiwan for almost 30 years. Their nutrition products stand a leading place 

globally. The interviewee now is senior manager in HR department, and has devoted 

to HR function for 17 years.     

  

Case A4 

 A4 represented the other company from pharmacy industry. This company is one 

of the biggest pharmaceutical companies all over the world. So far they have almost 

100,000 employees in 150 countries. The interviewee has worked for government, 
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university, high technology industry, and consulting firm. His total seniority is thirty 

years and now is the vice president in HR function.    

 

Case A5 

 A5 comes from a global leading semiconductor company which has two 

thousand employees in Taiwan now. This branch has stayed in Taiwan for forty years 

and is regarded as one of the most important element supplier in Taiwan. This 

company is also famous for planting many successful leaders all over the world. The 

interviewee has stayed in this company for twenty years and has rich experiences in 

each HR function. Now, she is the leader of a raw talent developing program.  

 

Case A6 

 A6 is working for one of the biggest international express delivery companies in 

the world. The company provide services in almost two hundred and twenty countries 

and acquire the honor of the best brand in customers’ mind for several years. The 

company now has almost 100,000 employees all over the world and 1,000 employees 

in Taiwan. The interviewee now is the HR manager and has total seniority for 9 years 

in HR. 

 

Case A7 

 Case A7 is working for a global leading financial service company and one of the 

biggest six insurance companies all over the world. Now it has almost 1,300 

employees in Taiwan. The interviewee has worked in transportation industry, high 

technology industry and now stayed in financial service industry as a HR manager for 

2.5 years.  
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Case B1 

 The company B1 works for is one of the biggest financial holding companies in 

Taiwan. It has almost 400 branches and 20,000 employees in Taiwan. Their services 

include insurance, property insurance, bank, and stocks, etc. The interviewee now is 

an HR program manager in the company and has experiences in different financial 

services companies. His total seniority is 14 years and has stayed in the current 

company for 7 years. 

 

Case B2 

 Case B2 now is the HR manager in one of the biggest leasing companies in 

Taiwan. Recently, his company put a lot of efforts in exploring the market in China. It 

provides a multiple leasing services which includes different phases and is regarded as 

the best partner of small and medium sized enterprise. So far the company has 850 

employees in Taiwan. The interviewee had experiences in recruiting and selection, 

training and development and performance management. He also has one year 

expatriate experience in China. The total seniority is 9 years and stayed in current 

company for 9 years, too. 

 

Case B3 

    The company case B3 works for was founded in 1987, c and is the first and 

biggest professional IC production service company in the world. The company 

provides advanced technology of IC production and possesses perfect databases, 

intellectual properties and design techniques for professional wafer foundry industry. 

B3, now as HR manager, has 20 years working experience in human resource and 12 

years of seniority in this company.  
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Case B4 

    Case B4 is the head of talent recruitment department of one of the global leaders 

in a big range of electronic products. The company has provided continuous 

innovation in electronic industry over 40 years and focused on green manufacturing 

processes and other environment-friendly policies recently. His total seniority is 18 

years and has worked in the company for 1 year.  

 

Case B5 

    Case B5 is the training specialist in HR department of the company which 

manufactures computer equipment. They provide services for many leading computer 

brands in the world. In the future, the company will focus on innovative research 

center, trying to become the leading company of computer industry. B5 has 

experience of 7 years in the company and had been responsible for key talent 

development program.  

 

Case B6 

    The interviewee, B6, has worked for the company for 8 years and has total 

seniority of 8 years.  The company base on motor manufacturing and now has 

transformed from traditional manufacturing industry to high technology industry. 

Their businesses extend in 5 continents, and develop in more than 30 countries in the 

world.  

 

Case B7 

    The interviewee is the HR assistant manager of the company which is a 

semiconductor company which develops one of the best IC designs in Taiwan. The 
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company believes humanity. This belief has prompted the company’s improvement. In 

this case, She has 7 years of seniority in technology industry and been stayed in this 

company for 1 year. 

 

Case B8 

    The interviewee had worked in two technology companies for a total of 18 years 

and has been working as HR manager in the current company for 4 years. The 

company B8 works for  is an integrated construction company which encompasses 

construction planning, designing, purchasing, manufacturing and constructing. Being 

international and multi-direction development has become the target of the company.  

 

Table3.1  

Background Information of Interviewees  

Interviewee 

Code 
Industry Title 

Total 

Seniority 

Seniority in the 

company 

A1  Bank Country Head of Talent 20 2 

A2 Bank HR Vice President 10 5 

A3 Pharmacy HR Senior Manager 17 11 

A4 Pharmacy HR Vice President 30 2.5 

A5 Semiconductor HR Program Manager 20.5 20.5 

A6 Logistics HR Manager 9 9 

A7 Insurance HR Manager 21 2.2 

B1 Financial Services HR Program Manager 14 7 

B2 Leasing HR Manager 9 9 

B3 Semiconductor HR Manager 20 12 

B4 Electronic components Head of Talent Recruitment 18 1 

B5 Computer and peripheral 

equipment manufacturing  

Training Specialist 7 7 

B6 Household appliances HR Manager 8 8 

B7 Semiconductor HR Assistant Manager 7 1 

B8 Construction HR Manager 18 4 
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Data Analysis 

According to the suggestion from Maxwell (2005), if researchers want to 

understand the similarities and differences of, the categorizing analysis is more 

appropriate than contextualizing method. In order to fit the research purpose. The 

research adopted a categorizing method to do data analysis. In the data analysis stage, 

researcher first drew the important concepts from transcripts and then categorized 

them into different categories which belong to different themes. Finally, the findings 

and discussion are written based on literature reviews and the coding. The coding 

process are provided in Appendix B 

In order to make the research more sophisticated, the researcher used the 

following methods to enhance reliability and validity during the research processes. 

For enhancing the reliability of data collection and data analysis, the following 

items will be followed during the research processes. First, the interview skills are 

taught and reminded by advisor before each interview. Second, researcher kept 

discussing the content of the research in each step with peers and professors to make 

the research more rational. The professors and peers are all the experts of or major in 

human resources.  

 Validity means the authenticity and accuracy of a research. To enhance the 

validity of the research, first researcher asked two experts to review the research 

questions and interview questions. After their checking on the consistency and logic 

of research questions and interview questions, the interviews were conducted. During 

the data analysis process, parts of documents from website or interviewees’ 

companies were used as references. After finishing the coding step, two graduate 

students who are majoring in human resources development were invited doing peer 

review to check the correctness of coding.  

 Moreover, researcher used recorders to record the whole interview processes 
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which can prevent from missing important words or incoherent memories of 

researcher.  

 

Research Procedure 

 In this research, after determine the topic and research purpose, researcher did 

the literature review to understand the theoretical background and current status 

related to TM. And then designed the research process and decided using in-depth 

interview and categorizing analysis as the research method according to the current 

status and characteristics of TM. The interviewees were invited after the criteria were 

decided. After finishing all the in-depth interviews, researcher consolidated and 

categorized the research data according to the interview content, and then developed 

the conclusions and suggestions as the references of companies operation. See figure 

3.2 for the procedure of research 
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CHAPTER IV. FINDINGS AND DISCUSSIONS 

 

 All the research findings are presented and discussed in this chapter which 

consist of the basic definition of TM and talent, the alignment of TM with business 

strategies , the roles in TM, TM planning, talent attraction, talent development, talent 

retention, and measuring TM. 

 

The Definition of Talent 

 There are various definitions and criteria for talent in different industries and 

companies. At the very beginning, the researcher asked the interviewees to define the 

characteristics and their definition of talent. Some companies directly define a talent 

as a successor of specific critical position. The other companies define the talent as 

the one who have relevant capability, potential, attitude, mobility, etc. The relevant 

content is presented as table 4.1. 

 

Table 4.1  

Coding List with the Definition of Talent 

Research Topic Category Coding Key Concept (FDI) Coding Key Concept 

 (Local) 

1. The definition of 

Talent 

1.Successor A1-1-1 Successor of 

Critical Position 

B1-1-1 

 

Successor of Critical 

Position 

2.Capability A1-2-1 Ongoing Good 

Performance 

B1-2-1 

 

Ongoing Good 

Performance 

  A1-2-2 People-Job Fit B1-2-2 People-Job Fit 

    B1-2-3 Professional Skill & 

Irreplaceable 

    B1-2-4 Obvious Contribution 

(continued) 
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Table 4.1 (continued) 

Research Topic Category Coding Key Concept (FDI) Coding Key Concept  

(Local) 

    B1-2-5 Accord with 

Requirements 

 3. Potential A1-3-1 High Potential and 

Proactive 

B1-3-1 High Potential and 

Proactive 

 4. Attitude A1-4-1 Learning Agility B1-4-1 Business Philosophy 

Identification  

  A1-4-2 Aspiration B1-4-2 Aspiration 

  A1-4-3 Commitment B1-4-3 Commitment 

  A1-4-4 Respectful   

 5. Mobility A1-5-1 Mobility   

 6. Others A1-6-1 Adaptability of 

change 

B1-6-1 All the Employees are 

Talent 

  A1-6-2 Leadership   

  A1-6-3 Sharp Judgment   

 

Successor 

 For both FDI and Local companies, there are around six criteria or definitions the 

talents need to have. The first one is that they define the talents are the successors of 

critical positions in the companies such as CEO or other executives. The reason they 

identify these talented employees is to develop them into the future leaders. This 

definition is similar to the second type of definition form Lewis and Heckman (2006) 

that TM is to ensure the talent to fill in the position at the right time.   

 

Capability 

 Good capability for both parties is essential for the employees who want to enter 

talent pool. Capability will reflect on their performance records for the past few years. 

On the other hand, the fitness with specific position for talent will also affect the 

employees’ performance and whether they can enter the talent pool.  
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 For the local companies in this research, the employees who have professional 

skills which is difficult to be replaced and have great contribution to companies can 

be regarded as talents.  

 

“The first one is performance, we need them to have consistent high 

performance for one or two years” (A6) 

“We should consider that whether this employee is at the right position or 

not……what you can show us depends on whether you are at the right 

position.”(A1) 

  

 These definition of talent correspond to the definition from Silzer and Dowell 

(2009)’s definition which represented a talent must have skills, abilities and is able to 

contribute to the company.  

 

Potential 

 Both two parties think potential is one of the criteria which need to be considered. 

Some even think potential is the most important thing, since other skills can be 

learned afterward. Especially for the potential of leadership is critical for such an 

important group of people. 

 

“Basically, I think talents must have potential and good performance!” (A2) 

“We always remind line mangers that skills can be learned, the most 

important things is if this person have potential or not” (A3)\ 

“…the second one is the managerial potential, we will use some scientific 

tools to assess it.”(B1) 
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Attitude 

 There are several FDI companies and local companies think that a talented 

employee should always have aspiration for their career challenges, and have strong 

commitment to the organization. Part of FDI companies thought the typical talented 

employees are willing to learn new things, and respectful to other people. Local 

companies especially emphasize that the talents need to have identification with 

companies’ business philosophy and culture. 

 

“A talent cannot live without learning agility. He or she must have good 

attitude and capability in learning. We also asked talent must have career 

aspiration” (A3) 

“We hope when the talent is dealing with people issue, he can pay respect to 

other team or people”(A6) 

“Talent must devote himself in his job and do the contribution to 

company!......They must have commitment!”(A5) 

“I have a stand for our talent, that they must have identification to the way 

we run business, and…”(B4) 

  

 A person with aspiration will desire the recognition in daily work which can 

decide the extent to devote in organization and work(Silzer & Church, 2009). 

 Furthermore,  Yost and Plunkett (2009) mentioned that learning agility is to 

capture the experiences and can apply it in daily life. It will be much more important 

when the business environment become more dynamic. Therefore, the companies 

expect a talent have good aspiration and learning agility to contribute to the 

companies in dynamic business situation.   
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Mobility 

 For FDI companies, some of them even need their talents to have mobility. They 

look at it from global viewpoint, and expect the talents can become a future leader in 

global. Therefore, they need the talents who are willing to rotate or accept assignment 

in other countries and then their global view and mind will be acquired. 

 

“We will consider their international mobility, since we are a big 

international company. We hope in the future he/she can work for us in 

maybe a region or worldwide. ”(A6)     

  

According to Silzer and Church (2009), the purpose of asking the talents to have 

mobility is that the companies expect their talents can broaden their experience and 

advance their career quickly in order to fill in the future critical role globally. The idea 

is similar to the opinion from some interviewees’. 

 

Others  

 Besides the above mentioned criteria and characteristics for talents, there are also 

some interviewees mentioned that talented employees should have the ability to adapt 

to continually changing environment  ̧to lead a high performance team and have sharp 

judgment in business. 

 

“Since the market and business environment have become more changeable, 

we need them to have the ability to adapt to changes…… we also want them 

to have a sharp judgment which can help them to observe things which is 

not noticeable for others”(A6) 
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 Finally, some local companies regarded all the employees working for them are 

talents, since they think that if the one who is not talented would not be hired. But 

they still pay more attention on the talents at key positions. 

 

“You can call other employees as talents. We just put more resources on a 

key talent” (B6) 

 

The Definition and Content of TM 

 Similar to the definition of talent, the companies have different definitions and 

ways to do their TM. The definition and their implementation contents are presented 

as Table 4.2. The first category is the definitions of TM in those companies. And then 

the general TM content including purposes, process, involvement of unions, and 

integration in HR and other functions are presented in this part.   

 

Table 4.2  

Coding List with the Definition and Content of TM 

Research Topic Category Code Key Concept(FDI) Code Key Concept (Local) 

2. The Definition and 

Content of TM 

1.Definition and 

purpose of TM 

A2-1-1 A Set of People 

Management 

Activities which 

Focused on Talented 

Employees 

B2-1-1 A Set of People 

Management 

Activities which 

Focused on Talented 

Employees 

 A2-1-2 Succession Planning B2-1-2 An Overall 

Development 

System 

  A2-1-3 Enhance 

Organizations 

Productivity 

B2-1-3 Fast Develop the 

Critical Talent 

  A2-1-4 Bring up Successors   

(continued) 



38 
 

Table 4.2 (continued) 

Research Topic Category Code Key Concept (FDI) Code Key Concept (Local) 

 2.Involved 

Functions 

A2-2-1 High Level Manager B2-2-1 High Level Manager 

  A2-2-2 Line Manager B2-2-2 Line Manager 

  A2-2-3 HR B2-2-3 HR 

 3. Integration in 

HR 

A2-3-1 Compressed HR B2-3-1 Business 

Partner(Account) 

  A2-3-2 Specific Integrator   

 4. Integration 

with other 

departments 

A2-4-1 Formal Talent 

Management Meeting 

B2-4-1 High Level Manager 

Meeting 

  A2-4-2 System B2-4-2 Headquarter 

  A2-4-3 Specific Integrator B2-4-3 Specific Integrator 

    B2-4-4 Business Partner 

(Account) 

 

Definition of TM 

 For FDI companies, in this research, basically, there are two kinds of definition 

were mentioned by the interviewees. Some companies called it as a series of 

management activities focused on talents who can help companies to achieve the 

business goal. Those activities include talent recruiting, development, promotion, 

compensation and career development, etc. The other definition calls it as succession 

planning. TM is regarded as a systematic process to develop high quality pipeline for 

critical roles.  

 

“It is actually a series of activities including recruiting, development, 

promotion staffing, etc. It is an overall systematic program not a single 

activity. All of these can help talented employees achieve the expected 

business goal for company. ”(A2) 

“It starts from recruiting! It also includes how to develop his strength, 
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improve their weakness, plan the career path, etc. and the talents can 

contribute their effort to company. ”(A4) 

 “We hope that the successors are developed by ourselves, even though it is 

time consuming……we need a systematic method to develop them to be the 

future leader. ” (A6) 

 

 For local companies, there are also two definitions were found in this research. 

The first one is similar to the one for FDI companies which is a series of HR activities 

to develop the potential employees in order to achieve organizational goal. The other 

perspective thinks that it should be an overall development system which can help to 

raise an employee to a talent.  

 

“It is similar to Major League Baseball, we first need to attract the 

potential player into 1A, and help them to have good performance at Major 

League Baseball.” (B2) 

 

 The first definition in local companies corresponds to the first definition 

mentioned by Lewis and Heckman (2006) which called TM as a collection of HR 

practices which is done faster and across the organizations. 

    Derived from the definitions, we can understand the purposes of TM including 

the enhancement of business outcome and bringing up the future successors of 

companies. Local companies add one purpose which is help these talents to grow up 

fast and reach the position they should be at. 

 

“The reason we put effort into doing TM is to enhance our business 

outcomes ” (A7) 
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“TM is aimed at developing the successors of general manager and his one 

level down.”(A6) 

“Fast track way which help them to get to the position they should be at as 

soon as possible.”(B1) 

 

Integration in HR and with Other Functions 

 The groups which need to be integrated in TM can be separated into two 

categories. The first one is to integrate the information and relevant works from 

different functions in HR. Since some HR in FDI companies consist of few employees 

they thought it is not that difficult to do so  within HR. Specially assign a post of 

talent manager to coordinate all the talent management issues and stakeholders is also 

a method to enhance the level of integration. 

 On the other hand, for the external integration, except creating a position deal 

with the integration, a powerful information system and holding a formal talent 

management meeting regularly can also increase the efficiency of integration. 

 

 “In fact, the internal integration in HR is not difficult, since the HR 

department is small” (A6) 

 “ The “Talent relevant ”things will integrate by me! And I also need to 

coordinate the whole talent management activities. ”(A1) 

“Basically the system is easy to control, so it can help us to do coordinate 

with other functions.”(A1) 

“Our talent review is the most formal way to integrate with other 

functions.”(A5) 

 

 For some local companies, they reported that the “account service” design could 
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help them to integrate each HR function and other departments in the companies. The 

account managers are sent to each department in order to collect information and 

sometimes have discussion with them, and then come back and share the information 

in HR. For external integration, some companies also rely on their head of HR to 

exchange the information with other department leaders in high level meeting. 

Furthermore, one interviewee mentioned that the headquarters is responsible for 

integrating the practices, information, and resources for the branches. Finally, part of 

local companies set up a taskforce or an ad hoc committee to deal with TM  issues 

and be responsible for integrating. 

 

“For example, if I am responsible for training and an account of business 

unit, I can understand the talent development issue and their staffing 

issue… we will share the information in HR.” (B6)  

“We just do the follow up through some meetings… we can integrate it 

during the meeting…”(B7) 

    

 From the ASTD research (Green, 2011), effectively integrating TM is a major 

opportunity for organizations to compete with others, and many scholars emphasized 

the importance of integrating TM into a system (Ashton & Morton, 2005; Avedon & 

Scholes, 2009). In this research, the integration of TM in each function is also highly 

valued by FDI and local companies. 

 

The Alignment between TM and Business Strategy 

 Above mentioned that one of the final purposes of TM is to achieve the business 

goal; therefore, TM strategy definitely needs to be closely aligned with business 

strategy or goals. The methods to align them are presented as table 4.3 including 
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initially make it as business strategies, extend from business strategy, ensure talents 

accord with organizations values, use TM meeting, do it through high level managers, 

align with KPI and use Balanced Scorecard. 

 

Table 4.3  

Coding List with TM and Business Strategy 

Research Topic Category Code Key Concept (FDI) Code Key Concept (Local) 

3. TM and 

Business Strategy 

1. Alignment 

with Business 

Strategy 

A3-1-1 One of the Business 

Strategies 

B3-1-1 One of the Business 

Strategies 

 A3-1-2 Extend from Business 

Strategies 

B3-1-2 Extend from Business 

Strategies 

  A3-1-3 Through High Level 

Manager  

B3-1-3 Through High Level 

Manager 

  A3-1-4 Through TM 

Meetings 

B3-1-4 Balance Score Card 

  A3-1-5 Accord with 

Company’s Value 

  

 

Alignment with Business Strategy  

 In order to fully support the talent needs of companies’ operation, some FDI and 

local companies directly include the TM into one of the business strategies which can 

help the companies to achieve business goals. The second type is to extend from 

business goals and strategies. Setting up TM strategies and talent development plan 

according to the business strategies ensure TM will not depart from reality and 

business outcome. Companies are suggested to synthetically consider the company 

strategy, department goal, development situation to do the TM plan. 

 

“Under the goals, there are so many strategies to support the goals. One of 

them is people relevant issue….Therefore, TM strategies are under the goals 
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to ensure it can support the overall direction of company”(A6) 

“From the top management, the strategies will go down to department. And 

talent should do their individual development plan according to it.” (A3) 

“In our strategies, one of middle stage goal is talent relevant… ”(B1) 

 

 Besides, some companies do the alignment with business through regular TM 

meeting, executive meeting or top executives’ support. The participants discuss the 

business strategy or goal at the very beginning of the TM meeting in order to align the 

discussed results with talent review or discussions. Since the CEO and other top 

managers who have clear understanding of business strategy, the discussion and 

opinion expression between high level managers in meetings can also lead TM to 

align with business strategy. According to Tsai and Kuo (2012), the support of high 

level managers are regarded as the bridge between TM and business strategies. 

Furthermore, establishing good relationship with these high level managers can help 

HR to understand their thoughts more.  

 Beside the efforts companies made to align with business strategy, part of 

interviewees emphasize that companies should ensure the developed talents can 

accord with the company’s culture and values. Therefore, those talents are always 

asked to fit in with the values of company in daily work.  

 For the local companies, they mentioned the best way to align TM with business 

is to link TM practices with the balanced scorecard system. The balanced scorecard 

descends from the chairman, and then spread the KPI. It helps TM have a closed 

connection with business strategy. 

 

“When we do the talent management review meeting, we definitely analyze 

the business strategy instead of discussing people directly.”(A3) 
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“Since top managers are supposed to understand their business strategy the 

most, they can use this forum to represent their opinion and check the 

content. We can call it a way to align TM and business strategy”(A1) 

“We need to have close cooperation with country head who knows the 

business priority of this company the most, he can help us to ensure the 

process can align with business strategy!”(A6) 

“We expect they can show the three values of our company in their daily 

life!”(A2) 

“Because we did balanced scorecard ever year and which is top-down from 

the chairman…we have an quite clear indicator related to people”(B5) 

 

 In this research, almost all the interviewees represented that it is the first priority 

in doing TM which can respond with Mihelic and Plankar (2010)’s opinion that the 

failure of aligning business strategy lead to ineffective result of TM. 

 

The Roles for High Level Managers, Line Managers, and HR 

 As mentioned in chapter two, high level manager, line managers, and HR are the 

three major groups of people  who deeply involved in TM. Each of them plays an 

important role with different functions. The respective characteristics of them are 

presented in table 4.4. 

 

Table 4.4  

Coding List with Roles in TM 

Research Topic Category Code Key Concept(FDI) Code Key Concept (Local) 

4. Roles in TM  1. High Level 

Managers 

A4-1-1 Driver & Supporter B4-1-1 Driver & Supporter 

 A4-1-2 Communicator B4-1-2 Challenger 

(continued) 
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Table 4.4 (continued) 

Research Topic Category Code Key Concept(FDI) Code Key Concept (Local) 

  A4-1-3 Identifier B4-1-3 Mentor 

  A4-1-4 Challenger B4-1-4 Intimate 

 2. Line 

Managers 

A4-2-1 Intimate 
B4-2-1 Intimate 

  A4-2-2 Identifier B4-2-1 Identifier 

  A4-2-3 Developer B4-2-1 Developer 

 3. HR A4-3-1 Facilitator B4-3-1 Facilitator 

  A4-3-2 Communicator B4-3-2 Communicator 

  A4-3-3 Observer B4-3-3 Observer 

  A4-3-4 Information and 

Resources Provider 
B4-3-4 

Information and 

Resources Provider 

 

High Level Managers  

 In FDI companies, above mentioned, high level managers play an important role 

in TM since they have direct authorities to affect it. Their sponsor and support are 

regarded as the most important factors for TM’s success; therefore, high level 

managers need to be serious, and influential to the whole TM process. Moreover, a 

high level manager need to be a challenger who needs to view the whole process with 

an overall perspective and keep challenging it in order to ensure it stays in the right 

direction.  

 

“They must take care of it and really do it. Commands or cares from top 

manager are the most helpful. ” (A1) 

“Basically, high level managers need to be very serious to this talent 

issue…”(A4) 

“High level managers still need to challenge why HR did this……He needs 

to know how to use an extensive way to check these things”(A6) 
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 Finally, high level managers could be effective communicators between 

stakeholders in talent management meetings. Due to their rich experiences, they also 

have their own ability to accurately identify talents out of employees. 

 

“Sometimes, line manager cannot give us support, we will ask CEO to help 

us to do the communication…”(A6) 

“High level managers are responsible to review and identify the 

talents.”(A2) 

 

 For the local companies, high level managers play a role to support and sponsor 

TM as well. The initial involvement and relevant resources provided by them will 

cheer others up and lead it to a right direction by keeping monitoring it. Many 

interviewees reported that the leaders of their companies also became the mentors 

of talented employees. They regularly deliver their vision, personal experiences and 

some business philosophy to talents. Furthermore, since some companies advocate 

“management by walking” method, they sometimes play a closed role to engage 

those talents and then have a quite clear understanding of these talents. 

 

“It is very important that if the boss is willing to provide resources or 

support including financial resources. Or, it will be an empty talk!”(B1) 

“Our chairman did play a mentor role. He will communicate with a certain 

level above managers about his thinking and vision, etc.” (B3) 

“Since we advocate management by walking, our top management know 

their talented employees clearly…”(B2) 
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  According to the past research, without high level managers’ support it will tend 

to be lacking of  resources and alignment with business (Ashton & Morton, 2005; 

Green, 2011). The finding here can prove the ideas they mentioned before.  

 

Line Managers    

 Generally, the roles for line managers in both parties are similar. Line manager is 

the one who has the most closed relationship with their talents. Naturally, these line 

managers need to do the first screening of talents identification. In daily life, line 

managers have to understand the talents’ needs and commitment to companies. 

Besides, the responsibility to develop talented employees also falls on line managers. 

Line managers need to think how to develop these talented employees and give them 

full support according to the department strategy or business strategy. Some 

companies include the result of talent development of line managers into their key 

performance indicators. In this regard,  the line managers will purposely put efforts 

into arranging development opportunities or challenging work which benefit the 

development of those talents.   

 

“Line manager is just like your parents, they should know your strength, 

push you to learn things and evaluate the result. They also think about how 

to develop you to next level! ...... A smart manager will make exposure 

opportunities at appropriate time and design their job content.”(A6) 

“Line manager should regularly communicate with them to understand 

their needs, commitment and career goals.”(A5) 

“If the IDP is implemented, with line managers’ support, it will be much 

easier to achieve!”(B2) 

“What is company’s next step? What kinds of people we need? Line 
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manager should think how to develop his/her own people according to the 

answer……Yes, we did set talent management as one of KPIs for 

managers ”(A4)   

 

 Silzer and Dowell (2009) mentioned that line managers should take the 

responsibility to develop the talent like they take responsibility to manage financial 

resources. Line managers should take TM as their responsibility, and then all the 

TM relevant things will be nature to do. The idea corresponds the above findings in 

this research. 

 

HR 

 For the roles of HR, both two parties are very similar as well. In most of 

participated companies, the main task of HR is to facilitate all the process of TM and 

ensure it happens. In this role, HR has to coordinate the schedule of all the activities 

and meetings. In order to have good cooperation with other department, the schedule 

is suggested to be clear and flexible. Besides, HR should have commitment in TM by 

showing his facilitation ability as well  meeting the ever changing  organizational 

needs.  

 When facilitating TM, HR is also a communicator between talents and managers. 

HR has to communicate with high level managers and line managers to inform them 

the benefit, threat, cost of implementing TM, and the importance of TM. For the 

talents and employees, HR need to remind them that the importance of each TM 

relevant special assignment, arrangement, movement, etc. 

 

 “HR definitely is facilitator, and we must ensure it happens……there are 

so many things which need to be designed flexibly and make sense and you 
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need commitment when you implement it”(A3) 

“HR need to design and facilitate clearly, and make sure it can deliver to all 

the stakeholder clearly as well...”(B2) 

“HR continually communicates with the managers and the employees 

through lectures or workshops in order to let them know the importance. ” 

(A7) 

 

 As part of  daily works, HR has to monitor  and understand these talents’ 

promotion, growth, development needs, potential to next step, etc. Since HR can 

review all the data and feedback from the stakeholders, HR can judge whether the 

comments from their supervisor are wrong or right. Except monitoring, HR also is an 

information and resources provider. HR is responsible for analyzing the information 

and providing the skills, tools, frameworks, and resources at each step in TM. 

Furthermore, HR is like a consultant who educate supervisors how to help their talent 

grow up and make IDP plan.  

 

“It is kind of like monitoring or educating their supervisor to help the talent 

to grow up and contribute to company” (A1) 

“If HR saw that, they can provide some resources, external trainings or 

other opportunities to the talents. (A6) 

“We will provide an overall strategies and opinions, and then each BU need to decide 

which one they want to adopt”(B6) 

 

Talent Management Planning and Identification 

 Before doing TM, a complete planning process is needed. First, executor needs a 

wealth data to analyze the current situation of talent pool, and then do planning, 
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segmentation, and identification based on the analysis results. During the process a 

specific talent focus meeting plays an important role. The relevant content of TM 

planning is presented as table 4.5. 

  

 Table 4.5  

 Coding List with Talent Management Planning and Identification 

Research Topic Category Code Key Concept (FDI) Code Key Concept  (Local) 

5. Talent 

management 

planning and 

identification 

 

1. Information 

System 

A5-1-1 Talent Management 

System 

B5-1-1 Talent Management 

System 

 A5-1-2 Analysis and 

Development 

Assistant 

B5-1-2 Skill Inventory System 

  A5-1-3 Global System   

 2. TM Planning 

and Anticipation 

A5-2-1 Planned by 

Headquarter  

B5-2-1 Align with Business 

Strategy 

  A5-2-2 Align with Business 

Strategy 

B5-2-2 Identify the Gap 

  A5-2-3 Identify Critical 

Position 

B5-2-3 Anticipated by Position 

  A5-2-4 Anticipated by 

Position 

B5-2-3 Anticipated by Product 

  A5-2-5 Consider the Talent 

Demand in Market 

B5-2-4 Anticipated by Branch 

Expansion 

 3. Talent 

Identification and 

segmentation 

A5-3-1 Regular Identification B5-3-1 Regular Identification 

  A5-3-2 3 x 3 Grid B5-3-2 3 x 3 Grid 

    B5-3-3 Internal & External 

Talent Pool 

 4. Evaluation A5-4-1 Performance B5-4-1 Performance  

  A5-4-2 Potential B5-4-2 Potential 

    B5-4-3 Expertise 

(continued) 
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Table 4.5 (continued) 

Research Topic Category Code Key Concept (FDI) Code Key Concept  (Local) 

 5. Talent 

Management 

Meeting 

A5-5-1 Regular meeting B5-5-1 Regular Meeting 

  A5-5-2 Calibration B5-5-2 Calibration 

  A5-5-3  Identification B5-5-3 Identification 

  A5-5-4 Talent Issues 

Discussion 

B5-5-4 Talent Issues Discussion 

  A5-5-5 Provide Concrete 

Evidence 

  

 

Information System 

 In this research, part of FDI and local companies have their own talent 

management system, or use several systems at the same time such as performance 

system and compensation system to integrate data. But the function and purposes 

are similar. HR or line managers can use this system to check the basic information, 

complete rate of IDP, strengths and weaknesses, development records, the 

feedbacks from the talent review, past experiences including promotion and 

movement, aspiration, and the performance. According to Schweyer (2004), having 

a clear understanding of internal talents or workforce is a critical step in TM. This 

system with complete data can assist executor in doing the analysis and reduce the 

time and cost. Furthermore, it even can help executor to follow manager’s progress 

in developing talent and remind the line managers when should do some actions.  

 

“We can use this system to know their aspiration, or they will put the 

performance of competency and feedback from talent review in this 

system…”(A6) 

“…including this talent’s past basic information, all the package of career 
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development, and performance…”(B7)  

“For example, I am a manager, the system will inform me that someone 

needs to attend training or this talent needs to do something recently…..it 

can help us to decrease the cost of time consuming…”(A1) 

 

 There are two local companies represented that they have or aim to have a skill 

inventory system. The purpose of it is to help company to efficiently find out the 

talent they need. First, company should do a skill road map which has clear 

definitions of skills set for each position, and then identify every employee’s skills 

possessions and levels. Thus, company can quickly use this system to search the 

talents whose skill set accord with business needs. It also could be the foundation 

or development plan design.  

 

“We call it as a skill set system in which we identify his skills level… if I key 

in solar, I can find out the one whose solar relevant skills can satisfy our 

needs…” (B4)  

“We give each level a clear definition, for example, for level 1, maybe you 

just need to know C++. For level 2, you may need to know C++ plus 

C…”(B7) 

 

 Almost all the FDI companies have a standardized global system and need to 

upload the talents data and talent review results to this system which can help the 

group easily to mobilize the talents worldwide.  

 

 “All the data will put into a global system, it represents that they are 

global resources ”(A2) 
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Talent Management Planning and Anticipation 

 For FDI companies, most of planning works will be done by headquarters. 

Taiwan branches only need to change few things in order to deal with local situation. 

As we emphasized before, the most important thing was to align TM with business 

strategies. They must be connected at the planning stage. Some companies will do a 

headcount plan to storage and anticipate the talents according to the development of 

strategy in near future. The very beginning of planning is to understand which 

positions are the most critical for current strategy and then understand those positions 

require what kinds of capability and experience. This idea can correspond the idea 

mentioned by Collings and Mellahi (2009) who said organizations should develop the 

pool according to the identified key positions. 

 

“From the beginning of planning, it is connected with all the strategies of 

group… According to what kind of company we look like in three to five 

years? And do a talent storage….”(A7) 

“There is a step which is always be ignored that is identify the critical 

position at very beginning…the framework is usually planned by 

headquarters’ central expertise…”(A6) 

 

 Many companies anticipate the needs by the positions and the situation of labor 

market. Most of successor planning belongs to this category. They focus on some 

critical positions and assess whether it has enough successor pipeline or not. Besides, 

companies need to consider the situation of labor market since some specific positions 

are difficult to find appropriate talents.  

 

“If the position is important, he will go to assess whether it has enough 
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pipeline or not.”(A1) 

“The supply and demand in labor market are also considerable, after all 

some positions are hard to find…” (A3) 

 

 Local companies do the head count plan according to their development 

strategies, workforce needs, and business plans, and then identify the internal 

workforce gap to do the talent plans. Similar to FDI companies, they use a 

successor pipeline of some positions to anticipate the needs of talents. Besides, the 

development of new product and expansion of branches also can be indicators to 

anticipate the needs of talents of companies.  

 

“… you can anticipate the successors pipeline, since Every hole has its own 

turnip…”(B5) 

“We have a lot of new products if they are developed by us, we need to send 

managers to do this!”(B2) 

 

 In this research there is no company in this research do the short-term 

simulation by software according to top managers’ anticipation which is suggested 

by Cappelli (2008). 

 

Talent Identification and Segmentation 

 For these FDI companies, there are two reasons to do the talent segmentation. 

The first one is that resources are limit, so company should put their investment on 

important places. Second, they think the development direction will be different for 

employees at different levels. Most of the participated companies will regularly do the 

talent identification every year. Some companies separate their employees to talent 
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and non-talent, and some use a 3x3 grid which uses performance and potential to 

segment their employees. But they will just put a group of people who at a specific 

level above in the grid. All the interviewees represented that the performance 

evaluation is similar to the normal process; therefore, the researcher spent much time 

discussing how to evaluate potential. Those companies followed a standardized 

behavior guidelines of potential which is usually set up by headquarters to observe, 

evaluate, and discuss talent’s potential. They will also discuss and reach the consensus 

in talent review meeting based on this behavior guideline to clarify if this employee 

has potential or not. Besides, assessment center is used to evaluate potential for few 

critical positions’ successors in few FDI companies.   

 

“We try to reach the consensus in discussion to assess one’s potential…” 

(A2) 

“There are some behaviors standards to support us determining 

potential…”(A6) 

 

 Most of local companies have the same reasons in segmentation with FDI 

companies and regularly do the identification. They separated employees at each 

level to talents or key talents who will get more resources from companies’ support. 

Some companies put their key talents into 3x3 grids and then develop different 

talent development methods in each box. Moreover, local companies rely on some 

tools such as assessment center, 360 degree assessment, and evaluation by 

colleagues and line managers. The different thing is that some companies use 

“expertise” to replace the potential in talents identification since they think 

potential is always controversial.  

 One of the interviewees mentioned that they not only identify the internal talent 
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into the pool, but also establish an external talent pool through external connections. 

They do a regular evaluation for external talents, and then try their best to build up 

connection with them. 

 

“We always discuss ‘Hipo” in the past; however, basically, we did not 

discuss potential anymore. We use expertise or skill required by company 

now… ”(B7) 

“We indeed do a regular assessment of the external talents, and try to keep 

in touch by holding different events.” (B7) 

 

 The reasons for most of companies to segment their employees are to put more 

resources in critical role or talents. Those reasons correspond the idea mentioned by 

Ashton and Morton (2005); McCauley and Wakefield (2006). 

 

Talent Management Meeting 

 In those FDI companies, they regularly hold a meeting at certain level to discuss 

talent issues. The meeting most of time is facilitated by HR and hosted by CEO, and 

function level managers and the supervisor of talent will also be involved in the 

meeting. 

 

“We have a talent review meeting once a year…We will define which level 

we are going to discuss in advance…Country head will lead us to discuss 

and ensure the process is smooth”(A6) 

 

 There are three things which will happen in this meeting. The first one is to 

identify the talents. Line managers will present the key performance of the talents and 
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the reason the talents are nominated, and then the participants will do identification 

through discussion.  

 

“We do a cross check to identify the talent in the so-called talent review 

meeting…”(A5) 

 

 The second one is to calibrate the identification result. Through reaching 

consensus, the committee members will check the identification result made by HR or 

line managers. When they do the discussion, they need to abandon the preconceived 

ideas of certain person and discuss the concrete experiences and evidences of this 

candidate.  

 

“…the problem is after you put this person into talent pool, not everyone 

will agree…it needs to do a calibration…the discussion content need to be 

concrete and describable...” (A2) 

 

 The third is to discuss the talent issues. Committee members will do an overview 

about the overall people issues such as talents gap or skill deficiency according to 

business strategy. Sometimes a talent’s development plan or personal issues such as 

their mobility will be discussed in this meeting. After the meeting, the talents will 

receive the feedback from the meeting as their IDP ‘s references. 

 

“Review from the people issues in country to see if the talent gap, skill 

deficiency exist or not… ”(A6) 

“After a period of time, we will discuss that did these talents finish their 

development plan…? ”(A1) 
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 For the local companies, they also have similar meetings, but some of them do 

not just focus on talent issue. They include the talent issues in other people relevant 

meeting. Similar to FDI companies, they will identify talents, do the calibration of 

talent review, and discuss the status of talent such as promotion.  

 

“We have a meeting called people forum. The content mainly focus on the 

people issue including some talent development and promotion plan…”(B3) 

“When the organizations is transforming, assess the talent cross function 

can help us to understand what is the next step for us.”(B4)  

 

Talent Attraction 

 In order to fill in the talent pipeline, companies need to have good organizational 

attractiveness. Build up employer brand is regarded as the best way to enhance 

organizational attractiveness. The way those FDI and local companies to establish 

employer brand and the channel they use is presented in table 4.6. 

 

Table 4.6  

Coding List with Talent Attraction 

Research Topic Category Code Key Concept (FDI) Code Key Concept  (Local) 

6. Talent 

Attraction 

 

1. Employer 

Branding 

A6-1-1 Special Taskforces  B6-1-1 Core of TM 

 A6-1-2 Risk Management B6-1-2 Clear Slogan 

  A6-1-3 Image B6-1-3 Image 

(continued) 
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Table 4.6 (continued) 

Research Topic Category Code Key Concept (FDI) Code Key Concept  (Local) 

  A6-1-4 Development 

Opportunities 

B6-1-4 Good HR Policy 

  A6-1-5 Social Responsibility B6-1-5 Social Responsibilities 

  A6-1-6 Leading Place in 

Industry 

B6-1-6 Leading Place in 

Industry 

  A6-1-7 Successful stories B6-1-7 Successful Stories 

  A6-1-8 Strive for Award B6-1-8 Strive for Award 

    B6-1-9 Identical Culture 

    B6-1-10 Deliver Value 

 2. Channel A6-2-1 Campus Recruit B6-2-1 Campus Recruit 

  A6-2-2 Interview B6-2-2 Interview 

  A6-2-3 External Lecturer B6-2-3 Official website 

  A6-2-4 Networks with 

Professors 

B6-2-4 Networks with Professor 

  A6-2-5 Social Media and 

Journal 

B6-2-5 Employees’ Network 

  A6-2-6 Social Networking 

Site 

B6-2-6 Social Networking Site 

    B6-2-7 Hold Event 

 

Employer Branding 

 Many FDI companies establish a special taskforce or department to build up their 

own employer brand. The action shows their emphasis on establishing good employer 

brand since building up employer brand is the most effective way to deal with short 

supply of competent talented employees(Yaqub & Khan, 2011). The first thing for this 

taskforce is to know the images existed in people’s mind through doing a survey. 

After understanding the images and the desires those target group have, the 

companies should decide what kind of image they want to build up according to the 

result.  
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“We specially establish a new taskforce team in order to strengthen the 

employer brand concept… ” (A1) 

“At the branding part, we also did some survey to understand our brand 

status in Taiwan…”(A7) 

 

 Most of the interviewees think the development opportunities including in 

learning and career growth is the biggest attraction for talents. Corporate social 

responsibility and become the winner of well-known award are also regarded as the 

ways to build up good image in people’s mind. Moreover, they also think company 

should deliver the real successful stories of their employees and the leading place in 

industry to attract talented people in any occasion. These can correspond to that 

employer should make the company known and attractive which is suggested by 

Joyce (2009). 

 

 “We have a program which will have complete training for one year, and 

then send those trainees to headquarter in United State…this kind of 

opportunities, I believe, is very attractive for freshmen…”(A5) 

“In my experiences, doing branding you must have successful real case to 

deliver…”(A3) 

“For the external employer brand, we will participate in some award 

competition…”(A2)   

 

 For local companies, one of the interviewees represented that employer 

branding is the core of TM due to its good effect on attracting and retaining talents.  

Similar to what FDI companies do, the first step is to understand the image exist in 

people’s mind and then build up the brand by keeping revising and checking 
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through interviews and questionnaire survey. Beside the ways FDI companies do, 

local companies also emphasize that good HR policy including training, 

compensation, etc. will affect the attractiveness of the company. Moreover, 

companies should let people feel the identical value and business culture through 

their employer brand. Keep delivering companies’ value in every place is important 

to promote their brand as well. 

 

“We cannot just rely on public praise, complete HR policy, good training, 

and complete benefit system are also important!”(B5) 

“…Our values are quite clear, but we need to let others feel it is identical 

inside and outside of companies…”(B4) 

 

Channel  

 In this research, there are several channels which can be used to deliver the 

employer brand outside of these FDI companies. In order to attract future potential 

employees, campus recruit are the commonest channel to deliver it. For the same 

purpose, building up the network with professors in famous university is also a 

channel to approach the high potential students. Besides, some companies encourage 

their high level managers to have speech outside to establish public praise in specific 

industry. Other channel including company website, job interview, social media, and 

popular social network site such as Facebook or LinkedIn are also widely used. 

 

“Every time I went to visit the professors, I will introduce our talent 

program and ask them to promote to students.”(A5) 

“We encourage our colleagues to be the speaker in some institute, since it 

can help us to expand reputation to the people in the same industry.”(A1) 
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“When I did interview, I always spent time delivering what kind of 

development opportunities we provided to the young candidates…We need 

to do it in daily life”(A3) 

 

 The channels used by the local companies are to attract talent includes campus 

recruiting, interview, official website, networks with professor, and social 

networking site. Local companies also rely on employees’ personal network to 

promote the company, and then continually hold some events to connect companies 

with these potential candidates. In order to deliver the important and complete 

information to people, there is one company which has their own talent recruiting 

website. It integrates all relevant information including the vacancies, company 

culture, other resources, etc.  

 

“We integrate all the information together in the website. There are some 

past information, our resources…… which can help the job seeker know this 

company clearly…”(B1) 

“Our target basically belongs to same group, employees might have some 

relationship with them. they will discuss through their specific 

channel…”(B5) 

 

Talent Development 

 In this research, most of the interviewees represented that how to develop a 

talented employee is a critical issues for company. In this section, the relevant 

information including individual development plan (IDP), career development, on the 

job training, learning from others, and class training are presented as table 4.7 
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Table 4.7  

Coding List with Talent Development 

Research Topic Category Code Key Concept(FDI) Code Key Concept (Local) 

7. Talent 

Development 

1. Individual 

Development 

Plan 

A7-1-1 Regular Discussion  B7-1-1 Regular Discussion 

 A7-1-2 10, 20, 70 Principles B7-1-2 10, 20, 70 Principle 

  A7-1-3 Development Owner B7-1-3 Special Designed for 

Specific Role 

  A7-1-4 Clear Goal and Need B7-1-4 Successful Profile 

  A7-1-5 HR Support B7-1-5 HR Support 

 2. Career 

Development 

A7-2-1 Readiness of Next 

Move 

B7-2-1 External Career 

Consultant 

  A7-2-2 Training and 

Activities 

  

  A7-2-3 Career Talk B7-2-2 Dual Ladder 

  A7-2-4 Dual Ladder   

 3. On the Job 

Experiences 

A7-3-1 Project Assignment B7-3-1 Project Assignment 

  A7-3-2 Rotation B7-3-2 Rotation 

  A7-3-3 Deputy of Supervisor   

  A7-3-4 Oversea Experience   

  A7-3-5 Critical Experience   

 4. Learning 

from Others 

A7-4-1 Mentor B7-4-1 Mentor 

  A7-4-2 Exposure 

Opportunity 

B7-4-2 Exposure Opportunity 

  A7-4-3 Engagement 

Opportunity 

B7-4-3 Engagement 

Opportunity 

  A7-4-4 Senior Talk B7-4-4 Senior Talk 

  A7-4-5 360 Degree Feedback  360 Degree Feedback 

(continued) 
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Table 4.7 (continued) 

Research Topic Category Code Key Concept(FDI) Code Key Concept (Local) 

 5. Class 

Training 

A7-5-1 General Concept and 

Knowledge 

B7-5-1 Action Learning 

  A7-5-2 Leadership Course B7-5-2 Leadership Course 

  A7-5-3 EMBA B7-5-3 Course in University 

  A7-5-4 Less effective   

 

 Almost all the companies in this research ask certain group of the employees 

who accord with the criteria to do the individual development plan. The participants 

in forming an IDP basically include talents themselves, line manager, and HR. Some 

interviewees mentioned the talents should be the owner of their development, so they 

should clarify their needs and desires first. After knowing what they want, regular and 

frequent discussion with line manager should be implemented in order to know and 

identify the needs of companies and talents. Since line manager is the one who knows 

their talents the deepest, line manager should be responsible for reviewing, assessing 

and planning talents’ IDP in mutual discussions with talents. One interviewee 

specially emphasize that the goals and the needs in IDP must be made very clear or it 

will be difficult to be implemented. During the planning and implementing process, 

HR provides all the relevant consultations, methods, and needed information to those 

line managers and talents. Furthermore, all the FDI companies in this research 

mentioned they design the IDP according to 10, 20, 70 principle which means there is 

almost 70% development occurs in work experience, 20% development occurs in 

learning from others, and only 10% occurs in typical class room training. The 10, 20, 

70 principle relevant ideas will be presented later.  

 

“We will ask talents to do IDP and ask them to have at least two talks in a 

year…but I think it should be done in daily life instead of twice a year…” 
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(A2)    

“Line manager usually need to regularly or irregularly review the 

development plan when he or she discusses their objective”(A4) 

“We adopt a 10 20 70 principle. 10 is classroom program and 20 is 

learning from others and 70 is so-called OJT”(A1)  

 

 For local companies, one interviewee mentioned that they will cooperate with 

line managers to establish a success profile for some important positions. The 

composition of one success profile includes knowledge, experiences, competencies, 

aspiration, etc. The other interviewee represented that actually they already set up 

some prototype development plan according to the talent’s location in 3x3 grid. 

Specially, one interviewee represented that their talents’ IDP are set according to the 

department needs instead of personal needs, so the team or department will set the 

IDP together. Then, they will ask the talents to regularly discuss with their line 

managers based on this success profile, prototype development plan, and their skill 

inventory. Some companies also follow a 10, 20, 70 principle to design the IDP.   

  

“The success profile means how do you do your job well, the profile 

consists of knowledge, experience, competency and aspiration… ”(B5) 

“Each box will have their own development strategy. We will inform the 

supervisor what is the strategy they should have, and ask supervisor to 

discuss with talents.”(B6) 

 

 Basically, in this research, FDI companies tend to let talents own their 

development plan by asking them to think about their needs and desires. Different 

from FDI companies, most of local companies tend to establish a framework of 
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development plan, and then enhance the flexibility by the continuing discussion 

between supervisors and talents. According to Fulmer et al. (2009), the first step of 

talent development should help employees to identify what are required for those 

employees to learn and develop for the future. The IDP setting process is a good 

method to achieve this goal. 

 

Career Development 

 The purpose of career development for some FDI companies is to help and 

develop the talented employees to get ready in a period of time. One interviewee 

mentioned that the employee’s career development and organizations development 

should be synchronized, or it will be a problem to retain talents. Some companies 

have a series of career development trainings or activities such as “Rethinking career” 

to help the talents know themselves better and lead them to have an appropriate career 

plan. The career talk is implemented by several companies in this research. Some 

companies arrange each talent an individual career coach to help them in career 

decision or remind them what they should watch out, etc.  

 Considering different employees’ career plan, some companies adopt a dual 

ladder choice for talented employees. If talented employees are not willing to become 

people manager, they will be arranged as individual contributor. Through this policy, 

talents could choose a way which is more appropriate for them and have better career 

development.    

 

“We will frequently have some career talk with talents and share some 

career relevant things…”(A6) 

“We have dual ladder policy……it can help them who doesn’t like manager 

people to focus on their professional field.”(A5)  
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    Besides of assigning mentors or coaches to talented employees, some local 

companies even have contracts with other consulting institute to provide an impartial 

consultation to the employees. Some companies also have dual ladder system. 

However, one interviewee mentioned, when the organization is experiencing a fast 

expanding in business, most of the high potential employees need to take over the 

managerial position. 

 

“We have an external institute to help you plan your career and it is just for 

talents…”(B7) 

“Since the organizations is in fast growth, there are so many manager 

vacancy, we still need some talents from professional side to help us to be 

the manager.” (B2) 

 

On the Job Experience 

 In 10, 20, 70 principle, there is 70% development most likely occur in on-the-job 

experience. On the job training is regarded the most effective way to develop a talent. 

Some interviewees mentioned that if you put the talent to a specific position, he or she 

will naturally possess the needed capability soon.  

 The two commonest ways to practice it are project assignment and rotation in 

both FDI and local companies. Joining a cross functional project not only can get 

opportunities to apply what the talents learned in reality but also build up the network 

with other talents from different functions. One interviewee from FDI companies 

specially mentioned that the project had better have big impact to company, and then 

this kind of project can stretch the talent’s ability and motivate them. Furthermore, in 

order to train those talents, some projects are specially designed or created for the 
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specific talents based on the company strategy. 

 

“Basically, on the job experience can make them grow up. It might be the 

fastest way.”(A4) 

“We hope give the talents project assignment instead of classroom 

training…We also hope the project has big impact and then it can stretch 

the talent’s potential and ability.” (A5) 

“Except the special training for these talents, there are some special 

assignments for them and ask them to apply what they learn in class.” (B6) 

 

  Rotation is another way widely used to increase talents’ experiences for both 

FDI companies and local companies. A full job change could expand their extent of 

view point and different experiences. However, sometimes rotation will result in the 

inconvenience of department works, since most of departments are not willing to lose 

a high performer. In this regard, one interviewee suggested that companies should first 

establish enough deputies or pipeline of important position and they can fill in the 

vacancy immediately. Once the rotation does not lead to any inconvenience of 

company, HR should start to put effort into establishing the mindset on supervisor, 

and then earn the support from them. Another interviewee represented that since 

several departments will involve in one rotation action, high level managers should 

provide enough supports when rotation occurs. Surprisingly, one company even let 

their employee who has worked for the department for 18 month spontaneously apply 

for job rotation.   

 Local companies also regard rotation as an effective way in talent development. 

One local company even force each unit must have specific ratio of rotation. 
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“Your bench must deep enough so we don’t have to worry about the rotation 

and welcome everyone to apply for it once you have worked for your 

department for 18 months .”(A2)     

“The support from GM is important. GM must have enough support to the 

involved department.”(A5) 

“We actually force every department to have a certain ratio of rotation, we 

take it very serious.”(B6) 

 

 Purposely arrange the talents to be the deputy when the manager is on leave 

could let the talent have the opportunities to gain the experience as a leader. Besides, 

it is also an opportunity for the companies to check or assess the ability of their talents. 

Therefore, one companies even mentioned that one of their high level managers 

choose to go vacationing at the important time in order to let the successors to 

experience some important process of decision making. It may become a critical 

experience for those talents. Some FDI companies emphasize the importance of the 

acquisition of critical experience. It might be a difficult assignment or an important 

end to end project which can make the talents stronger. One interviewee mentioned 

that a real talent will regard this kind of difficult mission as a development 

opportunity instead of an extra burden, and initially learn how to do the time 

management or acquire new skills. Moreover, FDI companies also emphasize the 

oversea experiences such as oversea rotation, internship, project implementation, 

special training, etc. Several interviewees mentioned that they will select the specific 

talents to fly to other countries to accept challenges regularly. The purpose is to 

develop their cross cultural ability, problem-solving ability, increase different 

experiences, and broaden their international perspective which can echo with Ruddy 

and Anand (2009b)’s opinion that international experience can help the talents to learn 
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to deal with uncertainty, understand the customer needs, experience the diversity of 

different viewpoints.   

 

“We can assign them to be the vacation deputy of some managers…let them 

try to do some decision making as a leader or learn from mistake… ” (A6)  

“We once sent a talent to Cambodia to lead their accounting team for two 

months… the most effective way is to lead this group of people to do 

something…”(A3) 

“Group will hold some high-class training session and we need to send 

talent to strive for the opportunity…After the training, they were sent to a 

fishing village in Brazil to help them run the business for half a year. It was 

tough but a very good experience for those talents.”(A2) 

 

Learning from Others  

 There is 20% development occurs in learning from others. Talents are developed 

through the direct feedback, face to face discussion, and direct affection on the job, 

etc. There are five ways to be categorized in learning from others in this research 

including mentoring, exposure opportunities, engagement opportunities, senior talks, 

and 360 degree feedback.  

 Mentoring or coaching is one of the commonest ways to develop talents. In some 

FDI companies, the role of a mentor is to guide the talents to do decision making in 

their career and work. The existence of a mentor provides talents an opportunity to 

seek for different opinions and feedbacks. Mentors usually are not their direct 

supervisors. A mentor can be played by two levels above managers or other branches’ 

superintendents. One interviewee represented that their talent can freely apply for a 

mentor through specific website and can apply for being a mentor, too, and talents 
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could get more diverse opinions from all over the world. Coaching or mentoring is 

also regarded as a solution of bad performance in some participants’ companies. 

Besides, improved performance, clearly understanding of career path, and establishing 

closed relationship with mentor will motivate talent and enhance their commitment. 

The most difficult part is that the mentor is not the talents supervisor, so they need to 

give them directions instead of telling them the answers by asking questions.  

 

“We have a website called mentoring, if you need a mentor you can register 

on the website…A mentor needs to be very mature and remember he or she 

is not these talents’ boss. You cannot teach them how to do, and just can 

give them a direction…” (A3)  

“Mentoring is more like when talents want to seek different opinions or 

feedbacks, there is an experienced person they can ask for advises… the 

mentor will not let you know what is the next step clearly and guide you to 

the right road.” (A6) 

 

 In some local companies, mentor has different function. One of the interviewees 

represented that they assign every new coming employee a mentor who is responsible 

for transferring the knowledge and tips by closed delivering. Since the job is difficult 

to do, they rely on the planned mentoring system to transfer the intrinsic knowledge 

by demonstrating. The informal relationship between mentor and apprentice will 

benefit the talent development in the future. 

 

“I think mentoring is the core development way… It is a very difficult job. 

There is so much intrinsic knowledge which is difficult to transfer…the best 

way to do that is using mentoring…”(B2) 



72 
 

 

 Even though the function of mentoring in this research have a little different in 

FDI and local companies, but the purpose that develop talents through direct feedback 

and suggestion from experienced mentor are similar. According to Larson and 

Richburg (2004), good interaction between mentors and apprentices can enhance the 

effectiveness of talent development, retention of valued talent and work satisfaction 

which are similar to the finding in this research.  

 The exposure and engagement of talented employees are also taken serious by 

FDI companies. There are four purposes and benefits of enhancing exposure 

opportunities and joining engagement activities for talents. First, talents can get 

attention from high level managers in these activities. Second, they can represent that 

companies attach the importance on these talents and enhance their commitment. 

Third, they are good opportunities for the executors to show the result of talent 

development to high level managers. Finally, they can effectively broaden talent’s 

personal network. HR and line managers purposely arrange these talents to participate 

in some critical meetings, activities, and banquets with important people, and talents 

also use this kind of opportunities to engage with others and exchange opinions. In 

part of local companies, the same purposes are achieved through action learning. In 

action learning, talents need to cooperate with others and report to high level 

managers. All of that are the best way to exposure and engage people. The specific 

content of action learning will be presented in next section. 

 

“For example, we have a top management meeting. We will purposely 

arrange them to be responsible of a topic presentation… it will be a good 

opportunity to let top managers get understanding of them.”(A7) 

“When some important people visit us, we will invite talents to attend the 
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talk, banquet, and other social event…it can show our respect to these 

talents and enhance their commitment…they will also have opportunities to 

communicate with high level managers”(A1) 

 

    In order to get complete feedback from others, 360 degree feedback is conducted 

in several FDI and local companies. Since talents can learn a lot of development 

directions from 360 degree feedback, one interviewee suggest that companies should 

develop the education session to help talents to well take advantage of 360 degree 

feedback. Furthermore, the result of 360 degree also can be the references of talents’ 

IDP writing.  

 

“The 360 degree feedback is really profound! It can help talent understand 

the direction of the following development action.” (A3) 

 

 As mentioned, the attention from high level manager is important to talents’ 

future development. Therefore, some FDI and local companies specially arrange 

talents regular talking with high level managers from different functions. It not only 

helps talents to get attention from them, but also provide opportunities to learn their 

personal successful experiences which will have great benefits for these talents. 

Moreover, for these talents, a face to face discussion with high level managers is the 

strongest motivation. 

 

“We have a senior manager talk. I think it is the most effective …we will ask 

senior managers to do a personal sharing…It is a very practical experience 

for these talents! ”(A7) 

“The talk can let talents directly feel the high level managers’ thought and 



74 
 

perspectives.” (B4) 

 

Classroom Training 

 There is only 10% development happens in classroom training, and some of the 

interviewees mentioned it has less effectiveness and easy to be forgotten. In FDI 

companies’ talent development, class room training most of time is facilitated to 

deliver some general concepts and knowledge in expertise, or guide the talents to 

think their career. In some companies, talents will be preferentially invited to attend 

leadership session in which to learn how to be a leader in advance. Some companies 

directly send their talents to famous university to study in EMBA. One interviewee 

specially mentioned that she think the biggest effect of classroom training is to 

assemble the talents together and broaden their networking. 

 

“This 10% training is forgotten after the course. You can say that our 

purpose is to collect them together and create opportunity to do the 

networking.”(A6) 

“Training delivers a basis and overall knowledge which they can apply in 

daily work.” (A2) 

 

 Similar to FDI companies, local companies also send some talents go back to 

school and have leadership course for them to prepare to become a better leader. 

Several local companies design a series of action learning or special topic research for 

their talents. In action learning, high level managers assign a specific topic or 

challenges for company and then ask these talents to team up with each other to come 

up with a solution. Since the topic relates to company’s future, most of talents will be 

motivated to do it. During the process, talents need to collect the data, do the 



75 
 

interview, design the framework and solution together with different background 

people. In the end, they need to present the result in front of executive committee and 

the result is possible to become the real plan in future business operation. Similar to 

what Ruddy and Anand (2009b) proposed, there are several strengths in action 

learning including an opportunity to exposure in front of high level managers, engage 

with other talents, motivate the talents, and result in real contribution to company, etc. 

The interviewees emphasize that the design of topic should meet participants’ needs 

and consider the capability level and time of the participants. 

 

“Hipo will attend an action learning. Companies will assign some topic 

related the future challenge for company or new business to talents. After 

preparing for almost one year, they need to report to top management” (B2) 

“Because they are at the same team, they will have some sparks when they 

working together…the result will be commented by CEO, so they will think 

it is valuable.” (B1) 

 

Talent Retention 

 How to retain the important and well developed talents is the most urgent issue 

in TM. In this research, the interviewees suggested several methods which are 

respectively categorized to motivation drive, identification of company and others. 

Table 4.8 presents the finding in talent retention. 
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Table 4.8  

Coding List with Talent Retention 

Research Topic Category Code Key Concept (FDI) Code Key Concept (Local) 

8. Talent 

Retention 

1. Motivation 

Driver 

A8-1-1 Understand Talent    

 A8-1-2 Compensation B8-1-1 Compensation 

 A8-1-3 Career Development B8-1-2 Career Development 

  A8-1-4 Engaging with High 

Level Managers 

B8-1-3 Engaging with High 

Level Managers 

 2. Identification 

with Company 

A8-2-1 Successful Stories B8-2-1 Future Prospect of 

Company  

  A8-2-2 Employee 

Recognition 

B8-2-2 Best Working 

Environment 

  A8-2-3 Optional Working 

Style 

B8-2-3 Culture 

 3. Others A8-3-1 Implementation of 

HR Policy 

B8-3-1 Implementation of HR 

Policy 

  A8-3-2 Job Move B8-3-2 Leadership 

    B8-3-3 Differentiation and 

Fairness 

  

 Several interviewees mentioned that HR or line manager should spend time 

chatting with these talents and understand what are their motivation drivers. It is 

similar to what Brown et al. (2003) suggest and is one of the top 10 retention drivers 

in Towers Perrin’s (2005) study. This research finds three motivation drivers which 

can drive talents to stay in both FDI and local companies. The first one is a fair 

compensation package which is regarded as the commonest motivation driver. The 

second one is that company can provide great career development opportunities 

including learning, internal quick promotion, and oversea experience. The last one is 

the opportunity to engage with high level managers. One interviewee reported that 

they establish a communication channel to let employees talk with high level 

managers, and ask their high level managers to provide service to their employees in 
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order to appreciate employees’ efforts. Open and transparent communication channel 

with high level managers can let employees feel the respect from company.  

 

“It depends on what they need. Manager should know what they care 

about.”(A5) 

“We provide high ratio bonus and salary”(B5) 

“Give them appropriate development opportunities, and hope they can 

promote fast.”(A1) 

“It is just for talent. We provide them opportunities to have lunch with 

chairman or CEO.”(B7) 

 

 The second category is to establish talents’ identification to company. There are 

several ways to enhance their identification in FDI companies. As mentioned in talent 

attraction, a successful story always can motivate the talents to stay in company. 

Praising high performance employees in public and providing optional working 

conditions such as working at home are regarded as good ways to enhance 

identification to company.  

 In local companies, they think the future prospect of companies and establishing 

the best working environment are the most important things to retain talents. Besides, 

some interviewees mentioned that the business culture is an important factor in 

retaining talents. One interviewee mentioned that good compensation package can 

retain talents in short period but business culture can retain them in long term. 

 

“We select some employees with good performance and praise them on our 

website…we also provide some flexible working style options to employee…” 

(A2) 
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“I think it is about organizational culture. It is difficult to retain talent just 

by compensation.” (B5)  

 

 Besides, interviewees from FDI and local companies mentioned that the basic 

method to retain talents is to implement HR and talent management practices well 

include selection and development, etc. Leadership is also emphasized by some 

interviewees from local companies when it comes to talent retention, since many 

research results show that the talents who leave their job due to bad leadership of 

supervisors. Finally, companies are suggested by interviewees to obviously 

differentiate the treatment to good and bad performance, and then it can drive people 

to move forward based on performance and stay in companies.  

 

“You should implement the talent management program very solid which 

will be definitely felt by the talents and benefit retention.” (A4) 

  “Companies should make the differentiation between good and bad very 

clear, and then employees will feel it is fair. ” (B7) 

 

Measures of Talent Management 

 A good method which can effectively measure the result and effectiveness of TM 

will help companies to keep innovating and making progress in TM practices, and 

then create strong talent pool and pipeline for future use. The practices those FDI and 

local companies used to evaluate TM are presented as table 4.9 including measures in 

general TM program and planning, talent attraction, development, and talent 

retention. 
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Table 4.9  

Coding List with Measures of Talent Management  

Research Topic Category Code Key Concept (FDI) Code Key Concept (Local) 

9. Measures of 

Talent 

Management 

1. General TM 

and TM 

planning 

A9-1-1 Business Result B9-1-1 Talents’ Performance 

 A9-1-2 Promotion Ratio of 

Talents 

B9-1-2 Readiness of Talents 

 A9-1-3 Readiness of Talent   

  A9-1-4 Did not Do 

Evaluation 

  

 2. Talent 

Attraction 

A9-2-1 Quantity of Appliers 

in Each Job Openings 

B9-2-1 Participation Rate in 

Campus Recruiting 

  A9-2-2 Didn’t Have Formal 

Evaluation 

B9-2-2 Target Group 

    B9-2-3 Media Exposure 

    B9-2-4 Evaluation by Magazine 

    B9-2-5 Survey 

 3. Talent 

Development 

A9-3-1 

 

Direct Feedback B9-3-1 Direct Feedback 

  A9-3-2 360 Degree  B9-3-2 Satisfaction Survey 

    B9-3-3 IDP Progress 

    B9-3-4 Observation in Real 

Case 

 4. Retention A9-4-1 Turnover Rate of Key 

Talent 

B9-4-1 Turnover Rate of Key 

Talent  

    B9-4-2 Satisfaction Survey 

    B9-4-3 Three Phases of Talent 

Retention 

  

 The final purpose of TM is to create good business result and profit; therefore, 

some FDI companies regard the business performance as the best indicator to measure 

TM practices. They also regard some milestone achievements as the good effect of 

TM. Moreover, in order to let the important vacancies can be filled in time, the 

readiness in succession plan of talents can be used to evaluate the TM’s outcomes. 
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Some FDI companies mentioned they will keep tracking if the talent is ready right 

now or still need few years. The speed of making progress in readiness or promotion 

can help executor to evaluate whether the TM program works or not. Specially, one 

interviewee from FDI companies mentioned they did not do any specific evaluation 

for their TM, and think companies should put more efforts into developing talents 

instead of putting resources to find out how to measure TM. For local companies, they 

also use talents’ performance and readiness to measure their overall effect of TM 

program. 

 

“It definitely needs to consider the final business outcome…maybe the 

business growth is not all from TM, but at least we know we are walking on 

the right road.” (B6) 

“Key talents’ turnover rate is a critical indicator…we will also check their 

readiness in succession plan to see if it move forward or not…when we can 

see succession plan ready now which represent the effect of our effort.” 

(A3) 

  

 For talent attraction, the FDI companies normally used the quantity of job applier 

for different positions to measure their attractiveness to talents. Some interviewees 

presented that they do not have formal evaluation for talent attraction. Local 

companies in this part provided more methods to measure it. Similar to FDI 

companies, they calculate the number of participants in campus recruiting or job fair 

as the indicators of their attractiveness. Some interviewees represented that the ratio 

of candidates who come from their target university or other companies will be also a 

reference to assess the attractiveness. In some companies they regularly do the 

internal and external questionnaire survey to know the attraction for both external and 



81 
 

internal people. Furthermore, part of interviewees represented that they take the 

regular evaluation by famous business magazines or journals and the media exposure 

opportunities as one effective tool to check their attraction to talent. 

 

 “We don’t have a formal evaluation of attraction…if you post an job 

opening on the Internet, how many people come to apply can be one of 

indicators to show our attractiveness.”(A5) 

“You can go to read some business magazines and you will find they did the 

evaluation for you already.”(B5)   

    

 The measures of talent development mainly rely on the feedback from talents 

themselves and others’ feedback to the talents in FDI companies. As mentioned 

before, some executors or line managers will discuss with talents about their IDP 

progress and development circumstance to measure the talents’ development. The 

other one is to measure the talents’ behavior transfer after a series of development 

actions. The 360 degree feedback also can help companies to observe them in daily 

works.  

 Local companies also take their direct feedback seriously. Satisfaction survey 

and direct discussion are conducted. Besides, some interviewees mentioned that they 

will measure their development plan according to their finishing percentage of IDP, 

since the time and resources are limited. 

 

 “In the end of one year we ask them to do a personal report in order to get 

their direct ideas.” (A7) 

“Talent development result is difficult to observe, at the early stage we 

should evaluate if it follow the schedule or not, and then evaluate their 



82 
 

development circumstance at later stage.”(B1) 

 

 The measures of retention mainly focus on the turnover rate of critical talents in 

FDI and local companies. Besides, satisfaction survey is also conducted to evaluate 

the effort they put into retaining talents. Since some local companies regard TM as an 

overall system covering all the employees, one interviewee mentioned that the 

measure of talent retention should respectively aim at three phases including 

newcomers, employees, and talents to see if the retention strategies work for them.   

 

“We still go to see their turnover rate and compare it with the result last 

year.”(B7) 

“Usually we will see if these talents are willing to stay or not…we haven’t 

had a very concrete method to evaluate it…” (A6) 
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CHAPTER V. CONCLUSIONS AND 

RECOMMENDATIONS 

 In this chapter, the research conclusions are presented first, and then the 

recommendations are presented in the last section. 

 

Conclusions 

TM: A Series of Integrated People Management Actions for Talented 

Employees 

 Most of talents are regarded as the potential successors of some important 

positions; therefore, they must have capability to show the continuing good 

performance in their daily job to prove their capacity. For some companies, 

performance is just like a basic threshold. A real talent needs to have the potential, 

aspiration, good adaptability of change, leadership, etc. Some FDI companies ask 

their talent to have mobility due to the companies’ strategic needs. In order to 

effectively manage these talents and maximize their value, a series of people 

management actions including the succession planning and development plan are 

implemented. A successful TM practice needs good cooperation and strong 

commitment between HR, line managers, and high level managers. In order to 

effectively integrate each party and each function inside of HR, a specific integrator, 

account service system, and regular and formal talent management meetings are 

respectively used in different companies. The whole TM system is presented as figure 

5.1.   
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Effectively Aligning with Business Strategies   

 The most important thing in TM is to align it with business strategies. The 

similar methods for FDI companies and local companies are to make it directly one of 

business strategies and goals or expand the business strategies to form the talent 

strategies. Acquiring the support from high level managers can also ensure the TM 

planner or executor not depart from business strategies. The participation of high level 

managers in the specific talent management meeting is also regarded as a good chance 

to link TM and business strategies closely. FDI companies also strongly request their 

talents to follow companies’ business value in daily life. Local companies take 

advantage of the balanced scorecard and KPI setting to link with business. 
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The Roles of High Level Managers, Line Managers, and HR 

 No matter in FDI or local companies, the support or drive of high level managers 

are very critical, so being a good supporter and driver in TM is the main role in TM 

for high level managers. In FDI companies high level managers also need to be a 

communicator between line managers and HR and use their rich experiences in 

identifying talents. Keeping challenging the TM executors also ensures TM is on the 

right direction. In local companies, a good relationship between talents and high level 

managers is established through the role of mentor. 

 Line managers are the ones who know the talents the best, so the main job for 

line managers in TM are to identify talents, understand their needs and motivation like 

a good friend, and assist the talent in development. 

 HR is the facilitator of the whole TM process in which HR need to keep 

communicating with stakeholders and let them know the importance of TM clearly. 

Besides, HR is responsible for monitoring and tracking talents’ development trend and 

providing necessary help or resources when line managers need. 

 

Talent Management Planning and Identification  

 The first step to do the planning is to understand the current internal and external 

talent situation, a wealth information and data are needed. Most of FDI companies 

have a global standardized TM platform which can help executor to not only acquire 

needed information but also can remind them what they should do for their talents. 

Besides, it also can help FDI companies to mobilize the talents worldwide. Local 

companies usually use several HR systems together to integrate the information. 

Some local companies are working on establishing a skill inventory system which can 

help companies to search the talents with needed skills level and be the foundation of 

IDP.   
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 Most of planning works of FDI companies have been done by headquarters.  

Local branches only need to adjust them to meet local situation, and link to global 

strategies. The business strategies and TM planning should be linked closely and then 

according to it to do the anticipation of talent needs. FDI companies advocate that it 

should identify the critical positions first, and then understand what kind of skills or 

capability they are required. The way to anticipate talents needs by positions is similar 

to the successor planning. The situation of labor market should be carefully 

considered since some kinds of talents are difficult to find. Some local companies do 

the anticipation based on their total headcount plan and past experiences. Some of the 

local companies also anticipate by position; besides, the development of new products 

and expansion of new branches are also considered.  

 In order to use resources efficiently, most of the companies has talent segments 

practices. They segment the employees to talents and non-talents or use 3x3 grids to 

segment employees to nine categories according to their performance and potential. 

The evaluation of potential mostly rely on a standardized behavior guideline 

established by headquarter and discussions to judge whether the employees have 

potential or not. Besides, in some companies, assessment center, 360 degree feedback 

and peer review are implemented in identifying potential.  

 A special talent management meeting is held in most of the companies. They use 

this meeting to identify talents, calibrate the identification results and discuss talent 

issues. 

 

Building up Employer Branding to Attract Talents  

 Building up good employer brand is regarded the best way to attract talents. The 

first thing companies should do is to understand what kinds of images existing in 

people’s mind, and then decide what image companies want to leave in people’s mind. 
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 In FDI companies, they think development opportunities, corporate social 

responsibility, winner of famous award, successful stories, leading place in industry 

can be the effectively attract talents. In local company, they think a clear slogan, good 

HR policy, CSR, leading place in industry, successful stories, winner in famous award, 

identical culture, and companies’ value can attract talents.  

 FDI companies usually channels such as campus recruiting, interview, external 

lecture, network with professors, social media, social network site to deliver the 

information. The difference in local company is that some of them rely on employees’ 

personal network and hold event to attract talents.  

 

Talent Development   

 Talent development basically divided to four kinds including career development, 

on the job experience, learning from others, and classroom training. All of these rely 

on the implementation of IDP. In FDI companies, they implement some career 

relevant courses and arrange career talks with experts for talents, and provide dual 

ladder for them to choose their career. In local companies, some of the companies 

arrange external career consultants for talents.  

 On the job experiences is the most effective way for talents to be developed. FDI 

companies purposely arrange project assignment, rotation, deputy of supervisor, 

oversea experience and critical experience for their talented employees. Local 

companies usually develop talent through project assignment and rotation. 

 20% development occurs in learning from others. FDI local companies has 

similar practices including assigning mentors, arranging exposure and engagement 

opportunities, talking with senior manager and 360 degree feedback to talents. 

 Classroom training is regarded as a way with less effectiveness in FDI 

companies. They basically use it to deliver general concept and knowledge. Some of 
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them specially have leadership courses for talents. They also cooperate with famous 

university and send their talents to study in EMBA. In local companies, some regard 

action learning as the key talent development method. And also arrange some courses 

in university. 

 

Talent Retention  

 In talent retention, FDI companies request the line managers and HR to 

irregularly chat with talents in order to know their retention drivers. There are three 

main retention drivers in both FDI and local companies in this research including fair 

compensation package, great career development, opportunities to engage with high 

level managers. Companies also can retain talents through establishing their 

identification to company. The concrete methods in FDI companies are to deliver 

successful stories, praising them in public and provide optional working style. In local 

companies, the future prospect of company, good working environment, company 

culture can effectively enhance their identification. Moreover, complete HR policies, 

great leadership, and fairly treated by companies are also regarded as important 

factors which can retain talents. 

 

Measures of TM 

 For overall TM practices, the business performance is regarded as the best 

indicator to TM measurement since the final purpose for TM is to create good 

business outcomes. Besides, the readiness of TM to be the successor of critical 

positions and performance of talents are also important indicators in both parties of 

the companies.  

 For the measures of talent attraction, FDI and local companies calculate the 

numbers of participants or appliers in job fair, campus recruitment as the indicators of 
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attractiveness. Besides, internal and external questionnaire survey, business 

magazine’s evaluation and numbers of exposure in media can also measure the 

attractiveness of the company and TM practices. 

 The measures of talent development mainly rely on the feedback from talents. 

Using 360 degree feedback to know their behavior transfer from a series of 

development actions is implemented in FDI companies. In local companies, the direct 

feedback from talents, satisfaction survey, and finishing percentage of IDP are used to 

measure the outcome of talent development. 

   The measures of talent retention mainly focus on the turnover rate of critical 

talents in FDI and local companies. Satisfaction survey also can be a way to 

understand if the effort which put in retention works or not. A local company 

measures their talent retention for three levels including newcomers, formal 

employees and talents since the company regard all the employees as talents.  

 

Recommendations for FDI Companies 

 Most of the FDI companies have rich resources, tools, and system from 

headquarters to do talent management. Therefore, the recommendation for FDI 

companies focus on the flexibility to local situation. 

 

Establish a Complete Communication Channel     

 In order to establish talent mindset in whole company, FDI companies should 

establish an open channel which can help talent management executor to deliver the 

relevant information to all the employees and make sure the information is direct and 

correct.  
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Make TM More Humanized 

 Companies should make the whole process more humanized and then it can 

enhance the willingness of stakeholders to put effort into it. In this regard, HR or the 

executor should make the works as flexible as they can and get the whole support 

from all the stakeholders. 

 

Glocalize TM Strategies and Practices 

 Since most of TM planning and strategies are done by headquarters, how to 

make it closely attach the local situation will be a challenge. TM executors should 

consider and have deep understanding of business culture, local talents’ characteristics, 

needs, and the situation of labor market, and then link it to the global strategies by 

regularly checking and monitoring. Finally, develop a more appropriate way to 

implement TM in Taiwan. 

 

Be Patient 

  Most of FDI companies are very performance-oriented. However, the 

development of a mature talent is time-consuming. TM executor should try to educate 

the stakeholders to be patient in TM and talent development process. 

 

Recommendations for Local Companies 

 Most of the local companies are still at the beginning stage in talent management; 

therefore, they should make it standard and become a complete system. In this regard, 

the following are several recommendations for the local companies. 
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Establish Standardized TM System and Process  

 A standardized TM system and process can ensure the whole system consistently 

well implemented. If all the works become a system, stakeholders will spontaneously 

involve in the system and keep pushing it move forward. 

 

Keep Educating Line Managers’ TM Awareness 

 Line managers played an important role in developing talents. In order to form 

the awareness to TM of line managers, TM executors should arrange regular sessions 

or activities to deliver the importance of TM and provide methods to line manager. 

TM executor is also suggested to keep engaging with line managers to know their 

concerns, needs, and problems in TM and try to reach consensus together. 

 

Benchmarking  

 Since in some local companies’ TM is not that formalize, local companies should 

try to collect the information of benchmark companies outside. And then find out the 

most appropriate way to implement TM according to what benchmark companies do. 

Finally, adjust the practices to fit in their own organizations cultures. 

 

Multiple Developing Methods  

 Since every talent have different characteristics and needs, the way to develop 

them should be more flexible through providing multiple and person-fit methods to 

each talent and then keep evaluating and monitoring the development results. 

 

Ongoing Innovation in TM 

 Different from FDI companies in Taiwan which have endless ideas from 

headquarters. TM executors and other stakeholders in local companies should keep 
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learning, thinking, and innovating TM practices. In this regard, the commitment of 

TM stakeholders needs to be established. 

 

Recommendations for Future Studies 

 In this research, one of the purposes is to explore the overall system and 

practices of TM for the companies in Taiwan. An overall structure and content of TM 

has already identified. Future research can focus on the details in each factors, 

methods, problems or phenomena, and then develop the multiple solutions.  

 Companies in different background will have different TM practices. This 

research mainly used nationality to segment target companies. Future studies can use 

industry, organizational life cycle, or the size of companies to segment and then do the 

comparison. 

 Finally, in this research, researcher explored it through HR’s perspectives. Future 

research can explore it from different perspectives such as the talents, line managers, 

or high level managers. 
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APPENDIX A. INTERVIEW QUESTIONS 

 

您好： 

    我是臺灣師範大學國際人力資源發展所研究生。首先感謝您願

意撥冗接受訪談。本研究之主題為台灣公司的人才管理策略探討 

(The strategies of talent management for companies in Taiwan)，乃透過

訪談的方式，了解不同背景的公司其人才管理的策略與實務之差異。 

    本訪談以深度訪談之方式進行，目的為了解企業人才管理的策

略內涵與實務做法，時間約為五十分鐘。為便於後續之資料分析，

希望能在訪談期間全程錄音。此外，研究者將於訪談結束後，將資

料整理成文字檔，請您查核以確認陳述內涵的正確性。在此，非常

感謝您撥冗接受訪談並提供指導，您的參與將使本研究的結果更具

價值。 

敬祝   愉快 

台灣師範大學國際人力發展研究所 

                          研究生 郭維哲  

                                         指導教授 蔡錫濤 

敬上                                                                                

                                   Mobile：0918-234-352 

                          E-Mail: williamkuo25@gmail.com 

 

 

  

mailto:williamkuo25@gmail.com
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受訪者基本資料表 

您好，以下資訊將作為研究之用，絕不對外公開，感謝您的協助。 

  

姓名 
 

工作年資 總共年資  
於現在公司工

作之年資 

 

職稱  

教育程度 
 

主修  

工作經歷 
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訪談大綱 

1. 請您簡述貴公司對於人才(Talent)以及人才管理(Talent management)的定

義? 

2. 您認為貴公司的人才管理與公司整體經營策略或組織目標有所連結嗎? 是

用什麼方法確保人才管理與經營策略或組織目標契合? 

3. 請您簡述貴公司人才管理的具體作法與流程。 

4. 貴公司進行人才管理規劃時，涉入的單位有哪些? 主導權屬於哪個單位? 

5. 貴公司進行人才管理實施時，涉入的單位有哪些? 主導權屬於哪個單位?  

6. 貴公司進行人才管理時，各涉入單位之工作的整合程度如何?  

7. 貴公司實施人才管理時，高階主管的角色為何? 一般直線主管的角色為何? 

人力資源部門的角色為何? 

8. 請問貴公司是如何做人才管理規劃以及人才需求預測?是否有資訊系統輔助?

如何評估規劃的成效? 

9. 貴公司是否有作人才區隔(Segregation of Talent)? 其根據以及作法為何? 

10. 貴公司是如何吸引人才加入公司? 有投注資源在建立雇主品牌上嗎? 有的

話作法為何? 如何衡量成效? 

11. 貴公司主要是使用哪些方法進行人才發展? 哪一項成效最好? 為什麼? 如

何衡量成效? 

12. 貴公司的主要留才策略為何? 如何衡量成效? 

13. 貴公司如何確保公司內人才管理的永續發展與進步?以及對公司未來的人才

管理有什麼想法與建議? 
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APPENDIX B. EXAMPLE OF CODING PROCESS 

Coding & Concept Interview Content 

B6-11-30 

人才管理重點放在

line manager上面 

B6-11-31 

高階主管扮演啦啦隊

鼓勵團隊的角色 

 

B6-11-32 

HR做 supporting & 

admin的事情 

 

B6-11-33 

HR提供 line manager

一些整合性的想法與

建議 

答：其實人才管理的重點通常會放在一般的所謂的LINE 

MANAGER的上面,因為他們還是和人才最直接息息相關的, 

其實就像你說的大多數的公司的高階主管也都是扮演啦啦

隊的角色, 鼓勵團隊的角色。那HR的角色其實有分兩塊,

就像你剛剛講的,一塊是比較是做所謂的SURPPOTING, 去

做一些比較ADMIN的事情,這是一塊,另一塊就是我們也會

去提供LINE MANAGER一些想法,譬如他們做甚麼了或是根

據一些狀況他們不知怎麼解決的時候我們會提供我們覺得

比較適合的方法，以這家企業的現況、以他們人才發展的

狀況、以這個人的狀況然後去給一些建議。 

 

Theme Category Key Concept Concept 

Roles HR Facilitator B5-40-42 

HR負責通知與督促 

B5-41-43 

HR為執行單位，做紀錄、提供資料 

B6-11-32 

HR做 supporting & admin的事情 

B4-4-17 

HR協助 facilitate帶領 BU BG去釐清 

Communicator B1-10-28 

溝通非常重要，因為這些事情短期看不到績

效，但還是得去做 

B1-10-30 

經由溝通讓部門體認重要性，鮮少會有人抗

拒，互相配合 

 

Step1: Underline the 

important data 

 

 

 

Step 2: Form 

the concept 

 

 

 

 

Step 3: Give code 

B6=Case No. 

11=Page of Interview content 

32=Serial No. 

 

 

Step 4: Combine the 

concepts into key concepts 


