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The world of business has changed. The world of work has changed. And as companies across the globe struggle 
to move beyond the economic recession, many business leaders are adjusting their talent strategies to meet these 
shifting demands. As businesses continue to change at enormous speed, talent has become the one of the most 
important concerns for CEOs across the globe. But the approach to talent and talent management has changed. 
 
Whilst some still lean towards strategies that served them well prior to the economic crisis, many executives have 
recognised that the forces shaping future talent needs, such as global economic crises, demographic change, the 
demand for diversity and for finding meaning at work and the shortage of talent in critical jobs now require new 
talent strategies to position their companies for success. 
 
In most organizations Talent Management is now not merely an exclusive event, rather it has become a more 
holistic view looking at everyone in the company as business leaders recognize that only true engagement drives 
performance.  
 
Hence getting the best out of people is a joint responsibility of business, HR and the individual himself. Although 
HR may well act as an architect, business leaders and managers need to get the job done; it is therefore every 
business executive‟s responsibility to ensure the right people are attracted, engaged, developed and retained. 
 
Talent Management and Employee Engagement on the other hand cannot be treated in isolation; talent strategies 
cannot be independent of the overall business strategy. People professionals must fully understand the overall 
corporate strategy and speak the language of the business. 
 
It is my privilege to be involved in the European Talent Management Research Report. The report aims at 
exploring talent strategies, concerns of global companies, and unfolding trends as companies confront a fresh set 
of challenges that we expect will influence the coming few years and beyond. 
 
 
 
 
 
 
 
Mihaly Nagy 
CEO 
Stamford Global 
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The European Talent Survey was conducted amongst the 3400 members of the European Human Capital 
Management Excellence Network.  Over 100 organisations from Western Europe, the CIS, Baltics and Central and 
Eastern Europe took part.  
 
European HR professionals and business managers have a range of views about what constitutes talent in their 
organisations. For some, talent is about high performance and potential of a selected number of people to move 
up the organization into senior leadership or managerial positions.  For others, talent is an inclusive term which 
refers to all employees. For most, a successful talent strategy is concerned with both ends of the employment 
spectrum.  
 
The European Talent survey found that 76% of respondents identified talent as a top or growing priority to 
support the growth of their businesses and 50% of respondents had a defined talent strategy. There was agreement 
that talented people could drive productivity and business growth; improve customer share and be a differentiator 
at a time of intense global competition. Talent was seen as a pivotal resource in delivering competitive advantage.  
 
It was felt that talent management programmes could enhance the organisation‟s performance; support the 
achievement of stretch targets and provide insight to build new business segments. There was a growing 
recognition of the importance of „outside in‟ thinking, building talent strategy in the context of information from 
the external environment. The alignment of talent strategy to business strategy was of particular importance to 
European HR professionals. 
 
The skills identified as priorities for talent were varied. 67% of those responding to the European Talent survey 
believed that the ability to deal with and manage change was a priority; 31% believed that the ability to think 
strategically was also important; 22% identified the need to be able to work in virtual teams as a key attribute of 
talent (approximately the same as 2010) and 50% believed that information systems skills were a priority- up from 
25% in 2010. 
 
The way to develop these skills could be achieved by following a „European Talent Loop‟ which linked the 
requirements of the workforce plan to the development of an attractive employer brand; a rich mixture of 
development activities, the involvement of line managers and the effective measurement of talent outcomes.  
 
 
  



 

 

 
The attraction, development, management and retention of talent are critical to success. The performance of 
talented people is important for business growth since it has the potential to drive productivity. It can improve 
customer share and it can be a differentiator at a time of intense global competition (Ulrich 2011). In addition, the 
ability to attract and retain talent can enhance corporate reputation, which in turn can add to shareholder value 
(Brown and Turner 2011). Talent is a pivotal resource in delivering competitive advantage. Talent and talent 
management are of global significance and the subject of talent was on the agenda at the 2011 World Economic 
Forum Conference in Davos. It is of importance to governments, government agencies, NGOs, educational 
institutions, and community-based (CBOs) as well as business organisations. The economic crisis has crystallised 
the need to ensure that organisations have talented people at all levels.  
 
But the concepts of talent and talent management have changed. Whereas once „talent management‟ was mainly 
concerned with recruitment, it is now a much broader „essential management practice‟ covering organisational 
capability, individual development, performance enhancement, workforce planning and succession planning (CIPD 
2011).  Developing a talent strategy is at the heart of Human Resource Management and „making people your 
competitive advantage‟ at the heart of business management. (Lawler 2008). 
 

Figure 1- The European Talent Loop 
 

 
 
From the findings of the European Talent Survey, talent management could be viewed as a holistic process that 
begins with alignment of talent strategy to organizational strategy and works through a range of human resources 
activity in the form of a European Talent „Loop.‟ (Figure 1-after CIPD 2007) 
 

 



 

 

Talent Management in NFU Mutual  

NFU Mutual- Insurance Company, UK 
3500 employees 
 
NFU Mutual is a successful mutual insurer providing insurance, investments and pensions to a broad range of personal and 
business markets through 320 local branches. Over the past three years NFUM has focused on transforming its approach to talent 
and succession management from traditional, senior selection processes to an inclusive, transparent and accessible range of 
development processes, models and frameworks. 
 
NFUM focuses on two groups in particular; future technical leaders at all levels and high potential people leaders. The organisation 
, in partnership with external occupational psychologists, has developed a set of indicators of potential that can be reviewed 
alongside performance and behavioural expectations. These criteria are applied across the organisation to determine future 
potential; any development gaps identified for individuals then become the focus of career development plans.  
 
The indicators of potential include: 
 
• performance review data 
• demonstration of company values and behaviours 
• self-awareness 
• self-regulation 
•  openness to change 
• learning and drive. 
 
In 2011 NFUM partnered with Gallup to introduce the Q12 engagement survey, this has been supported by the adoption of a 
strengths-based philosophy to performance management and other development processes. 
 
In future NFUM plans to make its career development processes available to a much wider population through virtual learning. The 
aim is to create a learning culture where anyone who is willing to be pro-active about their development and have the right levels of 
ability, engagement and aspiration can progress their careers. 
 
John Wilson - Talent and Leadership Development Manager 

 
The 2011 European Talent Survey, established by Stamford Global, was conducted amongst the 3,600 members of 
the Human Capital Management Excellence Network. Research data was gathered through online questionnaires 
completed by both HR and business managers. In depth interviews also took place with HR professionals 
operating in Europe.  
 
Over 100 organisations from Western Europe, the CIS, Baltics and Central and Eastern Europe took part in the 
survey. The main respondents were HR professionals, including 36% at HR Vice President or HR Director and 31 
% at HR manager level. Some 10% were CEO‟s or Business Directors and 23% of those responding to the survey 
were consultants, academics or analysts. In addition, a number of organisations agreed to present their talent 
experiences in the form of case studies and business models. The data was drawn from a broad range of business 
sectors including: 
 

 25% from Services (professional, media, hospitality) 

 20% manufacturing or industry (automotive, aviation, chemical) 

 15% IT or telecommunications 

 14% the commercial sector (wholesale, retail and fmcg) 

 6% pharmaceutical 

 5% government and education. 

 4% transport and logistics 

 11% other 
 



 

 

A range of  categories were covered by the survey including the organisation and its environment, key trends and 
challenges, the priorities for talent management in Europe, the skills and knowledge required of talent and 
approaches to talent strategy. In addition, free responses were given to all aspects of talent management.  
 
The breadth and depth of data from the European Talent survey represented a good cross section of the views of 
European businesses. 
 

 
The starting point of the survey analysis was to identify how organisations defined talent. This was important 
because there are differences of opinion about what is meant by the term. The CIPD  (Tansley et al. 2007) had 
proposed definitions of both talent and talent management as:  
 

 Talent consists of those individuals who can make a difference to organisational performance either 
through their immediate contribution or, in the longer-term, by demonstrating the highest levels of 
potential. 
 

 Talent management is the systematic attraction, identification, development, engagement, retention and 
deployment of those individuals who are of particular value to an organisation, either in view of their „high 
potential‟ for the future or because they are fulfilling business/operation-critical roles.‟ 

 
But interpretations of what an organisation means by the term „talent‟ continue. At one end of the scale talent was 
translated into „top talent‟ an exclusive term referring to high performers or those who could fill executive 
positions. At the other end of the scale, talent was translated as applying to all employees. The European Talent 
Survey reflected this diversity of views. 
 
It should not be surprising to find that the ability to take up future leadership positions featured strongly in the 
definition of talent in Europe and there was an emphasis in many of the responses on those employees deemed to 
have high potential. Amongst the definitions of talent were:  
 
‘A future leader with deep knowledge of the industry and good interpersonal skills’ or ‘Individuals who 
have the potential to lead in a determined timescale- 1 to 3 years’ and ‘people with the ability, 
engagement and aspiration to perform well in the their current role and have the ability and desire to 
progress within the organisation’  
 
This view was widely but not universally shared and there were other strong themes. For some, the definition of 
talent was concerned with specific attributes or ability in a particular competence: 
 
‘Individuals that have potential to bring and manage positive change, who are capable to take leadership 
roles and be role models for others’ 
  
For others the definition of talent was more concerned with knowledge that could help in innovation: 
 
‘The ability to learn and apply the new knowledge in practice performance engagement’ 
 
And for others the definition of talent focused on capability and values: 
 
‘People with diverse capabilities, essential to the success to the company and its customers’ and  ‘a 
person delivering results, a role model according to the company's values and core competencies, fully 
engaged and with potential and will to further develop’ 

 
  



 

 

Talent Management in Ferrero  

Ferrero- Confectionary, Russia and CIS  Employees 20000 Worldwide 
 
The challenge facing the Ferrero Russia and CIS was to ensure employee engagement and motivation in a workforce with an 
average age of 32 years, 99% of whom have Higher education, and the average length of 
service is less than 3 years  
 
In the first instance the company focused on effective communications so that every employee knows and understands the 
company vision, strategic directions and business goals, have all the necessary information about the company business results 
and have the opportunity to be heard.  In addition Ferrero provided a wide range of development opportunities to support the 
commitment to professional and personal growth. These people strategies were accompanied by attractive reward & recognition 
systems to remain competitive in a tough labour market. But a key focus was on the development of the leadership competencies 
and skills to guarantee that the employee gets the necessary guidance and support in the achievement of the company‟s goals. In 
Ferrero Russia &CIS, leadership development became an essential part of the talent development strategy and is integrated in the 
Talent Acquisition process, Performance Management and Management Development processes. 
 
One of the recent local initiatives was the Leadership Excellence project at the Russia & CIS Area level.  The first milestone was 
the roll out of the tailor-made Leadership Essentials program, which has been developed together with DDI (Development 
Dimensions International) in cooperation with the Ferrero Corporate University.  The program has been built around the critical 
leadership skills which are: 
  
• Motivating Others through Engagement,  
• Setting Performance Expectations,  
• Reviewing Performance Progress,  
• Coaching for Leaders.  

 
To assure quality, the program is followed up by workshops in “Mastering the leadership skills” conducted by internal trainers and 
DDI‟s consultants. There is also the set of “Leadership cards” developed which provides easy refreshment of the main tools and 
models, which have been learnt at the program. 
 
The next deliverables of the Leadership Excellence project is “Change Management” and “Basics of Emotional Intelligence” 
modules, which match the company core competency model, specifically „leading the change‟, „managing ambiguity‟ competencies, 
and will be again followed by mastering skills classes. 
 
In Ferrero Russia & CIS, the leader‟s skills development process is one of continuous improvement, which assures regular cross-
checks with business and organizational strategies and supports the necessary level of the employees‟ engagement and 
motivation.  
 
 Janna Terentieva - HR Director Ferrero Russia and CIS 

Nearly 30% of respondents took the view that talent was an inclusive, all embracing term: 
 
Every employee has unique talents, every job requires specific talents, the key is for organization to best 
match supply with demand, in particular for critical positions’ and ‘talent is anybody who has potential to 
succeed in our organization. 
 
European HR professionals and business managers therefore have a range of views about what constitutes talent 
in their organisations. For some, talent is about high performance and potential of a selected number of people to 
move up the organization into senior leadership or managerial positions.  For others, talent is an inclusive term 
which refers to all employees. For most, a successful talent strategy is concerned with both ends of the 
employment spectrum. On the one hand, the organisation will need to ensure a supply of future leaders, whether 
this is part of a succession plan or in the development of talent pools. But on the other, and increasingly, there will 
be a focus on the talent of everyone who works in the organization.  
 
A conclusion from this survey and dialogue with European HR professionals is that organisations will in future 
look to develop a talent strategy that embraces all employees but at the same time has initiatives to supply future 
leaders or those in key positions. This is a talent strategy that appears to be simultaneously inclusive and exclusive. 
In reality it is a balanced approach and in Europe it is forecast that talent management will be as much concerned 
with employee engagement as with succession planning. 
  



 

 

 
At the 2011 European Human Asset Conference in Budapest, Professor David Ulrich outlined a powerful business 
case for talent, demonstrating how it could create value for a wide variety of stakeholders. Where an organisation 
could show that it was managed by talented people it could improve investor confidence; it could enhance 
customer loyalty; it could lead to the effective execution of business strategy and it could lead to greater customer 
commitment. (Ulrich 2011). Capelli (2008) has put forward the concept of „talent on demand‟ in recognition of the 
critical nature of the subject. 
 
Such a perspective was reinforced by the CIPD (2011) who noted that „the business case for taking a strategic 
approach to talent management is strong and persuasive,‟ since talent was a key priority for business managers in 
their quest for competitive advantage. Talent could also contribute to other strategic objectives including: building 
a high performance workplace; encouraging a learning organisation; adding value to the „employer of choice‟ and 
branding agenda and contributing to diversity management. 
 
There was other evidence in support of the business case for talent management and in 2010 the World Federation 
of People Management Associations concluded in their Creating People Advantage report (WFPMA/BCG 2010) that 
those companies which didn‟t adapt to the‟ new state of high volatility will be rendered obsolete by more nimble 
and flexible rivals.‟ One way to avoid this was by an effective talent strategy. The case for talent management is 
compelling and this viewpoint was reflected in the European Talent Survey.  

 
The business reasons given for developing talent in Europe were concerned with market pressures, financial 
performance and stretch targets. Successful organisations would be the ones who had talented people in place to 
navigate difficult economic circumstances and achieve organizational goals. But there were other perspectives on 
the business case for talent. A summary of viewpoints revealed some common threads: 
 

 Talent management programmes could enhance the organisation‟s performance  resulting in higher business 
performance indicators 

 An effective talent management programme could support the achievement of stretch targets by ensuring a supply 
of leaders through all parts of the organisation  

 Giving talent the opportunity to gain insight into the company through structured development and secondment 
opportunities and then using this insight to build new business segments was a value adding outcome of the 
investment in talent. 

  

 The development of internationally minded leaders would support the organisation‟s global growth. However, the 
business case for investment in a talent strategy in European organisations was dependent upon the context of the 
market in which the organisation was competing. For some, talented people were important for the survival of the 
organization in difficult times. For others talent development was a key to global growth.  There was a growing 
recognition of the importance of „outside in‟ thinking, building talent strategy in the context of information from 
the external environment. (Ulrich et al 2011). To investigate this further the European Talent survey assessed the 
current state of the market environment and how this had affected the supply and demand for talent.   
 

 



 

 

 
From the mid 1990‟s a combination of economic, social and political factors came together to create an intensely 
competitive labour market for talent. In this environment a „War for Talent‟ began with an initial focus on the 
corner offices of Corporate America. The concept was given a language by Mckinsey and Co‟s seminal report in 
1998 (Chambers et al). At the beginning, the War for Talent was concerned with the ability to attract and retain 
senior executives in large organisations. However it soon became clear that labour shortages were widespread and 
companies worldwide experienced hiring difficulties at many levels of the organization. Talent and talent 
management thus became global phenomena and for a decade have been uppermost in the minds of both HR 
professionals and business managers. 

 
Worldwide recession from 2008 raised questions about how the subject of talent should be approached. At one 
extreme there were those who were opposed to the concept of a War for Talent, regarding the language as being 
fuelled by an inappropriate aggression and elitism. They suggested a more inclusive approach whereby the term 
talent equated to all employees. At the other extreme was recognition of the necessity to attract and retain top 
performers. Of course there were many positions in between these two viewpoints.  
 
From which ever position was adopted, there was agreement that organisations had to focus their efforts on 
engaging, motivating and fully using the skills of their workforces (McCartney 2009). Even when economic 
recession played havoc with human resource plans, effective talent management was still regarded as a factor in 
company success or survival. Indeed one of the first findings from the survey was that 66% of European HR 
professionals believed that the „war for talent‟ would increase significantly over the next 5 years.  
At the European Human Asset conferences in 2010 and 2011, first the World Federation of People Management 
Associations, in conjunction with Boston Consulting Group highlighted the continuing shortages of leadership 
talent; and subsequently Professor David Ulrich‟s insights concluded that „talent is a win/win game.‟ For many 
organisations talent attraction, retention and management have remained on the strategic agenda in spite of 
recessionary economic pressures. The factors that had an impact on European Talent Management were consistent 
with those that had been identified in research into the global context. These included a mismatch between 
workforce supply and demand and increasingly competitive global markets (Tansley et al 2007). Amongst specific 
characteristics were the effects of an ageing workforce, increasing global mobility, a highly competitive marketplace 
for labour, organizational culture, employee engagement and leadership development. (SHRM 2007).   
 
However there were some differences in emphasis in the European context. For example, there were mixed 
reactions to the economic crisis and its effect on European organisations. Whilst 20% of organisations in Europe 
still considered themselves to be in recession mode in 2011 (about the same as in 2010), 29% believed they had 
emerged from recession and a further 34% were preparing for growth (slightly less than in 2010). The 2011 crisis 
in the Eurozone was clearly having an impact on talent management, however, and 46% of respondents thought 
that there would be budget constraints to the talent acquisition department. This was an increase from the 21% 
figure in the 2010 survey. But against this background, 76% of respondents to the European Talent Survey 
identified talent as a top or growing priority to support the growth of their businesses.A number of factors leading 
to talent shortages were identified in the European survey. As well as demographic changes due to an ageing 
population and the migration of talent between countries, there was a strong emphasis on the changing values of 
the workforce of which a stronger focus on work life balance was emphasized. There was also a strong educational 
element since 38% of respondents believed that there was a gap between what universities were providing through 
education and what was needed in a business environment. These results show that European organisations faced 
some unique challenges in talent management.  
 

  



 

 

Talent Management in Bunge Danube 

Bunge-Agribusiness, Danube 
32000 employees worldwide 
 
Bunge Danube is a growing business, operating in a volatile market environment and demonstrates a dynamic company culture. 
The company applies a best practice „blended approach” to succession and talent management covering both of the aspects in a 
single, very pragmatic process. The process pursues a succession objective that ensures suitable managers are available to fill 
vacancies that develop both, expectedly or unexpectedly during the year.  
 
A “blended approach” means that this process also covers talent management.  A conscious and deliberate approach to attract, 
develop and retain the right people has been created so they have the skills and competencies necessary to meet current and 
future organisational needs.  
 
This is a rich process underpinned by three critical success factors:  
 

 Firstly, the emphasis on and  the quality of the cross-functional/ cross-segment discussions, 

 Secondly, the shared ownership of HR and line managers in the process. Succession and talent management is a high 
„value add‟ process, which is achieved through the collaboration of the line managers and the HR. 

 Another critical success factor is our approach to and within the process.  
 

For it to work effectively the management teams need to be open, honest and objective and inclusive of all employees. The 
approach we have developed is practical and pragmatic, not bureaucratic.  
 
A key outcome of the Succession and Talent Management process, is the ability to identify organisational strengths and needs, 
with the visibility of a Talent Map. This enables us to take a step further and feed the outcome into the Human Capital Development 
process of the Company. It enables us to ensure the HR investment focuses on the right people, to gain the maximise Return On 
Investment.  
 
Succession and Talent management processes cannot stand alone, they only add value to the business if horizontal and vertical 
integrations is ensured. These processes need clear links with the overall business strategy, resourcing policy, and recruitment as 
well as with the individual development plans. 
 
Klara Tatar-Kiss - Human Resources Director- Danube Region 

In summary, the talent challenges in the current economic environment are twofold. The first is profession specific 
since talent shortages appear to be particularly focused on a few key areas; the second is skills specific and the 
European Talent Survey has highlighted those skills which will be valued in the coming years. Skills include both 
aptitude and behavioural qualities. 
 
The organisational response will therefore need to be multi- faceted including 
  

 Reliable and dynamic HR metrics 

 Targeted „attraction‟ 

 Specific engagement strategies 

 Reward policies that are relevant to the organisational mix 

 Learning, training and development that reflects the needs of a multi- generational workforce 
 
The following section will discuss further findings about this area. 
 

 



 

 

Talent Management in Hertz 

Switzerland and Worldwide  
29000 employees worldwide 
 
In 2007, Hertz established a fully integrated global talent management structure:   
 

1. Creating an HR matrix built on HR Business Partners, HR IT and Operations, Total Rewards, and a global Talent 
Management Centre of Expertise (COE), all directly linked to and driven by business priorities.  

2. Consolidating all talent processes such as Talent Acquisition, Learning and Development, Performance and Career 
Management, Succession and High Potential Management, Assessment Services, Change and Culture, Human Capital 
Measurement, into one unit. 

3. Positioning HR as a service organization to increase operational effectiveness to drive market competiveness, based on 
the concept “One Global HR – The people part of business”. 

 
 “The people part of business” signifies a total commitment to be an integral part of the Hertz value chain globally. Its sole focus is 
to unrelentingly deliver both business-driven and integrated people solutions.  It embodies an impassioned focus to contribute to 
Hertz‟s becoming the employer of choice. In the case of Hertz‟s global talent management, a seamless pool of expertise and 
competence can be drawn upon to deliver specific people-oriented processes to Hertz businesses around the world. 
 
Hertz defines talent as “…employees at all organizational levels who demonstrate sustained performance and proven potential”.  
Talent is managed using a portfolio approach around an employee lifecycle model which, itself, is aligned to business processes. 
Talent capability evaluation is an integral part of the annual strategy process, ensuring that critical talent needs are recognized and 
budgeted upstream. Thus, talent development is managed as an investment, not as a cost. 
 
Global talent management provides robust tools and processes to manage turnover, increase retention, and standardize employee 
on-boarding.  Regional recruitment centres are in place to meet volume recruitment demands in a timely and effective way.  A 
Hertz leadership model provides a strong foundation describing job specific core competencies and personality traits.  
 
Global talent management also leads process focused organizational design activities to establish more effective business 
structures.  It also helps the organization capitalize on the strengths of its talent, e.g. matching individual capabilities and career 
expectations with the competencies required for superior individual and business performance.  Achieving this match provides a 
sound basis for maximum job satisfaction, leading in turn to sustained performance.  Performance management is the catalyst for 
all Hertz talent processes. 
 
Identifying, selecting and promoting talent is part of the ongoing career development and succession processes.  Hertz‟s 
preference is to fill positions from within.  Cross-functional and cross-geographical moves are encouraged, and wherever possible, 
actively implemented.  The Hertz University provides comprehensive and targeted development programs globally.  In addition, 
robust people evaluation processes based on proven and validated tools such as 360° instruments, and assessment 
methodologies are widely deployed. 
 
The globalization of markets combined with ongoing economic uncertainties creates inherent risk. Acquiring, developing, and 
retaining talent capable of recognizing and proactively mitigating risk is critical to sustaining organizational performance.   
 
Karl-Heinz Oehler - Vice President, Global Talent Management 

 
In addition to social and demographic influences, European HR professionals highlighted a range of skills that will 
be priorities over the next few years. Two of these reflect the different definitions of talent. On the one hand, there 
was a perceived need for those who were able to think strategically which would apply mostly to those in the 
leadership cadre of talent. On the other hand the ability to deal with and manage change would be applicable to 
everyone who worked in the organization. Similarly the requirement to have technology skills was also important 
and had increased significantly since 2010.  
 

  



 

 

The key findings in respect of future skills of talent in Europe were: 
 

 67% of those responding to the European Talent survey believed that the ability to deal with and 
manage change was a priority 

 31% believed that the ability to think strategically was also important 

 22% identified the need to be able to work in virtual teams as a key attribute of talent (approximately 
the same as 2010) 

 50% believed that information systems skills were a priority- up from 25% in 2010 
 
Other skills that were regarded as important to the talent equation were communication and interpersonal, project 
management and process management. But there had been a significant fall in those regarding industry knowledge 
as the top priority. In 2010 this figure was 24% but by 2011 the figure had fallen to 12.5%.  Whether this reflects a 
sustained trend away from talent with specific skills for an industry or sector, towards a more generic definition of 
talent remains to be seen. 

  
In this context, a number of talent acquisition challenges were highlighted.  Internally, European HR professionals 
regarded the alignment of talent strategy to corporate strategy as being of particular importance- which was also 
reflected in future skills requirements. But it was the ability to leverage the power of social media that was a 
growing interest. The key findings of the European survey in respect of those factors important to the acquisition 
of talent were: 
 

 44% identified the alignment of talent strategy to the business strategy as very important. This 
means making sure that the type of people bought into and developed in the organization had the 
necessary skills and outlook to deliver the strategy. There was evidence of a much closer alignment 
between the two positions in the practices of European HR professionals. 

 32% regarded the ability to leverage social media in the talent process of high importance- an 
increase on the data from the 2010 survey- the growing importance of social media was a theme that ran 
through several of the answers to the survey. 

 A further area of great interest was to enhance the employer brand and 72% of organisations regarded 
this as important or very important. 

 61% identified improvement to the overall candidate experience as an important factor which reflects 
the recognition that attraction was not only about achieving quantity targets but qualitative ones as well. 

 
 
The context of talent management in Europe is a dynamic one. Traditional challenges arising from demographic 
trends such as the ageing workforce and labour mobility are supplemented by newer ones such as the growth of 
social networking. And on top of all of this there are internal pressures to deliver cost effective talent management 
programmes through better measurement tools and techniques. Information about the talent strategies of 
European organisations will shed some light on how they are dealing with these challenges. 

 



 

 

Talent Management in Volvo 

Volvo Car Corporation, Automobile Industry, Sweden and Worldwide 
20,000 employees worldwide 
 
In 2009, Volvo Car Corporation created a global Talent Management Centre of Expertise. The intent was to integrate individual 
components as part of a total TM system. The consolidation of the TM activities created closer alignment with the Corporate 
business agenda.  
 
Volvo Cars is a Human Centric Company and also one which takes an inclusive view of Talent. All of the people in the company 
have talent and the objective therefore is to create the conditions where all have the possibility to contribute more and grow for the 
future. To achieve this Volvo recognised that TM was not just about managing the select few. It was about creating the 
Organisational Capability- Competence, Commitment Culture and Governance to enable the Company to deliver on its business 
commitments in the short, medium and long term. 
 
Everything within the TM activity at Volvo is focused upon this aim. There is an overarching TM strategy and then for each of the 
individual TM elements there is a Framework within which processes, methods, tools and products are developed.  
 
A key element is the Competence Management Framework which covers every role in the Company and the competences needed 
for it. Each individual employee assesses themselves against this standard and discusses it with their supervisor. Learning 
priorities are determined and plans decided.  
 
As part of its culture Volvo has been keen to create a Learning organisation with individual employees taking primary responsibility 
for their Learning agenda. Employees can consult the "Learning in Everyday Life Wheel" to decide their preferred learning 
approach- mentoring, coaching in teams, e learning, via the Knowledge Share site etc  
 
And so it is for each of the TM elements- an integrated approach. 
 
The message from Volvo Cars is simple. Talent Management is not about managing individuals. It is about Community building. 
Building the work community which will connect with talent, attract it, engage and energise it, and most importantly of all, to allow it 
to grow. 
 
Geoff Glover- Vice President HR 

 
There has been a good deal of research into how organisations go about developing talent strategy. Amongst the 
findings are the benefits of talent strategy being organization wide (Cheese Thomas and Craig 2008) and being one 
of the pillars on which future success and corporate reputation could be built. (Brown and Turner 2008). It was 
suggested that companies should have a clear focus; human resource practices that valued people as a strategic 
resource, and innovation in HR practice implementation. In 2009, leading academic Mark Huselid advocated the 
creation of a „strategic talent responsibility matrix‟ to help companies to ensure that talent had the greatest impact 
on organizational performance- even during times of economic hardship. (Huselid  2009).  
 
There was evidence of these strategic approaches in Europe and 50% of the organisations responding to the 
European Talent Survey in 2011 had a defined talent strategy. In particular there was a focus from respondents on 
the necessity of strategic alignment to business or wider organisational objectives and strategy. 
 

  



 

 

The responses to questions about the objectives of talent management include: 
 
‘To align talent management with long term business strategy’ and ‘the right people in the right places at 
the right time’ 
 
This type of response supports other evidence in Europe of the growing importance of workforce planning as a 
driver of talent strategy and reflects the CIPD‟s conclusions on the subject. (CIPD 2010) Whilst there was 
recognition of the need for a strategic perspective on talent, European HR professionals were also concerned with 
pragmatic short term objectives: 
 
‘To keep the organization working, to propose creative solutions to the customer’ and ’to supply the 
company with the best resources for further growth’ 
 
A further emphasis was on the development of processes and models for implementation of talent strategy. A 
thread running through the approaches to implementation was the „talent loop‟ identified by the CIPD around the 
themes of „attracting talent- developing talent and managing talent.‟ (Tansley et al 2007). In Europe it is possible to 
modify this and link important themes of talent strategy into a holistic process- a European Talent „Loop.‟ (see 
figure 1) 
 
It has been emphasized that talent initiatives should not stand alone but should be integrated into other HR and 
business activity and this was certainly a feature of the European study. An approach that would support this 
integration involved the preparation of a business case for talent before making sure systems and processes were 
aligned. The creation of talent pools from which key positions could be filled could follow.  
 
Against these objectives, the European Talent survey asked questions about the priorities for talent which showed 
that: 
 

 Identifying future leaders was rated as being one of the most important priorities 

 Having done so, then the emphasis would shift to Improving leadership development at all levels 

 These activities should take place in the context of aligning talent strategy to business strategy which 
was a recurring theme throughout the survey 

 There was a continuing focus on attracting quality candidates to the organization 

 This was matched by an increasing recognition of the need to engage and retain talent once 
employed. 

 
The survey had a range of views about organizational capability to deliver talent strategy. Most were cautiously 
confident; there was greater confidence in the ability to identify and understand the key roles in the organization 
and link talent strategy to organizational goals and objectives; but there was less confidence in managing change 
and cultural diversity. The ability to attract the right people with the right skills was an area where many felt a 
particular challenge. In addition, an area of increasing importance is the need to communicate and engage with 
talent throughout the organization and however it is defined.  
 
The questions about investment in talent activities reflected these conclusions with more investment going to 
leadership development as well as acquisition. The majority of those responding to the survey felt that there would 
be no change in retention and engagement or reward activities.  
 
The focus was increasingly on converting talent strategies into workable practices and the involvement of both HR 
and line managers were identified as critical success factors. This is consistent with other studies of Talent. 
(Tansley et al 2007)                                                   

 
  



 

 

Figure 2- Investment in Talent Activity 
 

 
More 

Investment 
No Change less Investment 

Not 
Applicable 

Leadership Development 54.30% 29.30% 15.20% 1.10% 

Workforce Training 38.90% 50.00% 10.00% 1.10% 

Employee Engagement 37.10% 47.20% 10.10% 5.60% 

Talent Acquisition, Attraction 46.10% 36.00% 13.50% 4.50% 

Retention & Engagement 23.60% 59.60% 14.60% 2.20% 

Rewards & Incentives 18.00% 62.90% 16.90% 2.20% 

Performance Management 37.10% 51.70% 10.10% 1.10% 

Career Development 
Programmes 

35.60% 45.60% 13.30% 5.60% 

Talent Mobility 30.30% 41.60% 13.50% 14.60% 

Employer Branding 36.40% 44.30% 9.10% 10.20% 

Communication 39.80% 51.10% 6.80% 2.30% 

 
 

From other evidence it is apparent that investment in talent activity is likely to be subjected to the prevailing 
economic circumstances. There is optimism that organisations will regard their talent spend as an investment 
rather than a cost. Nonetheless European HR professionals will have to continue to demonstrate the value added 
of their talent management. Given the very low levels of confidence in the ability to measure the effectiveness of 
talent programmes as a return on investment, this means more emphasis on the subject of financial returns. 
 

 



 

 

 

 
The European talent survey found that the majority of respondents were confident in their organisation‟s ability to 
attract the right talent but this was slightly lower than confidence in 2010. They were also confident in their ability 
to link talent strategy to organizational goals. There was less confidence in managing change, work life balance, 
diversity and cultural transformation. In addition, only a few organisations were confident in their ability to 
measure the effectiveness of their talent programmes. The key findings in detail were: 
 

 In spite of the economic recession and the increase in the supply of labour, there had been a fall in 
confidence in the ability to attract the right people to the organization from 12% who were very 
confident in 2010 to 10% in 2011, although a further 53% were confident. 

 Nevertheless there had been an increase in the number who were very confident in their ability to align 
their talent strategy to the organisation’s strategy and 57% had a good deal of confidence in the ability 
to link performance to business goals.  

 50% were confident in their ability to engage talented employees  

 41% were confident or very confident in their succession planning processes, although a high 
proportion (22%) were not confident 

 Around 40% were confident in involving business in talent programmes 

 Around 40% were confident in the ability to manage change and this reflects the development priority 
attached to the subject in later questions. 

 Amongst the lowest levels of confidence were in managing work life balance, diversity, knowledge 
sharing and managing cultural transformation 

 There was still a very small number who were very confident in their ability to measure the outputs 
and effects of their talent programmes (1.7% very confident in 2011 compared with 3% in 2010).  

 
These results show that there is progress being made in several areas of talent management in Europe. The 
improvement in the alignment of talent to business strategy and the ability to link talent to performance goals are 
positive trends. And the ability to engage and involve talent was encouraging although there is recognition that 
there is still work to do in the areas of work life balance and diversity.  
 
However the ability to measure outcomes is an area that might be a priority in future given that returns on 
investment will increasingly come under scrutiny. There is evidence in support of this. In 2011, whilst 36% 
regarded the alignment of talent strategy to corporate strategy as being very important only 12% regarded 
measuring the return on investment on talent programmes as being very important. The figures are approximately 
the same (if not a little lower) than 2010. There is a mismatch between the objective of  strategic alignment and the 
measurement of alignment. This position may not be sustainable as European HR professionals seek budgets in 
support of their talent activities.  



 

 

 
Talent attraction is the operational foundation on which subsequent talent activities would depend and European 
organisations applied a wide variety of methods to ensure that they have a sufficient supply of talented people. 
Some organisations were dependent on internally employed recruiters; others used search firms or agencies. But 
there were some things on which there was consistent agreement. 
 
The most significant trend that appears throughout several of the questions in the survey is the use of social 
networking as an acquisition tool for talent: 
 

 41.3% of respondents highlighted social media as a source of recruitment in 2011, up from 32% in 2010 
and 92% believed that using social media or professional networks were an important source of 
quality candidates.  
 

 54% of respondents identified social networking as a very important trend and influence on talent 
management in 2011, up from 43% in 2010. 

 
In addition to the use of social media there was a strong interest in the employer brand and over 50% of 
respondents identified this as a very important part of the overall market proposition. Over 80% intended to 
revamp their employer brand. A further growing trend was the use of employee referral programmes and 66% of 
respondents saw these as important or very important. But the number of those identifying hiring search firms as an 
important priority fell from 30% in 2010 to 25% in 2011. 
 
 A further significant finding is the continued emphasis on the internal sourcing of talent which was a strong 
feature of the surveys in both 2010 and 2011. Finally, 76% of respondents saw the continuance of assessment 
centres, behavioural interviews and other sophisticated assessment processes as part of their appraisal and 
acquisition activity. A notable change in approach was the number of organisations ranking the outsourcing of 
recruitment services as a priority rose from 18% in 2010 to 36% in 2011.   
 
When asked about the priority areas for sourcing over the next 3 years, sales and marketing roles were considered 
to be the most important as organisations sought to boost their order books. Strategy, Information technology and 
research and development employees were also priority roles. A middle range of priorities related to operations and 
customer service positions.  
                                               
There were differences in the sourcing responses between 2010 and 2011. Whilst sales roles were still the most 
important priority, there was a slight decrease from the previous year (down from 62% in 2010 to 56% in 2011); 
but IT and R&D roles had risen in priority (R&D from 30% in 2010 to 35% in 2011). Customer service and 
operation roles had decreased in importance slightly from 2010 to 2011. It is likely that these changes reflect the 
perceived availability of labour in the European market as well as company priorities. 
 
 
 
 

  

“

”



 

 

Figure 3- Talent Priorities 
 

How Important sourcing of talent for the following functions going to be for your organisation  
in the next 3 years 

 
 
The attraction of talent was only one part of the challenge. Retention is an area that is of growing importance; 
often being linked to employee engagement. Research findings in other geographies showed that integrating talent 
and reward management led to better retention rates. (WorldatWork/Watson Wyatt 2009). But the literature also 
showed that talent retention was complicated by a range of factors not least of which were the generational 
differences which could have implications for engagement and hence talent retention. There was a prevailing view 
that retention should be a defined part of talent strategy, and that it should be considered as part of a wider 
employee engagement initiative. There was agreement on the important links between employee engagement, the 
psychological contract and talent utilization and retention. Further themes about talent retention emerged in wider 
research.  
 
The first was to focus on career progression as a way of retaining people; a second was to have a good track record 
on corporate, social and environmental responsibility.  It was expected that there would be an increasing emphasis 
on retention in European organisations since the economic crisis has forced them to pay more attention to internal 
talent to complement their external search. The responses to the survey referred to attracting talented people and 
keeping them in the company and a growing emphasis on retaining and developing internal talent to „ensure the 
right people in the right places at the right time.‟  
 

  



 

 

The evidence which indicated this greater emphasis was as follows: 
 
 

 Only 8% of organisations were very confident in their abilities on work life balance and so a good 
number believed that this was a very important priority for the next 3 years. 

 Similarly only 7% were very confident in their talent engagement abilities and in response 30% of 
organisations intended to use coaching to deal with this whilst 28 % saw „one to one‟ development as a 
priority. 

 
 There will need to be some creative approaches to this because, whilst 23% intended to put more investment into 
retention activity in 2011, this was a lower figure than 2010 (33%). It is clear that the involvement of line managers 
will be critical if the ability to deal with engagement and hence retention is to be improved. 
 

Figure 4. 
Key European Talent practices 

 

 
 
 
 



 

 

Talent Management in Bayer AG  

Bayer, Pharmaceutical, 
Germany and Worldwide 
110,000employees 
 
 
“8 Golden Rules” for a successful Talent Management 
 
1. Follow a Philosophy / Slogan:  
HR should sit together with the CEO / management team and agree on the elements, which are already defined in the 
organization. It also makes sense to include the necessity of Talent Management in the competency model or company‟s values. 
 
2. Provide statistics & track the data:  
Agree simultaneously on some “Key Performance Indicators” which display the ongoing activities on Talent Management and help 
to track the success, e.g. internal promotions or diversity-parameters. 
 
3. Define your level of transparency:  
A crucial decision need is the level of transparency towards the employees: Is he / she aware of how he / she is perceived in the 
organization regarding upward potential or the succession plan? Define and jointly agree on this policy, as it will have immediate 
impacts to all subsequent activities. 
 
4. Involve your employees actively:  
Talent Management can only be successful, if the employees are proactively involved and feel responsible for their career 
development. Define specific opportunities like self-nomination for assessments / trainings or internal job postings to achieve more 
buy-in. 
 
5. Incentivise your supervisors:  
Ensure that the organization incentivises job changes of promising talents by rewards and sanctions towards their superiors.  
 
6. Enhance the objectivity:  
Agree and apply additional tools like internal Talent Conferences, Development Centers or Psychometric Test and how they should 
be used / interpreted within the company. 
 
7. Stick to consistent measures:  
Agree on a commonly used set of activities across the organization with clearly defined parameters. Prevent that in some cases the 
talent is validated by a Development Center, in others by a management decision and sometimes only by an individual opinion. 
Also the further development of high-potentials within specific “goldfish-pools”, should follow overarching principles, e.g. as part of 
a leadership curriculum. 
 
8. Communicate and insure quality:  
Consistent communication is a key success factor for Talent Management. Typically, a new framework with intense executive 
involvement gains high attention at the beginning. However, the art of  sustainable success lies in capitalizing on this initial 
momentum by continued quality-insurance. 
  

Prof. Dr. Klaus P. Stulle - CoE Talent Management 

 
The term talent development can cover a broad range of subjects. It can refer to a few people who are being 
prepared for leadership positions, or it can refer to development of the majority of employees. The approach to 
talent development largely depends on the definition of talent that is used in the organisation. Where talent was 
viewed as an exclusive resource then development often overlapped with succession planning, with the CEO in a 
proactive role. In this case the emphasis was on developing those earmarked for top positions who would become 
the leaders of tomorrow. Many of the respondents to the European Talent Survey had this approach and this 
explained the emphasis on leadership development for which more investment was envisaged. There was a view 
that aligning talent development with the company‟s overall business strategy was important and leadership was 
critical to achieving this objective. However because of the trend towards more inclusivity in the definition of 
talent, workforce training was another area where more resource was envisaged.   
 
In both cases the objective was to improve on organizational capability and about 30% of respondents saw this as 
very important in the surveys. 38% of respondents highlighted the involvement of the business in talent 
management as a way of achieving talent ambitions effectively. 



 

 

The majority of respondents to the European Talent survey intended to put more money into Leadership 
development in 2011, an increase on 2010 and succession planning continued to be a feature of talent management 
in Europe. In addition, there was an increase in those intending to invest more in employer branding up from 27% 
to 34% between 2010 and 2011. However there was a reduction in the number organisations intending to spend 
more on employee engagement- down from 42% to 36% between 2010 and 2011. This was a surprising finding, 
given the emphasis on retention because of the shift to internal sourcing of talent. There was continuing interest in 
investment in Coaching and Mentoring and 30% of organisations in both 2010 and 2011 regarded this as an area 
of importance.  
  
Overall, European HR professionals had a wide range of responses about how they proposed to develop talent in 
their organisations and a rich mixture of development activities to do so. 
 

 
The area of talent and talent management least well covered by either research or practitioner advice is that of 
measurement and this was borne out by the results of the European survey where only 2% of respondents were 
confident in their ability to measure the outcomes of their talent initiatives. The concept of a Return on 
Investment in Talent (ROT) has been proposed (Chowdhury 2002, Philips and Edwards 2009) which appears to 
have had limited take up and the proactive use of such measurements in the talent management process is not yet 
fully embedded. But this will inevitably change as budget allocation gets tighter and it is possible that the 
measurement of the investment in talent will become a management necessity 
 
The European talent survey showed that there was a good deal of emphasis on the evaluation and performance of 
talent but less so on its contribution to business results. Amongst the key findings were: 
 

 About 30% of European organisations identified and evaluated talent through performance reviews. 

 Over 30% of European organisations used a form of performance/potential matrix in the talent 
identification and monitoring process. 

 Leadership competency frameworks were also prevalent in the talent management process. 

 A few organisations included talent onto their business scorecards. 
 
The respondents to the survey highlighted a range of internal measures of the success of their talent programmes 
including: 
 

 Results from people survey/ employee survey indices including engagement measures. 

 Percentage of women in the most senior jobs . 

 Success of the quality of graduate recruitment. 

 Number of  former talent pool members in senior positions in the organisation. 

 Number of vacancies filled from within the organisation. 

 Percentage of high potentials promoted within an agreed timescale. 

 Percentage of those identified in talent pools that are retained. 

 Success of external hires. 
 
The way that this information is presented and discussed includes the use of the talent management dashboard and 
the review of the  succession plan at board level. 
 

  



 

 

 
The extensive coverage of the War for Talent over the past ten years has made it one of the highest profile human 
resource activities with a range of literature that is extensive in its depth and global in its reach. The practitioner 
therefore has been able to draw on a good deal of research findings in developing his or her approach to the 
subject. The European Talent survey provides additional material in support of the understanding of talent.  
 
Some of the key conclusions are: 
 

 In Europe, there are different views about what constitutes talent- ranging from those who can be 
developed into leadership positions at one end of the scale to the view that everyone has talent at the other. 
The European survey suggests that there is a move to embrace both positions and as a result the talent 
strategy of the future will be more inclusive but will also ensure that there is still a supply of leaders and 
those with potential to move up the organization. The continued use of the performance potential matrix 
to assess an organisation‟s overall talent position indicates a structured approach. 
 

 Organisations in Europe were still experiencing some talent recruitment and retention issues in spite of the 
economic crisis. An explanation of this would be that demand is more specific, focusing on key positions 
such as sales and marketing or key skills such as strategy or change management. The unfortunate fact that 
there is a greater quantity of people on the labour market does not mean that the supply of skills matches 
the demand for skills in specific areas. 
 

 This may be one reason for the focus on developing internal talent. As a result,  employee engagement will 
be a key determinant in retaining talent as would diversity and a broad range of training and development 
opportunities 
 

 There is evidence of a growing understanding of the need to align talent strategy to business strategy and a 
good level of involvement in business managers in the process of talent management in European 
organisations. 

 

 The growth of social media in the attraction of talent is a stand out feature of the 2011 European Talent 
survey. There is evidence that this is being used increasingly in recruitment activity and replacing some of 
the more traditional approaches. Organisations forecast that they will invest more in this area over the next 
few years. 

 

 Development activity in European organisations is rich and varied. It includes secondment and projects 
work as well as the more traditional development „programmes.‟ The use of coaching and mentoring is 
becoming more established. 

 

 The measurement of talent management processes occurs increasingly in European organisations. Tools 
such as the performance/potential matrix are widely used and indeed, performance management is the 
main area by which the success of talent management is established.  But the measurement of outcomes as 
a return on investment is less developed. There is little evidence of any „Return on Talent Investment‟ 
measure but there is recognition that this needs to be developed in future. 

 
  



 

 

 Finally it is possible to identify a ‘European Talent Loop’ in the way in which organisations undertake a 
structured approach to their talent management. This consists of: 
 

o A starting position for the establishment of the supply and demand for talent during the workforce 
planning process  

o The recognition of corporate Reputation and employer branding for attracting talent in the first 
instance and retaining talent afterwards 

o A growing emphasis on retention because of the recognition of the importance of internal talent 
management to complement external talent attraction 

o A structured menu of development processes that focus on individual as well as group learning and 
include non- traditional development activity such as secondment or project work 

o Recognition of the need to manage talent through an engaging and inclusive management style. This 
is reflected in the percentage of respondents who demonstrated the involvement of business 
managers in the talent process and the emphasis on aligning talent strategy with business strategy. 

o Finally the measurement of the outcomes of talent processes was seen as important 
 
The Key European Talent practices outlines above are consistent with the objectives of the talent loop. 
 
The European Talent survey of 2011 reflected a sophisticated approach to the subject by European HR 
professionals. There was good deal of business partnership and recognition of the need to align talent activity with 
business need. In addition there was a responsiveness that showed both creativity and business focus. Two traits 
that will be needed to charter a course through a difficult economic environment.  
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