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THE FRAGILE STATE OF TALENT
MANAGEMENT
By Shlomo Ben-Hur, Ph.D.
Globalization offers business immense possibilities: bigger markets, more
sources of innovation, and – in theory, at least – a wider, deeper pool of
talent. That’s the good news.
The bad news, though, is that large parts of the world are already facing
talent gaps. Even with the downturn-driven workforce surplus we currently
have, many organizations are still finding it difficult to find workers with the
right skills and talents to meet their needs. Last year more than half of the
CEOs questioned by DDI, a global talent management business, said that
their talent pipeline was not growing fast enough, while other surveys find
that organizations are already facing enormous difficulties in finding and
keeping the people they need to grow their businesses. Some 68 percent of
organizations report that they struggle to fill vacancies, while 55 percent face
challenges in keeping the employees they do have.
And the really bad news is that this situation is going to get worse. A lot
worse. In the years to come four key pressures will make these challenges
ever more difficult.
The aging population
The first issue affecting talent is simple demographics: populations are
getting older. By 2050 the number of people aged 65 and above in the G7
and BRIC nations will have doubled, while China will see the number of
workers supporting each senior citizen drop from 10 to 2.5. Rethinking
retirement will provide some of the shortfall, but only some of it: the
proportion of the workforce available to work will steadily decrease.
Increased demand
The other side of this coin is that to support this aging population, we are
going to need more workers, and lots of them. In fact, to sustain economic
growth the US will require an additional 25 million workers by 2030, and
Western Europe will require a staggering additional 45 million workers.
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Employability
Organizations are becoming increasingly concerned about whether schoolleavers and college graduates leave education with the skills needed to
contribute to the modern economy. In countries such as the United States
and the United Kingdom fewer people are studying much-needed technical
disciplines such as engineering, science, and mathematics. Alongside this,
only a quarter of professionals in India and 20 percent of those in Russia are
considered employable by multinational companies.
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Changing talent pool
A final force at play is the fact that people are changing, or at least their
expectations are. Generational changes in the psychological contract
between organization and employee are appearing as younger workers
expect more than just financial returns and are more willing to change
employers and travel to get what they want. We are already seeing this, too,
with some recent fascinating research showing that large numbers of senior
leaders no longer want to be promoted further, although only a minority of
them will admit this to the business. So organizations are going to have to
work harder to attract, keep and motivate talent.
So we may be neck-deep in a downturn-driven workforce surplus now, but the
trend is clear: demand is going to increase and supply is going to decrease.
Popular thought at present - in the Northern Hemisphere at least - is that Asia
will help bridge any workforce gaps, but the region will not remain a reliable
source for long. By 2020, in less than eight years’ time, India is likely to be the
only major global talent pool that continues to be a net exporter of workers.
So in the decades to come organizations will be competing for employees on
an unprecedented scale.
What makes this all the more worrying is that less than half of executives rate
their existing performance and talent management activities as effective,
while less than a third of leaders think that their company has got leadership
selection and development right. So what is going wrong with the current
approach to talent management?
Well, part of the issue here is that the traditional talent deal is outdated.
Historically, talent management was based on the assumption that the initial
investment involved in hiring and training someone would be recouped over
time as the person settled into the role and started creating value for the
organization. However, modern turnover rates mean that a sizeable
proportion of employees leave before these costs have been covered. So
financially, the old deal just doesn’t make sense any more.
A related issue is the demand-planning challenge, which exists because
internal and external environments – and hence labor needs – are less
predictable now than in the past. It is also exacerbated by the way in which
many companies view and manage their talent. All too often, external talent is
assumed to be better and internal talent is not visible or accessible. The result
is over-reliance on the external market for talent plus reduced retention levels
as people become fed-up with being pigeonholed and the consequent lack of
internal opportunities.
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Labor Law Compliance Posters
State and federal governments are constantly adding and changing the posting
requirements for employers. As things now stand, EVERY employer in the
country is responsible for making available to every employee every day all of
the required information. We can help with wall posters, but also with the same
information in a Mobile Poster Pak for remote work locations.
http://www.management-advantage.com/products/posters/states.htm
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What makes this all the more difficult is that knowing what works is not as easy
as it sounds. There is not a wealth of thorough research available, and what is
out there is usually published by vendors and other interested parties and so
unreliably objective. Even when there is consensus on what works, consultants
and HR specialists often end up making things worse by creating wellintentioned yet ultimately not value-producing bureaucratic processes. Not that
business leaders are blameless here, either: recent studies have found that
only 7 percent of organizations hold managers accountable for developing their
reports and that only a tenth hold a regular talent review with their boards.
So what’s to be done?
The starting point has to be identifying which activities and processes will
actually add real value to your business. So, think about what kind of talent you
need, what you are currently doing to manage your talent needs and which of
your current activities is genuinely making a measurable difference. Next – and
this is a big one – you need to find a way of getting leaders and managers to
own and actually invest time in talent management and development. That
means setting explicit expectations with clear incentives; creating visibility and
accountability through relevant metrics that are aligned with your strategy;
supporting managers with training where required; and making sure that, as a
business leader, you walk the talk.
Next, clarify strategy and ownership. Get in real specialists with a deeply
pragmatic approach and integrate all talent and development-related areas
behind one point of accountability. Distinguish between different types of talent
or employee types, and assess the talent you do have to establish how good it
is and to identify who is succeeding and who not. Create fluid talent pools
instead of static succession plans, and have a clear view of your resourcing
and retention strategies alongside this, and remember, don’t forget that you
need to look at this globally.
Finally, audit your activities every year. Do not expect amazing outcomes from
year one, and do not rely on vendors for validation studies. Instead, establish
both leading and lagging metrics that are commercially relevant to your
business; these could include engagement, intention to leave, pipeline
capability levels, and future demand.
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HELP LISTING JOB OPENINGS WITH STATE EMPLOYMENT SERVICES
Ever since America’s Job Bank ceased operations, federal contractors and sub-contractors have been left
to their own devices in meeting requirements for listing job openings with state employment services.
Generally, that meant that it was necessary to go to each state agency and enter each job opening either
manually or, if the agency would accept it, through upload of a data file. Dealing with 50 different state
agencies is time consuming and it is easy to forget that step in the process. Accountability, however, has
not gone away. The Office of Federal Contract Compliance Programs (OFCCP) continually asks for proof
that each job opening has been properly filed with the state agencies. Not having that documentation can
mean you are officially “out of compliance.” It could result in conciliation agreement, meaning the OFCCP
will return periodically for up to two years to verify that you are doing what you should be doing. America’s
Job Bank was a much better solution for the requirement. And, it was a free service of the U.S.
Government. OFCCP didn’t like it, however, because they thought it allowed employers to escape a
hands-on commitment to recruiting veterans, disabled, minorities and women.
If you are looking for something that will help you by doing the filing for you, you might investigate
America’s Job Exchange (www.americasjobexchange.com) . They provide these services for a fee, but a
small one. They might be just what you are looking for.
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