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Introduction

Effective talent management plays a pivotal role in shaping organisational performance and success. Therefore, this research sets out to: 
· Examine primary and secondary research. 
· Establish definitions and methods of talent management.
· Explore the research results to identify the benefits of talent management. 
· Propose recommendations. 
The aim of the research report is: “An analysis of talent management: will implementing a talent management programme support Ateb in workforce planning?”. 

The research is based within Ateb Group Ltd, a housing association based in West Wales, employing 130 employees. As a local employer of choice, Ateb has rarely experienced difficulty recruiting and retaining employees however, with the evolving landscape of the labour market and housing sector, Ateb is struggling to retain a competitive advantage surrounding talent (Ateb, 2023c). 

Previous research has demonstrated a positive correlation between an effective talent management programme and increased organisational performance and competitive advantage, among other benefits. Moreover, research demonstrates the necessity of talent management programmes to effectively respond to changes and developments.

It is argued that taking an exclusive approach whereby, available resources develop only the high-performing employees creates a perceived sense of unfairness; however, research has not confirmed this argument therefore, research into inclusive and exclusive approaches could be extended. 

To understand talent management at Ateb, a questionnaire was employed to understand their perceptions and experiences. The research population chosen were lead recruiting managers to ensure the primary research was based on those directly affected. 

To summarise, the research explores the concept of talent management externally and within Ateb, to provide meaningful recommendations to support workforce planning, in terms of attracting, retaining, and developing the workforce. 























Literature Review
The literature review focuses broadly on talent management; capturing an understanding of what talent management is, the purpose and benefits of having a talent management strategy in place and identifying talent using an inclusive or exclusive approach. 
Definition 
Talent management generally refers to attracting, identifying, developing, and retaining talent; the purpose being that identified talent will be able to fill critical roles, supporting the organisation to thrive and remain competitive (Quilliam, 2022). 
Reviews and research conclude that there is not a universal definition of talent management which is a constraint in its development (Ameen, 2023; Skuza, Woldu and Alborz, 2022; Ariss, Cascio and Paauwe, 2014). However, a definition that is widely used refers to identifying key positions that contribute to competitive advantage, developing talent to fill key positions, and developing the HR structure to specifically facilitate the development of identified talent (Collings, Mellahi, and Cascio, 2017). 
Whilst there is no universal definition, it is crucial for the success of talent management strategies to determine what talent management means within their organisation, reflecting the organisation’s talent requirements (Pocztowski, Pauli, and Mi, 2020; Campbell and Hirsch, 2013).
Benefits 
It is a common theme that having an effective talent management strategy or programme in place is highly beneficial, giving the organisation competitive advantage (Holck and Stjerne, 2020). Ready, Hill, and Thomas (2014) notes that the top high performing companies will consistently have an effective talent management strategy in place. This is reflected in recent research which demonstrated that there is a significant relationship between talent management and organisational performance (McKinsey, 2018).
These findings are based on exceptionally large organisations, such as India’s largest enterprise. Large organisations have a talent advantage compared to smaller organisations as they will generally be lesser known, have smaller salary budgets, and smaller recruiting teams; therefore, increasing the difficultly to implement an effective talent management strategy in comparison (Green and McClave, 2021; Pocztowski, Pauli, and Mi, 2020). 
Taking a strategic approach to talent management supports organisations with workforce planning and succession planning, which is fundamental in a struggling labour market with skills shortages (Bibb, 2016; CIPD, 2022). Future proofing organisations through workforce planning is a key priority due to the tight labour market and skills shortage; recent research shows that upskilling employees is a key priority for organisations due to difficulties recruiting (CIPD, 2022). This is echoed as research demonstrated that by 2030, 9 out of 10 employees will require upskilling as a result of developments in business and technology (Baska, 2020). Therefore, proactive planning of required talent will be extremely beneficial in achieving a talent advantage against competitors. 
Inclusive vs. Exclusive
An inclusive approach involves opportunities and development for the entire organisation creating a more diverse talent pool, acknowledging that everyone has potential; whereas an exclusive approach concerns specific employees who create more value to the organisation thus, receiving more resources to develop their talent (Savanevičienė and Vilčiauskaitė, 2017). Traditionally, talent management has predominantly taken an exclusive approach however, inclusive and exclusive approaches are now equally adopted (George, 2021; Dries and Kase, 2023). 
It is argued that an exclusive approach can create perceived inequity amongst non-high-performing employees, as usually the talent identification process is highly subjective, resulting in negative outcomes such as absenteeism and reduced effort; whereas, it increases positive outcomes, such as increased discretionary effort, for high-performing employees (Malik and Singh, 2022). However, there is a lack of empirical evidence to firmly conclude such outcomes (De Boeck et al, 2018; Holck and Stjerne, 2020).
Holck and Stjerne (2020) argue that future labour markets are unpredictable therefore, a diverse talent pool through an inclusive approach is beneficial. Furthermore, some organisations are adopting a hybrid whereby, both approaches are combined; the hybrid encourages inclusivity and diversity by allowing all employees to showcase their potential talent through learning opportunities, as opposed to set performance thresholds (Holck and Stjerne, 2020).
To conclude, an effective talent management strategy is highly beneficial for companies. However, it is pivotal to establish what talent management means to the organisation’s needs to ensure the correct process is implemented. 



















Methodology
Due to recruitment challenges the research report was actioned to determine whether a talent management programme will support Ateb with workforce planning. 
The chosen research methodology was a survey sent via e-mail; Cameron and Price (2009) notes that surveys are cost effective and beneficial to generate a large amount of valuable data. It was desirable to conduct interviews with individuals to explore their answers however, due to an unexpected short timescale, it was not possible to explore this research method. The survey proved successful with a high response rate and detailed answers. 
Kumar (2019) highlights that respondents have a lack of opportunity to clarify queries when a questionnaire is used therefore, the questions were constructed with clarity, simplicity, and respondent understanding, for example ensuring terminology is familiar to respondents. 
Both open and closed questions, including the use of the Likert scale, were used to collect comparative data, examine the respondent’s view more closely and discover any unanticipated views (Cameron and Price, 2009; Fowler, 2009). The closed questions will highlight any common talent management trends whereby, the open questions provide the respondent with space to answer the question with their own viewpoint (Dillman, Smuth and Christian, 2014).
The research population chosen are the lead recruiting managers, comprising of senior and executive employees with line management responsibility in every service area. This population was identified as they would have the best understanding of talent challenges and opportunities within their service area. Saunders, Lewis and Thornhill (2012) note that researchers should consider the size of the population and the practicality, cost, and time restraints to survey the entire population. However, due to the small size of Ateb it was viable to survey the entire research population.
The questions centre around impacts on organisational performance, shared understanding of talent management, and the understanding of exclusive versus inclusive approaches. Thus, demonstrating that the research achieves face validity due to the close alignment and logical link to the research objectives (Kumar, 2019). Face validity is not a rigorous measure therefore, it would be beneficial to use more robust measures if further research is required. 
The research also demonstrates a degree of reliability. The language used is simple to avoid ambiguity and misinterpretation of questions; furthermore, the research population is relevant and appropriate for the research objectives (Kumar, 2019). However, it was not possible to control the external conditions to ensure consistency across all respondents thus, impacting the level of reliability. 
The timescale to complete the primary research was significantly shorter than planned therefore, potentially reducing the response rate. Additionally, the Executive Management Team rejected a request for the general employee population to be surveyed to establish a correlation between talent opportunities and retention therefore, this has limited the scope of the research. 
The quantitative data questions were analysed, calculating the frequencies to establish the distribution of responses, followed by calculating percentages to understand how the proportion of the population responded. The open-ended qualitative data underwent thematic analysis, identifying patterns in the data thus, establishing key insights from the research.
The methodology aligns with the research objectives and enabled a thorough examination of talent management practices and challenges at Ateb. 









Findings 

The primary research focusing on talent management within Ateb has revealed valuable key insights that reflect the findings from the literature review, highlighting the significant positive impact an effective talent management programme has. 

Response Rate
The response rate for the questionnaire was successful at 73.7%; Hive (2020) advise that response rates over 70% is positive. Moreover, the responses received were meaningful and due to the chosen population it accurately represents the talent challenges and views at Ateb. 
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Whilst the response rate was positive, a limitation of the research is the small population due to not receiving approval to survey the general employee population, as noted in the methodology. The chosen population is 14.6% of the workforce whereas, the overall responses received are 10.8% of the workforce. 





	


















Talent Challenges
The research revealed that Ateb is experiencing a range of talent related challenges. The most significant challenge is a perceived competitive disadvantage regarding talent whereby, other organisations are better able to attract talent by offering a more desirable employment package. This is reflected in another identified talent challenge whereby, Ateb is struggling to retain valued employees because of competitive disadvantage. Furthermore, these challenges are reflected in Ateb’s data demonstrating increased turnover and reduced first-time fill rates (Ateb, 2023a).  
Three other talent challenges were identified in equal proportion. Multiple service areas have an ageing population which may result in issues around succession planning and knowledge sharing if retirements are not handled effectively (Truxillo, Cadiz and Rineer, 2014). Recent restructuring and internal promotion have resulted in a leadership gap as sufficient upskilling was not undertaken before the postholders resumed the new role. Lastly, a lack of progression pathways has resulted in disgruntled employees and concerns of losing valuable talent; Whysall (2021) notes failing to support individual causes failure in succession planning.


Business Critical Vacancies
Quilliam (2022) describe business critical roles as roles that will leave the organisation vulnerable if left vacant for any duration. With this in mind, 71.5% of respondents believed it was either unlikely or very unlikely to fill a business-critical role on the first attempt therefore, resulting in an extended period of organisational vulnerability. The results strongly demonstrated that a labour market skills shortage required for the business-critical roles as the main reason for not achieving first time fill. In addition, other reasons cite competitive disadvantage and the inability to attract suitable candidates reflecting the talent challenges outlined above.  










Moreover, 85.8% of the respondents were either concerned or very concerned about the impact on their service area performance if a business-critical role was absent; this correlates with the research identifying a link between talent and organisational performance (McKinsey, 2018). 




Understanding Talent
The questionnaire examined the degree of knowledge the respondents have of their employee’s skill set; half the respondents noted they were aware or very aware of the skill sets whereas, the other 50% were either unaware or very unaware. Although interestingly, 85.5% of respondents felt it was likely or very likely that they would be required to upskill their teams in the next 5 years to respond to changes. This reflects research findings that upskilling employees is a priority (CIPD, 2020; Baska, 2020). 
In addition, 42.9% of respondents thought there were missed opportunities for talent development, mainly for the reason of being unable to upskills employees due to lack of funds, resources, and apprenticeship scheme approval. This also reflects the leadership gap noted as a talent challenge. 
When presented with the CIPD’s definition of talent, 78.6% of respondents felt they could identify talent in their service area. In a recent pay performance award, only 6.2% of the organisation was awarded a payment for exceptional performance (Ateb, 2023b); this amount was proportioned across 6 of the 15 service areas. This is not consistent of the research findings where 78.6% / 11 respondents from different service areas felt they could identify talent in their service area. Award data and other analytics should inform an organisation’s talent (Leong, 2021) therefore, it would be expected to see a higher proportion of the workforce awarded. 
Inconsistencies around identifying talent is further highlighted in the research. The examination of the measures used to identify talent showed 11 different methods, with some respondents using 2 methods and other using up to 5 methods. 
With the inconsistencies in mind, alongside the findings that half the respondents are unaware of their employee’s skill sets therefore, suggesting that further exploration would be required to truly understand the extent of upskilling required and the skills available within the organisation.



Succession Planning
The research explored the extent of succession planning within the organisation; many respondents at 85.7% did not have a succession plan in place however, most of those respondents recognised it was necessary to have given the roles in their service area. The main reason for this is due to the lack of time, resources, and structure in place to support successful succession planning. Of the 14.3% of respondents who noted they had a succession plan, it was based on an informal plan whereby, the respondents believed as a result of mentoring their line report the individual could fill a senior role. Whilst it is a positive sign that employees are receiving mentoring to fill future roles, it is an inconsistent approach and does not follow an agreed process or model. 
Furthermore, Hagemann (2022) notes that successful succession planning should align with organisational values and have engagement from the organisation’s leaders; however, if succession planning is undertaken informally, it is excluding other leaders from contributing and ensuring the successors align with Ateb’s values and leadership expectations. 





Competitive Advantage
As above, 35.7% of respondents felt Ateb is at a competitive disadvantage compared to other organisations, which also reflects the findings concerning first time fill rates. The literature review consistently found that effective talent management is linked to competitive advantage therefore, this was explored in the primary research. When asked about the level of concern about the competitive advantage of other organisations, 57.1% of respondents were either concerned or very concerned about this. The concern centred around skills shortage in the industry and/or locality for certain technical roles; with the abundance of construction and trade companies, along with Ateb being a registered social landlord on charitable terms, Ateb struggles to compete with other commercial businesses in terms of attracting and retaining employees. This was also reflected in a recent benchmarking exercise whereby, Ateb ranked the lowest salary for electricians against our main commercial competitors (Ateb, 2022). 




Talent Management Programme 
The research found that the top 3 priorities when creating a talent management programme at Ateb would be to increase competitive advantage, increase organisational performance, and share upskilling opportunities across the organisation, which reflects the earlier findings. Due to the skills shortage and recent increased turnover, the lowest priority was to develop specific employees only. 
The questionnaire explored the workforce’s perceived fairness of development opportunities across the Group and the findings were somewhat mixed, although the highest proportion of respondents felt it was perceived to be unfair. For those answering unfair, it was due to inconsistency of opportunities and progression across the services areas, as it is perceived that Housing-related service areas have more opportunities, unlike the smaller typically corporate service areas. 






Inclusive vs. Exclusive
The preference of inclusive, exclusive or a hybrid approach to talent management was explored and found that an inclusive approach is the preferred option, with 64.3% of respondents opting for this approach. The reason for this was to create a better sense of fairness and the advantage of having a broader scope of developed or developing employees. 


In conclusion, the primary research findings provided key insights into talent management at Ateb and has provided a solid foundation to develop and drive recommendations. 








Conclusion
This research report set out to examine talent management, exploring previous research and reviews around the subject matter; in addition, conducting primary research within Ateb to understand how talent management links to Ateb’s current practices, challenges, and viewpoints of key stakeholders.
There is a consensus amongst academics that there is no universal definition around talent management, which impacts the development of the area.  Due to the broadness of talent management, it is advised that organisations consider their requirements around talent management and develop their own definition accordingly (Pocztowski, Pauli, and Mi, 2020). 
Linking to the primary research findings, any formalised structure of talent management does not exist within Ateb; furthermore, findings suggest significant inconsistencies in understanding the workforce current skill set and process of identifying of talent. Therefore, demonstrating a lack of shared understanding of what talent management means at Ateb. 
Research has demonstrated that talent management can be highly beneficial to an organisation through improving competitive advantage and developing talent through upskilling to be prepared for change (Holck and Stjerne, 2020; Baska, 2020). Importantly, a link has been found between an effective talent management programme and increased organisational performance (McKinsey, 2018). Ateb is experiencing competitive disadvantage resulting in difficulty attracting and retaining talent (Ateb, 2023a) thus, demonstrating a link between existing research and findings whereby, the absence of a talent management programme is impacting organisational performance.
Inclusive and exclusive approaches were explored within the literature review, identifying an increased use of inclusive approaches to drive a diverse talent pool and inclusivity within the workforce (Holck and Stjerne, 2020). With an unpredictable labour market and skills shortage, inclusivity broadens the availability of talent within the organisation. The primary research findings demonstrate an inclusive approach would be preferred at Ateb to achieve an expanded talent pool and create shared opportunities. 
Overall, the research has demonstrated a positive response to the research question whereby, a formalised talent management programme will support Ateb’s talent challenges centred around workforce planning.
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Research Population vs. Workforce Headcount


Research Population	Remaining Workforce	0.14599999999999999	0.85399999999999998	

Talent Challenges


Retention Issues 	Ageing Workforce	Leadership Gap 	Progression Pathways	Competitive Disadvantage	0.214	0.14299999999999999	0.14299999999999999	0.14299999999999999	0.35700000000000004	

If a business critical role became vacant, how likely would it be for the vacancy to be filled first time? 


Very unlikely 	Unlikely 	Neutral	Likely 	Very likely 	0.28599999999999998	0.42899999999999999	0	0.214	7.0999999999999994E-2	

Is there succession planning within your service area?  


Yes	No	0.14299999999999999	0.85699999999999998	

How concerned are you about competition from other organisations in terms of attracting and retaining talent? 


Very unconcerned	Unconcerned	Neutral	Concerned	Very concerned	0	7.0999999999999994E-2	0.35699999999999998	0.214	0.35699999999999998	

In your opinion, how fair do employees perceive talent development opportunities at Ateb to be?


Very unfair	Unfair	Neutral	Fair 	Very Fair	0	0.42899999999999999	0.35699999999999998	0.214	0	

Considering the definitions of inclusive and exclusive talent management. What would be your preference? 


Inclusive	Exclusive	Hybrid	0.64300000000000002	0.214	0.14299999999999999	
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Talent Management at Ateb

‘Talent management strategies and/or programmes are highly beneficial if delivered
effectively. This survey will help the People Team understand the talent challenges and
talent identification within your service area.

Your response is valuable -thank you for your time and participation.

Please note, this survey is part of a Research Report being undertaken s part of Joanne
‘Thomas' PGDIp in Strategic People Management studies via the University of Wales
“Trinity St David. Your answers will form part of the report which will be submitted to the
University. Please do not include personal and/or personal sensitive information. Any
‘personal information will be redacted if required.

*Indicates req)

d question

1. Please select your service area. *
Tick allthat apply

Mill Bay Homes

West Wales Care & Repair
[ customer Services
Housing Solutions
Independent Living
Community Development
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2. Describe the current talent related challenges within your service area. *

3. If abusiness crtical role became vacant, how likely would it be for the vacancy
to be filed first time?

Tick al that apply:

(] Very unlikely
(] unlikely

[ Neutral

[ Likely

(7] Very liely

4. If answered unlikely, please explain why.

If a business critical role was temporarily vacant due to staff absence, how
‘concerned would you be about the impact to your service area performance?
Tick ll that apply.

[ Very unconcemed

[l unconcerned

[ Neutral

[ concemed

[ Very concered
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6. If expressed any concemed, please explain why.

7. Thinking of your service area, describe any there any skills shortages or gaps? *

8. How aware are you of your employees individual skills and experience? For
‘example qualifications, skill set, work experience etc.

Tick al that apply:
[ Very unaware
[ Unaware

[ Neutral

[ Aware

(] Very aware:

How likely is it that you will need to upskill your teams within the next 5 years to *
respond to changes to technology, legislation etc.

Tick ll that apply.

] Very unikely

[ uniikely

[ Neutral

[ tikely

[ Very lkely
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10, Has your service area experienced missed opportunities for internal talent  *
development within your service area?

Tick al that apply:

[ves
[Ine

1. If answered yes, please explain.

12, Is there a succession plan in place for business critical and niche roles within *
your service area?

Tick al that apply:

[ves
[Ine

13 If answered no, what i the reason for not having a succession plan in place?





image9.png
4

15

16

CIPD define talent as individuals whose contribution makes a significant
impactto the business performance. With this mind, are you able to identify
‘talent within your service area?

Tick al that apply:
[ves

[N

[ Not sure

Regarding positions within your service area, what s the competitive
landscape ke for retaining talent and business critical postholders?

How concered are you about competition from other organisations in terms
of attracting and retaining talent?

Tik al that appy
] Very unconcemed
[l Unconcemed

[ Neutral

[ concemed

[ very concemed
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7.

8

‘Thinking about a talent management strategy or programme, what would be
Yourtop 3 priorities?

Tick al that apply:

[] reating diversity within Ateb

[ succession planning for senior roles

[] Apprenticeship or Grow Your Own opportunities

["] Specific development of high-performing talent

[ shared development/resources for all staff

[l increasing service area performance

[] Attracting highperforming applicants

[ increasing employee individual performance

[l increase retention rates

[ increase competitive advantage against other businesses
] Abilty to identty talent to develop fo more effcent workforce planring

[ otner

If applicable, how do you identify talent within your service area? Consider what
evidence and criteria you may use.

ik all hat apply

[ Achieve' framework

[] Alignment to Ateb's DNA and values.
[ customer and stakeholder feedback
[ Project performance

[] Communication skills

[ Career growth and aspirations.

] innovaton and creativity

(] Adaptabilty and learning agiity .. how quickly an employee can adapt to new
Situations, ear new skils, and apply knowledge in changing environments
[] Alignment to Ateb's leadership expectations

[ other
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19, In your opinion, how fair do employees perceive talent development .
‘opportunities at Ateb to be? This can include training, secondments, mentoring
ete.

Tick al that apply:

] Very untic
] untae

[ Newtal
Clrae
Cvery o

20, If answered unfair please explain why.

21, Consider the definitions below of inclusive and exclusive telent management. ~*
What would be your preference?

Inclusive talent management focuses on the entire workforce, sharing
resources to develop everyone. Itis believed that everyone has potential to
unlock and creates better diversity across an organisation.

Exclusive talent management focuses on developing specific employees, often
identified as high-performing,

A hybrid approach combining both whereby, everyone is engaged with to
develop however,this is a focus on a specific core group.

Tick ll that apply.

[ inclusive approach

[ Exclusive approach

[C] Hybrid approach
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22 What s the reason for your choice of either inclusive, exclusive, or hybrid
approach?
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