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I. Introduction
Talent management (TM) in present times is considerably overshadowed by external implications on the global economy and labour markets. Although contemporary work environments generally necessitate flexibility and strong strategic momentum to adapt to unforeseen changes in the market, the pandemic spreading of SARS-Cov-2 and the legal uncertainty of the ending Brexit transition period on 31.12.2020 impose unprecedented and incomparable strains on strategic human resource management. Consequently, private and public organisations have engaged more extensively in the battle for the best talents to increase the efficiency and effectiveness of their 'human capital' to survive economic crises within tough markets and increase profits in times of economic growth. The present external factors may lead to different strategies of organisations operating in the free market economy regarding talent management in a framework of strategic downsizing and the focus on internal talent pools (Baska,2020) compared to those assigned to the public sector. 
This report will assess the talent management approach of the Federal Office for Migration and Refugees (Bundesamt für Migration und Flüchtlinge,hereinafter BAMF). In the first part, the paper is seeking to explore the effects of inclusive and exclusive TM and how these approaches may influence diversity management and flexible working initiatives taking into account the recent developments in literature referencing relevant principles and theories of talent management strategies. The second part will highlight the talent management approaches of the BAMF of two different groups of staff, namely, employees of the  upper-intermediate administrative service ('Gehobener Dienst', hereinafter GD) and the staff members of the higher administrative service  ('Höher Dienst', hereinafter HD) within that organisation while taking into account the legality of this approach, the costs involved, the diversity achievements, ethical concerns and finally the effectiveness of the current practice. 

II. Talent Management
1. Various conceptions of talent
The first part of this report will constitute the definition, strategic approaches, theories, and policy underlying TM with the focus on how an inclusive and exclusive approach may particularly impact diversity management and flexible working arrangements. 
Firstly, it is essential to examine the conceptions of TM and the definition of talent before the policies and strategies can be identified which may have an impact on diversity management and flexible working initiatives. The term talent management dates back to the 1990s when McKinsey & Company 'proclaimed' 'the war for talent' (Chambers et.al.1997) emphasising the notion that organisations employing the best talent will prevail (Armstrong,2020) and based on the realisation that talent is essential to gain and maintain strategic success, including a competitive advantage (cf.Cheese,2008). The conflict of the TM concept stems from controversial definitions of talent raising questions about whether talent is an inherent trait or could be developed (cf. Fischer,2018). 
The comprehensive critical review of TM literature by Lewis and Hackman (2006) exposed the lack of precise and unified definition of TM but also reveals the missing evidence to substantiate its practice (Christensen and Rog,2008). Despite the ambiguity, they illustrated three different understandings of the terminology of TM. The first conception of the term comprises 'a collection of typical human resource department practices (...) such as recruiting, selection, development, and career and succession management' (Lewis and Hackman,2006). Therefore, the latter notion classifies TM as part of general human resource management (cf.Mousa&Ayoubi,2019;Armstrong,2020). The second conception of the term is focused on the prediction and management of employee skills, demand, supply, and growth within the concept of a talent pool ensuring 'an adequate flow of employees into jobs throughout the organzation' (Lewis&Hackman,2006;Kesler,2002;Pascal,2004). This conception is following the typical HR practices and processes of succession planning and resourcing (cf. Christensen and Rog,2008). Selection and recruiting are often based on an organisational-wide software system with the focus on internal staff, rather than external workforce within this conception (Lewis&Hackman,2006) . Consequently, the second comprehension of TM focuses on the formation of a talent pool comprising talented employees to enable employers constantly to fill gaps with an outstanding workforce when required. The third understanding of talent management comprises the identification of talent followed by resourcing, developing and rewarding talent despite the organisational boundaries or particular positions of high skilled, high potential, and high performing employees (Lewis and Hackman,2006;Christensen and Rog,2008). The latter perspective focuses on the general conception of talent divided in two different classifications of that term which is referred to as "generic conception of talent" (cf.Lewis&Hackman,2006). The first perspective qualifies individuals as talented who have the ability 'to make a significant difference to the current and future performance of the company' (Morton,2004). High performing and high potential talents considered as human capital are to be identified, recruited and, rewarded in accordance to their performance level (Lewis and Hackman,2006). Hence, a different treatment of the workforce is not only supported but also justified based on the classification of talent (cf.Christensen&Rog,2008). Unlike the second conception of talent, organisations would form 'performance pools' of talented workforce ranking them according to their performance and potential, for example, as 'A'-level, 'B'-level, 'C'-level performer instead of constituting 'succession pools' for particular roles (Lewis&Hackman,2006). This 'potential -oriented conception' of talent advocates the assumption that a specific amount (e.g. the top 25%) contribute to the majority of the productivity of an organisation while the 'low' performers harm the organisational productivity (cf. Ritz and Sinelli,2018). Proponents of this so-called "exclusive"  approach promote the termination of 'C'-players (Lewis and Hackman,2006,Chambers,1997) or the exclusive hire of 'A'-players 'topgrading' their organisation in any organisational position available (Lewis &Hackman,2006). A variation of the potential-oriented conception constitutes the qualification-oriented talent management view. The latter approach classifies talents similarly to the third conception, however, the focus lies within the identification of the organisation's key positions which need to be filled by employees with highly specific qualifications (Ritz& Sinelli,2018). In this framework, key positions are those who are vital for the survival of the organisation regarding their strategic and financial relevance, and due to the complexity of the qualification, specialisation, and skill sets of the employee with a difficulty of the reoccupation of a successor  (Ritz&Sinelli,2018). The aforementioned conceptions of TM, including the subcategory of the third perspective (generic talent conception), are considered to be exclusive approaches to TM (cf. Ritz&Sinelli,2018). 
The second view of the 'generic talent conception' as a subdivision of the third conception of talent comprises an undifferentiated, less elitist approach considering all employees as talented since 'talent inherent in each person, one individual at a time' (Buckingham&Vosburgh,2001;Armstrong,2016;Christensen&Rog,2008). In this framework, the task of TM comprises the identification of talent of each employee and to support his or her development to maximise the individual performance (cf.Ritz&Sinelli,2018; Lewis&Hackman,2006). 
In the past, these conceptions have been subjected to extensive criticism by practitioners and scholars. While the first conception is considered as a redundant relabeling of classical Human Resource (HR) strategies, the second perspective is based on the well-known HR practice of succession and workforce planning without further contribution to the development of TM strategies underpinning its futility (Lewis and Hackman,2006). The third approach, however, is classified as the most controversial given the contrasting positions (the whole workforce versus a few)(Christensen&Rog,2008). 
The major criticism of all theories of Talent Management (TM) in the early stage of their development is based on the lack of specific strategy that the conceptions of talent offer. They are presumed to be a repackaging of standard HR strategies without adding value. Furthermore it is was criticised by Lewis and Hackman, that research of TM is not grounded on facts and figures, rather 'selected anecdotes and analogies' (2006). Consequently, Christensen and Rog defined TM as the 'multi-faceted concept that has been championed by HR practitioners, fueled by the war for talent and built on the foundations of strategic HR' 2006). This view is still reflected in contemporary TM literature regardless of the variety of definitions provided by scholars (cf.Taylor,2018). The concept of talent management predominantly comprises an accumulation of practices and procedures to ensure the talent demand of organisations to facilitate their strategic goals including gaining and maintaining a competitive advantage (cf. Armstrong,2016;Silzer&Dowell,2010). The latter notion is based on the assumption that 'talent' constitutes the most essential capital for organisations (cf. Armstrong,2016). It involves the 'attraction, identification, development, retention, and deployment of individuals who are considered to be of particular value to the organisation concerned' (Armstrong,2020, CIPD,2020). 
It can be summarised that according to literature three categories of talent conception can be identified: (1) the first view qualifies TM as a classical HR activity which comprises the traditional practice, including the recruitment,selection,development,carreer and succession management, and retention of employees; (2) the second conception focuses on a talent pool to ensure the constant supply of talented employees; (3) the third conception is referred to as the generic talent conception (Lewis&Hackman,2006) and is divided in two subcategories (3a) the first subcategory comprises the identification of talent as employees who have the ability to make a significant difference to the current and future performance of the company' (Morton,2004). The conceptions described so far (1-3a) can be qualified as an exclusive approach to TM, while (3b) the second subcategory of the third conception is referred as inclusive approach. The latter constitutes the notion that every employee must be considered as talented and hence included in TM practices. 


2. Implications of the inclusive and exclusive TM approach on diversity and flexible working initiatives 	
The illustrated criticism of the inclusive and exclusive TM approaches indicates that the interaction of the different functions of HR which are reflected in TM have not been fully explored. (cf. Stewart and Harte, 2009). Dissociated research findings of TM elements such as recruitment,selection,succession planning,development, employee well-being, and diversity are considered in this framework. There have been scholarly discussions about the implication of TM on employee engagement, but also on its pro-social outcome in the context of organisational justice and ethical principles (cf.Downs&Swailes,2013;Harris&Foster,2010; Swailes,2013). However, the call for empirical research has been expressed to examine further the interconnection between TM and diversity management, and the implication of the different TM approaches on diversity management and flexible working arrangements (cf. Sheehan&Anderson,2015). 
It is argued that TM embedded in an exclusive approach could serve as an obstacle to achieving diversity regarding age, gender, ethnicity/nationality and, disability (Theodorakopoulos&Budhwar,2015). While the impact of diversity and inclusion has been researched from the ethical and business perspective (cf.Bell,2012;Scott,et.al.,2011), the inequality TM could impose on diversity has not been assessed comprehensively in the literature (Sheehan and Anderson,2015). Given the subjective view of talent, especially regarding its selection and identification two aspects may raise the main concern implementing an exclusive approach: hidden biases and (existing) workforce homogeneity (O'Connor&Crowley-Henry,2019;cf.Figure1). Consequently, an exclusive approach may lead to a barrier for women, ethnic minorities, elderly employees and, disabled people to participate and grasp career opportunities in the framework of TM. On the other hand, an inclusive TM approach is a promising strategy to overcome biases valuing every member of the workforce as talented. Ng and Burke's study investigated the implications of TM, particularly the recruitment of women and minorities at a managerial level and concluded that these groups, particularly high potential candidates are attracted by organisations promoting diversity and inclusion (2005).  It is manifest that demographic changes support an inclusive approach of TM given the hidden talents to be found in diverse groups, including disabled or elderly employees, women, and ethnic minorities (Lewis&Hackman,2006, Ritz&Sinelli,2018). As a result, it must be argued that the recourse of a diverse pool is inevitable for organisations to increase their organisational competitiveness (cf. Ng&Burke,2005). Ethnic minorities often experience discrimination in every stage where TM is implemented, including talent identification and selection, exclusion from development, support, and networking opportunities, receiving negative evaluation and leadership evaluations, and facing disadvantages in promotion decisions substantiated by higher rates of employee turnover compared to white employees (cf.Wilton,et.al,2020;Heilman&Welle,2006;Shurn-Hannah,2000, Powell&Butterfield,1997). It is to be expected that an exclusive and elitist approach to TM will intensify inequality of opportunities, and hinder diversity (Sheehan and Anderson,2015) due to the nature of the notion of exclusive TM and the (unconscious) bias underlying the application and the identification of talent by organisational leaders and line managers. As mentioned beforehand, evidence-based research has not been concluded to investigate the intersection of TM practices in their impact on diversity, employee engagement, and organisational justice. Sheehan and Anderson, therefore, suggest to respectively apply well-known HR theories to identify potential outcomes of TM, particularly Human Resource Development (HRD) on these aspects, including the social identity, in-group/out-group dynamics, and structuration (2015). These theories have been implemented when assessing diversity and can be useful for analysing the implications of an exclusive TM approach on employee motivation and commitment, for example, if employees are classified as being outside of the  'talent pool'. According to the social identity and in-group/out-group dynamics theory employees would identify as a member of an in-group or out-group (Joshi,et.al.,2006) through the exclusive TM approach with an effect of demotivation and decreasing commitment due to inequality in value, support, and earnings (cf.Sheenan&Anderson,2015). Furthermore, it has been established that the level of inclusion impacts individual well-being, employee engagement, and job satisfaction (Shore et.al,2011). 
Flexible working arrangement (FWA) and other work-life-balance practices are methods of retention embedded in the 'best practice approach of TM' (cf.Stahl,et.al.,2012). FWA are increasing since 2012 in the UK (Ridgway,2018), but also constitute an essential practice in the 'War for Talent' (cf. Hofelich,2017). The latter development was propelled not least due to the necessity of the working from home initiative during the ongoing Covid-19 pandemic (cf.CIPD,4.11.2020). Many employees are seeking a healthy balance between their work life and their private life (Stahl,et.al.,2012). Consequently, flexible work agreements attract a more diverse range of talented employees (cf.Ridgway,2012). It was found that FWA reduced employee turnover and advanced the number of female workers in execute positions (Stahl,et.al.,2012).Retention strategies comprising solely monetary incentives are predestined to fail as employees would leave for another employer whenever the compensation package is more attractive (cf.Hofelich,2017). It must be acknowledged, that flexibility in workplaces is the most valued and most effective retention tool and incentive at the same time (Ridgway,2012).

III. Talent Management at the Federal Office for Migration and Refugees (BAMF) 
As a subordinate authority of the Federal Ministry of the Interior, the Federal Office for Migration and Refugees (BAMF) (comparable to the HomeOffice in the UK) is a centre of expertise in the field of asylum, migration, and integration with its headquarter in Nuremberg, where around 8000 employees working at 60 locations throughout Germany (BAMF,2020). Noteworthy, organisations operating in the public sector are bound by political and legal guidelines, hence are not exposed to competition on markets but is still dependent on a talented workforce to fulfil political and legal guidelines (cf.Fischer,2018),since "Good government needs good people" (Lavigna &Hays,2004).
The staff member groups which shall be highlighted and examined constitute two different administrative career paths of the organisation which are implemented in every organisation in the public sector. The career path in the non-technical civil service is interlinked with the educational background of the employee. The public sector on a federal level distinguishes three career paths: The middle-ranked civil administrative service (Mittlerer Dienst) requires vocational training whereas the upper-intermediate administrative service (Gehobener Dienst, hereinafter GD) and the higher administrative service (Höherer Dienst, hereinafter HD) are accessible for university graduates (cf.Fischer,2018). 
The present assessment of the TM will be concluded based on the two employee groups working in the GD who are required to have at least a bachelor's degree and staff members of the HD who can access civil service on that level with a master's degree. The latter staff group is considered to be an executive due to its rank. External candidates applying for vacancies within this career path must undergo a one-day assessment. Hence, the talent management underlying the staff group employed for the higher administrative service can be qualified as an exclusive approach based on the potential-oriented conception of talent (cf. Ritz&Sinelli,2018). On the contrary, an assessment is not implemented for the GD staff members within the resourcing and selection process. However, access to any public position is based on regulations on the constitutional level. Section 33 paragraph 2 of the German constitution (Grundgesetz) stipulates that "Every German has equal access to every public office according to his/her suitability, ability and professional performance". This norm specifies the statutory regulation of Section 3 of the constitution the 'principle of equality (Gleichheitsgrundsatz). Hence, the underlying decision criteria for the staff selection in both groups is restricted to objective standards, including performance and qualification, to avoid discrimination on basis of race, ethnicity, gender, religion, and political beliefs. The legal claim of applicants, however, only constitutes the exertion of discretion free from error, rather than an entitlement to employment. Non-German citizens are protected by laws on a non-constitutional level (as explained below). The remuneration is stipulated in the German Collective Agreement for the Public Service ensuring transparent equal pay for each employee group (cf. BAMF,2020). 
Learning and development for both staff groups are based on an inclusive TM concept securing the training and up-skilling of every staff member despite from the career path and rank in a specifically established 'Skill-building Centre' which for example, trained and developed more 15,400 people in 2018 emphasising and supporting an interactive exchange and networking (BAMF,2020). Additionally, all staff members of the BAMF have the opportunity to take advantage of training courses offered by the Federal Academy for Public Administration. These training courses comprise a variety of learning fields, such as presentation skills, leadership competencies etc., and encompass general skills. Every staff member who wishes to gain or improve general skills and soft skills is free to register and may conclude the course without any precondition. In contrast, the "skill-building' centre of the BAMF secures subject-related training to enable employees to exercise their roles or to develop within their professional competences, for example, decision-makers in asylum cases (allocated to the GD staff members) attend a 12-week theoretical training in asylum and refugee law, administrative procedures, interview techniques, etc.(BAMF,2020). Finally, it should be emphasised that the BAMF decided to implement a mandatory course regarding diversity awareness which is mandatory for every staff member of all career pathways and rank. The latter is a useful instrument to overcome unconscious bias and to improve the organisational practice of diversity. 
Due to the adherence to the principle of equality the public service is unparalleled regarding women in leadership positions. According to the equality index for women and men in the highest federal authorities published by the Federal Office of Statistics the average quota of women in leadership positions in the federal authorities amounts to 36% (cf. Statistisches Bundesamt,2020). The same applies to employees implementing flexible working initiatives which can be found also in high-ranked positions, for example, part-time work, work from home, etc. Flexible working initiatives derive from legislation (e.g.Teilzeit- und Befristungsgesetz) constituting a legal claim. It is not unusual to find women working in high-ranked leading positions in the framework of a part-time role. In contrast, according to statistics, only 12.8% of the management boards are occupied with women in the private sector which lead to a recent change in law stipulating a women quota in boardrooms (Goodley,2020).
Harris and Foster found that the implementation of TM in the public sector where well-embedded diversity and equality procedures are in place and specific perceptions on fair treatment are predominant may lead to 'tensions and dilemmas for public sector managers' (2010). Although these findings refer to the UK public sector they can be related to the public sector in Germany as well. As mentioned above the TM approaches of the BAMF in regards to diversity and flexible working arrangement reflect statutory rules and regulation which are implemented in the practice of authorities. 
The present organisation constitutes a federal agency and has policy and procedures in place to comply with the constitution (basic law) and also with ordinary legislation, for example, labour laws, social law, and the German General Equal Treatment Act (Allgemeines Gleichheitsgesetz). These statutory duties imposed on the staff members in the public sector promoting equality and the eradication of discrimination on basis of gender, race, and disability inflicted a role model function on public organisations. The adherence to the laws is reflected in HR strategies to take positive actions to promote a diverse workforce and inclusion. However, the inclusive approach can merely be affirmed within the career pathway. Promotions from the GD to the higher-ranked HD are embedded in an assessment of the performance, ability, and suitability as stipulated in the Federal career regulation for civil servants (Bundeslaufbahnverordnung, hereinafter BLV). The latter act not only regulates the requirements to access the public service but also the promotion requirements of and between career paths, for example, section 24 of the BLV rules that promotions from the GD to the higher-ranked HD require an assessment and the necessary educational qualification. The BAMF offers HRD in form of 'professional training and studying while in employment' particularly for the course Master of Public Administration. Every staff member of the GD is allowed to apply for this programme. However, the selection process of talent for this development measure comprises an evaluation of the performance and potential of the employee through a performance appraisal. The head of the division, therefore identifies the 'talent' on basis of appraisal criteria in accordance with the law, prior to the university assessment procedure. This approach must be classified as exclusive TM, particularly as the ratio between candidates and seats for that programme is disproportionate with 200 applications for 4 vacancies. Given the fact that the underlying assessment and selection criteria and the decision-making must ensure gender equality by law, inclusive tendencies are apparent. Nevertheless, the appraiser is human and cannot be entirely free from bias. While the unfair appraisals could be experienced by all staff members, employees with different ethnicities and nationalities may be at greater risk of not being identified as a talent compared to their "white"/German peers. The latter is underlined by the fact that employees with a migrant background are underrepresented in the public sector (Deutschlandfunk,2020). In 2020, merely 12 percent of the employees in the public sector have a non-German ethnicity although they comprise more than 25 percent of the population (Deutschlandfunk,2020). There are no statistics of workforce with an immigrant background executive roles available. A request at the Federal Office for Statistic (Statistisches Bundesamt) confirmed the absence of statistics in this regard. The Federal government (FG) addressed the need for action regarding intercultural acceptance within the government authorities in its monitoring report aiming at cultural diversity (Bundesregierung,2020).  In this respect, it was first determined that data needed to be collected regarding job satisfaction and equal opportunities (which means at least one parent has not been born as a German citizen)(cf.Statistisches Bundesamt,n.d.) The monitoring report comprises an action plan including measures to increase cultural diversity in federal authorities (cf. Bundesregierung2020). The government also tackled the issue that a 'culturally sensitive selection' of candidates by leaders should be enhanced through workshops and training (Bundesregierung,2020).
A perceived inclusion was found to have an impact on employees, concerning well-being, job satisfaction, and commitment and may lead to self-fulfilling prophecy regarding task effectiveness and performance (cf.Shehan&Anderson,2015). It can be argued that the perceived lack of inclusion maybe even a deterrent effect on candidates of various ethnicities to apply for roles in the public sector. These arguments can be supported by the fact, that employees with a migrant background are not only underrepresented but they most likely work in positions for which they are massively over-qualified (Deutschlandfunk,2020).
In summary, the BAMF has procedures and practices in place to implement diversity and flexible working initiatives without considerable ramification on TM. However, TM at BAMF does not follow well-known practices such as the formation of the talent pool or through a talent pipeline or a talent on-demand policy (cf.Armstrong,2020).  A thorough analysis rather underlines the assumption that TM strategies or deliberate implementation of TM are neither in place nor intended to be applied. Noteworthy, upon request the HR of the BAMF confirmed that there is not TM procedures in place, since recruitment and promotion processes must strictly follow the legal framework. This finding is further confirmed with closer examination of the practices and policies which reveals that the agency does not apply a TM strategy at all. It follows rules and regulation, particularly regarding diversity management and flexible working initiatives which attracts female employees and ensures gender equality. 
An explanation for the reluctance could be the challenges line manager of the public sector face to implement TM activities when 'established organisational principles of equality and diversity, which have shaped their perception and those of employees about fair treatment' (Harris and Foster,2010). The latter findings refer to the UK public sector but are also true for the present German authority since practices and procedures are deriving from statutory law ensuring a fair and equal framework. The comprehensive practices comprise succession planning, promotion, resourcing, learning and development, diversity, and flexible working initiative stipulated by constitutional and ordinary law and form part of an unintended TM at most. The unintentional TM outcome, however, may be qualified as a hybrid TM approach of inclusive (regarding learning and development) and exclusive tendencies in accordance with first conception of talent embedded in traditional HR practices. The opaque implementation inevitably results in an unfair outcome due to the margin of discretion regarding the 'identification' of talent and the lack of a clear TM strategy. It must be argued that the unintended approach of TM does not lead to satisfactory results as the BAMF ignores its potential in the GD, buying talents for the HD rather than up-skilling its staff or at least utilising the potential which can already be found among the employees of the GD. The latter is a consequence of a high recruitment drive which took place during the peak of the refugee crisis in 2015/2016. A large number of high-qualified and for the HD career pathway eligible workforce where integrated into roles within the GD, particularly solicitors/barristers (holding two legal state examinations) and employees from various fields with Master's degrees to enhance the performance and work quality within the GD (Baron van Lijnden,2016). The bulk of employees working within the GD have restricted opportunities to access the higher-ranked HD to develop into leadership roles. 
Although trainee programmes and the aforementioned university degree programmes of the BAMF can be considered as a talent-pipeline supporting a hybrid mix of buying and growing talent (cf.Fischer,2018), it rather constitutes a theoretical development opportunity for GD staff members. In practice, merely 4 places are offered at irregular intervals of 1-3 years while ca. 200 candidates apply, leaving a 2% chance to access the programme. 
Based on the above, one must conclude that the practices applied by the BAMF to identify 'talent' derive rather from the classical HR approaches and practices, at most they can be qualified an unintended hybrid TM approach with a clear orientation on and in compliance of statutory law utilising the tool of an appraisal to identify talent. The latter must be labeled as an exclusive approach given the outcome which may lead to a backfire for the organisation (Pfeffer,2001). It could undermine teamwork, elevate the internal competitive pressure within the workforce, excessive recognition of external talents and the glorifying a small circle of talents within the organisation could lead to dissatisfaction and demotivation of undervalued existing employees which inevitably increases the employee-turnover, but also thwart employees' performance through seeding instability and uncertain circumstances (cf.Pfeffer,2001;Christensen and Rog,2008). 
Given the statistics, the casualties caused by the war for talent for war in the public service are migrant employees who usually work in the public service massively over-qualified for their positions inter alia, within the GD career pathway at the BAMF with worse career development prospects compared to their German peers. 
Understandably, exclusive TM in the public sector may have a regressive impact given the beneficial legal protection and promotion of gender diversity and flexible working initiatives (cf.Hellen&Forst,2010). Nevertheless, a hybrid approach or even an exclusive approach could be more efficient than the current BAMF approach, when it is fair (cf.CIPD,2020), transparent, and comprehensible. There must be a progression concerning the proactive support of migrant employees in leadership roles. The German public sector may have understood that the demographical change made it inevitable to recruit from the highly-qualified female talent pools. Although there is still room for improvement to gain full gender equality which is also addressed in the governments monitoring report 2019 (Bundesregierung,2020), the underrepresented minority group in federal authority is yet neglected. The greatest challenge may constitute the change of minds of the 'white' middle-aged men holding responsible for talent management, as the cartoon in figure1 reflects. Indeed, it was a long stony road taking decades to establish and develop gender equality with still lots of room for improvement. There is a necessity to expand this notion to other diverse groups, particularly minorities with recourse to this hidden talent pool particularly, against the backdrop of skill shortages in executive roles. 
Since monetary incentives are not part of the remuneration package, promotions constitute a substitute reward, from which the immigrant workforce cannot be excluded. The public sector offers predominantly crisis-proof workplaces. The major retention strategy of the BAMF derives from its offered job security, but also from the flexible working initiatives where employees enjoy a work-life balance. The compensation package may not be competitive compared to the private sector, but career prospects in the shape of promotions constitute the retention strategy (VNR,2020). The majority of positions, also leadership roles are amenable to part-time employment. Furthermore, flexible working hours and mobile working are available for employees, to reconcile family life and work (cf. BAMF, 2020). Due to the lack of comprehensive retention strategies in the public sector the employee turnover is considerably high (DGB,2019). As stated above, higher rates of employee turnover can be found within minority workforce as UK and US literature reviews revealed, (cf.Wilton et.al,2020;Heilman&Welle,2006,Shurn-Hannah,2000,Powell&Butterfield,1997). The gap of statistics and research regarding promotion prospects of ethnic minorities in German public service indicates also a higher turnover of minorities in German authorities given the inequalities identified.  
IV. Conclusion
Compared to the inclusive approach, exclusive TM could lead to barriers for women and minority groups. The constitutional requirement of hiring staff in the public service inherits an exclusive approach due to the 'best-selection-principle' as stated above. In that context, the necessary appraisal of the employee's competencies, skills, his/her suitability and capabilities could be subjected to bias. The gender statistics show that women working at the BAMF in leadership roles are well represented, particularly due to the flexible working initiatives offered by the agency in accordance with the statutory law. As a result, it cannot be stated that there is an interconnection of the exclusive TM gender diversity and flexible working imitative. It must be emphasised that there is still room for gender equality at the BAMF, but this is rather a question of diversity management than a cause of TM approaches. A different picture can be seen when it comes to ethnic minorities. The exclusive TM approach may be a hurdle for access and promotion to public authorities due the lack of cultural sensitivity and bias assessment of their qualifications. An inclusive TM approach could be a useful mean to break through these barriers and achieve a higher amount of migrant employees in leadership roles.   

V. Recommendations
The question arises whether TM in general can be aligned with the well-implemented diversity and equality policies in the public sector (cf. Harris and Foster,2010). As stated above the agency is rules and regulations and the implementation of a inclusive TM approach would require the a change of legislation, including the constitution. Although the rules and regulations may provide a legal framework for equality, the margin of discretion could lead to lower diversity in practice concerning immigrant employees when the decision-maker, namely the executives are white/German middle-aged men or women without any basis of identification with minorities. In the past, the BAMF was even criticised for not adhering to the law in its recruitment practice (LFO,2016). This will increasingly be the case when the decision-making executive acts with discretion linked with the risk of being bias due to the lack of intercultural sensibility. This constitutes the main issue of identifying and developing talent at the BAMF. The choices of the executive cannot be measured for example, through increased profitability and could be influenced by favouritism and sympathy. There is room for improvement regarding the identification and selection of talent, particularly in the framework of promotion and development of staff members working within the GD pathway to executive roles in HD. The 'best-selection-principle' (as an exclusive TM approach) could be made more transparent and fair if it would be complemented with guidance to prevent arbitrariness in the context of selection, for example through a scoring system (regarding the qualification, education, soft skills, language skills, etc.). Consequently, even an exclusive TM approach could be appropriate without implications on diversity management if the underlying system would be fair (CIPD,2020). The practical implementation of a fair exclusive TM approach would be also easier to realise than changing major parts of the German legislation. In order to avoid inequalities regarding minorities (and gender) the aforementioned scoring system could also serve as a fair arrangement to be implemented for appraisals. A more fair approach could be reached by adopting a more regular review with constructive feedback to improve performance and influence the outcome of appraisals. It could also be satisfying for employees and beneficial for a fair TM approach if regular staff development meetings would be scheduled to discuss measures to support career goals of employees through identifying their skills and potentials. Due to the centralised system of the BAMF most line managers do not know the competencies of their staff.  Finally, it must be assessed which development strategies must be implemented to reach employee goals while aligning these with the organisational objectives. To avoid bias, executives must be trained to gain cultural sensibility and intercultural skills, the same is true for the recruiters. 
University degree programmes and other sorts of 'sponsorship' catapulting employees in leadership roles should contain an assessment based on knowledge, skills, and personal suitability of a neutral party, such as the university or an internal panel consisting of staff members from different departments.  Furthermore, there must be coaching or mentoring practices in place. A role model could serve Axa Winterthurs' TM approach involving a diverse workforce from the beginning of employees' careers. The organisation is interacting with its workforce at an early stage, assessing employees' goals and providing for coaching and mentoring, particularly 'gender monitoring' (Seitz,2018). A diversity-sponsoring programme promotes women in leading positions (Seitz,2018). Similar approaches could be implemented in the practice of the BAMF regarding workforce with different ethnicities to enhance their career prospects. 
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