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Attracting talented employees into a company and being able to develop, train, and
retain them within the company is increasingly important in the modern hyper-com-
petitive business environment. Talent is becoming scarcer due to changes in demo-
graphic factors, and the competition for top talent is heightened. Organizations that
support and maintain successful talent management operations, and are systematically
investing in human capital, are the ones to win top talent and ultimately achieve their
strategic goals and objectives more effectively.

The purpose of this thesis was to create a holistic managerial plan for the case company
Isojoen Konehalli Oy (IKH), concerning all aspects of talent management operations.
Within this managerial plan, the study focuses specifically on creating systematic
structures for identifying key positions and talent within the company, as well as cre-
ating structures for developing talent. In addition, the subject of attracting talent is
approached by developing a plan for building a strong employer brand to be imple-
mented in the near future, and by formulating a compelling Employee Value Proposi-
tion.

This research was made as constructive research, using thematic, semi-structured in-
terviews and document analysis as data collection methods. The collected data was
analysed qualitatively. The research interviews were held on three separate occasions
with IKH’s HR team and Marketing Manager. The interviews were divided into
themes according to a talent management model used in this study, including subjects
of planning, attracting, developing, retaining, and transitioning. These five main
themes were further divided into smaller themes, depending on the subject.

The research results suggest the main focus in building IKH’s talent management strat-
egy will be on creating structures for planning talent according to the future needs and
requirements of the company’s strategic goals. With effective planning, the company
is able to identify key positions that are vital for operations, and proactively answer to
these needs. Adequate planning also enables future development of personnel, and
employee competence assessment and developing programs were identified. Regard-
ing attraction towards the company, IKH’s employer branding will benefit from a ho-
listic branding process that was ongoing while this thesis was written. Developing the
organization from within through sufficient communication and leadership develop-
ment will reflect positively on the external employer brand. Employer branding will
encompass a wide range of different tools, channels, and tones while communicating
relatable real-life stories from within the organization. The forming of the wanted em-
ployer brand will happen over time, but taking conscious, coherent steps towards the
goal will benefit the company’s overall brand image as well.

Keywords: strategy, strategic human resource management, talent management
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1 INTRODUCTION

In the modern world of rapid development, digitalization, and continuous change,
competition is becoming fiercer across many fields. Companies are striving to gain
larger sales and profits by further developing their products and services, increasing
productivity, lowering costs, and finding special competitive advantages that separate
and elevate their products and services from those of their competitors. A key factor
in creating success for a company is its personnel. The right number of employees
allocated in correct tasks, performing efficiently, innovatively, and cost-effectively
while ensuring the high quality of products and services, is pivotal for companies’

overall performance and success. (Viitala, 2014, p. 8.)

People are a crucial factor in innovating new solutions and improving existing pro-
cesses. Therefore, personnel of a company can be considered to be the foundation for
the company’s operations, yet at the same time it is a fragile and delicate resource open
to unsuspected changes and challenges. In order to reduce personnel-related risks, em-
ployees must be managed carefully with a far-reaching strategy for them to operate as
a vital asset and a competitive edge for the company. (Viitala, 2014, pp. 8-10.) From
a more humane perspective, it is important for employees to feel appreciated, valued,
and respected in their work communities, they should feel they are able to fully utilize
their personal talent, and know what is expected from them. Workloads should be rea-
sonable, and the balance between work and personal life should be in place. A well-
planned and well-managed human resource strategy affects positively not only the
company and its success, but also individual employees, their wellbeing, and ulti-

mately the wellbeing of communities. (Hunt, 2014, p. 14.)

The objective for a talent management strategy developed in this study is to create
functional practices and processes to ensure the attraction, development, and retention
of top talent, these activities also contributing to the improvement of overall organiza-
tional culture by enhancing employee engagement and well-being. The ultimate goal
for a talent management strategy is to create outstanding competitive advantage for a

company by utilizing its human capital to its full potential.



2 DESIGN OF THE STUDY

In this chapter, the case company Isojoen Konehalli Oy (IKH) is introduced, the pur-
pose and objectives of the study are defined, and the conceptual framework and theo-
retical background of the study are introduced. In addition, boundaries for the study
are set out. As this study concerns different aspects of talent management activities
throughout the organization, the organizational structure of the case company is ex-
plained in this section. IKH’s values and vision are also briefly discussed to gain a
better understanding of the company’s foundation, and of the prerequisites these ele-

ments set for the company’s strategies.

After the research problem and the purpose and objectives of the study are explained,
the theoretical concepts related to this research are then extensively examined and dis-
cussed in the theoretical part. After this, the chosen research strategy, data collection,
and data analysis methods are explained. Based on the theoretical knowledge and re-
sults of the research, a solution, i.e., a talent management strategy, is formulated and
reported. Finally, the outcomes produced in this study are examined and discussed, the
validity, reliability, and ethicality of the study is analysed, and suggestions for future

developments are given.

2.1 Case company Isojoen Konehalli Oy (IKH)

In this study, the objective is to create a talent management strategy for the case com-
pany, Isojoen Konehalli Oy (IKH), which is the writer’s employer of nearly 15 years.
Creating a talent management strategy for IKH will draw attention to the importance
of planning and executing consistent talent management activities, and this way meet-
ing current and future requirements for specific skills and knowledge. Throughout the
theoretical portion of this study, different aspects of IKH’s operations will be carried

along and referred to within the text.

Isojoen Konehalli Oy (IKH) is a Finnish importing company that operates in the field
of technical sales. IKH’s wide product range of over 50 000 items consists of tools,

machines, tractor spare parts, work clothing and protective gear, agricultural machines



and accessories, batteries, and tires. Products are imported from approximately 30
countries. In addition, IKH exports products to 20 countries, mainly to the Nordic and
Baltic areas. IKH employs approximately 260 employees in Kauhajoki, where the of-
fices, logistical centre and warehouse are situated, and about 450 employees combined,
including the IKH super stores around Finland. Products are sold in the Finnish market
through a wide network of retail stores. IKH was founded in 1968 and up until 2021,
it was a family-owned company. In July of 2021, the company’s ownership changed
and IKH became a part of a multinational corporation, Grafton Group PLC, based in

Ireland. (IKH, 2021a.)

The transition from a family-owned company to being a part of a multinational corpo-
ration is ongoing as this thesis is being written. Although the company’s ownership
has relocated to Ireland, the governance and decision-making continues to be per-
formed locally by IKH’s current management team in Kauhajoki headquarters, with
Grafton Group overseeing the company’s operations. With support from Grafton
Group, the transition has made it possible to incorporate more modern ideas into op-
erations, for example, invest heavily in digitalization and eServices, thoroughly go
through and review product category management, develop far-reaching brand and

marketing strategies, and further develop the company’s leadership operations.

The next three to five years of IKH’s operations are set out to be the years of change,
development, and growth, and this thesis will partake in that change by offering a
managerial plan to anticipate and answer to the ever-changing demands regarding tal-
ent management. At the same time, the global economy and competitive environment
is rapidly changing and becoming more challenging for IKH as well, and this creates
more pressure to critically review current strategies and strive to find innovative ways
to exceed competition. This is where a high-performing, talented personnel will play
a significant role in the future and is the quintessential reason for creating a high-func-

tioning talent management strategy for IKH.



2.1.1 IKH’s organizational structure

The structure of an organization defines the levels of hierarchy, formal reporting rela-
tionships, and the extent of control managers and supervisors have within the organi-
zation. It groups individuals into different departments and defines the communication

and coordination systems across the departments. (Daft, 2016, pp. 88-90.)

IKH’s organizational structure is vertically hierarchical, functionally grouped, with
centralized decision making at the top. A functional organizational structure groups
together employees, who have similar functions and tasks within the organization, re-
gardless of what project they are working with (Daft, 2016, pp. 102-103). For example,
all employees working with the function of marketing are working in the same depart-
ment; some might be working with digital marketing, some may work with enriching

product information for a website, and some in print marketing.

Grafton Group PLC

Board of Directors
Chief Executive Officer
Development Chief Financial Human Resource Commercial
Manager Officer Manager Director
IT & e-Services Finance & Office HR department Purchasing
— Tools
Spare parts
IKH Super Stores Chain Manager Sales
— Tools
Spare parts
Warehouse Export
1| Customer service
Local functions After sales services
G Marketing

Dismantling tractors
Motor whetting
Machine rentals
Metal workshop

Figure 1. IKH’s organizational chart (Rajamaki, 2022)
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As presented in Figure 1, on top of IKH’s organizational chart is the owner, Grafton
Group PLC, followed by the Board of Directors. These are the two governing branches
that oversee the company’s overall performance and set out strategies and guidelines
for the company’s operations. The Chief Executive Officer (CEO) reports to Grafton
Group PLC. The CEO oversees the execution of strategies across all IKH’s depart-
ments, i.e., line managers of each department are accountable to the CEO. IKH has
four main functions in its organizational structure under which all sub functions are
located. Development Manager oversees the information technology and eServices de-
partment, Chief Financial Officer oversees the finance department and office person-
nel, and Human Resource Manager is in charge of the HR department. The Commer-
cial Director is in charge of six departments that make up IKH’s core business: pur-
chasing (divided into tools and spare parts), sales (also divided into tools and spare
parts), customer service, and marketing. All line managers in these six departments

answer to the Commercial Director.

The writer’s personal experience is that although IKH’s current functional organiza-
tional structure enables an effective and straightforward way of operating, it can some-
times exclude and overlook some of the talent, know-how, and potential of personnel
across departments. With this organizational model, decisions are made in the man-
agement level and communicated top-down, and departments are tightly siloed. There-
fore communication, cooperation, and contact points between different departments
are narrow, in many cases non-existent. This can hinder the flow of information and
slow down decision-making. However, in an organization of this scale, hierarchical

structure is certainly essential for the company to function and perform successfully.

2.1.2 IKH’s values and vision

Company’s values form the foundation for a business strategy, with which the com-
pany strives to achieve its vision. Company’s core values are a set of beliefs and guide-
lines that create the basis for organizational culture and define the way a company
conducts its business on all fronts. The values of a company determine the norms of
acceptable behaviour within the organization, and form a unified, organization-wide

belief-system, even if the personal values of individual employees differ from them.
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Company values are asserted and reinforced by the top management, and it is a con-
stant, invariable philosophy behind a company’s actions. An employee is most likely
to agree and embrace such values that are close to their own set of personal values.

(Haines, 1995, pp. 34-37.)

IKH’s values are divided into four segments; (1) reliable and professional service,
which is achieved with competitiveness through efficient operations, and by being a
fair and responsible cooperation partner, (2) operating model of continuous improve-
ment, which means the company strives to develop its operations to be as straightfor-
ward and efficient as possible while practicing swift problem solving, (3) skilful and
motivated personnel, as the company encourages a desire to belong to the team, main-
taining professional skills, and rewarding profitable work, and (4) responsibility for
environment and society, as IKH is involved in developing the local region and an

environmental system is followed (IKH, 2021b).

A mission statement sets out the reason for the company’s existence. It expresses the
identity of a company and helps stakeholders and customers understand ‘who’ the
company is and what the key elements of its operations are. (Edwards et al., 2014, p.
43.) Currently, IKH does not have a clearly worded mission statement as such, but the
foundation of IKH’s operations is the desire to meet customers' expectations with
higher quality products and offer genuinely professional service (IKH, 2021c). The
process of clarifying and wording the mission statement is currently ongoing. The vi-
sion of an organization clearly expresses what the organization aims to be in the future.
It should be formulated in a way that is understandable and relatable by employees,
they should be inspired by it, and willing to work towards the vision. (Edwards et al.,
2014, pp. 41-42.) The vision of IKH is stated as follows: “The goal of Isojoen Kone-
halli Oy is to offer its customers, together with its dealer network, technical products
and solutions with expertise, and to be among the most significant Finnish wholesalers

in its field” (IKH, 2021c).
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2.1.3 IKH’s strategies

In this chapter, IKH’s strategies are discussed. The concepts of strategic management
are thoroughly explained in chapter 3. IKH’s corporate strategy is to operate in the
field of importing and technical sales, mainly in the Finnish and Nordic regions. IKH
emphasizes expertise, professionalism, and customer-oriented thinking in all its ac-
tions. The company’s operations are set to be long-term goal oriented, yet adaptable
and open for innovation. IKH’s operations are to be efficient, growth-oriented, profit-
able, and responsible. The goal is to create prerequisites for success for IKH and its
partners, and in this way be the most desirable partner in the field of technical sales.

(IKH, 2021c.)

IKH’s business strategy includes offering a comprehensive business package to its
partners, including marketing, storage logistics, product selection, afters sales, IT-sys-
tems, and product training. The strategy also includes upholding confidential and sus-
tainable relationships with its customers and its dealer network, as well as upholding
high standards of quality when offering technical products for its professional and con-
sumer customers. In addition, offering outstanding customer service and after sales
service, guaranteeing excellent delivering reliability, and operating efficiently and re-

sponsively are stated in the business strategy. (IKH, 2021c.)

A publicly traded company such as Grafton Group PLC requires precise planning, re-
porting, and risk management, and these structures are currently being put in place in
IKH. For example, as part of its functional strategies, IKH is amid designing a detailed
commercial strategy for the next three to five years. This strategy will strongly affect
the operations of IKH’s purchase and sales departments, and possibly alter the previ-
ously implemented working methods. Related to this, marketing department is devel-
oping its strategies concerning the IKH brand and the brands of IKH’s own product
lines, as well as developing a strong brand concept for IKH super stores. Amid all the
changes and developments, it is vital that the HR department is aware of the decisions
and new strategies for it to be able to respond to future needs in know-how and com-
petence for each function and department. It is noticeable, that becoming a part of
Grafton Group has been a catalyst for change in IKH, including a stronger emphasis

in long-term strategic planning and thinking on multiple fronts.
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2.2 Purpose and objectives of the study

The purpose of this study is to create prerequisites for sustainable success and growth
for IKH by creating a comprehensive talent management strategy as part of its strategic
human resource management operations. In preliminary discussions with the case
company’s HR Manager, it became clear that in the changing organizational environ-
ment resulting from a change in ownership, and in the tightening competition for talent
within the labour market, IKH is in need of a systematic and holistic strategy for at-
tracting, developing, and retaining top talent, i.e., humane capital. It is recognized at
IKH’s management level that high-performing and high-potential employees are key
factors in achieving success in the modern, hyper-competitive situation, where infor-

mation and knowledge play a crucial role.

The objective of this study is to produce a functional talent management strategy for
IKH to be implemented within the next one to five years. The strategy is intended to
benefit the company’s HR operations in practice, and systematically help attract, de-
velop, and retain top talent within the company, and in this way create significant com-
petitive advantage for IKH’s operations in the future. The talent management strategy
is created in this study as holistic way as possible, focusing on

1. Creating systematic structures for identifying key positions and talent

2. Creating systematic structures for developing talent

3. Developing a plan for building a strong and attractive employer brand

4

Formulating an Employee Value Proposition

As mentioned in the previous chapter when presenting the case company and its strat-
egies, due to a change in ownership, IKH currently has multiple ongoing development
projects regarding, for example, digitalization and eServices, critical reviewing of
product category management, and development of brand and marketing strategies.
The next three to five years of IKH’s operations are critical from the standpoint of
development and growth, and in order for these development projects to be success-
fully carried out, a talented and capable personnel is of utmost importance. A high-
functioning talent management strategy has the potential to proactively answer to fu-
ture needs regarding personnels’ level of knowledge and know-how, and in this way

be able to more effectively accomplish the strategic goals set by the management team.
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2.3 Conceptual framework and theoretical background

Key concepts of this study are strategy, strategic human resource management, and
talent management. The theoretical framework of the study is presented in Figure 2.
For a company to reach its goals and fulfil the vision discussed earlier, a strategy is
needed. In addition to strategic planning by top management, the success of a company
is largely reliant on the performance and execution of those strategies by the people
working for the company. The level of efficiency, competence, and commitment of
employees is reflected on how the company is achieving the goals set by management.

(Viitala, 2014, pp. 8-9.)

CORPORATE STRATEGY

BUSINESS STRATEGY

FUNCTIOMAL STRATEGY:

Strategic HR management

Talent management

I
I
I strategy
I

Figure 2. Theoretical framework

As depicted in Figure 2, strategic human resource management (SHMR) operates in
accordance with the company’s corporate and business strategies, making operative
plans to manage the company’s human resources in a way that the company’s business
strategy is realized. SHMR encompasses a wide range of operations, including the
concept of talent management, which refers to planning, attracting, developing, retain-
ing, and transitioning talent within the company. (Viitala, 2014, pp. 50-51; Momtazian
2021.)
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Regarding IKH, a motivated and skilful personnel is stated in the company values and
offering ‘Genuinely professional service’ is listed as the company’s operating model.
The company considers its personnel to be one of the key factors in succeeding in the
highly competitive market, and an operating model of continuous improvement is ap-

plied in all activities, including employee performance. (IKH, 2021b; IKH, 2021c.)

2.4 Boundaries of the study

The field of human resource management is extensive and wide, and for the sake of
maintaining a reasonable extent to this study, it is necessary to limit some topics out.
Strategic talent management operations refer to activities with which the company can
attract, develop and retain high-performing employees within the company and in this
way reach specific strategic goals set by the management team (Momtazian, 2022).
The topic of talent management offers numerous different directions and opportunities
to discuss operative HR activities in practice, such as talent acquisition, recruitment,
and onboarding processes, however these are left out of the study. Instead, this study
focuses on examining talent management activities purely from a strategic point of
view, aiming to bring forth ideas and suggestions which can have strategic importance
and potential to produce added value and competitive edge in the future, with regard

to the company’s current and future objectives and goals.

For limiting the scope and extent of this research, the writer has also decided to exclude
the broad topics of leadership and leadership development from this study, even
though they are closely linked to the wider theme of human resource management and
important part of organizational development and employee retention. Subjects re-
garding leadership operations and future leadership development activities are exten-

sive as such and would offer an interesting topic to be researched in a study of its own.

Talent management strategy developed in this study only concerns IKH and its strate-
gic human resources operations, excluding the nationwide Finnish IKH dealership net-
work’s stores, as they operate as separate, private companies. This study only concerns
IKH’s talent management operations in Finland and does not include the dealership

networks in Sweden or Estonia.
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3 STRATEGIC MANAGEMENT

Literature on strategy presents various different styles and angles on how to approach
and create strategies in various stages and lifecycles of organizations. In this chapter,
after defining the concept of strategy, the focus will be on studying how to develop a
sustainable, successful business strategy that has the potential to create competitive
advantage, and how to involve, utilize, and engage the company’s employees in the
realization of strategies at every level of the organization. In addition, strategic human

resource management is discussed, and IKH’s current strategies are briefly presented.

3.1 Corporate, business, and functional strategies

In general, strategies are divided into three categories according to the level in which
they are designed and implemented: corporate level, business level, and functional
level strategies. Although implemented in different levels of organization, all three
levels are equally important in reaching the company’s vision. (Viitala, 2014, p. 50.)
These three levels are illustrated in Figure 3. The company’s values, mission state-
ment, and vision serve as the basis and the reason for designing corporate and business
strategy, or multiple strategies, depending on the company and its operating field

(Holfstrand, 2016).

Corporate level
strategy

Business level
strategy

Functional level
strategy

Figure 3. Three levels of strategy (adapted from Viitala, 2014, p. 50)
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Corporate level strategy is the top-level strategy, which outlines top managements de-
cisions on which markets to enter, what are the main ventures the company wants to
be involved in, what is the level of diversification and internationalization of business,
and what are the main goals and directions for the company. It also ensures all business
units are operating according to this strategic plan towards the main goals. (Viitala,
2014, p. 50.) The ability to look ahead to the future, while taking past and present
occurrences into account, as well as being able to execute difficult and bold decisions
for the company’s benefit are emphasized at this level (Santalainen et al., 2015, pp.

229-230).

Business level strategies are critical as they are designed to ensure the success in the
chosen markets, which are defined at corporate level (Cook, 2022). A business strategy
is the result of a well-formed, intentional, and logical planning process, where a series
of specific decisions and actions are designed to advance the company from where it
is, to where it wants to be in the future, aspiring to create value and competitive ad-
vantage in a specific market. A business strategy can originate from a systematic ana-
lysing of the company’s current situation or past developments, or it can be discovered
more intuitively, reflecting on what might happen in the future, or as a combination of

both. (Grundy, 2003, pp. 5-6.)

Following the business level strategies are functional level strategies, i.e., operational
strategies. These strategies are formed based on the business strategy and they are de-
signed and implemented specifically to enhance and reach the goals within the differ-
ent functions of the company, which in return supports the overall success of the busi-
ness strategy. The operational strategies include, for example, research and develop-
ment, production, HR, finance, sales, and marketing strategies. (Viitala, 2014, p. 50.)
The effective implementation of operational strategies is largely reliant on the depart-
ment managers; their communications skills, ability to make correct tactical decisions,
and ability to align day-to-day activities of their employees to match the goals set in
the business strategy. This highlights the fact that strategic management skills are not
only needed in the upper-level management, but in fact in all levels throughout the

organization. (Cook, 2022.)
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Before the technological revolution, operational work was often divided into simple
tasks performed according to specific instructions of lower-level management, there-
fore it was not necessary to inform every employee about the strategic directions and
goals of the company. However, in the modern, hyper-competitive, and technologi-
cally advanced business environment, knowledge is considered to be the key asset and
contribution of employees across the organization. It is critical that department man-
agers and employees are well aware of the company’s business strategy, and what is
expected to be achieved through employees’ actions. The business strategy must be
linked to, and incorporated in the day-to-day activities of each employee, for the com-
pany to reach its goals set out in the business strategy. (Kaplan et al., 2002, pp. 233-
235.) As Chambers et al. (1998, p. 48) point out, “At the end of the day, we bet on

people, not strategies”.

As is evident based on the knowledge above, creating goal-directed, dynamic strate-
gies on all three levels of an organization, and executing them purposefully, can give
companies prerequisites for maximizing their competitive advantage, as well as mini-
mizing competitive threats. A strategy, which is poorly communicated or is merely
implied by the actions of top management, is not achievable on the operative level. A
business strategy should not be a static collection of empty sentences or rewriting of
decisions that have worked in a competitive environment long ago, but instead should
be a dynamic, constantly adaptable plan that answers to the current competitive and
economic situation. The business strategy should be clearly linked to, and interact with
the company’s human resource strategy, and implemented so that the personnel is en-

gaged, as they are at the forefront of executing the strategy in practice.

3.2 Strategic human resource management

Strategic human resource management is an important part of company’s functional
strategies, defining the way in which the overall business strategy is implemented
through the activities of employees (Viitala, 2014, p. 50). In this chapter, the different
concepts of human resource management are explained, and strategic human resource

management is examined more closely.
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In practice, different terms of human resource are commonly used as interchangeable
concepts, where human resource (HR), human resource management (HRM), and stra-
tegic human resource management (SHRM) are all used to describe activities within
this field. The difference between these concepts can be found in their purpose and
use; HR is a hypernym term to describe all activities regarding human resources, it
also directly refers to the department within the organization that is in charge of all
matters involving the company’s workforce. Within this wider concept of HR, the term
HRM refers to the administrative leg of the department, where issues such as payroll,
healthcare, legal and administrative matters are handled. (Hunt, 2014, pp. 2-3.) HRM
is associated with the operational implementation of activities that include planning,
acquiring, training, leading, evaluating, rewarding, and succession planning (Dessler,

2020, p. 39).

The term strategic human resource management (SHRM) differs from the more ad-
ministrative nature of human resource management (HRM) so that it aims to link the
company’s HR operations to the company’s overall strategic goals and aspirations.
Within the organization, the fundamental purpose of SHRM is to create such assets
based on humane abilities and factors which operate as prerequisites for the company’s
success. (Viitala, 2021.) As Hunt (2014, p. 15) points out, companies can plan unpar-
alleled business strategies that have the potential to outwit the competition, but if the
company is not able to acquire, motivate, commit, and retain the talent needed to exe-
cute these strategies, the company does not actually have, nor is able to gain competi-

tive advantage within the markets.

In order for the business strategy to be realized successfully, strategic human resource
management needs to ensure that the organization is employing the right people to
work on the right things in a correct manner and provide employees opportunities for
development. This way the company can maximize employee performance, connect
personnel to the company’s strategic goals, improve the company’s overall outcome,
and further develop the organizations personnel in a sustainable manner, which incites
innovation and competitive advantage. (Hunt, 2014, pp. 16-17.) The main topic of this
study, talent management, is an essential part of SHRM and directly linked to efficient

implementation of the company’s business strategies.
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4 TALENT MANAGEMENT

Talent management has become an essential part of strategic human resource manage-
ment especially in the modern, digitalizing age, where operations of companies require
specific skillsets and knowledge from their employees to be performed in various dif-
ferent tasks throughout the organization. Employees with these skillsets, the high-per-
forming talents, can be seen as the company’s most valuable humane assets and be-
come key factors in the company’s path to success. (Hunt, 2014, p. 15.) In this chapter,
the concept of talent management and its components are examined and explained in
detail. The theoretical content of this chapter will operate as the basis for creating a

talent management strategy for IKH.

The concept and importance of talent management as strategic advantage surfaced and
became a mainstream talking point when an American research called ‘The War for
Talent’ was published in 1998. This research emphasized the burning importance and
urgency for talent management within companies regarding attracting, developing, and
retaining high-performing employees. The research stated that “Superior talent will be
tomorrow’s prime source of competitive advantage. Any company seeking to exploit
it must instil a talent mindset throughout the organization, starting at the top” (Cham-
bers et al., 1998, p. 48). It is widely recognized that talent management is more than
traditional HR operations of hiring new employees and taking care of personnel’s eve-
ryday needs, but it is a more holistic, strategically integrated, and goal-oriented process
of planning, attracting, recruiting, developing, managing, and retaining high-perform-

ing employees and potential talents (Dessler, 2020, p. 135).

When examining the attributes of successful organizations, Ready et al. (2014) found
commonalities in companies that thrive in their own fields, and pointed out features
that prompt game-changing organizations in their fields; they are purpose-driven, per-
formance-oriented, principles-led, and have superior talent strategies. A superior talent
strategy is a far-reaching effort, but it must also be flexible, easily revised and adjusted.
It creates a climate that is more than the sum of its parts — an atmosphere of magnetic,
attractive energy, and a spirit that fosters innovation and allows people to develop,

grow, and thrive within the organization. (Ready et al., 2014.)
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Talent management can be divided into five categories as shown in Figure 4, which
are planning, attracting, developing, retaining, and transitioning. Each of these five
categories include specific activities that form the operation model for a company’s
talent management strategy, and when closely designed in accordance with the com-
pany’s strategies, this model has the potential to create competitive advantage through
HR assets and enhance the overall performance of the organization. The main goal of
talent management is to utilize human capital as a carefully considered strategic tool

for the company’s advantage. (Momtazian, 2021.)

Planning
Transitioning Talent Attracting
Organizational Ma nageme nt Organizational
strategy Model performance
Retaining Developing

Figure 4. Talent management model (adapted from Momtazian, 2021)

The model depicted in Figure 4 is chosen as the basis for IKH’s talent management
strategy as it is one of the more comprehensive models found in literature and offers a
holistic approach to creating a talent management strategy, from the beginning of the
strategic HR process of planning, until the end of the process with employee transi-

tioning. The five categories and their specific activities are examined next.

4.1 Planning

In this chapter, the first step in the talent management model, planning, is introduced.
Talent management planning aims to ensure that there are high-performing employees
and successors available for key positions at any time. It ensures that there are syste-
matic structures in place for identifying and developing talent within the company,

which in return helps achieve long-term, committed careers, and supports succession
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planning. Planning also ensures that the company has processes in place to utilize its
employees’ talent and potential to its maximum in order to reach the company’s stra-
tegic goals. (Trost, 2013.) Planning is a proactive measure to ensure the sustainable
availability of workforce in crucial positions across the entire organization (Momta-

zian, 2021).

In his lecture, Dr. Collings (2012) introduces four main schools of thought in defining
talent management in literature within the past two decades. The first suggests that
talent management is a mere synonym or a substitute for traditional HRM, without any
considerable added value put into planning or developing the company’s strategic tal-
ent management operations. The second school of thought is the development of talent
pools. This line focuses on manpower and succession planning within companies, pro-
jecting and forecasting future staffing needs, making sure there is always adequate
number of personnel in correct positions, and planning and managing the progression
of employees through different positions. Although it does have more focus on talent

management than the first, it is still limited in its scope. (Collings, 2012.)

The third school of thought has been more influential to the development of talent
management field as a whole, and it is management of talented people. The idea is for
companies to focus on acquiring, identifying, and developing top-performing employ-
ees. This line of thinking is based firmly in ‘The War for Talent’ research, where the
focus and goal is to fill all positions with top talent, i.e. ‘A-players’, while managing
‘C-players’ out of the company or upgrading and developing their talents to match the
company requirements. This line of thought is undoubtedly efficient, but also raises
critique: are all the company’s positions necessary, cost-effective, or even possible to

be filled only with high-performing ‘A-player’ employees. (Collings, 2012.)

The fourth school of thought is the identification of key positions within the company.
Rather than filling every position with ‘A-players’, this ideal starts by identifying the
most crucial positions of the company and filling them with high-performing employ-
ees. Succession planning and employee development is mostly focused on these posi-
tions. The idea is to focus on strategically important roles with an above-average im-

pact, where a high-performing talent can create competitive advantage. This also pre-
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vents the company from over-investing into non-strategic roles. Based on these theo-
ries, Dr. Collings has presented a model for planning talent management, presented in

Figure 5, which combines key elements of the previous theories. (Collings, 2012.)

/ HR strategies anh

Internal labor talent management s N
it BrAguCEs Work motivation
l Organizational
Talent - Key — commitment . r?vera"
— iti : | performance

rool j positions : High .

r performance &

Extra-role

External labor \ behaviour _/
\market /

Figure 5. Talent management planning model (adapted from Collings, 2012)

The starting point for this model is in the centre of Figure 5, where the pivotal key
positions, which have strategic importance for organizations sustainable competitive
advantage, are first systematically identified. Feeding into these key positions is a tal-
ent pool of high-performing and high-potential employees, where internal labour mar-
ket is considered to be the primary source for talent and potentials, however external
labour market is also utilized. These operations are affected by the organizations HR
strategies and practices, which include differentiated HR practices of attracting, iden-
tifying, managing, developing, and retaining talent and potential talent. (Collings,

2012.)

Identifying key positions, establishing, and utilizing a talent pool, and implementing
superior HR and talent management practices to develop and retain high-performing
top talent for the organization will lead to high work motivation, high organizational
commitment, as well as extra-role behaviour where an employee is motivated to ex-
ceed expectations. High-performing personnel will lead to better overall organiza-
tional performance. (Collings, 2012.) Dr. Collings’ model is chosen for this study, as

it is an extensive planning model, it can be implemented within IKH’s organizational
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structure, and it has the potential to offer strategic benefit in recognizing key positions,

as well as providing a systematic structure on how to fill these positions proactively.

4.1.1 Identifying key positions

Identifying key positions within the organization is done by systematically analysing
the operations and examining processes with respect to the organization’s mission and
purpose, and recognizing the most important positions, which have strategic im-
portance to the company, and at the same time recognizing the most vulnerable posi-
tions, where operations would significantly deteriorate if left unmanaged or if the task
was managed insufficiently. In addition, positions that have the potential to produce
value for the company when performed by a high-performing employee need to be

identified. (Collings, 2012.)

Traditionally, positions have been ranked by companies based on the inputs of em-
ployees. Dr. Collings (2012) suggests that rather than focusing on ranking the positions
through these inputs, i.e., employees’ educational level, years of experience, or special
skills, the positions should be ranked by focusing on the potential outputs of the posi-
tion, i.e., what added strategic value is, or could be produced in a specific position. A
company should not overinvest in non-strategic positions but put importance in posi-
tions that add strategic value to the organization and steer their top-performing em-

ployees and potentials to these key positions through talent management operations.

For example, a highly educated, experienced, high-ranking employee could be work-
ing in a certain position of an organization, and based on the employee’s input, this
could automatically be viewed as a key position. However, if the outcome of the task
does not represent strategic importance for the company’s operations, and if it does
not add value, it would not be ranked as a pivotal key position regardless of the em-
ployee’s high input. In another example, an employee could be performing on a ‘bare
minimum’ level, only just fulfilling what the job description requires. Yet, when crit-
ically reviewing the company’s operations, this task could be labelled as a key posi-
tion, if the potential outcome of the task, when performed at an outstanding level,

would produce significant added value for the company. This would indicate that this
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in fact is a key position, and that there is a need for talent management through devel-

opment or repositioning. (Collings, 2012.)

Combined with identifying top talent, this reviewing process gives an overall under-
standing of where the company’s high-performing employees are situated and to which
direction, and to which positions it would be beneficial to develop these employees
into. Identifying key positions also requires planning and projecting into the future;
where the company aspires to be in the next three to five years, and what type of new
positions and skills will be required, and what labour demands this sets on the com-

pany. (Viitala, 2021.)

In traditional HR planning, the process of identifying key positions begins with recog-
nizing critical positions, which need to be managed to ensure uninterrupted continua-
tion of operations. The critical positions can be of managerial, technical, or supporting
nature. These can be tasks that currently have only one person managing the unique
task (high vulnerability), tasks that require specific knowledge and expertise, or that
are rare in the market (difficulty to recruit and/or specific knowledge developed over
a long period of time), tasks that have employees retiring in the coming five years
(succession planning and knowledge transferal), positions where an employee has
wide internal or external networks, that have strategic importance for the organization
(knowledge and relationships developed over a long period of time), tasks which are
geographically located in particular locations (difficulty to recruit), and finally, mana-

gerial roles, which have operational and strategical importance. (Kahar, 2016.)

Critical roles can also be reviewed from the perspective of the organizational structure.
Examining the structure, critical positions can be pin-pointed, for example, to key
managerial positions (the scope of responsibilities, the level of top-down leadership
and guidance), to positions where a line manager has a high number of subordinates
or direct links and reporting relations with other departments (direction and guidance,
information transferal), or to operative positions in the lower-levels of the organiza-
tion, which are pivotal for the organizations functions (key sales personnel, customer

service). (Ingram, n.d.)
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4.1.2 Creating a talent pool

After identifying key positions in the organization, the next step in planning talent
management, as shown in Figure 5, is to establish a talent pool, which will help provide
qualified, high-performing, and top talent employees to those key positions when
needed. It is essential to be proactive, and plan and compose a high-quality talent pool
based on future forecasts and needs. (Collings, 2012.) Rather than recruiting a new
employee to a key position ad-hoc as a need arises, preparing for it beforehand and
understanding the importance of creating a talent pool helps the company anticipate
and answer to recruitment needs quickly, and have high-quality candidates listed
ready. This way hiring can be executed from a strategic standpoint. “The best time to

source a talent is before you need it” (Hunt, 2014, p. 67).

A talent pool is a collected database that contains information of potential, engaged,
skilled candidates who have previously worked for, applied for, or otherwise shown
interest to be working for the organization. It can include former employees, interns,
freelancers, employee recommendations, people who have informed their interest in
working for the company, and so called second-choice applicants who have not previ-
ously been chosen for an opening, but who show potential. Collecting and tapping into
an existing pool of talent shortens the recruitment process and saves time and money
for the company. A company can uphold multiple talent pools for different roles and

positions. (Sternberg & Turnage, 2017, p. 129; Barrat, 2021.)

A talent pool can also be maintained of company’s internal talent, where employees’
skills and career development desires, expectations and capabilities are listed. Internal
talent pool is generally utilized first, especially when looking to promote employees
to leadership positions. (Viitala, 2021.) This policy is also called a talent pipeline,
where existing employees are systematically developed and transferred to new roles
within the company, as a part of succession planning or as a solution to a new key
position developing within the company (Barrat, 2021). Internal recruitment is viewed
the fastest and most cost-effective route, however external recruitment is a necessity
in some cases, as the company might not have the required knowledge or talent, or
abilities to develop current employees for a particular key position. In some instances,

it is beneficial to hire from outside to gain some new perspective. (Collings, 2012.)
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The process of building a talent pool begins with sourcing possible talent through mul-
tiple channels. A talent pool should strive to be as diverse as possible, so that women
and minorities are given equal chances in obtaining higher positions and encouraged
to advance their careers. Existing internal and external talent pools often tend to be
homogeneous, attracting similar candidates, as they are often collected from familiar,
usual sources. Therefore, it is beneficial for an organization to expand the range of
channels it sources for talent. For example, sourcing for new talent can be done from
part-time jobs, internships, and school-related collaborations and programs, career and
trade fairs, company’s social media channels and career website, or by actively sourc-

ing different career portals. (Chambers et al., 1998, p. 12.)

The next step in creating a talent pool is segmenting the collected information of pos-
sible candidates according to company needs. Segmenting can be done from the job-
oriented point of view; the departments and locations of positions, and specific skills
or requirements, certificates, diplomas needed to execute them, and from a talent-ori-
ented point of view; the specific skills and training of an applicant, past experience
with the company, level of motivation and other factors that are known of the appli-

cant. (Personio, n.d.)

After segmentation comes engagement of the talent pool. This phase is very important
in keeping the interest of prospective employees, sustaining a positive relationship
with them, and regularly drawing positive attention to the company. Engagement may
include feedback of a previous recruitment process, providing some additional general
knowledge of the company, sending birthday greetings or invitations to company
events, or creating interesting content to company’s career site and social media ac-
counts. The idea of engaging the talent pool is to keep reminding the prospects about
the company as an important employer and expressing the company’s interest and ap-
preciation to the possible candidates and creating enthusiasm to join the company.

(Personio, n.d.)

The last step of utilizing a talent pool is recruiting from it. When a position opens and
the company contacts a prospect from the talent pool, the probability of them joining
the company is higher when they have been regularly reminded, contacted, or paid

other attention by the company. In addition, if a previous recruitment process has been
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handled with care from start to finish, it creates a positive image of the company to the
candidates who were not selected. (Personio, n.d.) Building and maintaining a high-
quality talent pool is an effective long-term strategy in proactively ensuring that the

company’s recruitment needs are being filled (Collings, 2012).

4.1.3 Identifying talent

The definition of a talent or a high-performing employee can vary from organization
to organization, depending on their goals, HR strategies, and cultures. In literature, a
talented employee is generally considered to be a high-performing individual, who
brings particular value to an organization, who has high potential for producing value
in the future, or who is successfully filling a critical role in the organization. (Momta-
zian, 2021.) Especially for senior level positions and critical functions of an organiza-
tion, it is crucial to recognize and place high-performing people with the ability to
adapt, make quick decisions, and lead in situations of change or high uncertainty

(Chambers et al., 1998, p. 45).

The know-how and competence of an employee can be divided into general compe-
tence, professional competence, and task competence. General competence covers the
overall knowledge and skills in working life; social skills, ability to adapt to different
situations, and ability to tolerate stressful situations. Professional competence is re-
lated to the skills and abilities of the field in which an employee is operating, and task
competencies are related more specifically to mastering a specific task within this
field. Performance of these skills and competencies are affected by the level of moti-
vation, aspiration, and commitment of employees, as well as the conditions provided
by the employer; overall working conditions, onboarding and training, healthcare and

well-being, and management operations. (Viitala, 2021.)

These professional and task related competencies can be further developed through
training and guidance, however employees who are seen as top talent have some in-
trinsic features that elevate them as distinguishably high-performing employees, and
these attributes may be more difficult to learn or develop. These features are related to

the ability to solve problems, inner drive to excel at a task, self-direction, abilities in
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strategic thinking, and ability to take initiative. High-performing employees are de-
scribed as eager, ambitious, self-sufficient, and self-motivated, reasonable and deci-
sive, innovative and adaptable, they have strong work ethics, consistent record of suc-
cess, great interaction and ability to support and inspire others, and they consistently
perform above of what is required of them. These employees adopt and share the or-
ganizations mission, vision, and values and operate according to them, while executing
the strategy. They are eager to gain feedback and develop and grow in their positions.

(Joubert, 2007, pp. 3-6; Personio, 2022.)

In addition to recognizing existing top talent, a company may have high-potential em-
ployees within their internal talent pool. High-potential employees have the ability,
agility, engagement, and aspiration to embark on more challenging roles, such as lead-
ership, specialist, or other critical roles within the organization, when given the chance
and room to grow and develop into these roles. High-potential employees are consist-
ently excelling in their work performance, they show extra-role behaviour and are op-
erating beyond their current job description, they embrace the company values and
organizational culture and thus fit well into the company, they are eager and take ini-
tiative to learn more outside their current position, they possess emotional intelligence
and abilities for leadership roles, they seek and are able to accept feedback, and they
are looking to ways to progress into more demanding roles where they can contribute

and add more value for the organization. (Pacor, 2022.)

Recognizing both, top talents and high-potential employees requires tracking, observ-
ing, measuring, and analysing. These activities can include annual, biannual, or quar-
terly performance reviews, personal observations, interviews and feedback, or the use
of more systematic tools, such as the High Potential Trait Indicator (HPTI), the Nine
Box Talent Grid model, or setting Key Performance Indicators (KPIs) as a way to
identify top talent. Identifying, building, and retaining key talents within the company
relates closely to the objectives of the company; the talent, know-how, and operational
core competence within the company must be in line with, and benefit the overall stra-

tegic goals. (Pacor, 2022; Personio, 2022.)
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In contrast to the research ‘The War for Talent’, Dr. Collings (2012) suggests that not
all employees need to be, nor can be ‘A-players’, but the ‘A-players’ need to be iden-
tified, developed, engaged, and retained within the company. The idea of a ‘cut-throat’
HR strategy, where low-performing ‘C-players’ are simply directed out of the organi-
zation does not fit the values of many Finnish companies nor the country’s legislative
norms. Therefore, the importance should be on recognizing top performing and poten-
tial top talents and ensuring their development and retention within the organization.
Lower performing ‘C-players’ are also recognized and designated to tasks that will
match their competencies, and they will be encouraged to develop and perform their

tasks to the best of their abilities.

4.2 Attracting

The second category in the talent management model presented in Figure 4 is attracting
talent. In this chapter, the focus is on describing what is meant by attraction in talent
management, and how to attract top talent, high-performing employees, and high-po-
tential employees into the company. However, this chapter will not go into detail about
operational HR recruiting processes in practice. The attraction part of talent manage-
ment has strong affiliation to marketing, as it pursues positioning the company as an
attractive employer within the labour market in relation to other employers in the field.
The concepts of employer branding and Employee Value Proposition (EVP) will be

discussed as part of creating a superior talent management strategy.

The reputation and image of a company affect not only the products and services sold,
but also the perceptions and impressions possible candidates have of the company
within the labour markets. Positive preconceptions and impressions of a company have
the power to actualize as attraction and pull within the labour market and can trigger
first contacts from candidates. Creating an attractive employer image is about com-
municating the opportunities and value a company can offer a candidate, at the same
time portraying the company in a realistic manner throughout its communications and
the application process. The preconceptions of an applicant influence the employee
experience from the first contact through the entire employee journey, ultimately af-

fecting employee retention as well. (Momtazian, 2021.)
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The creation of talent attraction is closely tied to organizational culture. An organiza-
tion that fosters transparency, collectivism, collaboration, trust, and respect in its op-
erations embodies a desirable work environment for possible candidates. Authenticity
must be kept in mind while communicating the essence of an organization; a company
cannot promote desirable features or inflated value if the organizational culture and
experience do not support these claims in reality. This would only result in high num-
bers of personnel turnover and a poor employer brand reputation. Incorporating com-
pany values in all activities, committing top level management to HR operations, pri-
oritizing high-performing organizational culture and fair and effective leadership op-
erations, supporting collectivism while considering individual needs of development
and growth, as well as enforcing a strong sense of purpose and belonging are crucial
factors in creating an attractive employer organization. (Ready et al., 2014; Mosley &

Barrow, 2014, p. 8.)

The notion of an attractive employer is dependent on the subjective view of an appli-
cant of what they see as attractive, and what features they expect and respect in an
employer. However, features considered universally positive can be emphasized
through communications, and organic, intrinsic positive energy and spirit within the
organization can be reinforced and conveyed outside the organization. Constructing
an employer brand is often left to chance by letting it formulate spontaneously accord-
ing to scattered messages, experiences, and observations of possible candidates with-
out managing or guiding the narrative. However, attraction should be systematically
and deliberately created and managed through means of marketing; by employer
branding and by formulating a compelling Employee Value Proposition. (Lawler,

2008, p. 68.)

4.2.1 Employer branding

Creating and managing a strong and attractive employer brand is one of the key ele-
ments in attracting top talent and becoming a talent magnet. In marketing, a brand is
defined as “a name, symbol, logo, design or image, or any combination of these, which
is used to identify a product or service and distinguish it from those of competitors”

(Kotler et al., 2019, p. 377).
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A brand can be a product or a service, as well as a person, a place, an organization, or
an idea, where the brand offers added, unique, differentiated value for the recipient in
addition to its original purpose and function, and represents the overall experience
people can expect from the brand. Strong brands often evoke personal feelings and
commitment and are highly successful in creating mental images for customers. Brand
management is a strategic tool that adds value for the company by linking a physical
need of a product, service, or an organization to an emotional commitment. Employer
branding is related to emotional branding, rather than functional branding, as the con-
cept is often intangible in nature and the purpose is to evoke feelings of reliability,
trust, and a desire to become part of the organization. (Kotler et al., 2019, pp. 376-
377.)

An employer brand is formed regardless of it being intentional or unintentional. People
will form their perception of a company as an employer based on the company’s over-
all image and reputation, as well as thoughts and feelings that are formulated over
experiences, communication, or hearsay. Therefore, an employer brand is not always
a true representation of the company based on facts, nor is the brand image same for
everyone. External reputation and perception within the labour market are fundamental
factors in organization’s employer brand equity, and it is useful for companies to ac-
cept and embrace the fact that brand image cannot be fully controlled even with inten-
tional communication or messaging. A large part of an employer brand will formulate
according to individual interactions, experiences, and associations, as an employer
brand is not separate from company’s actions or its organizational culture. (Mosley &

Barrow, 2014, pp. 4, 82.)

Employer branding aspires to influence and guide the general conception and reputa-
tion of the company as an employer in the eyes of current and potential employees. A
clear employer brand helps potential job seekers determine if the company would be
suitable for them. In addition, a strong and genuine employer brand helps maintain a
positive company reputation, helps retain current talent and strengthen the organiza-
tional culture, increases employee referrals, attracts top talent more easily, and helps
build a wider, high-quality talent pool. Employer branding should not be seen merely

as advertising activities or recruitment campaigns, but a holistic approach to managing
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the narrative to both internal and external labour markets. (Mosley & Barrow, 2014,

pp. 7-8; Daley, 2022.)

Building a strategically valuable, intentional employer brand is a long-term process
that begins from the foundation of the company; from specifying the purpose, i.e., the
mission of the company, and the core values on which every aspect of the operations
are based upon. Defining and communicating this company statement internally sup-
ports forming of the overall organizational culture and supports employee engagement.
The company’s purpose, goals and organizational culture can then be communicated
effectively to external labour markets, and possible candidates can form an employer
brand image based on facts rather than assumptions. When the company statement is
clear and the purpose and goals are known, defining the type of talent needed in the
talent pool, as well as specifying the target audience for employer branding, becomes

more purposeful. (Daley, 2022.)

The second step in building an employer brand is auditing the current employer brand
in order to learn how target audiences view the company and what their experience
has been so far. Whether managed or not, the brand exists in the minds of current and
potential employees. Auditing denotes going through different channels and styles of
advertising and communicating to labour markets that might affect the formulation of
an employer brand in the minds of the target audience. The collected data should be
honest, practical, and meaningful for a realistic depiction to be formed. The final step
in the employer branding strategy is formulating the messages, tones, and channels in
which this employer brand is going to be communicated to target audiences. The mes-
saging is done to reinforce and steer the brand towards the wanted image and to reach
and attract the targeted candidates from labour markets. (Mosley & Barrow, 2014, p.
95; Daley, 2022.)

Employer branding benefits from telling relatable stories, which help potential talents
connect to the brand on an emotional level. Humanizing the brand, highlighting per-
sonal experiences of employees or applicants helps make the employer brand easily
accessible, credible, and down to earth, and is far more effective and compelling than
stating facts and numbers about the company. (Vikman, 2022.) As Kotler et al. (2019,

p. 376) pointed out, strong brands are emotionally engaging.
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Bringing employee experiences, successes and personal milestones forward make the
employees feel special and appreciated, while showing external groups how employ-
ees are valued within the company. A current trend in employer branding is to encour-
age employees to operate as employee ambassadors and create inspirational content
and promote a positive employer image in social media channels for a wider network.
Employer branding should embrace the organizational culture and proudly promote it
internally, as well as externally. A high-functioning organizational culture has the
power to create a movement from inside. Most credible arguments come from within
the organization as employees organically promote the employer, bringing the Em-
ployee Value Proposition to life, and displaying a strong sense of one ‘tribe’. (Forbes

Expert Panel, 2022; Mahony, 2022; Vikman, 2022.)

People have a strong need to belong to a ‘pack’; to be surrounded, accepted, and re-
spected by like-minded people. Strengthening the sense of community and together-
ness within the organization and reinforcing the desire and willingness to belong to
this ‘tribe’ sends a strong message to possible candidates and adds the attractiveness
of the employer. It adds to the ‘hype’ of the company, as current employees are excited
to be a part of the team and are happy to share their experience. In this sense, building
a strong employer brand has solid roots within the internal organizational culture and

customs. (Kodden, 2020, pp. 61-62.)

The most effective and sustainable way of creating a positive employer brand is de-
veloping the company from within; focusing on developing the leadership and HR
operations, as well as ensuring high-quality working conditions and equal treatment
for all employees. Trust and appreciation shown to company’s personnel translates to
a great employee experience, genuine commitment, enthusiasm, and innovativeness,
and in this way ultimately promotes a positive employer brand, which in return attracts

more top talent. (Viitala, 2021.)
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4.2.2 Employee Value Proposition

A key element in creating talent attraction within the labour market and reinforcing
the wanted employer brand, is formulating a compelling Employee Value Proposition
(EVP). An EVP answers the question ‘“Why would smart, energetic, ambitious, tal-
ented individuals want to work here?’ (Chambers et al., 1998, p. 46). An EVP, also
called a People Promise, is a statement that summarizes the most important compo-
nents of a company’s employment offer, while conveying the spirit of the company.
An EVP clarifies what can be expected from the company as an employer, as well as
what is expected from an employee as part of the organization. An EVP can be viewed
from the marketing perspective as branding the ‘product’, i.e., the job offer, and stating
the defining qualities the employer wants to be known for. It has a crucial role in cre-
ating attraction within the labour market among top talent. The previously discussed
employer brand is occurring outside of the company, while the EVP originates from

within the company. (Mosley & Barrow, 2014, pp. 4, 7, 139; Daley, 2022.)

While the purpose of an EVP is to operate as a branding tool and emphasize the posi-
tive aspects of the organization as an employer, an EVP should be formulated based
on the company’s purpose and values for it to be transparent and authentic, and the
promises made should be kept through the entire employee experience. The EVP does
not need to appeal to everyone, or offer ‘everything for everybody’, nor does it need
to list everything the company has to offer for its employees. Instead, it needs to cap-
ture the attention of the right talent, inform the advantages and value offered, and con-
vey the essence, or the ‘spirit’, of the company to target labour groups. (Chambers et

al., 1998, p. 51; Mosley & Barrow, 2014, pp. 7-9, 139.)

Formulating an effective EVP requires reflection on the organization itself as well as
the companies competing for the same talent within the labour market. The core
strengths and value offering need to be studied to gain an understanding of features
that should be emphasized, and understanding which factors differentiate the organi-
zation positively from its competitors as an employer. This gives an understanding of
how the organization positions itself in the labour market. The target group, or the
employees and top talent the organization wants to attract, also need to be studied in

order to find out key features of an attracting employer for this group. Figure 6 depicts
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the positioning of an EVP in relation to competitors and the target group. The EVP
should be formulated from where the organization’s own employer strengths and
unique offering lies in relation to its target group’s known preferences, while making

a distinction to competitors’ strengths within the labour market. (Trost, 2020.)

Competitors’

strengths
and offering

Target group’s
preferences

Organization’s
strengths and
offering

Figure 6. Employee Value Proposition (adapted from Trost, 2020)

Developing and executing an EVP can be divided into three sections which together
help form and execute the statement. The sections are: (1) core positioning; defining
the one aspect the organization wants to be known for as an employer, the compelling
essence of the company’s value proposition, and the one idea the employer brand will
be built around, (2) pillars; defining three to five most important qualities the organi-
zation wants to be associated with as an employer, which define and connect the key
benefits given to employees and shape the employer brands communication themes,
and (3) tailored marketing content and activities; the actualization and communication

of the EVP in different channels. (Mosley & Barrow, 2014, pp. 124-125.)

Development of an EVP requires commitment from the company’s management level.
Formulating an EVP should not be completely outsourced to an external brand agency,
although their assistance can be used in wording the statement. Instead, the content of
the EVP should be created with the help of the organization’s human resource repre-
sentatives together with the company’s marketing and communications department. If

possible, line management can also be involved in the process for more operational
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level insight, making it easier for adopting the finished EVP to day-to-day operations.
The EVP can be developed in brainstorming workshops where different perspectives
and options can be reviewed, and a shortlist of possible features can be produced. This
shortlist can then be perfected by HR and marketing and communications departments.

(Mosley & Barrow, 2014, pp. 126-130.)

An EVP cannot be everything for everyone, and the company must decide its priorities
of what type of talent it wants to attract and how to do so. Some employees strictly
value the monetary rewards, while others want to feel appreciated and recognized for
their achievements, some value career development opportunities, while others look
for inspiring and flexible work environments. It is about finding the perfect balance
between monetary and non-monetary value propositions when directed at the target
audience. (Mosley & Barrow, 2014, pp. 7-9.) As Chambers et al. (1998, p. 52) remark,
“Money alone cannot make a great Employee Value Proposition, but it can certainly

break one.”

4.3 Developing

The third element of the talent management model depicted in Figure 4 is developing.
Developing internal talent offers an organization room to grow from within and avoid
having to result to outside hire each time a position opens up. Development programs
and opportunities have the potential to engage employees, spark excitement, and main-
tain motivation, and make employees feel appreciated by enabling professional devel-
opment, and by opening new career pathways. Organizations with a positive stance on
professional growth and willingness to invest in development programs are often the
ones to win top talent and retain top talent within the company. It is also an advantage
worth mentioning in the company’s EVP, adding attraction towards the company

within the labour markets. (Chambers et al., 1998, p. 56; Momtazian, 2021.)

As has become evident, the importance of talented personnel is heightened in the mod-

ern working era, where business environments change rapidly and new information
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needs to be absorbed quickly, and adaptations in operations must be timely and effec-
tive. Being able to continuously develop organization’s HR assets is vital for the com-

petitiveness of the company. (Joki, 2018, p. 141.)

In the framework of talent management, developing can be seen as a broader concept
compared to performance and knowledge management, as well as competence devel-
opment activities. Although important for developing company’s human resources,
performance and knowledge management refer to measuring and developing specific
competencies of employees regarding their current tasks for the tasks to be performed
effectively and correctly. Managing performance and ensuring employees possess and
uphold adequate capabilities are company-wide procedures carried out top-down, ini-
tiated by the employer and implemented according to the goals of corporate and busi-
ness strategies. In this case, the learning and development occurs by the request or
instruction of the employer, with the employer pointing the direction employees would

need to grow professionally. (Hunt, 2014, pp. 249-250.)

However, in talent management strategy, developing encompasses all the processes
and operations aiming in developing employees and leaders comprehensively within
the organization. In this wider frame, development occurs when organization offers
employees experiences and opportunities outside their customary position, enabling
learning new skills and competencies, while gaining confidence in executing more de-
manding tasks. It is important the employee is motivated and has internal drive for
growth, as most of the professional growth and development comes after changing
behaviour and absorbing new experiences and drawing insight from them. In this
sense, the organization can offer the structures and processes for development, but
ultimately it depends on the employee’s own activity and willingness to grow into a
new higher level task. Therefore, talent is not only defined as the knowledge, know-
how, and past experience stated in a resume, but it includes the intrinsic features and
attitudes of an employee that define the potential for future development. (Hunt, 2014,
pp. 249-250; Viitala, 2021.)

The company’s strategic goals and visions define the type of talent and competence

needed in the future. Therefore, developing also requires planning and forecasting, as
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well as measuring and analysing the current status of employee competence. Examin-
ing the current type and level of knowledge and skills help companies understand the
gaps between existing competencies and future requirements needed to fulfil organi-
zational strategies. Inspecting the current talent assets in respect to future needs also

gives clear indications on how to grow the talent pool. (Collings, 2021.)

Development activities aim to secure the performance of core functions of the com-
pany, ensure there is adequate amount of talent in correct places, enable and encourage
inspiration and innovation to occur freely, enable change where it is needed, and im-
prove quality and bring more value for customers. Developing is an ongoing process
of evaluating current competencies, for example, with the help of competence inven-
tories, planning of skills that are considered important enough to be developed and
invested in, determining the type of talent needed to be recruited or developed from
internal talent pools, and uncovering activities that are non-essential and not to be de-
veloped further, or that could be outsourced. Line managers have an important role in
identifying and evaluating high-potential talent, connecting talent to company’s stra-
tegic goals, and encouraging employee development as part of a progressive career

path. (Joki, 2018, pp. 142-144; Viitala, 2021.)

4.3.1 Development strategies

Talent development consists of four elements: talent requirements, learning objectives,
development methods, and development programs. Talent requirements denote the
skills, efficacy, and knowledge needed in the future, whether resulting from changes
in the business climate or from employee’s potential and desire to take on new roles
within the organization. As a concept, the need for development originates directly
from talent requirements. Learning objectives denote the skills, abilities, and
knowledge needed to be acquired for the employees to meet the talent requirements.
Development methods are the procedures which will help employees achieve the
learning objectives, and there are six main categories: (1) succession management, (2)
career planning, (3) training resources, (4) social learning, (5) assessment measures,

and (6) transition management. Development programs are the set of development
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methods and activities companies choose to utilize to achieve wanted learning objec-

tives and ultimately answer to talent requirements. (Hunt, 2014, pp. 252-254.)

The different development methods can be used concurrently in an organization ac-
cording to the needs and circumstances across the different departments of the com-
pany. (1) Succession management method is important in ensuring critical positions
are filled without interruptions and that capabilities match the requirements of the task.
In this method, identifying high-performing talent is critical for these employees to be
developed, engaged and retained, and for them to rise into their new roles. For identi-
fying and evaluating talent, companies can use tools such as job rotation programs,
leadership development programs, and high-potential identification, such as the Nine
Box Talent Grid; which is used to evaluate and compartmentalize employees in groups
based on their performance and potential by segmenting employees into developing,
emerging, and top talent, or the Boston Consulting Group portfolio model; which eval-
uates employees in groups from A to D based on their level of talent. (Hunt, 2014, pp.
253-254.)

(2) Career planning method takes employees’ own goals and aspirations into consid-
eration in their professional development and aims to involve these employees in pro-
grams that help them achieve their goals. (3) Training resources includes providing
employees with specific training or knowledge needed either in current role or in
planned future role. (4) Social learning includes building relationships with peers or
senior employees for guidance and information sharing. This is a consulting method
that includes tutoring, mentoring, and professional guidance, and it has strong humane
grasp, where the mentor has a significant effect on the person being mentored. (5)
Assessment measures provide employees self-awareness of their strengths and devel-
opment objectives. Assessments can include annual or bi-annual discussions, evalua-

tions by closest superior, or 360-evaluations. (Hunt, 2014, pp. 253-254.)

(6) Transition management, much like succession management, strives to adapt em-
ployees efficiently into new roles by providing sufficient information and networks.
This method is concerned with both, technical training and a relationship forming as-

pects of development. (Hunt, 2014, pp. 253-254; Viitala, 2021.)



41

These six development methods take advantage of different techniques to develop em-
ployee competencies. The most common techniques used are assigning employees to
new roles which offer new learning experiences, creating relationships where employ-
ees are learning from each other, and providing adequate resources and supportive
environment for learning. (Hunt, 2014, p. 252.) Chambers et al. (1998, p. 55) also
suggest using proactive job assigning as a prominent tool for talent development. This
is done by identifying high-performing or high-potential employees early in their ca-
reer and placing them in positions with higher responsibilities before they expect it.
This way a higher level job can operate as an effective development lever for motivated

and skilled employees.

4.3.2 Career pathways

Talent development includes career planning and designing career pathways. Internal
employee career development enables in-house talent to become aware of their future
opportunities within the organization and motivates employees to work towards new
professional challenges. Career pathways can be discussed, developed, and supported
by job rotation, substitution practices, and annual discussions. Career pathways create
more room for flexibility within the organization, as employees can reflect on their
own strengths and subjects of interest, which can change throughout the span of work-
ing careers. Furthermore, creating ascending career pathways may ensure top talent
retention within the organization, rather than talented employees looking for new op-

portunities outside the company. (Viitala, 2021.)

Career planning enables internal mobility within the organization both vertically and
laterally, as not all employees aim at top level positions, yet wish to utilize their own
strengths in their jobs. Finding a correct spot for each employee affects the organiza-
tional culture and employer brand positively. Top talent employees benefit from career
planning as they can see development opportunities and career advancements as a re-
ward for work well done, thus it is also important to communicate future career possi-
bilities for high-potential employees. Creating career pathways is closely related to the
topic of talent retention, as well as transitioning, both subjects which will be discussed

in detail in the coming chapters. (Viitala, 2021.)
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4.4 Retaining

For a company to be sustainably successful and gain strategic benefit from top talent
performance, it must succeed in the next key element of the talent management model
presented in Figure 4; retaining talent within the company. In this chapter, the im-
portance and benefits of talent retention are discussed, the implications of employee

turnover are explained, and strategies for efficient talent retention are presented.

Employee retention refers to a set of HR practices aiming to keep current employees
employed within the company. Regarding talent management strategy, the focus is
especially on retaining top talent and high-potential employees, employees in key po-
sitions, and employees working in positions where replacements are difficult to find.
Talent retention is a multifaceted function, and it is strongly impacted by subjects dis-
cussed earlier in this study: talent planning by situating the right talent in fitting posi-
tions; talent attraction by creating a truthful and engaging employer brand and EVP,
and; developing existing talent and offering opportunities for growth and future career
advancements. Retaining the right talent is a key factor in sustaining high level of op-

erations and achieving growth. (Bhattacharyya, 2015, pp. 119-120.)

Talent retention is pivotal in situations where a key position requires specific
knowledge, networks, or skills, and replacing an employee could thus be difficult. It
is also widely researched that replacing an existing employee costs up to one to two
times more than retaining an existing employee, on senior level management the cost
is even higher. (Hunt, 2008, p. 93.) New talent requires time to learn and adapt to a
task and adjust to the organizational culture, and even if the acquisition process indi-
cates a good match for a certain position, there are no guarantees a new employee will
fit the organization. Talent retention is equally important from the social aspect, as
individual employees may have a major effect on organizational culture. It should also
be noted that unsuccessful talent retention programs could benefit competitors operat-
ing in the same field, as employees can be tempted to switch employers.

(Bhattacharyya, 2015, pp. 120-121.)

It is projected that due to demographic shifts in population (aging, declining birth

rates), social evolution and prevailing labour trends (e.g., valuing personal life over
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building a career), and inadequate educational programs, labour markets are facing a
shortage of talent in coming years. Especially finding motivated and capable employ-
ees with specific skillsets can become difficult in the future, at the same time as large
age groups are transitioning into retirement. As talent is becoming scarce, companies
that are now investing in top talent attraction, talent development, and retention activ-

ities can achieve competitive advantage over their competition. (Allen, 2008, pp. 4-5.)

4.4.1 Employee turnover

Turnover of personnel can be measured by comparing the number of people that have
left the company to the average of total personnel in a certain period of time, e.g.,
monthly, bi-annually, or annually. This is called employee turnover rate. Employee
turnover rate is an effective way to monitor how many employees leave the company
in general, although it does not give any indications to why and from which positions

employees are leaving. (Allen, 2008, p. 2.)

Companies will always have a certain level of employee turnover; it is not possible or
even necessary to retain all employees until retirement. On the contrary, moderate
turnover is welcomed, as it can bring new knowledge and refresh thinking to a degree.
The acceptable level of turnover is dependent on the size and field of the company; for
an expert consulting company, even a small turnover percentage could disrupt opera-
tions irreparably. In addition, turnover within different functions of a company can be
prioritized according to their importance for overall operations. Entry level, routine
tasks can be filled more easily than specialist or management level tasks, therefore
they pose a bigger operational risk if left vacant. (Viitala, 2021.) However, the negative
implications of a high employee turnover rate, especially in the top level of performers,
is alarming and requires immediate attention and investigation. Ultimately, high em-
ployee turnover can reflect on employer brand, making new talent hesitant to join the

organization, as current talent is reluctant to stay. (Bhattacharyya, 2015, p. 121.)
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Turnover

Voluntary Inveoluntary

Functional Dysfunctional

Unavoidable Avoidable

Figure 7. Employee turnover classification model (adapted from Allen, 2008, p. 2)

As Figure 7 shows, employee turnover can be divided into two main categories: vol-
untary and involuntary turnover, seen from the employee’s perspective. Involuntary
turnover occurs when a company lets an employee go due to challenging economic
circumstances or poor performance or misconduct. Voluntary turnover stems from the
employee as they decide to leave the company for various set of reasons, e.g., found a
more suitable job elsewhere, relocation to new area with spouse, going back to school,

or quitting due to dissatisfaction towards the organization. (Allen, 2008, pp. 2-3.)

The voluntary turnover is divided into functional and dysfunctional turnover. Func-
tional voluntary turnover is not harmful for the organization, it occurs when undera-
chievers exit the company, or it takes place on levels where positions are easily and
cost-effectively refilled. Dysfunctional voluntary turnover on the contrary is harmful
for the company, and it is used to describe situations where top talents, high-potential
performers, people with specific requirement positions, and minority group represent-
atives decide to leave the company. In these cases, the organization is left vulnerable,
the diversity of personnel suffers, and filling the positions can be difficult and costly.

(Allen, 2008, pp. 2-3.)

As the reasons for voluntary turnover are manifold, it is important to understand ex-
actly why employees are leaving the company, to what extent this turnover is dysfunc-
tional for the company, and more importantly, if some of this dysfunctional turnover

is avoidable. Unavoidable reasons are related to employee’s personal situations and
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circumstances, and the company can rarely affect these reasons of departure. Avoida-
ble reasons are those in which the company can have influence, for example improving

leadership operations, organization’s atmosphere, or working conditions. (Allen, 2008,

pp. 2-3.)

Finding out the scope of employee turnover, and the root causes of why talented em-
ployees are leaving the company is crucial in solving the problems and retaining talent
in the future. In addition to examining how many people are leaving, it is also neces-
sary to analyse who is leaving and from where, is the turnover dysfunctional and avoid-
able, and what costs or other repercussions this turnover might have for the company.
Information of these factors can be collected using different strategies. These include
conducting exit interviews and post-exit surveys to find out specific reasons for leav-
ing; current-employee focus groups offer information on why people would stay with
the organization, or if they are considering leaving the company for some reason; link-
age research utilizes anonymous surveys to measure attitudes and opinions of current
employees; predictive turnover studies, where previous survey responses are com-
pared to later statistics of which employees have left and who have stayed and why;
and in-depth qualitative studies to uncover deeper reasoning behind employee turno-
ver. Utilizing information collected through one or more of these strategies helps the
company define specific issues of why people are leaving and formulate retention strat-
egies and target measures to improve organizational performance concerning these ar-

eas. (Allen, 2008, pp. 3, 11-17.)

4.4.2 Employee retention strategies

While identifying employee turnover and reasons why people leave is highly im-
portant, talent retention practices and strategies should not only be reactive to these
issues, but proactive in nature. These practices should ensure the well-being and posi-
tive development of employees anticipatorily, and in this way, they contribute to a
high-functioning organizational culture, and operate as leverage for the employer

brand. The retention strategies chosen should be suitable for the organization and its
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field, they should take into consideration the complete employee journey from recruit-
ment and onboarding to ‘offboarding’, which denotes the exit procedures as an em-

ployee is leaving the company for any reason. (Crail, 2022.)

Allen (2008, pp. 21-26) states there are seven key practices a company should espe-
cially focus on in its talent retention activities. These include (1) a thorough recruit-
ment process, where a realistic and truthful description of the task and of the organi-
zation is given, as well as information of performance expectations and performance
management processes. Giving out correct information reduces experiences of disap-
pointment and manages expectations of new employees, thus enhancing likelihood for
long-term employment. (2) Utilizing the selection process as a retention activity. Se-
lecting employees who are a good fit, not only for the job, but for the organizational
culture as well, is important. Especially for top level positions, carrying out thorough
selection processes and collecting adequate amount of information about the appli-
cants working history and attitudes towards pivotal work and organization related mat-
ters is important, and can result in a long-term employment relationship. Selecting the
right people is key in sustainable talent management operations. (Allen, 2008, pp. 21-
22))

(3) The third key practice in talent retention is socialization. To avoid turnover among
new employees, socializing them with existing staff and embedding them efficiently
into the organization is shown to be effective. Socializing can occur through shared
learning experiences, creating formal and informal socializing situations, using tutor
and mentor programs, and giving positive feedback throughout the adaptation period.
Creating opportunities for teamwork and collaborations between colleagues in differ-
ent departments also adds employee engagement and promotes feelings of together-
ness. This applies to current employees as well and can reinforce retention. (Allen,

2008, pp. 21-22.)

(4) The fourth element, training and development, plays an important part in retaining
employees, as well as in overall talent management operations, as has been discussed
in this study. (5) Fifth key element is compensation and rewards. It is the most evident

sign of appreciation and the easiest form of comparison between employers. It also
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plays an important role in attracting talent, and competitive compensation is an im-
portant part of the company’s EVP. The rewards given can be of monetary and non-
monetary in nature. Non-monetary rewards include added benefits, such as physical
and mental wellness offerings, supporting work flexibility, and encouraging work-life
balance. In addition, compensation and rewards can be linked directly to employee
retention; the longer an employee stays with the organization the more added rewards

or benefits can be achieved. (Allen, 2008, pp. 23-24.)

Remuneration strategies should first and foremost be fair and equal for them to operate
as means of talent retention. Rewarding strategies seen as unfair, excessively secretive,
or inconsistent can have the opposite effect and cause distrust and result in employee
turnover. Giving employees recognition and rewards for work well done also adds to
their experience of being appreciated and helps create stronger commitment. (Crail,

2022.)

(6) Sixth retention practice is related to supervision. As research suggests, high-func-
tioning and fair management operations are extremely important in talent retention, as
employees with poor relationships and exchanges with their immediate managers are
ones to easily leave the company. Developing management operations and individual
supervisors is an investment towards talent retention. As Allen (2008, p. 25) points
out, a talented employee promoted to a supervisor position based on their operational
skills and know-how may not have the required leadership or communication skills
needed. Thus, adequate and ongoing training and coaching is needed on every level of
management. Holding supervisors accountable for talent retention is also an effective
strategy to encourage them to pay attention in their leadership abilities and the engage-

ment and well-being of their subordinates. (Allen, 2008, pp. 25-26.)

Lastly, (7) the seventh talent retention practice is employee engagement. Employees
who feel their contributions are appreciated, who experience meaningfulness and sup-
port in their work, who form an emotional connection towards the organization or its
personnel, are engaged and satisfied, and research shows such employees are five
times less likely to leave the company. (Allen, 2008, pp. 25-26.) Employee commit-
ment is a psychological relationship formed with the organization. When forming an

emotional connection to an organization, the commitment is stronger, and it is more
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difficult for an employee to leave. High-functioning organizational culture, trust, and
a participatory atmosphere are key factors in creating high-level commitment. (Viitala,

2021.)

4.5 Transitioning

The final element in the talent management model presented in Figure 4 is transition-
ing. In the context of talent management, transitioning includes internal mobility and
career pathways, where employees develop their skills and knowledge, and move on
to more challenging tasks vertically within the company by means of promotions, or
employees move horizontally to different positions through role changes, redeploy-
ments, or transfers depending on their skills, personal interests, and aspirations. Tran-
sitioning also includes succession management activities and exit processes for retiring
employees and employees who choose to leave the company for personal reasons, for
anew job, or company related issues such as lay-offs, or dismissals due to misconduct
or contract violations. (Momtazian, 2021; Viitala, 2021.) Regarding transitioning, the
next two chapters focus on succession management and exit processes, as they have

strategic significance for talent management operations.

4.5.1 Succession management

As has been established, employee turnover is inevitable to a certain degree as people
transition to retirement or step away from the company for other reasons. Therefore, it
is important for an organization to be prepared for this beforehand through succession
management. Succession management is not only replacement planning, but a more
holistic practice interrelated with other elements of talent management discussed in
this study, such as identification of key positions and talent, building sufficient talent
pools for future needs, developing employees for new roles, and retaining top talent
within the company. Succession management becomes more prominent on top mana-
gerial levels and in key positions of the company. Regarding these positions, succes-
sion management can be seen as a systematic, long-term approach in ensuring the high
performance of the organization by identifying and providing current, high-potential

employees’ development opportunities for new positions. Succession management
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considers the resources and abilities of the existing talent pool while forecasting future

needs of the company with respect to its strategies. (Berke, 2005, pp. 2-3.)

Prospective successors from internal talent pool have the advantage of organizational
knowledge and an existing network within the company, but what they might lack is
new perspective and a higher ability to create change within the organization. If change
is necessary, an outside successor is a viable choice. Internal successors are less of a
risk than outside hires, as there is evidence and history of work performances, behav-
iour in crisis situations, and knowledge of overall fit for the organizational culture.
Familiar inside hires rarely cause disruptions or major changes to existing organiza-
tional culture or cause unnecessary uncertainty among employees. (Berke, 2005, pp.

6-7.)

Without sufficient talent and leadership development programs within the company,
successors for leadership positions will most likely be sourced from outside, even if
the company’s internal talent pool would have adequate potential. The lengthy and
costly process of sourcing external talent, with many uncertainties of the actual per-
formance and fit of the outside hire, could be avoided by focusing on developing in-
ternal talents, and building a systematic succession management operation. Succession
management requires the commitment from all management levels, as building inten-
tional talent pipelines from within the internal talent pool benefits the company in the

long run. (Charan, 2008, pp. 9-10.)

Having high-performing prospective candidates ready for top positions shortens re-
cruitment times and saves company resources, while retaining top talent within the
company. Succession management and talent development for coming roles should be
a consistent, disciplined operation, to which leaders at all levels are committed to per-
forming. (Charan, 2008, pp. 9-10.) Ensuring the company’s pivotal positions are filled
at all times with skilled workforce in all economic circumstances is considered active
risk management (Collings, 2012). In addition, an effective successor plan ensures
pivotal knowledge and task related experience transferal to successors, thus important

information is retained within the company (Muthusamy, 2018, p. 30).



50

When considering and choosing an appropriate approach to succession management
in an organization, the needs and objectives for the succession process should be taken
into consideration. It is beneficial to begin with a reviewing process of the organiza-
tion’s current situation regarding successors, and what issues or risks the company
could be facing currently or in the near future due to lack of ready successors for key
positions of the company. Next, the ideal situation of succession management should
be laid out; how the succession process should be governed, what benefits and results
should be gained from these practices, how will they be measured, and what are the
roles and responsibilities of different actors in the process. Finally, a succession man-
agement process can be formulated on a high level; what actions should be taken to
achieve the desired ideal situation, what is the timeframe for these activities, and which
operators these activities concern in the organization. (Muthusamy, 2018, pp. 25-28,
61-63.) Succession management process is closely related to identifying potential tal-
ent using different assessment tools, such as employee performance reviews and com-
petence assessments, which offer insight on which employees possess potential and
could be developed further through various development strategies (Muthusamy,

2018, pp. 9-11).

Employees can be divided into different categories based on their readiness and devel-
opment potential as potential successors. These categories are (1) emergency succes-
sor; an employee, who can quickly fill in for a position for short period of time, but is
not yet qualified to take on the role full time, (2) a ready-now successor; an employee,
who has the necessary skills and knowledge to perform and be successful in the role
immediately, (3) ready in one to two years successor; someone who is going to be
highly successful in a new role in the near future, if the employee’s individual devel-
opment plans are implemented correctly and they are given the experiences and op-

portunities for growth. (Muthusamy, 2018, pp. 9-11.)

(4) Ready in two to three years successor is an employee, who is potentially able to fill
a new role if the business environment and processes remain mostly unchanged. Not
the first to be considered as the successor but worth to be kept in the succession plan.
(5) No successors available denotes that these roles have no potential successors within
the company, and talent should be either outsourced or developed within the organi-

zation. Lastly, a category of (6) no longer necessary denotes the task will not require
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a successor in the future, as the tasks will be divided for other positions, or the business
environment has changed so that the task is no longer needed. (Muthusamy, 2018, pp.

9-11.)

4.5.2 Employee exit process

In successful talent management strategy, the entire employee life cycle and employee
experience is taken into account. Often in talent management, the activities of attract-
ing and acquiring top talent, as well as developing and retaining high-performing em-
ployees within the company are emphasized. The last phase in the employee life cycle,
separation, is rarely noted as a strategic talent management tool, although it has great
potential for generating organizational growth, development, improvements, and even
employee retention by providing important insight of internal processes and perfor-

mances. (Spain & Groysberg, 2016.)

The importance of executing a thorough exit process on all transitioning employees,
whether it is retirees, involuntarily, or voluntarily departing employees, is often over-
looked, especially as an employee changing organizations can be seen as a defeat or a
failure on the company’s part, to which nothing can be done about. Conversely, a well-
handled exit process has the potential to give the departing employee a positive last
impression of the company and ensure they spread a positive word-of-mouth after de-
parture, which in return reaffirms the desired employer brand. Spain & Groysberg
(2016 ) refer to these ‘happy leavers’ as corporate ambassadors for many years to come.
A thoughtful and attentive exit process shows the departing employee that the com-
pany cares about them and values their opinions and experiences, thus making it easier
and more tempting to possibly return to the company in the future or recommend the

company for other potential applicants. (Spain & Groysberg, 2016; Verlinden, 2022.)

In addition to standard HR procedures as an employee is departing, the exit process
should include an exit interview. An exit interview is used to collect data and feedback
on reasons why the employee decided to leave the company, where the company suc-
ceeded in and where it failed, what the employee would change in processes and prac-

tices, and how did they experience the atmosphere, organizational culture, and the
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leadership activities within the company. When used as a strategic tool, it is beneficial
also to collect information of where the employee is transferring to and why, and what
are their views on the organization’s other functions unrelated to their own job de-
scription. This way the interview can spark new innovative ideas and views, bench-
mark on competition on where they excel, as well as uncover existing challenges and

opportunities currently unknown for management. (Allen, 2008, pp. 16-17.)

The interview can be held as a structured, semi-structured, or unstructured face-to-face
interview, a questionnaire, or a survey before the departing employee has left the com-
pany. The interview is normally conducted by the employee’s second- or third-in-line
manager. It is not beneficial for the interview to be conducted by the employees’ direct
supervisor, as it tends to make the interviewee reluctant to speak their mind and soften
possible negative experiences while highlighting the positive aspects. Especially in
high turnover departments, it is important to gain truthful and realistic answers, even

if they are not all positive. (Allen, 2008, pp. 16-17; Spain & Groysberg, 2016.)

Merely conducting an exit interview does not benefit the company. The data collected
from the interviews need to be analysed, the results should be shared with senior deci-
sion makers, and follow-up actions should be made accordingly. Spain & Groysberg
(2016) suggest that the effectiveness of exit interview practices should be measured
by the positive changes and actions they have generated within the organization. If the
information is not utilized, the process does not hold any strategic value. When utilized
as a strategic tool, the issues and matters arising from exit conversations should not
only be limited to fixing existing problems but act as a basis for ongoing conversations
with current employees as an effective retention measure. (Spain & Groysberg, 2016.)
In addition to an exit interview held prior to an employee departing, a post-exit survey
is a great way to keep in touch with company alumni and possibly learn more about
the employee experience, after some time has passed and the experience can be viewed

more objectively (Allen, 2008, p. 17).

As was discussed regarding talent pool activities, keeping in touch with potential em-
ployees enhances probabilities of hiring from these talent pools. Former employees
can be viewed in the same manner; the more positive the offboarding process is, the

more likely a former employee could consider returning to the company. Keeping in
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touch with former employees through different networks, for example congratulating
them on new achievements, sending newsletters about the company’s advancements,
or creating a specific company alumni network are great ways of keeping the organi-

zation in the minds of former employees. (Maurer, 2016.)

An exit interview is an honest, respectful, and caring conversation, where the com-
pany’s representative focuses on listening to the views and experiences of the em-
ployee, while guiding the conversation to cover issues that will benefit the company
in the future. Expressing gratitude for their work contributions, and willingness to stay
in touch with the departing employee enforces a positive last impression. (Spain &

Groysberg, 2016.)
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5 RESEARCH METHODOLOGY

In this chapter, the research methodology of the study is explained. This study aims to
generate a managerial plan for talent management as part of strategic human resource
management, based on a comprehensive literature review. For the process of selecting
the most suitable and valid manner for conducting a research, Saunders et al. (2019, p.
130) present a model of research philosophies, methods, and techniques, which are

depicted in the form of a ‘research onion’ in Figure 8.

Research philosophy
- Positivism

- Critical realism

- Interpretivism Approach to theory development

- Pastmodernism - Deduction
- Abduction

- Induction

- Pragmatism

Methodological choice

- Mono method guantitative
- Mono method qualitative
- Multi method quantitative
- Multi method qualitative

- Mixed method simple

- Mixed method complex

Research strategy
- Experiment

- Survey

- Archival research
- Case study

- Ethnography

- Action research

- Grounded theaory
- Marrative inquiry

Time horizon

Techniques and procedures .
- Cross-sectional

- Data collection - Longitudinal

- Data analysis

Figure 8. The research onion (adapted from Saunders et al., 2019, p. 130)

The outer layer represents the research philosophy concerning the set of assumptions
the researcher possesses related to ontological (nature of reality and how the research
subject is viewed), epistemological (what is seen as valid, acceptable, and legitimate
knowledge), and axiological (the values and ethics) views about the research problem,
and of developing new knowledge, and the techniques to be used in the study. Of the
five philosophies presented in Figure 8, this research is pragmatist, as it poses a prob-

lem to which a practical solution is to be formulated by considering theories, ideas,
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research findings, and concepts. Furthermore, it aims to produce a solution with sig-
nificance and intent to improve future practices. In pragmatism, the research problem
and question have an important role when choosing the research design and strategy,
it is affected by the researcher’s values and self-reflection, as well as their stance in
objectivism and subjectivism regarding the research process. (Saunders et al., 2019,

pp. 130, 133-134, 151.)

The second layer in the research onion describes the approach to research develop-
ment, whether it be deductive (from theory to data), inductive (from data to theory), or
abductive (combining both) in nature. This study takes on a deductive approach, as
existing theoretical literature on the topic is abundant and the study predominantly
moves from theory to data, deducing a proposition as a result. (Saunders et al., 2019,

pp. 153-154, 157.)

The next layers in Figure 8 concern the methodological choice, research strategy, and
time horizon of the study. This study is a cross-sectional, single case study, using a
constructive research approach. The methodological choice is mixed method study,
using both qualitative and quantitative data collection techniques. All data is analysed
qualitatively to offer a solution to the research questions. A cross-sectional case study
is an appropriate choice, as this study will focus on a single case and the objective is
to acquire extensive and broad understanding of this particular phenomenon in current
time. The topic studied is contemporary, rather than a historical phenomenon. (Saun-

ders et al., 2019, pp. 179, 181, 198, 212; Yin, 2014, p. 2.)

5.1 Constructive research

A constructive research approach is applied in this thesis. Constructive research aims
to produce a solution to an existing problem by developing a new construction, in this
case a new managerial plan for talent management operations. A constructive research
method closely ties the problem and its solution to theoretical knowledge, and it also
aims to demonstrate the actual functionality of the solution in practice. The construc-
tive research can be described in six phases: (1) finding a practically relevant problem

to be researched, (2) acquiring deep knowledge and understanding of the topic, (3)
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based on the theoretical knowledge, constructing a solution to the research problem,
(4) demonstrating the functionality of the solution and the validity of the construction,
(5) demonstrating the theoretical connections and the research contributions of the so-
lution, and (6) examining the applicability of the solution. In constructivism,
knowledge of the subject is explicitly linked to existing theoretical knowledge as a
solution to a problem is formed during the research process, therefore constructive

research method is suitable for this study. (Kasanen et al., 1993, p. 246.)

The structure of this study largely fits the description of a constructive research ap-
proach, excluding the phases of demonstrating the functionality of the research solu-
tion in practice, as testing is not possible in this case during the timeline of this study,
and excluding the contribution of new theoretical knowledge, as it is not the main goal

of this study. The central elements of constructive research are depicted in Figure 9.

Practical relevance of the Practical functioning of
problem and the solution Construction the solution
Solution to the
Connection to prior initial problem Theoretical contribution
theory of the study

Figure 9. The central elements of a constructive research approach (adapted from

Lukka, 2003, p. 85)

According to Lukka (2003, pp. 84-85) constructive research is experimental by nature,
as it aspires to develop and implement a new, innovative construction to a real-world
problem based on existing information. Therefore, a close involvement, commitment,
and co-operation between the researcher and practitioners is needed to enable experi-
mental learning and succeeding in the development process. The impact and empirical
intervention of the researcher is strong in constructive research and considered part of
the method itself. Constructive research approach benefits the target organization by
bringing profound theoretical knowledge behind a practical solution, compared to us-
ing consulting companies’ services in creating managerial and organizational plans,
which often lack linkage to previous studies or theoretical knowledge. (Lukka, 2003,
p. 96.)
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5.2 Data collection methods

The literary review of this study strongly suggests the theoretical base for talent man-
agement strategy consists of five overall themes: planning, attracting, developing, re-
taining, and transitioning (Momtazian, 2021). In order to create a new construct, i.e.,
a managerial plan based on this theoretical foundation and incorporating the different
themes of talent management, data collection method chosen for this study is semi-
structured, thematic interviews. In addition to collecting primary data through inter-
views, secondary data is collected utilizing document analysis as a second data collec-

tion method.

5.2.1 Interview

As data collection method, an interview is a purposeful conversation, where an inter-
viewer is actively listening to the interviewee and acquiring valid and reliable infor-
mation on subjects regarding the research questions. A semi-structured interview is a
non-standardized, qualitative research method. Especially in a deductive research ap-
proach, a semi-structured interview begins with composing a list of themes based on
existing theory, to which a researcher can formulate a frame of questions to guide the
progression of the interview. Data collected through the interview process is primary
data, as new information is generated during the research process to be later analysed.

(Saunders et al., 2019, pp. 434-435, 437-438.)

Thematic interviews are not as formal as form-filling interviews are but have more
structure than an open interview. A thematic interview does not follow a strict ques-
tioning series, but rather allows the researcher to discuss the subject with the inter-
viewee according to predefined themes. The themes discussed within the interviews
are same to each participant, even though the actual course of the interview and even
the questions might differ from each other. Conducting thematic interviews requires
interviewer’s thorough familiarization with the subject beforehand, as well as deep
knowledge of the position of the interviewee, in order for the thematic interview to fit
the purpose of the research. The themes are carefully chosen according to the

knowledge acquired of the subject. (Hirsjarvi & Hurme, 2000, pp. 47-48.)
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The in-depth theoretical knowledge acquired and discussed in the theoretical part will
affect the empirical research process, as data collection themes will be formulated and
affected by said knowledge. As mentioned, in a constructive research approach the
empirical intervention and impact of the researcher is strong and considered a part of
the method (Lukka, 2003, p. 85), thus the thematic interviews of this study may include
features of workshopping, back-and-forth ideation, or brainstorming between the re-

searcher and the interviewees, while collecting data for IKH’s talent management plan.

During the research process, thematic group interview sessions were held on three
separate occasions, where each of the five talent management themes were discussed
individually. Planning was discussed in the first session, attracting and developing
were discussed separately in the second session, and retaining and transitioning were
discussed in the third and final interview session. In each interview, the interviewer,
IKH’s HR Manager, HR Specialist, and HR Assistant were present. In the interview
regarding attracting, the Marketing Manager of digital operations also participated.
The reason for conducting group interviews instead of individual interviews, was
based on the researcher’s knowledge of the company and of the interviewees’ positions
in the company. The researcher had a strong assumption that this style of data collec-
tion would have the ability to produce most amount of useful data, which would help

in constructing a managerial plan for the case company.

Each interview began by the interviewer presenting the topic and by giving back-
ground information acquired in the theoretical review. After familiarizing the partici-
pants with the subjects, the thematic interviews were conducted according to an inter-
view form, which had a body of questions based on predefined themes. Interviewing
forms can be found in Appendices one through five. During the interviews, the ques-
tioning forms operated as a base for the conversations but were not limiting the dis-
cussions. The conversations at times took the form of participatory ideation and brain-
storming of each subject, and thus deviated from the original set of questions. The
interviewer encouraged this free discussion especially in situations where it supported
acquiring information of the subject for the managerial plan. The interviewer wrote

detailed notes during each session, additional clarifications were later made via email.
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5.2.2 Document analysis

As data collection method for secondary data, this study utilizes document analysis of
a recent personnel study conducted in the case company in December of 2022. The
study was conducted by a third, unbiased party, an organization called Great Place to
Work Institute Inc. The Great Place to Work (GPTW) research was conducted to the
entire personnel of IKH’s organization, including 12 IKH super stores around Finland.
The GPTW study was conducted by an experienced and respected research organiza-
tion, the response rate of the study was 82 %, and the subject of the research is directly
related with the themes regarding talent management operations, especially concern-
ing current employer brand, as the research strives to answer the question: ‘Is IKH a
great place to work?’. This indicates that the GPTW study is a valid and appropriate
data collection method to be utilized as secondary data for this research. Data collected
through document analysis in this case is quantitative data, as the results of the per-
sonnel study are presented in a numeric form. The study offers structured data that is
in this case recent, readily accessible, and easy to process. (Saunders et al., 2019, pp.

341, 360-361.)

During the research process, the GPTW research’s results were discussed in the inter-
view sessions especially regarding the theme of attracting, and precise, recent, numeric
data was obtained to support the creation of IKH’s talent management strategy. In
addition to primary data collected through interviews, the secondary data collected
through document analysis offered factual information of the personnel’s current ex-

perience of the organization and its operation.

5.3 Data analysis methods

Primary data acquired from thematic interviews is analysed using a qualitative method.
A qualitative research method aims to understand and interpret a phenomenon using
words, rather than statistical information or numbers, in data collection and in analys-
ing the data. The field in which qualitative research can be used is wide and varying,
as it strives to answer the question of what a phenomenon is about and to explain it

further, the research process being flexible and the findings guiding the progress of the
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research. The results of the research are affected by the researcher as they require the

researcher’s interpretation. (Hammersley, 2013, pp. 1-3, 9.)

The results of the interviews conducted during this study are analysed using thematic
analysis, as the results of the interviews can be categorized and interpreted through
themes defined in the theoretical portion of the study. Qualitative, thematic analysis is
a flexible, yet systematic process, where collected data is analysed according to themes
which are linked to existing theory. In a deductive approach, the research objectives
define the emphasis of data analysis, as not all collected data is required to be focused
on as profoundly, as on data which is seen pivotal for answering the research questions.

(Saunders et al., 2019, pp. 651-652.)

Secondary, quantitative data acquired from document analysis is analysed using qual-
itative analysis method. Although the information from the Great Place to Work
(GPTW) research is available in a numeric form, the information is qualitised, i.e.,
turned into a text format and interpreted using words. Describing the relations and
causal connections between the GPTW research and IKH’s talent management opera-
tions qualitatively rather than quantitatively benefits the study and helps explain the
phenomenon, i.e., the research problem further. (Saunders et al., 2019, pp. 183-184.)

After the data collection process, the material, denoting the notes and information ac-
quired in each interview session, as well as information from the document analysis,
was grouped together according to the different themes discussed in the interviews and
thereafter written out. Reflecting on the theoretical framework of this study and by
utilizing the results from the interviews and document analysis, a research report of

IKH’s talent management strategy was written.

Data collected from the interviews as well as from the document analysis were ana-
lysed thematically according to the themes defined in the theoretical part of this study.
As the themes discussed in this study are wide and extensive, and for some parts, they
intertwine and affect each other, the researcher saw it more practical to discuss the
themes holistically, rather than going through individual questions from the question-
ing forms or analysing and reporting individual answers of interviewees. The main

goal of the research data analysis was to answer the research objectives; to construct a
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practical, functional managerial plan according to information acquired during the in-
terviews in such manner that would benefit the company in the future, therefore the
researcher views that the consensus reached during the research interviews is more
beneficial for creating the talent management strategy than reporting individual an-

SWCTIS.

Once the research results were analysed and the research report written and presented,
the interviewing forms which include the answers of interviewees, as well as additional
notes, emails, documents, and other material related to the interviewing process are
going to be destroyed. The writer will not preserve any notes or documents acquired
during the interviewing process. The research results are discussed in the following

chapters.
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6 RESEARCH RESULTS

In this chapter, the research results are presented. The talent management strategy con-
structed in this research is based on a previously presented model of talent manage-
ment, depicted again in Figure 10. As was mentioned in the previous chapter, the re-
search results were analysed and will be discussed in the following chapters by themes

and reported according to a consensus reached during the research interviews.

Planning
Transitioning Talent Attracting
Organizational Ma nageme nt Organizational
strategy Mo d e’ performance
Retaining Developing

Figure 10. Talent management model (adapted from Momtazian, 2021)

Next, each of the talent management themes seen in Figure 10 are discussed separately,
and according to information acquired during the interviews, a managerial plan is in-
troduced. The results of the interviews have been analysed using methods previously
described in chapter 5.3. Furthermore, a summary of IKH’s talent management strat-

egy is visualized in chapter 7.1 in the form of a table.

6.1 Planning

The goal of planning is to put systematic structures in place to ensure the availability
of high-performing talent in key positions at all times, proactively identify and aspire
to develop talent, and to utilize personnel’s potential to its maximum capacity (Trost,
2013; Momtazian, 2021). In order to create a systematic structure for planning IKH’s

talent management operations for the future, the topic of planning was further divided
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into smaller themes of ‘key positions’, ‘creating talent pools’ both internal and exter-
nal, and ‘identifying talent’. The interviewing form for planning can be found in Ap-

pendix 1.

6.1.1 Identifying key positions

According to Dr. Collings’ (2012) model, and reflecting on the company’s purpose
and future goals, key positions of IKH were first discussed and identified. It was found,
that regarding high vulnerability, upper-level management positions can be named as
key positions, as these roles involve substantial amount of strategic knowledge and
decision-making authority, as well as high numbers of subordinates. The key upper-
level managerial positions include tasks such as CEO, CFO, Development Manager,
and IT Manager. Looking further at departments of finances and IT, these areas also
include lower-level positions which can be classified as key positions due to their re-
quirements of specific knowledge and expertise. High operational and strategic im-

portance can also be found in the management level of purchase and logistical services.

It was discussed that IKH does not necessarily have strategically important positions
which are rare in the market at the moment, however it was noted that the local services
performed in Kauhajoki, such as dismantling tractors, motor whetting, and metal work-
shop require a specific craft that might be scarce in the future. Vulnerable key positions
which have an employee retiring in the coming five years were identified as the CFO,
the HR Manager, and the Equipment and Property Manager. In addition to upper man-
agement level positions, other key positions that have a high number of subordinates,
and direct links and reporting relationships between different departments were iden-

tified as Purchase Managers, Warehouse Manager and Aftersales Manager.

IKH as a company is reliant on its close relationships with its dealer network, export
network, and its suppliers. Positions, where an employee has wide internal or external
networks were identified as Regional, Product, and Purchase Managers, IKH’s own
Super store Managers and sales personnel with close relationships with key clients. In

addition, Customer Service Manager, personnel with close relationships with long-
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term clients, and Export Managers who have built relationships and trust with partners

in other countries over a long period of time, were named.

Reflecting on the future, business-to-business sector is seen as becoming increasingly
important for IKH and is a clear strategic goal for new business opportunities and
growth. Therefore, salespeople in this sector are going to be key factors in creating this
growth, and specific focus and value should be given to these positions. Other im-
portant development and growth opportunities in the future will come from IKH’s dig-
ital services and channels, in which key positions were identified to the Development
Manager of digital and IT operations, as well as the Marketing Manager of digital
development and web shop. The development of export operations was seen as an
important source for growth as well, thus placing Regional Managers and personnel
responsible for marketing operations of export at key positions. Developing the oper-
ations of IKH’s finance department was also seen as an important area, thus a newly

created position of an Application Specialist was marked as a key position.

In conclusion, identifying strategically significant key positions within the organiza-
tion was seen important, and is in fact part of Grafton Group’s risk management oper-
ations, where it is vital to identify key positions within personnel and ensure uninter-
rupted and continuing functioning of operations by securing these positions. This study
will directly contribute to this work. All the key positions identified during the discus-
sion are marked as vital for IKH’s current and future operations, and strategies for
developing, retaining, and planning successors or replacements regarding especially
these positions are put in place. Efforts in developing and retaining employees in these

key positions will be discussed later in this study.

6.1.2 Creating talent pools

The next subject is creating talent pools, which will help provide qualified, high-per-
forming, and top talent employees to previously named key positions when needed. In
creating talent pools, it is essential to be proactive, and plan and compose high-quality

talent pools based on future forecasts and needs. (Collings, 2012.)
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At the moment, IKH has one internal talent pool concerning its current personnel, sys-
tem provided by Grafton Group. The internal talent pool is currently utilized to some
extent when searching for suitable successors to positions within the company. How-
ever, it was pointed out that the internal talent pool is not currently utilized to its max-
imum capacity, and there would be wider possibilities and opportunities to utilize it in
the future concerning recruitments and career developments. In order to achieve wider
usability of this talent pool, it was noted that personnel needs to be encouraged and
activated to register and inform their talents, capabilities, subjects of interests, as well
as training and career development hopes and expectations in the HR system. This
information could also be collected during annual discussions by department manag-

ers, a subject that is further discussed in the development chapter.

It is also possible to create career advancement models and pipelines within the HR
system and communicate these to personnel and encourage them to inform their inter-
est and willingness to participate in this type of career development programs. This
would give further information on how to develop and train internal talents in the fu-
ture. It is important the information collected from personnel is clearly classified and
easily accessible by various keywords, topics, or tags, so that the information gathered
can be utilized in practice and avoid time-consuming manual labour of searching for
information. These systems and programs are to be put in place in the near future for
the talent pools to be better utilized regarding recruitments, talent pipelines and career

pathways.

Concerning external talent pools, it was established that IKH does not currently sys-
tematically uphold or utilize external talent pools, although information of previous
applicants is kept within the frames of the General Data Protection Regulation (GDPR)
law. This information is not being collected into a system. Collecting and preserving
information of applicants and prospects in the HR system is possible and would be
beneficial in the future, and a permit for storing this information can easily be re-
quested through the system from each applicant. In this phase, segmenting and classi-
fying acquired information according to task or talent related requirements also comes
into question, and a structure needs to be built to gain best possible benefit from the

talent pool.
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In addition to recruitments, collecting information for a wider external talent pool
could be done from utilizing a specific career page in IKH’s own web site. IKH’s
current career page is not seen functional, it is hidden deep within the current web site,
and in need of a thorough renewal. IKH’s entire web site is renewing in the spring of
2023, and it was agreed that HR Specialist and Marketing Manager of digital channels
would collaborate on this project and create a functional and useful career site for IKH.

This will benefit information gathering for external talent pool, also.

In addition to a career site, applicant information can be collected in situations where
they take initiative and are in contact with the HR department via emails, social media,
or other personal contacts. Regarding social media, LinkedIn was named as the main
channel from which new potential applicants could be found for the external talent
pool. In addition to these, storing information of previous and current interns as well

as employee recommendations of potential candidates is also useful in the future.

External or internal talent pools are not currently being contacted or engaged by IKH.
In the discussions, it was found that contacting prospects within the talent pools would
be beneficial and a great way to keep the interest of potential candidates. It was also
stated that contacting candidates regularly would add to a positive employer brand and
make recruiting easier and more effective from the talent pool. Communication can be
carried out via IKH’s HR program. Once these systems are put in place, of where and
how communication can be performed, the style and different ways of how potential
candidates will be approached can be discussed further. Employer branding will be
discussed later in this study, as it will define the tone and style of communicating with

candidates.

6.1.3 Identifying talent

Tracking and measuring is important in identifying top talents and high-potential tal-
ents, i.e., employees who have the ability to develop further and take on more demand-
ing tasks in the future. As was discussed in the theoretical part, these activities can
include performance reviews, personal observations, interviews and feedback, or the

use of more systematic assessment tools. (Pacor, 2022.)
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During the interview, it was recognized that IKH does not currently have a compre-
hensive, systematic structure in place for identifying high-performing or high-potential
talent within the company. Identifying internal talent for career advancements and
more demanding positions is currently being done based on line managers’ or super-
visors’ personal observations and on previous work performances. It was discussed
that even though department managers currently perform annual discussions with each
employee, the knowledge acquired in these discussions is not systematically docu-
mented or utilized to benefit IKH’s talent management operations. Also, the discus-
sions do not currently review the employees’ skills, competencies, or talents as such,
but addresses more of the current, universal working situation, and its’ positive and

negative aspects from the employees’ point of view.

In the theoretical part, it was recognized that companies inevitably also have so called
‘C-players’, employees who are not necessarily performing to meet the company’s
standards. Instead of directly guiding these employees out of the company, personal
discussions are performed at IKH between the employee and HR representative. In the
discussion, additional support and training is offered for the employee for them to have

an opportunity to develop at their task and meet the company’s expectations.

It was discussed during the interview that the annual discussions could be utilized in
the future to gain more information of the level of talent within each department. The
idea of using more systematic tools for identifying the level of competence within each
department was not ruled out, however it would require setting up new structures in
the HR system to perform these activities. Identifying talent was seen as an important
part of managing talent, and in developing internal talent for more demanding roles in
the future. Building systems and ways for identifying and developing talent is further

discussed in the section of development.

6.2 Attracting

Attracting, with respect to talent management, refers to the set of actions striving to

attract top talent, high-performing employees, and high-potential employees into the
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company. Creating an attractive employer image is about communicating the oppor-
tunities and value a company can offer a candidate, at the same time portraying the
company in a realistic manner throughout its communications and the application pro-
cess, thus connecting the subject strongly to marketing. (Momtazian, 2021.) As a de-
veloping and growing company, IKH is going to have new talent requirements and
positions which will require specific competence and knowledge in the future. Creat-
ing and communicating an attracting employer brand ensures that potential top talent
candidates see IKH as a tempting choice for an employer over competing employers,
and this way ensuring high-performing talents are drawn to apply. The interviewing

form for attracting can be found in Appendix 2.

Attracting proved to be a multifaceted and a challenging entity to be discussed in this
study at this point in time. IKH is in the midst of wider discussions and development
projects regarding branding as a whole, not only relating to employer branding, but to
the entire IKH brand image. As the theoretical part suggested, employer branding can-
not be separated from the company’s brand image, but they are to be addressed as an
entity where one affects the other. In this study, the goal is to create a practical em-

ployer branding plan to be implemented as a part of the overall IKH branding process.

An issue arising in this sector is the remote location of the company. As mentioned,
the company’s headquarters and logistical centre are situated in Kauhajoki, western
part of Finland, quite far from large cities and growth centres. This adds a complication
to acquisition of employees, especially in specific fields and expert positions. It is not
always an easy task to attract and acquire skilful specialists to a remote location. Flex-
ibility is needed in terms of working conditions in the future, as the possibility for full
remote working and hybrid models are helpful means for HR in talent acquisition and

in creating attraction towards IKH as an employer.

6.2.1 Creating IKH’s employer brand

The interviewing session began by evaluating the foundations of IKH, which operates
as the basis for creating an employer brand. It was discovered that the company mis-

sion, i.e., the purpose for operations is not currently clearly worded or communicated
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to personnel. It has been assumed the purpose is clear, however, when examined more
closely, the mission is not currently specifically worded. In addition, the company is
growing, and new employees are joining continuously, hence the mission statement
should be clarified and communicated throughout the organization. IKH’s values, on
the contrary, are clearly stated and communicated to personnel. The values are pre-
sented and gone through with each new employee, and the values can be seen as
printed pictures on the walls of the breakroom, negotiation rooms, and the educating
room. The values can also be found in the company’s intranet, MyIKH. The values of

IKH can be said to guide the operations of each department and personnel’s work.

While discussing about communicating the goals and strategies of IKH on organiza-
tional and on departmental levels, it was discovered that they are not currently com-
municated sufficiently enough. Big picture goals and guidelines about where the com-
pany is headed, as well as smaller sets of short-term goals are needed to be informed
more frequently to enhance the efficacy of different departments. It was also noted on
a more practical level that clarification, for example, on how the current sales goals
are divided into sections in terms of different product lines, dealer networks, or differ-
ent customer groups, is needed. Specific goals could then be more easily put into prac-
tice by line managers within departments. As a conclusion, a clear development ob-

jective was identified in communicating the company’s mission, goals, and objectives.

Next step was to examine the existing organizational culture, and it was done by re-
flecting on a recent personnel study conducted by Great Place to Work Institute Inc.
in December of 2022. The Great Place to Work (GPTW) study was conducted on the
entire IKH organization, including the 12 IKH super stores around Finland, and the
goal was to examine if IKH is, in fact, a great place to work. At this point, document
analysis was used as a data collection method. The results of the personnel study were
given to the interviewee to be analysed and reported, and the results were also further
discussed during the interview. This was done in order to form a clear picture of the
strengths and weaknesses of the organization in the eyes of the employees in this cur-
rent time. The response rate for this study was 82 % and the results were very positive
organization-wide. As a result of this study, IKH was certified as a Great Place to
Work. On the claim, ‘IKH is a great place to work’, 84 % of IKH’s personnel agreed.

The average of all claims combined was 74 % agreeable. In five departments/stores,
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100 % of personnel agreed IKH is a great place to work, which amounts to 21 % of all

departments.

Based on the GPTW study, most positive reviews were given to claims of equality to
gender (89 %), race (94 %) and sexual orientation (92 %), work safety (93 %), and
excellent customer experience and service (91 %). The weakest reviews were given to
claims of compensation and rewards (45 %), encouragement to developing working
methods (49 %), inclusion on management’s part on the decisions of employees work
and working conditions (53 %) and receiving feedback and acknowledgement (56 %).
As a conclusion, it can be stated IKH has a positive internal organizational culture,
which can affect the employer brand favourably. During the interview, when inquired
of possible development objectives regarding the organizational culture, suggestions
such as stronger involvement and inclusion of personnel, leadership development re-
garding management styles and sharing responsibilities, as well as upholding respon-

sibility on line management level were mentioned.

Next, the current employer brand was examined further in terms of communicating to
both internal, current employees, as well as to external, potential candidates. Internal
communication is mostly done in the intranet ‘MyIKH’ through announcements and
different learning courses and guidelines. In addition, personal emails and phone calls
are exchanged during work days. The style of communicating to personnel is some-
what official, but warm and approachable. In the personal contacts the style is very
relaxed, informal, and familiar. At IKH, the threshold to approach HR department’s
representatives or department managers is kept low, and they are very accessible to all

employees.

For external target groups and potential candidates, communication is mostly done
through job advertisements, social media channels (LinkedIn, Instagram, and Face-
book), company’s web site, direct emails and phone calls, and face-to-face conversa-
tions in meetings, networking situations, and trainings. IKH has some University col-
laboration, for example, IKH hands out scholarships for graduating students at Vaasa
University. The style of communicating in these channels is currently very official,
formal, and matter-of-fact. Personal emails and phone calls are naturally more infor-

mal and friendly. Emails are also replied fast which relates to IKH’s great level of
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service in each department and in all activities. Automated responses are also used in
some cases; the replies are formal, but the possibility for creating personalized mes-
sages exists. Friendliness and genuineness are seen important in automated responses.
During each job search, applicants are always contacted, and thanked for their appli-
cations. After each apply, each applicant is contacted and informed of the results. It
was discussed that the second-choice applicants could be added to IKH’s talent pool
in the future, with the use of the current HR program. Applicant’s permission is

needed.

Examining the current communication channels and styles, it was stated, that IKH cur-
rently has very little planned and systematic communication to its target groups re-
garding a desired employer brand. The messaging is scattered, and the style has not
been officially defined. In addition, the consensus of the current style and tone of com-
munication was that it is very much official and formal, and it is seen as uninspiring
and unmemorable. In order to create a coherent, memorable, and relatable employer
brand that is in line with IKH’s overall brand image, a comprehensive content plan is
needed, where the marketing department collaborates with the HR department to cre-

ate a communications plan for monthly and weekly basis.

On the question of how well IKH is generally known as an employer, it was stated
there are vast regional differences around Finland. In the western part of Finland, es-
pecially in South-Ostrobothnia, IKH is a well-known and respected employer, based
on the knowledge and experience of the HR Manager. By contrast, when establishing
new IKH stores around Finland, it has become clear that applicants especially in the
eastern and northern parts of Finland are not yet familiar with IKH as an employer, or
as a brand to begin with. This gives clear indication into what areas should be targeted
with informative messaging, especially when establishing new stores. There are some
exceptions to the familiarity, and based on comments from an HR headhunter, IKH is

in fact a known employer, and the perceptions of applicants are positive.

The overall branding process of IKH will help create a clear direction for employer
branding as well. The designs and ideas which are currently being developed further
by a professional copywriter are directly going to benefit developing and expressing

IKH’s employer brand image. At this point, authenticity must be kept in mind, and the
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employer brand must meet the reality of organizational culture within IKH. This can
also have an effect on employee retention, as a truthful employer brand meets the ex-
pectations of new employees. According to the results of the GPTW research, IKH is
seen as a great employer and the internal employer image is very positive. This helps

building the external brand image, as it is based on a positive reality.

When describing the ultimate goal and the best possible employer brand IKH could
reach, features such as positivity, safety and security, competitive regarding compen-
sation, flexibility, dynamicity, having a positive attitude towards development, and
being a fair and equal employer, were mentioned. It was discussed, based on HR rep-
resentatives’ experiences, that applicants nowadays appreciate meaningful jobs, and
the significance and importance of certain positions within work communities is cur-
rently seen as an important factor. Employer’s flexibility is also emphasized today. A
reoccurring trend has been that applicants have familiarized themselves with company
values beforehand, and the values are discussed during job interviews. In addition,
attitudes towards internationality and diversity are topical matters to be taken into con-

sideration when building the framework for employer brand communications.

In order to meet this ultimate goal for employer brand image, development targets
were discussed and named. As the employer brand is tightly bound to existing organ-
izational culture, developing the organization internally translates directly to a positive
employer brand. An important development subject is to create structures and channels
with which employees can bring forth development ideas and suggestions, which di-
rectly affect their work or working conditions. This relates to the GPTW research ques-
tion of “inclusion on management’s part on the decisions of employees’ work and
working conditions”. In addition, renewal of the compensation system was discussed,
and a system tied to organizational, departmental, or personal goals was suggested. It
was also noted that adding both internal and external communication in general is cru-
cial for prospective candidates to be able to form an image of IKH as an employer and

help strengthen the wanted employer brand in the future.

The current channels which are in use for communicating the employer brand were
seen as sufficient. LinkedIn would be the most appropriate channel to be used in com-

municating about IKH as an employer to potential candidates. In the future, it is worth
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considering adding TikTok to IKH’s social media channels to reach the younger audi-
ence, as they are the customers and workforce of the future, and this would also support
summer job recruitment campaigns. Other ideas, on how to reach the youth and to
express that IKH respects them as customers and future employees, were also consid-

ered. A few ideas were documented and are going to be developed further.

As discussed in the planning section, the company’s web site is currently under con-
struction and a new career site needs to be designed at this point. The Marketing Man-
ager and HR Specialist will collaborate, possibly with the help of a copywriter, in cre-
ating important and attractive content for the new site. Content could be, for example,
listing ten great reasons on why to apply and work at IKH, writing career stories (which
currently already exist, but are poorly found on current site), and adding easy ways to
contact IKH and leave information for open jobs or leave an open application, which

will help grow IKH’s external talent pool.

The tone of communication was seen in need of renewal. As mentioned, the current
tone is official, formal, and can be found quite uninspiring. It was agreed the content
in different channels should be relatable, it should tell stories of real-life situations,
emphasize the appreciation for professionals working in different fields at IKH, and
highlight the successes and everyday life of employees to create a realistic, yet attrac-
tive brand image. The target groups, for which the content is created, are professionals
in their own lines of business, whether it is in sales, IT, or other specialist fields. Again,
the overall IKH branding process will offer many new ways of communicating the

essence of IKH and help produce content for employer branding as well.

The style and tone of communicating could be more distinguishable, braver, humor-
ous, and stronger than it currently is. The main messages need to be formulated ac-
cording to the ultimate goal for an employer brand, and as a result, a plan for content
can be created to support these goals. Employer branding is related to emotional brand-
ing, and humanizing the brand and telling relatable stories have the ability to evoke
feelings of trust, reliability, innovativeness, and excitement within the target labour
market. Emphasizing IKH as a unified team, one tribe named ‘IKHlainen’, was seen

as an efficient way of creating positive buzz around the company.
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Creating example texts and tones for communicating in different channels was seen as
auseful tool for the future. These examples could then be briefed to managers of IKH’s
departments, and they could share and create content for IKH. For example, a require-
ment of two posts per month could be added to managers’ job descriptions, the goal
being in communicating about the IKH brand, and at the same time supporting the
employer brand. In addition, encouraging employees to share and create content in
their own channels was seen an efficient way of creating authentic employer brand.
With guidelines and encouragement this could easily be achieved, small incentives
could also be offered for enthusiastic employees. An employee ambassador program
could also be created, in which employees’ stories or video diaries such as ‘My work-

ing day’ from multiple different departments could be created and posted.

6.2.2 IKH’s Employee Value Proposition

Formulating IKH’s Employee Value Proposition begins with examining the core as-
pect from which IKH wants to be first and foremost known as an employer. It proved
out to be challenging to specify one single aspect, as IKH operates in and employs
people from such a wide range of fields: sales, warehouse operations, administration,
IT, purchasing, etc. Specifying one key aspect that speaks to all different fields is dif-
ficult. Therefore, it was agreed, that IKH’s current personnel vision could operate as
the basis for the EVP as it combines the sense of community, the desire to be an

‘IKHlainen’, as well as positivity, willingness to develop further, and dynamicity.

IKH’s personnel vision is stated as follows:
“Our goal is to be the most desired workplace in the area. Our operation
is based on professional and inspiring leadership, as well as on fair and
clear operating policies. Our competent personnel operates profession-
ally and is goal-oriented, constantly striving for positive feedback in cus-
tomer satisfaction as well as in interaction with colleagues. We want our
employees to experience their work and workplace as meaningful and
significant. We remember that each of us, regardless of our position, are
responsible for our work community’s atmosphere and wellbeing.”

(MyIKH intranet, n.d.)
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The Great Place to Work certification is a great achievement that should be utilized in
employer branding and some of the most important factors from the study could be
written into the EVP. According to the results of the research, the most positive aspects
could be highlighted and written in the form of practical examples of real working life
situations. The highest scores were related to equality, safety, and excellent customer

experience and service.

It was discussed, that based on the key factors listed in this chapter on which IKH’s
EVP can be formulated upon, a professional copywriter could be brought in to write
the EVP out. As the overall branding process is ongoing and tightly related to the sub-
ject of what IKH is and what it offers to its customers, the Employee Value Proposition
can be brought in as one part of the branding process. The idea is to communicate;
‘Here is what IKH has to offer its employees, and here is how we bring it to practice’.
The EVP is going to be communicated mainly on the career page of IKH’s web site.
The key aspects of the EVP can be divided into different themes, which can then be

written into further content to different channels.

6.3 Developing

The theoretical part of this study points out how developing internal talent offers or-
ganizations room to grow from within, and how development programs and opportu-
nities have the potential to engage employees, spark excitement and maintain motiva-
tion, make employees feel appreciated by enabling professional development, and by
opening new career pathways (Chambers et al., 1998, p. 56). Being able to continu-
ously develop organization’s HR assets is vital for sustaining the competitiveness of

the company (Joki, 2018, p. 141). The interviewing form can be found in Appendix 3.

The general attitude towards developing personnel at IKH is extremely positive, it is
seen as an important factor in enabling the company’s competitiveness and future ca-
pabilities to overtake competition. Although training is not systematically being sug-
gested to employees in different departments, development and training is financially
invested in at all levels of the organization, and employees are free to suggest their

willingness to partake in different trainings as they see beneficial for their tasks.
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6.3.1 Talent requirements

Regarding development, the first part of the interview focused on reflecting on the
talent requirements stemming from IKH’s goals and aspirations for the next one to five
years. IKH is operating in a field that is evolving and developing rapidly, therefore it
is difficult to make specific forecasts on what the industry is going to look like in the
coming years. However, it is known that IKH’s current operating model of offering
genuinely professional service while offering high quality products will continue to be
on the forefront of operations and remains a clear competitive advantage in the future.
This sets specific demands and needs for developing the entire personnel and dealer-
ship network to operate according to this ideal, and ensuring this promise is continu-

ously fulfilled in the customers’ eyes.

As an importing company, IKH’s warehouse logistics is one of the most important
functions in the company. Developing the warehousing operations, keeping up with
modern solutions, and offering training opportunities for warehouse personnel is es-
sential for upholding the high level of operations and meeting future talent require-
ments. In addition to developing through training, ensuring the warehouse depart-
ment’s personnel is aware of their valuable role in the company’s business strategy is
seen important. Other talent requirement reflecting on future needs is the development
of health, security, environment, and quality (HSEQ) matters. For IKH, this is a new
entity to be managed and requires specific knowledge and familiarization to subject.
Related to this, sustainability regarding all fronts of operations is important and will

have more emphasis in the coming years.

Further training on product information across all IKH’s product lines is seen vital for
ensuring the high level of professional service offered to the end customers. As a sig-
nificant competitive advantage for IKH, upholding the high standard of offering pro-
fessional service by developing product knowledge can be seen as one of the crucial
factors directly affecting company performance. Having in-depth knowledge of prod-
uct ranges sold is not only limited to salespeople in stores, but also concerns Regional
Managers who are in contact with the dealer network’s associates. A program of a
‘Training pass’ is currently being developed, where salespeople collect stamps of each

training they complete, regarding product information, as well as sales service skills.
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A certain number of trainings will be required of each salespeople. For tracking, meas-
uring, and searching information of completed trainings per each employee, a structure
needs to be established within the HR program. In addition, IKH’s future talent re-
quirements will also concern skills in B2B-sales and innovating new ways to serve the

B2B-customers even better.

Regarding development on the organizational level, being a part of Grafton Group sets
new talent requirements for various departments, especially for IT and finance depart-
ments, to create consistent operating models and structures for systematic document-
ing and reporting. New operating models and practices require training and clear lead-
ership for them to be successfully incorporated into practice. Related to this, develop-
ing existing leadership skills and particularly abilities on managing change are empha-
sized. The overall ability to bring systematic structure to all operations through plan-
ning and target setting, monitoring, and measuring are seen important in the near fu-

ture.

Digitalization and changes in IKH’s IT systems and programs will also pose a wide
range of new development needs for the organization, creating new expert positions to
be filled, and existing knowledge to be expanded and upgraded. The field of IT is ever-
changing and developing, and IKH is currently investing heavily in building new sys-
tems to better serve the future needs of its customers. In order for IKH to keep up and
surpass the competition in this sector, it needs to invest in developing personnel oper-
ating within this field to meet the complex talent requirements. The importance of
synchronizing upper management’s strategies and plans with IT department’s digital-
ization operations is emphasized as a key factor in IKH’s success in its markets. In
addition, a decision must be made whether the competence is developed in-house, or
if some services will be outsourced. If the decision is to keep all IT operations in-

house, additional training and hiring new competence will come into question.

The talent requirements listed above translate to various learning objectives. Develop-
ing competence and filling gaps in leadership skills at all levels is stated as an im-
portant objective, especially in the coming months and years, when changes and vari-
ous development projects are ongoing. Two important aspects in this area were named:

(1) improving communications from managers to subordinates, and (2) clarifying
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long-term and short-term strategic goals for personnel. A forum already created for
developing IKH’s leadership operations is the regular managers meeting, where man-
agers of all departments meet and are updated on topical matters and coming strategies.
A practical improvement idea presented for these meetings is to compile a summary
of the most important matters discussed in the meeting, which line managers are then
expected to communicate and go through within their departments. This would help
create a new, systematic operating model that enhances the flow of information within

the organization and participates line managers in the organizational development.

Developing managerial skills across the organization is seen important for the future.
It is emphasized in cases, where an employee has been promoted from an operative
role to a managerial role; even if they have significant amount of task related compe-
tence and knowledge, they may still lack in managerial skills. Being an expert of a
subject does not translate to expert leadership. Managing talent within the company
and giving line managers more responsibility in identifying talent is also mentioned as
a strategically important factor for future operations and success. In 2021, IKH offered
managers across the organization an opportunity to participate in a leadership devel-
opment program, with a possibility to graduate with a degree. 33 managers participated
in this program, many of the managers took part in the program’s training days without

the objective to graduate with a degree, and 20 graduated with a degree in early 2023.

The current changing organizational environment requires employees to have adapta-
bility, resilience, and ability to endure stress and uncertainty to some degree, as former
operating models and in some cases entire job descriptions are going through changes.
These factors are naturally related to employees’ intrinsic personal qualities and attrib-
utes and are not learning objectives as such. However, these factors should be noted
and recognized on the managerial level as factors that can have an influence on a per-
son’s job performance, or willingness and ability to develop further. Amid change,
clear communication of goals and strategies, as well as taking care of personnel’s well-
being is highly important, so that going through stressful times becomes easier, and

ultimately makes the organization stronger in the end.
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6.3.2 Development strategies

After identifying talent requirements and defining different learning objectives, the
next step is to examine development methods and set out development programs.
When discussing IKH’s development strategies, methods such as succession manage-
ment, offering training resources, and social learning are currently in active use. Career
planning and creating career pathways is seen as a possibility to actively develop em-
ployees into new, more demanding tasks in the future. Transition management is also
seen as a viable choice in cases where an employee is changing positions or retiring,
and a successor is known. Transition management offers an opportunity to transfer
valuable tacit knowledge within departments. In order to succeed, each of these strat-
egies require an active stance from department managers in identifying and developing

employees into new tasks.

As mentioned in the chapter of identifying talent, IKH does not currently have system-
atic identification of talent or level of competence, i.e., the method of assessment is
not in use. However, it is seen as an important factor in creating development structures
for the future, and to find out gaps in knowledge and competence, the current situation
needs to be studied, the findings analysed, and compared to future requirements and
learning objectives. A competence and performance review could be a more prominent
part of performance management in the future, where line managers would be more
involved in identifying and developing talent within their departments. The main focus
should be on proactively identifying and developing talent to match future needs set
by the company’s strategies and goals. Similar assessment of managerial competence

could be performed annually, and additional training could be actively offered.

Competence mapping could be performed by line managers within each department
during annual discussions, using an additional questioning form. The competence
mapping form should be created together with the department’s managers; listing task
related basic and special skills needed in the department’s operation, assessing, and
reflecting the employee’s current level of competence to current and future needs, as
well as to goals regarding talent. Once the assessment is done, a suitable development

program can be put in place to meet future talent requirements or employee’s goals.
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As was mentioned in the chapter regarding planning and especially creating talent
pools, it is possible to build models of career development and talent pipelines within
the HR program. Career planning or creating career pathways is not currently system-
atically used as a method of development, however it was seen as a possibility in the
future. It is also to be decided within the management team, whether these possible
talent pipelines or career pathways are going be communicated to the entire organiza-
tion. IKH currently employs about 450 employees, and it is obvious in a company this
size, not all employees can be put in an ascending career pipeline. Career pathways

can be carried out case-by-case, as they currently are in some departments.

The model of continuous development is mentioned in the company values, and it is
realized through offering personnel various development opportunities. Regarding de-
velopment, it is also important employees have the intrinsic desire to develop them-
selves in the learning objectives mentioned, and to seek deeper professional knowledge
to meet the requirements of strategies set by management. The organization can offer
opportunities for development and growth, but the motivation, drive, and initiative
must come from the employees themselves. The chosen development programs of of-
fering training resources, encouraging social learning through mentoring, career plan-
ning to some extent, as well as succession and transition management are designed to

give the organization’s personnel opportunities to develop and grow within the com-

pany.

6.4 Retaining

Employee retention refers to a set of HR practices aiming to keep current employees
employed within the company. Regarding talent management strategy, the focus is
especially on retaining top talent and high-potential employees, employees in key po-
sitions, and employees working in positions where replacements are difficult to find.
Retaining the right talent is a key factor in sustaining high level of operations and
achieving growth. (Bhattacharyya, 2015, pp. 119-120.) Employee turnover rate is an
effective way to monitor how many employees leave the company in general (Allen,

2008, p. 2). The interviewing form for retaining can be found in Appendix 4.
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When examining the success of IKH’s current retention operations, the employee turn-
over rate is an appropriate place to start. At the end of 2022, IKH’s annual employee
turnover rate for the entire corporation, encompassing IKH Kauhajoki headquarter and
12 super stores around Finland, was 16.6 %, which makes it one of the lowest turnover
rates of the companies owned by Grafton Group. For IKH, this percentage is at a com-
pletely manageable level, and does not affect operations negatively in any key func-
tions or positions. There have been individual cases in the past, where a key position
has been left vacant as an employee has left the company. In these cases, the position
has first been filled in by other members of the team until a new hire has been acquired.
In some cases, a moderate turnover has been a positive factor, bringing in new talent

and refreshing thinking within the organization.

The reasons behind employee turnover are examined and documented in detail. Within
the HR system, there are over 20 reasons for employee departure to be selected from
during the exit process. Currently, as employee turnover rate is low, these reasons are
not further classified as suggested in the theoretical part. For future operations, it was
seen as beneficial to classify information and document whether the reasons for leav-
ing are voluntary, dysfunctional, and in particular, if the departure is avoidable. This
can offer insight into why employees are leaving and if there are specific, reoccurring
reasons arising, for example, within one department. In these cases, it would be easier
to address these issues and strive to correct them. However, in the current state of low

employee turnover rate, this is not seen as critical.

For documenting the reasons behind employee turnover, IKH currently uses exit inter-
views as a way to understand the reasons behind departure. The exit process and exit
interviews are discussed in more detail in the next chapter regarding transitioning.
Other strategies mentioned in the theoretical part for collecting information are not
currently in use, however some of the suggested methods could be utilized in the fu-
ture. For example, performing post-exit surveys was found an interesting option, as it
gives the opportunity for the former employee to view the reasons for departure more
objectively once time has passed, and could possibly offer additional insight to why a
decision to leave was made. This would be useful, for example, in key positions, as

not all positions require this in-depth information.
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In addition, current employee focus groups and predictive turnover studies were seen
as viable strategies to be performed within a year, as structures for execution as well
as reference values exist from the Great Place to Work research. The GPTW research
offers a platform and an opportunity to perform additional Pulse-studies regarding the
research, directed for the respondents. For example, one claim in the study was directly
regarding predictive turnover and was formulated as ‘I will most likely be working for
IKH for a long time’. For this question, 7.3 % answered ‘Most likely not’. Even though
the percentage is small and not alarming in any way, the question could be renewed in
a Pulse-study, and additional clarification as to why they would leave, if they were
thinking of leaving the company. The Pulse-studies should be utilized for employee
focus groups and predictive turnover studies and could be directed to departments or

stores that have higher turnover rates than others.

Regardless of the current positive stance of employee turnover, it is important to keep
in mind that retaining employees within the company requires proactive measures, and
settling into the current state of calm could potentially be dangerous. Especially in the
current phase of organizational changes and renewals, ensuring high-functioning re-
tention strategies is vital for keeping talent within the company. IKH’s current strate-
gies to ensure employee retention include thorough recruitment and selection pro-
cesses, where a truthful depiction of the company is given and the suitability of the
candidate to the organizational culture is estimated; socialization of employees, which
to some extent is dependent on departmental customs; training and development, as
was discussed in the previous chapter; compensation and rewards; and employee en-
gagement, which again is dependent on departmental activities, as well as on manag-

€rS.

The strategies, which are seen as most important for retention activities, and should be
invested in the future, are training and development, which offers possibilities for ca-
reer advancements, high-functioning and fair management operations, and compensa-
tion and rewards, especially on specialist positions. However, the GPTW research has
shown, that on some departments, these are the sectors that are in need of further de-
velopment to ensure employee satisfaction and retention. As was mentioned in the
developing chapter, continuous development of leadership skills throughout the organ-

ization also serves as an effective retention strategy.
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6.5 Transitioning

Transitioning includes subjects such as career pathways, internal mobility, i.e., vertical
and horizontal movement within the organization, succession management activities,
and exit processes (Momtazian, 2021). Regarding key positions, succession manage-
ment can be seen as a systematic, long-term approach in ensuring the high performance
of the organization by identifying and providing current, high-potential employees’
development opportunities for new positions. Succession management takes into ac-
count the resources and abilities of the existing talent pool while forecasting future
needs of the company with respect to its strategies. (Berke, 2005, pp. 2-3.) The inter-

viewing form for transitioning can be found in Appendix 5.

As the theoretical part points out, transitioning and succession management in partic-
ular, is the culmination of all talent management activities. First, pivotal key roles need
to be identified, as has been done in the planning chapter. Second, in order to have
talented, skilful employees ready for more demanding tasks, assessment measures, as
well as developing and training activities must operate in line with the demands set by
key positions and the company’s future goals and strategies. Developing employees
and offering them successor roles within the organization operates as an effective re-

tention activity.

During the interview regarding transitioning, it was established that Grafton Group has
recently provided IKH with an organization-wide reviewing tool for succession man-
agement. The program is a based on a 9 Box Talent Grid model and is performed on
each department by the upper management level. The tool enables the identification of
future successors in different stages, as well as possible shortcomings in each depart-
ment. The detailed content of the tool is for management level only. The theoretical
part of this study also suggests dividing potential successors into different categories
based on the readiness of the successor. This type of classification has not yet been
performed at IKH but is seen as something that could have potential in bringing addi-

tional advantage for the succession program in the future.
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As mentioned, transitioning also encompasses the employee exit process, whether an
employee is retiring or leaving the company for other reasons. As part of the offboard-
ing process, exit interviews are currently being conducted by the departing employee’s
immediate supervisor. However, it is recommended the interview would be conducted
by a neutral party, such as the HR representative or the employee’s second or third-in-
line manager. This way the conversation can be more honest, and difficult subjects
regarding, for example, managerial issues, are not avoided. The information of the exit
interview is documented within the HR system but is not further analysed or catego-
rised. If the retention of employees would become an issue in the future, analysing and
utilizing information to develop the organization would come into question. As men-
tioned in the chapter regarding retaining, post-exit surveys could also be performed in
the future to employees, who have voluntarily left key functions or positions in the

company, to gain a better understanding behind the reasons for departure.

IKH does not currently keep in touch with its former employees. This was seen as a
possibility regarding key positions, but not to be implemented as a systematic, all-
encompassing program. IKH’s employee turnover is quite low, and retention is not
currently seen as an issue. However, leaving a good impression and ending the em-
ployee’s working relationship on a good note was seen absolutely important, and the
company has experienced many returning employees in the past due to a positive ex-

iting process, which leaves the possibility for returning wide open.
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7 SUMMARY AND ANALYSIS OF THE RESEARCH

Based on the research results presented in chapter 6, IKH’s talent management strategy
is concluded in this chapter. As the objectives of the study stated, the managerial plan
strives to create systematic structures for identifying key positions and talent within
the company, create systematic structures for developing talent within the company,
develop a plan for building a strong and attractive employer brand, and formulate an

Employee Value Proposition for IKH.

7.1 IKH’s talent management strategy

The talent management strategy created for IKH is summarised in Table 1. The five
themes discussed in this study are depicted in the first column and a suggested timeline

for implementation can be seen on the top line.

As the researched themes are wide and each theme is extensively discussed in the
chapter of research results, a summary will help perceive the main points of the strat-
egy. It will also help the case company to focus on matters which are to be performed
during the first year, and not be overwhelmed by all of the issues and matters discussed
in this study, all at once. The actions, which are to be performed within the first year
of implementation can be seen as crucial for setting up structures for future operating
models and expansions of each subject related to talent management. In addition, sum-
marizing clear points of action and a timeline for implementation helps the organiza-

tion in bringing the strategy into everyday operations of different departments.



Table 1. IKH’s talent management strategy
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Actions within
the first year

Actions within
two to three years

Actions within
four to five years

- Focus on key positions in
B2B sales, IT, and finances

- Utilize talent pipelines
and career pathways
- Re-examine key positions

- Update and revise key
positions regularly

- Activate and encourage per-
sonnel & managers to inform ad-

- Utilize internal & external
talent pools in recruitments

- Maintain, engage, and

tices

and 'avoidable' basis

o . . . .
2 ditional information - Create a system for en- recruit from talent
E - Create structures for utilizing gaging talent pools pools
< information from HR system - Check & revise talent pool | - Check & revise talent
o - Source for external talent pools | activities regularly pool activities regularly
- Create structures in the HR sys- | - Add systematic tools for
tem to identify talent and meas- | identifying talent - Revise and further de-
ure competence - Actively utilize career velop talent identifica-
- Update annual discussion form | pipelines and pathways tion systems
- Create a content plan & exam- - Conduct research to
ples of styles and tones of com- | - Create additional content | examine employer
municating the new brand image | and stories, add new chan- | brand image
- Create new career site, com- nels for communication - Check & revise activi-
g municate employer stories, uti- | - Check & revise the style ties to match the exist-
E lize employee ambassadors and tone of communication | ing brand image
&t - Clearly communicate the com-
E pany’s mission, goals, and strate- | - Add more flexibility to
< gies to personnel work models - Check & revise
- Uphold the positive organiza- - GPTW & Pulse studiesto |- GPTW research to be
tional culture be repeated annually repeated
- Write out the EVP (professional
copywriter) - Update the EVP if necessary
- financially invest in development and training activities and enforce talent pipelines
- Apply development programs
- Continue developing ware-
g house & logistics operations
8 - Develop HSEQ and sustainability matters
-
g - Continuous product infor- - Appoint a person to de-
g mation training & ‘training pass’ | velop training activities
- Development of B2B-sales services
- Development of IT and finance |- Development of new ser-
departments vices for B2B customers
g - Actively track and measure em- | - Utilize retention activities proactively to ensure low
> ployee turnover rate employee turnover rate
f_j - Conduct Pulse-studies
o
- Continuously develop management operations as an effective retention activity
o - Utilize the existing succession | - Divide successors into
Z management tool groups based on readiness
% - Consider horizontal and vertical | - Conduct post-exit surveys
= mobility within the company (in key positions)
2 - Classify information on - Engage & contact for-
é - Develop exit interview prac- 'voluntary', 'dysfunctional’, | mer employees (in key

positions)
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After summarizing the results of the study in Table 1, the research process is further
analysed next. The following chapters examine the reliability, validity, and ethicality
of the study. In the final chapter, conclusions and future recommendations are pre-

sented.

7.2 Reliability and validity of the study

In this chapter, reliability and validity of the study are examined. This study was exe-
cuted as qualitative constructive research, using thematic group interviews and docu-
ment analysis as data collection methods. Saunders et al. (2019, pp. 213-214) define
research reliability as the ability for the research to be replicated and similar findings
to be discovered, i.e., results would be consistent. Evaluating the research process’s
reliability and validity objectively and critically is important in establishing the quality
of the study.

Validity is concerned with how well the chosen research design and methods support
and suit the subject that is researched, and how accurately the researcher has managed
to analyse the results in relation to the research objectives, and if the research methods
and results are generalizable. The research results are valid, if the purpose of the re-
search is met with appropriate methods, the data collection process is objective and
unbiased, and the research process is clear and well-documented, enabling replication.

(Saunders et al., 2019, pp. 213-214, 216.)

External reliability is realized, when the research can be replicated in another point in
time using the same research methods, conducted by the same or different re-
searcher(s), and consistent results are discovered. However, as Saunders et al. (2019,
p. 216) point out, it is not generally possible for qualitative research to be fully repli-
cated, due to the individual nature of subjects being researched. The quality of the

research process can then be analysed by the replicability of the research methods used.

Concerning external validity, this study could be replicated, for example, in another
business unit or in other companies, and the talent management strategy constructed

would follow the same structure and contain same subjects as discussed in this study.
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This research offers an applicable and functional model and framework for creating
talent management strategies for other businesses as well, even though new theoretical
knowledge was not created during this study. The findings would undoubtedly differ
according to the current circumstances of the company or business unit in question.
The results of this study, i.e., the managerial plan constructed, is related to the partic-

ular situation of this case company at this point in time.

As in constructive research, the researcher has some affect and participation in con-
structing the managerial plan, and due to the qualitative nature of this study, analysing
the research results include the perception and interpretation of the researcher (Lukka,
2003, p. 96). However, the strategy presented in this study is strongly based on the
theoretical background introduced in the study, document analysis of the Great Place
to Work study, as well as the interviewees’ expert knowledge, views, and opinions. If
this particular study were to be repeated with the same participants, concerning the
same company in this point in time, the researcher is confident the research results

would be similar to this study.

In an ideal situation, the research interviews would have been extended to include a
larger group of participants within the company, preferably including more members
of upper management and managers from different departments. This would help en-
gage and participate the upper management in the development of talent management
operations. Due to multiple ongoing urgent and overlapping development projects, and
extremely hectic schedules of managers across the company, this was not possible to
execute within the timeline of this study. The results of this study are going to be pre-
sented to the executive board, which will bring attention to the importance of the sub-

ject and benefit the implementation of the strategy in practice.

The research objective of creating a holistic managerial plan has been achieved. Cre-
ating systematic structures for talent management planning activities, especially iden-
tifying key positions and talent within the company, creating structures for developing
talent, and developing a plan for an attractive employer brand, have been fulfilled. The
objective of formulating an Employee Value Proposition was partially achieved, as the
research results present a strong basis for wording the statement in the near future. A

professional copywriter will be needed to finalize the work.
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Regarding the research method, this research partly fulfils the characteristics of a con-
structive research, excluding the phase of examining the applicability of the research
results in practice, as well as offering new theoretical contribution. Testing was not
possible due to the timeframe of the study and contributing new theoretical knowledge
was not seen as an objective for the study, as contribution to practical operations was

seen more relevant to benefit the case company.

Concerning the research approach, a case study with features of a constructive research
approach would have also been a viable research method choice, however the re-
searcher sees this study to fill many of the central features of a constructive research,
and a clear construction was accomplished as a result. In addition, this research pre-
sented a practically relevant problem to be researched, which in this case is IKH’s
talent management strategy. The researcher acquired deep knowledge and understand-
ing of the theoretical background related to the subject, and based on this theory, a
solution, a talent management strategy was constructed. The functionality and im-
portance of the construct presented in this study has been thoroughly justified, the re-
sults of this study are firmly connected to theory, although not tested in practice.
(Kasanen et al., 1993, p. 246.)

Testing the construct created in this study can be performed afterwards. As the con-
struct comprises of five distinct themes, the functionality and applicability of each
theme can be tested separately. For example, by applying the suggested employer
branding activities and by conducting a brand image study to see if the suggested ac-
tivities have been successful; and by performing competence assessment and evalua-
tion measures throughout the organization to gain information of the current level of
competence; and by conducting succession management evaluation throughout the en-
tire organization to map out successors and possible shortages regarding successors
especially in key positions. Each of the themes presented in this study can be tested
separately, and the applicability can be evaluated individually. Additional suggestions

are discussed in the last chapter regarding conclusions and future recommendations.

The researcher would critically assess the results of this study to be reliable, credible,
and valid, as the research methods chosen are mostly suitable for the purpose of the

study, and the research results have been meticulously and appropriately analysed by
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reflecting on the theoretical frame set in this study, as well as on the participants’ an-

swers. A construct, which benefits the case company has been made as a result.

7.3 Ethical analysis of the study

Research ethics are to be considered in every aspect of the research process, from the
planning phase to collecting, analysing, and reporting data. It denotes the behaviour
and manner in which the researcher is in contact with the subjects of the research and
how information is handled during the research process. A code of ethics has been
developed to guide researchers in their work. General code of ethics relates to integrity,
fairness and open-mindedness of the researcher, respect for others, avoidance of harm,
privacy and informed consent of those taking part, responsibility in the analysis of
data, and reporting and compliance in the management of data, to name a few. The
goal of the code of ethics is to avoid poor research practice, malpractice and harm.

(Saunders et al., 2019, pp. 252-253, 257-258.)

This study was made with the approval and consent of the case company and voluntary
participation of the interviewees. This study did not contain any personal information
about the interviewees or the case company’s personnel, nor was the research topic
particularly sensitive by nature. However, the research does discuss strategically im-
portant issues, thus particular care and attention was needed when discussing sensitive
information and when writing the research report. No confidential or sensitive issues

were written into the report, which could potentially harm the case company.

As an internal researcher, (Saunders et al., 2019, pp. 219-220) the organization and its
processes were familiar to the writer. Recognizing this and keeping in mind how this
might cause assumptions and preconceptions during the research process, the re-
searcher paid special attention in remaining unbiased and neutral. The specific field of
HR was unfamiliar to the researcher, which supported the neutral stance towards the
research subject. The researcher was dependent on the theoretical background of the
subject, as well as on the expertise and knowledge of the interviewees. This study was

conducted to the best abilities of the researcher, putting careful thought into the re-
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search process and methodological choices, as well as handling and analysing the re-
search results as meticulously as possible adhering to research integrity. The research
results have been viewed objectively despite the researcher’s working relationship
with the company, and the managerial plan constructed as a result is a true representa-

tion of the company’s talent management activities.
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8 CONCLUSIONS AND FUTURE RECOMMENDATIONS

Based on the theoretical part of this study, it is evident that strategic talent management
is an extensive, multifaceted entity with major influence on multiple functions and
operations of an organization. Talent management activities strive to utilize the full
potential and competence of a company’s personnel, further develop its’ capabilities,
and emphasize the people as the most important contributor when implementing strat-
egies into practice. A well-designed, far-reaching talent management strategy stretches
across all functions and departments of a company, and concerns leaders and managers

on all levels.

The main themes of talent management discussed broadly in this study; planning, at-
tracting, developing, retaining, and transitioning, take into consideration the entire em-
ployee journey from attraction to employee oftboarding, elaborating how each com-
ponent affects the next phase of the employee life cycle, thus bearing significant stra-
tegic value for a company’s overall performance. Creating a high-functioning talent
management strategy equips an organization with a comprehensive plan to make the

most of its HR assets while keeping the best interests of its personnel in mind.

For the talent management strategy created in this study to be effectively implemented
in the future, the upper management’s commitment to talent management operations
is highly important, and their willingness to further develop and support the ideas and
practices suggested in this study is crucial. The writer would suggest for the manage-
ment team to hold regular quarterly meetings regarding IKH’s talent management ac-
tivities. In these meetings, especially in the first year of implementing the strategy,
specific steps could be set out for the following quarter regarding the first essential
aspects of the talent management strategy, which can be found in Table 1. In the first
year, these would include focusing attention on key positions, building the employer
brand in unison with IKH’s overall brand, and creating training programs that focus
on IKH’s core functions; product information and offering genuinely professional and

outstanding service.
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A suggestion regarding training activities would be to appoint a specific person to be
responsible for building and developing the training programs, as the know-how and
competence of sales personnel is seen a highly important factor in IKH’s future suc-
cess. Investing in development and training activities strengthens IKH’s agility and
ability to produce compelling solutions for customers regarding traditional products
and services, as well as innovating new solutions, and modern, digital services. Link-
ing this development and training work with identifying and assessing talent within
the company, the level of competence and know-how of sales personnel could be fur-
ther studied in specific research, after a training program(s) has been implemented for

one to two years.

As further research recommendation, once the overall IKH branding project and the
employer branding strategy presented in this study has been implemented for one to
two years, it would be beneficial to conduct a brand image study also concerning
IKH’s employer brand. The research would examine what kind of effect the performed
activities have had, and if they have resulted in the desired outcome. Depending on the

results of the study, employer branding activities can be revised and readjusted.

As the Great Place to Work (GPTW) research indicated, IKH as an organization is
healthy and considered to be a great place to work by the employees. Employees view
the company as a safe and equal working place, and as a result, employee turnover is
low. As was discovered by the GPTW research, compensation and rewards, manage-
ment operations, receiving feedback, and encouragement in developing working meth-
ods were seen as critical development subjects. Developing a competitive compensa-
tion system potentially tied to results, creating channels where employees can express
their ideas concerning working methods and conditions, and leadership training are
effective ways, which can improve these results, create more well-being, and ensure

retention of employees in the future.

The writer would suggest conducting personnel studies annually, such as the Great
Place to Work research. The results of the studies are clear indicators of how satisfied
employees are, and how well talent management activities are functioning. Pulse-stud-
ies related to the GPTW research could be utilized for acquiring additional information

on the weaker results. Regarding organizational performance, and as was mentioned
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in chapter 2.4 regarding the boundaries of this study, current leadership operations and
future leadership development activities would offer an interesting topic to be re-
searched in the future. Such research would offer additional information on the effec-
tiveness of current leadership operations, how leadership could be developed, and how

these activities could benefit the organization and its talent management operations.

As Ready et al. (2014) point out, a talent strategy should be easily adjusted and revised
over time, and the talent management strategy presented in this study is no exception.
This study is meant to operate as a starting point for IKH’s systematic talent manage-
ment operations. This research is not a finished product, but a groundwork for setting
structures and operating models to support talent management activities organization-
wide in the future. The results of this research will be translated in Finnish and handed
over to IKH’s HR department to be further developed and revised in the coming years,
taking into consideration the changing business environment, future goals, and the on-

going development projects within the organization.

Making people the priority, focusing on talent management activities by ensuring the
ongoing acquirement, development, and retention of high-performing employees is
pivotal for a company’s success. As a final thought, Lawler (2008, p. 97) underlines

the importance of talent management operations by stating:

Decisions about people should be made with the same rigor, logic, and
precision that are applied to decisions about capital investment, prod-
ucts, technology, and physical assets. To do anything less than this is to

risk creating an organization that cannot perform effectively.
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APPENDIX 1

THEMATIC INTERVIEW 1: PLANNING

Date: 6.2.2023

Participants: HR Manager Minna Rajaméki, HR Specialist Anna Méki-Kamppi, and
HR Assistant Anne Ryodi

Setting: Face-to-face group interview, duration two hours

Theoretical framework for the thematic interview regarding planning (Collings, 2012).

HR strategies and
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Planning talent management operations aims to ensure that there are high-performing
employees and successors available for key positions at any time (Trost, 2013).

Strives to build systematic structures for identifying and developing talent within the
company, which in return helps achieve long-term, committed careers, and supports
succession planning (Trost, 2013).

Planning ensures the company has processes in place to utilize its employees’ talent
and potential to its maximum in order to reach the company’s strategic goals (Trost,
2013).

Proactive measure to ensure the sustainable availability of workforce in crucial posi-
tions across the entire organization (Momtazian, 2021).
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Theme 1: KEY POSITIONS

Rather than filling every position with ‘A-players’, this ideal starts by identifying the
most crucial positions of the company and filling them with high-performing employ-
ees. Succession planning and employee development is mostly focused on these posi-
tions. Focus is on strategically important roles with an above-average impact. (Col-
lings, 2012.)

Identifying key positions is done by systematically analysing the operations and ex-
amining processes with respect to the organization’s mission and purpose, and

(1) recognizing the most important positions, which have strategic importance to
the company,

(2) recognizing the most vulnerable positions, where operations would signifi-
cantly deteriorate if left unmanaged, or if the task was managed insufficiently,
and

(3) recognizing positions that have the potential to produce value for the company
when performed by a high-performing employee (Collings, 2012).

Rather than focusing on ranking the positions through employees’ educational level,
years of experience, or special skills, the positions should be ranked by focusing on
the potential outputs of the position, i.e., what added strategic value is, or could be
produced in a specific position (Collings, 2012).

Identifying key positions also requires planning and projecting into the future; where
the company aspires to be in the next three to five years, and what type of new posi-
tions and skills will be required (Viitala, 2021).

The critical positions can be of managerial, technical, or supporting nature.
These can be tasks that currently have (Kahar, 2016)
(1) only one person managing the unique task (high vulnerability),
(2) tasks that require specific knowledge and expertise (specific knowledge de-
veloped over a long period of time),
(3) that are rare in the market (difficulty to recruit),
(4) tasks that have employees retiring in the coming five years (succession plan-
ning and knowledge transferal),
(5) positions where an employee has wide internal or external networks
(knowledge and relationships developed over a long period of time),
(6) tasks which are geographically located in particular locations (difficulty to re-
cruit), and
(7) managerial roles, which have operational and strategical importance.
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Critical roles can also be reviewed from the perspective of the organizational struc-
ture: (Ingram, n.d.)

(1) key managerial positions (the scope of responsibilities, the level of top-down
leadership and guidance),

(2) positions where a line manager has a high number of subordinates or direct
links and reporting relations with other departments (direction and guidance,
information transferal), or

(3) operative positions in the lower levels of the organization, which are pivotal
for the organization’s functions (key sales personnel, customer service)

Looking closely at different departments of IKH, which positions could be classified
as critical according to:

Nk D=

High vulnerability

Tasks that require specific knowledge and expertise

Tasks that are rare in the market

Tasks that have employees retiring in the coming five years
Positions, where employees have wide internal or external networks
Tasks which are geographically located in particular locations
Managerial roles, which have operational and strategical importance

From the organizational point of view, which positions can be viewed as critical for
IKH’s operations according to:

Key managerial positions

Positions where a line manager has a high number of subordinates or direct links
and reporting relations with other departments

Operative positions in the lower levels of the organization, which are pivotal for
the organization’s functions

In addition to positions mentioned above, can you think of other specific positions,
which could have the potential to produce strategic value for the company when per-
formed by a high-performing employee?

If it currently is not, should assessing and identifying key positions systematically be
added into IKH’s talent management practices in the future? In your opinion, what

advantages could this present in the future?
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Theme 2: CREATING TALENT POOLS

A talent pool will help provide qualified, high-performing, and top talent employees
to key positions when needed. It is essential to be proactive, and plan and compose a
high-quality talent pool based on future forecasts and needs. (Collings, 2012.)

A talent pool is a collected database that contains information of potential, engaged,
skilled candidates who have previously worked for, applied for, or otherwise shown
interest to be working for the organization (i.e., former employees, interns, freelanc-
ers, employee recommendations, people who have informed their interest in working
for the company, and second-choice applicants who show potential) (Sternberg &
Turnage, 2017).

A talent pool can also be maintained of company’s internal talent, where employees’
skills and career development desires, expectations and capabilities are listed. Inter-
nal talent pool is generally utilized first, especially when looking to promote employ-
ees to leadership positions. (Viitala, 2021.)

The process of building a talent pool:

(1) Sourcing possible talent through multiple channels (diversity). For example,
sourcing for new talent can be done from part-time jobs, internships, and
school-related collaborations and programs, career and trade fairs, company’s
social media channels and career website, or by actively sourcing different ca-
reer portals (Chambers et al., 1998, p. 12).

(2) Segmenting the collected information of possible candidates according to
company needs; job-oriented and/or a talent-oriented point of view (Personio,
n.d.).

(3) Engagement of the talent pool, which may include feedback of a previous re-
cruitment process, providing some additional general knowledge of the com-
pany, sending birthday greetings or invitations to company events, or creating
interesting content to company’s career site and social media accounts (Per-
sonio, n.d.).

(4) Recruiting from the talent pool. When a position opens up and the company
contacts a prospect from the talent pool, the probability of them joining the
company is higher when they have been regularly reminded, contacted or paid
other attention by the company (Personio, n.d.).

Building and maintaining a high-quality talent pool is an effective long-term strategy
in proactively ensuring that the company’s recruitment needs are being filled (Col-
lings, 2012).
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Internal talent pools:

Does IKH currently collect information and maintain internal talent pool(s)?

If yes, what type of internal talent pool(s) exist, and how are these utilized in recruit-
ing situations, or when situating employees into new positions (talent pipelines)?

In your opinion, are these internal talent pools currently utilized to maximum capac-
ity in a strategic manner to fill key positions within the company? If not, how would

you improve their utilization?

External talent pools:

Does IKH currently collect information and maintain external talent pool(s)?

If yes, from where are these talent pools sourced?

In your opinion, are these external talent pools utilized to maximum capacity in a
strategic manner to fill key positions within the company? If not, how would you im-

prove their utilization?

Do you feel that the current external talent pools are adequately sourced from differ-
ent channels?

If not, from which additional sources IKH could begin collecting talent to its external
talent pools?

If there currently are talent pools in use, are they segmented by different tasks and/or
by talent required in the tasks?

Is the external talent pool(s) currently regularly engaged or contacted in some way?
If yes, in which ways?
If not, what could be possible ways the talent pools could be engaged in the future?

Do you feel, that maintaining and contacting talent pool(s) could be useful for IKH in
the future?

Do you feel, that maintaining talent pools could help IKH achieve strategic advantage
in recruitment processes?
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Theme 3: IDENTIFYING TALENT

A talented employee is generally considered to be a high-performing individual, who
brings particular value to an organization, who has high potential for producing value
in the future, or who is successfully filling a critical role in the organization (Momta-
zian, 2021).

Professional and task related competencies can be further developed through training
and guidance, however employees who are seen as top talent have some intrinsic fea-
tures that elevate them as distinguishably high-performing employees, and these at-
tributes may be more difficult to learn or develop. These features are related to the
ability to solve problems, inner drive to excel at a task, self-direction, abilities in stra-
tegic thinking, and ability to take initiative. (Joubert, 2007, pp. 3-6.)

High-potential employees have the ability, agility, engagement, and aspiration to em-
bark on more challenging roles, such as leadership, specialist, or other critical roles
within the organization, when given the chance and room to grow and develop into
these roles (Pacor, 2022).

Recognizing both, top talents and high-potential employees requires tracking, ob-
serving, measuring, and analysing. These activities can include annual, biannual, or

quarterly performance reviews, personal observations, interviews and feedback, or
the use of more systematic tracking tools. (Pacor, 2022.)

Is there currently a program(s) (tracking, measuring) in place for identifying top per-
forming or high-potential employees?

If yes, what kind of programs?

If not, what kind of programs could be put in place to track and evaluate talent?

If an employee is performing poorly or insufficiently, what is IKH’s policy? (Further
developing and training, moving to different task, guiding out of the company, etc.)

Are there systematic structures in place for talented employees to move into more de-
manding tasks within the organization, i.e., talent pipelines?

Additional notes and comments on the subject of planning.
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APPENDIX 2

THEMATIC INTERVIEW 2: ATTRACTING

Date: 20.2.2023

Participants: HR Manager Minna Rajamiki, HR Specialist Anna Méki-Kamppi, HR
Assistant Anne Ryddi, and Marketing Manager Pauliina Hautaméki

Setting: Face-to-face group interview, duration three hours

Creating an attractive employer image is about communicating the opportunities and
value a company can offer a candidate, while portraying the company in a realistic
manner throughout its communications and the application process (Momtazian,
2021).

Talent attraction is closely tied to organizational culture. An organization that fosters
transparency, collectivism, collaboration, trust, and respect in its operations embodies
a desirable work environment for possible candidates. Authenticity must be kept in
mind. Incorporating company values in all activities, committing top level manage-
ment to HR operations, prioritizing high-performing organizational culture and fair
and effective leadership operations, supporting collectivism while considering individ-
ual needs of development and growth, as well as enforcing a strong sense of purpose
and belonging are crucial factors in creating an attractive employer organization.
(Ready et al., 2014; Mosley & Barrow, 2014, p. 8.)

The notion of an attractive employer is dependent on the subjective view of an appli-
cant of what they see as attractive, and what features they expect and respect in an em-
ployer. However, features considered universally positive can be emphasized through
communications, and organic, intrinsic positive energy and spirit within the organiza-
tion can be reinforced and conveyed outside the organization. Attraction should be
systematically and deliberately created and managed through means of marketing; by
employer branding and by formulating a compelling Employee Value Proposition.
(Lawler, 2008, p. 68.)
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Theme 1: EMPLOYER BRANDING

Creating and managing a strong and attractive employer brand is one of the key ele-
ments in attracting top talent and becoming a talent magnet. An employer brand is
formed regardless of it being intentional or unintentional. An employer brand is not al-
ways a true representation of the company based on facts, nor is the brand image same
for everyone. A large part of an employer brand will formulate according to individual
interactions, experiences, and associations, as an employer brand is not separate from
company’s actions or its organizational culture. (Mosley & Barrow, 2014, pp. 4, 82.)

Employer branding aspires to influence and guide the general conception and reputa-
tion of the company as an employer in the eyes of current and potential employees.
Employer branding should not be seen merely as advertising activities or recruitment
campaigns, but a holistic approach to managing the narrative to both internal and ex-
ternal labour markets. (Mosley & Barrow, 2014, pp. 7-8; Daley, 2022.)

Building a strategically valuable, intentional employer brand is a long-term process
that (1) begins from the foundation of the company; from specifying the purpose, i.e.,
the mission of the company, and the core values on which every aspect of the opera-
tions are based upon. When the company statement is clear and the purpose and goals
are known, defining the type of talent needed in the talent pool, as well as specifying
the target audience for employer branding, becomes more purposeful. (Daley, 2022.)

The second step in building an employer brand is (2) auditing the current employer
brand to learn how target audiences view the company and what their experience has
been so far. Auditing denotes going through different channels and styles of advertis-
ing and communicating to labour markets that might affect the formulation of an em-
ployer brand in the minds of the target audience. (Mosley & Barrow, 2014, p. 95; Da-
ley, 2022.)

The final step in the employer branding strategy is (3) formulating the messages,
tones, and channels in which this employer brand is going to be communicated to tar-
get audiences. The messaging is done to reinforce and steer the brand towards the
wanted image and to reach and attract the targeted candidates from labour markets.
(Mosley & Barrow, 2014, p. 95; Daley, 2022.)

Employer branding benefits from telling relatable stories, which help potential talents
connect to the brand on an emotional level. Humanizing the brand, highlighting per-
sonal experiences of employees or applicants helps make the employer brand easily
accessible, credible, and down to earth, and is far more effective and compelling than
stating facts and numbers about the company. (Vikman, 2022.)
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A current trend in employer branding is to encourage employees to operate as em-
ployee ambassadors and create inspirational content and promote a positive employer
image in social media channels for a wider network. Employer branding should em-
brace the organizational culture and proudly promote it internally, as well as exter-
nally. A high-functioning organizational culture has the power to create a movement
from inside. (Forbes Expert Panel, 2022; Mahony, 2022; Vikman, 2022.)

(1) CURRENT STATUS REVIEW AND ORGANIZATIONAL CULTURE

Are the company’s mission (i.e., purpose, company statement) and values clearly
worded, and are they communicated and/or specified to the personnel? Further, could
it be argued, that the actions of IKH’s personnel is based on this mission and company
values?

Are the company goals and vision clearly communicated to the personnel, both on or-
ganizational level, as well as on departmental level?

In your opinion, what kind of organizational culture does IKH currently have? How
would you describe the team spirit / social cohesion?

In your opinion, is the culture such that it would at best have potential to attract new
talent to join IKH? If yes, how?

If no, how and to which direction IKH’s organizational culture could be developed in,
for it to serve both the internal and external employer brand image to its best potential?

(2) CURRENT EMPLOYER BRAND REVIEW

Generally speaking, what kind of communication occurs between current and potential
employees at the moment? What communication channels are in use?

How would you describe the tone of communications between IKH and employees/po-
tential employees in the following channels (e.g., official-relaxed, distinctive-imper-
sonal, kind-indifferent, prominent-unnoticeable etc.)?

IKH’s web page

Email messaging

Possible automated responses
Social media

Telephone / personal conversations
Other channels
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Based on your own assessment and experience, as well as on possible feedback and
conversations with employees and applicants, how would you evaluate IKH’s current
employer brand? What words would you use to describe it?

Do you know of, or have you encountered obvious misconceptions, falsehoods, or
negative assumptions about IKH as an employer? If yes, what kind?

(3) DEVELOPING EMPLOYER BRAND

If you were given the opportunity to create and describe the best possible employer
brand for IKH, what would it be like? Describe the “dream brand” for IKH as an em-
ployer.

Considering IKH’s line of business, and according to your own experience, what type
of employer are the top talents looking for, and what do they respect in an employer?
What type of qualities must an organization have for it to be attractive?

Comparing your own assessments of IKH’s current employer brand versus the ”dream
employer brand” you described above, what are the biggest differences or mistakes
even, between those two? Which mistakes or differences could be corrected via brand-
ing communications?

Keeping in mind the most important potential applicant groups for IKH, what qualities
would you consider to be most important assets in creating an attractive employer
brand for IKH (list three to five qualities)?

Which channels would you see most important in creating and communicating IKH’s
employer brand? Do these channels exist at the moment, or would they need to be cre-
ated/developed?

What kind of tone of voice would you consider to be best at reaching the interest of
IKH’s target applicant groups?

What kind of actions, stories, strengths, and/or messages could be used to create a pos-
itive and attractive employer brand for IKH?

Per your estimate and to be discussed, what would be the best means to reach the
dream employer brand image? What needs to happen, for the image to become reality?
Does the current organizational culture support this dream image? (Authenticity)
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Theme 2: EMPLOYEE VALUE PROPOSITION (EVP)

Employee Value Proposition (EVP) answers the question ‘Why would smart, ener-
getic, ambitious, talented individuals want to work here?’ (Chambers et al., 1998, p.
46).

Competitors’
strengths
and offering

Target group’s
preferences

Organization’s
strengths and
offering

Employee Value Proposition (adapted from Trost, 2020)

An EVP, also called a People Promise, is a statement that summarizes the most im-
portant components of a company’s employment offer, while conveying the spirit of
the company. An EVP clarifies what can be expected from the company as an em-
ployer, as well as what is expected from an employee as part of the organization. An
EVP can be viewed from the marketing perspective as branding the ‘product’, i.e., the
job offer, and stating the defining qualities the employer wants to be known for. (Mos-
ley & Barrow, 2014, pp. 4, 7, 139; Daley, 2022.)

An EVP should be formulated based on the company’s purpose and values for it to be
transparent and authentic, and the promises made should be kept through the entire
employee experience. It needs to capture the attention of the right talent, and inform
the advantages and value offered. (Chambers et al., 1998, p. 51; Mosley & Barrow,
2014, pp. 7-9, 139.)

The core strengths and value offering need to be studied to gain an understanding of
features that should be emphasized, and understanding which factors differentiate the
organization positively from its competitors as an employer. The target group, or the
employees and top talent the organization wants to attract, also need to be studied in
order to find out key features of an attracting employer for this group. (Trost, 2020.)
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Developing and executing an EVP can be divided into three sections which together
help form and execute the statement. (Mosley & Barrow, 2014, pp. 124-125.)

1) Core positioning: defining the one aspect the organization wants to be known
for as an employer, the compelling essence of the company’s value proposi-
tion, and the one idea the employer brand will be built around,

2) Pillars: defining three to five most important qualities the organization wants to
be associated with as an employer, which define and connect the key benefits
given to employees and shape the employer brands communication themes,
and

3) Tailored marketing content and activities: the actualization and communication
of the EVP in different channels.

An EVP cannot be everything for everyone, and the company has to decide its priori-
ties of what type of talent it wants to attract and how to do so. It is about finding the
perfect balance between monetary and non-monetary value propositions when directed
at the target audience. (Mosley & Barrow, 2014, pp. 7-9.)

What is the most important core aspect, for which
(1) IKH as an organization and as an employer wants to be known for,
(2) the employer brand in its entirety can be based and built upon, and
(3) differentiates IKH from its competitors (in the employer markets, i.e., not nec-
essarily companies in the same field as IKH)?

Define three to five most important pillars/qualities around this core aspect, to which
(1) IKH wants to be associated as an employer,
(2) the themes of employer brand communications can be built around,
(3) and which specify and summarise the most important features IKH has to offer
its potential applicants?

Based on these, how could IKH’s Employer Value Proposition be worded and commu-
nicated to target group(s), and in which channels (if possible, to produce during this

interview/workshop)?

Additional notes and comments on the subject of attracting.
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APPENDIX 3

THEMATIC INTERVIEW 3: DEVELOPING

Date: 20.2.2023

Participants: HR Manager Minna Rajaméki, HR Specialist Anna Méki-Kamppi, and
HR Assistant Anne Ryddi

Setting: Face-to-face group interview, duration one and a half hours

Developing internal talent offers an organization room to grow from within and avoid
having to result to outside hire each time a position opens up. Development programs
and opportunities have the potential to engage employees, spark excitement, and main-
tain motivation, and make employees feel appreciated by enabling professional devel-
opment, and by opening new career pathways. (Chambers et al., 1998, p. 56.)

Development occurs when an organization offers employees experiences and opportu-
nities outside their customary position, enabling learning new skills and competencies,
while gaining confidence in executing more demanding tasks. I.e., the organization
can offer the structures and processes for development, but ultimately it depends on
the employee’s own activity and willingness to grow to a new higher-level task. (Hunt,
2014, pp. 249-250.)

The company’s strategic goals and visions define the type of talent and competence
needed in the future. Therefore, developing also requires planning and forecasting, as
well as measuring and analysing the current status of employee competence. Examin-
ing the current type and level of knowledge and skills help companies understand the
gaps between existing competencies and future requirements needed to fulfil organiza-
tional strategies. Future forecasting also gives indication on how to grow the talent
pool. (Collings 2021.)

Developing is an ongoing process of evaluating current competencies, planning of
skills that are considered important enough to be developed and invested in, determin-
ing the type of talent needed to be recruited or developed from internal talent pools,
and uncovering activities that are non-essential and not to be developed further. Line
managers have an important role in identifying and evaluating high-potential talent,
connecting talent to company’s strategic goals, and encouraging employee develop-
ment as part of a progressive career path. (Joki, 2018, pp. 142-144; Viitala, 2021.)
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Theme 1: DEVELOPMENT STRATEGIES

Talent development consists of four elements (Hunt, 2014, pp. 252-254)

(1) talent requirements (the skills, efficacy, and knowledge needed in the future)

(2) learning objectives (the skills, abilities, and knowledge needed to be acquired
for the employees to meet the talent requirements)

(3) development methods (listed below)

(4) development programs (set of development methods and activities companies
choose to utilize in order to achieve wanted learning objectives and ultimately
answer to talent requirements)

Development methods are the procedures which will help employees achieve the
learning objectives, and there are six main categories, which are explained below
(Hunt, 2014, pp. 253-254; Viitala 2021)

(1) succession management,

(2) career planning,

(3) training resources,

(4) social learning,

(5) assessment measures, and

(6) transition management

In succession management, identifying high-performing talent is critical in order for
these employees to be developed, engaged and retained, and for them to rise into their
new roles. For identifying and evaluating talent companies can use tools such as job
rotation programs, leadership development programs, and high-potential identifica-
tion.

Career planning method takes employees’ own goals and aspirations into considera-
tion in their professional development and aims to involve these employees in pro-
grams that help them achieve their goals.

Training resources includes providing employees with specific training or knowledge
needed either in current role or in planned future role.

Social learning includes building relationships with peers or senior employees for
guidance and information sharing.

Assessment measures provide employees self-awareness of their strengths and devel-
opment objectives. Assessments can include annual or bi-annual discussions, evalua-
tions by closest superior, or 360-evaluations.
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Transition management, much like succession management, strives to adapt employ-
ees efficiently into new roles by providing sufficient information and networks.

Techniques used to develop employee competencies are assigning employees to new
roles which offer new learning experiences, creating relationships where employees
are learning from each other, and providing adequate resources and supportive envi-
ronment for learning (Hunt, 2014, p. 252) or proactive job assigning by identifying
high-performing or high-potential employees early in their career and placing them in
positions with higher responsibilities before they expect it (Chambers et al., 1998, p.
55).

Considering IKH’s future goals and visions, what kind of talent requirements can be
seen arising in the future (within one to five years)?

Reflecting on these talent requirements, what kind of learning objectives they set for
the personnel?

Reflecting on the key positions identified in the first interview, what type of learning
and developing needs can be seen regarding these positions in the future (e.g., man-
agement level roles, expert roles, and other roles that are strategically important for
the business)?

Is the personnel’s level of talent and know-how, potential subjects of professional in-
terest, and/or level of development systematically tracked or studied? If yes, how?

If the above-mentioned studies/tracking are not currently being made, would you see
a need for them? How could they be executed to support future development of em-
ployees? If seen necessary, what kind of processes or tools could be utilized?

How does IKH as an organization view the subject of employee development and
training (e.g., is it seen valuable or unnecessary, is it being invested financially in)?
In which direction training and development can be seen moving in the future? Does
IKH proactively develop its personnel by e.g., suggesting its high-potential or high-
performing talents new career paths or training and education opportunities?

Which, if any, of the six development methods mentioned in the theoretical part IKH
currently has in use? Please also mention if other methods are in use outside of this
list.

Are there some methods in this list that are not currently in use, but could be utilized
in the future to meet new talent requirements?
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In your opinion, what kind of collection of different development methods could
work best for IKH’s talent development strategy?

What is the current role of managers and supervisors (in each level) in the develop-
ment path of an employee? How could managers and supervisors be utilized even
more effectively in developing talent within the organization?

Theme 2: CAREER PATHWAYS

Internal employee career development enables in-house talent to become aware of
their future opportunities within the organization and motivates employees to work
towards new professional challenges. Career pathways can be discussed, developed,
and supported by job rotation, substitution practices, and annual discussions. (Viitala,
2021.)

Career planning enables internal mobility within the organization both vertically and
laterally. Top talent employees benefit from career planning as they can see develop-
ment opportunities and career advancements as a reward for work well done, thus it is
also important to communicate future career possibilities for high-potential employ-
ees. (Viitala, 2021.)

Are career pathways actively in use at IKH? If yes, how? (E.g., some commonly used
ways of utilizing and supporting career pathways are job rotation, substitute practices,
annual discussions, or utilizing a technique mentioned in the theoretical part of as-

signing an employee to a more demanding task, before they feel they are ready for it).

To what extent would you say creating pathways is possible at an organization of
IKH’s size? (In the time of writing, IKH has about 450 employees within the whole
organization.)

Per your assessment, what kind of positive or negative aspects career pathway prac-
tices could cause within the organization?

Could the practice of creating career pathways be brought as a permanent part of tal-
ent development strategy? (E.g., by offering and presenting ready-made career path
models, or by proactively approaching talented employees and offering them an op-
portunity to an appealing career pathway).

Additional notes and comments on the subject of developing.
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APPENDIX 4

THEMATIC INTERVIEW 4: RETAINING

Date: 27.2.2023

Participants: HR Manager Minna Rajaméki, HR Specialist Anna Méki-Kamppi, and
HR Assistant Anne Ryddi

Setting: Face-to-face group interview, duration one and a half hours

Employee retention refers to a set of HR practices aiming to keep current employees
employed within the company. The focus is especially on retaining top talent and
high-potential employees, employees in key positions, and employees working in posi-
tions where replacements are difficult to find. (Bhattacharyya, 2015, p. 119.)

Talent retention is a multifaceted function, and it is strongly impacted by subjects dis-
cussed earlier in this study: talent planning by situating the right talent in fitting posi-
tions; talent attraction by creating a truthful and engaging employer brand and EVP,
and; developing existing talent and offering opportunities for growth and future career
advancements. Retaining the right talent is a key factor in sustaining high level of op-
erations and achieving growth. (Bhattacharyya, 2015, p. 120.)

It is projected that due to demographic shifts in population (aging, declining birth
rates), social evolution and prevailing labour trends (e.g., valuing personal life over
building a career), and inadequate educational programs, labour markets are facing a
shortage of talent in coming years. Especially finding motivated and capable employ-
ees with specific skillsets can become difficult in the future, at the same time as large
age groups are transitioning into retirement. As talent is becoming scarce, companies
that are now investing in top talent attraction, talent development, and retention activi-
ties can achieve competitive advantage over their competition. (Allen, 2008, pp. 4-5.)
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Theme 1: EMPLOYEE TURNOVER

Employee turnover rate is an effective way to monitor how many employees leave
the company in general, although it does not give any indications to why and from
which positions employees are leaving (Allen, 2008, p. 2).

Moderate turnover is welcomed, as it can bring new knowledge and refresh thinking
to a degree. The acceptable level of turnover is dependent on the size and field of the
company. In addition, turnover within different functions of a company can be priori-
tized according to their importance for overall operations. (Viitala, 2021.) A high em-
ployee turnover can reflect on employer brand, making new talent hesitant to join the
organization, as current talent is reluctant to stay (Bhattacharyya, 2015, p. 121).

Turnover

Voluntary Involuntary

Functional Dysfunctional

Unavoidable Avoidable

Employee turnover classification model (adapted from Allen, 2008, p. 2)

Employee turnover can be divided into two main categories: voluntary and involun-
tary turnover. The voluntary turnover is divided into functional and dysfunctional
turnover. Dysfunctional voluntary turnover is harmful for the company, and it is used
to describe situations where top talents, high-potential performers, people with spe-
cific requirement positions, and minority group representatives decide to leave the
company. In these cases, the organization is left vulnerable, the diversity of personnel
suffers, and filling the positions can be difficult and costly. (Allen, 2008, pp. 2-3.)

As the reasons for voluntary turnover are manifold, it is important to understand ex-
actly why employees are leaving the company, to what extent this turnover is dys-
functional for the company, and more importantly, if some of this dysfunctional turn-
over is avoidable. Avoidable reasons are those in which the company can have influ-
ence, for example improving leadership operations, organization’s atmosphere, or
working conditions. (Allen, 2008, pp. 2-3.)
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Finding out the scope of employee turnover, and the root causes of why talented em-
ployees are leaving the company is crucial in solving the problems and retaining tal-
ent in the future. Information of these factors can be collected using different strate-
gies. These include conducting exit interviews and post-exit surveys to find out spe-
cific reasons for leaving; current-employee focus groups offer information on why
people would stay with the organization, or if they are considering leaving the com-
pany for some reason; linkage research utilizes anonymous surveys to measure atti-
tudes and opinions of current employees; predictive turnover studies, where previous
survey responses are compared to later statistics of which employees have left and
who have stayed and why; and in-depth qualitative studies to uncover deeper reason-
ing behind employee turnover. (Allen, 2008, pp. 3, 11-17.)

If known, what is IKH’s employee turnover rate?
And if known;

Is the turnover rate in strategically important functions or positions at a managea-
ble/reasonable level?

Does the employee turnover currently cause issues specifically on some departments
or functions?

Are the reasons for employee turnover systematically examined or documented?
(E.g., according to the figure; voluntary, functional, etc.). If examined, how?

To understand the reasons behind employee turnover, are some of these methods cur-
rently in use:

Exit interviews

Post-exit surveys

Current employee focus groups

Linkage researches

Predictive turnover studies

In-depth qualitative studies

If the reasons behind employee turnover are not currently being systematically stud-
ied, would you see any advantage in using one or many of the above-mentioned
methods to understand the causes behind employee turnover in the future?

If the reasons are currently being studied, or if it is known, what kind of reasons can
be found behind voluntary employee turnover? How are these reasons being ad-
dressed, and are the matters systematically being dealt with or improved (specifically
on dysfunctional voluntary turnover)? If yes, how?
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Theme 2: EMPLOYEE RETENTION STRATEGIES

While identifying employee turnover and reasons why people leave is highly im-
portant, talent retention practices and strategies should not only be reactive to these
issues, but proactive in nature. These practices should ensure the well-being and posi-
tive development of employees anticipatorily, and in this way, they contribute to a
high-functioning organizational culture, and operate as leverage for the employer
brand. (Crail, 2022.)

Allen (2008, pp. 21-26) states there are seven key practices a company should espe-
cially focus on in its talent retention activities.

1) A thorough recruitment process

2) Utilizing the selection process as a retention activity
3) Socialization

4) Training and development

5) Compensation and rewards

6) High-functioning and fair management operations
7) Employee engagement

High-functioning organizational culture, trust, and a participatory atmosphere are key
factors in creating high-level commitment (Viitala, 2021).

Are some of the above-mentioned retention activities in active use, and if so, which
one(s)?

Are there some retention strategies mentioned above, which are currently not in use,
but would have potential to benefit IKH in the future? If so, which one(s)?

What would you name to be IKH’s strengths in retaining employees? What features
could be emphasized and reinforced in the future from retention point of view?

Which, by contrast, could be considered as IKH’s weaknesses that should and could
be developed in the future?

Additional notes and comments on the subject of retention.
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APPENDIX 5

THEMATIC INTERVIEW S: TRANSITIONING

Date: 27.2.2023
Participants: HR Manager Minna Rajaméki, HR Specialist Anna Méki-Kamppi, and
HR Assistant Anne Ryddi

Setting: Face-to-face group interview, duration one hour

In the context of talent management, transitioning includes internal mobility and ca-
reer pathways, where employees develop their skills and knowledge, and move on to
more challenging tasks vertically within the company by means of promotions, or em-
ployees move horizontally to different positions through role changes, redeployments,
or transfers depending on their skills, personal interests, and aspirations. Transitioning
also includes succession management activities and exit processes for retiring employ-
ees and employees who choose to leave the company for different reasons. (Momta-
zian, 2021; Viitala, 2021.)

Theme 1: SUCCESSION MANAGEMENT

Succession management is not only replacement planning, but a more holistic prac-
tice interrelated with other elements of talent management, such as identification of
key positions and talent, building sufficient talent pools for future needs, developing
employees for new roles, and retaining top talent within the company. Succession
management becomes more prominent on top managerial levels and in key positions
of the company. Regarding these positions, succession management can be seen as a
systematic, long-term approach in ensuring the high performance of the organization
by identifying and providing current, high-potential employees’ development oppor-
tunities for new positions. Succession management considers the resources and abili-
ties of the existing talent pool while forecasting future needs of the company with re-
spect to its strategies. (Berke, 2005, pp. 2-3.)

Succession management requires the commitment from all management levels, as
building intentional talent pipelines from within the internal talent pool benefits the
company in the long run (Charan, 2008, pp. 9-10).
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Having high-performing prospective candidates ready for top positions shortens re-
cruitment times and saves company resources, while retaining top talent within the
company (Charan, 2008, pp. 9-10). An effective successor plan ensures pivotal
knowledge and task related experience transferal to successors, thus important infor-
mation is retained within the company (Muthusamy, 2018, p. 30).

When considering succession management in an organization, the needs and objec-
tives for the succession process should be taken into account.

1) First, a reviewing process of the organization’s current situation regarding
successors; what issues or risks the company could be facing currently or in
the near future due to lack of ready successors to key positions

2) Next, the ideal situation of succession management should be laid out; how
the succession process should be governed, what benefits and results should
be gained from these practices, how will they be measured, and what are the
roles and responsibilities of different actors in the process.

3) Finally, a succession management process can be formulated on a high level;
what actions should be taken to achieve the desired ideal situation, what is the
timeframe for these activities, and which operators these activities concern in
the organization. (Muthusamy, 2018, pp. 25-28, 61-63.)

Succession management process is closely related to identifying potential talent using
different assessment tools, such as employee performance reviews and competence
assessments, which offer insight on which employees possess potential and could be
developed further through various development strategies. Employees can be divided
into different categories based on their readiness and development potential as poten-
tial successors. (Muthusamy, 2018, pp. 9-11.)

1) Emergency successor

2) A ready-now successor

3) Ready in one-to-two years successor

4) Ready in two-to-three years

5) No successors available

6) No longer necessary

Does IKH have a systematic succession plan or program which covers the whole
organization?

If yes, what kind of a plan or program?

If no, what kind of succession plan could be put in place within the next one to three
years?

Does IKH systematically identify different successor types or does IKH categorize its
potential successors, e.g., as written above in theoretical part (points 1-6)?
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Theme 2: EMPLOYEE EXIT PROCESS

The last phase in the employee life cycle, separation, has great potential for generat-
ing organizational growth, development, improvements, and even employee retention
by providing important insight of internal processes and performances (Spain &
Groysberg, 2016).

A well-handled exit process has the potential to give the departing employee a posi-
tive last impression of the company and ensure they spread a positive word-of-mouth
after departure, which in return reaffirms the desired employer brand. Spain & Groys-
berg (2016) refer to these ‘happy leavers’ as corporate ambassadors for many years to
come. A thoughtful and attentive exit process shows the departing employee that the
company cares about them and values their opinions and experiences, thus making it
easier and more tempting to possibly return to the company in the future or recom-
mend the company for other potential applicants. (Spain & Groysberg, 2016; Verlin-
den, 2022.)

An exit interview is used to collect data and feedback on reasons why the employee
decided to leave the company, where the company succeeded in and where it failed,
what the employee would change in processes and practices, and how did they expe-
rience the atmosphere, organizational culture, and the leadership activities within the
company. When used as a strategic tool, it is beneficial also to collect information of
where the employee is transferring to and why, and what are their views on the or-
ganization’s other functions unrelated to their own job description. This way the in-
terview can spark new innovative ideas and views, benchmark on competition on
where they excel, as well as uncover existing challenges and opportunities currently
unknown for management. (Allen, 2008, pp. 16-17.)

The interview can be held as a structured, semi-structured, or unstructured face-to-
face interview, a questionnaire, or a survey before the departing employee has left the
company. The interview is normally conducted by the employee’s second- or third-
in-line manager. It is not beneficial for the interview to be conducted by the employ-
ees’ direct supervisor, as it tends to make them reluctant to speak their mind and sof-
ten possible negative experiences while highlighting the positive aspects. Especially
in high turnover departments, it is important to gain truthful and realistic answers,
even if they are not all positive. (Allen, 2008, pp. 16-17; Spain & Groysberg, 2016.)

The data collected from the interviews need to be analysed, the results should be
shared with senior decision makers, and follow-up actions should be made accord-
ingly. The effectiveness of exit interview practices should be measured by the posi-
tive changes and actions they have generated within the organization. The issues and
matters arising from exit conversations should act as a basis for ongoing conversa-
tions with current employees as an effective retention measure. (Spain & Groysberg,
2016.)
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In addition to an exit interview held prior to an employee departing, a post-exit sur-
vey is a great way to keep in touch with company alumni’s and possibly learn more
about the employee experience, after some time has passed and the experience can be
viewed more objectively (Allen, 2008, p. 17).

Keeping in touch with former employees through different networks, for example
congratulating them on new achievements, sending newsletters about the company’s
advancements, or creating a specific company alumni network are great ways of
keeping the organization in the minds of former employees. (Maurer, 2016.)

Are exit interviews being performed at IKH? If yes, how?
Does IKH conduct post-exit surveys? If yes, how?
Does IKH keep in contact with former employees? If yes, how?

If not performed, could IKH benefit from a system of some type of exit process sur-
vey (as discussed in previous interview regarding employee turnover)?

If performed, is the information from the exit or post-exit interviews/surveys docu-
mented, analysed, or utilized in some ways? If yes, how?

If not utilized, what type of information and how could it be collected, stored, and an-
alysed, so that it would benefit future development?

Additional notes and comments on the subject of transitioning.
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