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INTRODUCTION

"Talent is the one thing that is the most critical to an
organization, and it is what makes the organization
what it is," states Judy Corner, a consultant with
Insala and panelist for the webcast.  Many organi-
zations agree, stating that people are their most
valuable asset.  Despite this importance of talent, it
is not accounted for on the balance sheet.
Organizations are thought of simply in terms of
what they produce-products, services, and images,
rather than the talent that creates those things.  But
organizations should ask themselves where they
would be without that talent.

Robert Thomas, the Executive Director of
Accenture's Institute for High Performance
Business, will demonstrate the importance of talent
to an organization by highlighting the following:

- How to manage talent in the new economic
world.  The rest of the world is becoming a huge tal-
ent showcase and land for discovering and develop-
ing talent.
- Today's challenges and the specific role HR
should play.
- The evolution of talent management as it
moves from being completely unconnected to busi-
ness strategy to being tightly connected and
aligned.
- Talent power - a new paradigm for talent
management that demonstrates that talent multi-
plication is not just planning for leadership succes-
sion.
- Becoming a talent-powered organization.

THE TREASURE HUNT FOR TALENT

Many organizations find it challenging to find such
talent, and as such, Corner calls this quest the
"treasure hunt for talent."  In the September 2007
issue of Outlook, a journal for high-performance
business, Thomas co-authored an article where he
states, "The currency of business success today is
talent-an organization's people, from its current
and future leaders to its front line employees.  In an
age of talent, the war for this precious commodity is
not only fierce, but now, truly global."

The ability of an organization to find talent and put
it to the best possible use is a continuing challenge.
Based on studying hundreds of high-performing
organizations, Thomas asserts that talent cannot be
reduced simply to succession planning.
Organizations must understand and leverage the
capabilities of people throughout the organization,
not just those as the top.  

THE NEW ECONOMIC WORLD

Businesses must realize that they are operating in a
new economic world.  There is sustained growth
worldwide, and the global economy is no longer
being pulled along by a single economy, the United
States.  The economy is now impacted by several
economic centers so the entire economy still moves
and grows even when an individual economy expe-
riences a slowdown.  There are also new sources of
value that represent the true value of an enterprise.
These values are of an increasingly intangible
nature, such as loyalty, brand, and reputation.  The 
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new economy is also a multi-polar world with
importance on economic, political, social, and cul-
tural facets.  Because of each of these, there is a
global impact as individual economies grow and
change.

The task of finding and managing talent has
become more complex, turbulent, and contradicto-
ry than ever before.  Each of the following is an
important component in that complex mix:

- Global abundance but local scarcity of tal-
ent.  Although there is an abundance of the lowest
and highest levels of workers, there is a shortage in
the critical middle group.  This group contains first
and second level supervisors who are responsible
for controlling and coordinating the massive activ-
ities within the organization, particularly in manu-
facturing.
- Fewer young workers and more older work-
ers.  However, despite this change in the demo-
graphic structure of the workforce, many indus-
tries, such as energy, utilities, chemical, and gov-
ernment, are facing the threat of fewer workers
moving into those industries.
- Rising demand for new skills with growing
deficits in basic skills.  Because of the increasing
importance of technology in the workplace, the
expertise within organizations is shifting from
older, more experienced workers to younger
employees, particularly those that grew up in the
digital age.
- More diverse, distributed and mobile work-
forces.  The World Wide Web has provided elec-
tronic interconnectivity that allows for work to be
shifted around the globe.
- Need for more leaders at all levels, particu-
larly at local levels.  Thomas states that organiza-
tions should be "leader full, not leader few."

Each of these characteristics of the new economic
world demands new thinking about talent manage-
ment and leader development.

TODAY'S CHALLENGES

Today's challenges demand new thinking about tal-
ent management.  Talent management must be
much more strategic and holistic than ever before.
For example, UPS has made a concerted effort to
link the way they acquire, develop, and deploy tal-
ent with their business strategy.  As an organiza-
tion, they have moved well beyond a package deliv-
ery service, becoming an operation that synchro-
nizes commerce worldwide.

To achieve this result, the talent management agen-
da must be expanded from a narrow and tactical
focus on sets of HR activities around the employee
life cycle to a broad and strategic focus on highly-
integrated systems of capabilities fundamental to
the business strategy and operations.  In such, HR
becomes more than just a "seat at the table" but a
true business partner.

There must also be a dramatic paradigm shift from
managing talent to support operations to multiply-
ing talent to generate talent power to fuel high per-
formance.

EVOLUTION OF TALENT MANAGEMENT

Talent management is also evolving from efficiency
and effectiveness to talent power as demonstrated
in Figure 1 on the following page.

The blue circle at the bottom left of this chart
depicts how talent was viewed during the Henry
Ford Era, when the real value of talent was to lower
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costs.  At that time, breaking through the $5 a day
cost constraint in factories was considered an enor-
mous efficiency in decreasing labor costs.  The next
circle represents the next phase of talent manage-
ment where the focus shifted to people develop-
ment.  In such, the economy saw the rise of non-
union labor organizations, which added value by
increasing quality.  At that time HR activities
became more aligned with the business, but HR
was still viewed as an adjunct function to opera-
tions, siloed from the rest of the enterprise.  Finally,
today in high-value organizations, talent is man-
aged for power, adding value to the organization by
multiplying the impact.  In such, the focus has
shifted from individual workers to teams and even
teams of teams.  HR is also highly integrated with
the rest of the organization.

TALENT POWER

Talent power means multiplying talent for high
performance, which requires a different kind of
mindset.  This mindset is one of the five winning
mindsets of a high-performance business.  The
notion of talent multiplication says that human
capital has the potential to create extraordinary
value and places increasing importance on intangi-
ble assets.  For example, Bill Gates often
states that "90% of the value of
Microsoft goes home at night."  This is
a dramatic change from the era where
value was placed primarily, if not sole-
ly, on tangible assets, such as capital
equipment.

Talent management is considered
strategic, so much so that when Wall
Street analysts describe the differences
in the valuation of companies, many of

the differentiators are intangible, such as the depth
of talent, strength of ability to innovate, likelihood
of the firm to outpace new competitors.  None of
these qualities are represented on the traditional
balance sheet.

In practice, organizations multiply talent by com-
bining and recombining skills, knowledge, and
organizational processes.  This increases adaptabil-
ity, learning, flexibility, innovation, and perform-
ance and creates extraordinary value through peo-
ple.

The talent-powered organization is set apart by
building a distinctive capability in talent multipli-
cation.  This is achieved by embedding the talent
multiplication mindset and practices into their
strategies, processes, and operations.  Creating tal-
ent power then propels the organization to high
performance.

BECOMING A TALENT-POWERED ORGANI-
ZATION

Building a talent-powered organization requires
creating and aligning four talent management
capabilities, as illustrated in Figure 2 below.

Figure 2
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These four capabilities go beyond simply attracting
and retaining employees.  They are set against the
backdrop of the talent mindset and talent culture of
the organization, which is influenced by the organi-
zation's leadership and strategy and when well-
managed, produces extraordinary results.

- Define your talent needs.  This is essential-
ly translating the business strategy into human cap-
ital needs.  The focus is long-term.  Organizations
should ask themselves, "What kind of talent do we
need in five to eight years and what are we doing
now to get it?"
- Discover your sources of talent.  This
includes internal and external sourcing.  For exam-
ple, UPS catalogs and understands the talents of
people and seeks to utilize them.
- Develop your talent potential.
Organizations should combine the right kinds of
talent with appropriate training, leveraging
employees' on and off-the-job experiences for the
benefit of the enterprise.
- Deploy your talent in the right place at the
right time.  It is imperative to understand the skill
sets the organization has and needs to determine
the appropriate people allocation in roles.

DEFINING TALENT NEEDS

To effectively define talent needs, organizations
must articulate current and future strategic goals
and continually assess both current and future tal-
ent needs.  Organizations should ask themselves, "If
we want to be this kind of company, what do we
need to do now to have the talent we need in the
places we need it?"  They must also identify mis-
sion-critical jobs and understand key workforce
skills and competencies.

Three companies have done some very interesting
work in defining talent within their organizations.
First, Harley Davidson's core market is North
America but believes their core future growth will
be in Europe and Asia, China in particular.  To
achieve this goal they are reaching out to build not
only a facility in China, but also the Harley culture
so they can ensure consistency of practice and peo-
ple management across a new global business.

Another example is Gruppo BBVA, a Spanish
financial services giant, who developed a goal and
strategy to reach beyond Spain to become one of
the world's top ten financial services companies.
Their strategy entailed having the right people in
the group to reach their goal to ensure they were
not too "Spain-centric."

Best Buy is a traditional "big box" retailer that
developed a strategy of "customer centricity".  To
achieve this goal, they rely heavily on customer fac-
ing employees to understand customer needs and
creatively providing products and services to meet
those needs.  This requires quick learners and self-
motivators who take the initiative to learn about
products and services outside their prescribed area
so they can make critical connections between all
Best Buy offerings to solve customer needs.

DISCOVERING TALENT SOURCES

In discovering sources of talent, it is imperative to
understand what competencies, not just what jobs,
are needed to achieve the business objectives.
Organizations should access diverse talent pools
both internally and externally.  An example would
include considering global sourcing for radiology
experts.
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The right talent must be sourced efficiently, effec-
tively, and strategically.  Organizations should pur-
sue novel options for accessing talent, such as dis-
covering diverse talent through marketing and
recruiting channels.  They should also consider cre-
ating customized employee value propositions to
every worker.  One way to do this is by demonstrat-
ing a sense of corporate responsibility, which is an
increasingly popular way to attract workers.

DEVELOPING TALENT POTENTIAL

To develop the full potential of talent, organizations
should invest in building people's skills, knowledge
and competencies in ways that enhance both indi-
vidual and collective capabilities.

- Integrate development into daily work,
rather than just putting people in rote assignments
and training courses.
- Make strategic use of assignments and
experiences to further develop individuals' talents.
For example, workers should be encouraged to
leverage their skills and capabilities in other ways,
such as community and political endeavors.
- Align people development with your orga-
nization's growth strategy to build the capabilities
needed to achieve future strategic goals.

An excellent example of an organization that has
done this successfully is Avaya, a leading communi-
cations systems, applications, and services compa-
ny.  They moved beyond defining its learning value
as the "amount of training delivered" to developing
solid business cases, identifying the anticipated
return on investment and selectively measuring the 

investment versus the value delivered.  They insti-
tutionalized a principle called "business interlock",
which is a formal business function with services,
interactions, metrics, and application capabilities
that link learning outcomes to business objectives.
It also links learning content development and
delivery to their new product development process.
In such, the company's in-house learning center,
Avaya University, has delivered significant cost sav-
ings to the company and successfully supported the
corporate business strategy of new product intro-
duction.

DEPLOYING TALENT

It is critical to deploy talent in the right place at the
right time to align employees' strengths and aspira-
tions with the goals of the organization.  Workers
should also be given meaningful opportunities in
roles and experiences that have strategic impact for
the organization.  It is also important to shape
teams in such a way to leverage the diversity of
thinking styles, experiences, and perspectives.
Successful organizations will also encourage and
enable knowledge sharing and best practices to
encourage continuous renewal.

LEADERSHIP SHAPING OPERATING
MINDSETS

Companies that successfully create and align these
four crucial talent management capabilities find a
way to connect their talent-powered model to lead-
ership values and passion.  Two key examples of
this are Marriott and UPS.  Figure 3 below demon-
strates how these companies have translated specif-
ic leadership values into how they do business.
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At Marriott, for example, leadership reinforces the
"people are our asset" philosophy with annual
excellence awards.  These values dictate how man-
agement "guides the ship" in tangible ways.

UPS promotes a philosophy of constructive dissat-
isfaction where success is never final.  In such, they
have been able to transition from being a parcel
service to a global leader in commerce.  They also

Figure 3

Figure 4
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put emphasis on aligning their employees work
with their owners' success.  Thomas asserts, "Talent
is something you manage and grow, not something
you simply control."

UPS has also developed a "winning team" impera-
tive, as detailed in Figure 4 above.  They maintain a
large part of their workforce as part-time employ-
ees, such as college students delivering packages
during school breaks, who become future full-time
employees.  They make very clear to candidates that
they are hiring them for a career, not just a job.
This is in stark contrast from the way the economy
is moving where people only stay in jobs for a short
time before moving on to other opportunities.
They strive to develop the person, not just the busi-
ness.  UPS' philosophy is that every day they could
be hiring their next CEO.

BECOMING TALENT-POWERED

Becoming a talent-powered organization requires a
subtle, but substantial, shift in mindset.  Talent
should not be thought of as labor, but rather as a
strategic resource.  As Thomas states, "Investing in
talent is investing in the future of what the compa-
ny could be."  It also requires a shift in culture from
one in which talent management supports opera-
tions to one in which talent management is consid-
ered strategic.

Becoming talent-powered also requires strong, vis-
ible leadership throughout the organization.  C-
suite executives, functional leaders, and line man-
agers must share a deep conviction about the power
of collective talent.  The talent mindset must be
deeply embedded in the organization's strategies,
processes, and practices.

An excellent example of this is Procter and Gamble.
They look out four generations of leadership, not
just the next replacement.  The fourth generation
leaders are currently 30 to 35 years old, so they
must seek to understand those employees' defini-
tion of success and career goals so they can shift
training opportunities to grow that next generation
of leaders.

CONCLUSION

There are five imperatives for becoming a talent-
powered organization, including:

- Put talent at the heart of your strategy.
Capability, creativity, and know-how are critical to
success.
- Make diversity a key strategic asset.  Getting
the skill sets and combinations the organization
needs is only a result of diversity.
- Build organizational capabilities in learning
and skills development.  Understanding that not
everyone learns and develops skills in the same way
is crucial.
- Make leaders and line managers account-
able for engaging employees.  Remember the adage,
"People don't leave employers, they leave man-
agers."  This is true.
- Enlist your entire organization in identify-
ing and nurturing talent.  Companies need to rec-
ognize that people bring many more skills to work
from other life areas.  Organizations should lever-
age these other skill sets for the benefit of the enter-
prise.

Thomas states, "If people learn through experi-
ences, for people to leave experiences on the table
and not use them effectively at work is probably the 
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biggest failing of the traditional approach to talent
management.  Talent management should bring the
whole employee to work, not just the piece for
which we pay them."

Based on the Human Capital Institute webcast,
Talent Multiplication: Developing Leadership
Capability, December 11, 2007.
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laboration, our programs collect original, creative
ideas from a field of top executives and the bright-
est thought leaders in strategic HR and talent man-
agement. Those ideas are then transformed into
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